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The concept of leadership encompasses the processes of influencing a group of people to achieve a set goal that is common among all individual members of the group. Leadership involves providing a vision for people to work toward achieving and providing them with guidance on how to achieve it (Crevani, Lindgren and Packendorff, 2010). Leaders have followers who are the people that believe in their vision and buy into their ideas of how the vision should be achieved. According to Müller and Turner, (2010), there are four main components of leadership, which include followers, communication, and situation. A leader ought to understand their followers in order to understand the messages and actions to which they will respond positively. In communication, a leader ought to be able to communicate their vision to their followers in a concise and precise manner. The third component of leadership of a situation calls for correct judgement where a leader assesses situations and makes the right decisions that will serve his followers and the goals they are trying to achieve. 
In order to embody the described components, a leader should possess leadership skills that are essential for achieving effective leadership. One of the important leadership skills is systemic thinking that involves the ability to connect the components that comprise the systems in an organisation. In addition, a leader needs the skill of inclusivity where he or she can accommodate different world views, opinions, and belief systems as solutions can be acquired from any of the varied opinions (Johansen, 2012). Leadership is essential in organisational management as it enables managers to direct organisation to their organisational goals. However, leadership is different from management as management involves directing the processes of planning, organizing, leading, and controlling, while leadership involves influencing people in a generalized way. On the other hand, management and leadership are comparable as they both involve guiding a group of people to achieve a set goal (Bush, 2020).
	Leadership can be approached from multiple perspectives that are applicable in different circumstances. One of the main approaches to leadership is transformational leadership, which involves providing individuals in organisation with a vision for positive transformation and inspiring them to carry out the activities needed to achieve the transformation (Korejan and Shahbazi, 2016). Transformational leadership is often contrasted with transactional leadership, which relies on external motivational factors such as promotions and financial rewards to get employees to play their roles in an organisation (Price and Weiss, 2013). The second approach to leadership is situational where a leader adopts a different leadership style that suits the situation that the organisation faces. In situational leadership, the underlying belief is that there is no one leadership style that is better than other styles. Instead, the approach argues that all leadership styles can be impactful depending on the situation that an organisation faces (Nawaz and Khan, 2016). Leadership can also be viewed from the behavioral approach; also known as the trait approach. According to the approach, leadership can be learned by studying other leaders in the same way other behaviors can be learned (Derue et al., 2011). Leadership can further be approached from the perspectives of people or task-orientation, or a combination of both. According to Todăriţă (2021), the Blake and Mouton Grid labels a leader who focuses on tasks as classified as a task manager, a leader who focuses on people as country club manager, and a leader who combines both task and people orientation management as a team manager. This report discusses the three theories of leadership namely theory X, Y and Z. The report discusses the advantages and disadvantages of each theory, and their differences and similarities. The report further discusses the contingency approach to leadership and uses one small business in the UK to discuss how it has been led in the recent market challenges that small businesses in the country have endured.    
[bookmark: _Toc170591378][bookmark: _Toc171006855]Define and describe the Theory X, Y and Z
Theory X assumes that human beings avoid responsibility and the work it takes to achieve set goals. Based on this assumption, the theory argues that human beings need to be directed and controlled in order to stay on track and do the work that needs to be done to achieve the goals that the team and the organisation needs to achieve (Kopelman et al., 2012). The assumption that human beings need leadership also gives rise to the belief held by leaders who subscribe to theory X that human beings need and want to be led, and that they will not be able to figure out the needed direction without a leader. Theory X further argues that for organisations to achieve their goals, they have to control the behavior of the individuals who work for the organisation closely and punish them appropriately if they go astray (Zhang et al., 2013). The punishment and control that the theory recommends serves the purpose of coercing the people to work and remain in the agreed direction because, as the theory assumes, in the absence of leadership, they cannot willingly work and will avoid achieving the set goals.  
Theory Y is of leadership is based on the fundamental assumption that human beings have an inherent inclination toward work and will work and accept responsibility to achieve their personal and organisational goals. Therefore, the theory advocates for leaders to support their employees and provide them with an environment where they can engage their creativity and imagination to solve the problems that an organisation faces as it moves toward its set objectives (Zhang et al., 2013). Theory Y leadership is also based on the assumption that ego and satisfaction drive human beings to take responsibility because achievement is rewarding to the human ego. Leaders who subscribe to the theory further believe that strict processes in an organisation fail to take advantage of a worker’s creativity, which counts as negative for the organisation (Parris and Peachey, 2013). 
The Theory Z of leadership originated from Japan and combines American and Japanese management styles. Leadership based on theory Z focuses on motivating employees to be productive in their efforts to achieve both their personal and organisational goals. The theory proposes that employees should have autonomy to work and make decisions freely without constant interference or direction from the leadership (Sullivan, 1983). Theory Z leaders focus on creating long-term relationships with the people they lead rather than short-term relationships. The theory is further characterized by consensual decision making where the people in an organisation that are affected by a decision are involved in the decision-making process and consent to the final decision (McDaniel, 2018). Moreover, the theory advocates for individual responsibility for each individual in an organisation based on the belief that human beings perform better if they have a sense of ownership for their work. Finally, the theory of leadership is characterized by slow promotion where employees are evaluated for years before earning the right for promotion. The slow promotion serves to identify the most capable employees, which further motivates employees to work hard and be productive.
[bookmark: _Toc170591379][bookmark: _Toc171006856]Compare and contrast the X, Y and Z approaches
Theory Y has fundamental differences from theory X as the two have different conceptions of human motivations. Theory Y of leadership views human beings as intrinsically motivated to achieve goals while theory X is of the view that human beings need external motivation from a leader in order to work toward goals. Furthermore, theory Y is of the view that human beings have the capacity for self-direction, which makes them able to work without supervision (Franco and Matos, 2015). The assumption that human beings can direct themselves informs the belief in theory Y that people need the autonomy to work and innovate as they can maintain sight of the overall goal and self-direct toward the goal. The assumption is similar to the basic assumption of theory Z where employees are assumed to be motivated to achieve their interests and those of the organisation if they are given the opportunity and autonomy to do so. Therefore, leadership who believe in theory Y do not engage in coercion as a tool to motivate people to work as they believe they have an innate need to work and achieve for purposes of their own satisfaction and ego (Franco and Matos, 2015). 
	Theory Y of leadership is, however, based on the condition that the environment in an organisation is conducive for the human expression of creativity and intrinsic innovation. As such, the theory emphasizes the importance of progressive working environment as this is important for people to seek responsibility as opposed to avoiding it (Chemers, 2014). The importance that theory Y attaches to a good working environment counts as a difference between the theory and theory X as theory X focuses on controlling employees rather than providing them with an environment where they can perform optimally. The condition that theory Y sets of favorable working environment in order to get employees motivated to self-direct is similar to that set in theory Z where an organisation should have an environment that promotes autonomy and self-direction. Theory Y impacts the culture of an organisation as it influences the behaviors employees toward self-direction and responsibility (Chemers, 2014). The theory creates a culture of innovation and employee autonomy as the leaders operate based on the assumptions of theory that the employees can self-direct, assume responsibility, and are intrinsically motivated to achieve their personal and organisational goals. 
	The influence that theory Y has on organisational culture contrasts with the culture that theory X causes in an organisation. While theory Y creates a culture of innovation, theory X creates a culture that stifles innovation as employees are expected to their autocratic leaders to follow the strict processes in place without question (Mango, 2018). The culture that theory Y creates in an organisation can be compared to the culture that theory Z of leadership creates in an organisation. Both theory Y and theory Z advocate for employee autonomy and inclusion in decision-making processes. The resultant culture is that of trust between the employees and management, and innovation as employees are free to try new ways of achieving their objectives (Mango, 2018).  
[bookmark: _Toc170591380][bookmark: _Toc171006857]Advantage and disadvantages of theory X, Y, and Z for small business
	Theory Y leadership has the main advantage of promoting innovation in an organisation where innovation is needed. Organisations such as technology-driven companies need to be innovative at all times to compete in the tech environment. Such organisations benefit from theory Y leadership as they enable their employees such as designers and researchers to come up with new designs and products that solve problems in new technological ways (Van Wart, 2014). Secondly, theory Y has the advantage of creating professional and positive working relations between employees and the management. In a small business, a supportive working environment that promotes innovation is important as it enables employees to think of ways to improve and grow the business (Van Wart, 2014). The theory can be disadvantageous in organisations where funds are minimal, and employees and management cannot afford to fund creative projects that can end in failure. In tech startups, for example, the minimal funds available may not be enough to fund the mistakes that arise as a result of the freedom to try new things that theory Y allows employees (Tourish, 2014). In organisations where mistakes have a high cost, the theory can lead the organisation into expensive mistakes.
Theory X leadership has been hailed as advantageous in organisations that exist in an environment where fast decision-making is critical to their performance. In such organisations, theory X serves the managers well as they are able to make decisions in a short time because they do not consult their juniors. The centralized decision-making process in organisations where the leader applies theory X enables decisive decision making that provides strict direction whenever necessary (Grint, 2010). In a small business that cannot afford mistakes such as a startup hospital, centralized decision-making is helpful as it reduces the mistakes in the treatment processes that the hospital cannot afford. However, the leadership theory has disadvantages with the main one being low employee engagement and morale. Employees who work for leaders in organisations led based on the theory X of leadership feel devalued and ignored, which reduced their level of emotional attachment to the organisation hence low engagement levels (Northouse, 2021). The low engagement levels cause low levels of morale, which leads to employees doing the bare minimum in every task. Theory X has another disadvantage of stifling innovation as it does not allow employees to work autonomously. The belief that human beings need to be controlled for them to perform makes theory X leaders put in place strict processes that do not allow for the freedom to innovate. Instead, employees stick to the established processes in fear of punishment in the event they innovate new ways and fail. Theory Z has the main advantage of creating an environment where employees want to be associated to their organisations for long periods as the leaders invest in long-term relationships (Sharma and Jain, 2013). The advantage can help a small business as it will reduce the cost of hiring new employees and will reduce the disruptions that come with losing employees and hiring new ones. On the other hand, theory Z has the main disadvantage of overreliance on informal control systems such as mutual trust and respect. Such systems can be ineffective in a small business because they increase the chances of mistakes or employees taking advantage of the trust and inflicting damage that a small business cannot afford.
[bookmark: _Toc170591381][bookmark: _Toc171006858]Which of the theoretical approaches would be most useful when considering the role of culture and personal difference
Modern organisations are comprised of individuals from different cultures, backgrounds, and belief systems. In addition, people in organisations have different personal preferences that make them like and dislike different relationships or policies that their leaders put in place. Furthermore, modern organisations are comprised of employees from different generations who have different perspectives of the workplace and respond to different motivating factors (Sam and Berry, 2010). Managing an organisation with a diverse workforce requires leadership that can accommodate diversity. The three theories of leadership provide for different types of leadership that an organisational manager can choose to accommodate the diversity in personal preferences, cultures, and generations. The theory Y of leadership would be the most useful when considering such differences because it is the most accommodative of the three theories. 
A leader who bases his or her leadership on the theory Y leadership practices participative leadership where the opinions of their employees are considered. As a result, such a leader will take into consideration the differences in perspectives between employees of different generations. Instead of applying a single rule or policy employees from all generations, a theory Y leader can create informal policies that respect the perspectives and outlooks that millennials positively respond to and do the same for generation Z (Wang, Hou, and Li, 2022). Additionally, leaders who subscribe to theory Y are likely to accommodate different cultures and personal differences as they lead by leaving it to employees to self-direct and be self-motivated to complete their tasks. Such a leadership will accommodate people with different personal differences on how to accomplish their tasks provided they achieve the organisational set goals. Additionally, a theory Y leader is likely to allow employees time off their shifts for religious reasons where they carry out activities such as praying. 
 A leader who leads based on theory Y is also likely to be considerate of all the differences in his or her employees as he or she will trust the employees to be truthful in their requests. Therefore, when an individual makes a request that will have their personal preferences accommodated, the leader will assume that the employee is a reasonable actor who can make sound decisions and perform well within the framework of his personal decisions. Allowing employees to have their personal, religious, and cultural preferences accommodated at the workplace speaks to good leadership skills as it increases motivation levels and wins trusts thus strengthening the relationship between the manager and the employees. Finally, the theory Z of leadership can also be useful when considering the differences among employees as it allows for autonomy. The theory can accommodate the difference between generations, religions, cultures, and personal preferences as it assumes that employees work best when they are allowed to self-direct, which can include incorporate their personal preferences (Li, Liu, and Luo, 2018). 
[bookmark: _Toc170591382][bookmark: _Toc171006859]Situational or contingency leadership
	Different leadership styles are associated with achieving success in specific types of organisations or situations. For example, autocratic leadership is associated with achieving success in organisations that require strict discipline such as military organisations while visionary leadership is associated with success in organisations that require constant innovation to succeed such as technology companies (Fiedler, 2015). In an organisation, different situations require different leadership styles to address, which means that one cannot apply one leadership style to all organisational problems. One of the main contingency leadership styles designed to allow flexibility in leadership is the Least Preferred Coworker (LPC) approach where a leader is encouraged to compare their leadership style with the demands of the situation he or she faces before deciding if they are best suited to lead through the situation. The approach uses an LPC scale where a leader ranks themselves based on the qualities of their least preferred co-worker. According to the scale, a leader can either be relationship-oriented or task-oriented. The LPC approach is based on the Fiedler’s contingency theory, which argues that a leader should apply a leadership style that best fits the situation that the organisation faces and that there is no one style that is superior to all styles (Fiedler, 2015). 
Using the LPC scale accomplishes the same goal as the Blake Mouton Grid that was developed by Robert Blake and Jane Mouton to help leaders understand their leadership styles. The grid, there are five leadership styles that a leader can categorized based on what they prioritize (Curtis, 2002). The first style is the impoverished management where the leader does not show concern for either the people or the production processes. The second style is task management where a leader shows more concern for production than for the people doing the production. The third style is middle-of-the-road style where a leader balances the needs of the people and the production efficiency. The fourth style is the country club management where a leader shows more concern for the people in an organisation than the production efficiency. The final style according to the grid is the team management style where a leader focuses on both people and production processes (Curtis, 2002).    
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The importance of contingency leadership has been seen in recent years in the UK as the country has experienced different social and political disruptions that have given rise to problems that businesses have had to solve. One of the most impactful occurrences that took place recently is Brexit where the UK voted to leave the European Union. Brexit impacted the legal external environment as it affected the travel requirements of people from EU countries into the UK and the import and export of goods and services (Bloom et al, 2019). The new travel restrictions ended the single market that small businesses in the UK enjoyed as a result of free movement around EU countries. As a result, small business managers have had to look for ways they can tap into local markets more and markets outside the EU. Brexit forced small businesses to exercise leadership that will address the market changes that came about as a result of Brexit such as the destabilization of the British Pound, inflation, and unemployment. 
	The UK economy has also been affected by the Covid-19 pandemic that affected the global supply chains. The pandemic also affected businesses as it led to restrictions of movements and gatherings in order to prevent the spread of the disease. The overall impact of Covid-19 pandemic affected businesses as they had to manage their operations to avoid closing down due to a drop in the number of customers who could physically visit their businesses (Flynn et al., 2020). The pandemic further caused a sharp increase in the cost of living as people lost incomes from losing their jobs and could not afford most of the products and services that small businesses in the UK offered. During the pandemic and after the movements were restricted, managers and leaders in small businesses in the country had to exercise leadership that enabled them to survive the market challenges.
	Small businesses in the UK have also suffered from the recent war caused by Russia’s invasion of Ukraine. The war caused an increase in the cost of energy, which affected the cost of production for small businesses in the UK. The war has also caused economic uncertainties as major investors are unsure of the economic future of the country and Europe in general. As a result, the small businesses in the country have had a problem securing financing from investors who are reluctant to provide funding to small businesses (Prohorovs, 2022). Finally, the war in Ukraine has also caused fluctuations in exchange rates around the world, which has affected the operations of small businesses that conduct transactions outside the UK. The three events described above, the pandemic, Brexit, and the war, have created a hostile business environment in the UK where small business managers have had to make leadership decisions to ensure that their businesses do not go bankrupt. For the leaders to manage their businesses through all the challenges, the leaders have had to exercise different leadership styles as the challenges caused by the three events are different. 
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Graze is a UK-based snacks business that was founded in 2008. The business delivers packed snacks to customers and offers different types of snacks in different categories including vegan, protein, savory, and sweet. The business has had to endure the effects of Brexit, the pandemic period, and the war in Ukraine. The company’s leadership has been able to steer the company through the market challenges it has had to face in its 15 years of existence. The company’s leadership was able to navigate the covid-19 pandemic through actions based on the contingency leadership theory. One of the ways though which the managers in the business navigated through the pandemic is strict financial management (Graze shop, 2024). During the pandemic, the managers at Graze reduced the cost of production in order to meet the challenge of reduced sales. The managers were able to understand the fact that people’s incomes had reduced, and they would not be able to buy the same volume of snacks they used to buy before the pandemic. Therefore, they made the decision to reduce the cost of production by reducing the stock that the company maintained. The managers in the company applied theory Y leadership theory by having conversations with its employees in order to collectively make decisions on how all the individuals in the organisation should act in order to enable the organisation to survive the challenges that the pandemic caused. 
[bookmark: _Toc170591385][bookmark: _Toc171006862]Conclusion
	The three theories of leadership discussed in the report namely, theory X, Y and Z, have advantages and disadvantages to organisations. The theories can be used at different times in an organisation depending on the challenges that the organisation faces. A leader who can apply all three theories of leadership is capable of adopting a situational leadership approach where they adopt a style that fits the situation that an organisation faces. Leadership has been important to small businesses in the UK as they have faced multiple challenges in the past few years including Brexit, the Covid-19 pandemic, and the war in Ukraine. The example of good leadership can be seen in how the managers at Graze were able to make decisions that enabled the small business to survive the pandemic period.
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