
[bookmark: _Hlk156057688]




Name: Festus Tumi

Number: 2121888

BMIH 5005: Management and Organisational Behaviour

Essay 2000 Words

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

Lecturer: Charlotte Joyner

Submission Date: 1st February 2024  
















The hospitality industry is a diverse and dynamic business made up of organisations that requires effective leadership and efficient management to navigate the industry’s challenges and to capitalize on its opportunities. Schmitt et al (2019) has compared some of the challenges affecting hospitality to “changing a flat tire on a moving car.”  To overcome the numerous challenges, various leadership approaches can be applied, each with its unique strengths and weaknesses to ensure the success of the organisation. A legal definition of organisation describes it as  “… a corporation, government or governmental subdivision or agency, business trust, estate, trust, partnership or association, two or more persons having a joint or common interest, or any other legal or commercial entity.”  
Focusing on the effectiveness of an entrepreneurial organisation Mintzberg (1980) has suggested that an organisation is made of a predominantly linear configuration of 5 parts:  a strategic apex responsible for overall planning and direction; a middle line that often operates as conduit between the apex and what Mintzberg calls the operating core, or those people who undertake the actions or performs the services for which the organisation has been set up for.  Mintzberg’s organisation is completed with a techno structure that focuses on functional areas such as marketing; and the support staff that contributes to the success and efficiency of the strategic apex.      
There have been a number of different leadership theories developed to help provide an understanding of how best to lead and manage successful organisations, and this essay will be evaluating different leadership approaches and their effectiveness within the hospitality industry.  
Winston and Patterson (2006) describe a leader as an almost mythical person who - using no more than the powers of persuasion and communication - is at once able to train, influence and motivate a person or diverse group of people of varying abilities and interests to follow and believe in a common vision and common goal of the organisation.     
Seminal studies and theories on leadership have been developed by Douglas McGregor, John Adair, and Robert Blake & Jane Mouton.  For this essay the focus will be comparing and contrasting McGregor’s X and Y theory first developed in 1960 in his “Human Side of Enterprise” and Adair’s Action Centred Leadership, originally postulated in his “Effective Leadership: How to be a successful leader” 2009.  
McGregor (1960) suggests that there are essentially two types of employees, and assumes that once their basic physiological and safety needs have been achieved, most people will need incentives (both positive and negative) to achieve organisational objectives. Authoritarian Theory X assumes that employees inherently dislike work, avoid responsibility, and need to be controlled and directed, while a more participatory theory Y assumes that employees can be self-motivated, enjoy their work, seek responsibility, and can exercise self-control and self-direction.  
Based on this, the Chartered Management Institute in a 2016 publication suggests a close and firm management style that provides a very clear carrot and stick approach for those considered as X employees; while Y employees thrive in a more cooperative and participative approach. 
John Adair's reference to an Action Centred Leadership (ACL) model on the other hand emphasizes the importance of balancing three key elements: the task, the team, and the individual.  Ackah (2019) suggests that the “three needs of task, team and individual are the watchwords of leadership, as people expect their leaders to help them achieve the common task, build the synergy of teamwork, and respond to individuals' needs.” Depicted as a Venn diagram, the core belief of John Adair’s model is that the best leaders achieve the tasks by recognising that the needs of task, the team and the individual overlap, involving involves managing the interplay between these three components to achieve the desired objectives. John Adair (2006) has argued that successful leadership exerts influence on each compartment of task, team and the individual and stresses that no one compartment is totally independent of the other.    
Both McGregor and Adair's theories highlight the importance of understanding human behaviour and motivation in leadership, but while McGregor's Theory X and Theory Y focuses on contrasting assumptions about employee behaviour, Adair's model offers a practical framework for leadership action.
McGregor's theories primarily address the psychological aspects of management, while Adair's model provides a more holistic approach to leadership by considering the dynamic interactions between tasks, teams, and individuals.  Adair's model allows leaders to adapt their approach based on the specific circumstances they face, and it recognizes that different situations may require a different emphasis on task, team, or individual considerations. 
Understanding the four common personal traits of leadership is necessary.  The Corporate Governance Institute (2024) reaffirms these as Authoritarian – where the leader determines both the decision making process and the judgement; Democratic – where the leaders’ emphasis is on collaboration and consensus; Laissez faire – suggesting that the leader allows the team to get on with the task at hand with minimal interference; and Coaching -  a hybrid authoritarian/laissez faire mix that helps develop skills within the team.  However, there are other forms of leadership that can be identified such charismatic and transactional.  Arman and Organ (2023) describe a charismatic leadership as one where that leader by developing strong emotional bonds with their followers can have them emulate his characteristics, and thus motivate them to exceptional performance. 
While leaders are providing the vision and direction of the organisation, Mintzberg’s (1979) middle line or managers are generally responsible for ensuring the successful execution of the project.  Among others, he states that the role of the manager is to take control of strategy, ensure that the organisation serves its purpose as determined by the apex, and to be a liaison between the apex and the core operating team. 
 Henri Fayol, known as the “father of general management” writing in his “Administration Industrielle et Generale” publication in 1916 was the first to identify planning, organising, directing and controlling as the four functions of management that is required to achieve the task or complete the goal.    Management is defined by Robbins and Coulter (2020) as effectively ensuring the coordination and oversight of tasks delegated to others and making sure that those tasks are completed using the least amount of resources while achieving the objectives that have been set.   
Sensoy and Avci (2023) in incorporating an ACL model suggest that industries will be successful when their managers successfully combine both management and leadership qualities.  
To understand how the theories discussed have particular relevance to the hospitality industry requires a clearer understanding of what constitutes the “hospitality industry.” Mullins and Dossor (2013) in attempting to define the sheer scope of the hospitality sector are clear to point out that “industry” may be a misnomer as there are at least 14 relevant industries that makes up the hospitality sector.  These include accommodation, travel and catering.  For the purpose of this essay, attention will be focussed on how the leadership and management theories are, and can, be applied in hotels.      
Hotels do not operate in a vacuum and managers have to be able to understand, accept and drive change in response issues such as globalisation, political and economic factors, and an ever changing work force and work habits. There is greater diversity within the work place, legal and safety issues to be considered and sometimes there may be conflict within the organisation that needs to be addressed.  In addition, there is the core business of service and profitability.  
A typical hotel is modelled on Mintzberg’s entrepreneurial organisation with a board and general manager representing the strategic apex; departmental heads and supervisors representing the middle line, and the rest of the staff as the operating core.  Aytas et al (2023) notes that the hospitality business is extremely competitive, and acknowledges that rising customer service demands means even higher levels of front line service that requires a high level of creativity and spontaneity to resolve customer issues promptly.   They contend further that to achieve such results a charismatic leadership style that exhibits high interpersonal skills can help.  One industry example of such a charismatic leader is Craig Poole.  His mantra “you can’t tell the guests that you care about them, if you don’t care about the employees” resonates across the hospitality world and beyond.   The Lehigh Valley Business Blog (Jan 2020) writes “Craig Poole can’t walk more than a few feet through the DoubleTree by Hilton Reading (PA) Hotel without pausing to greet an employee by name. In fact, Poole shakes every employee’s hand he can, expressing interest in each person from management to servers.” 
Ritz Carlton Hotels have a rule that empowers employees to spend up to $2000 per incident to rescue a guest experience.  Rather than maintain a purely transactional relationship with the customer, leadership of the organisation has developed a democratic and relational style of leadership style for the benefit of the guest. The Ritz Carlton Leadership Center (2019) “There are ways you can create empowerment in your organization that aren’t necessarily the full amount per incident policy, that will show you trust all your employees. And if you trust your employees to care for your clients, guests, and patients, they really will.”
Danny Meyer of Union Hospitality reinforces this view of leadership by suggesting that if you want the best for the organisation then you need to forget the adage “the customer comes first” and learn to understand that the staff come first; once the team feel understand this, they will give their best to the customer. 
The multifaceted nature of the hospitality industry necessitates astute leadership and effective management strategies to navigate its complexities and capitalize on opportunities. The essence of leadership in this dynamic environment lies not only in steering organizations towards their objectives but also in fostering a culture of innovation, adaptability, and excellence. Mintzberg's entrepreneurial organization framework, comprising a strategic apex, middle line, and operating core, provides a structural lens through which to analyse leadership approaches. This essay has explored McGregor's Theory X and Y and Adair's Action Centred Leadership, revealing the contrasting assumptions about employee behaviour and the practical framework for leadership action, respectively.
Leadership in the hospitality sector is multifaceted, with the need to understand and motivate diverse teams. The essay has delved into various leadership styles, including authoritarian, democratic, laissez-faire, coaching, charismatic, and transactional. These styles, when strategically applied, can contribute to the success of the organization. Within the hospitality sector, characterized by diverse challenges ranging from globalization to workforce dynamics, effective leadership becomes paramount. Examples from industry luminaries like Craig Poole and Danny Meyer underscore the transformative power of charismatic, people-centric leadership. Organizations like Ritz Carlton exemplify how a relational, empowering leadership ethos can elevate customer experiences and foster employee engagement.
As the hospitality landscape continues to evolve, embracing innovative leadership paradigms becomes imperative for sustained success. Leaders must navigate the intricacies of a rapidly changing industry while championing a culture of excellence, empowerment, and customer focus.
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