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Leadership and Management – Bill Gates


Executive summary
In this report, the focus will be on analysing Bill Gates and his leadership and management approaches. I will need to identify his approaches and evaluate them, before looking at the advantages and disadvantages of his approaches and strategies.  Firstly, there will be a brief introduction and a summary of my chosen leader. Secondly, I will be looking at the history of leadership and how it has evolved over the last century or so, paying attention to several theories such as the great man, trait and transformational theories. I will then look at current leadership theories and compare them to Bill Gates to see where he fits in. Finally, after analysing him and his methods, I will look to make appropriate recommendations based on my findings as to how his strengths can be maximised and the weaknesses can be minimised.

Introduction
Warren Bennis says; ‘Leadership is like the abominable snowman, whose footprints are everywhere, but is nowhere to be seen’. Many people believe that there is a difference between a leader and a manager, a leader being a selfless individual who can guide and motivate others effortlessly to their goals and objectives, whilst managers are profit and goal driven individuals that only care about the job and themselves. Michael Armstrong defines leadership as the following; ‘Leadership is the process of getting people to do their best to achieve a desired result. It can be described as the ability to persuade others willingly to behave differently. Leadership involves developing and communicating a vision for the future, motivating people and securing their engagement to the task they are expected to do.’ (Armstrong, 2016) For the individual to differentiate between one and the other they must have some sort of traits? Something within their personality that makes them act or see things differently. This brings us to the ‘trait theory’ which will be discussed later on.

Bill Gates
Bill Gates is an entrepreneur, a business leader and the co-founder of the Microsoft Corporation.  Bill was raised in Seattle, Washington, his family were very supportive of his passion for computers and encouraged him to pursue it from his early years. He dropped out of college to start Microsoft with his childhood friend Paul Allen. He has three children with wife Melinda French who he married in 1994. Today, Bill and Melinda Gates co-chair the charitable foundation bearing their names and are working together to give their wealth back to society. He has a net worth of over ninety billion US dollars and is also part of ‘The Giving Pledge’ – he is known to have given over 30 billion dollars to charity.

Main Body
History of leadership (Great Man, Trait theory & Transformational theory) 
Great Man
Leadership trait theories developed from the ‘Great Man’ theories from the early 1900’s which focused on identifying innate qualities and characteristics possessed by great social, political, & military leaders. So, what is the ‘Great Man’ theory? ‘The great man theory of leadership became popular during the 19th-century. The mythology behind some of the world's most famous leaders such as Abraham Lincoln, Julius Caesar, Mahatma Gandhi and Alexander the Great helped contribute to the notion that great leaders are born and not made.’ (Kendra Cherry, 2017) What is suggested here is that you cannot train up or build a leader through coaching and training because leaders are unique individuals who are born with the right mindset and the appropriate traits. As Stogdill suggests, there are eight traits relevant to leadership but that they must fit the situation in which they are functioning. Not everyone who is born with these traits becomes a leader, there are many influences that can impact a person’s life otherwise everybody with these traits would end up in a leadership position at some point.
Trait theory 
Similarly, Northouse suggest that leadership is made up of several different things, the first one being a trait. Meaning that an individual brings certain qualities to the way that he or she will lead. Saying that leadership is a trait puts a vast amount of emphasis on the leader and that person’s special gifts. Trait theory suggests that ‘personality traits influence leader emergence and effectiveness.’ (Amy Colbert, 2012) Having mentioned the word ‘trait’ very often already perhaps it would be worth looking at the ‘trait theory’. In a way, this theory builds upon the great man theory, it reinforces the statement that leaders are born and not made. Trait theory emerged not long after the Great Depression during the 1930’s. But it suggests that leaders all have the same or similar traits that differentiate them from the rest. But the main drawback is that not all traits are transferable across different workplaces. ‘People who possess certain traits that make them leaders in one situation may not be leaders in another.’ (Northouse, 2016) The trait then passed to behaviour as researchers recognized leadership is not a passive process but one that involves a group relationship. 
Transformational theory 
Many see leadership and management as a; you reap what you sow, you get what you deserve etc. John Miller suggests that transformational theory takes that notion a step further, a transformational leader motivates people to do more than they expected to accomplish. They will do this by raising awareness levels of how important the task is and the best ways to achieve them. Another way is by transcending self interest for the sake of the team and the organisation. Transformational leadership is when leaders can transform their ‘follower’s to be work more efficiently in all aspects of their job. ‘Transformational leaders are active leaders that have four distinguishing characteristics: charisma, inspiration, intellectual stimulation and individualized consideration.’ (Bryant, 2003) 
Pamela Spahr also writes; ‘Transformational leaders are sometimes call quiet leaders. They are the ones that lead by example. Their style tends to use rapport, inspiration, or empathy to engage followers. They are known to possess courage, confidence, and the willingness to make sacrifices for the greater good.’ Like the other theories there are certain traits mentioned above, but the most intriguing part is that they are called ‘quiet leaders’ – they don’t need to manage people and give orders, but rather they do and the rest follow which is what a leader is.

Present day leadership
Adaptive leadership
In this present day, the world and the environment are changing at a rapid pace, meaning that in terms of leadership and management there are always new hurdles and new ways to go about ordinary things, such as leading your subordinates efficiently. Leaders need to be able to adapt to the work environment and the pace of the world. Richard Heifetz writes the following on adaptive leadership; ‘The practice of leadership, like the practice of medicine, involves two core processes: diagnosis first and then action. And those two processes unfold in two dimensions: toward the organizational or social system you are operating in and toward yourself. That is, you diagnose what is happening in your organisation or community and take action to address the problems you have identified.’ This says that in the present day, leaders need to be able to adapt to problems and obstacles. When something new and difficult occurs, problems need to be analysed, solutions must be thought of, and a leader must guide his or her colleagues through the process that has been set out to complete the task to the best of their abilities. Being able to adapt is basic human nature, in business, being slow to react and adapt business models and to innovate new ideas can cost companies dearly, for example, Blockbuster losing out to Netflix is streaming service.

Team leadership theory   
In the twenty-first century there is a lot of emphasis on team work and group work, trying to get the best out of each other by sharing ideas and being proactive together with the aim of being efficient and building new relationships. Steve Kozlowski writes; ‘The increasing focus on work teams in organizations places emphasis on the role of the team leader to guide and structure team experiences that facilitate the development of teamwork skills, skills that underlie the coordinative and adaptive capabilities of effective teams.’ This shows that present-day leaders not only have their workers follow them but must get employees to work together with the same motivation as if they were working ‘for’ the leader. 
Melissa Horner also suggests that this theory is becoming ever more prominent in the present because of how business and businesses are changing and have changed recently. Moving closer towards flatter and leaner structures that support a team-based workforce the nature of leadership has changed over time too.    

Bill Gates
To run such a successful company such as Microsoft and grow it to where it is today, Bill Gates must have been quite a leader and or motivator. Gates has always been a hard worker, working tirelessly from an early age like any successful entrepreneur. He is obviously an expert at what he does, he’s very intelligent and that can motivate people around him. In terms of his leadership, Bill Gates falls into the adaptive and perhaps transformational categories. John Rampton writes; ‘Gates never lets the Microsoft team become complacent, even when they held the market leader position and were achieving multi-billion dollar revenues. A leader should not be static; they should dynamic. Gates has become a legend by continuing to evolve to stay relevant. He has always understood the market continues to shift in its needs and desires. Gates knew that Microsoft, to maintain its leadership position, had to continually reinvent itself, moving from just software packages for Office to a web browser and new enterprise solutions. He led the pursuit to diversify the Microsoft product line and ingrained that need in the organization’s culture.’ Although this looks more at his company, I believe that his company reflects his work and his personality as a leader. Perhaps as more of a ‘Team Leadership’ approach with a dash of ‘Adaptive’ leadership, the ability to get the whole company working towards a common goal, even when they’ve achieved almost everything, that isn’t enough. To continue to adapt to the customer and the environment with Microsoft, it shows Bill Gates’ state of mind when it comes to leading. Joseph Chris suggests that Bill stimulates intellect and creativity, the success of Microsoft of course is not only down to the people at the top, but the teams who work for Bill and co. But it’s his charisma and his abilities that motivate his staff to not only better themselves but to help Bill realise his visions and achieve them. ‘He empowers people, encourages creativity, and creates opportunities for people to explore new ways of doing things.’ (Chris Joseph, 2015) This final quote shows that he has quite an adaptive approach in my eyes as he’s always looking to find new ways of doing things.

Conclusion & Recommendations
It would be naïve to pin Bill Gates into one category as he has qualities from each theory. Ultimately if I had to choose one it would be the transformational theory as he possesses the most qualities from there. The inspiration from his intellect motivates others and that makes him a great leader and not a ‘manager’.
[bookmark: _GoBack]It is hard to be critical of someone who is this successful, but there are a few criticisms of Bill Gates mainly from his earlier years. He has been known to patronise people, notably telling somebody how ‘stupid’ they sounded when giving a speech in front of colleagues. To make sure he has continued success I would recommend he does not gain any dictator like traits, always seek to help and motivate rather than put others down. And also, communication is key always in any organisation, as he has been known to be difficult to contact at times, always be open to colleagues and make time for suggestions and just general conversation to keep morale and a family sense about the business.
For his strengths, they are almost if not flawless, continuing in the same manner with regards to work ethic and motivation will continue to see Microsoft break records.
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