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Part 1

Case Study Analysis
Transformational Leadership Case Study: Steve Jobs


1. Introduction: 

It has been ongoing research on leader and leaderships for many years, and reason for this, the concept of leadership is so vast and hard to define or explain in a few words. Apparently, last five decades leadership has become a major subject in management literature that is much more to learn, think, write and research (Sorin-George and Paul, 2013). However, leadership is a manner where a leader improvises a group of individuals to achieve a common target and clearly it is an incessant process of leaders himself/herself and follower. These manners or process not only means leaders traits or characteristic, but rather a transformation or transaction consequences that appear between leaders and followers (Northouse, 2012). Following case study analysis will discuss two basic topic, firstly transformational leadership, that will be discussed by involving an examination of emerging theme, models and theories and some empirical research from few well-known leadership scholars. Secondly, one of the most successful and complex leaders in a modern day’s entrepreneur, Steve Jobs (1955-2011), according to case study (page 1), he was a businessperson, family-person, visionary, and he has inspired millions of people. Beyond that, his distinctive personality made him a front-runner in Apple Inc, some of his key traits are passionate, flexible, impulsive, obsessive perfectionist, charismatic, highly intuitive, innovator (Sorin-George and Paul, 2013). Also, this analysis will be critically evaluating and justify the transformational leadership and the leadership style of Steve Jobs.

2. Case Study Analysis.

The great scholar James MacGregor Burns (1978) first introduced the concept of leadership is either transactional or transformational. Simply transactional leaders lead their follower by social exchange, for example political leaders’ transections jobs for vote or subsidies for campaign contributions and the business leaders offers financial rewards for the positive outcome or deny for negative outcome in the organizations. On the other hand, transformational leaders transform or helps followers become a leader by some special leadership style such as responding individual followers needs, empowering them, settings individuals’ objects and so on. Mainly, transformational leaders transform followers and bring higher satisfaction by keep maintain strong relationship with followers (Bass and Riggio, 2008). However, to be a transformational leader, different scholars bought up different theory or models. Following discussion will be Steve Jobs’ leadership and few transformational leadership concepts, such as (1) Burns (1978) transformational concept (2) Bass and Avolio’s (1994), four factors transformational leadership and (3) Kouzes and Posner (2012) five practice of exemplary leaders, which led to transformational leadership. Also, there will be discussion the concept of charismatic leadership and Steve Jobs’ leadership.
 
According to the case study (page 1), Burns (1978) concept about transformational leadership is the strong connection between leader’s and follower’s in terms of common value and vision. In depth, Burns (1978) had mention, transforming leadership is about relationship with the combination of mutual stimulations and kindness between leader and follower which convert followers into leaders and the converted leaders could be a moral agents (Kuhnert and Lewis, 1987). However, Steve Jobs’ early life leadership style and the Burns (1978), ideas of transformational leadership have got more dissimilarity than similarity. In the beginning of his carrier, he did able to convince his partner Wozniak to open a business for their own rather than work for others (case study p 3) and in March 1976 formally both made profit from computer and set up business Apple computer (Lashinsky, 2012), that’s shown his wider vision and ability of influence other. At beginning few successful inventions of computer, Apple had huge success in tech market but in 1985 he had huge conflict inside the organization, and he had to leave the organization. There was two main reason for his departure, one emphasis on one of their projects (Macintosh) that remain unfinished on time and the second was managerial imbroglio and the relationship between colleagues (Sato, 2011). In that time some large leadership error show in his character, such as decision making, larger expectation from employee rather than the capability which create fear factor in the organization (case study p. 3). He was unable to notify the human nature and human behaviors that is the assumption 1 in MacGregors’s theory of X, which is the average person dislike work and may avoid if possible (Maund, 2018). Following error led him to miscommunicate or misbehave with his colleague and try to control them which is more likely Authoritarian leadership style.

It is clear in above discussions; Job’s those kinds of behavior or leadership style clearly distinguish between Burn’s (1978) transformational leadership style. Simply, he could not make a good relationship with his employees or co-worker and failed to recognize human nature or individuals needs to transform as a leader, rather than his own interest. 

Most of Burn’s (1978) researchers and topic based on political leaders but the workplace or management research emphasis on emotional and symbolic aspect of leadership that is the ability of leaders to influence followers for sacrifices towards organizational goal beyond their materialistic own-importance and eventually, these concepts bought up charismatic leadership theories and the aspect of leadership (Yukl, 2012). According to case study (page 2), Weber (1947) first talk about charisma that is a special gift of leaders and charismatic leaders emerges their vision and offer solutions to followers in crisis. Apparently, resent research and combination of Weber (1947) idea charismatic leadership theory describe as a leaders’ motive, behavior, and psychological processes of influencing followers (Yukl, 2012). Yukl (2012) identify 9 special traits and behaviors for charismatic leadership. After a mindful observation of Job’s leadership traits and behaviors, and the concept of Yukl (2012) charismatic leadership’s behavior and traits almost matches and can be recognize Job as a Charismatic leader. For example, (1) Jobs’ clear of vision Apple computers, present the articulating an appealing vision. (2) He was so determined on his vision and strongly communicate and did not hesitate to express vision. (3) He did take risk him-self upon his vision and left Apple in 1985 and work on his vision and obviously, succussed later. (4) His highly communication skills built up the business, such as Woznaik mentioned, ‘he did find the way of making money anything great invention’ (case study p. 3). (5) Mainly, His optimism and confident of business made todays Apple Inc and created millions of followers. (6) Towards the vision of perfection, Job’s behaviors never changed. (7) Even though he did straggle in earlier career to manage his follower but later return in Apple Inc he did well managed his followers with his impressive characteristic. (8) It is crystal clear that Job’s charismatic leadership style made today great Apple Inc among the other tech giant, such as Microsoft. (9) In his charismatic leadership style, he did empower his followers such as Ann Bowers who became an expert in Macintosh project (case study page 4).   

Charismatic leadership create a wide image of impression management (IM) for the leader’s identity and it could be created by leaders four phases that’s are farming, scripting, staging, and performing (Sharma and Grant, 2011). According to Sharma and Grant (2011), as charismatic leader Steve Job in later career (1997-2007), he did create IM in apple by the following four phases. For example, Job’s Apple speech performance, that’s create enthusiastic follower alongside Apple employees, board members, shareholders, business partners, third party manufacturer, competitors and business and technology press.

Charismatic leadership or leader’s charisma is one of the dominos for transformational leadership, reason for this, while transformational leadership shown at hierarchical management but the reflection in lower level comes with leader’s charisma that’s identify charismatic leadership (Bass, Waldman, Avolio and Bebb, 1987). Apparently, later Bass and Avolio (1994), comes with a concept that transformational leadership contain four factors, as mention in the case study page 1. Again, closely considering Jobs leadership style and the four factors are not quietly matches. In detail, firstly ‘Idealized influence’ which is leaders emotional intelligence towards followers and express himself/herself as role model, but Jobs got so nerves and did shown his attitude to his followers when things went wrong or even a little different from the requirement. Secondly, ‘Inspirational motivation’ where the leader needs to create a motivational atmosphere in the organization among the followers, however considering the Herzberg’s two factor theory, Steve Jobs failed to create Hygiene factor that did not bring the motivation. For example, there wasn’t interpersonal good relationship with follower and no job security where Jobs insult employees in front of other (case study page 3) or instant job dismissal without a notice. Thirdly, Intellectual Stimulation, where leaders need encourage follower to be a creative and innovative but there is no doubt about Jobs is a creative and innovative person, however his approached to the employees was rough rather than encouraging and he believed that his unique personality helps to create all those amazing Apple products (Isaacson, 2012).  Fourthly, ‘Individualize Consideration’ which is about leader’s individual’s appreciation, mentoring and providing all facility to bring out the full potential of follower, again Job’s traits and style was opposite side of individuals consideration, because the moral responsibility often found in Jobs characteristic servant leadership rather than self-promotions and lacking consideration for co-worker (Howell & Wanasika, 2019).
It is clear from above discussion Bass and Avolio (1994) four fact of transformational leadership and Steve Jobs leadership facts are not match in several ways. So, by the fact analysis it easily can say Jobs leadership style is not transformational leadership style.

As the understanding of transformational leader, who can transform the follower and culture within organization and in addition of this concept, Kouzes and Posner (2007), proposed transformational leadership practice makes exemplary change in an organization (Quin, Deris, Bischoff and Johnson, 2015). According to case study (page 1), Kouzes and Posner (2012), prescribed that in leadership program should have five practice that could make exemplary leaders and follows as a transformational leadership. However, following five practice model and Jobs leadership practices are not corresponding with each other. In explanation, practice (1) ‘Model the way’ in this practice, leaders should clarify their values and affirming shared values (Kouzes and Posner, 2017.). Apparently, Jobs was quite successful in uprise his values and shared values, but he was unable affirming one of the critical core shared value. According to case study page 5, Jobs had a conflict with Scully (one of key person in the organization) about price cut and increasing investment on product promotions. For these disagreements he resigned from Apple rather than uphold the shared value. (2), Practice of ‘Inspire a shared vision’ leaders must have envisioned of exciting future within possibilities and ability to accept other common vision and apply the aspiration. There is no question about Jobs envision about today’s Apple but practicing of a shared vision and inspire, he did fail for his egoistic characteristic. (3) ‘Challenge the process’, in this practice leaders are searching for better opportunities and take initiative with an innovative way of improving. Also, leaders take risk and learn from the mistake. Apparently, Jobs did these practices through all his career, for example after the argument with Sculley and left from Apple, he bought Pixar and produced animation film Toy Story which brought in his life great success and made him billionaire. (4) ‘Enable others to act’-in this practice leaders made foster collaborations with the trust and facilitating relationship. Beyond that help the followers be a to increasing self-determination and develop competence. However, Jobs did exactly opposite side of this practice on many occasions, such intensity and extreme emotionalism, he brought in everyday life (Isaacson, 2012), rather than building relationship with soft and helpful manner. (5) ‘Encourage the heart’- in this practice leaders showing their appreciation by rewarding for individual’s excellence contributions. Beyond that, creating strong community by celebrating the values and victories. Again, in Job’s leadership style those kinds of practice were quite rare.

Considering of Kouzes and Posner (2007) exemplary leadership five practice, even though, Jobs leadership match with ‘Challenge the Process’ practice but other four practice are not accurately match which couldn’t direct to transformational leadership.  

Above all desiccation, Steve Jobs’ leadership and scholar’s transformational leadership concepts are not quit matches but the authentic transformational leadership or the authentic transformational leaders are more likely connected with surrounding that brings ethical and moral leadership of leaders (Bass and Steidlmeier, 1999).  According to Bass and Steidlmeier (1999) authentic transformational leadership must base on moral foundations of appropriate values, and opposite side of authentic transformational leadership is inauthentic or pseudo-transformational leadership which is leaders in consciously or unconsciously act in a bad faith. In another concept about pseudo-transformational leadership is less than authentic and lasting negative outcome (Spangenburg, 2012). However, there are no evidence in Steve Jobs’ biography or in the case study that he did something illegal and immoral or keeping a bad faith which bring bad result for organization. In the case study (page 2), named few leaders as pseudo-transformational leader such as Adolf Hitler, people remember them as villain rather than hero. On the other hand, people remember Steve Jobs, for his great contribution in technology, communication and media and entertainment sectors as a hero and will be remember many more days.      

3. Conclusion 

Following case study analysis and concept of scholars, Steve Jobs was a Charismatic leader. However, this analysis couldn’t find enough evidence about Steve Jobs leadership as either transformational leader or pseudo-transformational leader, but his leadership more likely transactional leader, because as Burns’ (1978) concept leaderships are two types, transactional or transformational. All leadership is collective but the collectivity changes widely (Burns, 2003). According to case study and Steve Jobs’ biography there was lots up and downs and changes in his life. For example, after returning in Apple Inc, Jobs did change a lot and learnt from his mistake, he consider value of inspirations and he knew how to inspire his employees (Collins, 2012). It is acceptable that Jobs was a controversial leader but as leader his vision was so clear that, it seems like he knows what was possible and these special train known as ‘reality distortion field’ among the employees and with that he did inspire others (Collins, 2012). One of Steve Jobs’ the key positive traits was keen for perfect or doing things exactly his way, such as he was not hesitated to call to an associate (Vic Gundotra), on Sunday for a small thing, iPhone logo color in google (case study p. 5). Steve Jobs may have some negative traits for example, unmerciful, insensitive egoist with employee but at the same time he was a hero for millions of Apple customer, while the products fulfil the customer requirement and bought customer satisfaction.    









Part 2

Learning Reflection



1. Introduction

Leadership and learning/developments are intimately connected (Carroll, Ford and Taylor, 2019), and I am totally agreed with the concept after completed the current module “Emergent leadership in Workplace.” In this second part of short essay, I am going to discuss my learning reflection of this module with the Gibs Reflective Cycle which is a prosses of reflection with the guidance of structure (Husebø, O'Regan and Nestel, 2015). However, this structure is a formula based on few key concepts, that helps a learner to walkthrough and identify the progress and reflect on real life and the basic structure is as follow Descriptions-Feelings-Evaluations-Analysis-Conclusions and Action plan. Apparently, my discussion will be followed by Gibbs’s structure based on my previous job and current study.

Before joining in University, I had been working as a team leader in a factory call Blue earth Food Ltd where process see food for Tesco, M&S and Saintsbury. Company used produced around hundred thousand packs every day and my job roll were managing a team in a production line and look after the machine, alongside with this making sure right product was producing, correct level in the machine and correct date was printing on the product and quantity of each products. Beyond that I had to communicate with the office and other team leader such as prep or dispatch team. In this factory there was 21 different nationalities employees and I had to had always focus on my team for minimize the error and full productivity. 

2. My learning reflections

It has been great last 10/12 weeks, in terms of my emergent leadership learning module. First few weeks, we have learned leadership traits, styles, and leadership philosophy. My most interesting learning was the ‘Great Man Theory’ which is ‘Leaders are born not made’ and later researcher change the concept and bought up trait’s theory. Also, we have learned fundamental leadership style is Kurt Lewin (1939) three style of leadership such as autocratic, democratic and laisses-faire (Papanek, 2017). Also, we have learned workplace leadership, such as organizational leadership is a fundamental aspect of putting strategy to work, where leaders firstly, making the best possible contributions for best performance to reach the target and secondly, making sure the prosperity and growth of business in different future conditions (Shiel, 2004). In week 9, we have learned a wide area of organizational leadership that ethics in leadership. In that secession I like most the action of the leaders where leaders must show respect, serving other and showing justice. 

I have been so excited to learn about the distinguish between organizational leadership and another sector leadership such as political leader, religious leader and so on. Also, my feeling has been continuously changed by finding out different kind of leadership stage. For example, workplace leaders may consider their own choice or change personality for the relationship management in workplace, nature of work and overall, for the organizational target. In week 6 we have learned ‘developing leadership skills’, I was quite happy to learn about organizational leadership skills are combination of other skills and that could be learn and development, for example administrative skills, interpersonal skills (emotional intelligence) and so on.

My understanding of leadership or emergent leadership is a vast subject and accruing the wisdom of leadership philosophy and developing the leadership skills very important for effective organization leadership (Maund, 2018). Most importantly, understanding about emergent leadership is the first step for becoming a more informed and competent leaders. However, understand the leadership or completely explore the subject in 10/12 weeks, I think, that is not enough time. 

Analysis of my learning and compare with my previous job, my understanding is, my leadership style was autocratic style in Blue earth Foods ltd. Because, I had to always keep my eye on the team members on deferent issues such as dress code, working style, behavior, time keeping and so on. If anything went wrong or not match with company rules and regulations, I had to make decision on the spot against worker or report in higher level which is Kurt Lwin (1939) autocratic style. However, I was so uncomfortable on that position and sometimes I felt sorry the workers, whose have limited understanding of English language and they did not understand the job descriptions and doing work wrongly and had to send home for the day. Apparently, I have got a new job recently, company called RGIS inventory where AI (artificial intelligent) involved in workplace for monitoring of worker performance, leaders get instant report from equipment are used by employees and clearly here leadership style is laisses-fair which is much more reparable.

Obviously, this module increases my confident about workplace leadership and the responsibility at workplace in different situations and act or create leadership style according to situations. It also boots my analytical and critical concept of strategies for leadership in relations to others. Also, I have understood, in organizational leadership is not about one man show or one-person talent, this is a process of developing and gather all the talent and dive everybody in the organization. I learnt how can develop different leadership traits and styles and my action plan is following the procedure of development and in future implement them in right place in right time.





3. Conclusion 

My understanding is honesty, integrity, and openness are most important in leadership. Also, transparency and leader visions make a successful leader as we learned from Steve Jobs leadership. One of the key factors in leadership learning is improving the weak areas of mine and that can be led to me deriving seat. I do agree with the concept, learning and development leadership and the real-life leadership are may not same, experiences are also important part of leadership leaning (Carroll, Ford and Taylor, 2019). However, If I consider my emergent leadership learning and my previous job experience, still I may straggle in current situation leadership which is covet-19 pandemic and new dimensions of workplace setting. For example, most of workplaces have gone virtual and leaders are thinking differently than normal.     
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