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Leadership is the process of influencing others to attain a common goal. Leadership is generally associated with individuals or teams that are directed toward achieving specific objectives (Northouse, 2019). Leader behaviours focus on the ‘what’ (vision) and the ‘how’ (change), with a response to varied and/or unpredictable environmental conditions. Also, leadership is a long-term versus short-term relationship that involves and motivates interpersonal relationships and the development of followers (Armstrong, 2016).
In contrast, management consists of planning, organising, directing and controlling organisational resources for the core purposes of making the most efficient and effective use of resources for organisational goals. Managers have to bear various administrative responsibilities, maintain stability for ongoing operations, and ensure day-to-day operations run efficiently (Armstrong, 2016).
Managers emphasise administration, planning, budgeting, scheduling and enforcing policy while leaders provide strategic direction and enforce culture (Mullins & McLean, 2019). Communicating effectively and persuading others (leadership communication) and emotional intelligence are an important tool for leadership – the need for empathy and the ability to read others: they have to make people believe that they merit their trust and their energy. The manager relies on the formal authority and the fixed workflow (Sandvs, 2021). 
Leaders should be more idea-centred (they think future), while management should be more here-and-now focused on how to more effectively operate current activities or improve current performance. Various theoretical approaches to the nature and source of leaders can be distinguished, including the trait approach (innate traits: intelligence, self-confidence, integrity, etc) and the behavioural approach (leaders behave in certain ways). Two sets of leadership behaviours can be imagined: task-oriented (focus on getting the job done) and relationship-oriented (focus on getting on with others) (Mullins & McLean, 2019).
Task-oriented leadership emphasises the accomplishment of tasks and goal attainment, while relationship-oriented leadership emphasises the development of good relationships, trust and interpersonal cohesion. This style tends to lead to greater employee satisfaction and loyalty at the expense of efficiency of the tasks (Adair, 2013).
This report sheds light on the most fundamental features of leadership Theory X, Y and Z. It also outlines definitions, similarities and differences among these popular theories with the strength and weakness. The report also underscores how these theories relate to the culture and personal differences and addresses their potential to the small business settings. Most of the important concepts of leadership theories such as the task or relationship focus, leadership traits and skills are discussed throughout the report.
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[bookmark: _Toc172147524]Theory X 
According to Theory X, a management theory developed by Douglas McGregor in 1960, employees are indolent, ambitious only to receive rewards, and unmotivated to perform their jobs. The organisation or firm must, therefore, closely supervise and control them to achieve organisational goals. The main premises of theory X are that employees dislike work, have control needs, shun responsibility, and lack ambition (Kopelman, et.al. 2008).
This theory leads to a managerial style that is highly authoritarian, and in this environment task supervision and control are essential to commanding worker obedience and effort. Theory X’s benefits include organisational structure and control, which is important in environments requiring a high level of process and procedural adherence, such as those operating in a ‘command and control’ manufacturing or military context (Robbins & Judge, 2019).
On the flip side, Theory X has its disadvantages in low employee morale and motivation, high turnover, and lack of innovation. Employees can be left denied their basic intrinsic needs such as autonomy and self-realisation. Employees who are not engaged can translate into high turnover, low motivation, and even absenteeism (Luthans, 2011).
In conclusion, as Theory X has an autocratic approach, it destroys employee morale and motivation, which leads high rate of turnover and absenteeism. Moreover, it kills the creativity as idea of employee never see the light of the day, because the authority will only make the final decision. It is fact that in a competitive business world, to success the company should let their employee make decision and showing their idea (Daft, 2015).
[bookmark: _Toc172147525]Theory Y
Theory Y, about people having motivating and self-regulatory drives beyond just money, seems rather optimistic about human nature and workplace behaviour. It takes the view that work is natural and something we enjoy doing; that people strive to fulfil their responsibilities, that achievement is as important as payment, and that commitment to objectives is forthcoming. Theory Y management is participative and empowering and creates an environment to make people reduce their aspirations; instead, managers seek practices to maximise their potential (McGregor, 1960).
The advantages of Theory Y include increased job satisfaction, higher creativity and innovation, lower turnover and absenteeism. Addressing higher-order psychological needs may increase job satisfaction and lead to higher levels of morale (Daft, 2015). Some of the disadvantages of Theory Y are the difficulty of implementing in organisations with deeply ingrained Theory X culture, the dependence on the motivated employee, and the potential for Taking Things Too Far towards participation (Griffin & Moorhead, 2014).
Theory Y approach requires cultural support. It works best in cultures that are individualistic, concerned with autonomy and individualism, and that prize self-realisation. Employees thrive in work environments that give them freedom, and that provide opportunities to express themselves. A Theory Y approach is more likely to work in cultures that are low in power distance and hierarchical. This is because Theory Y challenges employees to challenge their managers. On the other hand, people in such cultures are more likely to accept authoritarian and paternalistic bosses who make decisions for them (Hofstede, 1984).
[bookmark: _Toc172147526]Theory Z
A third model of relations – known as theory Z – was developed by William Ouchi in the early 1980s and maximises trust between employer and employee; strong company ethos; and collective decision-making. The characteristics of Japan’s theory Z include long term employment, collective decision-making, individual responsibility, holistic concern, moderate specialisation and a strong company culture (Ouchi, 1981).
Theory Z emphasizes participative and collective management and contributes to employee well-being and long-term employment by promoting an environment where employees believe they are valued (Griffin & Moorhead, 2014). Theory Z managers encourage innovation by providing employees with slack so that they have time to develop new ideas, and by creating an environment where employees feel supported to contribute to decision making. These managers encourage employee development and teamwork by relieving employees of daily work so that they can spend time collaborating with other teams to accomplish even larger work goals. Furthermore, Theory Z managers develop a strong organisational culture (Daft, 2015).
Theory Z is strongly influenced by Japanese values of collectivism (everyone being in this together to help the company prosper), long-term orientation (the need for changing times) and organisational loyalty (never getting paid to leave and paying others to leave). In cultures with these qualities, Theory Z can work well; however, for cultures with high individualism, and short-term orientation (e.g., many Western countries), cultural change and reinvention would be required (Luthans, 2011).

[bookmark: _Toc172147527]Similarities and differences between Theory X, Y & Z Leadership

Theory X, Y and Z can be identified as leadership theories which assume that each employee has a different motivation. For their motivation, management techniques or organizational objectives are devised. First of all, Theory X assumes employees are lazy and incapable of self-motivation They need external stimulation to work and lead the life with minimal inputs. In other words, a "sticks and carrots" model needs to be inculcated in employees to make them energetic and agile. As against this, employees working under Theory Y are self-motivated. They can actually appreciate increased responsibility as well as pay. It is said that Theory Y employees can be productive if they get a chance to showcase their intellectual skills and technical knowledge (Zhang, et.al., 2013).
Apart from this, employees working under Theory Z are motivated by their loyalty and commitment. This commitment is cultivated through a supportive work environment. Employers that adopt Theory Z want to assume the role of a father figure, wherein they help their employees to grow and progress in their work (Sullivan, 1983).
Theory X assumes people are lazy and hate work; Theory Y assumes they are energetic and love to work; Theory Z assumes that people are motivated by a feeling of belonging to the company, by loyalty and long-term job security, and by attending to their physical and social wellbeing (Robbins et.al., 2021).
The three theories have distinctive styles of decision-making. Theory X generates an organisation characterised by a rigid culture that is vertically structured with top-down authority and low flexibility. Theory Y fosters a horizontal organisation with a culture of sharing and high flexibility. Theory Z builds the culture of the organisation with shared values and norms, greater commitment of individuals to the organisation, as well as the focus on holistic employee welfare (Robbins et.al., 2021).
Some practical implications of each of the theories include which would be best suited to organisations requiring a high degree of control and the need for employees to complete routine tasks; which would be best suited to dynamic and creative industries; and which might be best suited to organisations that value long-term employment and a strong cultural fit. There is clearly a cultural influence on each of the theories, with Theory X perhaps more applicable in a high power-distance culture, and Theory Y better suited to individualistic cultures (Russ, 2011).

Through strict control and noise of employee involvement, theory X can result in a lack of innovation and creativity in companies. Theory Y on the other hand encourages innovation and creativity through its focus on employee participation and employee motivation that comes from self-direction. Through collaborating and focusing on a strong organisational culture, theory Z supports innovation in companies, although its tendency to prioritise cost-efficiency and no stress for the organisation can stall the decision-making process (Kopelman, et.al., 2011).
Overall, understanding the attributes of Theories X, Y, and Z makes it easier for managers to choose the appropriate style for their teams which enhances a more lucrative and enjoyable work atmosphere.
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In a small coffee shop, each leadership style is reacting differently, and each has its pros and cons. The authoritarian style is Theory X and from my observations, in this case, can be characteristic of the front-of-house in a restaurant. Since the manager is responsible for the service, he needs to be strict in supervising the tasks of his staff in order to deliver quality service to the guests (Kopelman, et.al. 2008). Moreover, it also improves the operational efficiency of the restaurant. One of the downsides of the Theory X style is that this will lead to a very low morale from the workers. Therefore, this style leaves little room for creativity. Take service delivery, for example, even if it goes well, an authoritarian leader will only focus on execution and consistency, whereas a Theory Y leader will also appreciate and acknowledge the creativity that their staff has infused into the process (Brooks, 2018).
Theory Y, the participative style, is used to develop the menu and engage directly with customers both in the process of creating new menu items, as well as to suggest improvements. The result: innovative menu offers and increased customer satisfaction. On the downside, the slow decision-making and conflict management can frustrate customers’ negotiation (McGregor, 1960).
In terms of employee development and excellent customer service, theory Z stresses collective and holistic approaches. The manager focuses on long time employment and teamwork, as well as holistic development of employees. He mentioned that when employees have good communication and good teamwork, they will be able to provide customers with consistent and excellent service (Arslan & Staub, 2013). This approach could help employees to feel loyal to their company, reduce the number of employees that have the tendency to quit, and also help customers being satisfied and loyal to the company more. On the other hand, in terms of adapting, adjusting and training, this approach may require more effort and investment (Griffin & Moorhead, 2014).
Based on this analysis, Theory X is geared towards service efficiencies, but employees might suffer a drop in morale and employee commitment to the organisation. Innovation programmes designed to improve menu items, create new dishes and develop a superior customer service might be hampered. When compared, Theory Y creates benefits to menu development due to its participative style, increasing the innovative capacity of employees, leading to more customer-focused service innovation. Despite such benefits, theory Y could lead to a loss of rural-community identity from the top-down decision-making, delays that might be averse to the restaurant industry and conflict between co-workers if there are too many levels of hierarchical disagreement (Mewton, et. al., 2025).
In summary, each of the approaches to leadership discussed provides various advantages and disadvantages in a small coffee shop. Good leadership at a coffee shop requires an understanding of where the company needs to adapt to the needs of a particular operation and applying a balanced theory of leadership to ensure enthusiastic employees, efficient operations and happy customers. If all three theories are utilised carefully, each with its own unique aspects but integrated in a cohesive way, managers will create a successful coffee shop where employees are taken care of and feel a true sense of ownership.
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When considering the role of culture and personal differences in leadership, Theory Y stands out as the most a far better approach than Theory X and Theory Z. It’s also appropriate for how can be manage the diverse wants and needs of Gen Z, Millennials, handling issue (Akimas & Meiske, 2024). 
Theory X’s authoritarian style – top-down control, common influence and close supervision – does not work well in a diverse and fast-moving environment. For example, Theory X does not usually ‘click’ with Gen Z and Millennials, those who tend to be motivated by meaningful work and autonomy. Neither do the authoritarian work processes align with the modern workplace that embraces and promotes values of gender equality, which, ironically, may unwittingly reinforce underlying biases within the organisation by failing to bring women and minority groups to the decision table (Douglas, 2020). 
Theory Y highlights committees, communication, participation, the sharing of power and using the worker’s mind, which makes it useful for all cultures and people who may have different types of personalities. The involvement of employees in the decision-making process creates a strong sense of ownership. It also encourages the possibilities of participants for high morale and engagement with work. It makes sense for younger workers who tend to promote work-life balance, career advancement and more purpose-oriented work. Theory Y is not only culturally sound but also with a greater emphasis on meeting the needs of various cultures (Akimas & Meiske, 2024). 
It’s an approach that has worked in tech companies such as Google, where Theory Y’s participative style has not only been the driving force behind innovation but has also contributed to high levels of employee satisfaction. Google’s open culture encourages staff to contribute ideas and collaborate across teams, instilling a culture of ‘just doing it’, even in the face of significant challenges. This way of working is conducive to creating an environment where employees feel valued and listened to, irrespective of their background and/or gender (Day, 2023).  
Theory Z stands as a best-practice model that prioritises long-term employment and emphasises both team collaboration as well as holistic human development within the workplace, combined with an awareness and support for underlying cultural diversification and personal differences, and a development towards a supportive, family-friendly workplace culture allowing diversity, particularly a multitude of cultural practices and family commitments. Theory Z managers will, however, find it hard to accommodate the pace that change often requires, especially in dynamic economic sectors or institutions, and also the different expectations of new generations, such as Millennials and Gen Z, regarding what careers can and should offer for them (Day, 2023).
Although all three theories are valid, Theory Y works better than the other two as the role of culture and personal variations become a concern – it is participative in nature and inclusive, and hence works better in today’s workplace context with a wide range of generations, gender and ethnicity differences. The nature of work and expectations in the 21st-century workplace is more inclusive of a wider set of people than before, and Theory Y works effectively because it values a diverse set of perspectives, listens to them all, and often includes everyone in decision making; in the process it also develops each individual as a performer and successful team member in a multicultural and energetic workplace context (Verlage, et.al., 2012)
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Leadership is a multifaceted concept that has been defined in many ways. Common to most definitions is the idea that leadership is about influencing, motivating and enabling others to work together more or better effectively and successfully towards group goals (Vroom & Jago, 2007).
I. [bookmark: _Toc172147531]Situational Leadership
Situational leadership, which is highly flexible and adaptive, claims that there is no universally best way to lead. First introduced by the leadership researchers Paul Hersey and Kenneth Blanchard in 1969, this leadership theory argues that the best leaders are those who adapt their style according to the level of their followers’ maturity and competence, as well as the particular need of a given situation. This is central to the concept of situational leadership, which holds that leaders need to be flexible, able to switch back and forth among different styles – directing, coaching, supporting, and delegating – as needs and preparedness changes among their followers (Yukl, 2013).
II. [bookmark: _Toc172147532]Path-Goal Theory
The effectiveness of a leader relies on the right combination of the leader’s style and the followers’ situation needs. Leader’s style is defined as how a leader guide his/her follow’s behaviour to a goal. Depend on context, leader makes a choice to be directive, supportive, participative or achievement-oriented to give path and possible obstacles; as well as confidence to follow (Vroom & Jago, 2007).
III. [bookmark: _Toc172147533] The LPC Contingency Method
[bookmark: _Hlk172114085]Fred Fiedler devised the LPC method, which is steadfast on the belief that a leader’s efficacy is reliant on both the leader’s natural leadership style (task vs relationship oriented) and the favourableness of the situational context (leader-member relations, task structure and position power). The leader with high LPC scores is relationship-oriented while the one with low LPC is task-oriented (Yukl, 2013).
IV. [bookmark: _Toc172147534]Transformational Leadership
Leaders who are transformational allow their followers to do far more than their share for the good of the organisation. Transformational leaders have an agenda to change the status-quo of their work organisations through a common vision they instil, through innovation they promote and through a development of the abilities and talents of followers. Further, through charisma, inspiration and intellectual stimulation, transformational leaders evoke tremendous commitment in their followers that is nearly other-worldly. Transformational leaders are able to get others to rise above their own self-interests for a higher or common good. They are able to provide their followers with visions and inspiration that lead followers into tasks, project and ventures that might not normally be their own (Trofino, 1995).
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The suggestion that ‘a leader need not lead the same way all the time’ reflects the philosophy behind situational leadership theory, which states that effective leadership depends on the ability of a leader effectively to adapt his or her style to the demands of a given situation. Leaders have to assess environmental variables such as task complexity, follower readiness and development, and the specific context in which they find themselves in order to identify the appropriate leadership style for a particular situation (Hersey & Blanchard, 1982).
Starbucks serves as an excellent example of the situational approach: in essence, the company adapts its leadership style to the various situational needs. Starbucks maintains a directing style with new baristas, creating a “directing environment”, where exact expectations or goals are crystal clear, and the leader maintains almost full control of commands, decisions and information (Hersey & Blanchard, 1982). Here, the leader is expected to spell out expectations and models the steps involved. In store, managers often adopt a coaching style, where they give feedback while encouraging participation in decision-making and professional growth. At the corporate level, leaders at Starbucks are often in a delegating style, creating a ‘delegating environment’ where they allow experienced executives and managers to make decisions and guide initiatives (Thompson & Vecchio, 2009). 
During the COVID-19 pandemic, Starbucks’ leaders were highly situational: when the organisation was hit by the pandemic, things changed significantly, and management adopted a directing style for at least a few months, assuming full control of the health and safety activities at the stores, cascading goals, and permitting almost no variance in direction or perspective (Musonera, 2021). Recently, Starbucks shifted to a supporting style, offering more resources and support to better assist employees facing pandemic-related challenges. For example, Starbucks offered its workers free mental health support by outside professionals, flexible working arrangements, and support for custodial staff to care for their children while schools were shuttered (Peiper, 2022).
[bookmark: _Toc172147536]Current and recent issues impacting UK business
The business environment in the UK is being transformed by a cluster of challenges and changes, some of the biggest impacts coming from the pandemic, the fallout from Brexit, rising inflation and the cost-of-living crisis. They’re all threats that have been layered onto business operations, with weighty consequences for business planning.
The UK companies suffered because of the COVID-19 pandemic as we had a national lockdown, the business that claimed to be a place of plausible pandemics are infected and the supplier may suffer from disruption in delivering the supply chain as well. Therefore, society has to adopt paying ’e’-commerce instead of visiting merchandise shops, entrepreneur which might face the risk should learn to build a resilient business and expose to uncertainty using agile and flexible risks (Flynn, et.al., 2020).
Emerging from a series of challenges that have tested UK business to the limit, the lessons of situational leadership theories – such as those put forth by Blanchard and his colleague, Paul Hersey – appear particularly pertinent. According to integral models of leadership, such as situational leadership theory, leaders should adjust their styles of management to the maturity and readiness of their team, as well as the specific demands of the situation. For example, during the COVID-19 pandemic, they might have had to adopt a directive style to ensure that staff adhered to health protocols and maintained the functionality of business operations; but, when the situation began to settle, they might have had to shift to a more supportive leadership style to restore morale and pivot to changing consumer behaviours (Yukl, 2013).

[bookmark: _Toc172147537]Conclusion
Leadership and management go hand in hand. Leadership is about vision, motivation, and relationships with people, whereas management is about planning, organizing, directing, and controlling resources to achieve organizational goals (Vroom & Jago, 2007). Theory X, Theory Y and Theory Z provide managerial styles and approaches to motivate employees. Theory X, with basic assumptions of hard work, fears of punishment, and lack of independence, can be effective in achieving organizational goals in highly strict types of organizations but might lead to employees leaving the company as soon as a better opportunity arises (Kopelman, et.al. 2008). Theory Y, with the assumption of responsible behaviour, encourages participation and autonomous behaviour among employees, which could lead to innovation, creativity, and job satisfaction (McGregor, 1960). Theory Y would, therefore, work effectively only if the organizational culture is open and flexible. If not, the theory could fail in ensuring organizational success. Therefore, Theory Z might best fit those organizational environments where bosses value loyalty toward the organization (Ouchi, 1981). In other, less conformist or hierarchical cultures, leadership styles within organization theory X and organization theory Y might be more suitable (Ouchi, 1981).
However, the best approach is to consider and integrate various leadership theories. Situational leadership theory exemplifies the balance that the manager needs to ensure organizational success. Situational theory suggests that the style used to lead should be dependent on the context and follower’s readiness, thus highlighting the need for managers to be flexible and adjust to the current situation (Zhang, et.al., 2013).
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