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[bookmark: _Toc7432598]Executive Summary
This assignment focuses on Elon Musk and the leadership styles that he has adopted. Throughout this analysis, we will be highlighting how he has created a new definition of leadership from combining Adaptive leadership and Transformational leadership. His expertise has taken the world by storm and transformed our thinking regarding leadership, as research keeps defining new ways on how old and new leaders have been perceived. Hopefully in the forthcoming years we might find his way of defining his leadership style, which in today’s world incorporates the use of Emotional Intelligence while also not taking away the use of technology and how organisations work in order to bring success through the combination of skills, resources and people.  
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Nature highlights many vital aspects of how great leadership helps groups manipulate any terrain, it’s all a matter of survival, growth and moving forward like a flock of birds in migration. (Data Care, 2013) Experiencing social challenges, beliefs, attitudes and behaviours can only be innovatively overcome through sharing relatable solutions. Stogdill (1974) pointed out that scholars’ universal research has produced many different findings defining leadership. Leadership is a process whereby one individual influences a group of likeminded individuals to achieve a common goal. (Northouse, 2016) I will be reporting on how Elon Musk’s leadership style is constantly headlined with fictional actions, which he challenges himself and those around him to make them a reality. (J. Berke et al, 2018) 

[bookmark: _Toc7432600]Overview on Elon Musk
Visionary innovator, industrialist and entrepreneur of technology disruption of the 21st century, Elon Musk has had a major influence in companies such as Tesla Motors, SpaceX, Solar City, PayPal and Zip2. His Rockstar status resembles that of Tony Stark of the acclaimed Iron Man movie. His journey from tyrannized childhood in Apartheid-era South Africa, through to Canada where he furthered his studies at University of Pennsylvania which brought his conviction of changing the world and creating a lifestyle. Silicon Valley only acquainted to his comic book-like ambitions, despite corporate challenges. His fascinating story has never been smooth sailing but was influenced by his personal experiences and decisions. He has shown great leadership qualities which are changing the world as we know it. (Vance, 2015)
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(based on Appendix A)
“The Great Man” leadership theory was researched in the early 1900s, it was influenced by inborn qualities and characteristics of great social and political leaders. From 1900-1929 dominated by control and centralization of power, through coaxing respect and loyalty. (Moore, 1927) The 1930s emergent leadership theory of the Trait approach where individuals influenced by a group through interaction or where an individual changes a group’s attitudes. 
1940s introduced the Group approach where individual’s behavioural influence on a group towards shared goals, through driver-ship and coercion. (Copeland, 1942) 1950s Group theory evolved to leader’s actions in a group, behaviour became based on shared goals as influence directed the group’s effectiveness. 1960s leader behaviour influenced by turbulent world affairs, leaders influenced people to a shared direction. (Seeman, 1960) 1970s leaders initiated and maintained organisational behavioural goals. (Rost, 1991) 
1980s explosion on leadership research where leaders are followed without coercive influence; reintroducing traits, encouraged by best seller “In search of Excellence” (Peter & Waterman, 1982); transformation credited by Burns, (1978) highlighted the engagement of groups, leaders and followers motivated and moralized each other.
21st century leadership evolves between emerging authentic leadership that encourages individual’s achievement of common goals through transparency; spiritual leadership where members shared values and senses motivated the group; servant leadership where expectations of leaders’ actions resembled what they expect back from their followers; and adaptive leadership that encourages followers to adapt to challenges, problems and changes through reflection. (Northouse, 2016)
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Leaders cannot exist without followers, as followers cannot achieve anything without leaders. No one is above the other, but the leader needs to initiate and maintain the relationship. It was common belief that leaders were born with stature, acumen, character, eloquence and other traits, but as time passed it was discovered that leadership can be learnt. This is because all these qualities cannot be displayed without the process of interaction between the leader and their followers. (Bryman, 1992) (Jago, 1982) [Appendix B]
Leaders can be assigned a position through recognition of behaviour by a group, (Hogg, 2001) sometimes they emerge without titles through leading communication. By showing insight and knowledge about circumstances, seeking opinions, or initiating new ideas, (Fisher, 1974) leaders usually show their personality.
Power in its use either good or bad has the potential to influence those who are curious, especially if it concerns something related to their beliefs, attitude and forces actions that affects them. Power is driven by information, it becomes worthless to the holder when those who need it are aware of the information. John R. P. French (1959) and Bertram H. Raven (1965) analysis identifies the six bases of such power. Characterising individuals such as: PERSONAL POWER~ Referent is Beyoncé, Expert is Albert Einstein; POSITION POWER~ Legitimate is Theresa May, Reward is the Queen, Coercive is Adolf Hitler, Information is Google Search engine. [Appendix C]
Power is not the dominant quality in leaders anymore, as technology has empowered followers causing them to demand more from their leaders. If a leader is not transparent, they lose respect which has brought leadership to become a social contract between leaders and followers. (Kellerman, 2012)
Kotter et al (1977, 1990) argue that leadership is about multidirectional innovative goal accomplishment. Management on the other hand is about unidirectional reduction of chaos within an organisation, so that it operates consistently. (Rost, 1991) 
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Adaptive leadership (Heifetz et al, 1988; 1994; 1997; 2002; 2009) process, focuses on the changes in environment which requires people to respond to them regardless of any obstacles. It highlights the activities of the leader in conjunction to the specified work of their followers where they feel protected and secured.  Relate to musk storytelling to drive people towards his vision
This is enforced through specified tasks related to the individual, organisation, community and society. Adaptive leaders act like the shovel to a pile of sand by mobilizing, motivating, organizing and orienting their followers from one position to the next. This is achieved by analysis of a system with its many parts, internal/external biological perspective, solutions service orientation, and psychotherapy perspective. (Northouse, 2016)
While growing up in South Africa, Elon Musk’s intelligence was magnified by his curiosity of life’s big questions which were encouraged by Encyclopaedia Britannica, exhausted school libraries’ and bookstores’ resources. His self-confidence convinced his father to buy a computer, reading its manual within the expected time limit; and had a coded video game published all before he became a teenager. His sociability was always highlighted by his lack of emotional relationship with his father and innovative team made up of his entourage relatives. His determination when mixing his own chemicals for explosives and rocket builds craved attention, so he was always trying to prove his integrity by defying the odds by taking the road less travelled by his peers. Accompanied by his accomplices, their ethics were only ever challenged by red tape that was placed before them, in situations like prohibited train rides and arcade lease acquisitions. (Northouse, 2016) (Vance, 2015)
Heading for Canada, with no fixed address or job offering, his patience was tested by harsh jobs to make ends meet, in search for his golden ticket of enrolling at Queen’s University in Kingston, Ontario. Where he relentlessly ended up pursued his first wife despite being out of her league. Elon Musk wrote papers on economies of scale for renewable energy, alternating current and e-books store like Google books. When he arrived in Silicon Valley, Elon took internships at Pinnacle Research Institute and Rocket Science Games. He created Global Link Information Network which got renamed as Zip2. (Vance, 2015)
A subset of Complex Leadership Theory of administration, adaptivity and enabling leadership that was brought to the fore in the 21st century organisations, puts information as a core commodity above production. (Uhl-Bien et al, 2007) His cultivated personal traits while growing up carved out a strategic approach that encouraged learning, creativity and adaptability in complex organisational structures that added to his life’s toolkit. These experiences have highlighted the decisions made by Elon that correspond with the Model of Adaptive Leadership which spans through challenges, behaviours and how the leader works. 
[bookmark: _Toc7432605]There are three Situational Challenges arising from issues faced: 
· Tesla Model S electric vehicle 123, 000 recalls and the first few failed SpaceX rocket launches addressed through technical challenges. (B. Logan, 2018) (L. Anslow, 2016)
· SpaceX engineers travelling back and forth between Los Angeles and Texas testing rocket engines and designs, and Tesla electrical vehicles directed for environmentally friendliness without sacrificing performance as technical and adaptive challenges.  (Vance, 2015)
· Adaptive challenges which Elon introduced by redesigning the Tesla electric vehicle when the industry was dominated by gas vehicles and privately-owned SpaceX’s reusable spaceships. (Vance, 2015) (www.spacex.com/dragon) (K. Kam, 2018)
[bookmark: _Toc7432606]Six Leader behaviours which include: 
· Getting on the balcony: Through innovation, Elon spends approximately 100-hours weekly juggling timeboxing SpaceX, Life to Mars Foundation, Tesla, Open AI and The Boring Company flame-throwing (@elonmusk, 2018) of which 80% is devoted to designing and engineering. 
· Identify adaptive challenges: Thinking outside the box highlights Elon’s demanding standards where expectations for SpaceX’s scheduled launches of fifty privately owned rockets. Testing potential employees by screening them personally through written letters and profound questions in interviews while he multitasks. (@intelcentre, 2017)
These adaptive challenges are distinguishable through four archetypes of adaptive change which are:  
· Work avoidance: Elon's leadership is “best compared to a master who berates and smacks his dog for not being able to read his mind”. (M. Bodnick et al, 2016)
· Competing commitments: Critically acclaimed SpaceX launch of a Tesla Roadster to orbit Mars with no fixed destination. (@elonmusk, 2017) 
· Gap between espoused value behaviour: Public reproves and his refusal to go public with SpaceX is because of his fear of workers losing their innovativeness and smooth running artistic taste. (M. Bodwick et al, 2016)  
· Speaking the unspeakable: Everyone needs to be all in as a team as this helps create synergy, which makes the corporate culture effective in maximising the benefits from employees’ talents and skills. (M. Bodwick et al, 2016)  
· Regulating distress: Directing a holding environment with protective barriers by orientating employees to open productive norms to minimise any conflicts by timeboxing. (T. Frank, 2018)
· Maintaining disciplined attention: Employees are encouraged to quickly counteract changing trends in the automobile market for competitive advantage. This enables resilience to issues and challenges ahead. (T. Frank, 2018)
· Giving the work back to the people: First principle reasoning for better understanding of environmental factors to easily identify problem solving. (Innomind, 2013) (Wendover Productions, 2017)
· Protecting leadership voices from below: All employees are expected to think like owners which supports business development, if responsibility is second nature it enhances performance throughout the business. (Elon Musk Viral Videos, 2018)
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First described by Downton (1973), transformational leadership linked leadership and followership by political sociologist Burns (1978) in his work titled “Leadership”, he said leaders tapped the motives of followers to better reach goals. He later differentiated it from power, as the priority of follower needs being inseparable from transformational leadership. 
A process of influencing people by openly bringing continuously change without focusing solely on personal interests. (Philippians 2) An individual’s empathetic focus is on the groups’ feelings, beliefs, conscience, morals and goals by encompassing them within an organisations culture. (Northouse, 2016) Elon has found himself in hot water by his elaborate tweets which have cost his company and himself millions of dollars lawsuits and having to relinquish his chairman position at Tesla. (Q. Fottrell, 2018) It differs from transactional leadership which focuses on exchanges between the leader and follower and usually applied in managerial activities. And pseudo transformational leadership which focuses on personalised leadership, that is self-consumed, exploitive, power oriented and lacks moral values rather than the followers’ interests, like Adolf Hitler. (Bass et al, 1999, 2006) Transformational leaders have similar traits to charismatic leaders in that they have unique charisma that influences their followers, Appendix A. (House, 1976) 
Bass (1985) extends on the emotional elements and origins of charisma’s by suggesting that it is necessary (Yammarino, 1993) to focus more on followers’ rather than leaders’ needs, which created a sequence between transactional and transformational leadership, Appendix B. Transformational leadership motivates followers beyond the expected by consciously viewing the important value they add if they follow explicit and idealized goals, transform their own interest to best suit the team or organisation, and address higher-level needs, Bass et al (1985, 1990, 1993, 1994) Avilio clarified this model approach in his book “Full Leadership Development: Building the Vital Forces in Organisations.”
Transformational leadership motivates followers to do beyond what is expected by raising awareness of prioritized values and idolized goals. This is achieved by addressing high-level needs of the collective unit, rather than the individual. There are seven factors that show leader characteristics: with four of those factors impacting transformational leadership; two impacting transactional leadership; and one Laissez-Faire leadership which are summarised in Appendix H. The transformational leadership factors include the 4 I’s which are: Idolized influence (charisma); Inspirational motivation; Intellectual stimulation; Individual consideration. 
These factors which coincide with each of Bennis and Nanus’ four strategies and highlighted by his attractive, simple, understandable, beneficial, and–quite literally–energy creating (Northouse, 2013). Regardless of its realistic or believability, his mission is to full proof his experiments by making them his vision of fossil fuel free world which maximises green energy and space exploration (Jacoby, 2011). [Appendix J]
He is also a social architect through employee inspiration by his works of successes and failures from ventures he has undertook at Tesla and SpaceX where he has managed to “mobilize people to accept a new group identity and a new philosophy” (Northouse, 2013). Musk’s philosophy maintains unprecedented standards of excellence and clearing unforeseen paths of progress in nearly abandoned industries. Dolly Singh recounts Musk’s address to his employees of SpaceX after the failure of the first launch, a pivotal moment which she recognized that “a failure in leadership would have destroyed us.” Singh called “the most impressive display of leadership that she had ever witnessed,” Musk encouraged and motivated his team with “fortitude and ferocity,” saying, “For my part, I will never give up and I mean never” (2013). [Appendix K] 
To build trust amongst his followers by “being predictable and reliable, even in situations that are uncertain” (Northouse, 2013). When Tesla struggled through financial crises he continued funding his company out of his own pocket, investing over $100 million into the electric car company (Jacoby, 2011). Research shows that transformational leadership is most effective in times of crises, (PSU WC, 2015) proving that transformational leadership strategies became apparent in these uncertain situations.
Creative deployment of self: Northouse notes that transformational leaders have a high “positive self-regard” and focus on “their strengths rather than dwelling on their weaknesses”. They tend to “immerse themselves in their tasks and the overarching goals of their organizations” (Northouse, 2013). Musk’s creative deployment of self is shown by his display of extraversion of capabilities based on complex topics (Jacoby, 2011). He compensates his weaknesses by sourcing expert recruits who are top of their field to do the heavy lifting while expecting high standards of excellence in their performance (Jacoby, 2011). Musk immersion is displayed by his working and sleeping habits which he expects from his team. This was displayed when Tesla needed funding, he spent 4 weeks on the ground with his team to fit his electric motor into a Smart car as a means of impressing the executives and ensuring their financial support (Jacoby, 2011).
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Musk’s vision and standard of transformational leader relies on ethical standards, values, and moral convictions. The strengths of transformational leadership is its “strong emphasis on followers’ needs, values, and morals,” its attempt “to move people to higher standards of moral responsibility,” and its being “fundamentally morally uplifting” (Northouse, 2013). Musk’s leadership style, moral quality or not, will likely not be solidified until it is analysed through hindsight. Considering the magnitude and rate of change he is initiating in various industries; a strong argument could be on made both sides.
Through Adaptive Work, Elon has created an environment of the changing times which display charismatic behaviour.
5-Factor Personality Model (Study using Meta-Analysis (Judge et al, 2002))
· Agreeableness – According to Bloomberg (2014) Musk doesn’t take things likely, in the past he has had major fallouts with co-founders and got rid of major players who didn’t follow his persistent vision and ideals. 
· Extroversion – Musk is not afraid of public platforms as he is often on stage unveiling new products, charity speeches, connecting with customers for continued feedback to get his message across to the public.
· Conscientiousness – Musk is a very dependable and organized leader who has laid foundations to all the companies he manages. Seth (2015) reported on Mashable that Musk works over 20 hours per day.
· Neuroticism – Musk has taken Steve Jobs’ harshness with employees with many reports of public lashes at employees who don’t follow guidelines and fall short of his goals. Seth (2015) stated that he often demands seemingly impossible things. 
· Openness - “Risk” is word that Musk is too familiar with, critics in the early stages of Tesla always said that an affordable electric car would not be possible. Even at times when his company was on the verge of bankruptcy he poured his own money into the business to have it continue running. Bloomberg (2014) reported that Musk used all his money he made from selling PayPal into Tesla to continue funding for designs and advancements, luckily, he was able to take the company from the ground up and make it what it is today. He has continuously taken huge business risks and continues to do so even with the current deals in negotiation to purchase SolarCity.
This highlighting his Emotional Intelligence which is a psychology study that emerged in the 1990s based on human mental and emotional consciousness. The focus is on the management of every day thinking to always include an emotional element. This encourages relationships with oneself and others, which impacts positively on effective leaders. 
MSCEIT measures Emotional Intelligence on how an individual perceives, facilitates, understands and manages.      
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Figure 1Peter G. Northouse, Leadership: Theory and Practice, Seventh Edition. © 2016 SAGE Publications, Inc
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Figure 2Peter G. Northouse, Leadership: Theory and Practice, Seventh Edition. © 2016 SAGE Publications, Inc
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Table 2.1 Studies of Leadership Traits and Characteristics

Kirkpatrick
Mann and Locke Zaccaro, Kemp, and

Stogdill (1948) (1959) Stogdill (1974) (1991) Bader (2004)
intelligence intelligence  achievement drive cognitive abilities
alertness masculinity  persistence motivation extraversion
insight adjustment  insight integrity conscientiousness
responsibility dominance initiative confidence emotional stability
initiative extraversion  self-confidence cognitive openness
persistence conservatism  responsibility ability agreeableness
self-confidence cooperativeness task motivation
sociability tolerance knowledge social intelligence

influence self-monitoring

sociability emotional

intelligence

problem solving

SOURCES: Adapted from “The Bases of Social Power,” by J. R. P. French, Jr., and B. Raven, 1962, in D.
Cartwright (Ed.), Group Dynamics: Research and Theory (pp. 259-269), New York: Harper and Row; Zaccaro,

Kemp, & Bader (2004).
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Figure 1.1 The Different Views of Leadership
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SOURCE: Adapted from A Force for Change: How Leadership Differs From Management
(pp.3-8), by J. P.Kotter, 1990, New York: Free Press
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Table 1.1 Six Bases of Power

Referent Power

Expert Power

Legitimate Power

Reward Power

Coercive Power

Information
Power

Based on followers’ identification and liking for the leader. A
teacher who is adored by students has referent power.

Based on followers’ perceptions of the leader’s competence. A
tour guide who is knowledgeable about a foreign country has
expert power.

Associated with having status or formal job authority. A judge
who administers sentences in the courtroom exhibits
legitimate power.

Derived from having the capacity to provide rewards to others.
A supervisor who gives rewards to employees who work hard
is using reward power.

Derived from having the capacity to penalize or punish others.
A coach who sits players on the bench for being late to
practice is using coercive power.

Derived from possessing knowledge that others want or need.
A boss who has information regarding new criteria to decide
employee promotion eligibility has information power.

SOURCE: Adapted from “The Bases of Social Power,” by J. R. French Jr. and B. Raven, 1962, in
D. Cartwright (Ed.), Group Dynamics: Research and Theory (pp. 259-269), New York: Harper &
Row; and “Social Influence and Power,” by B. H. Raven, 1965, in I. D. Steiner & M. Fishbein
(Eds.), Current Studies in Social Psychology (pp. 371-382), New York: Holt, Rinehart, & Winston.
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Figure 11.1 Model of Adaptive Leadership
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Table 8.1 Personality Characteristics, Behaviors, and Effects on
Followers of Charismatic Leadership

Personality
Characteristics

Behaviors

Effects on Followers

Dominant

Desire to influence
Self-confident
Strong moral values

Sets strong role model
Shows competence
Articulates goals

Communicates high
expectations

Expresses confidence
Arouses motives

Trust in leader’s ideology

Belief similarity between
leader and follower

Unquestioning acceptance
Affection toward leader
Obedience

Identification with leader
Emotional involvement
Heightened goals
Increased confidence
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Figure 8.1 Leadership Continuum From Transformational to
Laissez-Faire Leadership
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Table 8.2 Leadership Factors

Transformational
Leadership

Factor 1
Idealized influence
Charisma

Factor 2

Inspirational
motivation

Factor 3

Intellectual stimulation
Factor 4

Individualized
consideration

Transactional Leadership

Factor 5
Contingent reward
Constructive transactions
Factor 6
Management-by-exception
Active and passive
Corrective transactions
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Figure 8.3 The Additive Effect of Transformational Leadership
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"FAILURE IS AN OPTION
HERE. IF THINGS ARE
NOT FAILING, YOU ARE

NOT INNOVATING
ENOUGH."
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