

Dan Schulman’s example of values-based leadership style

The word “Leadership” could be seen as a many different images or visions in the 21st century. It could be described as a political leader who is pursuing its own and others values, an explorer who is finding new paths in the jungle for the rest of the group or an executive who is developing and improving the company to take advantage over the competitors. Leaders provide help for others and themselves to do things in the correct way. They set direction to build fascinating goals and to stimulate creativity in the surrounding environment. Leadership therefore is about mapping out where to go to achieve a common aim and to win as an organization (MindTools, 2020).
People usually mistake leadership and management as the same thing however these two words are very different. According to Mullins leadership is “a relationship through which one person influences the behaviour or actions of other people”. Management in opposition has been described by him as “the process through which efforts of members of the organisation are co-ordinated, directed and guided towards the achievement of organisational goals” (Mullins, 2013). The vital difference between both is that the managers have people who work for them, while leaders have people that follow them. Leadership and management in organizations are closely connected and they must go hand in hand to fulfil each other (NextGeneration, 2018).
Being an effective leader is one of the most important things currently in the business environment. Finding the successful leadership style that works for a team and leader itself may bring the positive outcome for the whole company. There is not one universal leadership style that works superbly in every situation. Although if the leader will come up with a suited style to the business and team, the probability of achieving company goals is much more likely to succeed (Cambell, 2016). There are many different leadership styles with various traits as well as there are many companies with different factors affecting its leadership expectations. Currently, in a successful organization employee would like to be motivated to work in every dimension. In a values-driven culture they are able to find alignment between organizational values and their personal values. Thanks to that they create a motivated and unified workforce. This kind of leadership style is represented by one of the most successful executives in the business environment - Daniel H. Schulman (Kanai, 2020).

The American business executive, Daniel H. Schulman was born in 1958 in Newark, New Jersey. He went to Middlebury college where he received a bachelor’s degree in economics and also he finished MBA in a New York Business University. His parents were social activists and in the past his mother (Ruth Schulman) was associated with GSAPP and his father (Mel Schulman) was working in chemical engineering (Bloomberg, 2015).
Daniel H. Schulman is currently (in 2020) a CEO of a well-known American company which operates an online payment system around the world, PayPal (PayPal, 2020). He began his working career in a company called AT&T where he was working for 18 years. He started working there as an accountant associate and rapidly grew up to higher positions, finishing as a president of AT&T with 40 000 employees under his watch. Thereby, he became the youngest member of the senior executive team in the company. After he left AT&T, he became a president of priceline.com, the travel agency which finds and provides discounts for airline tickets and hotel stays (Priceline, 2020). Daniel H. Schulman spent 2 years there and during this time annual revenue of the company grew from $20million to around $2billion. After his successful achievement, in 2001 Richard Branson, the owner of Virgin group, invited him to become a CEO of the newly developed Virgin Mobile project. During his career there, the company became a public company in 2007 after 5 years of activity. Schulman led the company to achieve $1.3billions in annual sales with around 5 million customers. Thanks to that the company was recognized as a one of the top wireless carriers with “no hidden fees” structure in the USA. After the company sale in 2009 to Sprint Nextel, Schulman was serving there as a president until he moved to American multinational financial corporation - American Express (Walsh, 2005).
In 2014 he started his new leading position as a CEO of PayPal Holdings. In the first year of his existence there he decided to split eBay and PayPal for the first time to make the company a separate legal entity. Huge investments and acquisition of new companies such as iZettle make the company one of the best payment gateway companies currently on the market. Under Dan’s leadership the company has invested heavily in research of all kinds to get to know customers, to understand their lives and to build products and experiences that go beyond simply moving money. (Bosilkovski, 2018).
Daniel H. Schulman has been awarded several times by different organizations as an Entrepreneur of the Year, he qualified also to the top ten Businessperson of the year list and was named one of the most powerful people in the wireless industry.

There are many different types of leadership styles that leaders can adapt in the workplace. Every time when Daniel Schulman talks about leadership, he mentions his parents Mel Schulman and Ruth Schulman, as a people who made the biggest difference in his life. He describes them as “heroes” and “gentle people with wise souls”. As well as his parents, there is one more person who Schulman owes a lot in the business industry. Before Daniel Schulman started his work with Virgin Group, he met Richard Branson, the CEO of the company and said that Branson had a massive impact on his leadership style and leading philosophy (Gharib, 2018). According to Schulman building a good business is not a sprint, it is a marathon. It is not about short-term profits, it is about long-term investment to build a transparent and authentic reputation (Shontell, 2017). Daniel ran several big businesses and was a president of companies like American Express and AT&T. He also started and led completely new businesses such as Priceline and Virgin Mobile. Either of these companies became public and grew up to be billion dollars companies. Now, it is the time for PayPal Holdings to go the same road as well. To achieve the success Daniel Schulman needs to lead the organization and his team in the best possible way. He believes that to reach a competitive advantage in a business environment it is important to have the best employees working for the company and the only way to acquire these employees is when they believe in what the leader is doing. They need to feel comfortable; they need to feel that they matter, and they need to believe in the values with respect shown from the leader. When he was working for AT&T company and his mentor was Gail McGovern, top management AT&T person, he learnt how to be authentic in the workplace and how to apply whole self to the working environment. He understood that people have “work personality” and “personal personality” and when it comes to joining them together, the leader is much more efficient and powerful (Kanai, 2020).
When Daniel H Schulamn joined PayPal in 2015 the first thing he did was promote diversity in the company. Before he came to the organisation the PayPal’s board was 100% white male. Currently he transformed it to 50% diverse in this term. Schulman is very proud of it and explains that there are tons of talented and really good qualified white males that could possibly work for PayPal although he found extraordinary women and people of colour that joined the corporate team and helped him to show PayPal's point of view to the world. This successful process transformed PayPal into a 60% diverse company. According to McKinsey’s research companies with diversity in the term of gender have a 15% better chance to outperform the companies without this ideology. In the term of ethical diversity McKinsey believes that companies could perform better for about 35% than other companies (Hunt, 2015). Thanks to that organisations with diversity in the workplace have increased creativity caused by different backgrounds, different experiences and different perspectives and views of employees working for the company. The fact that organisations with diversity in employment improve creativity is not the only one positive outcome of this process. Research shows that there are many others such as:

· Variety of different perspectives
· Higher innovation
· Faster problem-solving
· Better decision making
· Increased profits
· Higher employee engagement
· Reduced employee turnover
· Better company reputation
· Improved hiring results (Zojceska, 2018).
 
There are around 4.33 billion people connected and active on the internet currently (Statista, 2020). Schulman knows that as well as he knows the fact that 3.6 billion people are still offline although the gauge shows growth in the term of active internet users. PayPal as an online payments system company would like to deliver their services to all people regardless of gender, colour of skin or beliefs (PayPal, 2020) and thanks to employee diversity he will be able to meet customer’s expectations.
Since Daniel H Schulman joined PayPal, he was talking about an equality in approach to company employees. Pay Equity is a method to reduce and eliminate the gap in the salary caused by gender and race discrimination. There are still many work environments where workers are separated into underpaid jobs because of its historical background. In 2015 Schulman started to work out how to identify and fill the company pay’s gaps in terms of race and gender. He started to create a “Employee Financial Wellness Program” and in 2019 the program has been put into effect. Through this programme PayPal:

· Aligned 100% equity in women’s salary
· Reduced healthcare costs
· Expanded benefits
· Granted all employees with ownership stake
· Increased wages
· Continued to build inclusive and diverse workforce 

According to the latest research the gender pay’s gap among the employees in the UK was 15,5% (less than 1% for full time workers under 40 years) in 2020 (GOV, 2020). Aligning the equal pay for employees could provide many benefits for the employer. One of these benefits is improvement of employee morale. Female workers would like to come to work in the belief that their talents, values, and skills are appreciated in the same way as their male co-workers. Improvement of employee retention is another benefit caused by equal pay in the company. Employers that pay the same for their workers regardless of gender or race are able to keep talented employees in the organisation. When an employee feels respect and does not see the difference in salary, is much less likely to leave the job. Attracting a wider range of applicants is another benefit of equal pay policy. When a potential candidate for an employee knows that the company has a good reputation of pay equality, then the employer might expect more applications for a job position (Quain, 2019). These benefits have been noticed by Dan H Schulman who said “You can attract the best talent to your organisation and retain those as well” when it comes to talk about equal pay matter (Boorstin, 2019). Since 2019 when the programme was launched, PayPal significantly increased its profits which only proves that respect, tolerance, and equal rights could be a motor for the business environment.
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Figure 1. PayPal's total payment volume

Wherever Dan Schulman is starting work, he always brings his best for the company. He took three organisations public and supervised several major partnerships and acquisitions. His successful activity is mainly based on value-based leadership style. He always believes that to stay competitive on the market it is necessary to have the best employees and these very best employees will appear if the leader will make them believe in the common goal and values that every employee has. His popular slogan “your actions define you, not your words” exactly describes his being (Gharib, 2018). When he was working for AT&T he learned that giving credit to other people will attract more people to join the team, the team which will be working as a one team and nobody will be trying to take credit over someone else. In many cases leadership is about inspiring others and defining real work processes although when a leader has a great group of people which know what they do and believe that they will be appreciated for that, could be very powerful for the company (Mazarakis, 2017).
According to Willis Harman “Business has become the most powerful institution in the world” and building values driven, long lasting sustainable organisations are crucial factors to achieve the success by the leaders (Barret, 1998). Values based leadership style is an idea of building the company on common values of the company’s leader and his team. People are feeling motivated thanks to mutual implementation of their personal values and beliefs. In this kind of working environment employees are much more likely to work together which produces increased productivity of the workforce. Values are one of the most motivating factors which comes naturally to people. It is a common trait for leaders to apply its own values in the process of creating a mission and vision and equally it is important to connect it with its followers’ values. This kind of activity makes employees more engaged and happier to act. According to Richard Barret values driven leadership is "a way of making authentic decisions that builds the trust and commitment of employees and customers” (Barret, 2006). This leadership style improves communication in the company by aligning employees' values with those of the organisation. Leaders and employees feel comfortable to communicate with each other even in case of subtle subjects. Values based leaders are usually open with their thoughts and beliefs what makes them attractive for consumers with similar values as well. Daniel H Schulman is transparent in his visions, what makes him a trustful person not only in the workplace but also outside the organisation. Building a stronger relationship between employees in the company is another benefit of values-based leadership style. Employees feel comfortable and more understood when the company addresses their needs. This makes and builds a trustful connection between employees and their employer. Improved decision making is another benefit in values-based leadership style. When employees work in the business best interest, they often make more accurate decisions because their beliefs and values are similar to this in the organisation (Copeland, 2014).

Daniel H Schulman became an effective and successful leader thanks to his hard-working way of career. When he started work for AT&T people saw in him a natural leader with extraordinary potential. Even when he was on the top of the company and others were thinking that is enough achievement to stay in the company, he decided to take further steps and left the company to build completely new projects. He always says that people who were surrounding him made him a successful person. His leadership style is compared by him to his favourite hobby - Krav Maga. He says, “the best way to win the fight is to avoid one” and as well as it is important in daily lifestyle it is also important in the business environment (Schulman, 2017).

My own leadership stories

Being a leader today is associated not only with leading a team but also with some character traits. I have heard many times that to become a leader you need charisma. Of course, it is very useful when you are leading others (Cherry, 2019). At the same time, I noticed that this is not a necessary factor. There are some leaders that are not charismatic. Despite this other people often follow their ideas. Charisma is especially useful when you need to lead a large group of people. In smaller communities it is not a key factor. Therefore, with a little effort anyone can take on the role of a leader.

A good leader has a personality that combines many qualities and skills that make people want to follow him. Today, there are many fields and professions where there is a need for people who are effective in action, inspiring, showing direction, who can motivate and lead others (Amabile, 2008).

Recently, I had the opportunity to complete a leadership questionnaire. There were about 20 questions to understand what kind of leader I could become. The result of this test did not surprise me significantly because it made me realize that my leadership style is mainly based on democracy. During my working career, I had the opportunity to lead a group of people. How do I remember it? There were moments when I could not wait for the next day at work and there were days when I did not enjoy work at all. From my own experience I have noticed that the working environment in which you are staying has a huge impact on this feeling.

I am a person who trusts other people when it comes to work and daily routine. In my opinion, employees do not need constant supervision at work, unless we are dealing with people who are completely ambitionless, for whom work is some kind of punishment for which they receive monthly payment. When I was working for one of the companies located in Bridgend, I had the opportunity to lead a small group of employees (up to 10 people). I have very good memories of working in that place because of careful selection of employees by an external company. Thanks to this, the problem of an employee's lazy nature was eliminated in almost 100%. When I was a leader, I always wanted employees to be able to make decisions with me. I did not want to make decisions on my own and I always discussed specific topics with employees. In situations where my co-workers found themselves in a difficult situation, I wanted them to contact me first. As a result, they did not take full responsibility for their tasks at work. 
Depending on the work environment we are in, I can divide people into two groups. Those hard-working and these less ambitious people. I know from experience that working with ambitionless people is very difficult and requires an appropriate approach. Often, when I faced this kind of behavioural people, I could not find a suitable motivator to encourage them to work. I mentioned earlier about the days when I did not like to go to work. It was then when I had to deal with these employees. I was working for a huge American company with a branch in Swansea. I received an opportunity to be a trainee for new employees. When I tried to lead a small group of people who are not necessarily happy to work, I faced a barrier. A good leader can adapt to the working environment. Unfortunately, I could not do that that time. Democratic leadership style does not always make sense. In a situation where employees do not have more needs than those in the lowest level ​​from the Maslow's pyramid, it could be good to transform from a democratic leader into an authoritarian leader. Autocratic leaders must have a huge self-confidence and not be sensitive to others. I do not belong to that group of people. Grant Cardone the owner of successful company Cardone Enterprises says that “Your success will be compromised by your need to be liked by everyone” (Cardone, 2019). At that point I failed because of this factor.

Being an employee, I have always liked to be rewarded and appreciated for the work I have done. When I was a leader, it was my favourite part of the day when I was appreciating my co-workers for a job done. I saw that every employee was happy when receiving positive feedback on his work. I learnt from university courses and my own experience that daily feedback is a good form of motivation and motivation is the best driver for the work environment. As an employee and as a leader, I never wanted to take full responsibility for others. In problematic situations, I always tried to set direction for the employee and support him as much as possible. However, I was not always successful. When an employee had problems with his tasks at work, as a leader I did not report him to my superiors but I tried to help him find the way to solve the problem, which brought me approximately 80% of positive results. I noticed that employees prefer a little input from the leader and every time when they received suggestions about improvement, we were strengthening our communication bond. It was very important for me to talk to employees at the same level and not to show that someone is at a higher position in the hierarchy at work. Thanks to that I was able to establish a friendly atmosphere with other employees. This friendly atmosphere at the workplace makes people more trustful and gives a more pleasant space to work.
This job was a promising position for me and to this day I still think how my career could transform in the future. My being was appreciated by the management and thanks to that I was really motivated to work every day. Being around people who want to be successful is contagious in a positive sense. Work environment has a big impact on who we are, but as I mentioned before, good leaders can adapt to any working conditions.
I left that job to start my own business. So far, I am running a one-person firm and am a leader and employee for myself. My vision for the future is to develop the company and hire employees. As a leader, I already know that I will be guided by the appropriate values ​​and trust will be the main factor during the recruitment process. I cannot imagine myself working with people I would not trust and people who would not trust me either. The studies helped me to organize myself better and opened a gate for me to learn about the stories of successful people. I think that everyone can be successful in life although willingness and appropriate actions are needed to achieve it. The more you give, the more you get back is absolutely perfect to describe the business environment. However, it is important to remember what Daniel H Schulman said, “your actions define you, not your words”.
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