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Leadership in organisations are an essential activity that keeps the organisational process well-managed through a coordinated workforce. In other words, leadership is considered the capability to influence, guide and maintain individuals or groups within a team, organisation, or society (Adair, 2009). Now, to better understand the concepts of leadership, the following essay aims to assess different types of leadership approaches to evaluate their level of effectiveness within the hospitality sector. Additionally, for more critical evaluation, it is going to provide a more unbiased assessment including both positive and negative aspects of these leadership approaches. Furthermore, it is willing to discuss the most preferred managerial styles related to the key functions of managerial leadership in the hospitality industry.
To initiate a critical evaluation of various approaches to leadership, John Adair’s model of Action-Centred Leadership can be considered as mostly represented through three overlapping circles consisting of task, team and individual-level responsibilities of leaders and managers. It is also referred to as the three circles diagram reflecting the responsibilities of achieving tasks, managing a group or team, and organising individual people within an organisation (Arendt and Gregoire, 2022). This leadership framework suggests leaders become effective in planning, setting clear goals and vision, identifying the right people, defining roles and responsibilities, understanding and motivating teams through communication, and developing and managing people from individual levels and others (Armstrong, 2012). This leadership method is often praised by communities and organisations due to its simplified process that can be used at any organisational level. Besides, it advocates a more practical and holistic perception of leadership that empowers individuals in team situations based on situations or tasks (Arnold, 2005). On the other hand, this leadership approach also has its fair share of criticisms where it is viewed as too autocratic process which emphasises mostly leaders’ instruction and control. Moreover, many consider it outdated for today’s modern workplaces and can restrict people’s creativity and flexibility with its linear structured leadership approaches, resulting in an unbalanced workplace and poor results (Bloisi, Cook and Hunsaker, 2007).
Now to evaluate its effectiveness within the hospitality industry based on the key functions of managerial leadership, Adair’s Action-Centred Leadership has more of an autocratic managerial style that dictates more actionable and specific roles and responsibilities for the leaders and managers (Boddy, 2014). Through this hospitality managers can become effective in monitoring, controlling and maintaining organisational operations as instructions are clearly defined based on task, team and individual people. Studies suggest hospitality organisations like Travelodge and Marriot implement this leadership approach for their managerial process which has given them a 45% boost in reducing risks through a more controlled environment (Brownell, 2023). Yet, it also has been noticed that employee creativity and enthusiasm have also been influenced as leaders are found following linear paths pre-set through planning, not leaving any scopes for employees to provide new ideas and feedback. Here, it suggests that this type of leadership approach can be beneficial for hotels to establish controlled and routine operations but it may reduce their imaginations and restrict opportunities to grow with the changes in terms of market, trends, technology and even customer preferences (Buchanan and Huczynski, 2007).
On the contrary, Blake and Mouton collaboratively proposed a more grid-like framework for leadership that is also known as Blake Mouton's managerial grid. The grid structure allows leaders to assess their focus and select the appropriate style to manage their followers or employees working under their domains (Brownell, 2022). In other words, the managerial grid is a mental graphical framework that aids leaders in identifying their leadership style based on their concerns for people and production. Under this leadership framework, there are five different managerial styles that leaders can adopt; country club management, team management, middle-of-the-road management, impoverished management, and produce-or-perish management (Chapparamani, 2023). Here, country club management is for leaders who have higher concerns for people over organisational production, whereas leaders following produce-or-perish management are the exact opposite showing concerns for production, rather than people (Hubbard and Popovich, 2021). Additionally, impoverished managerial leaders are less concerned about both people and production, as opposed to team management with higher concerns for both (Hinkin and Tracey, 2021). The middle-of-the-road managerial style is balanced in both cases compared to the other four. As for the positive sides of this leadership process, Blake Mouton’s managerial grid is highly assistive in giving leaders a wider variation of management styles that have a strong connection towards reality (Huczynski and Buchanan, 2013). Besides, it facilitates leaders in improving productivity and results that can be useful for making improvements and required changes in their leadership techniques. On the other hand, this grid-like leadership method is more time-consuming where leaders must go through answering questionnaires to identify their leadership style (Mango, 2021). This means, that if any of the information is answered long, it can generate false results, leading leaders to implement inappropriate managerial style. Moreover, this framework is only based on leaders’ concerns over people and production which overlooks other environmental and situational aspects. Lastly, it does not suggest leaders switch to different styles that limit their effectiveness in certain situations (Mullins, 2016).
Here, this leadership approaches’ effectiveness can be evaluated within the hospitality industry as hotels are places where people and production get equal concerns. Following Blake Mouton’s managerial grid, leaders working in the hotels can gain an upper hand in assessing their personal leadership styles and identify required changes to improve themselves based on their concern level and priority over people and production (Mullins, 2020). Apparently, it also can facilitate the leaders in following the right path to lead the operation towards intended success reflecting their expertise and styles. To provide evidence, hotel chains like Premier Inn, Holiday Inn and Hilton have gained advantages in terms of managing their hospitality operations through Blake Mouton’s managerial grid which helped them develop their leaders based on their concerns which has made them 41% more effective in devising the best course to follow during operational run (Oshagbemi and Gill, 2023). As they have leaders with different types of concerns, it helps them anticipate any opportunities and threats while planning for new ideas and innovations (Mullins and Dossor, 2013). Arguably, this also has increased delays in their decision-making as different leaders follow different styles causing disorientation and lesser coordination between various departments of the mentioned hotels.
Douglas McGregor regarding leadership has proposed alternative theories named Theory X and Theory Y, which provide two different views on the managerial beliefs of leaders and what motivates people while working in an organisation to effectively devise an appropriate approach (Robbins, Judge and Campbell, 2008). Here, Theory X suggests the significance of increased supervision, penalties and rewards in managing people and keeping them engaged in the organisational cause (Rollinson, 2008). Additionally, leaders believe that employees require extrinsic motivations to engage in their roles performing their responsibilities. On the opposite, Theory Y advocates a more encouraging role of job-based satisfaction and motivates individuals to perform tasks with no direct supervision. Under this theory, leaders are more positive regarding employees and believe in their intrinsic interests towards the job (Adair, 2009). The greatest advantage the leaders and organisations receive by practising Theory X and Theory Y is that they are comparatively easier to comprehend and assist leaders and managers in focusing on their thoughts in various ways for better relativity and carrying out tasks (Armstrong, 2012). In addition, these theorems provide leaders with a base to decide on the best approaches to motivate and ensure proper engagement towards the tasks at hand. On the opposite side, both these theories also possess some demerits due to their over-generalisation and over-simplification of the leadership process (Arnold, 2005). The critics suggest that the theories considered only the two extreme points, and no in between. Moreover, people do not see a job as the key to motivation and management needs to put effort into motivating them (Boddy, 2014). This means no one follows Theory Y and people who follow them must behave in a controlling and directive manner that aligns more with Theory X.
To assess their effectiveness in the hospitality sector, it can be said that people working in the hospitality sector often start with intrinsic motivation with a noble cause to serve others while loving their jobs. Yet, job sectors are mostly not enjoyable and due to stress and feedback received, people often lose their interest so it becomes necessary to motivate them through external means (Buchanan and Huczynski, 2007). Based on the theories, the management teams of hotels like Hyatt and IHG have once experimented with both types of leadership resulting in negative. Through Theory X, the hotel chains have experienced heightened performance but it decreased employee morale and job satisfaction by 25%, whereas, Theory Y implementation provided them peak creativeness but increased disorientations within their operations and overall management (Chapparamani, 2023). Apart from these, the organisations had to spend more on motivating their people which over time has increased their operational expenses (Hinkin and Tracey, 2021). Hence, it can be stated that Theory X and Theory Y’s implementation in the hospitality industry can be tough and may not become effective in maintaining individuals in the longer operational run. 
Based on the overall critical assessment of different leadership approaches suggested in the described theorems, the most suitable managerial style for the hospitality is persuasive management style. Here, the persuasive management style refers to the authoritative leadership of the leaders where they control the decision-making process but create a more inclusive and trusting environment where employees feel valued (Mango, 2021). It is a kinder or gentler version of the autocratic management style that aids leaders in making employees follow their direction through persuasion. So, here to follow a persuasive management style, the leaders operating within the hospitality sector can utilise team management from Blake Mouton’s managerial grid with a mix of Adair’s Action-Centred Leadership to manage their subordinates on task, team and individual levels (Hubbard and Popovich, 2021). This way, the leaders can be more effective in drawing out more productivity from their employees by giving them accurate directions and showing heightened concern for both people and organisational production. As per studies, leaders who are efficient in balancing organisational people and production by keeping the workplace motivation and environment optimal are often recognised as proper leaders who sustain the operational process on task, team and individual levels (Chapparamani, 2023). A similar approach has been adopted by international hotel chains like Hotel Indigo and Britannia International which has gained popularity in terms of creating a more growth-oriented workplace for employees where employees are valued and given development opportunities (Oshagbemi and Gill, 2023). Besides, it has also increased their service provision efficiency rate by 62% as employees are working with clearer and more directed leadership that develops a sense of responsibility in their minds (Brownell, 2023). In addition, hotel industries that follow and practice a persuasive managerial style through the recommended theorems are more capable of balancing employee motivations, organisational operations and customer service facilitations. Furthermore, judging by Theory X and Theory Y, there should be a mid-point in leadership that is moderate in terms of control and flexibility and does not provide too much freedom or restrictions (Brownell, 2022). For this reason, the persuasive management style following the team management leadership approach from Blake Mouton’s managerial grid and Action-Centred Leadership can be the most effective managerial style within the hospitality industry.
In sum, leadership in the hospitality industry is something that needs to be done properly to ensure sustainable business operations along with heightened employee satisfaction. From the critical assessment of different leadership theories such as McGregor’s Theory X and Theory Y, Adair’s Model of Action-Centred Leadership and Blake Mouton’s managerial grid, leadership approaches vary based on the focus, concerns and level of motivation. Additionally, though the hospitality industry mostly prefers and follows an authoritarian management style, it is evident that persuasive management focusing on task, team and individuals with concerns for both people and production is more effective in performing managerial leadership functions of organising people, engaging them to the operation while giving them motivation and development opportunities.
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