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Introduction. 
In this essay the author will be looking at Leaders traits and styles, the leader being assessed is Eric S. Yuan covering his background and critically discussing his leadership style and the different types of leadership strategies and how they are linked to improve performance. To help identify his leadership style the author will be looking into different models and theorists such as Kurt Lewin (1939), French and Raven (1959), Henri Fayol (1949), Warren Bennis (2007) and Hersey and Blanchard (1969) Also looking at modern management theory McGregor’s X and Y theory (1960’s) established two different styles of management suggesting two aspects of team member motivations. System approach focuses on the internal dynamics of the organisation’s system and behaviours. The Contingency or Situational approach is where leaders must adjust to changes to the external environmental factors. The essay will provide examples of how Eric Yuan’s leadership strategy has brought about improved performance through effective communication within the organisation and how his leadership style influences his employees. Also, the author will be discussing her own personal leadership style by answering two questionnaires and seeing if the results are what was expected and whether it would fulfil the responsibilities and requirements of a leadership role and how she would use this style to ensure the success of change within an organisation. The essay will conclude on the importance of leadership and why it benefits organisations, and from the research will show the most suitable type of leadership for today’s environment. It will also be concluding on whether my own personal leadership style will suit organisations today or whether I need to develop leadership skills further.
Background of the Leader. 
Eric Yuan was born in 1970 in Tai’an, Shandong, China, his parents were mining engineers and as a child he was very introverted and did not socialise often. He graduated at a local high school before attending Shandong University of Science and Technology, he earned a bachelor’s degree in applied mathematics with a minor in computer application. (Biography Mask, 2021). Little did he know that his life would be transformed after going on a trip to Japan where he went to a keynote speech about the future of the internet given by Bill Gates in 1995. It was then that he realised “the internet was going to change everything, and he needed to get to the US and join the first wave of the internet revolution”. (Nazar, 2021). After applying eight times for a US visa, he finally received one on his ninth try, he then immigrated to the US in 1997 landing a job in Silicon Valley and becoming an engineer at a company called WebEx. In 2006 he completed an MBA from Stanford Business School which led to him becoming Vice President of engineering and mining engineering in the WebEx business. (Biography Mask, 2021). He first envisioned Zoom when he was a freshman in college because of a ten-hour drive to visit his girlfriend, he was looking at easier ways to see her face to face. He often met with customers and found that the collaboration solutions of Cisco WebEx weren’t working for them. To help keep the customers happy Yuan proposed a new smartphone-friendly video conferencing system to Cisco in 2011 but it was rejected. This inspired Yuan to start his own company which he named Zoom Video Communications. The following year saw Zoom launch its’ first version of the product and interest grew from the engineers from WebEx which led to forty-five of them joining Yuans’ new company. Zoom is an enterprise-grade affordable all-in-one platform for video, audio and web conferencing and IM/presence. It can connect groups of people from as little as two up to as many as five hundred on video. (Glob Intel, 2019). 


The Leaders Traits and Styles.                                                                           
Leadership is the art of motivating a group of people to act toward achieving a common goal. (Ward, 2020). However according to Gary Yukl (2006) Leadership is “the process of influencing others to understand and agree about what needs to be done and how to do it, and the process of facilitating individuals and collective efforts to accomplish shared objectives”. (Yukl, 2012, p. 66). Yukl also says that the trait approach underlines the leaders’ characteristics such as personality, motives, values, and skills. This approach assumed that some people are more natural leaders and presented traits that other people didn’t possess. (Sage Publications, 2021). One of the first theorists was engineer Henri Fayol (1949) who developed his ideas through working in a French coal mine. He identified six roles, managers needed to perform: forecasting, organising, planning, communicating, co-ordinating and controlling, he had an ‘administrative’ approach to managing. (Carroll, Ford, and Taylor, 2015, p. 7). Some of his points are still relevant today in that his principles support teamwork, and organisations need to plan and adopt quickly to the changing market. He also recognised that management is a continuous process and one who is respected for their values makes time to get to know their employees. However, there are some criticisms of his principles some critics claim that it is too prescriptive, unscientific, and cold and inhuman. (Mind tools, 2021). Another early leadership model was Kurt Lewin (1939) this was based on research and practice concerning leadership, change, engagement, and other present-day concerns. This early study was very influential and established three major leadership styles, it is regarded as a triangle consisting of Authoritarian, Democratic and Laissez-faire. Lewin (1939) concluded that autocracy and democracy are similar in that they both mean leadership with discipline and organisation. Also, comparably democracy and laissez-faire are too, they give freedom to team members who act on their own motivation. (Crosby, 2020, pp. 398-401).                                                                                             Autocratic leadership style can be beneficial for organisations by having quick decision-making in stressful situations, setting clear roles, tasks and establishing deadlines, also allowing team members to focus on their tasks without the worry of making decisions. And yet this can also be a downside as the team members cannot contribute to ideas which can result in low morale and lead to resentment. The positives of a democratic style leader are the team are encouraged to share their thoughts which results in more commitment and leads to higher productivity. However, the downsides can be poor communication which often leads to poor decision-making and some opinions of the team being ignored. Laissez-faire style encourages personal growth, creativity and innovation with the team making their own decisions. Yet this can sometimes lead to a lack of role clarity, poor involvement with the team and low accountability. (Cherry, K. 2021). Paternalistic leaders care and support employees to prevent any negative effects on the organisation and with a balanced integrity and assistance they are successful at guiding them. But from another point of view some Paternalistic leaders have a controlled authority to coerce employees which could result in unfavourable understanding of them. (Dogru, 2019, p. 11). According to Insights success Bass (1985) Transformational is one of the most effective leadership styles. These leaders inspire employees through communicating and collaborating with them therefore beginning the road to success also establishing a connection externally and building a mutual dependence and flexibility which is ideal for today’s environment. (Insightssuccess.com, 2021).                                                                                                                                                  


Influence of the Leader. 
Eric Yuan leadership style is vision, humility, and determination, being one of the biggest Transformative CEOs in Silicon Valley, he ensures that his employees are happy and proud of the work they do and so maintains the company mission of delivering happiness and company culture is his number one priority. (CXOtoday, 2020). Yuan advises to “Lead with the focus on the customer” he looks for self-learners and motivators when hiring, he likes people with potential. He inspires his leadership by trusting and empowering employees, and he is someone who wants to make the world a better place. Yuan states that “As a CEO, you need to think about your employees. Zooms culture is: Deliver happiness. If we are happy, the customer is happy. It’s a simple formula and we lead by example”. (Nazaar, 2021). Transformational leadership started with James MacGregor Burns but Bernard Bass (1985) moved it on in substantial ways. Eric Yuan has this leadership style he is inspirational, he motivates his teams by being open, honest, and fair and lives up to his strong values. He encourages his employees to learn, grow and perform to exceptional levels. (Clayton, 2016). And yet you could also link him to Lewin’s Paternalistic leadership style but more of a modern-day leader who is very focussed on not just how happy and motivated his employees are but the community and stakeholders also. And, according to Bora (2014) Yuan left his previous company because he felt embarrassed that the collaboration of WebEx Cisco didn’t have a single happy customer. To help keep the customers happy Yuan proposed a new smartphone-friendly video conferencing system to Cisco in 2011 but it was rejected. This is what inspired Yuan to start his own company. One of Yuan’s traits is having good listening skills, this is key for communication with employees and customers which creates trustworthy relationships and loyalty. Listening is important for team performance this is what keeps them motivated and committed to their work. It shows the leaders care about what the employees say and empathise with their feelings. A quote from Steven Covey “Most people do not listen with the intent to understand; they listen with the intent to reply” and yet Eric Yuans favourite book is Speed of Trust by Steven Covey. However according to Hyacinth (2019) “The quality of our listening determines the quality of our influence. Employees want to be heard and they want to be respected, this leads to more motivated and committed team members”. Eric Yuan follows the latter of the quotes, and it also applies to his leadership style connection with customers. Another trait Eric Yuan uses is empathy; he focusses on employee happiness by being open and honest with them and the customers to have his trust. He also pays attention to the companies flaws and negative reviews, this feedback is important so the issues can be addressed, and everyone can learn by the mistakes. As a young boy Yuans’ dad told him to always have a great culture, always work hard and always stay humble which became Zooms formula. (Drake, 2019). This would link to Herzberg’s Motivation Two Factor Theory (1959), Yuan would have the Motivator factor giving the employees a sense of achievement and recognition of the work which must be interesting and varied, responsibilities and growth by enabling new skills and training. But it would also coincide with the Hygiene factor ensuring a safe working environment and good relationship between him and employees. (Expert Program Management, 2021). Eric Yuan                                                                                     can also be classed as a participative leader and can be linked to Douglas McGregor’s X and Y theory. He leads by theory Y principles where employees make their own decisions and take responsibility for their work. He is very hands on, and any problems can be resolved with creative solutions. This results in a good relationship with mutual trust and employees feel a sense of commitment. (Gorbuz et al, 2014, pp. 1888-1906). Linking him to Hersey and Blanchard’s (1969) Situational Leadership Theory which identifies four main leadership approaches Telling, Selling, Participating and Delegating. Yuan is a participating leader who works with the team members and supports and encourages them with his transformational style. There are also four levels of follower maturity his would link to M3 with employees having high competence and high commitment and confidence. (Lumen learning, 2021).                                                                                                             Situational leadership can provide leaders with the tools necessary to influence others and to help them appropriately cultivate and exercise their power to influence and affect change. While power often gets a bad rap in business, it can be a positive driver of influence. (The Center for Leadership Studies, 2017).                                                                                     Culture is at the heart of Zoom and yet Kari Paul reports that an investigation has been requested into the company for the privacy concerns. Zoom has had some noticeable issues with security and privacy where hackers had entered chat rooms being racist and issuing threats, now called “zoombombing”. (Paul, 2020). In a blog to Zoom users Yuan admits that Zoom was not prepared for how quickly everyone worldwide would be using the platform for businesses, schools, and socialising from home because of the circumstances of the Pandemic. However, he recognises that the company has fallen short of the community’s and the company’s privacy and security expectations and for that he is deeply sorry. Through the feedback of the users, it has helped uncover unforeseen issues with the platform and every issue will be addressed as quickly and efficiently as possible. (Yuan, 2020). 
French and Raven (1959) introduced five power bases to show the influence of power of a leader: legitimate, reward, coercive, referent and expert power. Legitimate power is often referred to as someone who can make demands and is able to persuade in other feelings of duties and responsibilities. Reward power is to recognise positive outcomes and reward with promotion or pay increases etc. Coercive power is similar to reward in that it can manipulate through behaviour that is outside of normal role expectations. Referent power has the ability to direct feelings of personal acceptance or approval. Expert power is demonstrating competence in implementing, analysing, and controlling the tasks. However, in 1992 Raven added several additional distinctions arguing that “reward and coercive power have personal and impersonal forms, besides the tangible rewards or punishments they can be seen as personal, approval, praise, respect and autonomy. Expert and referent power have positive and negative forms and that information has a direct and indirect component. Legitimate power is further distinguished in three categories reciprocity, equity and dependence”. According to this research Heinemann states that Raven’s (1992) modifications confuse how to distinguish between these constructs. They are therefore not considered as clear-cut power bases. (Heinemann, 2008, pp. 35-37).                                                                                                                                      In 2020 Eric Yuan rewarded his employees a special stock grant of four hundred and fifty shares because during the pandemic they had been extremely stressed but, this was also for them to stay with the company during the critical time for business. This was a thank you for helping people to keep in touch at the start of the pandemic. (Carson, 2021). This could be related to French and Raven’s (1959) reward and coercive power by rewarding his employees with the shares as a thank you but also at the same time coercing them to not leave the company. Yuan also demonstrates referent power where he is an inspirational leader and leads by empowering and trusting employees, someone who cares about society and communities to make the world the best it can be. Yuan was ranked number one on Glassdoors’ annual list of top-rated CEOs based on approval ratings from employee reviews, and as a leader who changed the game in global business, he was added to the Bloomberg 50. (Picchi, 2018). In June 2021 Eric Yuan was awarded the Maverick in Leadership of the Yale Chief Executive Leadership Institute and summit organiser and Senior Associate Dean for Leadership Studies Jeffrey Sonnenfeld commented that “he not only changed the way we work and live but built a system that kept global commerce flowing, enabling life-saving national public health processes, and linked families together for vital milestones from weddings to funerals”. (Yale School of Management, 2021).
Personal Leadership Style. 
After completing the 1.2 Conceptualising Leadership Questionnaire I have two top equal score results of 17. First one is trait emphasis I do believe that good leaders should have these traits in being confident, trustworthy, and honest, capacity to motivate people, emotional stability, accountability and flexibility, people oriented and good communicators. I personally have some gaps in these traits, I do not have self-confidence and at my age my emotional stability is not great. Second one is relationship emphasis again I do believe that it is important for good leaders to be supportive, motivational, promote collaboration and teamwork and encouraging communication between the leaders and employees. Having a positive work environment will get better results. I don’t feel I have any gaps in this emphasis because I strongly agree with this leadership concept. Next are joint scores of 16 first is skills emphasis, some important conceptual skills are creativity, decision-making, problem-solving and strategic thinking, I agree that some of these skills are essential in leadership, but I do lack in being creative. Moving on to process emphasis this is about the leader creating conditions that allows others to succeed. Helping to guide, support and nurture employees and influence them to achieve a common goal. I feel this should be high on the list because personally all leaders should use this in organisations to get the best out of employees and giving them a sense of achievement. Behavioural emphasis scores a close 15 with different behavioural leadership styles from participative, paternalistic, people-oriented, and dictatorial to name a few. These focus more on the actions of the leader and is what defines success and using their decisions to be a great leader. There are different behaviour styles for different circumstances. Last is ability emphasis scoring 13, leaders who are innovative, patient, giving and encouraging. Personally, I think all these styles are essential to leadership to be productive and efficient in any organisation. 
The results of the 4.2 Leadership Style Questionnaire with quite a high score of 26 is Democratic. I am not surprised by my result because as a leader I would be honest, inspire trust and respect and have fairness and competence in my role. I would lead my team and communicate by being open and honest and encourage innovation and creativity and listen to any concerns. Involving employees to contribute, develop a plan and then vote on the best course of action will increase team morale give them job satisfaction and commitment which will lead to less absentees and have higher productivity. However, this leadership style can come across as being indecisive and time consuming because waiting for everyone’s opinion can take too long, then with the leader taking the decision can lead to apologising to individuals whose ideas were not used. Some employees don’t like making decisions so could result in decreased performance and with different skills and knowledge levels within the team there is a risk of relying on decisions based on inaccurate ideas.
Leading on change. 
My organisations culture is serving our customers, communities, and planet a little better. Looking after colleagues in a culture of trust and respect and understanding people. Personally, I feel customers are priority within the organisation and each store has different leaders, I would say ours was an Autocratic style leadership with the focus on the customer the employees are not involved in decision-making so are less motivated in their role which has led to low morale in store. My results as a Democratic leader would see me using this leadership style to change how they motivate and communicate with employees. I have good communication skills and I am trustworthy and honest and a good listener I can be innovative, and I am competent and fair. Listening to their concerns and being more supportive and treating them with fairness would gain their trust and improve morale and motivation. Being at the forefront of the business the team deal with the day-to-day problems so collaborating and consulting with them on decision-making will make them feel appreciated and recognised for their opinions but also trusting me in my final decisions. To help with motivation I would start with having meetings once a week to set out the goals and to see if the team are happy with the working conditions and hours, and if they feel safe in the working environment and assure them that their job is safe in these uncertain times. Give them recognition for the work they do and offer more responsibilities and for them to reach their full potential I would offer flexibility in their job and include them in decision making. By going through these stages will see what the employees’ needs are and what motivates them, this should give them greater job satisfaction and develop mutually beneficial relationships and a better working environment. I would schedule regular team meetings and forums so they can provide input and ideas and then I could give them feedback and any suggestions on these, and if needed offer 1-2-1 meetings to discuss any personal issues. Involving the teams would give them a sense of commitment and will have less absentees resulting in higher productivity and a happier workplace. To have a strong leadership I feel the leader needs to adapt with the times especially with the pandemic where there is change and uncertainty and employees look more to the leaders to provide innovative direction. 

Conclusion on Leadership. 
This essay concludes that Leadership is very important in organisations, it also shows that there are benefits and disadvantages to some leadership styles. Different organisations need different style leaders it all depends on what type of business they have and as old as it is Fayol’s (1949) principles still work well today with the organisations needing to adapt quickly because of the changing market. All leaders should have certain traits and styles these are so important for the organisation to thrive. Motivation is one of the main factors to help the team towards achieving the goal and looking at the research communication is one of the key factors of motivation. A Democratic style leader shows how important it is to encourage innovation, be confident, trustworthy, honest and a good communicator. The assessed leader could be classed as a modern-day Paternalistic style leader where the focus is on the happiness of the employees and customers. More research has shown that one of the most effective styles for today’s environment is Transformational not only with the leaders having vision, humility, and determination but with them inspiring employees through communication, trust, and empowerment. This benefits the organisation because having a motivated team will lead to higher productivity, also the leaders establish a connection externally and build a climate of mutual dependence and flexibility which adapts to the change in environment. The author has researched various sources on Eric Yuan but found that all had the same information which resulted in a less critical discussion on him, but it also shows that Yuan is a successful leader, and his leadership styles and traits work well within his organisation.                                                                                                                        My personal leadership result is Democratic and looking at the research in this essay it would suit most organisations today. More organisations realise that employees are just as important as the customers. I do have some of the democratic styles and traits, I have good communication skills and I am trustworthy and honest and a good listener I can be innovative, and I am competent and fair. My leading on change to help get the employees motivated is very important so working through the stages mentioned would help to achieve this and boost morale. However, I do need to develop some leadership skills further especially my self-confidence which can let me down in many ways and creativity. So, continuing my BA Leadership and Management degree is essential for me to develop these skills further.
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