



Steven Jobs (1955-2011) was an American inventor, entrepreneur and designer who co-founded Apple Computer in 1976, alongside Steve Wozniak (Hansen, 2020). Both had made big sacrifices from the start, Steve Jobs has sold his beloved VW bus and Wozniak, sold his scientific calculator just to open their business (Gould, 2013). Their first computer the Apple I had been priced at $666.66 each and managed to earn the company $774,000, just three years later their second computer Apple II generated a total revenue of $139 million (Lusted, 2012). In 1980 Apple Computer went public and at the end of their first day their company was valued at $1.2 billion. 
Jobs went on to become the chief executive and chairman of Apple but was then forced out of his company in 1985 by John Scully, a man he hired to help the company increase their revenue (Isaakson, 2011). Steve then went on to create the NeXT computer, who Apple then bought out for $429 million (Matthews, 2021), and launched Pixar Animated Studios who created such popular classics as Toy Story (Williams, 2017).
Steve then returned to Apple more than a decade later and have changed the way we interact with one another forever by creating such innovative products as the iPod, iPhone and iPad (Lee, 2015), making Apple the most valuable public company in the world, the title they still hold today, with the valuation of $2.9 trillion (Ernst and Young, 2021), despite Steve Jobs death on 5th October 2011, his vision still lives in the ideas and values of Apple. 
During his years at Apple Steve had been known for his attention to detail, the deep sense and understanding of product design and ability to captivate and connect with people (Melby, 2012).
‘The people who are crazy enough to think they can change the world are the ones who do.’ was his maxim (Olson, Finnegan and Hope, 2008) and it shows how Steve approached his leadership role. Sadly, on 5th October 2011, Steve Jobs had lost his long battle with pancreatic cancer, leaving behind a huge legacy and the vision that lives on till today. (BBC, 2011).
To gain more understanding about how Steve managed his employees and companies its necessary to define what good leadership is and why its required to adapt to the way in which business leaders operate to foster innovation, adaption and high performance in organisations and to analyse the environment in which he operated. 
The difference between leadership and management has been explained by Covey (2004, p. 101) ‘Management is the efficiency in climbing the ladder of success; leadership determines whether the ladder is leaning against the right wall’ According to Steve Jobs (Gilliam, 2008, p.101) innovation is what distinguishes a leader from a follower. Lewin (1939) had identified three main leadership models, authoritarian, participative and delegative, however the adoption of technology in 21st century has called for a different type of leadership, which requires different qualities, perspectives and working methods for new leaders, as the working environment and society had changed dramatically. Since then, the leadership roles had evolved to different styles such as authentic, transformational or adaptive leadership among many others. 
When talking about the changes in society and environment we often refer to it as VUCA environment which stands for Volatility, Uncertainty, Complexity and Ambiguity (Kok and Huevel, 2018). VUCA demands that the traditional, outdated approaches to management and leadership be avoided, as new more agile and pragmatic methods are the key to being successful in the VUCA world as they enable vision, understanding, clarity and agility to be used to the business advantage.
When Steve was a CEO of Apple the world was at the beginning of embracing the technological advancements and was getting used to using things we take for granted now such as computers or mobile phones which was one of the main megatrends that Steve had noticed and along Wozniak they decided to fill that gap. He operated in a highly competitive market with the giants such as Microsoft or AMD when he was at the beginning of his journey.
When it comes to big organisations such as Apple it’s important to understand that they are Complex Adaptive Systems (CAS) which means that they are made up of different departments, often called agents that interact adapt and learn (Holland, 2006). CAS evolve over time, influenced by their environment and influencing their environment (Franco, 2020).
After the quick consideration of the environment in which Jobs operated, this essay will now try to critically analyse and evaluate his approach to leadership using the three different leadership roles to determine is Steve had been successful in implementing innovation, adoption and high performance.
One of the very first leadership roles described was the authoritarian or autocratic leadership is a style of leadership characterised by individuals need to control all the decision-making processes. It can be simply explained as having a clearly defined ‘boss’ who runs the company the way he/she sees fit. An authoritarian leader makes decisions on policies, procedures and group objectives with little or no input from his or her team members or followers (Goleman, 2017). Authoritarian leadership can benefit an organisation when decisions need to be taken urgently and effectively and when specific tasks and responsibilities have to be undertaken in a certain way, especially in environments where there’s little room for mistakes such as construction, manufacturing or military. It enables to have a clear vision and not to get sidetracked by different circumstances.  It can also work very well if the person in charge is the most competent person in the organisation (Demirtas and Karaca, 2020). 
On the other side it can have disadvantages such as the organisation might become too dependent on the leader and his vision, especially in the fast-changing environment where a decision must be taken urgently, the team member responsible then must wait and see what the leader does which might take up the valuable time (Frantz, 2018). It can also create an environment of mistrust as the leader has to assume that his followers are not performing their roles and responsibilities to the desired level. In certain situations authoritative leadership can slow down innovation and progress as the power resides with a limited number of people, it can potentially lack diversity and lack of collaboration which for certain organisation is vital (Kramer and Tyler, 1996).
Steve Jobs had showed many times that he is an authoritarian leader. He had meticulous attention to detail and was insistent on perfection which often resulted in fight and arguments with his team members (Wagner and Hollenbeck, 2014). He has been known to surround himself with the like-minded people, who would allow him to continue in the execution of his vision, no matter if they were the right choices at the time. A good example of this is when Jobs was ‘fixated’ on creating a new Macintosh computer, which had been a great device with superior technology of Lisa computer. Jobs wanted to sell his product for $2,000 which would just undercut the IBM products, however the CEO of Apple at the time Scully wanted to raise the price by $500 to cover the earlier costs and shortcomings of the Lisa computer (Fitzpatrick, 2018). This ended up becoming a great issue between the two and as a result Jobs was forced out of Apple, the company he created. Despite that he still believed in his vision for a personal computer and as a result he opened a new company called Next Computer (Isaacson, 2012). 
From the above evaluation its clear to see that Steve Jobs had showed more than one trait of an authoritarian leadership, however Joiner and Josephs (2006) say that it is possible to be use more than just the one leadership style.
The next style of leadership this essay will look at is transformational leadership identified by Burns (1978). According to White (2018) transformational leadership is kind of leadership where encourage, inspire and motivate employees to innovate and create change that will help grow and shape the future success of the company. 
Yukl (2010) had identified several guidelines which transformational leaders follow and characteristics that they possess. A transformational leader should articulate a clear and appealing vision, explain how the vision can be achieved, lead by example and provide opportunities for an early success which should be celebrated by the whole team. The leader should also be confident and optimistic to encourage the followers to act the same way and to motivate them in order to empower them to achieve the shared goal, which also completes the 4 I Model described by Northouse (2016) where he says that transformational leader should Lead by example and set the expectations, encourage learning and growth, inspire to reach for the new heights and coach and empower the team to success.  
If we analyse those characteristics against what Steve had done and the way he achieved it, it is clear to see that Steve was a transformational leader in particular when it comes to charismatic and inspirational quotes (Bryant, 2003). During his time at Apple and Pixar he had led a cultural transformation across many industries such as music, where he told the record companies that they can either adapt to the digital world or they will lose their revenue and suffer financially, movie industry had never been the same after Pixar (company which was partially owned by Jobs) introduced their new animated movies to the public and of course the mobile phones communication in the ever growing and evolving digital age (Herman, 2011). 
Even a quick google search about Steve Jobs shows that people remember him as creative, passionate, visionary all the qualities needed to be a transformational leader (Griggs, 2011). Despite motivating and inspiring people with his visions of the new products and the benefits they can bring many of the former employees of Jobs said that they felt small, weakened and eager for his approval, with some describing his leadership style as ‘management by character assassination’ (Isaacson, 2011, p. 120). Such opinions potentially question the problematic assumption in transformational leadership literature that the inspirational leader is always benign and good, also the transformational leadership literature rarely considers the outcomes of the transformation in the broader sense. 
Once could even argue that the lives of Apple workers had been changes forever. For example, workers at the Foxconn factory, had been transformed by producing thousands of products a day in an alienating condition for very low pay, but not necessarily for the better, or the extreme working conditions of Apple’s senior executives, engineers or technicians who work very long hours in stressful and competitive environment, hence the question is performing beyond expectations (Bass, 1990) is a sustainable and meaningful way of living good life.
Jobs had been driven to change the world, as captured in his mantra ‘I want to put the ding in the universe’ (Isaksson, 2011) The US President Barack Obama had also said that Steve Jobs was brave enough to think differently, bold enough to think he can change the world and talented enough to do it. He transformed our lives, redefined entire industries and achieved the rarest feats in human history: he changes the way each of us sees the world (Carroll, Ford and Taylor, 2019). 
The last leadership style this essay will concentrate at is the adaptive leadership first describe by Heifetz and Linsky (2014), they said that in the constantly changing and developing world, the organisations are also under constant pressure to change, adapt and improve to the changing environment and as a result they must be navigated accordingly. 
Leaders who adapt such a style go beyond addressing the challenges and changes, they find the root cause of the issue and then solve it. Furthermore, they have a very skilled eye for recognising what risks are worth taking and what is better left untouched for the benefit of the organisation. This gives them the time and resources to adapt and ensure the best leadership and strategy for the company (Heifetz and Linsky, 2002). 
Adaptive leadership focuses, similarly to the authoritarian leadership, relies on the decision-making process with one difference, adaptive leaders are very open to feedback, ready to make the necessary changes to improve their position and nimble enough to swiftly shift the direction in which the organisation is headed. Adaptive leadership helps individuals to adapt and thrive in the face of challenges and prepare the for the upcoming changes. This style involves such vital skills as diagnosing the problem, interrupting and innovating ways in which the issue can be solved by means necessary to achieve the goals of the organisation ( Ramalingham et al, 2020). 
This style of management has a set of unique characteristics which the adaptive leaders have to follow such as emotional intelligence as the leaders know that the transition process can be very hard, they use their empathy to listen and motivate others, organisational justice which means that the adaptive leader should be fair, open and honest, despite the fact that sometimes it can be very tough to do so. They are open to develop new strategies, try out new things and take calculated risks to improve also, their character is key as this type of leadership points to earing the respect of your followers (Shein, 2010). 
Steve Jobs had been known for his honesty which sometimes drove people away form him as they couldn’t handle they way Steve would talk to them or openly tell people that they are not good enough to be working at Apple.  He would very often have his own mind made up about the way in which the issue should be handed or what the product should do or look like that it was very hard for anyone to persuade him or even express their opinions if they disagreed with his vision (Kukulski, 2020). 
Steve thrived when faced with the challenge by being innovative and coming up with creative problem-solving solutions, just like to one to open an iTunes store to increase his revenues but also and more importantly to get the music industry on his side as they were losing a lot of revenue from illegally download songs, when iPod was first introduced (Johnson et al, 2012). 
According to Ebener and Borma (2021) a key skills of adaptive leaders is social and emotional intelligence which is a ability of being aware of your own emotions as well as other people’s in order to adapt to the responsibilities and pressures faced daily, similarly to social intelligence which focuses on knowing yourself and people around you, it’s often called ‘a tact’ or ‘street smarts’ it they way you interact with others and how they perceive you (King, 2019).
Steve didn’t have too much of the emotional intelligence when it came to dealing with his employees, however on much broader, international scale he was very socially and emotionally intelligent as he cared so much for the people and improving the quality of everyone’s life that he managed to make things nobody knew they wanted but now can’t live without. He fostered his vision, attention to detail and agility to learn from his mistakes as well as mistakes of IBM or Microsoft and he used that knowledge to create unique products such as iPod, revolutionary at the time, it could hold 1000s of songs without the need of carrying CD’s with you everywhere you went.
Steve Jobs had used different characteristics of many leadership styles to enable him the control over his company, its vision, goals and objectives and developing and innovating new products. He left nothing to chance and wanted to have the total control over the whole manufacturing and developing process. 
Thanks to his unique way of seeing the world he was able to transform the world and affect all of us. He showed a lot of traits typical to the authoritarian leader but his clear vision, insight and belief that what he is doing is right enabled him to motivate others as well as foster innovation, high performance and adaption to the ever-changing world. It can be argued that because of Steve Jobs other organisations had to adapt to the Apple’s way or they would fall behind and Apple would gain even more of a competitive advantage over their competitors.
His unique way of looking at the world combined with the great vision, passion and use of different leadership techniques have enabled him to foster innovation, adaptation and high performance, as now ten years after his death, organisations are still trying to mimic him and copy his products worldwide. 
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"My job is to not be easy
on people. My job is to
make them better.”

- Steve Jobs





