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Examining Leadership Approaches, in the Hospitality Industry; A Comprehensive Analysis
 
Introduction 
In the changing and customer-focused world of the hospitality industry, effective leadership plays a role in achieving organizational success. This essay aims to assess leadership approaches within this domain (House et al 1974). It draws on established theories like Blake and Mouton’s Managerial Grid, Adairs’s centred Leadership Model (ACL) and McGregor’s X and Y Theory. By examining the strengths and weaknesses of these models discussing managerial styles in the hospitality industry and incorporating real-world examples from specific organizations and leaders this essay seeks to explore the complex relationship between leadership effectiveness and key managerial functions.
 
Exploring Leadership Theories in Depth
 
Blake and Moutons Managerial Grid;
The Managerial Grid, developed by Blake and Mouton in 1964, is a paradigm used in leadership studies that divides leadership philosophies into two categories: concern for people and concern for output. This model offers an insightful framework for understanding approaches to leadership. It outlines five leadership styles ranging from management to team management providing a structured way to analyze and classify leadership behaviours within the context of hospitality (Ghiselli, La Lopa & Bai 2001).
Adair’s Action Centered Leadership Model (ACL) was introduced by John Adair. Offers an understanding of leadership. It emphasizes the importance of balancing the needs of tasks, teams and individuals Adair, 1983). This model guides for leaders to navigate situations and take a holistic approach to their leadership responsibilities. However, scholars suggest that while ACL offers a framework it may need adaptation to meet the nuanced demands of the hospitality industry (Koontz, O'Donnell & Weihrich 1980). 
Two opposing hypotheses on employee motivation and behaviour are presented in Douglas McGregor's X and Y Theory (McGregor, 1960). While Theory Y holds that people are self-motivated and capable of self-direction, Theory X claims that workers are innately lazy and need to be under control. This theory provides insights into tailoring leadership approaches based on underlying assumptions about employees’ nature. However, it has been criticized for oversimplifying the diverse nature of individuals, in the workplace (Burnes, 2004). 
The Hersey Blanchard Situational Leadership Theory focuses on adapting leadership styles based on followers’ readiness or maturity levels (Hersey & Blanchard 1969).
According to this theory, effective leaders are adaptable. Adjust their leadership style based on the maturity level of their followers. (Goleman, 2000) For individuals, a directive approach is employed, while a more participative style is used for those, with higher levels of maturity. This theory provides insights into the nature of leadership in the hospitality industry, where teams often consist of individuals with varying skill levels (Northouse, 2018). 
Transactional Leadership
Transactional Leadership originally introduced by Max Weber and further developed by Bernard Bass focuses on the exchange between leaders and followers. It emphasizes rewarding or punishing based on performance (Bass & Riggio 2006). In a hospitality context transactional leadership can be effective in managing tasks and ensuring adherence to established standards (Luthans & Avolio 2003).
 
Comparison of Leadership Theories 
Advantages and Disadvantages of Different Approaches;
 
Blake and Mouton Managerial Grid
Pros; The Managerial Grid by Blake and Moutons provides a framework for comprehending different types of leadership. They are categorised according to whether they are more concerned with people or with production (Blake & Mouton 1964).
Cons; Critics argue that this model oversimplifies the nature of leadership by reducing it to two dimensions. This approach may overlook factors that influence leadership effectiveness such, as organizational culture and external pressures (Ghiselli et al., 2001).
Adairs Action Centered Leadership Model (ACL) 
Advantages; Adair’s ACL is highly regarded for its approach to promoting a balance, between the needs of tasks, teams and individuals (Adair, 1983). This holistic viewpoint ensures that leaders take into account aspects simultaneously.
Disadvantages; Some scholars argue that ACL may lack specificity and could require adaptation to suit the demands of the hospitality industry, which thrives on customer-centric operations (Koontz et al. 1980).
 
McGregor X and Y Theory 
Advantages; McGregor’s X and Y Theory provides insights into managerial assumptions regarding employee motivation guiding leaders to customize their approaches accordingly (McGregor, 1960). This adaptability aligns well with the changing nature of the hospitality sector.
Disadvantages; However this dichotomy oversimplifies the intricate nature of individuals in the workplace potentially limiting its applicability in organisational contexts (Burnes, 2004).
 
Hersey Blanchard Situational Leadership Theory 
Advantages; The Hersey Blanchard Situational Leadership Theory contributes by highlighting adaptability in leadership styles based on follower readiness (Hersey & Blanchard 1969). This flexibility aligns effectively with the evolving needs of teams, in dynamic hospitality environments.
Cons; There might be some challenges when implementing leadership, in fast-paced and constantly changing environments where the readiness of followers can vary frequently.
 
Transactional Leadership 
Pros; Transactional leadership, which focuses on rewarding or punishing based on performance can be effective in managing tasks and ensuring adherence to established standards (Bass & Riggio 2006; Luthans & Avolio 2003). In the hospitality industry, where following established standards is crucial this approach could be applicable.
Cons; Critics argue that transactional leadership may not encourage creativity or foster innovation which are elements in a competitive and evolving hospitality industry.
 
Relevance to the Hospitality Industry 
Understanding how leadership theories relate to the context of the hospitality industry is essential for leaders seeking strategies in this dynamic sector. The distinct characteristics of hospitality – such as its focus on customer satisfaction, service excellence and diverse teams – require an application of leadership theories. 
Transformational Leadership;
Transformational leadership aligns with the emphasis that the hospitality industry places on creating guest experiences. The visionary and inspiring qualities of leaders can drive innovation in service delivery. Contribute to overall improvements in customer satisfaction (Avolio & Yammarino 2013). This aligns, with the changing nature of the industry where setting oneself apart through superior customer service is a strategic necessity.
Servant Leadership;
The importance of leadership, in the hospitality industry is seen in organisations like The Ritz Carlton. Leaders who prioritize the well-being of their employees create a work environment that translates into experiences for guests (Greenleaf, 1970). This approach aligns with the industry’s customer-focused values, where satisfied and engaged employees become advocates for customer service (Liden, Wayne, Zhao, & Henderson, 2008). 
Laissez Faire Leadership;
While not universally applicable, a laissez leadership approach as observed in Google’s culture may have relevance in specific areas of the hospitality industry. Granting employees freedom in decision-making can foster creativity and innovation in areas where individual autonomy is highly valued such as guest relations or marketing initiatives (Northouse, 2018). 
Transactional Leadership;
Transactional leadership, which emphasizes rewards and punishments based on performance can be useful in managing tasks and ensuring compliance with established standards in the hospitality industry (Bass & Riggio 2006). This can be particularly effective in maintaining operations and upholding quality standards, in service delivery. (Northouse,2018)
The Hersey Blanchard Situational Leadership Theory is applicable, in the hospitality industry, where teams often consist of individuals with varying skill levels. This theory emphasizes the importance of leaders adapting their leadership styles based on the readiness of their followers (Northouse, 2018; Hersey & Blanchard 1969). By tailoring their approach to meet the needs of their teams leaders can effectively navigate the challenges posed by the nature of the industry.
 
Having an understanding of each leadership theory and how it aligns with the demands of the hospitality industry empowers leaders to effectively customize their approaches. This not only enhances performance but also ensures exceptional guest experiences are delivered consistently.

Leadership Styles in Action: Real-world Examples
Real-world examples exemplify different leadership styles in action within the hospitality industry. Arne Sorenson, the CEO of Marriott International serves as an example of transformational leadership. Sorenson was renowned for his approach and his ability to drive innovation while fostering a customer culture within Marriott (Bass & Riggio 2006). His leadership style inspired employees to embrace a shared vision resulting in the execution of initiatives that elevated guest experiences. The legacy left by Sorenson highlights how influential leadership can be on culture and performance, within the hospitality sector.
The Ritz Carlton. Emphasising Employee Well being;
When it comes to leadership in the hospitality industry The Ritz Carlton shines as a model. The leaders, at The Ritz Carlton prioritize the happiness and welfare of their employees fostering a culture where delivering service is not just a goal but a way of life (Greenleaf, 1970). This philosophy is reflected in their practices, such as empowering employees to make decisions that enhance guest experiences. By putting employee welfare The Ritz Carlton has become renowned for its customer service and demonstrates the significant impact of prioritizing employee satisfaction on guest satisfaction (Liden et al., 2008).
 
Google. Encouraging. Innovation;
While Google may not be a player in the hospitality industry it offers insights into how a laissez-faire leadership style can foster creativity and innovation. At Google, their organizational culture promotes autonomy and independence among employees allowing them to explore ideas and contribute to groundbreaking product development (Northouse, 2018). While not directly applicable to every aspect of hospitality operations certain elements of Google’s approach could be adapted in areas such, as marketing or technology-driven guest services where innovative thinking is crucial.
 
Four Seasons Hotels and Resorts. Transactional Leadership;
When it comes to the hospitality industry, Four Seasons Hotels and Resorts sets an example of leadership. They focus on expectations and rewards tied to performance which can be seen in their commitment, to service standards and quality assurance. By training its staff implementing recognition programs and offering performance-based incentives Four Seasons creates a culture of excellence and consistent service delivery (Bass & Riggio 2006).
 
Walt Disney Company. Hersey Blanchard Situational Leadership;
The Walt Disney Company adopts a dynamic leadership style that adapts to the needs of its workforce. With roles ranging from entertainment to operations, Disney leaders incorporate elements of the Hersey Blanchard Situational Leadership Theory (Northouse, 2018; Hersey & Blanchard 1969). They tailor their approaches based on the readiness and maturity levels of their teams ensuring guidance and support in a changing and creatively demanding environment.
 
Linking Leadership Effectiveness to Managerial Functions
 
Planning;
Leaders, like Sorenson who embrace leadership, contribute to planning by envisioning the future and setting ambitious goals (Bass & Riggio 2006).
The strategic planning process, in the hospitality industry is heavily influenced by a forward-thinking approach that focuses on creating innovative guest experiences.
 
When it comes to organizing leaders who follow the leadership model, such as The Ritz Carlton, place importance on building a positive workplace culture that prioritizes delivering excellent service (Greenleaf, 1970). This kind of culture ensures that teams are coordinated, motivated and working towards the common goal of surpassing guest expectations.
 
In terms of directing companies like Google exemplify a laissez leadership style that empowers employees and fosters creativity (Northouse, 2018). In the hospitality industry, effective directing involves inspiring and motivating teams. A laissez-faire approach can be particularly beneficial in areas where innovation and creativity play roles.
 
Controlling is greatly influenced by leaders found in establishments like Four Seasons Hotels and Resorts. These leaders emphasize expectations and rewards based on performance (Bass & Riggio 2006). This approach ensures service delivery while upholding established standards.
 
The Walt Disney Company demonstrates adaptability in leadership styles through the Hersey Blanchard Situational Leadership model (Northouse, 2018; Hersey & Blanchard 1969). They understand the significance of adjusting leadership approaches based on team readiness. This adaptability ensures that leadership is responsive to the demands of roles, within the hospitality industry.
 
In conclusion
 
Leadership styles, in the hospitality industry demonstrate the complex nature of leadership. Different approaches like servant, laissez-faire, and situational leadership contribute to the success of organizations, in this ever-changing sector. Skillful leaders who understand the dynamics of their industry excel in planning organizing directing and controlling processes. They create environments that foster innovation, excellent customer service and overall organizational achievement.
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