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Megan Whitman
Introduction
This essay has been requested by Brynach Heffernan on Friday 3rd December 2021. 
This essay covers areas of leadership styles, traits and structures that successful leaders of the world use. Meg Whitman is among many of those successful leaders and well known for her time and incredible journey in eBay Inc and other successful CEO roles. This Essay concludes an in-depth description of Whitman, her personal and professional styles and traits. Along with How she has changed companies for the better and in some cases for the worse.
Using theorists Lewin, Herzberg, McGregor, French and Raven and others to combine Emergent Leadership, chosen by an organisation based on their previous experiences, essential knowledge and successful outcomes.
Using all tools, methods and theorists, a personal reflection has been complete along with leadership questionnaires.













What Makes a Great Leader
Having the title of ‘leader’ doesn’t necessarily mean the person is. Adair (2016, pp.8-13) says, that having technical experience and knowing a business inside and out does not imply leadership qualities. Whilst organisations evolve all the time, a leaders work, integrity, communication and resilience will need to remain the same, demonstrating different authorities equally and effectively. 
Armstrong (2016) and Stodgill (1950) have the same view of what leadership is. They write that leadership, is communicating visions and inspired goals, motivating others to achieve positive results by persuading change to individuals and company behaviours.  Armstrong (2016, p. 11) believes that leadership is a key ingredient universally in management to be successful and run successful businesses. However, Armstrong (2016) also mentions that in spite of the research into leadership, some elements of understanding leadership such as the intellectual and emotional concepts are ambiguous. Adair (2016, pp. 3-8) claims that leaders should have many generic qualities, being an ambivalence in specified areas to help them develop themselves. 














Meg Whitman CEO
Meg Whitman is an inspirational philanthropist and has had successful leadership roles within her career. As a self-made Billionairess, she believes in being at the right place at the right time, building on her luck, experiences and better choices to become successful. Whitman demonstrates charismatic traits whilst using transformational structures in her work, dedicating endless hours and learning on the job to fulfil her duties. Having so many roles and experiences within her professional lifetime, Whitman has a shown situational and participation leadership styles. Whitman is also philanthropist, described by Hayes (2021) as an individual or organisation that undertakes desire to improve human welfare with wealthy donations. Whitman donates her time and her own money to charities, foundations and universities and is known by Candid (2002) for granting Princeton University with £30million dollars towards construction and a residential area. McLaughlin (2009) reveals Whitman donates regularly to environmental funds and many other smaller charities in America. This shows publicly her charismatic quality and her personal belief in helping others to become their better selves.
Being a transformational leader comes with a vision of change. Simpson (2012) quotes that ‘problems are opportunities’, Whitman was known in her various roles as CEO, to deal with the potential in the company at first point and preferred employees to use problem solving strategies to areas where issues lie. Bass and Riggio (2006, pp 2-4.) both agree that transformational leaders can earn employees trust, help build their confidence, encourage creativity, challenge their personal development and guide them to seek their own potential by delegating. This will help mould and adapt employees to different situations then reap the rewards naturally, maintaining stimulation in their job roles. Simpson (2012) continues that Transformational Leaders focus on the ‘Greater Good’ and they help to build higher levels of morale and motivation.
However, as Whitman deals with change and potential at first point and instructs management to problem solve, this may speculate Whitman’s weaknesses to problem solve areas herself, focusing on positive forward movements in the company rather than the underlying issues. Price (2015) says that skipping beneficial lessons, especially those who are self-made millionaires should master failures as well as winning them, it is all part of progression. 
Leader Influences and Background 
Megan Whitman is the third youngest child, brought up in Long Island, New York. Whitman was interviewed by Forbes (2021) and described her mum as her main influence who was a shaper and a proactive woman. Her Mum lived in an era where women were not encouraged to work after the second World War. However, her mum joined The Red Cross followed by 3000 women trooping as volunteers to New Guinea, helping the wounded soldiers, but volunteered at an engineering factory due to shortages of men. After 4 years her mum was fully certified as an airplane and truck mechanic and empowered her children to have a ‘bias for action attitude’. This encouraged Whitman to have the “can do, will do” attitude, courageously fighting to get to where she needed to be from a young age. 
With many awards and endeavours throughout her school life, Whitman attended Princeton and Harvard Universities studying Calculus and Economics. She was successfully given her first advertising role in 1979, at Proctor and Gamble, McDonald (2011) claimed that Whitman quickly climbed her way to board member with her vison, passion and winning qualities.  
With a few years at Hewlett Packard Enterprise (HPE), becoming President and CEO at Disney Pixar and eBay Inc, Whitman exceeded her ambition and her influential characteristics when she took over the roles from the founder Pierre Omidyar in 1995.
Although Whitman had lived a happy and positive childhood with great business ethic from her early influences, being ‘too passionate’ and ‘too positive’, may indicate issues in her personal and work life.  Noblelife (2014) believes, that positivity is great but, can leave anyone unable to see the valuable lessons learnt from their mistakes, some may be sensitive to constructive criticism. Positivity can create a wonderful vision but it can also dismiss the negative lines in between, which are valuable lessons needed to be taught in the ever-evolving business world.  




Leadership Traits 
How they became leader – Education and Work Experiences 
Hill (2000) and Chris (2020) both explain that Whitman led eBay Inc through a remarkable growth period. Her transformational and characteristic structures employed over 15,000 people whilst making a profit of over $8 Billion dollars. Whitman mainly utilised her transformational and charismatic leadership styles within eBay Inc but also demonstrated a situational leadership style. Whitman can mould herself into situations quickly according to the competency and commitment level of others, their work culture and agility to work towards changes. Using her personality and morals to connect with people her transformational side highlights cooperation, ethics, culture and community. Baunsgaard (2020) says that situational leadership is looking at the long-term goals ahead and maintaining effective priorities to change. It is about motivating others to reach their best potential and expressing their core strengths and internal values and beliefs. 
As a situational leader, this may intervene with Autocratic styles of leadership due to too much focus and involvement with employees work and their roles. Whitman had come to a stage in her life where her positivity and her situational leadership style crashed, whilst working for Quibi a streaming company. Mangalindan (2020) reviews Whitman’s move to Los Angeles and writes about her positive aspirations for the change, unfortunately the company didn’t prepare well enough for the pandemic in 2019/2020 even though they positively rated their upcoming efforts. This demonstrated the valuable lessons of painting a picture of positivity, Whitman didn’t look further into the areas of development with managers and the problems with the companies streamlines, being blinded by the long-term achievements, they didn’t foresee the short-term issues of the company’s streaming and that it would be shutting down.
Horton (2020) confirms that Quibi had limited streaming usage to mobile devices, whilst in a pandemic the world watched larger screens from home, comparing to Netflix, Disney plus and Apple Tv, there was minimum appetite for the entertainment, hence the loss of the stream. 





If Whitman used her transformational trait and autocratic style of leadership, there would have been a greater chance that the streaming business may have had better success. Placing her managers in their role of ‘doing’ (autocratic style) rather than ‘questioning’ (laizzes-faire) her changes, employees would not have had much option than to do their job or leave. Communicating her vision openly would build cohesion with employees, by making them aware of ideas or, any underlying issues. Instead, Whitman painted over the problems, which were unsolvable in the end. 

















Leadership strategy – Improved performance
Burke (2017) reported that, whilst Whitman was at Hewlett and Packard Enterprise (HPE), she communicated her five-year planning strategy well. HPE was a ‘sinking ship’ and over $12 billion in debt, this didn’t faze Whitman as she was more than happy with the challenge. Whitman applied simple management principles such as, set a plan and stick to it, communicate, be innovative, participative and use succession planning. Whitman had to set clear sights for the goals ahead, inspiring and influencing her employees, encouraging wider communication and relentless commitment. This created trust between her employees; by keeping close control and communicating insightful vision potential ahead. 
Mullins and McLean (2019) published that, a leader should set boundaries to managers beneath them, whilst they learn to understand the nature of a leadership role. Although they work together to reach the same goal, leadership manifests in different ways from performance to a manager’s perspective. A leaders influence to improve a business can be successful if managers understand their roles, listen and do what task is asked of them, which will emphasise the new form and create change that is best suited for the organisation going forward. 










Leadership Theories 
Whilst at eBay Inc, it was recognised that Whitman used the Hershey and Blanchard situational leadership theory, as she needed to keep the uniqueness and culture of eBay Inc to maintain its origin, demonstrating at first directive behaviours. Changing her ways and the situations throughout, such as, delegating roles when necessary, participating in experiments, explaining her methods to gain trust and directing from her past experiences. 
Whitman had adapted to eBay’s many upgrades and varieties of changes whilst maintaining the novelty of the company, she facilitated progress to Billion-dollar profits. Whitman demonstrated to her management the Mcgregor’s X and Y theory. Theory X would have been applied from the beginning to motivate and micromanage existing and new members of the business to make sure the work is carried out coercively. 
With Whitman’s Autocratic and Democratic influential visions, it led others to explore their creative strengths, building trust within new teams and for individuals to become confident and further accept ownership of their roles effectively, therefore management would slide to Mcgregor’s Theory Y. 
At this stage of the company’s success, Whitman adopted a participative style, overseeing performances, achievements and commitments of others, but having the disadvantages of indecisiveness of her own plans and further changes. 
Whitman is a leader who keeps her focus on team building, empowering and inspiring individuals with creative inputs. She tells a story and wins the hearts of others by being proactive, participative and listens to the opinions of others. Lewin’s (1947 cited in Crosby, 2021) style of leadership, demonstrates many parts of how Whitman empowered herself to become a CEO. At the beginning of her career, she utilised between Autocratic and democratic styles, performing high standards, delegating roles, building motivation and solid frameworks to her role to make the changes needed. Whitman’s visual motivation spurred her colleagues to work with freedom, her roles ran between democratic when needed and Laizzes- Fairre when performance was on or beyond target. 

According to Navarrette (2010), Whitman ran for Guvnor and spent her own money to win votes, she demonstrated an Autocratic behaviour here, which made her lose, by not staying true to herself and without sharing her stories or her personal influences, Whitman failed to grasp the hearts of her fellow Californian community. Leaders will have their own frameworks and strategies that work for them, according to Norwich University (2021) having a visionary and affiliative style builds connections between departments and spells clear communication to all, this is what Whitman found and used again with her leadership at eBay. Inc.
Battipede (2013) writes that Meg Whitman’s leadership style at HPE, demonstrated fundamental changes to learning and working, requiring management talents that were open, engaging and prompt to the company’s needs. Supporting career development, opening HP university programmes, and creating easier access to learning tools for all employees, Whitman helped their confidence to thrive in their development. 
However, Faroohar (2019) claims that when Whitman took over as CEO at HPE, large numbers of staff were redundant and Whitman was unable to create innovation from that point, this created disruption, concern and distrust toward her. Using Lewin’s (1947) change model, Whitman used the unfreeze method to adapt major changes, especially communication and her influential experiences. Portraying an affiliative strategy at this time would have helped boost morale and confidence in employees at this point. Adding Hersey and Blanchard situational theory here, delegating as low priority and demonstrating high support would have been beneficial.
Although, delegating to managers through uncomforting times, Kenton (2020) says, the knock-on effect from redundancies, may have the opposite effect, at this point. Employees or managers would find tasks and leaders unforgiving and opposed to the company’s goals ahead.  Looking at the research, Fayol’s (1967) theory was demonstrated by Whitman at early stages, she set clear strategies, from top down and in a unity of direction, displaying her authority via a chain, which had led to a negative reputation.


Using all her experiences and having the ability to adapt to situations, regain trust, set fine examples effectively and efficiently has created a unique leader in Whitman, who thrives at learning from mistakes. 
“Success happens when good people with good intentions cooperate and work together over a shared interest. Believing that people are basically good is what fuels most inspired individuals. Cynics and pessimists do not change the world” (Whitman, date unknown).





















The 3 powers – Reward, Coercive, Referent 
French and Raven (1959) describe 3 bases of power within the workplace, Reward, Referent and Coercive. 
Rewards are when a leader is eligible to give monetary raises, promotions delegations and greater opportunities due to good work and to get employees to perform in a way that leaders need them to. Whilst Coercive power can be abused and utilised in the wrong way, which can lead to employees resenting the leader, this can have a negative effect on their working behaviour and result in employees leaving or being fired.
Referent Power is part of Whitman’s trait, she identifies strength in others and influences her employees by using respectful acts, displaying kindness and loyalty. This genre of power sustains employee satisfaction and harbours success without the need of greater expectations from a leader, such as rewards or on the flip side, threats or demotion. Being referent will make employees feel good in their roles just like Herzberg’s motivation factor.
Although referent to employees, Whitman did use her own funds as rewards to capture the votes of her community when running a campaign, leading her to be hypocritical of her character.












Did Meg Whitman make a difference?
Bachrach and Mullins (2019) explains that being a transformational leader will create changes and cultural investments within teams. A unique way to encourage employees to share conflict and tacit knowledge in a controlled and respectful behaviour. This way, Whitman would share her knowledge of what works within a team, introducing new structures and frameworks, making teams smaller, so there is less conflict and more proactive performances. Mullins (2019) states that organisational structures that have been changed by leaders enhance the positive efforts in order to excel within their company. 
Whitman reinvented the productivity, advertisement, employee numbers and overall organisation structure of eBay Inc. Her enthusiasm for implementing change, creativity and approaching the companies with great vision had rapidly formed solid developments and opportunities for thousands of smaller businesses around the world. Improving its financial income, employee base and net worth exponentially.
Schien’s (2019) article helps to back up Whitman’s way of working, he writes about the leadership change and culture within the workplace, that it has become a fluid process rather than a characterised trait or title. He says that workplaces are now forming more groups than ever before, for projects and decision making, believing it comes from the implementation of leadership and top-down strategies. 










Conclusion 
Whitman has made impressions in many areas of her working-life and that she is a strong, motivated leader. With every trait she has demonstrated and style she has approached within her business ventures, she has proved that hard work, vision and effective team-work is vital. With her referent ways and transformational success at ebay Inc and her unfortunate failure at Quibi, it has not stopped her enthusiasm to continue working effortlessly to make business’ thrive. Meg has shown that failures have become lessons, even though her early years proved she overlooked the problemed areas. Putting failures aside, Whitman has the reputation of democratic strength, philanthropy and charisma, with them all rolled into an overall successful leader, with a legacy to be proud of.

















Personal Reflection 
My Leadership experience and Style 
I believe I have a charismatic and situational trait. I exemplify great qualities such as empathy, compassion, have a strong connection with emotional intelligence and positive enthusiasm. I am a very open and honest person who values any acts of kindness.
The reason I feel I have leadership qualities is mostly within my working life, I have shown great work ethic from an early age, not having a lot of money growing up, spurred me to look for work very early in my teens and it has helped me gain the experience I have today.
I am creative, positive, approachable, adaptable and I have a natural leadership style that can shape a team with insightful prospects. Being proactive, I need to be stimulated in a job role to maintain my own motivation. I like to get things right first time with hard work and dedication. I am consistent, loyal and my communication skills are concise and clear. However, my weaknesses within my leadership role is my lack of confidence in my decision making and any type of confrontation.
Using the leadership style questionnaire, my results measured that I am a high scorer of being a democratic leader, with a high outcome at skill and ability within a leadership role. Cherry (2021) describes this style as being a participative person who has a high quality of work contribution. Listening to employee’s opinions, thoughts and feeling and encouraging the Tuckman’s (1965) storming approach, which helped make final decisions of what I believe is right. Demonstrating commitment and creativity along with motivation to reach successful goals. 







Compare and contrast
Haven
Working as an entertainer in the public eye, I led via a charismatic style. Leadershipahoy.com (2021) says that leader with true Charisma impacts people positively and connects to others with personality and passion. I worked my way up to lead entertainer, being in charge of large venues, planning all day and night live shows, directing, bands, acts and performances, whilst presenting to audiences and using light and sound technology for special effects. Working with a minimum of 6 other team members to present an eventful, magical and memorable holiday for guests of all ages.
Every-day was different with regards to acts and guests, but every day needed the same structure, energy and dedication with strict time management schedules. Leadeshipahoy.com (2021) says whist illustrating a democratic leadership style along with my big personality and charismatic traits, worked well to create a flow of fun, atmosphere and engagement with the employees and guests. Planning and preparation, at least a week ahead of schedule was key, along with effective communication daily to smoothly run operations. My team were fairly delegated specific roles throughout events, but daily their roles changed to broaden and challenge their experiences.
I had trust within my team for the actions that were set. With quieter days at off-peak season, I demonstrated a Laissez-faire style, where I delegated more responsibility to others so they could upskill their roles. With my guidance and tacit knowledge passed down, they were left to uncover their potential. I listened to new ideas and even tried them out, some worked well, some didn’t. Whilst I let my employees take charge of some events, I had the overview of all structures and plans ahead, still displaying my natural democratic style. Leadership.com (2020) has implied that I used Herzberg’s (1959) versions on motivational factors that were job enlargement, job rotation for maintaining interest and implementing job enrichment for advancing their skills. 
However, Cherry (2021) explains my Laissez-faire style could have been seen as a disadvantage. Presenting poor performances from inexperienced staff, if, they didn’t have the right support or clear guidance of roles and responsibilities.

Coop Funeral care 
Working as an undertaker for Coop Funeral care, I moved to a Hersey and Blanchard situational leadership style of working. Ahrtz (2020) says this style adapts easily to situations for development of need.
Dealing with grieving clients face to face, over the telephone and family’s requests and taking care of their deceased loved ones, I needed to maintain a mentally strong and open mind. 
With a whole different set of responsibilities, dealing with technological, financial and confidential details, delegating roles to employees, (specialist roles) showing compassion, sympathy, empathy and actively listening to get plans right first time. Leading clients and their family, friends and my colleagues to relevant destinations, physically caring for deceased, preparing vehicles and communicating strict time management plans shows motivation for the ‘one right way’ ethic.  Here Mindtools (2021) show that I used Taylor’s (1909) theory of scientific management by monitoring work performances, allocating the work and providing instructions to ensure the job was done effectively.
Listening to families and mentally drawing plans and ideas of what they wanted showed my creative and innovative trait. Making those plans into reality took dedication, whilst adhering to rules and regulations within the company’s policies. I would reiterate to employees this vision of my plan, but also tell a story of the deceased and family, so employees could build a connection and rapport at first contact.
Using autocratic and democratic styles meant pushing through my comfort zone, by remaining strong, sticking to plans and taking control of situations. Delegating roles, giving direct instructions to individuals thorough effective communication, led employees to understand what they were doing, where they needed to be and when. My strengths motivated others, trusting their roles to be carried out effectively.
Being a woman as leader in this role, was challenging, just like Meg Whitman, I found certain times were confrontational, negative or was told I wasn’t good enough, this is where my confrontation weakness would show. My authority was demeaning to them and often criticized. Opinions were heard and taken on board due to my nature, but due to nature of the business, tight plans and time restrictions, changes couldn’t be amended so easily. 
Family’s wishes, religion and plans were vitally important, it was my role to strictly keep that plan of action according to their beliefs and not be influenced by anyone to change them, regardless of how employees felt. 
The more time spent with the employees, we learned to respect one another’s roles. We started to trust one another, looking back, at the beginning of each funeral, I should have found their strengths and weaknesses and got to know them better. Delegation may have been easier and rapport and trust may have built sooner, but due to the lack of time between funerals, it was very difficult to apply that tactic. 
Although my roles were completely different, my traits remained the same as well as my structure, energy, dedication and strict time management. 
Working for Haven Holidays and Coop Funeral care with two extremely professional and different roles. I believe they have shaped who I am and taught me so much about myself and how much of an impact I have on others. 










 




Changes &
Reflective Conclusion 
The person that I am today, reflects the experiences I have gained throughout my personal and working life, especially the two roles mentioned.
I had to mould my professional character, trait and style to suit the roles I led. I particularly had to change my ways in how I reacted to situations and whilst being around my clients, devoting my undivided professional self to them and their needs. 
The first job at haven was fun and outgoing, leading as democratic and Laissez-Faire styles gave me more freedom and flexibility to delegate whilst overlooking precise structures.  My second job was mostly autocratic, showing traits of democratic styles, whilst able to delegate roles accordingly. The entertainment business wasn’t harmed completely if mistakes were made, it would have been corrected with minor setbacks. However, with a funeral plan, if any mistakes were made, results would have been devastating to families and disciplinaries would have been given from the company hence strict time and organisation management, abiding by regulations, culture and religion.
Leadership styles differed whilst other traits remained similar, they both needed consistent and positive energy, tight structure, delegation, great listening skills and vision. Within these roles I always had to be two steps ahead of the game. Just like Whitman, charismatic, and partly situational. I see myself just like her in many ways, her visions are strong, as are mine. Knowing what is needed to get the job done and using constructive and effectiveness to deliver. I haven’t had many failures in work-but I have let confrontation and my lack of confidence in my own judgment cloud me, this is where we are different, I also tackle the problemed areas delicately and head on, whereas Whitman delegates the problems to someone else, I know if I deal with issues, it will help build my experiences which will lead a clearer path for future success.
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