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Effective management is paramount in navigating the intricacies of the hospitality
industry, where success hinges on delivering exceptional guest experiences and
maintaining operational excellence. This assignment embarks on a critical evaluation
of various leadership approaches and their efficacy within the context of hospitality
management. Drawing upon a diverse range of theories, including the Great Man
Theory, and McGregor's X and Y Theory, to Adaptive and Transformational
leadership, this assignment aims to assess the applicability and effectiveness of
different leadership paradigms in addressing the unique challenges faced by

hospitality professionals.

Managers play a crucial role in organisational functioning, serving six key purposes
(Mintzberg, 1979). Firstly, they ensure that the organisation fulfils its fundamental
objectives. Secondly, managers are responsible for designing and maintaining
operational stability. Thirdly, they oversee strategy development and facilitate
adaptation to evolving environments. Additionally, managers ensure that the
organisation aligns with the interests of its stakeholders. They also serve as the
primary conduit of information exchange between the organisation and its external
surroundings. Lastly, managers wield formal authority, effectively operating the

organisation's hierarchical structure.

More recently, based on his research findings, Santos (2015) suggests a growing
recognition among managers of the importance of integrating scientific methods into
decision-making processes, particularly in light of the increasing complexity of the
business environment. He discovered that 53% of managers frequently utilise
historical methods in their decision-making process. Additionally, his study revealed

that 58% of managers rely on experimentation or past experiences to support their



decisions. This indicates the significance of understanding past trends and their

potential impact on future outcomes.

Mintzberg's and Santo’s delineation underscores the multifaceted responsibilities
integral to managerial roles, emphasising their crucial significance in organisational
management and success. Moreover, the existence of various theories on different
types of managers further underscores the complexity and diversity within

managerial roles.

Early research on leadership primarily focused on successful leaders, often
aristocratic rulers, fostering the perception of leadership as innate. The Great Man
Theory of leadership, associated with Thomas Carlyle from the 19th century

(Spector, 2015), suggests that exceptional leaders possess inherent qualities.

However, this theory can perpetuate elitist notions, potentially excluding others from
leadership opportunities. Herbert Spencer (1874), a prominent philosopher and
sociologist, argued against the Great Man Theory, rejecting the notion that
exceptional leaders are born with innate qualities. Instead, he emphasised the
significant role of societal and environmental factors in shaping individuals and their

leadership abilities.

The Trait Theory of leadership, like the Great Man Theory, accentuates the
importance of individual traits in effective leadership. Characteristics such as
intelligence, confidence, charisma, and decisiveness are deemed pivotal in
distinguishing successful leaders, again suggesting that leadership abilities are
innate rather than acquired. Whilst these traits may sound like qualities a good

leader should possess, both theories disregard the impact of situational factors and
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learned skills on leadership capabilities. Consequently, their applicability in the

hospitality industry is limited.

Within the hospitality sector, leaders must navigate multifaceted landscapes
influenced by societal shifts, technological progress, and cultural diversity (Mullins,
2019). In this dynamic context, Spencer's critique gains significance, advocating for a
comprehensive consideration of broader societal and environmental factors in

shaping effective leadership within the hospitality industry.

McGregor (1960), a distinguished management theorist, introduced Theory X and
Theory Y as contrasting perspectives on human motivation and behaviour in the
workplace. Theory X asserts that employees are inherently lazy and necessitate
strict control and supervision, whereas Theory Y contends that employees are
self-motivated and capable of taking initiative when provided with opportunities. In
practical terms, Theory X resonates with autocratic leadership, emphasising control,
while Theory Y aligns with democratic and laissez-faire leadership, promoting

autonomy and empowerment.

Al-Ababneh (2013) reports that in the hospitality industry, the autocratic leadership
style is prevalent due to unpredictable demands, a sentiment echoed by Khan

(2019).

However, this perspective seems outdated in today's developed culture.
Nonetheless, the autocratic leadership approach can be effective in specific
environments such as standardised budget chains like Travelodge. In these settings,
where maintaining efficiency and consistency is paramount, centralised

decision-making and strict adherence to established procedures are valued. For

4



example, when implementing new operational standards across the hotel chain, this
approach may involve imposing guidelines without soliciting input from staff and
expecting strict compliance from all employees. It also entails maintaining tight
control over daily operations, closely monitoring performance metrics, and promptly

addressing any deviations from prescribed standards.

In contrast, leaders like Sir Richard Branson embody a leadership approach aligned
with McGregor's Theory Y, which emphasises empowering employees and fostering
a supportive work environment. Branson believes, “The more you free your people to
think for themselves, the more they can help you”. This notion underscores fostering
initiative and passion among team members, is conducive to success (Wilson,

2018).

However, according to Drucker (1993), the contrast between Theory X and Theory Y
is "largely a sham battle”. The rigid nature of Theory X, for instance, may result in
demotivation and non-cooperation among employees if the approach is overly
authoritarian. This could potentially lead to high staff turnover, a persistent issue that
the hospitality industry continually contends with (Mooney, 2016; Robinson et al.
2016). Conversely, embracing a Theory Y approach that grants excessive freedom
may risk individuals veering off course from their primary objectives or losing focus.
Moreover, less motivated individuals might exploit this relaxed working environment

by neglecting their responsibilities (Ibid).

In the hospitalityl industry, where customer satisfaction and operational efficiency are
paramount, the interplay between task orientation and people orientation in

leadership is particularly relevant. Managers in hospitality must balance the need to



achieve operational goals while also ensuring the well-being and satisfaction of both

customers and staff.

Blake and Mouton's Managerial Grid (1978) provides a framework for understanding
different leadership styles based on concern for people and production. In the
hospitality context, this model can help managers assess their leadership approach
and identify areas for improvement. For example, a manager who prioritises
production over people may risk staff burnout or low morale, which can ultimately
impact customer satisfaction. Conversely, a leader who focuses solely on people

may struggle to meet operational targets.

However, while the Managerial Grid offers a useful starting point for self-assessment
and development, its static nature may not fully capture the dynamic and evolving
nature of leadership in modern environments. Hospitality managers often face
rapidly changing circumstances, such as fluctuating customer demands, staff
turnover, and industry trends. Therefore, a more adaptable and nuanced approach to

leadership may be necessary to effectively navigate these complexities.

Luckily, Adair's Model of Action Centred Leadership (ACL) (1979) offers a more
dynamic framework that emphasises the importance of balancing three core
elements: achieving the task, building the team, and developing individuals. This
model seems well-suited to the dynamic and people-centric nature of the hospitality
industry, where effective leadership requires balancing operational efficiency with

employee development and customer satisfaction.

Marriott International's enduring success has been attributed to its founder's

unwavering commitment to prioritising employee welfare, encapsulated in the
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mantra, "Take care of associates and they will take care of the customers."

(Marriott.com).

Similarly, Hilton Hotels, under the leadership of their founder, possess similar ethos
of nurturing a positive work environment and fostering employee loyalty which
ultimately contribute to long-term success. Both Marriott International and Hilton
Hotels have earned the esteemed title of "No. 1 Best Place to Work in the World" in
recent years, as recognised by Fortune magazine and Great Place to Work (Kanner,

2023).

Marriott and Hilton's management philosophies also align closely with the principles
of servant leadership (Greenleaf, 1970), This principle resonates deeply with the
core tenets of servant leadership, where leaders serve and support their employees,
empowering them to excel in customer service. Mullins (2019) describes it as

‘humanistic and spiritual rather than rational and mechanistic”.

However, while servant leadership has been lauded for its emphasis on employee
empowerment, this concept might challenge traditional power dynamics and require
a significant shift in organisational culture, particularly in cultures where leaders are
expected to make all decisions. This style of management may pose particular
challenges in countries such as China or Malaysia, where power distance is notably

high (The Culture Factor Group, 2024).

Servant leadership lays the foundation for transformational leadership, initially
introduced by James Burns (1978) and further developed by Bernard Bass (1985).
This approach fosters an environment where individuals are inspired to achieve

higher levels of performance and morality. Mullins (2019) also underscores the
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significance of the transformational leadership style in driving organisational reform

and achieving excellence.

In a similar vein, Ron Heifetz (1994) introduced adaptive leadership as a set of
strategies and practices to navigate challenges, effect change, and thrive in complex
environments. This could manifest as hotel managers adapting their marketing
strategies in response to changing travel trends or unforeseen economic
fluctuations. For instance, if a hotel manager observes a decrease in bookings he
might collaborate with department heads and frontline staff to brainstorm innovative
solutions to attract guests and enhance profitability. This adaptive approach allows
hotel managers to remain agile and responsive to the ever-evolving landscape of the
hospitality industry as well as empower staff to contribute to the decision-making

process and foster a culture of collaboration and creativity.

Furthermore, amidst the ongoing challenges brought about by the pandemic, Brexit
and the rising cost of living (UK Parliament, 2024), it's crucial for leaders to prioritise
the mental health and well-being of their employees, otherwise it can significantly
impact the overall morale and productivity of the workforce. As all four generations
coexist in the workforce, understanding the preferences and values of each

generation becomes crucial too (Meglio, 2023: Mullins, 2019).

Moreover, The Department for Business, Innovation & Skills (BIS) (2014), sheds light
on another critical aspect: the intersection of family dynamics and job satisfaction. An
emphasis on work-life balance reflects a broader interest in understanding how
labour market dynamics influence individuals' living standards in modern society.

Mullins (2019) underscores the increasing significance of women in the workforce,



transitioning from historical childcare responsibilities to pursuing professional

careers.

In the hospitality industry, another layer of complexity arises with the need to
navigate multicultural work environments. Hotels, serving diverse clientele, often
employ staff from various cultural backgrounds. Managing cultural diversity requires
sensitivity, cultural competence, and effective communication skills to foster an
inclusive workplace culture that celebrates differences while promoting collaboration
and understanding among team members (lbid). Embracing diversity not only
enhances employee satisfaction but also fosters innovation and creativity within the

organisation.

In line with these considerations, managers in the hospitality sector may face the
challenge of overseeing overseas branches and managing diverse teams across
different locations. This scenario demands adept cross-cultural management skills,
an understanding of local customs and regulations, and the ability to navigate
potential language barriers (lbid). Effective leaders in this context must adapt their
leadership approach to accommodate cultural nuances, build trust and rapport with
international teams, and foster an inclusive and cohesive team culture across

borders to facilitate synergy and success within their global hospitality operations.

Building on the imperative of organisational adaptability, a study cited by MindTools
(2023) underscores the importance of organisational adaptability, suggesting agile
and flexible businesses consistently exhibit strong and sustainable performances.
MindTools advocates for leaders to adopt an adaptive approach alongside a
transformational leadership style, positioning them to effectively navigate

organisations through turbulent periods of change.



This aligns with the conclusions drawn by scholars such as Kim, Yang, and Lee
(2023), Farrell (2022), and Escortell et al. (2020), who emphasise the importance of
transformational leadership in managing today's diverse and dynamic workforce

within the hotel industry.

In conclusion, effective leadership remains paramount in navigating the multifaceted
challenges of the hospitality industry. Throughout this evaluation, various leadership
theories, ranging from traditional models like the Great Man Theory to contemporary
approaches such as Adaptive and Transformational leadership, have been explored.
Each theory offers unique insights into managing hospitality operations, from
maintaining guest satisfaction to fostering a supportive work environment for

employees.

The discussion highlighted the significance of understanding the diverse
demographics of the workforce, including generational differences and the increasing
presence of women in the industry. Additionally, the importance of addressing mental
health and well-being, particularly in the face of ongoing challenges such as the

pandemic, Brexit, and economic uncertainties, was emphasised.

Furthermore, the role of adaptive leadership in managing diverse teams across
different locations was examined, emphasising the need for cross-cultural

management skills and the ability to navigate complex global environments.

Ultimately, effective leadership in the hospitality industry requires a nuanced
understanding of both operational dynamics and human factors. By leveraging a

combination of leadership approaches and strategies tailored to the specific
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challenges of the industry, hospitality professionals can foster innovation, resilience,

and sustainable success in an ever-evolving landscape.

However, it is evident that no single leadership theory can fully address the complex
needs of the hospitality industry. Transformational leadership, which encompasses
various elements such as inspiring and motivating employees, fostering creativity,
and encouraging personal growth, emerges as particularly promising in this context.
As the world changes, society evolves, and views shift, what may be considered
effective leadership in one country or context may not necessarily translate to
success in another. Therefore, hospitality managers must embrace adaptive and
transformational leadership strategies that draw from multiple theories and are

responsive to the evolving landscape of the industry.
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