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Abstract

Responsive or reflexive process thinking versus systemic process thinking in organi-
zations has been a point of great discussion among different researchers and scholars.
The following paper is aimed to discuss responsive process thinking in terms of two
different leadership styles in their respective organizations and along with its conse-
quences. A responsive process has been proactive in Apple computers, and responsive
process has been reactive in Microsoft computers. Individualists define the idea of
self for a self-determining organization that is separate from groups and collectivists
explain the self in relations to its connection to others. The role of individual in the
form of Steve Jobs as a proactive leader in case of Apple computers and the role of
team work in the form of Bill Gates as a reactive leader in case of Microsoft comput-

ers is discussed.
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Introduction & Literature Survey

Researchers and scholars have a deep
consensus that interaction among individuals
is essential for the successful operations of
the organizations (Stacey, 1992). The latest
restructuring of work and organization relat-
ed to cross functional and cross-disciplinary
teams along with the increase in inter-
organizational collaborations and interna-
tional alliances has stressed the need for col-
laborations even more (McAllister, 1995). In
the literature, scholars summarize four de-
fining attributes of individuals and collectiv-
ists (i.e., about those who believe in team
work) in organizations. First, the idea of self
for the individualists is a self-determining
unit which is independent from groups;
while collectivists define the self in terms of
its links to others in various in groups (Chen
et al., 1998). Secondly, personal goals are
preferred over group goals in individualism,
while they are considered secondary to the
combined goals in collectivism (Realo et al.,
2002). In case of differences between indi-
viduals and collectivists’ interests, individu-
alists see it as an opportunity to themselves,
while collectivists find it essential to give
importance to collective interests (Chen et
al., 2002). Thirdly, individualists are more
expected to be driven by their own beliefs,
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attitudes, and values (Moorman & Blakely,
1995), while societal conducts of collectiv-
ists are more expected to be driven by du-
ties, obligations and social norms. Finally,
individualists are more apprehensive about
task accomplishment occasionally at the cost
of relationships; meanwhile collectivists
give more importance to delightful relation-
ships, sometimes at the cost of task fulfill-
ment (Moorman & Blakely, 1995).

According to systemic view an organi-
zation is perceived as an entity detached
from people, an entity that the managers can
provide direction, and the movement around
in time and the conceptual space (Stacey,
2007). The moment one takes a responsive
process view he or she starts thinking of an
organization as nothing but more or less in-
teraction patterns between human individu-
als.

According to Stacey (2007), social re-
sponsive process thinking advanced in reac-
tion to Kantian philosophy. As it is already
mentioned, Kant argued that humans come
to know fact through the scientific method,
showing that these humans take positions of
the unbiased observer outer to the phenome-
non to be identified, formulate a hypothesis
regarding them and assess the hypothesis in
trial action. Kant described systems as self-
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organizing whole including parts that inter-
mingle with one other for creating both the
whole and themselves. Moreover, the whole
advances with time in goal-directed or pur-
poseful style moving from emergent to ma-
ture stage in developmental phases. The sys-
tem or process is assumed as describing the
resolution or established form attributed to,
or enfolded in, the idea behind the system or
process. According to Kant, the material of
strategy is believed as the design for inten-
tional drive via system with deliberate
changes to the procedure over the periods of
time by an evaluator standing external to
them. Here strategy is all about dealing with
the systems and scheming process (Jean-
nerod & Pacherie, 2004).

2. Responsive Process Thinking

Based on perspective of Kant, it will be
likely to attain position that is exterior to
societal collaboration and neutrally observe
it. From the perspective of the romantic ide-
alists, this is not possible, since all insecure
individuals always participate in shared ac-
tivity, even while thinking of observing the
phenomenon from an external position
(Burkitt, 2008). In Hegel’s system of beliefs,
the evolution of idea takes place by way of
contradiction among the people and the peo-
ple’s experienced world is the one that is
created in their minds (Paletz & Peng,
2009). Hegel debated that individuals are
basically social practitioners as whatever
they think say or do is carried out in the
background of social practices, where these
practices furnish the required resources, ob-
ject of desire, skills and procedures. In con-
trast to Kantian thinking, Hegel puts a per-
spective in which he argues that the individ-
ual and social duality cannot be separated.

As a matter of fact, individual awareness
and self-consciousness arise in the social
relations, which are being simultaneously
constructed. This notion is obviously an in-
consistent perspective in which the minds of
individuals concurrently shape and are
shaped by social associations. This presents
a different concept of causality which may

be called transformative causality (Johan-
nessen & Stacey, 2005). Hegel’s thought
also influenced Elias as the conception of
social responsive processes is reflected in
his sociology. He recommended that a con-
nection must be identified between social
and individuals specifically if we decline to
learn the processes of development, of their
be-coming. Elias contended in contradiction
of the notions of civilization like some sort
of ‘whole’, debating that the social lives of
human beings are full of conflicts, pressures
and outbursts than being pleasant as idea of
‘whole’ implies (Stacey, 2003).

In order to understand the nature of hu-
man interaction, Elias conducted an in-depth
study on changes in the means that western
individuals have experienced over years and
highlighted the emergence of social direc-
tion in interaction among people. Elias indi-
cated western civilization must not be con-
sidered as the consequence of any sort of
predetermined strategic planning. Individu-
als did not shape a purpose to alter devel-
opment; rather they gradually becoame con-
scious of intention through means of logical
purposive actions. This is unconceivable that
evolution of civilization can be attributed to
a result of any planning as assumed by con-
temporary calculation, rational individuals
with a kind of self-mastery previously exist-
ed centuries back, whereas Elias’s findings
that each individual was not supposed to
exist then however, were, rather, themselves
the outcomes of social evolution (Stacey,
2007). Social changes manufactured rational
planning of people. Elias discusses a ten-
dency and direction in the development of
the consequences regarding interweaving of
one's own purposes, strategies and aims,
likewise, the idea about spontaneous organ-
izing of the self and its emergence.

3. Core Issues

In the history, most researchers consid-
ered the scientific revolution as a movement
of thought in which people come to hold that
the eternal laws of nature can be unstated
not through exposure, but through human
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reason (Worley, 2011). For instance, in the
earlier sixteenth century, Copernicus and
some other researchers examined and tried
to measure the movements of planets and
thus advanced theories on the rules and laws
constituting their movements. Galileo cap-
tured that idea and started doing work on it
in ear-ly seventeenth century as did Newton
and Leibniz at the end of seventeenth centu-
ry (Kuiper, 2009). Meanwhile during this
same period, the philosophers like Bacon
and Descartes effectively expressed the
manner by which individuals continued to
experience themselves as people carrying
minds inside them (Note et al., 2005).

In the mid of eighteenth-century Hume
took a radical stance and expressed that the
mind inflicts its own order on the percep-
tions coming from outside apparent world.
However, that this order is simply a link of
thoughts and habits of man's creativity, by
which it considers causal connections (Kant,
1998). Philosopher Kant was influenced by
the forward movements in people
knowledge carried out by the scientific
method, however, he also accepted that it
wasn’t enough to dogmatically hypothesize
that reality is known directly. Hence he
agreed on that we know what we know by
sensation arriving from the factual world
and that the intellect imposes an arrange-
ment of its own upon the sensation and due
to which one may not know reality directly.
He thus postulated the dualism (Hollis,
1996). If on one side there was a reality that
he termed nominal, then on other side there
was manifestation of this reality in the form
of sensations that he termed phenomenal.
Kant went further than offering a philosoph-
ical justification of the mechanistic under-
standing of nature supplied by scientists. He
seized that while it was useful to compre-
hend in animated nature in this manner, it
was not sufficient for an understanding of
living organisms. He proposed that organ-
isms could be more usefully recognized as
self-organizing systems that are very differ-
ent from mechanisms.

Organization Theory Review

Till this point, the conversation has been
around some of the responses to the scien-
tific method and some key aspects of its de-
velopment, specifically, the move from
mechanistic and reductionist ways of think-
ing to holistic and systemic styles of think-
ing. Of course these developments are re-
flected in thinking about organizations and
their management during twentieth century.
The mechanistic and reductionist approach
of the preliminary scientific revolution is
quite evident in what has come to be known
as scientific management. Taylor (1911) and
Fayol (1916) were supposed to be the found-
ing figures of scientific management and
they were engineers (Stacey, 2007).

The management science discipline
equated the scientists with the managers,
and organization with phenomenon which
the scientist is related with. The specific ap-
proach that the managers alleged to control
organization is that of the scientist, called
the objective observer, who considers the
phenomenon similarly to mechanism. The
whole mechanism is considered to be the
aggregate of its parts. The conduct of every
part is considered to be governed by endur-
ing laws. Hence, an organization is consid-
ered to be governed by efficient (if then)
relationship and the main concerns of man-
agers are with these causally related rules. A
quite clear assumption is that there is some
kind of rules, which are optimal. This main-
ly produces efficient global outcome regard-
ing actions of the parts, or units of the or-
ganization. Something like Kant’s self-
governing individual and the supporting ra-
tionalist causality is imported into theories
of scientific management but with some im-
portant distinction. Initially, it is simply the
manager to whom rational causality imple-
ments. It is the organization individual who
exercises the liberty of autonomous choice
in the act of selecting the goals and design-
ing the tenets that the individuals of organi-
zation have to follow to achieve the goals.
Secondly, Kant’s pairing of autonomous
individual actions with universal moral and
ethical principles supposed to be absent
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within the logical causality of management
science, which deals with human actions as
the reflex-like reaction or response to stimuli
in line with behaviorist psychology of its
time.

The moral aspect emerges to somewhat
extent in there action against the human re-
lation school to the scientific management.
Till 1930s, the perspective that Taylor and
Fayol assumed of human behavior was
keenly contested by people like Elton Mayo
(1945), who was a social psychologist. He
carried out trials to identify what it was that
motivated employees and what influenced
motivational factors had caused on their
work (Fischer, 1994). He figured out how
they structured themselves into the shape of
groups that quickly developed customs, rou-
tines, duties and rituals. He further argued
that managers would only be successful if
these groups admitted their leadership and
authority. He deduced that manager’s role in
organizing teamwork was a key to sustain
cooperation. Mayo actually didn’t discard
the scientific method but rather sought to
apply scientific approach to the study and
application of motivation in groups.

From 1940’s to 1960’s, behavioral re-
searchers, extended this work and inferred
that efficient groups had been those in which
the goals and values of the group were in
line with those of the individual workers,
those workers were committed to the group
as well as to its leader (Lawrence & Lorsch,
1967). The efficiency of group was sup-
posed to depend on personal following
group goals and values carrying high level
of confidence and trust among each other in
a harmonious supportive atmosphere. For
creating a freedom oriented environment
within an organization and focusing atten-
tion to motivational factors, the school of
human relations took a complete notion of
causality.

Taking both human relations and scien-
tific management together we find a theory
carrying stability that is preserved by moti-
vational rules which administer the behavior

of an organizational member. The transfor-
mation is brought about through managers
while they decide to alter the rules which
they must do in a way that motivates and
respects others so that the planned set of
rules will yield favorable outcomes (East-
man & Bailey, 1994).

The organizations are considered to
work like machines attaining intentionally
selected by their managers. Within this
framework, radical kind of transformation
cannot be explicated. Such a transformation
is simply due to rational decision making of
managers and just how these decisions are
not a part of these theories dares to explain.
The outcome is a powerful way of planning
and managing when the goals, objectives
and tasks are clear, there is not enough un-
certainty and the individuals are plausibly
passive although inadequate in some other
situations (Stacey, 2007). Truly new change
and dealing with situations of great uncer-
tainty and complexity were primarily not
part of what human relations and scientific
management intend to account for or ac-
complish.

Maturana and Varela (1987) describe a
constructivist perspective of human’s psy-
chology. According to them, individuals not
simply react to stimuli demonstrated by en-
vironment; however choose aspects of their
surrounding relevant to their own identities
(Botella, 1995). In other words, they say and
bring forth, the environment that is signifi-
cant to them. The individual's world is an
active composition by that individual of his
or her own world that is not a passive repre-
sentation of a pre-given world everything
included, in a sense creates his/her own
world.

One influential writer on organizations
who adopts a constructivist approach is
Karle Weick. He emphasizes enactment and
also the role of storytelling in communities
of practice as processes of sense making.
Weick describes the particular importance to
novel moments within the process of sense
making. He discovers the origins of novelty
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in differences, surprise, dissonance, gaps,
uncertainty and unexpected failure. For him
it is events of this kind that trigger sense
making, which could produce novel expla-
nations. He describes the process as one that
involves emotions and is necessarily confus-
ing (Weick, 1995). What he does not ques-
tion is the split between individual and so-
cial and the dual causality that goes with it.

4. Chaos and Complexity

Chaos theory is related with the proper-
ties of deterministic, iterative, nonlinear
mathematical relationships, that is, an algo-
rithm in which the outcome of iteration be-
comes the input of the next. In other words,
the current state is determined by referring,
through a deterministic nonlinear algorithm,
to its own previous state (Farmer & Sidoro-
wich, 1988). At some values of a control
parameter, these models display a strange
attractor called chaos, a contradiction of sta-
bility and the instability, the predictability
and unpredictability at a few times. Even so
the pattern of movement takes one, and only
one, form, namely that of the particular
strange attracter generated by the particular
algorithmic relationship specified.

The theory of complex adaptive systems
differs from Chaos which exposes character-
istics of iterating linkage among the de-
tached algorithms standing for organizations
constituting a system, instead of other iterat-
ing algorithms shaping the whole system.
The former focuses on the micro level
whereas the latter focuses on the macro lev-
el. There are two different types of compli-
cated adaptive system simulations. The first
one, is where the algorithms or agents con-
sisting of the system are all the same as each
other, i.e. in the Boids simulation (Reynolds,
1987), in which he calls everyone's algo-
rithm a ‘Boid', and he screams the popula-
tion-wide pattern they produce ‘flocking’
(Bayazit et al., 2003). Few of the organiza-
tional theorists explain simulations as the
Boids, that when a manager desires that his
or her organization has to produce strategy
or over all pattern of highly complex nature,
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it is not sufficient to create and impose that
strategy. Alternatively, the manager must
establish some basic rules and regulations
which definitely help the supremacy of self-
organization thereby allowing emergence to
take place.

According to Mead (1961) and Stacey
(2003):

e The significant human characteristics of
consciousness arise in public social in-
teractions

e He made an argument that these funda-
mental interactions may occur in the
form of discussion of gestures

e Very selves of interdependent people are
constituted.

e These ordinary conversations become
responsible for the emergence of mean-
ingful themes.

e These emerging themes then become
responsible for organizational strategies.

e So the emergence of novel strategies
depends upon the practice of fluid, spon-
taneous shapes of conversation. The ex-
pectation of such communicative dy-
namics occurring depends up the com-
municative practices that are advanced
in an organization, in the way in which
concern is tackled with and on the type
of power relations among people.

In the aforementioned sections, initially
the discussion has been commenced by de-
scribing different concepts of individualism
vs. collectivism taking help from literature
of organization theory (OT). Then, moving
further, the systemic and responsive process
thinking along with some core issues form
OT literature are discussed.

5. Methodology

In the methodology section it is time to
discuss some visionary and managerial lead-
ership styles for the purpose of correlating
the responsive process thinking proactive in
case of Apple computers and the responsive
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process thinking reactive in case of Mi-
crosoft computers.

5.1. Leadership Styles (Visionary Vs
Managerial)

5.1.1. Visionary leader. Some of the
characteristics of visionary leaders are as
follows:

e Proactive, form ideas and can change
the way people think about which is
suitable and necessary to them.

o Work in order to develop choices, alter-
native fresh approaches for long-
standing issues and problems and per-
form from high risk positions.

¢ Influence thoughts and opinions of other
people in the organization.

e Concerned to make sure better organiza-
tion’s future particularly through man-
agement and development of people.

e Greater embedded in complexity, uncer-
tainty and information load; participate
in cross-functional integrative tasks.

e Knowing not less than all functional
area experts.

e Eager to invest further in creating and
managing the effective human capital
and continuing the effective culture for
ensuring prolonged viability.

o Focus the attention on making strategies
to develop and manage tacit knowledge
for promoting enactment of a vision.

o Consider strategic choice more im-
portant, which can make a difference in
the organization and the environment in
which it is being operated.

5.1.2. Managerial leader. Now some
characteristics of managerial leader are:

o Responsive, adopt passive stance to-
wards goals, emerge from necessities,
do not desire and dreams goals and tar-
gets based on past.

e See work as an enabling process that
involves some blend of ideas and indi-

viduals interacting for establishing strat-
egies.

e Communicate to individuals as per their
roles in the process of decision making.

e View themselves like conservators and
controllers of existent arrangement.

¢ Influence decisions and actions of those
with whom they perform tasks.

e Show concern to the conditions and con-
textualize characteristics of daily and
routine activities.

e Apprehensive with and feel comfortable
in functional domains of duties and re-
sponsibilities.

e Proficient in their operational domain of
working.

e Participate and support cost effective
behavior to enhance figures of the fi-
nancial performance.

e Concentrate on managing and adminis-
tering the exchange and grouping of ex-
plicit knowledge and making certain the
compliance to SOPs.

e Consider determinism important, means,
the choices they formulate are deter-
mined their internal and external envi-
ronment.

After discussing these two popular lead-
ership styles, the author is going to discuss
and analyze two different individuals as
leaders in terms of responsive process think-
ing playing different roles in their respective
organizations. The role of Steve Jobs, as
pro-active leader, in case of Apple comput-
ers and the role of Bill Gates, as reactive
leader, in case of Microsoft computers.
There are a few successful leaders in this
business world who have transformed their
organizations and the industries in which
they function and operate. The most popular
of them are Steve Jobs and Bill Gates.

Organization Theory Review
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5.2. A Responsive Process has been a
Proactive Leadership in Apple Com-
puter

Steven Jobs was born on 24th February,
1955. He was one of the founders of Apple
Incorporation and an American business
man. Earlier, he was CEO of Studio of Pixar
Animation and participant of Walt Disney
board. He worked on introducing Apple 1l
series and later on Macintosh, along with
Steve Wozniak, the co-founder of Apple in
1970.

In next decade, he anticipated the power
and marketing strength of graphical user
interface (GUI). During the same time peri-
od, due to the differences with board of di-
rectors, he left Apple and joined NeXT that
had speciality in business markets and high-
er education as a computer technology firm.
In 1997, the NeXT was sold out to Apple
and thus Steve Jobs became once again the
employee of once his own company. After-
wards, he became CEO of NeXT.

Jobs purchased the graphical section of
Lucas film, in 1986 it turned into Pixar An-
imation Studios. Steve was CEO, also hav-
ing its shares till 2006 when Walt Disney
took it over. He became a trustee of board of
directors of Walt Disney. Steve Jobs busi-
ness history, to a larger extent, contributed
as symbolic image of the distinguishing
unique Silicon Valley entrepreneur, stress-
ing the significance of design and recogniz-
ing the essential role, aesthetics performed
in public appeal (Cuban & Tzu, 2011). His
efforts drove forward product development
which was both functional and elegant. This
earned him loyal and devoted following.

It was beginning of January 2009 when
Steve Jobs took a leave for five months from
Apple for liver transplantation. After his
surgery, he again continued his work with
Apple and appointed again as CEO in June,
29, 2009.

Steve Jobs was a charismatic and per-
suasive director of Apple, employees of that
time described him as unpredictable and

Organization Theory Review

explosive manager. It was due to his explo-
sive personality and partly low sales because
of industry sales crisis that his working rela-
tions suffered with Scullery in 1984. This
continued in 1985, when decision about em-
ployees’ layoffs and internal power problem
occurred. Scullery removed Jobs from the
Macintosh division as its head. Meanwhile,
Jobs was considering NeXT because like
Apple its working stations were advanced.
At about the same time Jobs established an-
other computer named NeXT. NeXT com-
puter proved to be technologically advanced
but was mostly dismissed by industry due to
being cost inefficient. Jobs illustrated NeXT
cube as interpersonal computer and consid-
ered it next step following the personal
computing. NeXT mail was believed to be
the earliest that supported clickable embed-
ded, universally visible graphics email audio
(Costea et al., 1998). Jobs led NeXT with a
passion and aesthetic perfection as manifest-
ed by such things like magnesium case of
NeXT cube.

Jobs purchased from Lucas film’s com-
puter, the graphics group named Pixar in
1986 for $10 million price. Out of this $10
million, $5 million were from the compa-
ny’s capital (Catmull, 2008). Newly formed
company was based in San Rafael Califor-
nia, later shifted its base to Emeryville, Cali-
fornia and was initially planned as high end
hardware graphics developer. Continuingly
growing as unprofitable firm, sold Pixar im-
age computer, and contracted to Disney for
producing computer animated films. Disney
took responsibility of co-financing and dis-
tribution. The partnership between Pixar and
Disney ended in 2004. With Bob Iger re-
placed Eisner as Disney’s new chief, Disney
agreed to buy the whole stock transaction
for $7.4 billion on January 24, 2006. Jobs
became the largest shareholder of Disney
Company having approximately 7% of
shares (Alef, 2010). Jobs took the lead
among directors of the company. He super-
vised both companies’ joint animation
works by formulating a guidance committee
consisting of six members.
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Steve Jobs reacted to strong views on
Apple's inefficiency of programs of elec-
tronic waste in America and retorted in de-
fense at environmental advocating agencies
in annual meeting of Apple in Cupertino.
Meanwhile, Apple announced few weeks
later that it was going to take back all iPods
from its retail stores. The take back cam-
paign of iPods was responded through a
plane carrying a banner at the top of gradua-
tion center of Stanford University where he
was the inauguration guest of honor (Coali-
tion, 2003). The statement written on a ban-
ner was "Steve — don’t be a mini-player,
recycle all e-waste." Apple’s recycling pro-
gram was further expanded in 2006, by Jobs
to any US customer who intended to buy a
new Mac. The program included shipping
and “environment friendly disposals, com-
pany’s older systems.

5.2.1. Management style. A lot has
been said and written of Jobs’ demanding
and aggressive front. Fortunes wrote“he is
considered as one of leading egomaniacs of
Silicon Valley”. In Mike Moritz’s “The Lit-
tle Kingdom” an authenticated biography of
Jobs, comments about temperamental style
of management can be found. A former col-
league, Jeff Raskin, once said about Job that
“he might have been qualified for an admi-
rable king of France”, thus alluding to per-
suasive persona of Jobs.

Positioning Apple and its products as
market leader in information technology
industry had always been Steve jobs’ great
aspiration. He did this at least in offering
unique style and innovation through his
foresightedness and trend setting abilities
(Tappin & Cave, 2010). Jobs delivered
many famous speeches and in one of his
keynote speeches in January 2007 at the
Conference of Macworld and Expo, quoting
Wayne Gretzky-an ice hockey legend T
adore ‘I skate to where the puck is ought to
be’, and at Apple we always tried to do in
the same way from the very beginning and
we would always dare to do like this”.

Steve Jobs was a vegetarian. He usually
used to wear St. Croix and Levi’s branded
long-sleeved black turtleneck shirt sneakers
and blue jeans. He held an open speech with
CEO of Dell Computers by criticizing Dell
for producing uninnovative beige boxes. In
1997, in Gartner Symposium, when inquired
about his reaction on similar situation, Mr.
Dell immediately responded that he would
like to shut it down and distribute the money
among its shareholders. Steve Jobs in 2006
sent an email to all its shareholders and em-
ployees when market capitalization of Apple
exceeded Dell. Its content was:

“Team, it seemed that Michael Dell was
unable to predict future. Today based on
market closed stock, Apple is worth above
Dell. Stock may rise and fall, and tomorrow
situations may be different, but today let me
take this opportunity to share that it was
worth a moment of reflection”.

He cancelled book selling through Ap-
ple stores published by John Wiley and Sons
in 2005. He took this decision in reaction to
publishing an unauthorized biography, iCon:
Steve Jobs.

5.2.2. Achievements. Steve Jobs was
given National Medal of Technology along
with Steve Wozniak in 1985 and thus being
the first one among people to receive the
honor.

e Steve Jobs was given another award es-
pecially for Public Service in 1987. The
category was “an individual thirty five
(35) years or under”.

e He was declared to be the most powerful
business man according to Fortune mag-
azine in 2007.

e He was included in the Hall of Fame by
the Governor of California Arnold
Schwarzenegger in 2007.

e According to a survey, he was consid-
ered as the most acclaimed business
man between teenagers in 2009.

e He was selected as the CEO of decade
according to Fortune in 2009.
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e He was ranked 57 amongst most power-
ful people of the world, a position re-
warded by Forbes.

5.3. A Responsive Process has been a
Reactive Leadership in Microsoft
Computers

William Henry Bill Gates was an Amer-
ican business man, a philanthropist and born
on October 28, 1955. He along with Paul
Allen founded a software company named
“Microsoft” and later on became the chair-
man of Microsoft. He has been consistently
placed among the wealthiest people of the
world from 1995 to 2010 except 2007.

Bill Gates was the chief software archi-
tect and then CEO of Microsoft, he re-
mained the biggest single shareholder carry-
ing more than 8% of the company’s stock
(Cusumano, 1998) and has written many
books. World recognized him as one of the
most well-known entrepreneurs with regards
to the personal computer revolution. Though
he is cherished by several, his business tac-
tics came under criticism from a number of
industry insiders which they felt anticompet-
itive, a view that has been upheld in some
cases by the courts (Dearlove, 2009). Gates
has been engaged in a number of philan-
thropic endeavors in the later halves of his
career. In 2000, at Bill & Melinda Gates
Foundation, he donated a big amount of his
programs and different charitable organiza-
tions.

In 2000, Gates left Microsoft as CEO,
but remained chairman of the company by
creating a new rank of chief software archi-
tect. In 2006, Bill Gates declared that he is
going to quit from Microsoft as full-time
employee and instead will continue as part-
time worker. He decided to perform full-
time duty at the Bill & Melinda Gates Foun-
dation (Freedman, 2006). In 2008, on 27th
June, Gates, by gradually transferring his
responsibilities to chief software architect
Ozzie, and chief research and strategy of-
ficer Mundie, spent his last day at Microsoft
office and held the position of non-executive
chairman at Microsoft.
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With regards to his education, in 1973
Gates received his graduation degree from
Lakeside School. His score on the SAT was
1590 from 1600 and got enrolled at Harvard
College. He had a chance to meet Steve
Ballmer while at Harvard, who later became
CEO of Microsoft after Gates and Christos
Papadimitriou, a computer scientist and later
he wrote a paper with him about pancake
sorting. During his time as a student at Har-
vard, he did not have any definite study plan
and used to spend a lot of his time playing
with the school's computers (Strother, 2010).
He joined the Honeywell in the 1974 sum-
mer where he happened to contact Paul Al-
len. Next year witnessed the release of the
Micro Instrumentation and Telemetry Sys-
tems (MITS) Altair 8800, dependent on the
Intel 8080 CPU. They found it as a prospect
and decided to initiate similar organization
based on computer software.

In 1975, after Popular Electronics’ prob-
lem of which demonstrated the Altair 8800,
Gates decided to contact the inventors of
microcomputer MITS, to communicate them
that they were aiming at BASIC interpreter.
As a matter of fact, Gates and Allen didn’t
devise any password for it; rather they de-
sired to judge MITS's attention. Roberts as
MITS president demonstrated keen interest
in this project and met them and in a few
weeks’ time they developed Altair emulator.
They tried in minicomputer and in BASIC
interpreter. Whole manifestation took place
at Albuquerque offices of MITS where it
proved to be quite successful and as a result
of that a deal was signed with MITS for dis-
tribution of the interpreter as Altair BASIC
(Mobile Reference 2007). MITS hired Paul
Allen, and Gates took off from Harvard to
collaborate with Allen at MITS in Albu-
guerque. The partnership was named as
"Micro-Soft" and set up their inaugural of-
fice in the location of Albuquerque. Later on
within a year they dropped the hyphen, and
the trade name "Microsoft" was registered
on November 26, 1976. Gates then never
went back to resume education.
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Microsoft's BASIC was liked by com-
puter hobbyists and became popular, how-
ever Gates found out its preliminary source
got leaked and thus further reproduced and
distributed (Vadera & Gandhi, 2009). In mid
1970s, Gates published a letter in the MITS
newsletter addressing Hobbyists that MITS
will stop developing new software. It was
not welcomed by various computer hobby-
ists, nevertheless Gates persisted that soft-
ware developers must reserve the right to
demand payment. In late 70s Microsoft part-
ed ways from MITS and became independ-
ent. Company continued to develop pro-
gramming language based software for dif-
ferent systems. On January 1, 1979, Mi-
crosoft shifted its office to a new location.
Bellevue, Washington from its earlier office
in Albuquerque.

In the early years of Microsoft, all em-
ployees used to own broader level responsi-
bility regarding the company's business. The
business details were overseen by Gates, but
he continued to engage in writing codes. He
personally made sure to review every line of
code that the company shipped during first
five years. In 1980, Microsoft was ap-
proached by IBM to make BASIC interpret-
er in lieu of upcoming IBM personal com-
puter. In a meeting with Bill Gates an IBM's
representative, Jack Sams mentioned IBM
needed an operating system that should be
produced by Microsoft. After a time lapse,
Bill Gates put forward a working  sys-
tem same as CP/M using 86-
DOS (QDOS). Along with ~ SCP, an
agreement was signed by Microsoft as re-
stricted licensing agent and sole proprietor
of 86-DOS (Redgrave, 2010). Bill Gates
delivered the operating system to IBM and
Microsoft charged $50,000 for this new op-
erating system named PC-DOS. Using his
past experience and fearing that IBM's sys-
tem might get copied by other hardware re-
tailer; Gates had not offered the copyright
transfer on the operating system. Microsoft
was made a success by the sale of MS-DOS.
On June 25, 1981, Gates did restructuring of
the company and re-incorporated Microsoft

in Washington. He became President of the
company and the Board Chairman. Mi-
crosoft Windows opening retail version was
launched on November 20, 1985. The com-
pany signed a deal with IBM for the purpose
to develop a separate operating system OS/2
(Cusumano, 1998). Although two new firms
had been devised and first version of nascent
system was released, escalating artistic dis-
similarity destabilized the joint venture. An
internal memo was distributed by Gates,
containing the announcement of OS/2 part-
nership ending. Microsoft shifted its efforts
to develop the Windows NTkernel.

5.3.1. Management style. During the
Microsoft's journey from 1975 to 2006, Bill
Gates demonstrated his capabilities with
different product strategies and widened
product lines and this was the main reason
that Microsoft achieved a higher position
among whole industry (Ghoshal & Bartlett,
1999). As CEO of the company, Bill Gates
used to meet Microsoft's program managers
and senior managers regularly. The immedi-
ate accounts of these meetings described
him as vocally belligerent, scold-ing manag-
ers for business’s apparent flaws proposals
or strategies which could put company at
risk in the long run. He used to interrupt
presentations a lot with remarks as, "That's
the funniest thing I've ever heard!" and,
"Why don't you just quit your actions and
join the Peace Corps? The target of his erup-
tion then had to defend the strategy or pro-
posal in detail till the time, hopefully, Gates
was completely swayed. In such case subor-
dinates seemed to be delaying, he was noto-
rious to remark ironically, "I'm going to do
it over the weekend."

Most of the time, Gates at the Microsoft
company had been in a role of manager or
executive. But, he was an intelligent and
dynamic software developer in his early
years, especially when it came to talk about
programming language products of the
company. Gates announced on June 15,
2006, that he planned to switch out from his
routine role during the next two years to
give more time to philanthropy (Lockwood,
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2008). He decided to divide his everyday
tasks between two successors, assigning
charge of daily management to Ray Ozzie
and making Craig Mundie responsible for
long-term product strategy.

In 2000, Bill Gates and his wife Melinda
pooled three family foundations into one and
created the Bill & Melinda Gates charitable-
Foundation. It was the largest charitable
foundation transparently operated in the
world (List & Bollinger, 2010). The founda-
tion was established to allow sponsors ac-
cess to see how his/her money was being
spent. The kindness and large philanthropy
of David Rockefeller had been attributed as
a major influence. Gates and his father used
to meet Rockefeller many times and had
modeled their benevolent in part on the phil-
anthropic focus of Rockefeller family, spe-
cifically those global troubles that were
overlooked by governments and other agen-
cies. Till 2007, Bill and Melinda Gates in
America were turned out to be the second
most generous philanthropists, with over
$28 billion donated in charity.

The foundation was also criticized be-
cause it invested the assets which it had not
yet dispersed with the sole objective of in-
creasing the return on investment (Bisesi,
2010). As a result of this, its investments
allowed companies that had been denounced
for aggravating poverty in the same develop-
ing countries in which the Foundation was
trying to alleviate poverty. These included
companies that got spoiled heavily and
pharmaceutical companies which did not
trade into the developing world. In response
to media criticism in 2007, the foundation
declared a review of its investments to eval-
uate social responsibility. It then cancelled
the evaluation and adhered to its policy of
investing and spending for maximum return,
by means of voting rights to sway company
practices.

5.3.2. Achievements. According to
Time Magazine, Gates is amongst one hun-
dred persons who mainly influenced the 20™
century. He was also named among 2004,
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2005, and 2006’s 100 most influential per-
sons by the magazine.

e Time Magazine also jointly named
Gates, Melinda and Bonorock ban US's
lead singer as the Persons of the year
2005 in recognition to their humanitari-
an efforts.

e In 2006, Gates was voted number eighth
in the list of "Heroes of our time". In
1994, Chief Executive Magazine named
him CEO of the year.

e In recognition of their philanthropic
work in the areas of health and educa-
tion Gates and Malinda were awarded
the Order of the Aztec Eagle in Novem-
ber 2006.

e (Gates was given Bower Award for
Business Leadership in 2010 by the
Franklin Institute because of his contri-
butions in business and philanthropic
works.

6. Conclusion & Discussion

The role of individual leadership as Ste-
ve Jobs in Apple computers has been proac-
tive. A quick look at Jobs’ profile leads one
to envisage that his charisma, his personali-
ty, and his presentation skills drove Apple to
its recent success. If we suppose to put his
real world achievements on one side and his
astounded audiences on another one thing
that becomes quite evident is that Jobs had
the ability to get the things done and which
was his best leadership skill. He had the
mastery to mobilize people around his agen-
da and the skill to convert idealism into real-
ity. Jobs’ presence on the stage could teach
public speakers more about the complex
dexterity. Learning from his passion young
entrepreneurs could gain that vigor and ded-
ication was essential to business. His daily
routines included leadership skills and pas-
sion that gave momentum to achieve modi-
fications. As it has already been discussed,
while reviewing the literature regarding re-
sponsive process thinking, that development
of ideas and thoughts takes place through
conflict among individuals. The world of
our experience is the world that we are cre-
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ating in our thoughts (Stacey, 2007). Hegel
argued that people are fundamentally social
practitioners and what they think, say or do
takes form in the background and context of
social practices, while these practices pro-
vide the required resources, object of desire,
skills and procedures, so it is very important
for the managers (leaders) to interact with
the individuals, listen to them on regular
basis so that leader may be able to get the
firsthand knowledge about the functioning
of day to day tasks, about their problems and
their accomplishments. This is going to be
significant because whatever the technology,
methods or procedures adopted by the or-
ganization, ultimately it has to be done by
the humans working in that organization. No
strategy can be implemented and ultimately
successful without the involvement of peo-
ple if it has to achieve certain objectives,
and where there are humans, there are con-
tradictions, conflicts, and chaos and that has
to be taken care of by the managers and
leaders if they really want to be successful.

From history when we discuss about
leadership we come to know that Martin
Luther King Jr. never made stirring speech-
es. But he made good relation with people,
making alliances and systemizing communi-
ty. He then transferred his potent scheme.
Leaders are not always supposed to enchant
public speakers; neither have they al-ways
appointed gigantic traits. It reveals that they
are simple people with great ideas and their
motivation made it done.

So the criticism which author has about
Steve Jobs’s leadership style is that he did
not spend much of his time talking to the-
people in order to bring people together to
achieve all of his desired objectives.

Now the role of Bill Gates as team work
leader in Microsoft computers has been re-
active. Bill Gates has always been engaged
in interacting with people (software engi-
neers) building product strategy for Mi-
crosoft from the day one. As a manger as
well as an executive he engaged himself
with the program managers, software engi-

neers, and senior managers of the Microsoft
Corporation in order to discuss with them
his future plans, targets, and objectives and
took their feedbacks. Coming back to re-
sponsive process thinking, as Elias and oth-
ers argue that individuals do not exist but
are, rather, themselves the results of social
evolution. Social changes produce rational,
planning kinds of individuals, not the other
way around. Elias talks about a trend or di-
rection in the evolution of the consequences
of the interweaving of individual plans and
intentions. In other words, he is talking
about self-organization and emergence. So
in case of Bill Gates we see very much the
same. That is why he has been so successful
as compared to his counterparts.

Another important aspect of Bill gates
personality so far revealed is of believer of
emergent strategies and that is only possible
when you interact with people working in
your organization on regular basis and in-
volve them in your day to day activities, as
Mead and others have already described that
a successful organizational strategy emerges
only in local communicative interactions.
Mead says that the vital human characteris-
tics come out only in local social interac-
tions. He also argues that such connections
develop only in meetings where people truly
self-appear and become responsible for val-
uable contributions. These regular interac-
tions among people form organizational
strategies. Since different kind of tension
and anxiety are dealt with in these interac-
tions, so targets, goals, and objectives are
successfully achieved through these organi-
zational strategies. Since Bill Gates was in-
tentionally or unintentionally following all
those aforementioned characteristics and
strategies, thus in authors point of view,
these things become responsible for Bill
Gates’ success.

7. Future Research

In future, different other personalities in
the form of various leadership roles in their
respective organizations can also be studied.
Further in addition to responsive process

Organization Theory Review

< -4

Volume 1 Issue 1 Fall 2017



Malik Umer Ayub

thinking, there is a need to identify such or-
ganizations where systemic process thinking
is involved and successfully being imple-
mented. There is also a need to verify
whether responsive process thinking is suit-
able for organic type of organizations and
systemic process thinking is a better choice
for a mechanistic type of organizations.
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