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Critically evaluate the different approaches to leadership and their effectiveness within hospitality industry


An effective leadership approach in the hospitality industry is integral to the success of hotel organisations since it ensures appropriate management of employees and provides a better customer experience. The success of organisations in the hospitality industry depends on the effectiveness of the leadership approach adopted, which is necessary for creating a positive work environment. Leadership approaches like transformational and servant leadership styles that inspire and motivate employees are the most preferred in the hospitality industry (Susanto et al., 2023). Mullins (2020) observes that the transformational and servant leadership styles enable leaders to create a positive work environment that fosters creativity, collaboration, and motivation, which are crucial to positive customer experience in the hospitality industry. As a result, the essay will examine the pros and cons of Blake and Mouton, McGregor’s X and Y Theory, and Adair’s Model of ACL theories. It will also explore the preferred managerial styles in the hospitality industry and provide a link between the effectiveness of the leadership approaches and the role of managerial leadership in the hospitality industry. 
Many leadership theories can be applied to understand the context of leadership and management in the hospitality industry. For instance, Mullins (2020) explains that Blake and Mouton’s theory provides a framework for determining the behavioural styles of leaders based on their concerns for employees and workplace productivity. The managerial grid model defines the degree to which leaders are concerned with employees’ needs and well-being against their emphasis on achieving organisational objectives and completing scheduled tasks (Benmira & Agboola, 2021). The theory is beneficial since it enhances leaders’ self-awareness and enables them to identify opportunities for improving their leadership skills (Mullins, 2020). However, the model does not consider the internal and external limits of leaders in different situations, making it challenging to improve a leader’s performance. 
Consequently, Adair’s Model of action-centred leadership (ACL) approach can be applied to develop coherence between management and leadership perspectives to identify skills that leaders can improve on through experience (Mullins, 2020). It emphasises the development and building of employee teams to facilitate productivity and achievement of tasks, which is the cornerstone of organisational success in the hospitality industry. The advantages of the theory include its practicality, which indicates the ability to teach individuals specific leadership competencies that can help them succeed in the hospitality industry (Mullins, 2020). However, organisations with linear structures perceive that the theory is restrictive and simple, increasing the risk of imbalance in leadership elements (Mullins, 2020). It also promotes autocratic leadership, whereby leaders are controlled and compelled to adhere to specific leadership competencies. 
Additionally, McGregor’s X and Y Theory assumes that managers’ leadership styles are affected by their perceptions about what motivates the employees. Mullins (2020) explains that Theory X refers to an authoritarian management style, whereby leaders become authoritative when they perceive that the employees are less motivated or not committed to their work. Similarly, Aykut (2019) observes that leaders can employ a participative approach (Theory Y) in management when they have employees who are responsible and proud of their work. Theory X enables leaders to control and effectively manage productivity among employees, while Theory Y enables leaders to establish a highly productive work environment due to increased employee engagement and motivation (Aykut, 2019). However, the Theory X is restrictive and increases the risk of resistance among demoralised employees, resulting in low retention rates within the organisation (Mullins, 2020). Similarly, the Theory Y does not restrict employee activities, which may increase their potential of losing focus to the organisational objectives or strategy.
Basically, the three theories are similar since both focus on improving an individual’s leadership competency and skills required to achieve positive leadership outcomes in organisations. Blake and Mouton’s framework helps identify improvement opportunities for leaders, while Adair’s model of ACL facilitates the teaching of leadership competencies required for organisational success. (Mullins, 2020). Similarly, McGregor’s X and Y theory emphasises the need for leaders to be authoritative or take a participative approach to leadership, depending on the scenario, as long as productivity is achieved (Mullins, 2020). Thus, the identified leadership theories enable leaders to achieve success and positive work outcomes.
Notably, organisations in the hospitality industry employ various management styles to improve success and maintain a competitive edge in the market. Vargas-Sevalle, Karami and Spector (2020) observe that the most preferred managerial styles in the hospitality industry include transformational and transactional leadership approaches. The transformational leadership approach emphasises employee inspiration and motivation in achieving the organisation’s objectives (Buil, Martínez & Matute, 2019: Mullins, 2020). Transformational leaders effectively communicate their goals and values, which inspires transformation and allows employees to discover and leverage their potential in helping the organisation succeed (Vargas-Sevalle, Karami & Spector, 2020: Sürücü, Maşlakcı & Şeşen, 2021). The leadership style is preferred by many hotel brands since it inspires motivation and commitment among employees, resulting in improved productivity and customer experience. It also focuses on employee development, which encourages innovation and improvement of service delivery among the employees. 
For example, the success of Marriot Hotel in achieving the best outcomes for its employees can be attributed to the transformational leadership approach. Marriot Bonvoy (2024) illustrates that the hotel’s management has established an apprenticeship program to enhance employee development and innovation. Its employee reward structure, consisting of benefits like paid leave and bonuses like a 20% discount on food across its stores, also aims to motivate and inspire employees to improve productivity (Kanner, 2023). Thus, the transformational leadership approach has enabled Marriot Hotel to achieve positive work outcomes among its employees.
For instance, Aftab et al. (2023) investigated the association between transformational leadership and job performance across luxury hotels in Italy. The structural modelling equation (SME) analysis of the collected data indicates improved job performance, innovation, and employee engagement in hotels managed by transformational leaders. The researchers recommended that hotels recruit managers with transformational leadership skills like charisma to ensure productivity and success. Shah et al. (2020) concurs with the above findings in their study on the impact of transformational leadership on innovation across the Malaysian hotel industry. The researcher utilised questionnaires to collect data across five-star hotels in the country. Their findings indicate a positive influence of the leadership style on innovation among the employees. Therefore, the preference for transformational leadership in the hotel industry is attributed to its ability to inspire positive employee performance. 
Servant leadership style is also preferred in the hospitality industry since it promotes a positive work environment (Bavik, 2020). The leadership style emphasises employee feedback, collaboration, and innovation (Ye, Lyu & He, 2019). Leaders using the leadership style can effectively nurture a culture of trust and respect, which improves employee commitment to the organisation’s values and objectives. Elche, Ruiz-Palomino and Linuesa-Langreo (2020) observe that the servant leadership style promotes organisational citizenship behaviour among employees, which is crucial to the success of hotels. Hotels are service-oriented businesses that rely on employee empathy towards collaboration to achieve positive outcomes. Thus, using servant leadership can help them improve service delivery to customers.
For example, Premier Inn hotel in the UK employs a servant leadership approach in its management structure. Whitbread PLC (2022) illustrates that the organisation has maintained a competitive edge in the market due to its strong emphasis on innovation and collaboration to improve employee productivity. It has also established clear communication channels to facilitate interaction between employees and the management (Whitbread PLC, 2022). These attributes have enabled the hotel to establish an organisational culture that focuses on flexibility, stewardship, and collaboration among employees. Thus, Servant leadership is an effective management style for customer-oriented organisations since it promotes a positive customer experience. 
 	Ye, Lyu and He (2019) investigated the impact of servant leadership on proactive customer service performance (PCSP) among employees based on passion, customer orientation, and self-esteem of individuals. They utilised structural equation modelling to analyse data collected from 8 hotels in China. Their findings demonstrate that the leadership approach improved employees' harmonious passion and customer orientation. In this case, the organisational leaders effectively influenced stewardship and commitment among the employees through the servant leadership approach. Similarly, Ruiz-Palomino and Zoghbi-Manrique-de-Lara (2020) also investigated the influence of servant leadership on employee creativity in the hospitality industry. They analysed samples collected from 259 Spanish hotels using structural equation modelling and found that effective leaders employ servant leadership to inspire creativity among employees. The leadership style motivates and supports employees to pursue innovation, resulting in positive career development and improving the organisation’s competitiveness in the hotel industry (Bavik, 2020: Ruiz-Palomino and Zoghbi-Manrique-de-Lara, 2020). Henceforth, hotels should adopt the leadership approach to elevate their competitiveness in the highly competitive service industry.
Rabiul, Patwary, and Panha (2022) observe that new technologies have encouraged hotels to develop innovative approaches to improving guest satisfaction, such as smart room service and online booking for hotel services, as evident in Premier Inn Hotel. The hotel implemented these technological innovations to align with the changing consumer preferences in the technology-oriented business world. In this case, the servant leadership styles in the hotels have fostered employee creativity for the long-term competitiveness of the hotels. Qiu, Dooley and Xie (2020) explain further that servant leadership enhance employee engagement and self-efficacy to acquire service-oriented behaviours necessary in the hospitality industry. Thus, servant leadership fosters service-oriented behaviours and high work performance systems in organisations.
According to Mullins (2020), the transformational and servant leadership approaches are crucial to the function of managerial leadership since they facilitate the creation of an organisational culture that aligns with its strategy and objectives. Effective managerial leadership can be influenced by leaders who can lead and influence change among employees. In this case, the identified leadership styles enable leaders to influence positive behaviours among the employees, ensuring employee satisfaction, which is necessary for improved customer experience. For instance, Yang, Luu, and Qian (2021) observe that the transformational leadership approach allows leaders to communicate their objectives clearly and inspire employees to change their behaviours based on the communicated objectives. Similarly, servant leadership enable leaders to establish a positive work environment through teamwork and innovation (Gui et al., 2021). Therefore, the leadership approaches align with the key managerial leadership function of leading employees by fostering creativity, collaboration, and motivation.
Henceforth, successful hotels in the hospitality industry can effectively manage and provide a better customer experience due to the availability of effective leadership approaches. These organisations rely on leaders to inspire positivity among employees, which can enhance the provision of excellent services that satisfy customers. Leadership theories like Blake and Mouton, McGregor’s X and Y theory, and Adair’s Model of ACL are necessary for understanding the context of organisational leadership in the hospitality industry. Blake and Mouton’s theory enhances leaders’ self-awareness and enables them to identify opportunities for improving their leadership skills. Consequently, Adair’s Model of ACL can be applied in developing coherence between management and leadership perspectives to identify skills that leaders can improve through experience. Also, McGregor’s X and Y theory demonstrates that leaders can apply authoritarian (Theory X) or participative (Theory Y) to achieve organisational productivity. 
Moreover, organisations in the hospitality industry prefer transformational and servant leadership approaches to foster employee and customer satisfaction. The transformational approach emphasises employee inspiration and motivation in achieving the organisation’s objectives and allows leaders to communicate their values and objectives to employees effectively. Marriot Hotel uses a transformational leadership style, which has enabled it to achieve employee and customer satisfaction. Consequently, the servant leadership approach focuses on creating a positive work environment through employee feedback, collaboration, and innovation. Premier Inn has adopted the servant leadership style based on its strong emphasis on innovation and collaboration to improve employee productivity. Therefore, hotels should adopt transformational and servant leadership approaches to facilitate positive employee performance and customer satisfaction.
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