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Despite growing interest in diversity, equity and inclusion (DEI), neurodivergent individuals particularly those with ADHD, autism and dyslexia are often underrepresented in the private sector. Due to systemic issues, the strengths of neurodivergent employees are oftentimes not realised leading to mismatched leadership practices which negatively affects job satisfaction and retention. This study critically examines how servant, situational, and transformational leadership approaches impact these outcomes for neurodivergent employees, addressing a critical gap in existing literature.
The research uses a qualitative, inductive methodology which garners secondary data from academic journals such as Proquest, industry reports(eg. SAP, JP Morgan and Microsoft) as well as case studies. Findings reveal that no single leadership style universally supports neurodivergent employees. Servant leadership, emphasizes empathy and building trust and enhances job satisfaction and retention for autistic and dyslexic employees but is resource-intensive for smaller firms. Situational leadership is  adaptable and is beneficial to  ADHD and dyslexic employees but undermines autistic individuals who require predictability. Transformational leadership drives motivation and innovation for ADHD employees but alienates autistic employees through charisma and indirect communication. 
The research aligns with  the social model of disability, which highlights systemic issues as one of the main barriers to neurodivergent employees in the workplace and not their individual deficits. Hence, a hybrid approach is proposed that will entail empathetic nature of servant leaders, the flexibility of situational leaders , and the visionary focus of transformational leaders, to support the diverse needs of neurodivergent employees. Recommendations include mandatory neurodiversity training for leaders, implementing organisational policies and facilitating open communication. 
This research proves that structural deficits needs to be addressed urgency for organisations to benefit from neurodivergent talents. The research has limitations such as mainly westerm tech sector case studies and hence, suggest that there needs to be mor eprimary research across different industries, and culture. 
Keywords: Neurodiversity, Leadership Approaches, Job Satisfaction, Employee Retention, Inclusive Workplace, Hybrid Leadership, Servant Leadership, Situational Leadership, Transformational leadership. 
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[bookmark: _Toc197126955]1.1 Research Problem & Significance and Background of Research Study

[bookmark: _Toc197126956]1.1.1 Research Background
Many organisations are focused on promoting inclusiveness by fostering equality and diversity. (Mullin et al., 2023).  However, despite a huge focus around diversity, equity and inclusion (DE&I), neurodivergent employees such as those with autism, dyslexia and ADHD are often overlooked. (Deloitte, 2022). “Neurodivergence is a term used to describe people whose brains behave differently from what society considers ‘normal.” (Nowak, 2024, p. 1). “One  in seven people in the UK are neurodivergent (University of Edinburgh, n.d., p.1),” “while 80% of autistic adults are either unemployed or underemployed, even though many possess the qualifications and skills needed for competitive roles”. (Redrup, 2024, p.1)
However, despite this interest in DE&I, neurodivergent individuals are oftentimes not considered and very few policies are implemented to support them, leading to challenges with retention and job satisfaction. (Osmond and Reffell, 2024) . “Most workplaces do not recognize, understand, or adapt to allow neurodivergent individuals to fully utilize their knowledge, skills, and abilities”. (Marshall, 2022, p.1)
Leadership plays an important role in fostering neurodivergent employees in the workplace and contributing to their professional development “in order to promote diversity, inclusion, and shape corporate culture, competent leadership is essential”. (Kaaria & Karemu, 2024, p.93-121). “Neurodivergent employees have atypical needs that require distinctive leadership approaches” (Szulc, 2023, p. 1), hence, the  leadership approach  contributes to the retention and satisfaction of these individuals.

[bookmark: _Toc197126957]1.1.2 Research Problem
Despite the growing interest in DE&I in organisations, neurodivergent employees are still not represented in the private sector in the ways they should. Neurodivergent individuals possess unique skills that may be an asset to organisations however, without support from leadership they will have challenges in job retention and satisfaction. 
Leadership is one main factor that will foster the growth of a neurodivergent employees. The three leadership approaches that have gained traction in building inclusiveness are servant, transformational and situational leadership. Servant leaders put employee’s needs, aspirations and interests above their own”. (Sendjaya, 2002, p.57).  Transformational leaders inspires and motivates employees to achieve the goals and vision of the organisation. Situational leaders changes their behaviour to match the uniqueness of employees. There has been research that focuses on general leadership approaches in promoting inclusivity. However, there is no research that analyses these three leadership approaches and how they encourage job retention and satisfaction for neurodivergent employees. 
[bookmark: _Toc197126958]1.1.3 Research Justification
This research is imperative  as neurodivergent individuals have complex issues and often face systemic issues in the workplace.  I have a neurodivergent child hence, it is my personal motivation to unravel as much information as possible to support neurodivergent individuals towards their job retention and satisfaction. This research will benefit organisations who hire neurodivergent employees. “The findings of this research can help in training programmes to train leaders on how they can manage neurodivergent employees”. (Wassmer, 2024, p.1)
The findings will also help in corporate  policy creation and leadership training programmes so leaders are aware of how to influence neurodivergent employees. (Szulc, 2024)

[bookmark: _Toc197126959]1.2 Research Aim and Objectives

[bookmark: _Toc197126960]1.2.1 Research Aim
The aim of this research is to analyse  the impact of servant, situational and transformational leadership approaches on job satisfaction and retention for neurodivergent employees in the private sector. 
[bookmark: _Toc197126961]1.2.2 Research Objectives
The objectives which underpins the research are:
· To critically analyse the key characteristics of situational, transformational and servant leadership approaches in supporting the diverse needs of neurodivergent employees in the private sector.
· To investigate the impact of each leadership approach in fostering job satisfaction and retention for neurodivergent employees in the private sector, identifying strengths and limitations of each approach. 
· To provide recommendations for leaders on how to implement successful leadership practices to enhance job satisfaction and retention among neurodivergent employees.
[bookmark: _Toc197126962]1.3 Research Questions
The questions will answer how leadership impacts neurodivergent employees in the workplace in. The questions are:
· What are the key characteristics  of servant, transformational and situational leadership approaches that can influence the job satisfaction and retention of neurodivergent employees in the private sector?
· What are the best practices and challenges that are displayed by  servant, transformational and situational leaders that can impact  the job satisfaction and retention of neurodivergent employees in the private sector?
· How does the adaptability of situational leaders, the empathy of servant leaders and the visionary focus of transformational leaders compare in promoting an inclusive environment for neurodivergent employees?

This research will critically examines how servant, situational, and transformational leadership approaches influence job satisfaction and retention among neurodivergent in the private sector. By analysing the leadership characteristics and comparing their practical application, this research contributes to a deeper understanding of how leadership can promote workplace inclusion and long-term employee engagement.















[bookmark: _Toc197126963]Chapter 2- Literature Review

[bookmark: _Toc197126964]2.1 Introduction
The increasing awareness of neurodiversity in the workplace has led to more research analysing the leadership approaches that promotes satisfaction and retention of neurodivergent employees.. This research will analyse existing literature to determine the relationships between these leadership approaches in promoting job retention and engagement for neurodivergent employees in the private sector. 
[bookmark: _Toc197126965]2.2 History of Neurodiversity 
The concept  of neurodiversity emerged in the late 1990s by a Judith Singer a social scientist, to highlight that  individuals are all unique based on variations in human biodiversity. (Singer, 1999). This theory however contrasts with the pathology paradigm that  conjectures that there is a right way for the human mind to function and needs to be corrected. This oftentimes leads to stigmatization, corrective actions and interventions in the workplace and other settings. (Walker and Raymaker, 2021).
In contrast, the  social model of disability asserts  that disability is due to the failures of society to accept and accommodate the needs of others. (Lawson and Beckett, 2020). This theory is the most influential, however, it can lead to oversimplification as autistic employees may have sensory issues which would require the need for personalised support in the wider workforce.(Davies et al., 2023)

[bookmark: _Toc197126966]2.3  Neurodiversity in the Workplace
The main types of neurodivergent individuals found in the workplace are autism, ADHD and dyslexia. Neurodivergent individuals often comes with complex needs which make them unable to function in unsupported workplace environments. According to Zindell (2024, p.11), “ADHD employees experiences inattention, hyperactivity, and impulsivity, while dyslexic employees struggles with recognising words, comprehension, spelling and decoding”. Autistic employees possesses repetitive patterns of behaviour, communication and social deficits and also many sensory issues. 
Neurodivergent employees possesses unique strengths in the workplace. For example: hyperfocus (ADHD), pattern recognition (autism), problem-solving (dyslexia). (Armstrong, 2012).However, given this the Australian retail industry still has a very low employment rate for neurodivergent employees. (Ali, 2024). This is particularly due to the fact that there is  lack of  leadership research on neurodivergence in the workplace. (Rollnik-Sadowska and Grabińska, 2024). Herzberg’s Two-Factor Theory can be used to identify how job satisfaction is influenced by inclusive environments that recognise intrinsic motivators and reduce neurodivergence-related stressors. (Yusoff, Tan and Idris, 2013)
[bookmark: _Toc197126967]2.4 Servant Leadership and Neurodivergent Employees in the Workplace
[bookmark: _Toc197126968]2.4.1 Core Principles of Servant Leadership
Servant leadership is rooted in Greenleaf’s (1977) philosophy of prioritising the growth of employees with hierarchical authority. “Servant leadership creates a working  environment where everyone’s opinions and ideas are valued and encourages people to work together to create creative solutions”.(Khan et.al, 2023, p.5). This ties in with relational ethics which  posits that one should take into consideration the demands, preferences, and principles of others in the workplace. (Tomaselli et al.,2020). For instance SAP(2024) has initiated their Autism at Work initiative which has emphasised empathy, motivation and mentorship for neurodivergent employees leading to a 90% retention rate. (blueSelect,2024)
Extant literature highlights that servant leadership increased individual effectiveness (Gotsis, 2016),  better work, higher employee commitment levels (Coetzer, 2018) and increasing employees level of engagement, motivation, and dedication”. (Durrett, 2024). JP Morgan Chase has initiated the Autism at Work programme  and has reported that neurodivergent employees  are 90% to 140% more productive than employees who had been there 5-10 years”. (blueSelect,2024) . It is however, found that servant leadership is highly resource intensive especially for smaller companies . (Malka & Austin,2024). Servant leaders tend to prioritise team harmony which can inadvertently cause too much pressure on neurodivergent employees who prefers predictability and independent work.  
[bookmark: _Toc197126969]2.5 Situational Leadership and Neurodivergent Employees in the Workplace
[bookmark: _Toc197126970]2.5.1 Core Principles of Situational Leadership
Hersey and Blanchard (1977) developed the situational leadership approach, linking leadership styles and situations. “Situational leaders changes their leadership styles to fit followers' needs based on workplace situations and the task presented”.  (Opoku-Fianko, 2024, pg.10). Situational leaders assess the factors within the organisation and the relationship with employees to determine which leadership behaviour is better suited to the situation. Leadership behaviours can range between directing, coaching,  supportive and delegating. (Hersey and Blanchard, 1977) . 
 Leaders uses situational leadership to find the best strategy to deal with neurodivergent employees. Situational leadership is quite flexible as the leader can adapt their style to match the employee’s personal characteristics. It ascertains that if neurodivergent employees are working to the expected standard then the manager can use the supportive style rather directing. (Kumar, 2022).This can be effective in fostering the diverse needs of neurodivergent employees especially when compounded with other situations. (Krzeminska et al., 2019; pg.453). According to Worxmate (2025, p.1) “Microsoft used situational leadership;  coaching style to inspire employees, delegating style for innovation-driven teams, and a directive style when quick decisions were needed”. This helped to foster a culture of adaptability at Microsoft.
On the other hand while this approach can help neurodivergent employees, leaders struggle to understand and value neurodivergent employees and will sometimes to apply the correct strategy which can lead to neurodivergent employees that feeling welcome which can lessen engagement and have a negative impact on retention. (Kumar, 2022). However, this issue can be explored further using the Emotional Intelligence Theory (Goleman, 1995), that ascertains that leaders who are emotionally attuned are better at understanding the needs of others. (Mayer, Salovey and Caruso, 2004)

[bookmark: _Toc197126971]2.6 Transformational Leadership and Neurodivergent Employees in the Workplace
[bookmark: _Toc197126972]2.6.1 Core Principles of Transformational Leadership
“Transformational  leaders  inspire  and  motivate their team members to achieve their full potential”. (Kaaria and Karemu, 2023, p. 93-121). Transformational leaders supports  followers by communicating the organisations goal clearly, act as the leading force for the organisation, actively coach employees and seeks opportunities to develop the employees’ skills sets while aligning the employees' goals with the goals of the organisation. (Hassan, 2025) “This     theory     can     be     applied     to     foster neurodivergent   relationships   by   promoting   a positive    and    inclusive    workplace    culture. Transformational   leaders   can   help   create   an environment   where   neurodivergent   employees feel valued and supported”. (Kaaria and Karemu, 2023, p. 93-121). This approach is very resource-intensive leadership approach and may be overwhelming to smaller organisations. (Smith & Johnson, 2020;Malka & Austin 2024). Herzberg’s Two-Factor Theory  as well as inclusive leadership can assist servant leaders who may struggle to focus on promoting diversity and help neurodivergent employees to feel included and valued. (Kaaria and Karemu, 2023). Hence, further research could explore the link between servant leadership and these theories to provide a more comprehensive overview. 
This theory aligns with Self-Determination Theory which emphasises the importance of independence and  capability in promoting intrinsic motivation. (Roche and Haar, 2022)
Transformational leadership promotes a sense of belonging among neurodivergent employees. This is done by fostering a supportive environment. Ernst and Young (EY),through their  Neuro-Diverse Centres of Excellence have initiated hiring and retaining neurodivergent individual. Transformative leadership is used to train neurodivergent employees and building resilience by recognising their strengths,  which will lead to job retention and engagement. (Shukla & Tartaglia, 2023). While transformational leadership influences neurodivergent employees it can also negatively impact them.  In the case study of  the transformational leader, Steve Jobs, former CEO of Apple,  had used manipulation tactics and criticism along with his charisma to influence people to achieve the goals of the organisation. Bass and Steidlmeier (1999) believes that not all inspirational leaders are transformational which gave rise to the concept of pseudo-transformational leadership where leaders use their influence to exploit others for their own personal gain. (Shukla and Tartaglia, 2023). Given the sensitive nature of many neurodivergent persons, that  this would have a negative impact on them and could lead to disengagement and discouragement. (Carroll et.al, 2019)
[bookmark: _Toc197126973]2.7 Research Gaps
While completing the research, there are many gaps  in the existing literature:
· Most case studies are focused on the tech industry for instance SAP, Microsoft and JP Chase Morgan. This neglects other industries such as healthcare or retail industries (Ali, 2024). 
· There is little information available from organisations, leaders and neurodivergent employees to fully understand if their needs are being met. Szulc, (2024, p.1) states that “there still exists a lack of clarity regarding the particular preferences of neurodivergent individuals in their professional settings and the characteristics of workplaces that are supportive of neurodivergence”.


[bookmark: _Toc183727370][bookmark: _Toc197126974]Chapter 3- Research Methodology

[bookmark: _Toc197126975]3. 1  Research Approach and Design
The research followed the inductive approach and  analysed existing theories such as servant, transformational and situational approaches  to analyse their effects on job satisfaction and retention of neurodivergent employees in the private sector.  The inductive approach led to the study of trends and themes as existing literature was analysed. (Sekhon et.al, 2023). Subsequently, a thematic analysis was employed which analysed the key themes related to leadership approaches in fostering job satisfaction and retention in neurodivergent employees in the workplace. This is effective as it ensured that the topic was researched thoroughly using existing data and without primary sources of data collection. (Braun & Clarke, 2006).
Qualitative research methodology is used along with secondary sources that analyses existing literature, it emphasizes words rather than quantification in the collection and analysis of data”. (Bryman and Bell 2011,p.201). “Qualitative studies utilize several different data sources….to produce rich descriptions of human experiences. (Tate and Happ, 2018, p.308). The research relies on existing literature which includes peer reviewed  academic literature pieces such as journal articles, industry reports and also case studies. This range of sources provides a comprehensive analysis of all the leadership approaches that promotes the job satisfaction and retention of neurodivergent employees in the private sector. 
This combination of inductive theory  and qualitative research has been utilised in other research and has been effective. For instance, in the research conducted by Waisman-Nitzan, Gal, and Schreuer entitled ‘Employers’ perspectives regarding reasonable accommodations for employees with autism spectrum disorder’ these methods were employed. This study examines the viewpoints of employers on providing accommodations for employees diagnosed with autism spectrum disorder. (Krzeminska et al.,2019)
Advantages of Methodology
· Reduces ethical concerns that would associated with collecting data obtained by primary data collection.
· Access to wide range of opinions using already established studies and research papers. 
· It is more time efficient and cost efficient compared to primary data collection. (O'Reilly, 2015)
Disadvantages of Methodology
· O'Reilly (2015) stated that the issues with this methodology is that the researcher would have the full details of the original research and  how and where the data that is collected. There may be issues with ethics as participants of the original research may not have given their full consent. 

[bookmark: _Toc197126976]3.1.1  Research Philosophy
The research philosophy used is interpretivism. Interpretivism is most effective as it helps to understand how the different leadership approaches promotes job satisfaction and retention in neurodivergent employees. Due to the fact that this topic is subjective and the research method is qualitative, interpretivism is most effective. (Friese, 2022). Interpretivism was chosen as opposed to positivism because it is qualitative in nature. Positivism has to do with quantitative research that relies on data that easily be measured. As the research focuses on qualitative sources then interpretivism is the best method. (Ma and Ma, 2022)



[bookmark: _Toc197126977]3.2 Research sampling & Description and sources of secondary data selected

The research uses goal-focused sampling that is used to gather the relevant secondary sources that align with the objectives of the research.  These sources include:
· Peer-reviewed journal articles that are gathered using academic databases such as Proquest, Science Direct, PubMed and Google Scholar. 
· To find out about different workplaces in the private sector, industry reports from different organisations was analysed. These include reports from Ernst and Young, SAP, JP Chase Morgan, Microsoft, Harvard Business Review, CIPD and McKinsey & Company.
· Government reports as well as policies from organisations in the private sector was studied to understand the leadership approaches that are relevant to promoting job satisfaction and retention in neurodivergent employees. 
· Case studies from private sector companies such as Apple  that have implemented  leadership approaches such servant, situational, or transformational leadership to promote neurodivergent employees in the workplace. 

[bookmark: _Toc197126978]3.3 Quality of secondary data
When selecting sources the following were implemented to ensure that sources were credible: 
· Sources that were written by leadership experts, human resource experts and those experienced in neurodiversity were ranked higher and was selected as opposed to sources that were not. 
· Sources that were recent and was written in the last 5-10 years were selected to ensure that they were relevant to today’s work practices. 
· Only sources that were relevant to the topic were selected. Hence, the sources selected directly addressed the main themes of the research.
· Only sources that are peer reviewed, unbiased and verified are used. 
· The data is used is sourced from verified journal databases, recognised institutions and research organisations. 

[bookmark: _Toc197126979]3.3.1  SALSA Method
To ensure that the data selected in the research is credible and reliable, the SALSA method was used. These consists of Search, Appraisal, Synthesis and Analysis. 
· Search: The research  started by searching through databases such as Proquest and Google Scholar to find extant research using relevant keywords such as “servant leadership”, “transformational leadership”, “situational leadership”, “neurodiversity”, “inclusion”, “engagement” and “retention. 
· Appraisal: All relevant articles were examined, analysed and evaluated. Pieces that were not scholarly or unverified were excluded. 
· Synthesis: The data from these sources were analysed to determine the findings of the research and also to write the literature review. 
· Analysis: Thematic analysis was used to analyse the data to find the most suitable information to complete the research. “Thematic analysis is the process of identifying patterns or themes within qualitative data”. (Maguire & Delahunt, n.d,p.1). 


[bookmark: _Toc197126980]3.4 Secondary Data Ethical Measures
The research only uses secondary sources of data hence, there are ethical measures that are implemented to ensure that there is proper data usage, integrity is maintained and all sources of properly acknowledged.  These are:
· All sources are cited using Harvard reference style to acknowledge the authors and to avoid plagiarism and academic misconduct. 
· Only data that is open source, publicly available and sourced through an ethical method is used to ensure that there is compliance with GDPR and other data protection policies. 
· The research consists of data that has balanced viewpoints. Data analysed and presented meets integrity standards and there is no misrepresentation of data.
· The criteria that is used to search for secondary sources is included in the research to ensure that there is transparency in the data.













[bookmark: _Toc197126981]Chapter 4 Research Findings
[bookmark: _Toc197126982]4.1 Introduction 
This research analyses the impact of  servant, transformational and situational leadership approaches on neurodivergent employees in the private sector based on data extracted from secondary sources. Even though some private sector companies such as Microsoft and Deloitte has taken consideration in ensuring that neurodivergent employees job satisfaction and retention are prioritised, many organisations do not do this. There has been research that focuses on general leadership approaches in promoting inclusivity. However, there is no research that analyses these three leadership approaches and how they encourage job retention and satisfaction for neurodivergent employees.

[bookmark: _Toc197126983]4.2 Neurodivergent Conditions and support needed
[bookmark: _Toc197126984]Table 1 showing list of neurodivergent conditions and how leaders can support them.
(Adapted from different sources: Zhou et al., 2024; Claney, 2024; AbilityNet, 2023)

	Condition
	How leaders can support?
	References

	Autism
	· Creating  sensory work environments. .
· Ensure goals  that are direct, thorough and structured.
· Establish predictable routines.
	Zhou, et al, 2024; pg.39

	ADHD
	· Ensuring tasks are broken down into small, targeted steps. 
· Setting clear and concise tasks. 
· Distraction free environment.
· Be patient and empathetic.
	Claney, 2024; pg.1

	Dyslexia
	· Be patient and empathetic.
· Ensure deadlines are flexible.
· Use specialised software such as text to speech.
· Clear and concise communications.

	AbilityNet,2023;pg.1



In a study completed by SAP partner, blueSelect the following findings were revealed from a study using over 2000 participants of both neurodivergent and neurotypical employees as well as focus groups. Source: (blueSelect,2024)

[bookmark: _Toc197126985]Table 2: Neurodivergent and Neurotypical Respondent Insights
(Data garnered from blueSelect,2024)
[image: A screenshot of a report

AI-generated content may be incorrect.]
The study shows that 44% of neurotypical participants thought that there should be more senior leadership role modelling of inclusive behaviours while 78% thought there was a need for awareness training. (CIPD, 2024). Despite some awareness of neurodivergent employees the CIPD (2024) report states that in the UK only 22% organizations have official neurodiversity policies, this results in neurodivergent employees exposed to mismatched leadership practices that may be critical to their success. 
[bookmark: _Toc197126986]4.3 Servant Leadership
Secondary research shows that servant leadership creates a working  environment where everyone’s opinions and ideas are valued (Khan et.al, 2023). This is beneficial in creating a work environment that is inclusive and safe for neurodivergent employees. Key findings from secondary data include:
· Increased job satisfaction as leaders practice listening, empathy, and stewardship (Greenleaf, 1977; Spears, 2010). Servant leadership also increases employees level of engagement, motivation, and dedication. (Durrett, 2024). JP Morgan Chase’s Autism at Work programme has reported that neurodivergent employees  are “90% to 140% more productive than employees who had been there 5-10 years”.(blueSelect, 2024, p.18) .
· Increased retention rates as servant leaders influences employee  be more effective and creative resulting  in lower turnover rates. (Durrett, 2024). SAP’s Autism at Work initiative has a 90% retention rate for autistic employees using servant leadership as the forefront. (blueSelect, 2024).

[bookmark: _Toc197126987]4.4 Situational Leadership
Secondary data shows that situational leadership approach is quite flexible as leaders changes their leadership styles to fit followers' needs based on workplace situations and the task presented”.  (Opoku-Fianko, 2024). This flexibility allows leaders to adapt to the needs of the neurodivergent employee. The key findings are:
· Job Satisfaction: There is increased job satisfaction as leaders styles are flexible. Employees with ADHD benefits from the direct approach during tasks that requires focus as they are easily distracted while dyslexic employees are better at participative leadership in these scenarios. (CIPD, 2025).
· Retention: There is a moderate impact on job retention. Findings indicate this type of leadership may be advantageous to  ADHD and dyslexic employees. However, autistic employees many be confused due to the fact that there is a lack of consistency in the behaviour of the leader as they value consistency and predictability which can impact their retention. 

[bookmark: _Toc197126988]4.5 Transformational leadership
Findings from secondary data shows that “Transformational  leaders  inspire  and  motivate their team members to achieve their full potential”. (Kaaria &Karemu, 2023, p. 93–121). This type of leadership produced positive outcomes for neurodivergent employees. 
· Job satisfaction: There is mixed job satisfaction as leaders recognises the strengths,  of employees. (Shukla & Tartaglia, 2023). 88% of neurodivergent employees were more productive from the  Ernst and Young Neuro-Diverse Centres of Excellence. (Nawrat, 2024). However, findings indicate that ADHD employees are particularly impacted when leaders are motivational and compelling as this boosts morale and boosts engagement contributing to job satisfaction. However, if leaders become too persuasive this can negatively impact autistic employees who may become stressed and uncomfortable as they feed off predictability and direct behaviours and may struggle to understand the emotions accompanied with motivation. 
· Retention: There is moderate retention for transformational leaders especially if leaders combine their motivational practices with inclusive practices that benefits autistic, ADHD and dyslexic employees

[bookmark: _Toc197126989]4.6 Comparison of the three leadership approaches

Graphical representations
[bookmark: _Toc197126990]Graph 1 showing the three leadership approaches and impact on job satisfaction 

Graph 1  is synthesized by the researcher based on data from Durrett (2024), CIPD (2025), Shukla & Tartaglia (2023), and Malka & Austin (2024).













[bookmark: _Toc197126991]Graph 2 showing the three leadership approaches and impact on retention


Graph   is synthesized by the researcher based on data from Durrett (2024), CIPD (2025), Shukla & Tartaglia (2023), and Malka & Austin (2024).

[bookmark: _Toc197126992]4.7 Unanticipated Findings
The research was focused on leadership approaches. However, when reviewing literature it was observed that organisations such as Ernst and Young and Deloitte that have policies in place to support neurodivergent employees, inclusion training as well as specialised training for leaders had a stronger impact on neurodivergent employees than those that did not. (CIPD, 2024). In addition, 78%  of employees thought there was a need for awareness training on neurodivergence.









[bookmark: _Toc197126993]Chapter 5 -Discussion
[bookmark: _Toc197126994]5.1 Introduction
This chapter analyses key findings from chapter 4, and evaluates how servant, situational and transformational leadership approaches  impact the job satisfaction and retention of neurodivergent employees in the private sector.  It assesses the research questions which are 

[bookmark: _Toc197126995]5.2 Critical Analysis of Leadership Approach
[bookmark: _Toc197126996]5.2.1 Servant Leadership
Servant leadership promotes a high job satisfaction and retention for employees that are autistic as well as dyslexic. (blueSelect, 2024). This strongly aligns with Greenleaf’s(1977) theory that emphasizes the growth of employees. Arguably, this theory is critical for neurodivergent employees as it  promotes the view that “individuals should be encouraged to be who they are, in their professional lives”. Greenleaf (1977, p.4). Servant leadership fosters empathy, promotes inclusivity and active listening and hence, this is the reason why studies show that it is supportive for autistic and dyslexic employees as they require clear communication to be successful.( Kaaria &Karemu, 2023, p. 93-122).
In contrast to transactional leadership which focuses on performance and task based rewards, servant leadership is humancentric and empathetic. (Washington, 2007). Performance- based leadership can lead to stress in neurodivergent employees who struggles with many conventions in the workplace. (Hayward, McVilly and Stokes, 2023). Based on my interpretation, servant leadership empathetic nature is essential for dyslexic and autistic employees as it is more supportive and inclusive.
 This approach is very resource-intensive leadership approach and may be overwhelming to smaller organisations. (Smith & Johnson, 2020;Malka & Austin 2024). Herzberg’s Two-Factor Theory  as well as inclusive leadership can assist servant leaders who may struggle to focus on promoting diversity and help neurodivergent employees to feel included and valued. (Kaaria &Karemu, 2023). Hence, further research could explore the link between servant leadership and these theories to provide a more comprehensive overview. 
However, even with the challenges and limitations faced by servant leaders research suggest that companies that invest in this approach reap the benefits through high job satisfaction and retention for neurodivergent employees as seen in SAP and JP Chase Morgan. (blueSelect, 2024)
[bookmark: _Toc197126997]5.2.2 Situational Leadership
Situational leadership approach focuses on flexibility and allows the leader to adapt their style to suit the employee. (Opoku-Fianko, 2024). This is beneficial for dyslexic and ADHD employees who struggle with attention and motivation in the workplace. (Østergaard and Hald, 2024). ADHD employees benefits more from directive leadership during high-focus task, dyslexic employees would work better under participative leadership as this fosters open communication. (Dahlstrom, 2024). This ability to adapt to fit the employee matches Hersey and Blanchard’s theory of situational leadership which proves that situational leadership is not just a theoretical concept but also has many practical applications. 
Findings shows that while job satisfaction is high with situational leadership, retention rates are more moderate. This shows that flexibility alone does not guarantee retention rates. Compared to servant leadership, situational leadership does not foster a deep connection but is instead reactive in nature. This approach is not beneficial to autistic employees as they prefer order and the changing approach may be confusing to them reducing engagement and retention. Lawson & Beckett, (2020) proposes that a improved version of situational leadership is the best theory to apply when leading neurodivergent employees. This new theory is coaching, ongoing support then delegating. (Lawson & Beckett, 2020). 
Path Goal Theory is similar to situational leadership in terms of flexibility however, it focuses on both employee needs and the task. (House & Mitchell, 1975). Path Goal  theory is more consistent and will be able to better match neurodivergent employees to the correct style as many situational leaders struggle to apply the correct leadership strategy to the employee. (Kumar, 2022).
From a critical perspective, situational leadership is alone is not effective unless the leader has thorough awareness of the neurodivergent employee, their needs as well as in depth knowledge of neurodivergent conditions. CIPD (2024) reports that in the UK only 22% of organizations have official neurodiversity policies, resulting in neurodivergent employees exposed to mismatched leadership practices that may be critical to their success.  This also aligns with the social model of disability (Lawson & Beckett, 2020), which indicates that there are individual deficits resulting from structural issues. 
Hence, for situational leadership to be effective leaders must have a high level of emotional intelligence, there should also be inclusive training for leaders  as well as neurodivergent policies, these are aspects that companies like Microsoft implemented and resulted in success. 

[bookmark: _Toc197126998]5.2.3 Transformational Leadership
While servant leaders focus on empathy, situational leaders focus on flexibility, transformational leaders focuses on inspiring and  motivating their team members to achieve their full potential”. (Kaaria &Karemu, 2023, p. 93-121). The findings show that this leadership approach can  improve the job satisfaction for employees with ADHD who’s motivation is positively influenced by the inspirational characteristic of transformational leaders. (Carmeli, Reiter-Palmon and Ziv, 2010). This is evidenced in Ernst and Young’s Neuro-Diverse Centres of Excellence who has reported an 88% increase in productivity among neurodivergent employees when transformational leadership is combined with inclusive policies. 
García-Serrano, González-Romá and Moliner (2022, p. 100894), “reinforces the commonality between inclusive leadership and transformational leadership”. This shows that transformational leadership along with inclusive leadership is effective for ADHD employees. However, the leaders who uses charisma alienates those employees who prefers directness  and consistent communications such as autistic and dyslexic employees. 
The manipulative techniques used by Steve Jobs creates a pseudo-transformational concept grounded in manipulation which can have a negative impact on neurodivergent employees. 
From a critical perspective, transformational leadership is effective when combined with inclusive practices and is highly effective for ADHD employees. It is however, not helpful for other conditions due to the broad classification of neurodivergent conditions. Therefore, transformational leadership alone cannot ensure job satisfaction and retention for all neurodivergent employees. A more inclusive and hybrid approach could provide greater success across different neurodivergent conditions.

[bookmark: _Toc197126999]5.3 Comparison of all leadership approaches
The research questions were focused on the key characteristics and best practices  of each approach that can impact the job satisfaction and retention for neurodivergent employees in the workplace, as well as comparing  each approach and their effectiveness. Based on the data garnered the leadership approaches can be ranked based on their effectiveness in promoting both job satisfaction and retention in neurodivergent employees. Servant leadership is ranked the highest as it has both high job satisfaction and retention, situational leadership  has strong job satisfaction but moderate retention. On the other hand, transformational leadership has mixed satisfaction and retention levels.  Durrett (2024), CIPD (2025), Shukla & Tartaglia (2023), and Malka & Austin (2024).
[bookmark: _Toc197127000]Table 3 showing how leadership approaches impact job satisfaction and retention
Table 3 is synthesized by the researcher based on data from Durrett (2024), CIPD (2025), Shukla & Tartaglia (2023), and Malka & Austin (2024).
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The findings in this table  supports existing literature. Servant leadership emerges as the approach that is most aligned with inclusive leadership approaches and the social model of disability that reinforces that neurodivergent employees are most supported when leaders are empathetic and actively supported. 
Overall, the evidence however, suggests that there is no single leadership style that meets the needs of all neurodivergent employees. Therefore, a hybrid model would be more effective in providing comprehensive support to neurodivergent employees. Future research could be carried out to derive such an hybrid model in the private sector that would incorporate the empathy of servant leaders, the flexibility of situational leaderships and the inspiration of transformational leaders combined with inclusive leadership practices. (Aljohani, 2016).  This hybrid model would cater to the diverse needs of neurodivergent employees to promote the job satisfaction and retention for neurodivergent employees. 
















[bookmark: _Toc197127001]Chapter 6- Conclusion and Recommendations

[bookmark: _Toc197127002]6.1 Conclusion
The research critically analyses the impact of servant, situational, and transformational leadership approaches influence job satisfaction and retention among neurodivergent in the private sector. By analysing the leadership characteristics and comparing their practical application, this research contributes to a deeper understanding of how leadership can promote workplace inclusion and long-term employee engagement. From the analysis it was clear that no single leadership approach was sufficient on its own. Each approach is beneficial to a particular neurodivergent condition/s but also has weaknesses if applied too generally.
Servant leadership emphasises empathy, motivation and mentorship which builds trust and was the most effective for autistic and dyslexic employees. However it is  resource-intensive and may not be easily implemented in smaller companies. Situational leadership adaptability was beneficial to ADHD and dyslexic employees but was disadvantageous to autistic employees who prefers consistency and may become overwhelmed with changing leadership styles. Transformational leadership was better suited for ADHD employees as it leverages inspiration and innovation but overlooks autistic employees  prefer directness rather than charisma. The research identified that leadership trainings on neurodiversity as well as the implementation of organisational policies will boost the effectiveness of the leadership approaches by bridging the gaps left by theoretical models. 
The research findings aligns with the social model of disability that posits that systemic issues are the main barriers faced by neurodivergent employees in the workplace and not their individual deficits. Hence, leadership approaches need to prioritise structural inclusivity over just complying with diversity metrics. A hybrid approach that would incorporate the empathy of servant leaders, the flexibility of situational leaderships and the inspiration of transformational leaders combined with inclusive leadership practices will be most effective in catering to the diverse needs of neurodivergent employees. However, this model requires foundational shifts in organizational culture, policy, and training.

[bookmark: _Toc197127003]6.2 Recommendations
Based on the findings of the dissertation it can be concluded that the leadership approach has a huge impact on the job satisfaction and retention of neurodivergent employees in the workplace. The research shows that while servant, situational and transformation leadership is beneficial to certain neurodivergent groups it is also disastrous to other groups. Therefore, the following recommendations are proposed for the private sector, human resource (HR) professionals and leadership experts to foster inclusive working environments.

[bookmark: _Toc197127004]Hybrid Approach to Leadership
The key recommendation is to implement a hybrid leadership model that incorporate the empathy of servant leaders, the flexibility of situational leaderships and the inspiration of transformational leaders combined with inclusive leadership practices. This hybrid model would ensure a more people-centric and inclusive leadership style that would be tailored to specific neurodivergent conditions rather than a one size fits all model. 
[bookmark: _Toc197127005]Neurodiversity Training for Leaders
78%  of employees in SAP thought there was a need for awareness training on neurodivergence for both leaders and employees (CIPD, 2024). Also, many leadership approach such as situational leadership was not effective in some cases because the leader was unable to ascertain the best style of leadership for the neurodivergent employee. Given this,  there should be mandatory neurodiversity awareness training for all leaders and managers. These training should also entail communication preferences, styles and strengths of neurodivergent employees.

[bookmark: _Toc197127006]Develop and Implement  Inclusive Organisational Policies
The research shows that only  22% of  organisations in the UK have formal neurodivergent policies. (CIPD, 2024). It is therefore essential that private sector organisations implement neurodivergent policies that support the complex and diverse needs of neurodivergent employees. Also, ensure that leadership practices are embedded in the recruitment, selection, onboarding, performance and evaluation frameworks. 

[bookmark: _Toc197127007]Promote Open Communication
To help neurodivergent employees in the workplace, it is recommended to foster open communication through feedback forums and focus groups with neurodivergent employees. Also, by having anonymous feedback surveys that measures the leadership effectiveness as well as creating opportunities where neurodivergent employees can raise awareness and share their life experience. Also by honouring events such as Neurodiversity Week to draw awareness. 

[bookmark: _Toc197127008]Monitoring Effectiveness
Organisations can monitor and evaluate that their inclusive strategies and policies are effective to neurodivergent employees by tracking job satisfaction and retention rates. Also by collecting data about leadership from neurodivergent employees as well as adjusting leadership programmes based on employee data and best practices externally and internally. 
These recommendations are consistent with the findings of the research and will assist in promoting the job satisfaction and retention for neurodivergent employees in the private sector.  Hence, a hybrid model, neurodiversity policies and training, open communication as well as monitoring effectiveness.

[bookmark: _Toc197127009]6.3  Limitations & Implications for future research
[bookmark: _Toc197127010]6.3.1 Limitations
The limitations in this study is the fact that it only relies on secondary research, which restricts the depth of the analysis. Primary data could collect first hand perspectives from neurodivergent employees which would create more rounded analysis. Additionally, existing literature introduces limitations such as potential biases.
In addition the case studies used in the research are from developed countries in the western hemisphere such as in the US, UK and Australia. Th  case studies are also from tech companies such as Microsoft, SAP and JP Morgan. 
The focus on the study was on servant, transformational and situation leadership however, overlooks other leadership approaches that may be critical in fostering inclusion such as inclusive or authentic leadership. 
[bookmark: _Toc197127011]Implications for Future Research
To address the limitations identified:
· Future research could incorporate the use of primary  data collection such as interviews and focus groups. Additionally, using both qualitative and quantitative data to increase the research depth. 
· Expanding the industries beyond tech and incorporating other industries such as healthcare, retail and education. 
Implementing these recommendations could advance both academic understanding and practical interventions, fostering workplaces where neurodivergent employees thrive.
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Graph 2 showing leadership approaches impact retention for neurodivergent employees
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