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This report will examine the key principals and concepts of leadership. Using Sheryl Sandberg as a case study, it will critically evaluate various models of leadership and how they can effectively strengthen and maintain productivity. It will consider follower expectations and consider the strengths and weaknesses of Ms Sandberg’s leadership style. It will conclude with some recommendations on how Ms Sandberg can build on these positive aspects, and minimise the weaknesses. 
Throughout this report, sound academic theory will be utilised in order to strengthen any arguments or opinions made. 


[bookmark: _Toc510096489]Introduction

What is a leader? Northouse (2013) defined leadership as “a process whereby an individual influences a group of individuals to achieve a common goal”.
The development of leaders is considered so important that 83% companies agree that leadership development is vital. Despite this, 71% of businesses still rate their leadership as unsuccessful (Northouse, 2013) (Infopro Learning, 2017), and over 30% of new CEO’s are unsuccessful in meeting expectations within the first 18 months in position (Forbes.com, 2014).
Strong leadership is vitally important for business – it has the potential to increase productivity, foster trust and wellbeing among employees, and help branding. However, with the current view of leadership being at an all-time low, could the answer for the conundrum be in the differing of leadership styles?
Using Sheryl Sandberg as a case study, this report will analyse and critically evaluate various leadership styles. 
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At present, Sheryl Kara Sandberg is the COO of Facebook, a position she has held since 2008. Her appointment is considered vital to Facebook becoming profitable, increasing their advertising revenue from her appointment from $764 million to $39.9 billion in 2017 (Statista, 2018) with year-on-year advertising growth of 40% (Forbes.com, 2017). She was also the first woman on Facebook’s board of directors.
Previous to her appointment, she was Vice President of online sales at Google, where she grew her team from 4 to 4000 in seven years (En.wikipedia.org. 2018). 
Sandberg is a strong fighter for equality, having written a book on women in leadership and headlining the social initiative Ban Bossy. She is also the so-founder of the Lean-In foundation, which aims to help empower women, and help foster positive connotations of female leadership and male care-giving (LeanIn, 2018).
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Leadership has been defined variously as being “a process whereby an individual influences a group of individuals to achieve a common goal” (Northouse, 2013), “the action of leading a group of people or an organization, or the ability to do this” (Oxford Dictionaries, 2018) “a process: a constant process of civic engagement, cross-sector and cross-border collaboration, and realignment towards common goals” (Holliday, 2013), “the process of influencing the activities of an individual or a group in efforts toward goal achievement in a given situation”, (Hersey & Blanchard, 1988), and “using power to influence the thoughts and actions of other people” (Zalenik, 1992) . Indeed Stodgill (1974) noted that there equal number of leadership definitions, as people who have defined it (Northouse, 2013).
The concept of leadership, and its importance on business is not a new one. There have always been leaders in one regard or another, it is how they were considered to become leaders that has changed over time. Initially, the idea of Trait theory sprang from great man theories from the 1900’s, studying military and government leaders of the time – whereby one person is considered “above” others due to how he/she is and the traits they have i.e. they were born like that (Northouse, 2013). There are many theorists that agree with this principal, going right up to the current day. Entrepreneur theorists and such have commented on the “nature vs nurture” debate and whether leadership in innovation is innate within us, or whether it can be learned (Andrew, 1998). 
From the beginning of research into leadership, the “traits” leaders have had, or are expected to have, have changed considerably. The following chart shows these differences clearly and states the theorist who defined them.
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(IML, 2017)
Examining the above one cannot help but notice that a great deal of these traits from the 1950’s up until the 1990’s could be considered typically “male” traits (Knowledge@Wharton, 2005). This is significant when examining a leader such as Sandberg, and many of her female contemporaries. Sandberg even states in her book Lean In that it is a huge concern for women leaders that they seem “likeable” – much more of a consideration than for male leaders. There was however a marked shift in leadership traits in recent years, noted as above by Zaccaro, Kemp and Badar (2004), with the inclusion of traits such as openness, agreeableness and social intelligence, traits that could be argued as more “feminine”.
Stodgill (1974) went on to suggest that there was nothing innate about a leader that differentiated him/her from their followers, only the context of their leadership, meaning that it was the circumstance that lead to them becoming a leader, and their innate characteristics were suited to those circumstances. This led to examination of the behavioural approach of leadership in the 50’s. This showed that there were two definite approaches to leadership; consideration and initiating structure. Both involved considerably more than just examining the traits of leaders. Consideration approach led to a fostering of harmony and respect between leaders and followers, and initiating structure helped define work roles and organisation, helping followers to feel more motivated. Studies showed that both approaches were effective but that was dependant on the circumstances – this would suggest that leaders have a responsibility to examine how their followers prefer to work and what is more important to them in order to lead effectively. This is again relevant for Sandberg. On joining Facebook in 2008, Sandberg made a point of introducing herself to each team member, saying “Hi, I’m Sheryl” and asking them questions about their role – something that was important for the team to feel valued and listened to, and for Sandberg to understand more about the team and how she could best motivate it (Quora.com, 2017)(Sandberg, 2015).

[bookmark: _Toc510096493]Current themes in Leadership

The primary themes in leadership currently focus on inclusion and sharing across networks (Forbes.com, 2016) – there is a clear emphasis on cohesion among groups within an organisation, along with a commitment to innovation and investment in human capital – all things that go along with an agile working environment. Agility has been defined as “bringing people, processes, connectivity and technology, time and place together to find the most appropriate and effective way of working to carry out a particular task” (Agile.org.uk, 2016). It was noted by a former employee at Facebook that, in conversation with Sandberg they “noted she was a keen observer and I could almost imagine the wheels turning in her head as she assessed how every small detail of our business and the people in it fit together and I suspect she could see a good deal farther than the 30 thousand foot view so many of us aspire to” (Quora, …). As an effective leader, one must realise what is expected by our followers. Therefore, with agile working seen as more effective, and are more sought after (Cohen, 2015) (Rick, 2016), it would therefore follow that leaders need to consider it in their leadership. Michael Fullan states that in an uncertain climate where change is rife, leadership is looked upon to provide guidance and stability (Fullan, 2001). These are uncertain times, economically and politically, and this would most certainly have an impact on our businesses (Pestle Analysis.com, 2015). 
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(Fullan, 2015)
The above demonstrates what followers are now expecting from our leaders – in the current climate, it is expected to do more than simply tell followers what needs to be done. Leaders need to build relationships, adapt to changes quickly, and to innovate. A recent article suggested 30 successful leaders in current business (Business Management Degrees, 2013). All of these leaders had something innovative to offer, and some way to positively impact change. 
Many of the attributes listed for innovative leaders, and the attributes followers need in the current business environment mark them out as transformational. It is argued in this report that Sheryl Sandberg could be referred to as a transformational leader.  

[bookmark: _Toc510096494]Sheryl Sandberg – A Transformational Leader?

Northouse describes Transformational Leadership as something that is primarily concerned with individuals, their standards and ethics, along with long-term goals, and obviously is transformative (Northouse, 2013). He further states the leader is usually charismatic, and therefore able to inspire others to achieve much more than they originally thought possible. It is a particularly popular and studied form of leadership, not just in business, but also in healthcare and teaching (Antonakis, 2012). This may be due to the high level of follower development it requires, something that employees are grateful for as it inspires motivation and productivity (Bass and Riggio, 2006). In direct contradiction to the more staid transactional leadership, transformational leadership seeks to inspire individuals to make change based on moral objectives. The work and the change is the reward, unlike the transactional approach of promotions or higher wages (Northouse, 2013). 
As businesses becoming more and more agile, and with increased competition from online ventures and globalisation, it is essential for organisations to be seen as ethical, and having a moral substance (Wheale and Hinton, 2007). Transformational leaders are defined by their need to create change, bring about dynamic creativity and inspire motivation (Norhouse, 2012) It would be fair then, to suggest that transformational leadership is vital in an economic business climate of uncertainty, and that the ability to inspire hope and confidence among ones followers is a prerequisite for successful leadership. Sheryl Sandberg is certainly such a leader. 
The culture at Facebook, where Sandberg has held the position of COO since 2008, is a task orientated one. People go to work at Facebook to create innovative content and inspire change, and the main focus is on how much impact one can create (Glassdoor, 2012). There is dynamism within the open plan office, where leaders and followers alike have the opportunity to put forward ideas and have them heard (Sandberg, 2015)(Glassdoor, 2012). This is a factor of Transformational leadership known as Individualised Consideration, which endeavours to foster trust between follower and leader (Bass and Avolio, 1994).  The leadership of an organisation will have a huge impact on organisational culture, and the two must be compatible in order for the company to be effective. 
Truth, accountability and equality are the cornerstones of Sandberg’s leadership, and are the things that she prides herself on. As a feminist, she has stated that a “truly equal world would be one where women ran half our countries and companies and men ran half our homes” (Sandberg, 2015). Her thoughts on equality and, in particular, the need for more women leaders has resulted in her donating the proceeds of her book to launching the Lean In Foundation, a platform to encourage women entering leadership, and to support one-another with Lean-In circles around the globe. There are now over 35,000 Lean In circles in over 160 countries (LeanIn, 2018). This clear determination shows a real commitment to inspiring change, not just within organisations but culturally world-wide, and this is an absolute trait of transformational leaders (Northouse, 2013)
It is also important that, when problems arise they must be dealt with swiftly, and with integrity. Transformational leaders inspire others by their moral compass and honesty, and if this seems flawed followers will feel betrayed by their leader (Zhu, Avolio, Riggio and Sosik, 2012). There is a strong moral connection between a transactional leader and their followers, as it is this that inspires the trust between them (Norhouse, 2013). The recent Facebook data scandal has the potential to be hugely damaging for both Facebook and Sandberg (Hicks and Ellis, 2018). However, Sandberg has addressed the issue openly, stating that "People's trust is the most important thing we have, and that is how we make those decisions” (CNBC in fallout of data leak). Bennis and Nanus (1985) concur that trust is vital in an organisation keeping its integrity – by stating that it is still her priority, and openly addressing the problem, Sandberg may be able to negate some of the negativity that Facebook now inevitable face.
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One of the primary criticisms of the Transformational approach is that it may be entirely dependent on the individual, bringing us back to trait theory (Bryman, 1992). If the success of the transactional leader is down to their innate traits, how can the leader inspire others to do the same if they do not have those traits? This is a criticism that can be levelled at Sandberg – for all the positivity she hopes to lead with, especially when it comes to motivating more women leaders, it could actually be counter-productive and disheartening for an individual if they do not possess the necessary traits. Sandberg has been accused by some as being blind to the struggles that the average woman faces, and that empowerment is all well and good for those who can afford it (Dowd, 2013).
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Traditionally, the view of women in leadership was not a positive one – it was considered a male prerogative due to traits (i.e. Great Man Theory) (Northouse, 2013) (Knowledge@Wharton, 2005). There has been a change more recently however due to further research and changing expectations in what followers expect from leaders. Despite this there is still a lack of female leaders, and Sandberg herself hopes to address this with the Lean In foundation (LeanIn, 2018). Analysis of female leadership traits have shown that there are some differences in how women lead (mainly due to the “type of leadership, and whether it is considered in a “masculine way” but their effectiveness can be devalued by male followers. This is particularly true with regard to female transactional leaders (Ayman, Korabik and Morris, 2009). 
One matter that is considered by both academics and Sandberg is that women with different leadership traits and styles should not feel that they have to “fit in” to a view of masculine leadership, rather they should view their differences as an advantage (Northouse, 2013) (Sandberg, 2015).
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Servant Leadership, while sounding entirely incongruous with the idea of an inspirational, transformational leader, may not be as far removed from the case of Sandberg. Servant leadership is concerned first and foremost with its followers, and aims to nurture them and bring out their passion (Northouse, 2013). This goes hand in hand with the idea of differing female leadership traits and, rather than focusing on a traditional view of servitude can actually help empower followers to achieve more. This could be the case in Sandburg’s case. Sandberg has said she felt empowered by Zuckerberg, and that she aims to empower others (Sandberg, 2015). It is fair to say she is inspirational to many on a global scale, but there is little evidence to suggest she is empowering to those followers in her immediate work environment.
Path-Goal Theory is also worth noting, primarily due to those followers who work at Facebook. Many who work at Facebook do so as they feel the need to create and be in control of their own content, to create impact (Glassdoor, 2012). Transformational leadership can help to inspire those followers who have a high perception of their own ability by recognising that, and encouraging them forward (Norhouse, 2013).
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To conclude, analysis of leadership shows that there is no “one-size-fits-all” approach. This would go come way to explain why, despite training and expense, many organisations feel that their leadership is not quite working. 
In a meritocracy such as Facebook, a transformational style of leadership seems to work well, but only if those followers have a high sense of their own achievement. Many others would not feel as encouraged, maybe feeling they lack the traits needed to achieve their goals, and those of the company. 
It could, therefore, be necessary for truly successful leaders to adopt an approach that can adapt to the needs of their followers – a mixed method that can enable leaders to get the best out of all their followers, regardless of their traits.
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· Endeavour to ensure company-wide adherence to values of company – problem ownership

· Combination of methods

· Understanding of those employees who don’t meet personal high standards – not everyone wants to change the world!
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