

EMERGENT LEADERSHIP SKILLS
FOR THE WORKPLACE





BMSW6101
Tayo Korede

















Ruby Begum
1711694
Table of contents

Part 1 - Case Study
1. Introduction…………………………………………………………………………...	Page 3
2. Case Study Analysis on Steve Jobs Change Leadership……………………….
2.1. Did Steve Jobs maximise the full potential of his followers?......................	Page 4
2.2. Was Steve Jobs charismatic?.....................................................................	Page 6
2.3. Bass and Avolio’s four factors of transformational leadership……………..	Page 7
2.4. Kouzes and Posner’s five practices of exemplary leaders…………………	Page 9
2.5. Was Steve Jobs a pseudo-transformational leader?..................................	Page 11
3.   Conclusion…………………………………………………………………………….	Page 12
Part 2 - Reflective Essay………………………………………………………………...	Page 13
4.   Reference List………………………………………………………………………...	Page 16























1. Introduction
Part 1 - Case Study

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).  His products have without a doubt made such an impact on people’s lives; “without these devices, the universe I now live in would be unthinkable” (Godwin, 2012).  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
2.1. 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 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).  According to Kocienda (2018) Apple’s Principal Engineer of the iPhone software, Jobs said to him that his project was “dog shit”.  Unsure how to react to this blunt and harsh comment, he stood quiet saying it was just one statement.  Kocienda later learned why Jobs was not happy, the design was not quite there.  He continues to say that he has  learnt two valuable lessons from this incident; firstly, brand new work is not always successful, only at the end of a long journey are outstanding results achieved. Several trials are often needed to turn a concept into a finished product.  The subsequent point loses all sense of direction in the traditional perspective on Jobs as a bully: criticism can be powerful regardless of whether it is not helpful.  Jobs had no problem issuing a rejection without an explanation, he bluntly said if he didn't like it.  His input was straightforward, and he was happy to declare that the proposal was not successful, even though he did not explain concisely why.  Business Week asked him why he handled workers so severely, Jobs said it strengthened the organisation (Mayeux, 2015).  Jobs contended "Everybody I work with is smart and some people would get a top job if they were very mistreated, but they aren't” (Isaacson, 2012).  Ultimately, Apple, even today is a global phenomenon, without Jobs being able to push, may be at times harshly 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.















2.2 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.  Moreover, according to researchers, charismatic leaders were more successful than non-charismatic leaders (Copeland, 2014).  




2.3. Was Jobs a TL according to 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).  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; Schwantes, 2019).  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 on creating his own beige colour (Flurry, 2012).  According to Celse (2014) Job’s intelligence was undeniably brilliant, he promoted the intellect and imagination amongst followers and other representatives.  Jobs developed Pixar University, where his genius engineers and knowledgeable designers could train on all manner of subjects to truly understand what their colleagues had achieved (Schlender, 2012). 

Inspirational motivation is where TL’s empower their members to make them feel appreciated, praised and integral to the organisation’s mission.  These leaders bring consistency and significance to the organisation’s vision by simplifying what needs to be accomplished, conveying this knowledge with such conviction and charisma that they are inspired and excited to make this vision a fact (Weese, 1994).  An example of this is where Jobs encouraged and inspired his workers to act like artists and not workers.  When 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).  The writer believes that the act of signing one’s work, especially as an employee would inevitably make them feel rewarded, that they had achieved an accomplishment and a rewarding feeling of recognition.  Furthermore, this boost in confidence would undoubtedly create high morale and motivation creating a willingness to go beyond their normal limits, e.g. working towards Maslow’s self-actualisation.  Jobs cared about his employees, at Pixar he ensured that the building was built to pull people out of their workplaces to connect with others.  The front doors, main staircase and passageways all lead to the foyer, which was the only spot for the basics like a spa, café, employee mailboxes and washrooms (Schwantes, 2019). 


Intellectual stimulation is where leaders look for new designs and inventive solutions to organisational complications from their followers and encourage new approaches for performing tasks (Bromley, Kirschner-Bromley, 2007).  Tetzeli (2015) stated Jobs was able to be open to others’ abilities, to be motivated by that ability and challenged by it, but also to encourage them to do incredible things he felt he couldn’t do himself.  He once said, “there is no point in recruiting intelligent people and asking them what to do.  We hire intelligent people to tell us what to do” (Schwantes, 2019).  Great leaders realise what they’re not doing well and build close ties with others in order to get things done (Saxena, 2014).  An Apple programmer: Ken Kocienda who worked for Jobs stated, “what stands out in my mind is that he approached me and asked my advice, and his trust in me, an individual programmer, contributed to his final decision” (Singh, 2018).  Furthermore, according to Schlender and Tetzeli (2015) Jobs encouraged people to love Apple, not just work for them but truly love Apple and appreciate it in a very deep way.  He didn’t write them anymore on the walls and make posters of them because he wanted people to understand them, he nurtured individuals to graft for a bigger cause.  These statements suggest Job wanted workers to have the same passion as he did and to be aspiring pioneers of Apple and carry on his phenomenal legacy.  

[bookmark: OLE_LINK1][bookmark: OLE_LINK2]Individualised consideration is embodied in leaders who actively listen and pay careful attention to the success and development needs of their supporters (Bromley and Kirschner-Bromley, 2007).   Al-Sayyed (2016) stated that Jobs liked whiteboards, on which he wrote his struggles and inspirations, his supporters were often asked to draw up plans and he would list them on the board.  On other occasions, Jobs would hold annual retreats and aim at focusing sessions, he would gather his colleagues and ask, “What are the 10 things we should be doing next?”  People would compete to have their suggestions heard, with their support, Jobs carried out a filtration process to build better, concrete ideas (Isaacson, 2012).  Jobs showed to involve his fellow workers for their ideas and input, encouraging his team to explore and consider innovations that the world did not realise they needed.










2.4. Steve Jobs behaviour in terms of Kouzes and Posner’s five practices

Northouse (2018) state Kouzes and Posner developed their five practice model through interviewing over 1,300 senior level managers in 2012 asking what their ‘personal best’ experiences were as a leader.  The philosophies of Kouzes and Posner allow leaders to accomplish exceptional things (Northouse, 2018).

Model the Way is setting an example as an exemplary leader, upholding obligations and promises and affirming shared values with others.  Leaders consider that the regularity of actions and words builds their reputation as transformational leaders (Abu-Tineh, Khasawneh and Al-Omari, 2008 as cited in Kouzes and Posner, 1995, 2002).  Jobs constantly shared his vision with his co-workers, displaying his passion for perfect products and ultimately his demanding nature pushed followers to enhance their work out of fear and an eagerness to satisfy.  Furthermore, he inspired employees to create ground-breaking products, instilling the belief that the impossible is actually possible if you have the right mind-set.

Inspire a Shared Vision is where Leaders are committed to connecting their individual dreams to the group's expectations by developing a common goal and it is this practice that sets leaders apart from other credible people (Kouzes and Posner, 2011).  According to Elliot (2012) Jobs stated, “It's my job to encourage and develop the team and build aggressive dreams of how it should be."  According to Smith (2019), Wynton Marsalis; a renowned trumpet player stated Jobs talked for two hours straight and how he thought he was possessed.  He started staring at Jobs after some time and not at the screen, because he was so intrigued by his enthusiasm.

Challenge the Process is where top leaders are top listeners.  They are experts in the pursuit of creative methods of developing their own jobs, departments and organisations.  In addition, they take chances and create a healthy atmosphere where people are able to benefit from their mistakes and accomplishments.  According to Schlender and Tetzeli (2015), Tim Cooks stated that Jobs had the confidence to accept that he was mistaken and to improve.  This is a characteristic which is missing by so many people who have achieved so much and not many people at this level would change direction.  Jobs was also 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).  

Elliott (2012) contended Macintosh faced many obstacles, but Jobs never hid from challenges.  Jobs was constantly at his whiteboard, brainstorming with colleagues, taking them on retreats as well as having many discussions with his team in order to develop themselves as a successful organisation, look at their shortcomings and discussing ways to move forward (Steve Jobs brainstorms with the NeXT team, 1985).

Enable others to Act is when a leader needs to recognise that achievement is a collective effort, and that teamwork and responsibility are the secret to success.  Leaders must trust that their followers are capable, otherwise educate them and create an atmosphere in which they feel proficient and professional (Kouzes & Posner, 2007).  Without Steve Jobs' "searching for opportunity" and "experimenting and taking risks" the transformation of technology would not be available (Goode, 2015).  Although Jobs was the CEO of Apple, he handed people below him the authority to make decisions rather telling them what to do.  "If you are going to recruit great people and keep them working with you, you must let them handle specific decision-making, and you should be directed by propositions and not by hierarchy” (Ellexis, 2012).  Strong leadership requires empowering people to act on your behalf.  An individual cannot make a significant improvement alone; they require others support to do something extraordinary.

Encourage the Heart is where the leader must inspire people to be their best in their souls, that way they become more productive and effective in their work as they are motivated (Mayeux, 2015).  The current CEO of Apple and close friend of Jobs; Tim Cook stated that he sees Steve Job’s influence in everything Apple employees do, it’s in their behaviour, in the polish and flair of their pitches, in the designs of their slides.  “Before Jobs, no start-up would ever use the word ‘beautiful’.  Now everything has to be beautiful, every product needs to be fantastic and live up to its promise and bring delight to the lives of its users” (Schlender and Tetzeli, 2015).  Jobs (2005) stated “The only way to do great work is to love what you do. If you haven't found it yet, keep looking. Don't settle”.  These words not only inspired the people he worked with but also millions around the world.  His motivational speeches were heard at all times, keep going, you can do this, aim higher, do not give up.  Jobs also made sure to celebrate the victories of his organisation by holding Apple Events which are still held today.






Was Steve Jobs a pseudo-transformational leader?

According to Bass and Steidlmeier (1999, as cited in Sartre, 1992) inauthentic or pseudo-transformational leadership is that of leaders who knowingly or unknowingly act in bad faith.  Many researchers have a mixed opinion as to whether Jobs was a pseudo-transformational leader or not.  The writer believes Jobs was an authentic TL and not a pseudo-transformational leader.  On many occasions, he showed that the company, products and people came before making profits.  He yearned for perfection in his products and organisations, which displayed a very strong quality in building a good reputation and being successful.  His extreme demands and forceful pressure pushed his followers to perform better and create ground-breaking products and ultimately Apple’s success (Isaacson, 2011).  Jobs was so passionate about his work life, it seemed as though he never stopped working.  Vic Gundotra, the man behind Google+ stated he received a call from Jobs whilst he was at Sunday Service to discuss the colour of the Google logo on the iPhone.  “It was a lesson I will never forget, CEO’s should care about details, even shades of yellow on a Sunday” (Peralta, 2011).  He subsequently spent days distressing over how round the case corners should be (Isaacson, 2011, p83) and insisted on a one year warranty for Apple II instead of the normal ninety day period.  Jobs did not worry of maximising income or cost trade-offs and conveyed to his workers to concentrate on delivering excellent goods and the rewards follow (Isaacson, 2012).  Jobs believed that the most effective treat he could give to those he did not know was sophisticated gadgets that would offer improved functionality levels (Becraft, 2017, xii).  Furthermore, according to Becraft (2017, preface) Jobs concentrated on design and function, constantly talking about the prospects for the customers to be using the goods that his firms have developed.  Isaacson (2012) suggests that Jobs' impact on leadership be judged by the results.  These findings suggest that Jobs was not looking for self-gain neither was he acting in bad faith to be known as a pseudo-transformational leader.  Rather, he cared more about delivering outstanding products that were unique and beneficial for his consumers.  










3.  Conclusion

This paper has discussed in line with Transformational Leadership, both theory and realistic explanations of creativity, inspiration and charisma from Steve Job’s life.   He wanted to change the world, his motto was, 'I want to put a ding in the universe' (Carroll, 2029, cited in Isaacson, 2011).  Godwin (2012) contends Jobs was profoundly concerned with inspiring the human race.  Never was Steve Jobs the typical leader, he tried to keep ahead and give customers a unique experience and show the world what a business could become, not what it is.  Jobs' distinctive charismatic and transformative personality combined with his authoritarian decisions made Apple what it is today.  The attributes of a person's leadership are not determined by their self-perception; they are evaluated by the way others view them (Becraft, 2017, preface).  

Both Bass and Avolio’s 1994 Transformational Leadership Theory and Kouzes and Posner’s (2012) Five Practices of Exemplary Leaders have great significance for business leaders.  In his career Steve Jobs illustrated successfully numerous elements of both theories and has built a benchmark for future leaders.  Many believed Steve Jobs was abrupt in some aspects of his leadership, but it is this characteristic that pushed followers to aim bigger and be better.  Furthermore, his influence was a positive one which ultimately led to the success of Apple and is still the ground-breaking company that he himself once formed.

















Part 2 - Reflection Essay

Understanding Leadership
There are no exact definitions of the word Leadership due to hundreds being present in literatures.  Fairholm (2002 as cited in Stogdill, 1974) contends that there are different leadership concepts as there are people that have attempted to describe the term.  One simple definition is: “A leader is one who knows the way, goes the way, and shows the way (Almas, 2017).  Prentice (2004) defines leadership as a goal that is accomplished with the aid of individuals whilst Armstrong (2009) defines it as the process of getting people to do their best to achieve a desired result.

There are several aspects to leadership; Trait - is a quality, such as courage or tenacity which make people leaders (Adair, 2013).  Ability - is having the capacity to lead and this can be acquired through practice and hard work. Skill - is knowing what to do and how to do it. Behaviour is how one act towards others in various situations.  Relationship is the collaboration between leaders and followers.  Influence process is where the leader influences the follower to accomplish an objective.  Upon completing a Conceptualizing Leadership Questionnaire, the writer scored:

Trait - 20			Ability -18			Skill - 20	
Relationship - 17		Behaviour - 18		Influence process - 17

The scores provided shows how the writer focuses on the various aspects of leadership and how she manages the process.  The writer scored highest in Trait and Skill which shows that she emphasises the role of the leader and the leader’s special gifts in the leadership process.  
The writer considers having certain traits establishes good leadership. Being able to communicate effectively will make working relationships better.  According to Ayub, Manaf and Hamzah (2014) “The leader must know what interaction is and how it leads to communicating the action.  The writer strongly believes that having emotional intelligence plays a major impact on being a constructive leader.  They have the ability to perceive, use and handle one's feelings efficiently, alleviate tension, have compassion for others, resolve difficulties and overcome disputes in a constructive manner.





Leadership styles
A Study was carried out by Lewin, Lippitt, and White (1938) to identify leadership styles and three were identified:
Authoritarian - Authoritarian leadership applies to a case in which a leader has the greatest possible power and authority 
Democratic - Bhatti et al. (2012) suggests that democratic leadership style focuses more on people and there is greater interaction within the group.
Laissez-faire - is the policy which is based on the idea that governments and the law should not interfere with business, finance, or the conditions of people's working lives.

The writer completed a leadership questionnaire to identify her style, she scored:
Authoritarian - 13 low
Democratic - 24 high
Laissez-faire - 18 moderate

These scores indicate her style of leadership is democratic and this aligns with her beliefs and conviction when she was leading at The Valuation Office Agency (VOA) who gives the government the valuations and property advice needed to support taxation and benefits (GOV.UK, 2020).  She led a team of four Administrative Assistants and made sure to involve them with decision making, asked them for their input and ideas and listened to their feedback.  This created good working relationships, the assistants had good respect for her and were able to be honest when they made mistakes.  This was imperative as the team were dealing with Housing Benefit claims.  So, had they inputted the wrong figure in the computer system, it would affect the Claimant’s Housing Benefit payments.  Furthermore, the writer noticed they were more motivated and engaged in their work because they felt involved in decision making.  They were not penalised for making mistakes and on the whole, it was a very pleasant environment to work in.  By being collaborative and open, it was encouraging the assistants’ behaviour and they in turn they had the same attitude.  The limitations experienced as a democratic leader was not being able to reach a mutual decision when there were really large back logs of work.  A meeting was organised to discuss how to best tackle this workload without it affecting the normal day to day activities.  The writer was not able to get to a mutual decision because every individual had their own idea and thought it was the best choice to make.  This is where being a democratic leader helped because ultimately the final decision was the leaders.  A further setback experienced of this leadership style was that one admin worker got too comfortable with this relaxed environment that they were not really doing much work, rather just sitting down and talking.  The leader started to receive complaints about him from the other assistants who were working flat out to get the backlog finished.  The Administrator then had to have a one to one with this colleague and re-iterate the importance of everyone including the leader having to put in 100% into working to reduce the backlog.  She further explained that hundreds of claimants were suffering because they were put on a temporary payment plan whilst their actual claim was being finalised by our agency.  The phone lines were constantly ringing with complaining claimants as they were financially struggling to make ends meet.  He was apologetic and felt embarrassed for his actions and said he would not let the team down again.

Although this style has its limitations, the writer believes that the values outweigh them.  When working as a leader you must keep a balance, not to be too authoritative nor laid back, there being a democratic leader does just that.  Furthermore,  research has found that this style generates higher levels of engagement and productivity, a pleasant and honest working environment, which in turn encourages ideas and creativity.  
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