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[bookmark: _Hlk156842521]„Organizations are a collection of the mindsets, attitudes, and values of the people that work within them” (Harvard Business Review ,2023). 
Organisational behavior is a crucial aspect of human resources. Understanding better the individuals, why and how they perform in certain ways, helps organisations recruit, place and retain staff in positions where they perform at their best and help the organisation achieve its goals. Organisational behavior theories and concepts aim to recommend best practices to enhance the performance and improve management within different types of organisations. Some of these theories include McGregor's X and Y Theory, The Great Man Theory, Adair’s Model of Action Centered Leadership, Blake and Mouton’s managerial grid, or more modern approaches such as Daniel Goleman’s „Emotional Intelligence in Leadership” or Vroom’s Expectancy Theory. 
In Armstrong’s opinion (2010), Human Resource Management deals with how people are employed and managed in organisations; the result of good people management is a successful company that will reach its goals through its employees.
This essay will focus on the ways different hospitality businesses adopt and adapt one or several of these leadership models in order to create a productive, “Great place to work”. True leaders are curious about their staff, learning about their skills, motivations, values and how to use these to benefit both the organisation and the individual, and create a powerful corporate culture. Organisational behavior research is needed to identify skills, abilities, and competencies essential for a job, recruit the best candidates and allow managers to discover employees and use their skills at maximum potential.  As Mullins (2019) noted, today’s world is in a constant change and uncertainty so „organisational survival and success is dependent upon satisfying the needs and expectations of people at work in order to achieve or exceed the goals of the organisation”, and this requires an environment in which people will be motivated to work and be effective.  
The Great Man theory (Trait theory) by Thomas Carlyle is one of the oldest leadership theories in the field. After comparing great leaders as Julius Caesar, Napoleon or Mahatma Ghandi, Carlyle stated that leaders are born with certain traits that set them apart. Carlyle’s theory started the study of leadership and Ralph Stogdill, was one of the researchers who continued it. After conducting two surveys (1948, 1974) he compiled a list of features defining leaders, based on how individuals in different groups became learders, implying that leadership was determined by situational factors. The second survey, though, validated that „personality factors and situational factors were determinants of leadership” (Northouse, 2018). As the study of leadership evolved it became  widely accepted that leadership was not based on specific characteristics. The best leaders are those able to adapt the approach to meet the challenges of the task at hand and the needs of their staff.
McGregor’s X and Y Theory describe two contrasting management styles that are based on managers’ opinions about their employees and what motivates them in work.  Managers X believe people are lazy by nature, resistant to change, avoid responsibility, prepared to be led, motivated only by reward or punishment. All this leads to an authoritarian leadership style in which people are controlled in order to achieve the company’s goal, the manager using his authority to get things done. In opposition, managers Y believe that staff can be responsible and motivated, work hard and be happy to accomplish the common goal, employees participating in solving the tasks. Both styles have their advantages and disadvantages as some people prefer an authoritative leader and thrive, while others can not work well under such strict terms. Some people love the freedom, but others do not feel comfortable with having no boundaries as in Theory Y. According to studies, highly competitive industries and big companies use McGregor’s Theory x as leadership style, mainly because of the organisation’s size. 
Blake and Mouton’s managerial grid divides managers into people oriented and task oriented. The Managerial Grid Theory helps managers to identify their leadership style according to their concern for people or concern for results (Adair, 2019). The grid identifies five types of leaders: Impoverished, Produce or Perish, Middle of the Road, Country Club, and Team Management. The first style is the least prefered as it brings no results for the business and has no concern for the staff either. Abby Cabral manager of DownCity , Rhode Island is the embodiment of the impoverished leader on the grid, whose management is detrimental to the business, takes no input from staff and treats them badly, and she even fires customers for not agreeing with her (Kitchen Nightmares USA, 2011).  Chef Gordon Ramsay came to help revamp the restaurant as it was not making money, staff and customers were not happy, but Abby would not admit she was a bad manager. After a short success with Ramsay’s intervention, DownCity closed down for good. 
The task-centric leaders are higly focused on results but do not have concerns for the people who are working for them (9/1). This is an authoritarian type of management that resembles MCGregor’s Theory X, where people have to be told and controlled in order to get things done. Donald Trump and Elon Musk fall into this leadership style. One example of autocratic leadership in hospitality is Leona Helmsley. She was a very successful estate agent broker in New York in the 1960s. When she married Harry Helmsley, one of the richest men in America, she became the owner of several hotels that she managed with an iron fist. She became known „Queen of the mean” for her harsh decisions and because she was treating her staff very badly and disrespectfully, giving orders and expecting things to be done. Under her strict management the hotels kept high standards of service, but with little consideration to the people who worked for her. She considered herself strict and tough, but fair. „If you are being paid to do something, you do it. If you’re not doing it, I’m  tough, and you can’t work for me” she admitted in a CBS interview (Youtube, 2023). Despite having a bad reputation among her staff, Leona Helmsley achieved success and recognition for running the hotels. 
Carnival Cruise Lines is another hospitality company that fits into McGregor’s Y Theory. With over 40.000 employees working both on land and on the cruise ships, according to theory they would apply an autocratic leadership style, due to the size of its operations. While there are specific rules and procedures to be followed as company standard, Carnival Cruise Lines has a collaborative leadership style which has proved successful over the years and brought the company, staff and customer loyalty. The company promotes positive atmosphere and offers opportunities for promotion and professional development to all employees, organises lots of fun events for staff to enjoy after their hard work. They also provide consistent training in all areas of work and personal development opportunities such as learning new skills. In 2019, CCL was named one of the Great Places to work  (Great Place to Work, 2019) in the US, after nearly 80% of staff agreed they enjoy working for the company, and they are proud of their job and of what they achieve. Christine Duffy, president of Carnival Cruise Lines admitted she was very proud about the collaborative environment that they are fostering across company and there is no better recognition of this but the fact that employees feel happy, respected and valued and they say it in a public way (Cruise Hive, 2019).
The complete opposite of a task-centric leader on the Blake and Mouton grid is the Team management at (9/9), considered the ideal space for a leader. The team management is concerned with both the task and the people working on the task. As ideal leader models, Team management know how to motivate their staff, create a great environment where people can be productive and creative, and achieve the collective goals. Craig Poole, general manager of Doubletree by Hilton Reading and Horst Schultze, one of the co-founders of The Ritz-Carlton are some of the best examples of Team management leaders in hospitality. Both of them are visionary men, transformational leaders, who are concerned with both the people who work for them and the results of the team. Transformational leadership can be very effective for any type of business, but especially for hotel management, as it can create a sense of commitment, purpose and enthusiasm among both the staff and the guests.  It can lead to innovation, improve the performance and drive competitiveness of the hotel. A transformational leader will push its team to constantly improve and adapt to the ever changing demands of customers.  
 As manager, Craig Poole is characterised by a strong oversight in task-centeredness. He realised that success is achieved by caring for his people and leading them by example.  According to Poole, his philosophy of leadership is built on creating strong relationships with his team and encouraging  communication. Poole fosters a work environment  that promotes participation and job satisfaction, his staff know that he will always „be behind them” to support. He understands how important  personnel retention is and he is looking for people who genuinely care and want to provide the greatest possible service to the hotel’s guests. As Burns (1978) noted “The result of transforming leadership is a relationship of mutual stimulation and elevation that converts followers into leaders and may convert leaders into moral agents” .
Marriott International has been recognised for decades for their leadeship excellence and have won numerous awards. Their leadership style falls into Blake and Mouton’s grid at team management but also in Adair’s leadership theory and McGregor’s Theory Y: they are focused both on results, achieving great customers service and on their staff well-being and empowerment, and they know the first relies heavily on the second one. „Take care of associates and they will take care of the customers” was the philosophy of Marriott’s founder almost a hundred years ago, which proved successful and became  deeply rooted in the company DNA (Marriott, 2023). Marriott’s success comes from „putting people first”, they are focused on their employees’ experience, training them, embracing their differences and empowering them to feel accomplished in their jobs and create that unique customer experience. 
 In 2023 Marriott has ranked first position in the Hotels, Resorts and Casinos Cathegory of Fortune magazine’s  World’s Most Admired Companies (Marriott, 2023). Every year, Fortune makes a top of companies with the strongest reputation in their domaine and aknowledges their abilities and commitment to innovate, to attract and retain quality staff, to social responsibility and financial performance.  „Our associates around the world made this recognition possible by living our core values, putting people first and caring for our guests, each other, and our communities” said Anthony Capuano, CEO Marriott International (Marriot, 2023). 
Another of the dominant leadership theories is that of John Adair: Action centered Leadership. His theory supports the idea that leaders are developed, not born, contrasting the early Great Man theory. According to Adair leadership skills are learned, can be trasfered and developed. His model consists of three inter-connected spheres and refer to achieveing the task, building the team and meeting the needs of individuals in the team. Craig Poole’s leadership style fits well into John Adair’s Action Centred Leadership model as Poole is interested in all three dimensions of this model: delivering outstanding customer experience, building a great team and meeting each individual’s needs. Knowing the personal situation of staff members helped Craig Poole  identify their skills and strenghts, establishing a strong connection. Harmony at work to achieve results is central to Craig Poole’s leadership philisophy. All his team members embraced Poole’s vision and their commitment to the job has helped improve not only their lives, but helped tourism flourish again and restored the sense of community in the lost town of Reading. As Mullins (2019) asserts, the success and survival of an organisation depends of the way the needs and expectations of its employees are satisfied. When staff are happy and motivated they will do their best to achieve the common goal and even exceed the expectations. Craig Poole is that leader, whose personality and actions succeeded in changing the lives of many of his employees, giving them a second chance, but also changed the whole city of Reading.  

The present work has briefly touched some of the most relevant Leadership Theories, discussing how certain companies or individual managers applied them in the workplace. Modern theorists emphasise the importance of meeting the individual and group needs of an organisation, in order for it to be successful and achieve its goals. Happy and motivated employees align their personal goals with that of the organisation they work for, and are invested in being successful. Best leadership styles under which employees thrive are where they feel valued, respected, able to give an opinion and empowered to take decisions. Craig Poole is one of the best examples of transformational leaders who changed the lives of his employees and revived the city of Reading, Pennsylvania.
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