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[bookmark: _Toc56126970]Part 1. Introduction to Transformational Leadership.
Leadership is a widely studied subject there are hundreds of definitions, however the common consensus of leadership is, a leader is someone who has followers, and leadership is someone who can effectively manage those followers (Levay, 2010). Effective leaders have natural traits that when developed, they exhibit high levels of emotional intelligence, social skills, intelligence, determination, charisma, and integrity. They are Highly effective in influencing followers, whilst building and maintaining relationships (Yukl, 1999). 
Leadership studies, started with Thomas Carlyle’s 19th century “Great man theory”, This lead to further studies of traits, behavioural and situational leadership. The revised leadership studies of the 1970’s, was the result of an ever-changing workplace, and was considered as a natural evolution of the earlier leadership theories (Simic,1998). This has now evolved further to include leadership styles for the modern workplace. Northouse (2004) states that managers maintain order and targets, whilst leaders want constructive change and evolvement. He further states managers who influence others in attaining a goal are leaders, whilst leaders who organise, plan, and control are also managers. 
This essay will analyse the leadership style of Steve jobs, as founder and CEO of Apple Inc, there is a lot written about the leadership style of Jobs, some good and some bad. However, nobody can deny he was the man who revolutionized the personal computer, music and mobile phones industries forever. He was a man on a mission and the catalyst that propelled Apple Inc into one of the most successful and lucrative companies in the world.
By utilizing Bass & Avolio’s (1994) “four factors of transformational leadership” framework, a critical analysis of the leadership qualities of Jobs can be conducted. According to Burns (1978), leaders are either transactional leaders, who exchange tangible rewards for loyalty and effort, or transformational leaders who are visionaries and empower followers by building strong relationships and creating a shared vision. They create intrinsic motivation to influence followers to willingly apply maximum effort. Furthermore, Bass (1990) also states that transformational leaders encourage followers to develop cognitive skills with creative thinking whilst achieving organisational goals. However, Bass, now renowned Professor Emeritus of Organizational Behaviour of state university, New York, believed good leaders should demonstrate the characteristics of both types of leaders (Judge and Piccolo, 2004).

1.1. [bookmark: _Toc56126971]Analysis of Steve Jobs.
To identify the leadership style of Steve Jobs, we need to analyse his traits, characteristics, and behaviours, and compare them with academically accepted definitions and frameworks to identify if Jobs was a transformational leader. 
By dissecting the definition of a transformational leader by Burns (1978) and Bass (1990), we can identify some of the characteristics of a transformational leader, they must be a visionary and have the ability to implement change. Transformational leaders possess high levels of emotional intelligence so the leader can use emotions to motivate followers to attain organisational goals, also to understand and facilitate the fulfilment of follower needs.    Natural charisma is necessary to empower and connect with the followers. The ability of communicate effectively, so they can break barriers and build relationships. If leaders show passion, belief & integrity this will encourage and inspire the followers to be creative and innovative, so followers are kept stimulated and engaged at all times.
From a young age he already had high IQ, he was moved to study with older children in school (Isaacson 2011). He believed that he would make a difference to people’s lives, he would frequently use the phrase ”I want to put a ding in the universe” meaning even from a young age he was looking for something big.
From the modest beginnings of Apple Inc, Jobs had a clear long-term vision. From those early days when he and Steve Wozniak created the Apple 1 in a garage, Jobs knew that this was the way forward and was determined to make it a success (Isaacson and Baker, 2011). We can even see from the company name itself “Apple” he wanted to be above Atari in the phone book (Isaacson, 2011).
Wozniacki was fantastic computer programmer; he would do all the programming and basic designing, whilst Jobs would oversee procurement of materials and final design. Jobs would continuously inspire and motivate Wozniak to do extraordinary things. Whilst Wozniak was happy to sell his schematics, Jobs knew that the real profit was in selling the completed product (Isaacson 2011). 
His charisma and communication skills came to the fore-front when he approached technological companies to acquire microchips for the new computers.  Intel were selling the chips for $240 each, Jobs with his charisma and great communication skills managed to persuade Intel to give him the microchips free (Shapira, 2019). According to Bass & Riggio (2005) the charismatic and inspirational qualities of Steve Jobs is an example of his transformational qualities.
Due to his vision he realised that Apple 1 & Apple 2 computers would be a success, he created the business blueprint that would eventually lead to the creation of Apple Computer company.
From the very conception of Apple Inc, to his death Jobs was thinking of the future. He laid the foundations and created a culture that is still prevalent today and ensures the future success of the organization. Victor Vroom from Yale School of Management states that Steve Jobs was a “supreme example of a transformational leader” (Fiol et al, 1999).
However, Jobs was not without his critics, even from a young age he had tendencies of a darker side to his character. According to Isaacson (2011) he was subjected to bullying whilst at school, this could be why he would later use psychological bullying in his management style (Brennan, 2013). 
Having created the fledgling company that would later become Apple Inc, Jobs and Wozniak realised that the hard work was about to begin, because success was paramount. They bought in venture capitalist Mike Markula who was an experienced businessman. Markula taught Jobs what later became known as “Apple Marketing” (Isaacson, 2011) which is empathy or connection with the customers feelings, how to only focus on a few promising products and finally creating brand awareness, where people know exactly what you want them to know about your company. These principles stuck with jobs until his last days.
The most difficult stages of building any company are the initial stages, this is what determines if you will be a success or not. After creating Apple computer company, he became very demanding and always pushed employees to do their best. He demanded total obedience to his vision, he started using an autocratic style of management (Joseph, 2020). He demanded everything done as he wanted. He would use every tool in his arsenal, from inspiring them with a vision (Roth, 2016) to psychological bullying to motivate or scare his employees to create ground-breaking products (Brennan, 2013).
Due to the high demands and pressures Jobs would put on his employees, he would either make or break them. This was how Jobs weeded out the talent, you either suck it up and get on with it or disappear in the mist of the waves. However, if you can ride the wave, Jobs would mould you into a key member of his team (Zehndorfer, 2016). Employees knew that he could either make them or break them, so were keen for his approval. Jobs knew this and would raise them on a pedestal, meaning he now owned them (Isaacson, 2011). 
Mike Markula and Jobs himself knew that he was not ready for leadership, so they decided to bring in an experienced CEO to lead the new organisation. They turned to John Scully, then CEO of Pepsi. How can Jobs poach the CEO of Pepsi? Sounds impossible! Well not for Steve Jobs, during his many conversations with Scully, he would ask him one question that would change Scully’s life forever. “Do you want to sell sugared water all your life or do you want to change the world?” This got Scully thinking and eventually he decided to join Jobs at Apple (Isaacson, 2013).
Due to the long-lasting success of the Apple 2, Jobs knew he would need to up his game and create something new, something that would make Apple stand out from its competitors. He created the Macintosh team or his pirates as he called them, these were highly innovative people, who would eventually develop the Mac PC (Barling et al, 2020). They were headed by Jobs who would inspire and instil a new vision and culture within his “pirates” and created a siege mentality, his “pirates” would become so immersed in the project that they would pit themselves against the rest of Apple. Thus, effectively creating a company within a company. This was the beginning of the dark days for Jobs. He would eventually leave the company he built, removed by the very person who Jobs had fought so hard to get, John Scully (Isaacson, 2011).
The time away was very beneficial for Jobs, both financially and professionally. He acquired Pixar and entered the animated movie industry, whilst also creating another tech company called Next, thus expanding wealth/knowledge and expertise and more importantly his leadership skills. Freud (2001) states that without changing ourselves, we cannot bring meaningful change to a system or organization. BA Leadership and Management Skills for the Workplace.
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Pixar was a massive success, whilst the sophisticated personal computers created by Next was ahead of its time. However, the world was not ready for the revolutionary computer system (Jobs and Beahm, 2011). Although the PC’s were not a success he created a revolutionary operating system called Mac osX. 
Jobs also used his time away from Apple to polish his abrupt, autocratic style of management to a more tolerant style which allowed Jobs to finally become leader of Apple. 
[bookmark: _Toc56126972]During this time Apple was going through a very tough time, they needed a sophisticated operating system to go into the Apple computer. According to Smith et al (2004) transformational leaders are required when dynamic change is necessary, and Apple was in desperate need of dynamic change. Apple needed the ingenuity of Jobs. Their luck was in, Jobs had the perfect solution and the perfect bargaining chip to get back control of his company. He had the sophisticated operating system Mac osX that Apple craved. This led to Apple purchasing Next from Jobs thus acquiring the Mac osX rights, permitting Apple to develop the Macintosh, whilst paying Jobs hundreds of millions and repositioning Jobs as the CEO of Apple. This time Jobs was determined to transform Apple, not only into his vision but also into a modern sustainable company. Bass (1984) posits transformational leaders change the culture of organizations. He knew he had to be transformational.
1.2. Bass & Avolio’s “4 factors of Transformational leadership”.
According to Bass and Avolio (2002), the ability to change has a direct influence on gaining a competitive edge. However, the change must be led by a transformational leader with a clear vision. Bass & Avolio (1994) further identified 4 leadership behaviours that leaders must display to be considered a transformational leader. Below an analysis will be made using the 4 factors. 
[bookmark: _Toc55695082]Idealized Influence, as defined by Bass and Avolio (1994) as someone who influences through their high moral standings, high self-confidence and displays ethical standards within a team or group setting, they influence by becoming a role model. In his later years, Steve Jobs was clearly a role model, he led and influenced via his charisma. This can be seen in the way he influenced his employees, partners, and those around him, with his high moral standards and passion for perfection, whilst creating innovative customer-oriented products. He would challenge people to do the impossible, when Jobs was working for Atari, he challenged Wozniak to create a computer game from scratch, however, Wozniak was reluctant as it was a time-consuming project. Jobs convinced Wozniak by telling him that he, Jobs can do it quicker, Wozniak accepted the challenge and completed the game in 4 days. This is just one example of how Jobs inspired and motivated people. This style was later termed by colleagues as “Reality Distortion Field” (Nelson, 2009).
[bookmark: _Toc55695083][bookmark: _Toc56126676][bookmark: _Toc56126973][bookmark: _Toc55695084][bookmark: _Toc55695085][bookmark: _Toc56126677][bookmark: _Toc56126974]Inspirational Motivation is defined by Bass (1985) as leaders who motivate by being inspirational, optimistic, enthusiastic, and communicate their vision passionately. They enlist followers by inspiring a shared goal or vision. Northouse (2004) is of the opinion that followers will exert extra effort if they are motivated by inspirational techniques. Jobs inspired and motivated followers by passionately conveying his vision and innovative ideas. Jobs motivated those around him to achieve greater things by keeping expectations high. On his return to Apple, Jobs went back to basics by incorporating “Apple marketing”. Whilst in a meeting reviewing products, he portrayed his vision and inspired his followers to focus on 4 core products, he cancelled all other projects. This may have shocked and disillusioned the employees of the cancelled products, but he motivated them to complete the core projects within time (Young and Simon, 2005). However, in his earlier days, his ability to inspire and motivate is sometimes questioned, with some accusing him of using unethical methods to motivate people into achieving extraordinary things. He sometimes intentionally denied or didn’t recognize the hard work people did, in the hope of inspiring them to do better. This caused discontent because people felt unacknowledged and belittled (Isaacson, 2011). However, this tactic also inspired those who knew Jobs, they went on to bigger and better things.
Intellectual Stimulation, Bass and Avolio (1994) posits that a transformational leader must possess the ability to stimulate the minds of their followers, they must have the capabilities to develop followers cognitive thinking, where followers have the cognitive ability to question and create solutions to complex problems. Once a connection has been made and cognitive skills have been developed, the follower becomes a leader and in turn has the authority and the skills to attract their own followers, thus continuing the culture of stimulating intellectual thinking of those around them. Northouse (2004) is of the opinion that creating such connections, raise motivation levels and morality levels in leaders and followers. According to Isaacson (2011) Jobs stated his passion was to build a sustainable company to motivate people to make innovative products, the message is clear, Jobs loved motivating and inspiring people to make great products. He spent his life inspiring and motivating individuals to think outside the box. This not only future proofed the company, but also allowed individuals to rise and acquire self-fulfilment (Jobs and Beahm, 2011).
Individualized Consideration, Bass and Avolio (2002) described this component as the ability to consider the needs of the followers. Leaders must overcome self-interest  and mentor/coach followers to develop their skills to become leaders themselves. Through individualized consideration, followers can work independently. This leads to follower satisfaction and self-actualization (Robbins, 2005). Bass, (1998) states if followers are encouraged to participate, they are more determined and ambitious for self-actualization and create intrinsic motivation to perform better. The culture at Apple Inc was created by Jobs and designed to encourage and stimulate the mind. It was designed to be conducive to innovation and creativity. Jobs would continuously use the white board to encourage active participation and to recognizing individuals who came up with good ideas. He would let them know he appreciates the ideas by personally overseeing any ideas that he liked, thus, encouraging and mentoring the follower to achieve organizational and personal goals (Forest and Faucheux, 2011).
[bookmark: _Toc56126975]1.3. Conclusion.
From the above definitions and characteristics, we cannot deny that Steve Jobs was clearly a transformational leader, however he has his critics and lots of them. We cannot deny the transformational effect Steve Jobs had on Apple Inc and the people around him.
From the very beginning Steve Jobs led with a vision and built the organization with his charisma and passion. Having produced evidence through research and compared his qualities and characteristics to Bass and Avolio’s (1994) 4 factors of a transformational leader framework, we can conclude that undoubtedly he portrays transformational leadership qualities. He fulfilled his ambition and “left a ding in the universe” as well as the many industries he changed. He also left a profound fondness in people’s hearts. 
However, many years have passed since those difficult early days where Jobs was trying to set up the new company. From the beginning he knew he had to be in control of everything and he led with a very autocratic style. He was firm and uncompromising in his vision and in  his decisions. Most of the criticisms of his leadership was from those difficult days, critics say he was aggressive, a bully and he even manipulated people, however Jobs was content with the criticism, as he knew that everything had to be perfect or his vision couldn’t be realised. He knew he had to do whatever it took to achieve his goal.
However, for the people who understood how his mind worked, they were inspired by his way of thinking and considered themselves to be the luckiest people in the world to have worked with Jobs (Isaacson, 2011). 
Whatever people thought of his leadership style nobody can deny his vision and the innovative orientated culture he created within Apple Inc is very much conducive to fulfilling organizational goals and fulfilling employee development. He inspired, motivated, and communicated in his own style and was undoubtedly a transformational leader. 


[bookmark: _Toc56126976]Part 2. Introduction to Reflection on Leadership.
Whatever walk of life we are in; we have all led somebody or come across good and bad leaders. However, I believe leaders and managers are essential, especially in the modern-day workplace. Organisations employ people who need to be led and managed to achieve organisational goals. 
The role of the leader is to motivate and influence the people whilst looking after the needs of the organisation and the followers. This reflective essay will utilize Driscoll’s (2001) reflective model to demonstrate what we did? How we did it? and what knowledge I gained during this course. I will also describe what were my feelings and thoughts during the module and finally I can think of what I can do differently and what leadership aspects & strategies can I incorporate into my own style of leadership. 
 2.1. Reflective Essay on Emergent Leadership.
Following on from earlier discussion and subsequent lectures on leadership traits and styles. I can further add that leadership is not all about natural born traits, I believe leaders have some natural traits. However, I have discovered that I need to develop certain vital skills to be an effective leader. These skills can be dissected into three parts, 
Administrative skills are the basic components of leadership, they are the technical skills needed for day to day operations, I have developed the ability to manage resources and people adequately. However, as these are learnt competencies I can further improve. 
Interpersonal skills are needed to build relationships, my thoughts on these skills were limited, however, during this module I have realised the importance of these skills. I need to develop these skills, although I am aware of the emotions of those around me, I need to further develop my emotional intelligence vocabulary and skills so I can build solid relations with employees. These skills are necessary when dealing conflicts and will reduce staff turnover. 

Conceptual Skills, I had a vision to expand my business, however, I wasn’t able to realize it because I didn’t know how to implement my vision. If I had learnt how to convey my vision in a compelling way and strategically planned for the future, I could have achieved my goal. However, fulfilling a vision is a long and hard road, and we will encounter many obstacles. My skills to identify problems and provide valid solutions need to be improved. If I am to fulfil my vision, I must convey my vision to my employees and inspire them to join me in the journey.
Lewin (1939) categorised leadership into 3 styles, these are autocratic democratic and laissez-faire these three styles can be adopted by leaders / managers depending on the situation (Lewin et al, 1939). 
As owner and leader of an Indian take-away, I preferred jobs are done how I want them to be done, as I want to be in control of my own business. This is very demanding for me because I am very hands on. I preferred not to socialise with my subordinates and believed a power distance is necessary especially with new or low skilled employees. According to Lewin (1939) autocratic style is when the leader / manager has control of all aspects of the job. What I learned was this style can be useful only when targets needs to be met within a time frame or when immediate decisions are necessary, nonetheless, as I have been using this style successfully for over 20 years, I believed that it was effective as it was what I had seen and had learnt throughout my working life. According to Lewin’s (1939) definition, my leadership style demonstrates an autocratic style however, I have learnt this is not conducive to building relationships and trust with the employees and leads to high staff turnover. Further-more, having identified the primary leadership style, I have learnt to adopt a more participative style and encourage input from my trusted employee’s. I believe that using autocratic leadership with trusted employee’s will not work. According to Lewin (1939) this is as a democratic style of management. This makes employees more engaged and productive, however this style takes longer to make decisions, so I still make all major decisions. Even though I adopt a participative style, this can sometimes cause conflicts because I don’t always accept their ideas and opinions. 
Lewin’s (1939) 3rd style was Laissez faire style, this can be adopted only when subordinates are highly skilled, i.e. software engineers. However, this cannot be adopted in my business because tasks are time bound and we have a lot of new recruits who need supervision. Also, food legislations and laws need to be abided by and supervised strictly.

Further-more, other leadership styles I have learnt and want to implement with low skilled employee’s, is task-oriented approach, where employees focus on the task in hand, so goals and standards are met and maintained. With trusted employee’s, I can adopt a relationship-oriented approach, here I focus on motivation to achieve organisational goals. I believe that this style can be better because it will reduce staff turnover and with both approaches the welfare of employee’s will be maintained (Henkel et al, 2019).
Having identified and demonstrated how I utilize different leadership styles in different situations, I believe my research into leadership styles and theories has opened my eyes to an alternative theory on leadership called “Situational Leadership Theory” (Hersey and Blanchard, 1973). This is a style of leadership where choosing alternative leadership style to match the people you are leading is adopted, according to Hersey and Blanchard (1973), leadership style should match the competence and maturity of the followers. 
2.2. Conclusion.
From my experience as leader, people need clear guidance and role identification for them to work effectively. Leaders are vital in achieving organisational goals, I prefer to lead in a way where everyone is engaged and committed but this is not reality. So, I chose to lead according to the situation by using different styles. However, once the team has bonded and a synergy has developed, I adopt democratic and relationship orientated style of leadership because I know that the group will be more participative, and the workplace will be more enjoyable. Further-more, whatever style of leadership I adopt, I make sure I am respectful to people, as I try to be firm so organisational goals are met, whilst respectful so people are encouraged to feel part of the business. 
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