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[bookmark: _Toc1603256051]Introduction

An organisation's goal is to increase profitability and to improve the performance of its services to sustain its existence.  It is necessary to clarify according to Arslan and Staub, (2013) that the style of leadership heavily plays a role in this perspective and influences the leadership style.  Morgan (2020) in the book 'The Future Leader' describes his conversations with leaders and what they believed leadership meant.  It seems that setting a vision, creating an environment and making resources available so the team can succeed is common with leaders of big firms however thinking hard into the future to set the vision which allows for best positioning of the organisation to thrive in the new world is how Bill Thomas, global chairman of a professional services team leading over 200,000 employees around the world defined leadership.  

There is not one definition of leadership as they perform several essential functions and has been studied in different ways.  Understanding the psychological and social impacts of effective leadership can help determine the type of leader we want to be.  There are 5 approaches or thoughts of leadership that will form the basis of this report; Trait, Behavioural, Situational, Transformational and Emergent Leadership approach.  These approaches are the thoughts in which why a leader takes on their leadership, however the style they pursue to manage their role depends on their individual style, belief and experiences.  This report delves into the leadership Theory of X, Y and Z, and the style these leaders pursue, evaluating a comparison between them and generate an understanding of how advantageous or disadvantageous they are upon small businesses.  The role of culture and personal difference can influence the leadership style, the report will discuss this further with relevance to organisational examples.


[bookmark: _Toc1076208437]Leadership and Approaches to Leadership Styles

Both manager and leader play an important role in the organisation, the manager gives importance to reasoning and the leader giving importance to both reasoning and emotion (Al-Rabia, 2021).  The manager looks at the short-term results whilst aiming towards the future goal, the leader looks toward the future perspectives.  By understanding this we can assume that both are required for success, however the leader is the one that ultimately guides the whole team towards reaching the mission.  This can be backed by the theory of Landsberg (2008), who created a formula to best describe how an effective leader acts: Leadership = vision x motivation x drive.  By functioning efficiently in all 3 dimensions sets the leader apart from the manager in characteristics and their aims.  

Leadership approaches help us to understand how and why certain people become leaders, what behaviours to employ and how it can impact the people or group.  According to Khan et al (2016), leadership concept is impacted by situations, context, relationship, culture, working environments and new laws and regulations and therefore not one approach suits all.  

[bookmark: _Toc1530493053]Trait and Behavioural Approach
[bookmark: _Int_7uCjlUNG]The trait approach also known as ‘The Great Man’ acknowledges leadership as a role taken on by someone that has natural qualities or traits to perform the task in any given situation (Fleenor, 2006).  People in charge of political parties are often referred to as born to do the job such as ex-president of United States George Washington, other personalities include Martin Luther King and Malala Yousafzai (Zip Do, 2023).  However, the behavioural approach suggests a leader's effectiveness to be determined by their conduct rather than inherent qualities (Northouse, 2021).  The behavioural approach enables leaders to copy desirable traits to be effective. A leader's actions in this approach occur on a task level, people or relationship level.  George Washington was set to retire till he was called upon to accept or refuse the offer, he was viewed as someone who had shown great capability and loyalty to the country, and he accepted as he felt it was his sense of duty to his country rather than withdrawing from public life (Library of Congress, 2024).  He took on the duty as a task he was motivated to commit to, this would be like Martin Luther King, he had strong views and wanted to see change and his behaviour towards this aim was collectively in response to this.  A task-orientated leader may look at a work process for problem-solving whereas a people-orientated will go straight to its employees and their leadership qualities are strong as they possess drive and motivation for success in all they do.  

[bookmark: _Toc938500997]Situational Approach
The Situational Leadership approach was developed in 1969, in which it was theorised that a leader adapts their style according to what the situation entails them to meet the needs of the team or group (Walters, 2001).  Also known as the contingency theory, such as Evans and House Path-goal theory.  In the case study of Iceland workers which was presented during week 6 of lectures, it illustrated how an event unfolded at one of its stores as workers had turned up to work only to find that the store had closed, without prior notice (BBC News, 2023).  The workers found a way in and took part in a sit in, in which they demanded their rights of wages, holiday pay and opportunity for redundancy.   The task enabled the team to discuss the type of leadership approach that was demonstrated or should have been.  It was suggested that the path-goal theory would have been the recommended approach as the leader should have looked at the individual needs and requirements of each individual workers to support them during the business going into administration.  The lack of communication between leaders and employees suggested that there was an autocratic style of leadership.  The autocratic style is not necessarily negative, as this style usually has a clear set of command, works best when making quick decisions, these leaders usually act on their own knowledge, however according to Harms et al, (2019).  In their review of literature, it is hard to draw conclusion of the effectiveness of autocratic style due to the cause of requirement, these leaders can cause conflict and resentment in their teams.  However, some leaders tend to shift to this style when their subordinates show incompetence or lack motivation.  This study confirms the importance of embracing different styles according to situations or the type of industry one leads and to make the path-goal theory to work for leaders they must ensure they work with people who understand their responsibilities.  



[bookmark: _Toc130082094]Transformational Approach
The Transformational approach views leaders as ones who work with a group to support, provide guidance, motivation and inspiration which causes a change in individuals and social systems.  Leadership studies emerged in the wake of the Industrial revolution which produced a change in the behaviour of leadership (Gregory and Patterson, 2004).  Transformational leadership occurs when the interests of employees are broadened and elevated, an awareness and acceptance of the purposes and mission of the group is generated and encouraging employees to look beyond their own interest and see the good of the whole group.  

Transformational leadership style has a positive direct impact on business innovation, growth and profitability, according to study by Matzler et al (2008), they considered this type of leadership style to be appropriate for SMEs.  Further and recent study into transformational leadership recognises that leaders face different levels of complexities, dynamic, social and emergent complexities.  Dynamic complexities as an example could include global warming and the effects of Carbon Dioxide emissions in the future.  Social complexities are the world views and stakeholder interests, and emergent complexities which is defined as a new problem statement without a known solution (Asbari, Santoso and Prasetya 2020).  Their study concluded that transformational leadership is still relevant in the dynamic environment of today to maintain continuous sustainable organisational innovation growth.  



[bookmark: _Toc1476956656]Leadership Theory X and Y

Theory X and Y were developed in the 1960's by social psychologist Douglas Mc Gregor.  The contrasting theories explains how management style is affected by the beliefs of the leader concerning what motivates its people (McGregor, 1960).  Maslow’s Hierarchy of needs Theory established that a person is motivated to do something if they are deprived of a need (McLeod, 2007).   The theory is a five-tier model of human needs, and each need is the reason a human is motivated (See Image 1).  

Theory X leaders view their followers or workers as those on the lower levels, they believe humans dislike work and must be coerced, controlled and directed to achieve efforts and that there must be reprimand (Ozaralli, 2002).  This notion suggests that the basic human wants to be managed as they avoid responsibility, have low ambition and require security and physical needs.  

Theory Y leaders assume their followers to be from the higher tiers of Maslow’s Needs Theory, they are motivated by self-growth and esteem.  Theory Y leaders have an optimistic opinion of their workers, they assume that people like to work and therefore are self-motivated to work independently and have capacity for self-directed activities and produce results (McGregor, 1960).  

Image 1. Shows Maslow's Hierarchy of Needs
[image: ]
Image Source: Paycom (2021)


[bookmark: _Toc938054074]Theory X
Theory X views leadership in the traditional form of control and direction, this style requires leaders to closely and firmly supervise employees, defining tasks clearly, and using either punishment or a promise of a suitable motivator (pay, recognition etc) to increase production (McGregor, 1973).  This type of leadership has worked well for productive services or industries, such as factory and retail, where the situation requires control or with new starters to help guide them in their new role (Salvendy and Karwowski, 2021).  The characteristics of this type of leader is authoritarian, similarly to that possessed by Henry Ford who was a successful, charismatic leader and was driven by his vision of a product to lead (Mendes, Martins and Fernandes, 2020).  Autocratic leadership is most common type of leadership style, these leaders hold most if not all control or decision-making of a group or organisation and is often associated with hierarchal organisational structures (Corddry, 2020).  Although less favoured now, it usually does well in emergency situations where there is insufficient time for extensive consultations such as in healthcare settings or financial markets.  Autocratic leadership can lead to resentment and poor morale amongst employees, and the lack of idea sharing can impact inspiration for innovation and produce a high turn-over rate.  As an ex-employee working within a corporate office, I have embarked upon this style of leadership which required non-stop repetitive work and the environment was not pleasant and there was no chance to express thoughts, feelings and ideas and the leader did not interact other than what was required.  The job was completed miserably and the thought of going to work was dull, only thing motivating me to go was the need to be paid and gain experience and the few lively co-workers that kept the spirits up.  I believe that this style ensures for the work to be accomplished, but rather the turnover rate was high, and I resigned from the role within 6 weeks.  

[bookmark: _Toc641340913]Theory Y
Theory Y is often associated with democratic behaviour.  Democratic leadership style allows for members of a group to be participative and active in the decision-making process, it encourages collaboration, engagement and creativity which is rewarded (Cherry, 2023).  Former CEO, Larry Page of Google was a democratic and transformational leader, and his style of leadership enabled him to significantly contribute to Google and influence the behaviour of employees positively (Mamimpin, 2022).   These leaders encourage their employees to share ideas and opinions as they believe they are ambitious and self-motivated.   A strong democratic leader inspires trust and respect amongst its followers and shares responsibility for achieving the goals of the organisation.  These types of organisations can be negatively impacted by poor quality contributions in SMEs, where group members may not have necessary knowledge or expertise, however they have high productivity and increased morale, with a strong positive influence on organisations compared with an autocratic style of leadership (Jony, et al, 2019).  In their study they found that autocratic style has a major obstructive impact on employee performance and recommended that business owners should adopt a democratic style of leadership as it increases employee satisfaction and organisational efficiency.  As an employee in my current role, this is evident in the style of leadership I have experienced.  They are supportive towards individuals and place high regard in understanding ones needs and allow for individual employees to prioritise their tasks and daily work themselves.  Regular personal development meetings are taken place by the leader who listens and values employee’s views and can demonstrate good skill in acknowledging concerns and regularly following up on employees, however not impacting their working routine.  However, I do believe personality traits, knowledge and experience of employees can impact how the leader is seen as we have all had different experiences throughout our lives which can impact our views.  Regardless of this, the relationship element that the leader creates between its team and the ability to let staff work independently makes all the difference.  In contrast I have worked in a different environment, but similar style of leadership and I did not feel comfortable as the relationship was not there from the leader, they did not show much empathy and consideration although we were not micromanaged, and the leadership style was democratic.   It is important to consider the different traits and personalities the leader takes on with leadership style Y, if carefully selected it is likely to create a successful leader.  I believe that my individual preference would be the style of Y, as it regards workers as humans and allows the leader to lead the team towards success of the organisation and importantly for individual success.


[bookmark: _Toc1580897432]Leadership Theory Z

Theory Z was created by William Ouchi in the early 1980s, at a time when Japanese firms were excelling, their employees were seen as empowered, engaged and highly productive. Theory Z draws upon these values and the belief that productivity gains are the direct result of an involved workforce (Bissa, 1981).  The leadership style focusses on strong company philosophy as well as a distinct corporate culture, emphasising the need to provide long-term employment and a career path, consensual decision making, communication and collaboration, individual responsibility, holistic concern and informal control (Sullivan, 1983).  These leaders believe employees to be loyal and dedicated to their job as there is security and stability of their job and care for their well-being.  Hewlett Packard and Procter and Gamble are American organisations with these characteristics.  Hewlett Packard transformed their culture by famously forming the ‘Open Corporate Culture’, managing by walking around which promoted better internal communication, establishing open door policy (like open plan offices) encouraging employees to discuss problems directly with managers which created a culture of trust and mutual understanding (Menke, Xu and Gu, 2007).  The main criticism of this style is that there are many employees who are not so dedicated to the job however they will work for the monetary reward and therefore theory Z cannot always succeed, having the ability to recognise that all employees have different needs and motivations the leader must be able to change the behaviour.  It can also create low morale for those who do put in much effort in their work as they may have other colleagues who are lagging but are in receipt of the same reward.  The likelihood of a capable worker to progress earlier on is low as there is a slower rate of progression with this theory as the employer takes time to evaluate employees however it promotes a more skilled, qualified and effective workforce.  This environment may not suit a very ambitious worker however the theory remains influential.


[bookmark: _Toc257553149]Personality Traits of Successful Leaders

Leading a team towards success to foster engagement and creative ideas within teams, leaders must be aware of their own personality traits to find balance between different personality styles (LinkedIn, 2023).  According to Kirkpatrick and Locke (1991) in their research review, they found six traits that do matter in terms of differentiating between a leader and non-leader.  These traits are, Honesty/integrity, Self-confidence, Drive, Cognitive ability, knowledge of the business and the desire to lead.  Honesty and Integrity are important, many UK organisations have failed due to poor management and lack of honesty, such as Northern Rock and Woolworths, however DHL and Amazon are very successful today but are known for low integrity within its leadership style.  This would suggest that leadership does not always have to be successful rather the organisations offerings need to provide value.  As a personal thought, in the likelihood of a better competitor, then the latter would likely succeed, and leadership would be questioned.  In the most successful of businesses, at the top you can find drive or ambition as a motive to succeed as a leader, an effective leader is ambitious who actively takes steps to demonstrate their determination.   Other studies have found the impact of personality and leadership styles in relation to leading change in organisations (Alkahtani et al, 2011).  The study discussed the effects of personality trait of an extrovert to have the tendency to bring about change through influencing followers, it also found that these leaders were autocratic in their managing style and were open to experience.  It was recommended by the researchers that these leaders could enhance their leadership styles or personality traits through company training.  The study emphasizes that extroverts who are assertive, energetic and dominant to be transformational leaders which further backs the effectiveness of the transformational leader on organisational growth.


[bookmark: _Toc627968051]The Role of Culture and Personal Differences on the effectiveness of Leadership

However effective the qualities of the leader may be, it cannot determine the success of leadership but rather can be influenced by the organisational environment, cultural differences and characteristics of sub-ordinates. The effect of culture on theory X leaders can differ demographically and geographically, this is because different cultures and generations differ in their way of thoughts regarding traits and characteristics of a leader.  Hofstede has studied cultural differences in the workplace, with some employees placing high value on a leader with humble and modest characteristics, while in other cultures a firm and confident personality is highly valued (Hofstede, 2011).  Many cultures prefer the theory x way of leadership, they place high importance to a leader and prefer direction as a form of respect.  As an individual with Bangladeshi heritage growing up with parents and siblings who are in the restaurant business, the autocratic style and leadership X style are widely used and has been accepted by most employees of the similar background as it is a traditional cultural value to place high esteem towards the leaders and form of respect and therefore has worked (Author).  However, with respect to diversity and gender equality rules in the workplace there has been changes in the way the roles of the leader have adapted.  There is a visible difference in the way the manager leads the team and how the knowledge and expertise of younger employees encouraged him to value the ideas of co-workers and change the way in which he worked according to his predecessors.  In contrast path-goal theory acknowledges individual needs as discussed and using this theory can help manage different employees regardless of their culture and personal differences.


[bookmark: _Toc1047906001]Recommendations

One style of leadership does not have to apply for all situations, rather the situation may determine the leadership style a leader applies.  Elon Musk (CEO of Tesla) is known for his centralised leadership, wherein he exerts significant control of Tesla’s operations, and is autocratic in the way he leads. In the time of Henry Ford’s leadership, it would have been seen as a transformational approach however not proven in any way.  
A leader's role to motivate its workers towards a vision enables organisations to stay competitive and have continued growth, which according to Drucker (1976) is necessary for the business objective.  At the same time, it benefits the organisation to enable workers to work freely, independently without coercion as it inspires new ideas and innovations which can lead to positive outcomes.  However, it is important that workers have clear directions and instructions as well as resources to manage themselves as otherwise it can disrupt the work of the manager or leader.  Research by Snow (2019) calculated that disruptions to the leader's work can have a negative outcome for the whole organisation, if employees are left without understanding of what to do then also production or services will be interrupted.  A small business can be easily managed if Theory X is applied, however it discourages workers from having an input and therefore any potential a worker has in improving services may not be recognised leading to poor growth.  
Theory Z may work in favour of the group or workers; however, it is less productive.  If the business needs growth, the leader must follow what its group is doing, to ensure milestones are reached and should adopt leadership style Y.  That is not to say that you cannot alternate and consider different leadership traits.  The situational leader can lead according to what they are faced with and should change their behaviour accordingly as discussed.  Following the path-goal theory of the situational approach will allow leaders to understand individual needs of employees, this can help determine where to position staff and how likely they may require support.  


[bookmark: _Toc384683326]Conclusion

The aim of this report was to distinguish an understanding of leadership theory X, Y and Z, and investigate the similarities and difference in styles of leadership pursued by each theory and discuss the role of culture and personal difference within these.  The report established how the situation may determine the leadership style undertaken and that the organisation itself can determine the type of role required by the leader, however individual personality traits can either hinder or facilitate their role as a leader and whichever style they pursue.
The report found that a democratic style can benefit those organisations that want less involvement in employee's daily tasks however they should alternate leadership traits to ensure there is efficiency in communication.  The situational leader considers the current circumstances and its team composition before strategically guiding individuals and has proven to be effective.  Leadership theory Y and Z allows leaders to adopt better cultural regards towards employees, it is more democratic allowing employees to work without coercion, but it must be noted that employees still need instructions to perform tasks to not disrupt the work of the leader.  Leadership X cannot be disregarded as it has been the most traditionally used and still works in high productive environments however if the organisation is looking to expand services it is best to provide resources and space for development of individuals and theory does not provide this element.  All 3 theories visibly relate to Maslow’s Theory of Hierarchy; however, theory Y establishes to make sense of all levels as it accounts for individual needs and motivations.
Understanding cultural differences will enable a good leader to adapt accordingly as the UK is a multicultural and diverse country, this will positively impact the relationship of employees with their leaders.  There should also be consideration for showing honesty and integrity regardless of which leadership style is used as the lack of either would decrease the morale of employees towards the leadership of an organisation and ultimately the organisation.
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