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


In the contemporary landscape of organisational management, effective leadership is integral to achieving strategic objectives and fostering a positive work environment. This research delves into the diverse spectrum of leadership approaches, examining their impact on key managerial functions such as planning, organising, leading, and controlling. By exploring renowned leadership theories and their real-world applications, this study seeks to unravel the intricate interplay between leadership styles and managerial functions. Through this comprehensive analysis, we aim to contribute valuable insights to the ongoing discourse on effective leadership practices and their implications for organisational success and employee engagement.
Leadership is a multifaceted concept that has been examined through various theoretical frameworks, and several prominent theories have shaped our understanding of effective leadership. This discussion will explore key theories, including Blake and Mouton's Managerial Grid, Adair's Model of Action-centred Leadership (ACL), and McGregor's X and Y Theory, providing insight into the diverse perspectives on leadership.
The Managerial Grid, introduced by Blake and Mouton, evaluates leadership behaviour based on two dimensions: concern for people and concern for production (Blake & Mouton, 1964). The resulting 9x9 matrix categorizes leaders into different styles, such as Team Leader for those emphasizing both concerns and Impoverished Leader for those with low scores on both dimensions.
Adair's Model of Action-Centred Leadership (ACL) emphasizes achieving the task, building and maintaining a team, and developing individuals (Adair, 1973). According to ACL, effective leaders must balance their focus across these three core areas, recognising the importance of situational leadership and adaptability to diverse scenarios.
McGregor's X and Y Theory categorise leaders based on assumptions about human nature and motivation (McGregor, 1960). Theory X assumes that individuals are inherently lazy and need strict supervision, while Theory Y assumes intrinsic motivation, responsibility-seeking behaviour, and the ability to excel with autonomy. This theory highlights the profound impact of a leader's beliefs on managerial approach and its consequent influence on employee behaviour.

The comparison and contrast of leadership theories provide a nuanced perspective on the complexities of effective leadership, drawing on insights from various scholarly works. In examining Blake and Mouton's Managerial Grid, Adair's Model of Action-centred Leadership (ACL), and McGregor's X and Y Theory, we gain a comprehensive understanding of the strengths and weaknesses inherent in different approaches.
Blake and Mouton's Managerial Grid, a foundational work in leadership theory, emphasizes concern for people and concern for production as dual dimensions (Blake & Mouton, 1964). The simplicity of the grid facilitates an easy identification of leadership styles. However, scholars such as Daft and Lane (2007) argue that this model may oversimplify leadership dynamics, neglecting the situational and individual variations that influence effective leadership.
Adair's ACL, as expounded by Adair (1973), presents a dynamic leadership model, considering task accomplishment, team dynamics, and individual development. The model's adaptability to various contexts is a notable strength, allowing leaders to navigate the multifaceted nature of their roles. Yet, concerns arise regarding the potential challenge of balancing multiple priorities simultaneously (Bolden, Gosling, Marturano, & Dennison, 2003).
McGregor's X and Y Theory, foundational to understanding leadership attitudes, posits contrasting views on employee motivation (McGregor, 1960). This theory, discussed by Cummings and Worley (2014), provides insights into the impact of leaders' beliefs on managerial approaches. However, it has faced criticism for oversimplifying the intricacies of human behaviour and motivation (Hatch & Cunliffe, 2006).
The comparative analysis of these theories reveals fundamental differences in their conceptualisation of leadership. Blake and Mouton's Managerial Grid provides a visual tool for classification, Adair's ACL emphasizes adaptability, and McGregor's X and Y Theory delves into core beliefs shaping leadership behaviour. Integrating these insights, Northouse (2018) suggests that leadership effectiveness often depends on the leader's ability to employ a range of styles suited to different situations.

In the dynamic and customer-centric hospitality industry, effective managerial styles play a pivotal role in ensuring operational excellence, staff motivation, and overall guest satisfaction. Examining preferred managerial styles within this context involves considering leadership theories, interpersonal skills, and adaptability to the unique demands of the industry.
Transformational leadership is often considered a preferred managerial style in the hospitality sector. Transformational leaders inspire and motivate their teams by fostering a shared vision, encouraging creativity, and developing a positive organisational culture (Bass & Riggio, 2006). This approach can be particularly beneficial in an industry where delivering exceptional guest experiences is crucial for success.
Moreover, situational leadership is highly relevant in the hospitality sector due to its adaptability to diverse scenarios. Hospitality managers often face varying challenges, from handling guest complaints to coordinating large-scale events. Situational leaders, as proposed by Hersey and Blanchard (1969), can adjust their leadership style based on the specific needs of each situation, ensuring effective problem-solving and team management.
In the fast-paced and service-oriented nature of the hospitality industry, transactional leadership also finds applicability. This style involves setting clear expectations, providing rewards for performance, and addressing deviations from established standards (Bass & Riggio, 2006). Transactional leaders ensure that operational protocols are followed diligently, contributing to efficiency and consistency in service delivery.
Servant leadership is gaining recognition as an effective managerial style in the hospitality sector. With a focus on serving the needs of both employees and guests, servant leaders foster a supportive and collaborative work environment (Greenleaf, 1970). This approach aligns well with the hospitality industry's emphasis on creating positive and memorable experiences for guests through engaged and satisfied employees.
Furthermore, the adaptive leadership model is relevant in the context of the hospitality industry's ever-changing landscape. Heifetz and Linsky (2002) argue that adaptive leaders are capable of navigating uncertainty, encouraging innovation, and facilitating organisational change. In a sector where trends, customer preferences, and external factors evolve rapidly, adaptive leaders can guide their teams through transitions and ensure continuous improvement.

In the ever-evolving landscape of the hospitality industry, various organisations and leaders exemplify distinct managerial styles that contribute to their success and industry influence. Examining specific examples helps to illustrate how these leadership styles manifest in real-world contexts.
Marriott International, a global hospitality giant, is often associated with transformational leadership. The company's former CEO, Arne Sorenson, demonstrated a transformative approach by emphasizing a customer-centric culture, employee empowerment, and innovation. Sorenson's leadership played a pivotal role in Marriott's growth and adaptation to emerging trends in the industry (Marriott International, 2021; Bass & Riggio, 2006).
Situational leadership is evident in the practices of Four Seasons Hotels and Resorts. Known for its luxurious and personalised service, Four Seasons adapts its leadership style based on the unique needs of each property and its local context. By allowing on-site managers flexibility in decision-making, Four Seasons achieves consistency in service excellence while catering to diverse guest expectations (Four Seasons, 2021; Hersey & Blanchard, 1969).
The transactional leadership style is exemplified by the practices of Hilton Worldwide. Under the leadership of its former CEO, Christopher J. Nassetta, Hilton prioritised setting clear expectations and rewarding performance. Nassetta's emphasis on financial discipline, loyalty programs, and operational efficiency reflects transactional leadership principles, contributing to Hilton's sustained success in the hospitality sector (Hilton Worldwide, 2021; Bass & Riggio, 2006).
Southwest Airlines is a notable example of a company embodying servant leadership. Herb Kelleher, the co-founder and former CEO, was renowned for his servant leadership philosophy, emphasizing employee well-being and a customer-first mentality. Kelleher's approach fostered a unique organisational culture that valued collaboration and mutual support, contributing to Southwest's reputation for exceptional customer service (Southwest Airlines, 2021; Greenleaf, 1970).
In terms of adaptive leadership, the example of Airbnb stands out. Brian Chesky, the co-founder and CEO, displayed adaptive leadership by steering the company through significant shifts in the travel and accommodation industry. Chesky demonstrated the ability to innovate and pivot Airbnb's business model during challenging times, showcasing the essential characteristics of adaptive leadership (Airbnb, 2021; Heifetz & Linsky, 2002).
Effective leadership approaches are intrinsically linked to the key functions of managerial leadership, influencing organisational outcomes and employee performance. Leadership styles and behaviours directly impact how managers fulfil their roles, such as planning, organising, leading, and controlling, which are fundamental managerial functions.
Transformational leadership, characterised by inspiration, motivation, and a focus on collective goals, is linked to effective planning. Leaders who inspire a shared vision and encourage innovation contribute to strategic planning processes (Bass & Riggio, 2006). This approach aligns teams with organisational objectives, fostering a proactive and forward-thinking planning environment.
Organising, another critical managerial function, is influenced by situational leadership. Leaders who tailor their approach based on the readiness and capabilities of their team members enhance organisational structure and coordination (Hersey & Blanchard, 1969). By adapting to different situations, managers can effectively organise resources, assign tasks, and ensure that teams operate cohesively.
Transactional leadership, emphasizing clear expectations, rewards, and performance monitoring, plays a vital role in the controlling function of managerial leadership (Bass & Riggio, 2006). Through transactional mechanisms, leaders maintain standards, enforce policies, and monitor progress, ensuring that organisational objectives are met, and deviations are addressed promptly.
Servant leadership contributes to the leading function by fostering employee engagement and development. Leaders who prioritise the well-being of their teams and serve their needs create a positive work environment, enhancing morale and commitment (Greenleaf, 1970). This, in turn, facilitates effective leadership in the leading function, promoting teamwork and individual growth.
Adaptive leadership is particularly relevant to the leading function in dynamic environments. Leaders who embrace change, encourage innovation, and navigate uncertainties contribute to the agility and responsiveness of the organisation (Heifetz & Linsky, 2002). Adaptive leadership aligns with the leading function by guiding teams through transitions and fostering a culture of continuous improvement.
In summary, the effectiveness of leadership approaches is intricately tied to the key functions of managerial leadership. Transformational leadership supports strategic planning, situational leadership enhances organisational structure through effective organising, transactional leadership contributes to control mechanisms, servant leadership promotes positive leading functions, and adaptive leadership aligns with leading in dynamic and changing environments (Bass & Riggio, 2006; Hersey & Blanchard, 1969; Greenleaf, 1970; Heifetz & Linsky, 2002). Understanding these links allows organisations to optimize leadership practices for comprehensive and impactful managerial leadership.

In conclusion, this research illuminates the critical linkages between leadership approaches and key managerial functions, underscoring their profound impact on organisational dynamics. From transformational leadership's influence on strategic planning to adaptive leadership's role in navigating change, each approach contributes uniquely to the managerial landscape. Real-world examples have illustrated the practical implications of these theories. As organisations continue to evolve, understanding and applying diverse leadership styles is paramount. This study provides a nuanced understanding of how leadership practices shape managerial functions, offering valuable insights for leaders and organisations aiming to cultivate effective leadership strategies in the dynamic and ever-changing business environment.
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