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Executive Summary
The report discussed the theories of leadership of X, Y and Z. These have been compared to demonstrate their similarities and differences. The merits and demerits of these theories were discussed to show how these could lead to potential benefits for organisations. Additionally, the role of culture, barriers to leadership, personal differences, ethical leadership and leadership skills were discussed in the context of these theories. Situational leadership was explained to demonstrate that different situations require varied styles. The organisational example of Apple was provided to explore the leadership style of Steve Jobs and how it helped to enhance the success of the company.
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Leadership is considered a set of behaviours to enable individuals to align their collective direction, execute strategic plans and renew the organisation continuously (McKinsey & Company, 2022). It is concerned with guiding and influencing outcomes, ensuring that groups of individuals can work collaboratively to accomplish mutual goals.  Leadership is the capability of an individual to influence and provide guidance to members of an organisation. Management is regarded to be the process of coordinating and organising the operations of an organisation to support it in achieving its goals. It involves planning and controlling various activities for the business such that different objectives established by the company can be accomplished most effectively. Leaders are responsible for identifying and determining the company’s goals while managers deal with the day-to-day operations in achieving them.
The report will focus on the leadership theories of X, Y and Z which have been developed over the years. These theories will be explored in detail to demonstrate their similarities and differences, whether they have any significant merits and demerits and how these are applicable in an organisation. The role of culture and individual differences of employees will be explored in the context of these theories. Leadership skills and barriers to leadership will also be explored in this section in detail. There will be a critical discussion on the different leadership styles in the context of an organisation. This will help to determine which leadership style would be best suited according to the situation prevailing in the business environment.
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Theory X, Y and Z
Theory X was introduced by McGregor which provides the approach of managing individuals through constant supervision and strict monitoring of the workforce. The theory indicates that individuals following this leadership style tend to be aggressive, detail-oriented and decisive which can be effective in certain situations. Theory X has certain assumptions which guide leaders such as individuals who dislike work, consider it to be a necessary evil and would be willing to avoid it. It indicates that workers need direction and control and demand security rather than responsibility. Within the approach of Theory X, leaders had the power and the objective was to obtain the optimum results from a subordinate who was disinterested (Hunt and Fedynich, 2019). Theory Y was developed as an opposing concept to Theory X.  It proposed that individuals generally had a liking for their work, were self-motivated, wanted responsibility and did not require any form of coercion.
In 1981, Theory Z was proposed by Ouchi to explain the Japanese management style. The focus of this leadership theory was teamwork, loyalty and partnership (Olowookere et al., 2021). Based on Theory Z, employees would need to be treated as stakeholders who would perceive the organisation as a family. Employee’s welfare was the priority in this form of leadership which would be translated as commitment towards the organisation. Ouchi succeeded in comparing American firms to Japanese organisations indicating that the rationale behind the latter companies thriving better was due to the differences in cultural practices and management styles leading to higher success.
Comparison
Theory X and Theory Y were developed as two contrasting models for the motivation of the workforce which could be applied by leaders. The opposing assumptions propose how individuals could be motivated in the workplace, thereby, allowing leaders to adopt different leadership styles.
	Theories/ Comparison
	Theory X
	Theory Y
	Theory Z

	Similarity
	· Focuses on individual goals to achieve success for the company
	· Employees are committed to achieving the objectives of the organisation
	· Emphasises efficiency of the organisation 

	Differences
	· Pessimistic assumptions about the average worker
· Employees are lazier than managers
· Effective for inspiring employees who are not inherently motivated to work
	· Employees are valuable assets to a firm
· Possess self-motivation to complete their work
· Effective when organisations have a flatter structure and lower-level employees can participate in decision-making
	· Regards employees to be an essential part of decision-making
· Employees will be motivated if their decision-making abilities are recognised
· Effective when the working environment considers aspects such as family culture, tradition and social institutions to be important like the work


Table 1: Comparison of Theory X, Y and Z
(Source: Created by the learner)
Theory X indicates that leaders consider employees to be less intelligent than them and only work to gain a sustainable source of income (Aithal and Kumar, 2016). However, Theory Y claims that individuals possess the potential to be creative and ingenuine in their work enabling them to accomplish the common objectives. Theory Z instead focuses on developing a strong company philosophy and allowing employees to participate in the decision-making process. While Theory X indicates that employees are inherently lazy and are unwilling to work, Theory Y proposes that this is a result of prior experience. Theory Z does not indicate such an aspect, however, emphasises developing a workforce with higher loyalty towards the company. Theory X proposes strictly supervising employees and offering rewards based on their actions. Employees under Theory Y do not expect any direct rewards and are willing to work to develop themselves. Theory Z suggests that workers develop a positive and intimate working relationship with their co-workers and management and have high expectations of receiving support from the organisation.
Merits and Demerits
Theory X
The strength of Theory X enables managers to understand the concepts which focus on how workers relate to their work. This theory has a significant influence on an organisational structure where wages are paid according to the position of the employee as compared to their personal qualifications (Touma, 2021). By having a significant amount of monitoring and implementing strict control, workers perform better leading to increased productivity. However, the demerit of Theory X is the centralisation of power leading to dissatisfaction among employees. Leaders are not interested in the respective issues faced by the workers and create pressure for the workforce to work. 
Theory Y
The merit of Theory Y is that managers maintain a good attitude towards the workers and implement a participatory and decentralised style of managing people (Galani and Galanakis, 2022). This results in collaborative and trustworthy relationships among leaders and their employees. Individuals are offered continuous opportunities to develop their competencies. Employees following Theory Y are offered freedom, however, the demerit of this approach is that individuals might lose focus of their key objectives. Additionally, Theory Y leaders might not pay attention to employees who might require external motivation for working due to the basic assumptions of the theory indicating a demerit. This could impact the productivity of the individual and affect the overall organisational performance. 
Theory Z
This theory indicates that leaders believe that developing a strong sense of commitment would be able to motivate employees (Islam and Kalumuthu, 2020). The merit of Theory Z is that it offers opportunities for employees to accept responsibility and tend to learn more about the firm through long-term employment. It emphasises building trust among employees and their employers, ensuring their well-being and offering them development opportunities. Even so, there are certain demerits to Theory Z which might make it obsolete in modern times. For instance, employees need to be generalists since they seek responsibility for decision-making and need to understand all aspects of the organisation. This can be difficult for individuals who do not possess the skills and knowledge to make the decisions. Additionally, the theory relies on informal control mechanisms including trust and respect which might be difficult to implement and foster.
Role of Culture 
Theory X completely resembles the mechanistic culture in management. It is founded on the notion of lowering the value of workers, the concept of factory workers, and restricts them from developing their capabilities in the workplace. The theory is associated with the endless process of employees trying to meet their needs from the lower levels to the higher (Kovalenko, 2020). A need which has already been satisfied could not motivate employees further and influence their behaviour.  However, this is not regarded by Theory X leaders, thereby, leading to challenges. According to Maslow’s Hierarchy of Needs pyramid, physiological needs are situated at the lowest level and once this is satisfied, human behaviour is determined through social needs of communication, recognition and love followed by self-esteem and reputation. However, leaders often attempt to meet only physiological needs, thus, the result is ineffective and leads to the failure of Theory X due to a poor work culture.
Contrarily, Theory Y is related to Maslow’s needs for self-actualisation. The relationship prevailing between leaders and employees leads to a culture of self-actualisation by enhancing the workers’ self-esteem and confidence (Bakoula and Galanakis, 2022).  Theory Y provides an understanding of how resources including money, employees and materials could be organised effectively such that corporate goals could be accomplished. Employees are highly motivated to commit to achieving the organisational objectives which the management could take advantage of (Abane, Adamtey and Ayim, 2022). Leaders could offer good working conditions to employees and the proper resources such that they would be able to achieve the corporate goal. Offering a positive and supportive organisational culture would ensure that employees have higher productivity achieved by leaders providing appropriate values to develop their potential.
Theory Z indicates individuals who are valued for their teamwork (Brovko et al., 2020). This theory focuses on developing a family-like culture in the organisation to maximise the well-being of employees. This holistic concern enables firms to have more independence which is the key focus of the theory rather than individualism. A collective mindset becomes part of the organisational culture following this theory leading to slow promotion and evaluation. Commitment and dedication are essential aspects of Theory Z which are integrated into the work culture and developed through lifetime employment. Additionally, collective decision-making is implemented in such organisations allowing leaders to regard the concerns of all members in the workplace.
Personal Difference
Individual differences are the psychological characteristics which help to distinguish one person from another and explain the individuality of each person (Wagner III and Hollenbeck, 2020). These differences can persist in an organisation in terms of personality traits values and intelligence. Diversity among individuals in an organisation has become popular due to firms operating in international markets and recruiting local employees. A group of diverse individuals will have varying moral beliefs. However, Theory X does not focus on personal differences since it regards employees to be at the lowest levels in an organisation, thereby, leaders do not consider their personal differences to ensure that their performance can be enhanced using unique approaches. Leaders using Theory Y understand and recognise individual differences allowing them to develop their skills. While Theory Z recognises the significance of individual differences and contributions, however, expects employees to work as part of a team.
Leadership skills
Leadership skills indicate learned competencies which leaders can demonstrate in their performance. The acquisition and development of leadership skills are driven by individual differences in cognitive abilities, capability to control emotions, personalities, values, temperaments and identities developed through personal experience and cultural aspects (Guzmán et al., 2020). Possessing these skills ensures the success of leaders and enables them to influence other individuals to accomplish organisational goals. There are three types of leadership skills, administrative, interpersonal and conceptual. Administrative skills include managing people and resources and demonstrating technical competence. This can be achieved by implementing Theory Y enabling leaders to support their development. Interpersonal skills including emotional intelligence, mitigating conflicts and being socially perceptive could be effectively used by Theory Z leaders. Conceptual skills consist of problem-solving, strategic planning and creating a vision. These are critical for the success of an organisation and Theory X leaders possessing such skills might be able to motivate employees to accomplish their goals through a proper strategic plan. 
[image: ]
Figure 1: Leadership Skills
(Source: Taken from the module materials)
Ethical leadership
Ethical leaders can be described to be honest, fair and trustworthy since they treat their followers with care and respect (Solinger, Jansen and Cornelissen, 2020). These leadership styles ensure that leaders would not partake in favouritism, maintain their promises and make followers participate in the decision-making process. Ethical leaders ensure that followers’ expectations and responsibilities are clarified. These leaders behave like moral persons by demonstrating honesty, care and benevolence. They act as a moral manager by being a credible role model and implementing rewards and punishments to ensure employees comply with the ethical norms, standards and processes. Managers following Theories X, Y and Z could implement this form of leadership style. The reward and punishment aspect of ethical leadership resonates with that of Theory X which requires leaders to implement such systems to ensure employees are extrinsically motivated. Theory Z employees have high expectations of receiving support from their employers and these could be clarified by ethical leaders. Individuals following Theory Y can develop trustworthy working conditions, thereby, ensuring that ethical leadership can be effective for these leaders.
Barriers to Leadership
A significant barrier to leadership would be the absence of unity among team members. In a team which does not have a clear and well-defined shared goal or vision, there could be conflicts arising rapidly among individuals. An incapable leader might be unable to unify the team if they do not possess the necessary skills to make the followers collaborate. Leadership concerns supporting other individuals which enables them to grow and advance in their careers (Dawson, 2022). However, several leaders often lack the skill to mentor and encourage team members to grow. This can be mitigated by implementing Theory Y allowing leaders to support employee development. A lack of good communication skills might become a hindrance in implementing good leadership. The leader might be incapable of clarifying the expectations of the employer to workers which is a requirement for Theory Z leaders.
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[bookmark: _Toc161068383]The situational era in the study of leadership theories was dominated by the notion that the environment played a vital role in the leader-follower dynamic. It was focused on leadership in certain situations instead of on the traits and behaviours of the leaders (Benmira and Agboola, 2021). According to the theory of situational leadership, leaders must possess the ability to assess the context of their operations and select an appropriate style of leadership which would be the most fitting. In the situational theory, an effective leader should be flexible such that they can adjust the differences persisting between employees and situations since employee performance relies on the compatibility of leaders with situational factors (Haryono and Sulistyo, 2021). A leader does not need to have a designated leadership style since it might not apply to all situations.
During this era, contingency theories as part of the situational notions came into being. These theories indicate that factors associated with the environment might help to identify the leadership style most appropriate in a particular situation. This has significant similarities with the situational leadership approach since both emphasise that a leader’s personality traits cannot be changed. There are three dimensions related to situations which determine the effectiveness of a leader (Sethuraman and Suresh, 2014). These include leader-member relations, task structure and power position. In situations where followers are mature, the most effective leadership style would be delegating according to the Hersey-Blanchard Situational Leadership Model (Uslu, 2019). Immature followers would require a telling style while moderate levels of maturity would necessitate selling and participating leadership approaches. This theory has significant benefits since it allows leaders to be flexible in their approach and style as required based on the current situation.
For instance, a massive reason for Apple’s success lies with its leader, Steve Jobs who had significantly impacted the organisation’s performance through his varied approach to leadership. The co-founder of Apple, Jobs was regarded to be a multi-faceted leader, thereby, making it difficult to determine his leadership style. His approach to guiding other individuals indicates his approach to be that of a situational leader. The actions taken by him were based on the situation the company was facing and the individuals he was responsible for. Steve Jobs could be extremely direct when he was implementing the telling leadership style (Baker, 2022). However, he lacked a certain amount of emotional control which was one of the challenges and barriers of his leadership style. This can demonstrate that capable and inspiring leaders might require continuous growth and development opportunities such that their leadership style can improve further.
Along with forces existing for the manager and the subordinates, certain characteristics of the particular situation might affect their behaviour (Tannenbaum and Schmidt, 1973). Critical environmental pressures could arise from the organisational itself, the workgroup, the nature of the issue and the difficulties caused by the time. The existence of precise and good direction and comprehension abilities might be beneficial for increasing the positive impact on worker performance (Ridlwan, Purwandari and Syah, 2021). This was accomplished by Steve Jobs since he was capable of motivating employees to accomplish better results. For instance, the products launched by Apple were not only for customers, instead, Jobs used these to share his vision with the employees. This allowed him to motivate teams and foster innovation in the workforce such that success would be ensured.
Jobs had the vision to hire the most talented and skilled individuals for areas which he was not familiar with. This was in the hope that these skilled employees would be capable of creating success even without direct involvement by Jobs. The leadership approach taken by Steve Jobs in this regard was delegative in nature. Delegative leadership style is part of the situational theory of leadership (Zulfikar and Rahman, 2019). This is characterised by lower directive behaviours and higher levels of support from the leader. The success Jobs gained at Pixar movie studio is an example of this form of behaviour.
Steve Jobs’s success at Apple was short-lived even with praises for the Macintosh due to the high competition from IBM which began to surpass the company’s sales. There was a fallout between the current Chief Executive Officer (CEO), John Sculley causing Jobs to resign. During the time when the sales declined, Jobs was described as several individuals to be temperamental (Rosenzweig-Ziff and McDaniel, 2023). He lacked the emotional intelligence to control his temper which led to his job loss at his own founding company. The theories of situational leadership focus on behaviour and employee attitudes along with organisational characteristics of staff, power relations, task structure and hierarchy (Daniëls, Hondeghem and Dochy, 2019). This makes the approach too complex leading to difficulties in implementation since it requires the leader to have a deep understanding of the situation and the needs of their followers. Jobs was incapable of understanding the needs of the company or the situation causing the decline in sales of the product. This caused the Board at Apple to fire Steve Jobs from the company. A better approach would have been to offer training and development for the leader such that he would be able to enhance his leadership skills.
Even so, Steve Jobs was able to enjoy the benefits of adopting situational leadership since it allowed him to grow Pixar animation studios. The tenacity and evolving management style of Jobs enabled him to make Pixar a success (Peek, 2024). He encouraged the creative team at the company and provided them with criticism which gained him loyalty from team members. His adoption of a delegative leadership style allowed him to have trust and patience towards the team which was struggling with significant pressures. The trust Steve Jobs had in the creative team’s abilities allowed them to succeed and enforced the significance of perseverance and patience. This organisational example indicates that there can be challenges to applying situational leadership which could be mitigated through proper training. Nevertheless, situational leadership style can have several advantages which when used appropriately might lead to success. 





[bookmark: _Toc162093537]Conclusion
The report has focused on the leadership theories of X, Y and Z. It has widely discussed these three leadership theories and explained how they are implemented in organisations. Theory X and Theory Y are contrasting theories developed by McGregor to explain how leaders could improve employee motivation. Theory Z was proposed by Ouchi to explore the management style followed in Japanese organisations and explain how they are different to American firms. The comparison of the three theories reveals that there are significant differences among them. Theory X has a negative impression of workers and regards them to be unwilling to work.
On the other hand, Theory Y considers that employees are capable of motivating themselves to work and tend to accept responsibility. There are certain merits and demerits to these theories such as Theory X could cause dissatisfaction among employees due to centralised power. Theory Y offers freedom which could lead to employees not focusing on accomplishing objectives while the demerit of Theory Z is its high dependence on trust and respect which could be extremely hard to foster in the workplace. The role of culture, personal differences, leadership skills and other aspects have been discussed. Situational leadership has been explored in detail to demonstrate how leaders could adapt to the current situations to meet the needs of the organisation and the workforce. Steve Jobs and his situational leadership have been discussed to explain how this style could have benefits and negative aspects.
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