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[bookmark: _Toc1868882495]Introduction
Leadership and management are both important for helping organisations succeed, but they are not the same. They have different roles and responsibilities, although they often work together. Understanding the differences between leadership and management is important because organisations need good leaders to inspire people and good managers to organise work and achieve goals.  Kotter explains a leader ‘produces change and movement’ and a manager ‘produces order and consistency’ (Kotter, 1990). Leadership is ‘doing the right thing’ whereas management is ‘doing the thing right’ (Bennis and Nanus, 1985)
Leadership and management are essential to the success of any organisation, but they are not the same. While management focuses on planning, organising and achieving objectives, leadership is about inspiring people, building relationships and creating an environment where individuals and teams can perform at their best. In today's workplace, organisations need leaders who can adapt their approach, motivate employees and successfully manage change to achieve both individual and organisational goals.
This research explores the importance of inspiring leadership by examining a range of leadership and management theories and reflecting on how they apply within the workplace. It begins by comparing leadership and management before critically assessing McGregor's Theory X and Theory Y, considering both its strengths and limitations and how it can be applied within the DVLA. Then there is a reflection on leadership styles through the results of leadership questionnaires, evaluating  working with different people, including team members, senior managers and stakeholders, and how adapting leadership styles can improve workplace performance. Finally, the assignment assesses theability to set direction, motivate, delegate and empower others during workplace change using Kotter's Eight-Step Change Model.
Throughout the assignment, academic theory is combined with practical workplace.
[bookmark: _Toc1487881467]Critically assess a recognised leadership model or theory in relation to its ability to impact on individual workplace performance

Douglas McGregor introduced Theory X and Theory Y in his book The Human Side of Enterprise (McGregor, 1960). He developed the theories to challenge the traditional way managers viewed employees. McGregor believed that many organisations assumed workers disliked their jobs, avoided responsibility and needed to be closely supervised. He called these assumptions Theory X. He argued that this management style could reduce employee motivation and performance. As an alternative, he introduced Theory Y, which suggests that employees can be motivated, enjoy responsibility and work towards organisational goals when they are trusted and supported. McGregor's ideas were influenced by Abraham Maslow's hierarchy of needs, which suggests that people are motivated by more than just money and seek personal growth and achievement once their basic needs have been met (Maslow, 1954).
The theory continues to be discussed in organisational behaviour literature because it provides a simple framework for understanding how management assumptions can influence employee behaviour (Robbins & Judge, 2023).
One of the main criticisms of Theory X and Theory Y is that, despite its widespread influence, McGregor provided little empirical evidence to support his assumptions. Kopelman et al. (2010) argue that the theory remained largely untested for almost fifty years because no valid measure of Theory X and Theory Y managerial assumptions existed. This suggests that the model was based more on conceptual ideas than on empirical research, limiting its scientific validity.

An article by Anastasia Galani and Michael Galanakis (Galani & Galanakis, 2022) evidences that despite being a well-known theory, the credibility of McGregor's Theory X and Theory Y has been questioned because it has not been widely tested through research. However, the studies that have been carried out suggest that managers' assumptions about employees can have a positive impact on workplace performance. This supports McGregor's idea that understanding employee behaviour helps managers choose more effective leadership approaches, which can lead to higher employee motivation and improved organisational performance.

A practical example of McGregor's Theory X and Theory Y can be seen within a DVLA contact centre, where the theory can help managers reflect on their assumptions about employees and how these influence their management style. A manager with a Theory X mindset may assume that employees need close supervision to achieve targets, leading them to focus on monitoring call handling statistics, performance reviews and addressing underperformance.
In contrast, a manager adopting a Theory Y approach is more likely to believe that employees are self-motivated and capable of taking responsibility. This may lead them to involve staff in discussions about change, encourage participation during team meetings, support succession planning and provide opportunities for development. 

Applying the theory in this way helps managers understand that their perceptions of employees can influence how they lead and manage their teams. It also demonstrates that adopting a Theory Y approach, where appropriate, can improve engagement, trust and motivation, while recognising that some situations may still require the structure and control associated with Theory X.
However, the model can be ineffective if it is applied without considering the circumstances of the employee. For example, in a DVLA contact centre, a team leader may notice that an advisor's call handling times have increased and assume they need closer monitoring or a formal performance discussion, reflecting a Theory X approach. However, the employee may be struggling with a recent change in processes or personal circumstances that are affecting their confidence. In this situation, taking a Theory Y approach by having a supportive conversation, understanding the cause of the issue and offering coaching or additional training is likely to be more effective. This demonstrates that managers should not make assumptions based solely on performance data but should adapt their approach to the individual and the situation to achieve the best outcome.
[bookmark: _Toc1927117129]Conclusion 
In conclusion, although McGregor's Theory X and Theory Y has been criticised for not being widely tested and for oversimplifying employee behaviour, it is still one of the most well-known leadership and management theories. More than 60 years after it was introduced, it continues to be used because it encourages managers to think about how their assumptions affect the way they manage people. Although it should not be used as a fixed approach, it provides a useful guide for choosing the most appropriate management or leadership style. This shows that, despite its limitations, the theory remains relevant in modern workplaces.

[bookmark: _Toc30648979]Evaluate own ability to use a range of leadership styles, in different situations and with different types of people, to fulfil the leadership role     
[bookmark: _Toc2099435240]My leadership styles
Daniel Goleman's six leadership styles are based on the principles of emotional intelligence and recognise that effective leaders should adapt their style to suit different situations. Rather than relying on one preferred approach, Goleman argues that successful leaders switch between six different styles depending on the needs of the team and the organisation (Goleman, 2000). The six styles are commanding, visionary, affiliative, democratic, pacesetting and coaching. Leadership Ahoy (Lindberg, 2023) explains that four of these styles, visionary, affiliative, democratic and coaching, generally create a positive organisational climate, encouraging trust, collaboration and employee engagement. In contrast, the commanding and pacesetting styles can create a negative climate if overused, although they remain valuable in situations such as organisational crises or when rapid improvements in performance are required. The key principle of Goleman's model is that no single leadership style is effective in every situation; instead, successful leaders understand when and how to adapt their approach to achieve the best outcomes.
The results of my leadership style questionnaire (appendix A) showed that my strongest leadership style is democratic, with a score of 26. This was followed by laissez-faire, which scored 16, while authoritarian was my lowest scoring style at 12. These results suggest that I prefer to involve others in decision-making and encourage teamwork rather than making decisions on my own. They also show that I am comfortable giving people independence when appropriate, but I am less likely to use a controlling or directive approach. The following sections will compare these results with my own experiences in the workplace to assess how well they reflect my leadership style and identify any areas for development.
Democratic leadership has several benefits within the workplace because it encourages employees to contribute to decisions that affect their work. This can increase motivation, commitment and job satisfaction, as employees feel their opinions are valued. By involving team members in decision-making, leaders are also able to benefit from a wider range of knowledge and experience, which can improve the quality of decisions. Research suggests that involving employees in decision-making can improve commitment, job satisfaction and the quality of decisions because team members feel their knowledge and experience are valued (Yukl & Gardner, 2020) Northouse (2022) argues that participative leadership is particularly effective when leaders want to encourage collaboration, build trust and increase employee engagement. This suggests that a democratic leadership style can create a positive working environment while also improving team performance.

Although democratic leadership encourages collaboration, it should not become a leader's default approach. Lussier and Achua (2022) argue that involving employees in every decision can slow decision-making and is not appropriate when urgent action is required or when team members do not have the knowledge or experience to make informed contributions. This suggests that leaders should adapt their style to the situation rather than relying solely on a democratic approach.
On reflection, I can see how my preference for a democratic leadership style may have caused frustration in situations where a quick decision was needed or where a collaborative approach was not appropriate. In these circumstances, seeking the views of others may have delayed decision-making and reduced efficiency. As authoritarian leadership was my lowest scoring style, I recognise that I have naturally been less inclined to adopt a more directive approach. However, this reflection has helped me understand the importance of moving between leadership styles to suit the situation, rather than relying on my preferred style. Developing this flexibility will enable me to respond more effectively to the varying demands of leadership.
[bookmark: _Toc774339085]My leadership styles in different situations
A DVLA example where I would use a laissez-faire leadership style can be seen when managing high-performing advisors who are preparing to become Next Deputies or Team Leaders. These employees consistently exceed their performance objectives and are ready to take on additional responsibilities. Rather than directing every task, I give them the opportunity to lead team huddles, support new starters or manage small improvement projects while remaining available for advice when needed. This level of autonomy helps employees build confidence, develop leadership skills and prepare for promotion. Daft (2021) argues that delegating responsibility to capable employees encourages ownership, confidence and professional development, making this leadership style particularly effective for experienced and self-motivated individuals.

A DVLA example of using an authoritarian leadership style would be when dealing with an employee who is consistently underperforming, has committed misconduct or requires a formal performance or conduct meeting. In these situations, the manager is responsible for setting clear expectations, explaining the required improvements and outlining the consequences if standards are not met. This approach provides structure and ensures organisational policies are applied fairly and consistently. My leadership questionnaire showed that authoritarian leadership is my lowest scoring style. Although I am confident using this approach when necessary, it is not my preferred way of leading. I believe it should be used as a last resort, particularly when supportive approaches have not improved performance or when a serious issue requires immediate action. This reflects the view that directive leadership is most appropriate when there is a need for clear direction, control and compliance with organisational standards (Lussier & Achua, 2022).
[bookmark: _Toc182687188]Conclusion
In conclusion, the leadership style questionnaire has shown that my natural approach is democratic, with elements of laissez-faire when leading experienced and capable employees. Although authoritarian leadership is my lowest scoring style, reflecting on my workplace experiences has highlighted that each style has an important role depending on the situation. Democratic leadership is effective for encouraging collaboration and engagement, laissez-faire can support the development of high-performing employees, and authoritarian leadership is appropriate when dealing with performance, conduct or situations that require clear direction. This demonstrates that effective leadership is not about relying on one preferred style, but about adapting to the needs of individuals and the organisation. This reflects the view that successful leaders are flexible and select the most appropriate leadership style to achieve the best outcomes (Daft, 2021).

[bookmark: _Toc49573770]My leadership styles with different people
After completing the conceptualising leadership questionnaire (appendix B), I was able to reflect on how I view leadership and how this influences the way I work with different people. The results have helped me understand that I naturally adapt my approach depending on who I am working with, whether that is team members, managers or stakeholders. Rather than using the same leadership style in every situation, I recognise that different people have different expectations, responsibilities and ways of working. This supports the view that effective leadership requires flexibility and an understanding of the needs of others (Adair, 2009). 
After evaluating my questionnaire results and considering how they relate to my experiences of leading and working with different people within the DVLA.
My highest scores in trait emphasis and ability emphasis suggest that, when working with stakeholders, I believe effective leadership relies on a combination of personal qualities and developed skills. For example, Kouzes and Posner (2017) argue that credibility is the foundation of leadership and that people are more willing to follow and trust leaders who are honest, competent and inspire confidence . Alongside these qualities, strong communication, influencing and decision-making skills are needed to manage expectations and achieve shared objectives. Within the DVLA, this could involve working with stakeholders on service improvements or implementing new processes, where maintaining positive relationships is essential to achieving successful outcomes. This is supported by Kouzes and Posner  (2017) again, who argue that effective leaders build credibility and trust through their personal qualities while using communication and relationship-building skills to influence others and achieve shared goals.

[bookmark: _Toc1014960901]Conclusion 
Reflecting on my leadership questionnaire has improved my understanding of how my leadership style influences my performance in the workplace. Recognising my natural preference for a democratic approach has helped me understand both my strengths and the situations where I need to adapt my style. Building positive relationships with stakeholders and senior leaders through trust, effective communication and credibility enables stronger collaboration, better decision-making and greater support for achieving organisational objectives. Equally, understanding when to adapt my leadership style helps me maintain team performance by responding to the needs of different individuals and situations. For example, using a democratic style to encourage engagement, a laissez-faire approach to develop experienced employees, or an authoritarian approach when addressing serious performance issues allows me to lead more effectively. Blanchard (2010) argues that effective leaders achieve better results by adapting their leadership style to the competence and commitment of the people they lead, rather than relying on one approach. This reflection has shown that understanding my own leadership style enables me to make better decisions, build stronger relationships and improve both individual and team performance.
Evidence suggests (An-Najah Journals | Homepage, 2025) that inclusive leadership can improve workplace performance both directly and indirectly by increasing employees' confidence, resilience and ability to respond positively to challenges, which the researchers refer to as psychological capital. The study found that improvements in psychological capital contribute to higher individual performance, which in turn has a positive impact on overall organisational performance. Although this particular research focused on faculty members within a university, its findings can be applied to a range of leadership roles across different workplace settings. This highlights the importance of adapting leadership styles to meet the needs of different people, as building positive relationships and supporting employees can improve engagement, maintain high performance and help organisations achieve organisational objectives.


[bookmark: _Toc1405633124]Assess your own ability to set direction, motivate, delegate and empower others to bring about a workplace change
[bookmark: _Toc1542518738]Kotter 8 step change model
To assess my ability to lead workplace change, I will use elements of  Kotter's Eight-Step Change Model. Kotter (1996) developed the model to help leaders implement and sustain organisational change successfully. He argues that change often fails because leaders do not create a clear vision, communicate effectively or engage employees throughout the process. The model identifies eight stages, including creating a sense of urgency, developing and communicating a clear vision, empowering employees to act, generating short-term wins and embedding the change into everyday practice. Rather than viewing change as a single event, Kotter presents it as a continuous process that requires effective leadership at every stage. This model provides a useful framework for evaluating my own ability to set direction, motivate, delegate and empower others during workplace change, as each of these leadership behaviours is essential to successfully implementing and sustaining change within an organisation.
[bookmark: _Toc70686028]Setting direction.
Setting direction is a key leadership responsibility that involves creating a clear vision, communicating expectations and helping individuals understand how their work contributes to wider organisational goals. Covey (2004) argues that effective leaders begin with a clear vision of the desired outcome and ensure that this vision guides the actions and decisions of those they lead. By providing this direction, leaders help employees understand their purpose and how their individual contribution supports organisational success.. Leaders who set direction effectively provide clarity, helping employees understand what needs to be achieved and why the change is important. This can increase commitment and reduce uncertainty during periods of change. Kotter (1996) argues that establishing a clear direction and communicating a vision are essential for successful organisational change, as employees are more likely to support change when they understand its purpose.
Reflecting on my own practice, I believe one of my strengths is providing clear direction when leading workplace change. Within the DVLA, this has included introducing new processes and communicating changes to my team through team meetings, one-to-one discussions and regular updates. I try to explain not only what is changing but also why the change is necessary and how it will benefit both the organisation and colleagues. This encourages greater understanding and helps reduce resistance to change. However, I recognise that simply communicating a vision is not always enough. Some employees require additional reassurance or ongoing support before they fully commit to the change. This has highlighted the importance of adapting my communication to meet individual needs while maintaining a clear and consistent direction for the team.
[bookmark: _Toc1998719383]Motivating others
Motivating employees is an important part of leading successful workplace change. Within Kotter's (1996) Eight-Step Change Model, leaders are encouraged to communicate a clear vision and involve employees throughout the change process to gain commitment and reduce resistance. Reflecting on my own practice, I have found that employees are more motivated when they understand why a change is taking place and how it will benefit both the organisation and themselves. At the DVLA, this has involved explaining the purpose of new processes during team meetings, encouraging questions and recognising employees who have embraced the change. This helps create a sense of ownership rather than simply asking staff to follow new instructions. Evidence supports this approach, with Kotter (1996) arguing that communicating a clear vision is essential for maintaining commitment throughout change. Similarly, Hiatt (2006) suggests that employees are more likely to support organisational change when they understand the reasons for it and feel personally involved in the process. Reflecting on this, I believe my democratic leadership style supports my ability to motivate others, although I recognise that some situations require quicker decisions where consultation is not always possible.
[bookmark: _Toc1314819656]Delegating and empowering others
Delegation plays an important role in successfully implementing workplace change, as it encourages employees to become actively involved in the change process rather than simply following instructions. Kotter (1996) argues that leaders should remove barriers and give employees the authority to take ownership of change, helping to build commitment and maintain momentum. During change initiatives within the DVLA, I have delegated responsibilities to experienced advisors and Next Deputies by asking them to support colleagues, answer questions and champion new ways of working. Having respected team members involved in the change has helped increase confidence, encourage engagement and reinforce key messages across the team. This approach has also enabled me to focus on the overall direction of the change while ensuring support was available at an operational level. Maxwell (2018) supports this approach, arguing that effective leaders develop others by trusting them with meaningful responsibility and creating opportunities for growth. Reflecting on my own practice, I have found that delegation is most effective when employees understand the purpose of the change and feel trusted to contribute to its success. This not only develops individuals but also helps embed change more effectively across the team.
[bookmark: _Toc561166948]Conclusion 
In conclusion, reflecting on Kotter's Eight-Step Change Model has helped me understand the importance of setting a clear direction, motivating employees and delegating responsibilities when leading workplace change. Using the model has highlighted the value of communicating a clear vision, involving employees in the change process and empowering experienced team members to support implementation. However, the model has been criticised for being too structured and assuming that change follows a fixed sequence of steps, whereas workplace change is often more complex and requires leaders to adapt their approach as circumstances change (Appelbaum et al., 2012). Applebaum also criticises its lack of scientific results. Despite this criticism, I believe Kotter's model provides a useful framework for leading change within the DVLA because it encourages leaders to plan, communicate and involve employees throughout the process. Reflecting on my own practice has shown that successful workplace change depends not only on following a model but also on adapting leadership behaviours to meet the needs of the team and the organisation.
[bookmark: _Toc636155053]Final conclusion
In conclusion, this research has demonstrated that effective leadership and management are both essential to achieving organisational success, although they fulfil different roles. While management provides structure, planning and control, leadership focuses on inspiring people, building relationships and creating a shared vision. Organisations require a balance of both to maintain performance and successfully implement change.
Critically evaluating McGregor's Theory X and Theory Y highlighted that managers' assumptions about employees can significantly influence leadership behaviours and workplace outcomes. Although the theory has been criticised for being simplistic and lacking extensive empirical testing, it remains relevant because it encourages leaders to reflect on how their perceptions affect employee motivation and performance.
Reflecting on my own leadership style has increased my understanding of how I lead different people and situations. The leadership questionnaires demonstrated that my natural preference is a democratic leadership style, supported by elements of laissez-faire leadership when developing experienced employees. However, they also highlighted the importance of adapting my approach and recognising that more directive leadership is sometimes required. This reflection has reinforced that effective leadership is not about relying on one preferred style but about responding appropriately to the needs of individuals, teams and organisational objectives.
Assessing my ability to lead workplace change using Kotter's Eight-Step Change Model demonstrated the importance of setting a clear direction, motivating others, delegating responsibility and empowering employees throughout the change process. Although no single model can guarantee successful change, reflecting on my own practice has shown that involving employees, building trust and communicating a clear vision increases engagement and helps embed sustainable change within the workplace.
Overall, this has demonstrated that leaders who adapt their style, build positive relationships and invest in the development of others are better able to motivate employees, improve engagement and support continuous improvement and improve performance. This supports the view of Kouzes and Posner (2017), who argue that effective leadership is built on credibility, trust and inspiring others to achieve a shared purpose. Applying these principles will enable me to become a more effective leader and contribute to improved individual, team and organisational performance.
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1.2 CONCEPTUALIZING LEADERSHIP QUESTIONNAIRE
(continued)
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Scoring Interpretation

o o A ow o

The scores you received on this questionnaire provide information about how you define and view leadership. The
emphasis you give to the various dimensions of leadership has implications for how you approach the leadership
process. For example, if your highest score s for trait emphasis, it suggests that you emphasize the role of the
leader and the leader’s special gifts in the leadership process. However, if your highest score is for relationship
emphasis, it indicates that you think leadership is centered on the communication between leaders and followers,
rather than on the unique qualities of the leader. By comparing your scores, you can gain an understanding of the
aspects of leadership that you find mostimportant and least important. The way you think about leadership willinflu-
ence how you practice leadership.

Building Your Leadership Profile

If you have the interactive eBook version of this text, log in to access the Leadership Profile Tool. After completing
this chapter's questionnaire, you will receive individualized feedback and practical suggestions for further strength-
ening your leadership based on your responses in this questionnaire.
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94 INTRODUCTION TO LEADERSHIP
4.2 LEADERSHIP STYLES QUESTIONNAIRE
(continued)

Strongly Strongly
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- 15, Inmostsituations, workers prefer little input from the 1 3 4 5
- leader.

g 16. Effective leaders give orders and clarify procedures. 1 2 3 ( 4) 5
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o will do a good job.

z 18, Ingeneral, itis best to leave followers alone. 1 2 G 4 5
Scoring
1. Sumthe responses on items 1,4, 7,10, 13, and 16 (authoritarian leadership).

2. Sumthe responses on items 2,5, 8, 11,14, and 17 (democratic leadership).
3. Sumthe responses on items 3,6, 9,12, 15, and 18 (laissez-faire leadership).
Total Scores
Authoritarian Leadership ‘1'
Democratic Leadership
Laissez-Faire Leadership
Scoring Interpretation
This questionnaire is designed to measure three common styles of leadership: authoritarian, democratic, and
laissez-faire. By comparing your scores, you can determine which styles are most dominant and least dominant in
your own style of leadership.

If your score is 26-30, you are in the very high range.

Ifyour score is 21-25, you are in the high range.

If your score is 16-20, you are in the moderate range.

Ifyour score is 11-15, you are in the low range.

Ifyour score is 6-10, you are in the very low range.
Building Your Leadership Profile
If you have the interactive eBook version of this text, log in to access the Leadership Profile Tool. After completing
this chapter’s questionnaire, you will receive individualized feedback and practical suggestions for further strength-
ening your leadership based on your responses in this questionnaire.

Visit edge.sagepub.com/northouseintro4e for a downloadable version of this questionnaire.
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4.2 LEADERSHIP STYLES QUESTIONNAIRE
Purpose
1. Toidentify your style of leadership z
2. Toexamine how your leadership style relates to other styles of leadership o
=
Directions g
1. Foreach of the statements below, circle the number that indicates the degree to which you agree or disagree. jor]
o
2. Give yourimmediate impressions. There are no right or wrong answers. o
g
Strongly
Statements Disagree  Neutral ~Agree  agree
1. Employees need to be supervised closely, or they 1 ® 3 4 5
are notlikely to do their work.
2. Employees wantto be a part of the decision-making 1 2 3 @ 5
process
3. Incomplexsituations, leaders should et followers 1 Q 3 4 5
work problems outon their own.
4. Itisfairto say that most employees in the general 0 2 3 4 5
population are lazy.
5. Providing guidance without pressure is the key to 1 2 3 @ 5
being a good leader.
6. Leadership requires staying out of the way of 1 @ 3 4 5
followers as they do their work.
7. Asarule, employees must be given rewards or 1 2 3 @ 5
punishments in order to motivate them to achieve
organizational objectives.
8. Mostworkers prefer supportive communication from 1 2 3 4 @
their leaders.
9. Asarule, leaders should allow followers to appraise 1 2 3 0 5
their own work.
10. Most employees feel insecure about their work and 1 @ 3 4 5
need direction.
1. Leaders need to help followers accept responsibility 1 2 3 4 &)
for completing their work
12. Leaders should give followers complete freedom to 1 2 Q 4 5
solve problems on their own.
13. The leader is the chief judge of the achievements of 1 2 G 4 5
the members of the group.
14. Itis the leader’s job to help followers find their 1 2 3 @ 5
“passion.”
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