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[bookmark: _Toc89351643]Introduction
It was Lord Heseltine who once witheringly assessed a prominent political leader as ‘a man who waits to see the way the crowd is running, then dashes in front, saying “follow me”’ (The Guardian, 2019). Clearly, Heseltine wished to illustrate his disapproval of the leader’s chosen style but did so without indicating a prediction as to the success of that strategy. When discussing the supposed leadership of the great and the good, one’s opinion of greatness or success will depend on the metrics used to measure success and the interpretation of leadership itself.
This paper will consider the myriad questions surrounding the concepts of leadership and followership, the interrelated branches of management and stakeholdership, and ownership and employment, with regards to both personal and public perceptions of success. Can the concept of leadership be separated from that of management? Has each derived from a different part of the human psyche, only for the combination to have become a hybrid descendent of both? Or are they both peripheries of the singular concept? How does the relationship between followership and stakeholdership compare? Will a change in one balance benefit from a respective or opposite alteration in the other? Could any such symmetry be beneficial?
Does any given leadership style require a particular type of follower? Does a successful leadership style need to adapt to wide diversity in followership? Are prospective followers perhaps searching for a surrogate mentor, an example to emulate? 
How does one judge the success of a leader? Can a leader who attains great personal wealth and comfort while leaving their erstwhile followers destitute be considered successful at leadership? Can a figurehead who ends his life in penury and incarceration be considered a leadership failure even if their followers should continue to pass their teachings on from generation to generation? Must a good leader also be a leader for good? While many might be capable of leadership, perhaps not all are able to look like a leader while doing so. Is this a flaw, or a virtue? To what extent does great leadership reside in the eye of the beholder?
The aim of this paper is to critically assess the style of the author’s chosen example of leadership; Jeff Bezos. It will critically evaluate models and theories of leadership styles. It will examine the potential effects to the organisations and lives of the individuals of the application of leadership strategies including the use of communication and motivation. It will also consider the author’s ability to perform the key leadership responsibilities in relation to the discussed leadership styles.
A limited amount of primary research was conducted by the author in the form of self-completed questionnaires. The secondary research comprised of academic textbooks and journals; credible news outlet publications; and various biographies.
[bookmark: _Toc89351644]Leadership Example: Jeff Bezos
[bookmark: _Hlk85036901][bookmark: _Toc89351645]Profile
In today’s public consciousness, it is likely that Jeff Bezos is known as a pioneering space tourist and slightly eccentric oligarchical billionaire, often framed as a visionary but exploitative captain of modern 21st Century Industry as founder of heavyweight multinational corporation Amazon. Bezos is thought to be the world’s wealthiest person, with an estimated wealth of $150,100,000,000. The crude television satire South Park (Un-fulfilled, 2019) portrayed him somewhat exaggeratedly as an alien-esque telepath operating on a higher plane of existence. The Economist (2020) caricatures him as a version of ‘Dr. Evil’, a supervillain from a successful motion picture franchise. Such colourful caricaturing has not always been the norm. The journey of Bezos, and the rapid and invasive growth of his Amazon business empire have met with several different situational contexts and perceptions over the several decades of his rise (Craft, 2021; CNN, 2021; NBC, 2006). 
[bookmark: _Toc89351646]Personal Background
Born in Albuquerque, USA in January 1964 (Britannica, 2021; Entrepreneurs.ng, 2021), Jeff Bezos gifted nature was apparent from a young age. He launched a summer camp for children whilst still in High School, where he went on to become valedictorian (an esteemed status, particularly in the USA). He spent some time working at a McDonald’s restaurant and also worked at a ranch owned by his grandparents. He cites his grandfather as an early influence of his (Shephard, 2020; Business Insider, 2017). After graduating from Princeton University bristling with qualifications in Computer Science he secured a high-paying job at hedge fund DE Shaw, and became their youngest ever senior Vice President within four years. He was named ‘Person of the Year’ in 1999 (Time, 1999).
[bookmark: _Toc89351647]Present Day Perception
In 2003, comedy show Futurama (Three Hundred Big Boys, 2003) lampooned a character as a risk-taker for spending a cent on five shares of Amazon. Since then, Bezos has gained infamy for his apparent high-handed treatment of employees, at least some of whom would have counted themselves as followers of a sort. Examples of exploitation and alienation are rife, with The Guardian (2021) among several sites to carry reports of workers forced to defecate in bottles, while management were aware of problems. The paper also describes union-busting activities, making Bezos something of a poster-boy for the ire of organised labour.
[bookmark: _Toc89351648]Bezos Traits and Styles
[bookmark: _Toc89351649]Trait Approach
Mullins (2016) regards the trait approach as based on an assumption of ‘inherited characteristics, or personality traits, which distinguish leaders from their followers’. CNBC (2019) take this very approach while considering Bezos’ leadership qualities. Listing Bezos’ supposed attributes, from aiming for the moon, to being fearless of failure, CNBC’s gushing article is entirely lacking in criticality, and suggests that if good reasons for Bezos’ climb to fame didn’t exist, it would be necessary for CNBC to create them. Krueger (2017), a former workmate and Vice President at Amazon, touts his intelligence and vision in a credible review, also lacking in criticality. A lack of criticality coupled with Bezos’ considerable clout and influence to quash and bury critical voices are found to be a running theme in articles regarding Bezos. Awodesu (2018) concurs with the thrust of CNBC and Krueger’s interpretations with the addition of Emotional Stability as a forte.
[bookmark: _Toc89351650]Style Approach
The so-called style approach is generally attributed to Lewin’s (1951) leadership theory. Krueger eschews the dictatorial portrayal of Bezos, while making no mention of a bent towards democratic nor laissez-faire leadership. Awodesu (2018) meanwhile, has no qualms about describing Bezos’ style as ‘authoritarian’. The Washington Post (2021), itself owned by Bezos (and subject to his influence), reprinted startling allegations of sexist culture and authoritarianism at Bezos’ space-flight company, Blue Origin. Sources flaunting Bezos’ democratic credentials are scarce to the point of mythical. The BBC (2021) points to instances of delegative leadership, such as the in-house creation of AWS (Amazon Web Services), perhaps supported by his departure as CEO of Amazon to become ‘Executive Chair’. Amazon’s use of AWS and various AI (Artificial Intelligence) systems and algorithms (Amazon- what they know about us, 2021) are also an area which could point to a delegative style. Amazon are pushing the boundaries of IT (Bloomberg, 2021) and its ability to store and process customer data is second-to-none. Forbes (2018) give some insight into how Amazon has deliberately structured itself around AI. Problem-solving and decision-making broadly, but particularly at Amazon, are now increasingly facilitated by the Knowledge Management systems made deliverable by AI (Greene, 2021). It is possible that the existence of modern systems provides an alternative to Lewin’s idea of delegative leadership. Blauner (1964) predicted, perhaps naively that increased technological advances would bring greater freedom for the factory worker, but the example of Amazon suggests the opposite is more likely to be true.
[bookmark: _Toc89351651]Contingency Approach
The contingency approach of leadership, illustrated by Tannenbaum and Schmidt’s (1973) Continuum of leadership behaviour model provides a model in which the context influences the supposed style of leadership selected for any given situation. Given the changing contexts to Bezos’ journey from book-selling middleman to semi-retirement from Amazon, it may appear surprising that few analysts attribute this style to Bezos. It is possible that many may have made the calculation that sensible boring articles sell few copies and acolytes who give lukewarm praise are unlikely to encounter great rewards, or perhaps encounter punitive tactics, as in the case of The New Republic (The Atlantic, 2019) which saw Amazon withdraw advertising revenue to avenge the publication of a perceived sub-positive article. The contingency approach also shares some tactics with Clutterbuck’s (2004) theory on coaching, in that a good manager will pick and choose the best time to coach, rather than to push the model perpetually, whatever the occasion.
[bookmark: _Toc89351652]Situational Approach
The model of Situational leadership, popularised by Hersey and Blanchard (1988) describes an emphasis on leadership which shifts depending on the receptiveness of followers. Whereas several sources (CNBC, 2021; Bloomberg, 2021) comment on the evolution of Bezos’ style, few argue that these augmentations are due to perceived followership reception. This model lends itself better to time-bound task-oriented team projects in a managerial setting. Nicholls’ (1985) New Situational Leadership Model uses a combination of Hersey & Blanchard and Tannenbaum & Schmidt’s ideas for style variance according to context. Awodesu (2018) believes the situational leadership model can be applied to Bezos, but in a form that cuts across its usual intent, more as a tool to better exploit employees.
[bookmark: _Toc89351653]Transformational Approach
Bezos’ success has inspired multitudes of critiques on his style of leadership, with a large fawning plurality (Gradinaru et al, 2020) of views pointing to his demonstrable credentials as a transformational leader. However, while accepting the evidence of his vision and transformational success, it is less clear that he continues to ply his trade in this way, and increasingly opaque again as to whether his style has consistently been so throughout the earlier stages and changing contexts of his career. Krueger (2017), CNBC (2021), Bloomberg (2021), Awodesu (2018) and various others all trumpet Bezos as a ‘Visionary’ leader. Awodesu (2018) and others also point to transactional examples of leadership styles employed by Bezos. It is worth noting, that as owner of the organisation, Bezos has more choice of style at his disposal than an average manager.
[bookmark: _Toc89351654]The Use and Usefulness of Leadership Models
Discussion on this subject requires an agreed definition, and Armstrong (2016) provides a decent version, among the multiple and diverse examples available: ‘Leadership is the process of developing and communicating a vision for the future, motivating and guiding people and securing their engagement’. The author has their own preferred definition: ‘The chosen balance of combined influences viably exerted on followers’. Armstrong’s broad definition interestingly includes ‘guiding’ as a criterion. This distinguishes figurehead leaders, inclined to alienate their followers (such as a medieval king) from a perceived positive style of leadership, which guides, something akin to a mentor, at least figuratively. Parallels could be drawn with Clutterbuck’s (2004) research into mentoring and coaching, mirroring the concurrent polarisation and crossover twixt managing and leading.
Assigning a certain style of leadership to any given leader can depend on which spectrum of leadership the beholder perceives. Lewin’s early research into leadership identified three distinct styles; authoritarian, democratic and laissez-faire. 
Burns (1978) introduced a binary selection of leadership styles, transactional and transformational. It was not intended to encompass the entirety of leadership theory, but provides an easy way to divide leaders into one or the other category, as evidenced by Gradinaru et al (2020), as they fawn over Bezos’ supposed transformational style.
Mullins (2016) views authoritarian and democratic styles as extremes on the same spectrum, and places Laissez-faire (or delegative) on a separate axis, opposing examples of non-leadership, or abdication.
Tannenbaum and Schmidt’s (1973) Continuum theory of leadership suggests different styles for use along the autocratic-democratic axis, providing for fluidity of approach according to context- the ‘Contingency’ approach.
Burns, and McGregor’s (1987) X and Y theory represent a somewhat bipolar false dichotomy while Tannenbaum and Schmidt (1973), followed by Nicholls (1985), allow for changing methods.
Adair seeks to include management within the boundaries of leadership, while Kotter (1973) eloquently discerns the differences. Adair argues leadership is a key ingredient in management, and that a good manager must be a leader, and vice versa. Adair presents his theories as a unified vision, for management and leadership.
There is some consensus among theorists regarding a common axis with autocracy and democracy at either pole. 
Kotter (1973) makes an interesting comparison of leadership against management, while accepting the large area of crossover. Managing stability vs leading change. The best option, it is deemed, depends on the situation. Esteemed leader of his field, John Adair (2016) makes a similar point, painting leadership and management as two sides of the same coin. Can the axis of leadership to management be overlaid onto the autocratic-democratic axis employed by Nicholls?
Does this suggest that Kotter’s view on leadership leans towards autocracy? Does Kotter’s view on managerialism lean towards democracy? It should be noted that Kotter’s position on there being twin sweet-spots (one each for leading and managing) does not suggest that the more authoritarian a premier, the better a leader they might be, nor that ever-more democracy leads to better management. Too far in either direction sees the efficacy of leadership or management wane after a certain given point.
While Bezos will have changed style depending on the situation, it seems unlikely that in doing so, he was pursuing a particular theory or model. More likely is the inclination to shoot first, ask questions about leadership style later, when anyone who might raise an eyebrow will hopefully have already been figuratively, shot.
Adair’s unified theory of leadership (to include management) is oft represented as a Venn diagram of three overlapping areas, of team, task and individual. Lewin’s three styles of leadership are also presented in a similar fashion, of three overlapping Venn circles (authoritarian, democratic, laissez-faire). Can Adair’s triple circle be easily overlaid on Lewin’s treble ring? While similarities abound, the usefulness in applying these comparisons is yet to be proven.
[bookmark: _Toc89351655]Strategies and Change
[bookmark: _Toc89351656]Vision and Transformation
Few would argue over the apparent intelligence of Bezos, while far more would doubt his charisma or personal qualities. What is indisputable is that his vision, through ruthless exploitation and risk, has transformed attitudes to retail globally, while shaping the relationships between employees and corporations, and making a virtue of increasing wealth inequality. In an email to his employees (Amazon, 2021), revelling in the fanfare, he claims that Amazon’s $15 wage was an inventive idea, spurring other employers to act similarly. He makes no mention of the decades of protests for better pay and conditions at his workplaces. Some critical observers may find this apparent blind spot something of an argument against Bezos’ portrayal as a great, or even respectable, leader. Some may wonder (Lina Khan – US Lawyer, 2021) if the dramatic success of Bezos brings with it any risks, along with the absence of humility. 
[bookmark: _Toc89351657]The Author’s Contextualised Leadership Qualities
[bookmark: _Hlk89282330][bookmark: _Toc89351658]Leadership Style
The author has undertaken questionnaires to attempt to establish his likely preferred leadership style. The results yielded high positive correlation for democratic leadership, low positive correlation for authoritarianism, and medium correlation for laissez-faire ideology. The author’s views on leadership quality priority skewed highly in favour of ‘process’ priority, followed by skill and behaviour. Trait, ability, and relationship scored low as priorities. Such is the nature of self-completed questionnaires, can the reader, or the author have confidence in the results? The author went on to use Barratt’s (1997) methodology to identify any relevant dispositions that might affect the reliability of the answers supplied or the results provided. The research indicated a desire to be liked as a limiting factor of the author, which should be taken into account. The truthfulness of his answers may have been affected by his concerns over the expected output. Perhaps the propensity of the authors bent towards democratic styles are an effect of the author’s desire to be seen as a fair-minded and welcoming man of the people. The author’s recent experiences of group project work have revealed a softness in democratic principle (in an organisational context), with an increasing adoption of situational or contingency tactics in his various attempts to lead, or even to wrest control from the majority view at any given time. The author considers the possibility of emulating Bezos’ supposed ‘style’ as eminently plausible, depending on the context, and in considering that the alternative might be failure in whichsoever cause. There have been occasions in the author’s past when it has been perceived as necessary to utilise the (potentially) underhand tactics of the oppressor against them, when not to do so would have been naïve and ultimately unsuccessful. It is the author’s opinion that he is capable of leadership, and in possession of many of the various leadership qualities alluded to by Adair, Armstrong, Mullins and others. The author considers that there are situations and contingencies better suited to his preferred style, a comfort zone, of sorts. Nevertheless, the author considers the cold necessity of reality would be sufficient to convince him of the need to employ whichever tactic or ‘style’ of leadership necessary for the particular context. The author has considered the possibility that he has the potential to be as amoral and authoritarian as Bezos, and is plausibly using his democratic ideals as a cloak to disguise autocratic wishy-washiness. Having considered the possibility, the author rejects the likelihood of this being the case. The author’s identifiable beliefs and values lead to the suggestion that scale and context are vitally important parts of the equation. The author believes that the enormous scale of wealth (and wealth deprivation) being dealt by Bezos is a limiting factor in his ability to act in an autocratic (or laissez-faire) manner which might be somehow justifiable in a smaller, or more righteous context. This gives rise to the possibility that the differences between the author and Bezos are a matter of degree, rather than a matter of principle. Some possibilities may never be disproven. Yet the author hopes the criticality with which he holds himself, and Bezos, displays a sharp difference between the two. The author has scarcely heard Bezos question his own methods or morals. The author believes that had he shared a similar early trajectory to Bezos, it would not have resulted in the accumulation of such wealth and resources, that the delegative phase would have been reached much sooner, followed by a far earlier step back into retirement. The author believes that the attraction of popularity among the masses would have led to a pseudo-selfless giveaway to staff and to the state, had Bezos levels of wealth ever been attained. This could be viewed through a difference coined by Clutterbuck’s (2004) four styles of helping. Bezos’ style, in the author’s view is Directive and Stretching (if it can be considered ‘helping’ at all!), rarely deigning to help in any way other than a strict coaching model, only when necessary. The author considers his own preference to be more nurturing when possible, allowing for guidance and counselling, but also incorporating coaching and networking when possible. 
[bookmark: _Toc89351659]Leading on Change
In attempting to forge a path forwards, it would be wise to take the advice of Covey (2004): ‘Seek first to understand’. The author considers himself to be in possession of several necessary leadership attributes. Whether choosing the mould of an alignment leader, or a transformational leader, capabilities such as good communication, adaptability, delegation and motivation would be useful, nigh indispensable. It is easy to claim possession of these virtues, less easy to provide evidence. The author’s past experiences have revealed that communication upwards (to an informed audience) comes easier than communicating, or defining a vision to, sheltered subordinates. Adaptability has been evidenced on many occasions, while the author’s commitment has been less in demand historically. Delegation has been practised by the author, often with varying results. These partially held attributes would form the best basis for the author’s future forays into leadership.
[bookmark: _Toc89351660]Conclusion
What effects can be attributed to actual leadership skills? Does the Queen Bee inspire achievement in her drones? Is a King’s figurehead status perceived as a motivation for peasants to delve harder for their masters? If it does, does this preclude a wider aim to keep the masses in check and toeing the line? When the so-called charisma of a leader is discussed, does it matter if the charisma is real? Would it not be sufficient to convince enough followers that it must be real, that such power and influence could not have been hoarded without it?
The models used to evaluate leadership are severely limited, although still potentially useful in the case of those accounting for shifting contexts. Some older theories have little use other than to attempt categorise intent or practice.
In reality, Bezos seeks to put ever more distance between himself and his exploited workers. Like the medieval King, his followers still praise his ‘charisma’ and ‘leadership skills’ as he tyrannises his subjects to maintain his exalted position and to continue exploiting his domain’s resources that his workers convert into his wealth. One can almost imagine the academics of the time wondering aloud ‘What style of leadership is this? is it an example of transactional or transformational approach?’.
Did Bezos immerse himself in business theory to craft the perfect style for his means? One could be tempted to believe that his approach was simpler: whatever it takes to accrue more wealth. If it means physical labour he does it, if it means acting philanthropic, he does it, if he needs to pay workers more to show that he cares, or to stave off legislation, it will be done. If forcing workers to defecate in bottles is a risk associated with higher profit, then workers will risk having to defecate in bottles. If it means copying other companies and driving them out of business, so be it. How can one accrue wealth, one might ask, when other companies are out there with the same intention?
If one were informed by a random person on the street that they intended to start hoarding as much wealth as possible, and didn’t intend to stop until well after they became the wealthiest person ever to live, one might well begin to question: a) their intentions, and b) the methods they had in mind. In retrospect, the experience tends to be very different. Having attained his status as a colossus of global business and seemingly avaricious tycoon, Bezos can be portrayed glibly by fawning acolytes as a charismatic leader of men. Bezos is a successful leader by his own terms. He is simultaneously severely flawed in the view of the author, and can legitimately be described as a net negative for the progress of humanity.
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