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Leadership refers to the act of guiding and leading a group or an entire organisation. It is also considered as the capability to influence people within an organisation, team or society (Adair, 2009). This is required to align people with their shared goal, execute plans strategically and continue organisational operations. Besides, leadership is important for organisations to follow to encourage innovation and dedication, nurture motivation and productivity, organise people and operational processes, and align organisational vision towards apparent success (Armstrong, 2012). Now, this written essay about leadership aims to focus on different leadership approaches through critical evaluation and point out their effectiveness within the industry of hospitality.
To critically evaluate different leadership approaches, Blake and Mouton’s proposed leadership/management grid can be an excellent start. The grid model of leadership is widely known as the Blake Mouton Grid which plots leaders’ or managers’ approaches based on their degree of person-centeredness and task-centeredness (Arnold, 2005). This involves two types of concerns of the leaders in an organisation; concern for people and concern for results which suggests five different types of leadership approaches for the leaders to follow. Here, if a leader is highly concerned for the people, he/she tends to focus on the needs, demands and interests of the followers or members. Whereas, leaders concerned with results, emphasise tasks and objectives to reach a higher productivity rate. This leadership grid is mainly used by organisational leaders and managers to easily analyse their style of leadership via a more technical point of view and from the information, decide on what types of changes are required to be implemented for better and desired outcomes (Bloisi, Cook and Hunsaker, 2007). During the initiation of this grid-like leadership approach, managers or leaders attempt to answer certain questions based on their areas of concern to identify whether they opt for people or results while leading. Though it benefits the leaders in identifying the correct applications and actions to manage their subordinates, it also has some drawbacks. While aiding individuals to reach a suitable leadership style based on their preferences for people or tasks, it neglects the principles of external and internal limits that influence the entire work process (Boddy, 2014). Moreover, it fails to recognise the larger scenarios and matters at play that may arise due to differences in presented ideas and views while assessing through this leadership grid. Hence, this leadership approach is deemed feasible if the response provided is true based on the concerns of the leader/manager and it only gives direction to the individuals to follow what type of leadership they need to apply to achieve the end goals (Boggs, 2020). It proposes five types of leadership styles; impoverished, country club, task, team and middle-of-the-road management.
The effectiveness of the Blake Mouton leadership grid within the hospitality industry can be assessed through the implementation of the approaches and cross-examining if they fit the industry requirements or not. Here, the hospitality industry requires lots of people to manage a proper business operation and are responsible for completing their duties and serving guests. Here, if a leader decides to adopt a country club approach, the employees may feel valued but the result may get overlooked which can affect the service provided to the customers (Brownell, 2020). Similarly, if a task management style is implemented then the result can be achieved but at the cost of employee burnout and dissatisfaction, imposing a threat of higher turnover (Buchanan and Huczynski, 2007). Moreover, the implementation of impoverished management can result in chaos as it involves little to no management during the operational process. The only viable leadership styles the leaders in the hospitality sectors can implement are middle-of-the-road management or team management where both people and tasks are equally given priorities (Chapparamani, 2019). Yet, team management can be fit for hospitality businesses like Travelodge, Premier Inn and others as both results and people working to achieve it are given equal values and the highest of concerns (Freedman, Samenfink and Lieberman, 2021). It is necessary to keep tabs on employee needs and demands to keep them motivated and monitor the proper execution of the operational processes to gain the maximum desired outcome. According to the study led by Howland (2021), a proper team management style of leadership is considered 43% more effective in larger operations like hospitality businesses as it ensures a proper flow of management and a balance between employee and customer satisfaction.
On the contrary, John Adair introduced another leadership approach known as Action Centred Leadership (ACL) or the Three Circles Model (Huczynski and Buchanan, 2013). This is a business leadership approach which managers, employees and supervisors utilise during leadership positions to monitor and guide their teams more efficiently. Besides, it enables the management of an organisation to implement various types of principles in different work-based scenarios and adapt to the ever-changing information (Mahajan, 2021). Moreover, this type of leadership includes task achievement, individual management and monitoring teams and groups. There are mostly three responsibilities in action-centred leadership such as task, team and individual. Under task-based responsibility, a leader needs to establish team aim and vision along with the identification of resources, processes and people (Maier, 2022). It also involves the division of responsibilities based on objectives, setting standards, and controlling and maintaining overall performance. On the other hand, in team-based leadership responsibility, a leader needs to establish a bridge of communication, and culture and monitor work ethics and discipline (Mullins, 2016). Along with these, he/she must keep the team engaged through cooperation and team spirit, ensuring team balance to anticipate and resolve team conflicts. For individual-based responsibilities, managers/leaders need to comprehend the individual personalities, challenges, needs, responsibilities and level of motivation of each team member (Mullins, 2020). Later, training, recognition, training and authority need to be provided based on the performance and level of improvement required. Compared to other leadership approaches, Adair’s leadership approach is considered more practical and advocates that leadership is transferable and can be taught (Mullins and Dossor, 2013). Yet, there are criticisms of this concept as it restricts organisations with more linear structures due to its over-simplistic approaches. Besides, unlike the Blake Mouton grid model, this model is autocratic as its main emphasis is on instruction and control (Robbins, Judge and Campbell, 2008). Moreover, research suggests that this leadership process is 35% longer than any other leadership which requires lots of training to manage the actions in the right direction effectively (Vecchiotti, 2020).
Here, this method of leadership can be effective in the hospitality industry if the industry decides to follow a more structural process. This leadership approach is more organised and action-based which clearly defines and assigns specific guidelines to the team members to follow (Rollinson, 2008). As hospitality is an important and large industry where everything needs to be organised, properly managed and precisely executed for maximum facilitation of the customers, the teams working in and for it need to be also managed accordingly and in an orderly fashion. So, each responsibility suggested in the model must be followed accordingly based on individuals, teams and the assigned tasks at hand (Brownell, 2020). Though there is no option in choosing the leadership approach based on the concern here like the Blake Mouton grid, the leaders of hospitality organisations like Premier Inn and InterContinental possess a straightforward direction to execute in terms of team, task and individual-based needs. As order and discipline are essential for proper hotel and resort management, this leadership approach is deemed effective in handling things in an organised manner, unlike any other leadership (Freedman, Samenfink and Lieberman, 2021).
In search of an alternate theoretical approach to leadership, McGregor’s Theory X and Theory Y can be considered where both provide managers and leaders with an opportunity to assess their workplace and figure out the right leadership style based on both external and internal presented conditions (Mullins, 2020). Leaders following Theory X live in an assumption that employees always dislike their work and that they need to be constantly controlled, monitored, and guided towards the shared organisational objectives (Armstrong, 2012). In contrast, leaders believing in Theory Y think that employees who want to do their jobs take responsibility and do not require much supervision while performing assigned tasks (Chapparamani, 2019). This means Theory X is more of an autocratic leadership approach whereas Theory Y is the exact opposite and advocates a more democratic leadership approach. Where the power and responsibility, in the first theory, are in the hands of the leader, the latter proposes to hand the power and responsibility to the members instead with little control and interference over them by the leaders. This leadership theorem suggests two options to the leaders based on their perceptions of their subordinates. Here, Theory X describes the significance of supervision, external recognitions and rewards, and even penalties to keep the members working towards the predetermined goals (Howland, 2021). Theory Y is more linear which highlights motivating people for higher job satisfaction and provides employees the freedom to approach duties without direct monitoring of the leaders (Maier, 2022). Now, to criticise these leadership approaches, it can be stated that Theory X is much more difficult to manage compared to Theory Y, yet Theory X is much more organised than the other. Furthermore, researchers and philosophers have argued that McGregor’s theory is outdated based on current contexts and represents two extreme points of leadership, there is no in-between point which suggests a more balanced leadership approach (Mullins and Dossor, 2013). Apart from these, there is another criticism that not all the members or workers can be assessed with this theoretical approach.
Now, to assess its effectiveness, Theory X in the hospital industry can be more stressful as leaders may need to work more to constantly organise, dictate and monitor employees to achieve the end goals of the organisation. On the other hand, if Theory Y is followed in hospitality organisations like Travelodge and InterContinental, then there is a high chance that the hotels may face turbulence as too much freedom in terms of responsibility can allow the employees to stray away from their primary objectives and lose their focus in the process (Boggs, 2020). Additionally, it can be said that focusing solely on one of the theories alone cannot be effective in a hotel-like organisation as both possess severe organisational and operational risks.
Based on the evaluation and critical assessment provided on the effectiveness of the mentioned approaches in the context of the hospitality industry, it can be preferred that the hotels and resort businesses surely follow the Team Management style from the five suggested approaches in the Blake Mouton Grid (Howland, 2021). Team management is the leadership approach that not only focuses on the tasks but also puts similar emphasis on the welfare of its people. In hospitality management, the main function of a leader is to create a strategic aim and vision for the task at hand based on what the leader plans strategically to allocate the right people and resources for the cause, set responsibilities and then monitor performance while resolving any apparent conflicts (Mahajan, 2021). Similarly, the team management style from the Blake Mouton grid suggests that leaders need to focus on both people and tasks and create a sustainable and responsible communication-based balance between them. In the hospitality industry, taking care of employees and their mental satisfaction with the job is as important as achieving the target within pre-set deadlines (Chapparamani, 2019). Proper execution of planning and implementation in the operations of hotels and resorts depends on its employees like waiters, bellhops, baristas, cleaners, laundromats and many more who are responsible for interacting with organisational functions and customers’ needs (Vecchiotti, 2020). So, the team management approach of leadership can be labelled as the appropriate and preferred managerial style of the hospitality industry as it increases productivity and performance by keeping all the functions and resources aligned and synchronised.
To conclude this essay, it has been found that leadership has many faces and there are lots of approaches a leader can utilise based on the situation at hand. Through a thorough evaluation of various types of leadership approaches like Blake Mouton's Leadership Grid, Adair’s Model of Action-Centred Leadership and even McGregor’s Theory X and Theory Y, several pros and cons have been revealed. Yet, the team management style out of Blake Mouton's Grid of Leadership is the most suitable for the hospitality industry as it is a more balanced leadership approach which ensures heightened concerns for both operational tasks and organisational people.


References
Adair, J. (2009) The Inspirational Leader: How to motivate, Encourage & Achieve Success. 2nd edn. London: Kogan Page.
Armstrong, M. (2012) Armstrong’s Handbook of Management and Leadership: A Guide to Managing for Results. 3rd edn. London: Kogan Page.
Arnold, J. (2005) Work Psychology: Understanding Human Behaviour in the Workplace. 4th edn. Harlow: Prentice Hall.
Bloisi, W., Cook, C. and Hunsaker, P.L. (2007) Management and Organisational Behaviour. 2nd edn. Maidenhead: McGraw-Hill.
Boddy, D. (2014) Management: An Introduction. 6th edn. Harlow: Pearson.
Boggs, G.R. (2020) ‘Leadership Context for the Twenty-First Century’, New Directions for Community Colleges, 2003(123), pp. 15–25.
Brownell, J. (2020) ‘Leadership in the Service of Hospitality’, Cornell Hospitality Quarterly, 51(3), pp. 363–378. 
Buchanan, D.A. and Huczynski, A. (2007) Organizational Behavior: An Introductory Text. 6th edn. Harlow: Prentice Hall.
Chapparamani, Dr.K.F. (2019) ‘Leadership Approaches’, Global Journal for Research Analysis, 3(2), pp. 141–142.
Freedman, D.L., Samenfink, W. and Lieberman, K. (2021) ‘Leadership in Hospitality Education: Why Are There So Few Women?’, Journal of Hospitality & Tourism Education, 14(1), pp. 41–45. 
Howland, G. (2021) ‘Leadership and Management Development’, Educational Management Administration & Leadership, 40(3), pp. 410–411. 
Huczynski, A. and Buchanan, D.A. (2013) Organizational Behaviour. 8th edn. Harlow: Pearson.
Mahajan, S. (2021) ‘Study on Leadership Styles and Theories’, Indian Journal of Applied Research, 4(3), pp. 281–282.
Maier, T.A. (2022) ‘Appreciative Inquiry and Hospitality Leadership’, Journal of Human Resources in Hospitality & Tourism, 8(1), pp. 106–117. 
Mullins, L.J. (2016) Management & Organisational Behaviour. 11th edn. Harlow: Pearson.
Mullins, L.J. (2020) Organisational Behaviour in the Workplace. 12th edn. Harlow: Pearson.
Mullins, L.J. and Dossor, P. (2013) Hospitality Management and Organisational Behaviour. 5th edn. Harlow: Pearson.
Robbins, S.P., Judge, T.A. and Campbell, T.T. (2008) Organizational Behaviour. 5th edn. Harlow: Pearson Education Ltd.
Rollinson, D. (2008) Organisational Behaviour and Analysis: An Integrated Approach. 4th edn. Harlow: Addison-Wesley Longman.
Vecchiotti, R. (2020) ‘Contemporary Leadership: The Perspective of a Practitioner’, Journal of Leadership Studies, 12(2), pp. 40–45.
2

