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Critically evaluate the different approaches to leadership and their effectiveness within the hotel industry
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Leadership is one of the most valuable and influential abilities of a person who can motivate a group of people for a specific purpose (Armstrong, 2012). To achieve a shared vision the importance of leadership is impeccable in the hospitality industry. To motivate individuals, it is important to understand the psychology of others according to Mullins (2020). In this paper, the leadership approaches will be discussed relevant to the hospitality industry.
Adair’s Model of Action Centric Leadership (ACL) theory is represented by overlapping circles of three elements as the centre of attraction (Adair, 2018). This approach is known for its simplicity of task management, developing teams and influencing individuals. As a leader or manager, the three areas which need primal focus are task, individual, and team. By managing an equilibrium state of three of these elements an individual can get the desired result, improve the team's performance and increase productivity. By using this approach a manager will be able to manage individuals, develop a team and attain the task (Boddy, 2014). According to this approach, a 50:50 rule is applied while motivating employees. The leader will ensure that 50% of motivation will originate from the specific individual intrinsically and the remaining 50% of motivation will emanate from external environmental factors. This theory contradicts with most conveniently said statement that leaders are born not made (Tenney, 2023). The action-centric leadership approach believes leaders can be developed through training and experience. This theory also suggests that skills can be learnt and transferred. The fundamental functions of the ACL model are planning, initiating, and controlling (Channell, 2021). Supporting, informing and evaluating. Planning includes searching for information, setting standards, initiating indicates task allocation and briefing responsibilities, controlling is ensuring quality and marinating standards (Adair, 2018). Supporting refers to boosting morale, coordinating, informing receiving feedback and evaluating gauging the feasibility and assessment. The pros of this approach are this is action-oriented and very specific (Mullins, 2020). The leadership approach puts immense focus on the key driving force of an organisation and as a result, the chance of deviation decreases. The cons are this approach may be incompatible with the linear structure that can be typical of modern-day organisations. The traditional style of leadership seems to be authoritarian (Channell, 2021).
McGregor’s Theory X and Theory Y are other significant managerial skills which will compel people to think about how to motivate employees (Juneja, 2015). This approach includes two types of managerial styles such as authoritarian (Theory X) and participative (Theory Y). According to Armstrong (2012), a leader must employ the theory X approach to employee management if he assumes that his subordinates lack initiative, are disinterested in contributing to the workplace, and lack intrinsic motivation. Organisations which have a repetitive process are likely to be motivated by such a carrot-and-stick approach. To keep the employees on their toes performance appraisal and rewards are given based on sales or profit margin (Boddy, 2014). Contradictorily, if the employees are self-driven like to take challenges, and strive to learn more in the process of battling hurdles the manager should opt for theory Y. The better a leader will be able to gauge the employee's perception the better he will be able to shape his leadership approach (Mullins, 2016). In this approach, managers possess an optimistic view of the overall organisation. The rapport between the manager and staff is developed based on trust. The participative and decentralized approach of leadership encourages collaboration, and integrity and has various opportunities for promotion (Kouzes and Posner, 2016). Theory X is not very popular among leaders as this requires having tiers of supervisors to observe the subordinates and because the control remains centralized, does not see the light of success most of the time. Organisations avoid this approach. The theory Y instigates healthy competition among employees (Robbins et al., 2013). However, allowing too much freedom also makes employees autocratic. If employees are less motivated they may take advantage of such opportunity to reduce their workload. As a leader, a manager must make decisions accordingly regarding how much control to slack (Vuković et al., 2018).
Blake and Mouton's leadership grid maps various leadership styles based on a 9/9 grid where the basic criteria are either people orientation or task orientation (Juneja, 2015). The horizontal axis of the grid represents task orientation described by organisational goals, objectives, and targets and the vertical axis is characterized by team members' interests, social requirements and participation (Dickson, 2023). The grid gives us 5 leadership possibilities with the amalgamation of these characteristics. One is the country club style of leadership, which is known for people pleasing, making a positive environment and rather than results concerned more regarding marinating relationships (Sridharan, 2022). Another is an impoverished style which shows less concern both for tasks and people and is mostly adopted by disengaged managers. The integrative style is another which shows great apprehension towards people and outcomes and is known as the democratic style (Dickson, 2023). Such a leadership style can motivate people for betterment and also yield results. The other style is a dictatorial style where the focus is on task and result. No matter what the results are achieved even at the cost of humans. This style considers human resources as a liability (Robbins et al., 2013). Lastly, middle-of-the-road styles try to find an equilibrium state between people and task orientation but the efficacy is often questioned. This approach is known as one of the least effective for oscillating priorities with a lack of focus on goals (Sridharan, 2022).
Adair’s action-centric leadership tries to amalgamate the three priorities of the company into one feasible solution. Proper planning with long-term commitment is the key here (Channell, 2021). McGregor's theory X and theory Y are adopted based on people’s outlooks regarding work. Leaders change their approach based on the situation. The better the assumption will be the greater the outcome of the leadership will lead to (Juneja, 2015). This method is mostly based on putting people first. The leadership grid created by Blake and Mouton included three styles, each with a different level of focus on either people or tasks. The key is to keep these two things in balance (Sridharan, 2022). These approaches are used based on the situation.
Micheal O’Leary, the CEO of the RyanAir PLC adopts an autocratic leadership style. The reason how the company can expand to such a huge extent in such a short period is the strict adherence to an autocratic leadership approach. According to reports, RyanAir's leaders handle communication in a very rigid and structured way (Christoffer, 2019). The information tends to follow from top to bottom and on a horizontal level there is very minimal opportunity to communicate. The leadership approach was so strict that employees were put under supervision to observe that they had to work for longer duration without communicating with each other and should remain strictly professional (Kouzes and Posner, 2016). No personal discussions were permissible. This kind of approach created a negative impact on the employees and demotivated them. Analysis reveals that much of the issues aroused in RyanAir was the aggressive top-down autocratic leadership approach. The employee could see the real issues but had no way to communicate from the bottom to the top (Whitelaw, 2013). The feedback of the subordinates was declined, and the decision-makers considered themselves as superior of all (Fouad, 2019). The negative impressions lead to the following consequences- the higher turnover of inexperienced workers where novice pilots are taken and on zero-hour contracts. During the training period, they are not paid and do not have a place to stay. As soon as they get qualified the employees look out for better jobs and as a result, no trust or engagement is developed with employees (Lindstam and Olsson, 2023). The utilisation of McGregor's leadership strategy by the CEO can be characterised in this regard. Here, the theory X approach is implemented. In an effort to reduce expenses, employee benefits are reduced, which demotivates workers.
Hilton Hotels and Resorts founded by Conrad Hilton is a flagship brand of an American multinational hospitality company. Both business and leisure travellers have targeted consumers of the company (Reidhead, 2020). Analysis says that Conard Hilton has played an outstanding role in his journey of leadership. The style that he adopted is transformational. With greater vision, clarity and purpose the company ascended to its today's position. In this approach, Mr. Hilton inspired his employees to go beyond expectations and work hard for a better future (Bailey et al., 2014). In the transformational leadership approach intellectual instigation, individual development, inspiration and idealization are important (Dlamini, Garg and Muchie, 2017). Employees are guided and motivated to meet that expectation. In Hilton's leadership approach autonomy for decision making is non-negotiable. the employees at different levels are trained to go beyond lengths to satisfy consumers and employees rarely ask authorities permission to fulfil consumers' requests no matter how absurd it is (Reidhead, 2020). The leader being true to his approach has always focused on staff and tried to motivate them through his charismatic persona. As a result, staff were motivated to treat the guests the right way (Whitelaw, 2013). Being detail-oriented with a strong sense of business he started paying attention to the employee's needs and concerns. Adair’s ACL approach was utilized by Hilton. The employees were put into the centre of priority to ensure productivity. To ensure that employees are better able to express themselves Hilton enhanced communication with subordinates (Reidhead, 2020). Hilton would tolerate differences when he thought employees’ views were constructive. His leadership approach, clear vision, and company culture depict loudly how innovative he was in managing situations. He is known for creating a congenial working environment where problems are solved by developing new products and services. With the transformational leadership quality he had, Hilton envisioned transforming the entire hotel industry (Dlamini, Garg and Muchie, 2017).
Airbnb Inc., owned by Brian Chesky, Nathan Blecharczyk, and Joe Gebbia is a famous online broker for short-term or long-term housing rentals. The founders found a variety of consumer needs that were not met by the traditional players in the hospitality industry (Mullins and Dosser, 2013). As a consequence, they came up with an idea that was ground-breaking in this sector. Chesky’s leadership approach is very different from the traditional ones. Chesky’s leadership is a vision-oriented integrative style (advisorycloud.com, 2023). The person is known for fostering a corporate culture that is driven by creativity and the ability to give priority both to employees and outcomes ascended to Airbnb in its today’s position. They mostly focus on customers, which helps them carve a niche in the marketplace. The groundbreaking success in staycation gave travellers unique lodging experiences at the lowest cost (Vuković et al., 2018). Their leadership approach had the following elements going to the source as they have no first-hand schooling or knowledge regarding business, so they used to get advice from those who are experts in the field. Open communication by the leader himself with the employees (Fouad, 2019). According to reports, on Sundays, Chesky used to send emails to all employees about anything he wanted to know and this paved the way for many meaningful conversations. Also, his leadership approach showed noteworthy resilience during the challenging time of COVID-19 and the hasty shift of the business model with upgraded safety measures indicated adaptability (Luna, 2023). The leadership approach is dynamic and integrative. This democratic approach aided in constructively managing the team by working towards a shared goal. This is such a sort of leadership style where results are ensured accompanied by individual development. Chesky's leadership provides a roadmap for ambitious entrepreneurs traversing the peaks and valleys of the contemporary business landscape (startups.com, 2024).
In managing hotel business challenges, managerial responsibilities and leadership approaches are considered crucial. The various leadership approaches adopt various degrees of strictness and attitudes. Based on the situations and their intrinsic intuition they tend to follow autocratic, transformational, democratic, situational or other forms of approaches. The manager's tasks of planning, organising, staffing, and controlling are hugely affected by the leadership approaches.  RyanAir is facing tremendous backlash for its rigidity, on the other hand, Airbnb is much liberal in terms of restrictions leading them to fill the disruption gaps with customized staycation experiences. Moreover, Hilton is more concerned with individuals due to its charismatic leadership style. Hence, to improve employee performance and help the hotel reach its goals, managers need to choose an appropriate leadership style that works.
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