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Part 1: case study
Introduction: the purpose of this writing is to examine and analyse the leadership style of Steve Jobs the former CEO of Apple corporation and his leadership characteristics by exploring the given case study.
From the given case study and extra reading from scholarly article Steve Jobs characteristic and transformational leadership style can be discuss and criticise according to Burns (1978), leadership and motivation, Weber (1947) charismatic leadership, Yukl (2006) charismatic behaviour proposition and Bass and Avolio (1994) transformational leadership four factors.
There are many leadership definitions and theories provided by the scholars in the literature. The followings are a brief extraction.
Leadership is a process of influencing a group of people by providing a clear vision, motivation and information to achieve a specific goal of shared interest. Bass and Stogdill (1990) defined leadership are an act of inspiring followers, involving them for a shared vison and objectives to do the right activity. Nelson (2006) described as a procedure to instruct and guide peoples behaviours in their workplace. Armstrong (2016 p.21) described “leadership is the process of influencing the behaviours of others to achieve results”. Whereas Kotter (1998) defined as leader sets the direction for followers, aligns, motivates and inspires them to act for a common aim for achieving desired result. Therefore, leadership is a process of involving followers to do their best to achieve desired goal (Armstrong, 2016) leaders are able to persuade followers to take initiatives, develop a vision for future, motivate people to engage and perform the task effectively.
The concept of leadership developed over the century from Great Man leadership theory (1840), traits leadership theory (1930) to Behavioural theory (1950), contingency or situational theory (1960) and then more recent theories in 1970’s transactional and transformational (1980) types of leadership evolved.
Scholars are not agreeing on the definitions of leadership, however in the context of this easy the leadership is within the transformational type of leadership.
This study will focus on leadership style of Steve Jobs while he was in position of CEO of Apple corporation.  
Steve Jobs was an American revolutionary leader former CEO of Apple corporation, an innovative, genius visionary businessman and transformational, charismatic and highly influential leader of passionate for perfection. 
In transformational leadership the leaders play as a role model of high expertise, strong determination and moral values to guide the followers appropriately.
Leaders transform their followers through their charismatic inspiration, emphasis to build a common organisational vision of high expectation. Leaders motivates and empowers employees, generates awareness of importance of organisational culture, inducing self-interest, facilitate opportunities of self-development.
Steve Jobs was a transformational leader as he showed many characteristics which aligned to or similar to those of transformation leadership. Although he helps and hurt some of his employees at the same time to reach to the goal however his moral ambition was highly ethical and achieve unique extraordinary product in the tech market like apple iPhone and iPod. 
From case study and additional reading from scholarly articles The following discussion examines and clarifies Steve Jobs style of leadership more elaborately. 
Discussion: According to Bass and Avolio’s (1994) the transformational leadership can be described based on four main elements: Idealized Influence, Inspirational Motivation, Intellectual Stimulation, and Individualized Consideration.
Steve Jobs the Apple CEO in the case study can be described and classified as a transformational leader as he bears and possess all or most of the characteristic factors of transformational leadership e.g., Idealised Influence, Inspirational Motivation, Intellectual Stimulation, and Individualised Consideration as described by the Bass and Avolio’s (1994).
Idealised influence is the charismatic characteristic (Avolio, Walumbwa, & Weber, 2009) of transformational leaders. These leaders communicate their future vision (Bass,1999) through symbols and imagery to motivate their followers to become enthusiastic to accomplish tasks (Banjeri and Krishnan, 2000) and place trust in their leader (Bass, 1985).  Leaders become ideal and role model to their follower’s eyes which creates an intense emotional bond for accomplishing task.
As an idealised influence Steve Jobs showed positive role model and exemplary behaviours for his followers, his charismatic personality traits and ethical standard of perfection-built trust among his employees, he clearly demonstrated and set examples of risk taker to his innovations, articulated his vision of innovation though out his leadership and never says one thing and did another. For example, Jobs took risks and provided self-sacrifice for the vision.
In the dimension of Inspirational motivation, transformational leaders communicate high expectation to followers and convey important goals (Avolio, Walumbwa, & Weber, 2009), articulate an appealing vision to focus followers effort (Yukl, 2010) remain determination of vision despite of any obstacle may arise (Kent, Crotts, & Azziz , 2001), cultivate culture of enthusiasm, optimism and strong sense of purpose to inspire motivation so that individuals are driven to achieve high standard and invest more effort and abilities in their task to accomplish.
Steve Jobs communicated his appealing vision through his high expectation and optimism while working with meaningful and challenging goals was able to create inspirational motivation towards his followers. For example, Steve used a math example to explain how and why to reduce booting time, which motivated his employee Larry Kenyon. Steve Jobs empowered others. Jobs communicated high expectations, through his words and actions it was clear he wanted perfection. 
Intellectual stimulation is the most important role plays by the transformational leader where engaging followers for excite creativity and innovation (Avolio, Walumbwa, & Weber, 2009) by using cognitive ability, stimulating to discover new ways to solve the problem. Intellectual stimulation involves challenging follower assumptions and stimulating followers to find the ways on how to improve current performance.
Intellectual stimulation made Steve Jobs a unique type of transformational leader in this modern world while he was able to be creative and innovative by growing new ideas among his followers which is still carrying on after he left the Apple corporation. For example, “Many of the Apple product were ground-breaking and first-of-a-kind developments. All the new products featured beautiful designs and simple operation which were hallmarks of Jobs’ insistence on consumer-focused products”.
In the dimension Individualised consideration Avolio, Walumbwa, & Weber (2009) and Yukl (2010)  described  individualised consideration happen when the individual employee are able to gets support,  advice, coaching, mentoring and development opportunities from leader in the workplace, whereas, (Barnett et al, 2001) mentioned leaders develop interpersonal relationship to establish appraisal for the followers and (Bass, 1985 p.83) stated leaders provide opportunities for followers for “development and mentoring orientation” to reach highest potential. However, this consideration is different from leader consideration” (Bass and Avolio, 1993; Seltzer and Bass, 1990).
Although in the case study it did not show that Steve Jobs conducted any direct individualised consideration by supporting followers through coaching, mentoring but his interpersonal relationship and direct comment or criticism made many employees to rectify the task or corrected themselves which helped to made them better. At the time he returned to Apple second time he showed his passion to celebrate even small creation which encouraged individual creator of his greatness and individual consideration. His legacy of innovation and perfection culture will influence followers to develop and actualise their potential.  Steve Jobs empowered others. He believed that the ‘impossible was possible’. This belief manifested through his actions in one of two ways: through awe-inspiring motivation or immensely critical comments. Resulting in better work among employees through an eagerness to please and fear. Through his behaviour, he may have ‘helped and hurt people but in the end his influence was positive’. 
However, in contradiction, there are several occasions in the case study where Steve Jobs behaviours and attitude were not completely aligned with the above four factors of the transformational leadership characteristics as he deviated himself from transformational leadership criteria. For example, “the stories of his harsh and often unfair treatment of certain employees suggest that he was consistently not transformational, and that he instead used coercive power to achieve goals”, for example, Isaacson, (2011) mentioned Steve openly criticised two of his young programmer Randy Wigginton and Chris Espinosa without thoroughly reviewing their creation which demoralised employee’s motivation. None of the above transformational leadership factors support this action from the leader. On other occasions “he was reflexively cruel and harmful to some people and he was at times ruthless, egoist and he could not control himself” if the things do not go on his way which is out of shared vision too. 
Having said this, his passion of perfection is the only reason for difficult to contain himself. Which could be his push for intellectual stimulation.                                 
Every leader inspires their followers, motivate them to optimise their ability to increase productivity or create innovation. Motivation is the crucial task for leaders, but it is not easy as every individual is different, and their expectations are different too. Leaders guide employees and help them by empowering and engaging (Gill, 2012) through the ability to influence, motivate enable others to contribute towards the effectiveness and success of the organisation” (House et al. 1999, p. 184). Motivation is the key element for developing employee’s knowledge, skills and abilities for work performance. Locke and Latham, (1990) goal-setting theory focuses of motivation increases high performance by focusing attention, efforts and persistence. Whereas Expectancy theory (Vroom, 1964) presumes motivation improves employee’s beliefs which lead performance.
Burns, (1978) describes transformational leader develop strong connection between leader and follower in organisation values and vision which create intrinsic motivation towards workforce to achieve common goal and maximise their efforts to achieve optimum benefits.
To motivate followers, leaders communicate and displays organisation clear vision and purpose, set ultimate goal, led by example, match leaders and employees’ behaviours, encourage teamwork, be optimistic and positive, celebrate success or achievement even small and helps or support others to change, focused on individual needs.
Steve Job certainly possessed these transformational leadership qualities. In the early days, he was able to convince and motivated his partner Wozniak with a clear vision of higher profitability to produce complete machine instead of selling the circuit board only and guided the design. He always took initiative to make money (Isaacson, 2011, p. 62), persuaded people for obtaining parts like memory chips.
His passion for perfection vision like as “sleek case, fan-less power supply, straight line circuit board” decision on case colour, design of case corner and introduction of yearlong warranty influenced and specially his belief that “the impossible was possible” inspired followers’ motivation to create ground-breaking products and innovation.
Due to his over expectation and high demanding nature he “became increasingly tyrannical and critical” to people. He criticised openly Randy Wigginton and Chris Espinosa’s designs without reviewed them (Isaacson, 2011).
Ann Bowers one of his expert explained that his huge expectations made him upset if job are not done perfectly and he could not control himself “which had a hurtful effect created a fear factor” (Isaacson, 2011, p. 121); but the positive side of it, those employees “who were not crushed ended up being stronger”, pushed followers to work better “out of both fear and an eagerness to please”. His followers understood his expectation which motivated them. Jobs behaviours changed when he joined second time with Apple, he was able to reflect his demanding and caustic behaviours and adjusted pursuit, for example, allocated time to celebrate victory for even small achievements.
Weber (1947) first described charisma as a special gift possessed by certain people, which creates exceptional influence. Vercica and Vercicb (2011, p. 14) states Charisma enables individuals to influence others through personal attraction. In charismatic communication, leaders display power and show confidence (Bacha, 2010; Frese et al., 2003) and demonstrates a leader’s commitment, confidence, and optimism (Bacha, 2010; Johnson and Dipoye, 2008) in conveying organization’s mission, vision, and values (Bass, 1985; Levine et al., 2010). Burns (1978) and Bass (1985) concluded that charisma is a vital attribute for transformational leadership. 
House (1977) argued that charismatic leaders possess a high level of self-confidence, dominance and moral convictions. Often setting an example to their employees through self-sacrifice to build the image of the organisation. 
We must accept that overall, Steve Jobs was a charismatic leader, which ultimately made Apple successful in today’s world. 
Steve Jobs leadership behaviours directly correspond to Yukl’s (2006) features of charismatic behaviour, detailed as:
Steve Jobs articulated an appealing vision. His passion stemmed from wanting to make “a great product and not just a profitable one”. Jobs’ insistence on perfection, instilled in him by his father, drove this passion to create ‘insanely great machines’ as he described them. Such that the products created by Apple were ground-breaking. 
He strongly communicated the vision. When designing the Apple II computer, Jobs’ insistence on a specific design meant he achieved his vision of a fully integrated consumer product. His stubborn insistence to actualise his vision established his reputation. Moreover, through his actions he consistently emphasised his customer-oriented ideals. This clear vision of developing consumer-orientated products met customer demand and thus Apple became a market leader. 
Jobs took risks and provided self-sacrifice for the vision: He continued to work and think about the organisation’s work outside of normal office hours. Jobs spent days “agonizing over just how rounded the [case] corners should be” (Isaacson, 2011, p. 83). This obsessive behaviour turned self-sacrifice was driven by his perfection to create a great product. 
Jobs communicated high expectations, through his words and actions it was clear he wanted perfection. Holding the belief that the ‘impossible was possible’ and berating any employees who fell short of his high expectations. 
He showed confidence in others: He respected those employees who knew what they were doing. Keeping these strong employees close as part of his inner circle. 
He built an identification for the organization: Accounts of Steve Job’s leadership behaviour give the impression of a highly involved leader. Some describe that he made his imprint on the company at all levels through his traits, ideals and beliefs and in particular his intense drive for perfection in all Apple products. 
Steve Jobs empowered others. He believed that the ‘impossible was possible’. This belief manifested through his actions in one of two ways: through awe-inspiring motivation or immensely critical comments. Resulting in better work among employees through an eagerness to please and fear. Through his behaviour, he may have ‘helped and hurt people but in the end his influence was positive’. 
Ultimately, his charisma was not demonstrated by his words, but by his traits of perfectionism and consumer-orientated ideals. 
Pseudo-transformational leadership is defined by Christie, Barling & Turner, (2011) as self-serving, not encourage followers to become independent and not much caring for followers in general, although highly inspirational behaviours towards followers. Steve Jobs does not cluster as Pseudo-transformational leader as he influential and at the same time helpful and empowering to subordinates.
in conclusion, leadership is not new approach, but it is changing over the time to meet the demand and appropriateness for the era for greater productivity and innovation. Although not one single leadership style can fit for every organisation. Transformational leadership is considered contemporary due to charismatic approach, intrinsic motivation, empowering workforce and opportunities for self-development which creates revolutionary leadership success. 
Although Steve Jobs was very influential leader however in one hand, he was showing all the characteristics of the transformational leadership while on the other hand he showed rudeness and autocratic style of leadership which made him controversial. Therefore, Steve jobs was unique type of transformational leader who certainly possessed all of the characteristics of transformational leadership, although some of his actions seems autocratic however these actions rectified individuals rather than bend them.











Part 2: Reflection BMSW 6101 on emergent leadership module:
Introduction: In this part of assignment, I am going to write my reflection on emergent leadership module by using Gibbs reflective model as below.
Reflection: Graham Gibbs (1988) created a reflective learning cycle consists of six stages: (1) Description (2) Feelings (3) Evaluation of the experience (4) Analysis (5) Conclusion and (6) Action plan.

[image: ]
Figure 1: Gibbs (1988) reflective learning cycle. in Wain, A. (2017 p.663). Learning through reflection. British Journal of Midwifery. 25. 662-666. 10.12968/bjom.2017.25.10.662. 
Gibbs (1988, p.9) stated that learning experience is not simply sufficient without reflecting as it can be forgotten quickly. However, reflection will generate thoughts on how to tackle new situation effectively. Hence, Reflection facilitate learning (Heyer, 2015).
Description of the situation: having managed an Indian restaurant for several years and currently supervising some of my subordinate staff at Birmingham city council housing management while I had no formal qualification of leadership and management. Finally, it came to my attention of the course of BA leadership and management: skills for the workplace course at UWTSD Birmingham learning centre and I enrolled in 2018. Although the whole course called BA leadership and management, but the actual leadership module started from September 2020 which I was anxiously waiting for, despite of many barriers such as COVID19 epidemic situation the course started from distance learning using online digital facility by Microsoft teams, which caused many implications for learners and academia. However, with the best efforts of everyone including staff, management, student and teacher, the module nearly at the edge of finishing touches and so far it went well. 
Feelings and thoughts about the experience: I was excited about the course because I would be able to reinforce to my learning experience at my current job role instantly. I was worried about my new teacher as I never met before. I found the course contents are very interesting because I have come a long way since I finished my formal education and was not aware of the development of leadership or various concepts of leadership. In this module I learnt leadership theories, traits, style, skills required and specially the concept of contemporary leadership like as transformational and exemplary leadership. At the end of the course, I was a little confused as reading list was empty on the module, it was hard for me to locate appropriate online resources for assignment. However, my teacher was approachable, and I am grateful that he signposted me on time. Finally, I am even more excited on my future promotion at workplace and very much enthusiastic and confident in applying theories into practice.
Evaluation of the experience: first, the good thing is that I learned a completely new thing, that is, all aspects of leadership including various styles and theories which I can apply to work role and get the benefit straightway. The teacher, I was worried about, eventually, I found very approachable and helpful. Due to COVID19 pandemic situation distance home online MS teams learning means no travelling to and from the campus, less risk of COVID19 infection and was able to make 100% attendance in class. However, on the other side, MS teams learning means rely on internet connectivity all the time, sitting in one place for longer period, difficulties of hearing due to deafness. The module content was very short and did not cover much on contemporary leadership, there was no group work or role play facilities. A work placement for shadowing leadership would have been ideal learning. Finally, no physical library facility but only free access online resources and university online library which hampered learning process. Having said these, the overall learning experience was very useful, enjoyable and effective. 
Analysis of feelings: on reflection, I realised that over the years in my life I was under the boundary of bureaucratic leader style which is just a transactional leadership or management. This course gave me opportunity and opened my eyes to see the world from a different perspective. I understand that in addition to leadership traits, style and skills motivating employees by using high emotional intelligence (EI) and providing clear vison, maintaining a common vision for everyone is so important to success in leadership. These pushed me to learn Bass and Aviolio (1994) four factors of transformational leadership: Idealized influence: - when leader symbolised as a role models for others, Inspirational motivation: - focuses on creating the intrinsic motivation, Intellectual stimulation: - when leader encourages creative and innovative methods and Individualized consideration: - focuses on leaders to create a supportive environment and Kouzes and Posner (2012) five practices of exemplary leaders: Model the Way, Inspire a Shared Vision, Challenge the Process, Enable Others to Act and Encourage the Heart. According to Naile and Selesho (2014) motivation has close relationship with leadership. 
The teacher was good because I think he is young and very learnt person, possesses very high emotional intelligence (EI) and showed very high understanding of my limitations and barriers including age and abilities. Although my internet connectivity was not very bad in comparison with some others in the class, I think last year I purchased an expensive package of Virgin media broadband which helped me to stay secured. My sitting is of course an issue at this stage of age and could relieve by exercising a little on the spot which I realised later. Although I have deafness in addition to this, I realised that due to my laptop setting errors and not having a good quality earphone I had issues on clearer hearing, by replacing new quality earphone could have resolve the issue partially. Again, no physical library which means rely on online library and internet resources which takes time to find appropriate materials, I could plan and allocate extra time to overcome from this situation. I think it would have better if the course extended to longer period including group work and placement opportunities permitting COVID19 restriction. However, the knowledge and experience I gained so far is no doubt would be useful and beneficial in every aspect of my life.
Conclusion: I learnt leadership concept, leadership traits, various styles leadership and components of leadership. I also learnt leadership style changes over the time according to change of peoples demand and perception.  I am now more confident than before to use an effective style of leadership in my work.
[bookmark: _Hlk56451426]Action plan: from now on I will increase my leadership knowledge by reading journals and practice on my subordinates. I will use Bass and Aviolio (1994) four “I” factors of transformational leadership and Kouzes and Posner (2012) five practices of exemplary leaders on my leadership style to lead my team. 
In addition, I will buy a new set of quality headphone, increase daily physical exercise and plan ahead for obtaining and reading online resources. 
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