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Critically evaluate the different approaches to leadership and their effectiveness within the hotel industry

















This essay will present a braiding of theory and practical examples, with the purpose to illustrate a critical evaluation of the different approaches to leadership, by outlining how effective each one is within the hotel industry. Leadership is a vast concept and defining it is challenging, as it implies several aspects and all of them need to be mentioned, however there are several authors that have successfully gave a definition. According to Mullins (2013) leadership represents the core of any organisation and it can be understood as the tool which allows managers to choose appropriate form of behaviour and action, by understanding the variety of the people within the organisation and using this understanding wisely in such manner that the people will feel inspired or influenced by the leader and will naturally follow the leader’s values, principles, actions, ideas, etc. As Buchanan (2019) states, all organisations need to consider the fact that staff need to be developed continuously, and that could be done by an effective leadership approach, to ensure the business success. “A leader should exemplify the typical qualities or attributes of a good performer in that field. There are also more generic qualities associated with leadership, such as enthusiasm, integrity, moral courage, the combination of toughness and fairness. Both typical and generic qualities are a necessary condition for someone to be recognized as a leader” (Adair, 2009, p 17). 
As Blake and Moulton claim, there are five leadership styles. According to Gordon (2024) these can be briefly defines as it follows: Country Club- the focus relies on motivating the staff by creating a friendly and comfortable work environment, which will automatically lead to high performance, Team Management- leader motivates the staff by showing them complete trust in their commitment and also empowers them to have autonomy and take decisions without the leader intervention, Task- also characterised as a dictatorial style because the leader gives employees exact directions, which can result in a low level of motivation for the staff, however it ensures higher productivity (in the short run), Impoverished- the leaders pertaining to this group have low commitment to the organisation, and the ‘leader’ characteristic is only attributed to them based upon the position they held, Middle of the Road- leader seeks a balance between performance and personal relationships, therefore production is not maximized. Although this theory is very robust due to the large number of management styles given that are self-explanatory with predictable outcomes, it has a disadvantage in the fact that there isn’t any mention of the aspect that leaders have the possibility to switch between the five styles identified, which is an important aspect, considering the fact that workplaces are in a continuous change and leadership styles should be adapted to new challenges (Lindberg, 2022). The famous  and prestigious Hilton Hotel applies the Country- Club style combined with the Team Management one. According to Ahmetbeja (2015) Hilton Hotel management strategy focuses on minimizing the input and bringing a productive performance, motivating staff continuously by one-to-one monthly meetings where their voice is being heard, team- building exercises carried on frequently, ‘employee of the month’ and ‘employee of the year’ awards, organizing yearly ‘appreciation week’- all of the above prove that Hilton is a brand that embraces Country Club and Team Management styles because it focuses on motivating staff, on creating a friendly work environment, and ,at the same time, empowers staff to be committed to the brand.
There is another famous theory that illustrates a leadership style that is action- centred, and it pertains to Adair. According to Dama Academic Scholarly and Scientific Research Society (2019), the leader that is action- centred equilibrates three main aspects, task, team, and individual, and this leader focuses on continuous learning by identifying its personal tasks, goals, areas to improve, the leader also values teamwork and collaboration by working closely to employees, and also, the leader recognises each individual strengths and weaknesses and supports their growth closely. Although the action- oriented leader shows a clear sense of direction, keeps team staff motivated, collective goals are achieved as a result of action- centric leadership, all of which are very positive aspects, this style has its disadvantage in the fact that it may not seem applicable for companies that follow traditional management structure (for example very large companies, with a clear hierarchy tiers with plenty of managers and supervisors for each sector and department) or these companies, beside being redundant to this approach, they might even find it simplistic, as oppose to the hierarchical structured approach (Panchal, 2024). As stated on their official website, Premier Inn management approach is focused on expanding the brand internationally significantly, its main goal is to generate a strong return on capital, and to offer excellent customer service. Thus, Premier Inn managerial style can be categorised as  an Action- Oriented one, as the vision is clear, leaders work closely with employees in order to achieve business goals, grow and innovation are the core of the business, accompanied by focusing on the strengths, to then enhancing the capability to support long term growth (Whitbread, 2024).
Another theory that deserves to be mentioned when analysing different leadership approaches is the one of McGregor, called X and y theory, where there are two fundamental assumptions about human behaviour within organisations, assumption X- employees dislike their work and are not motivated, therefore the manager will act in an authoritarian style and will micromanage people to ensure that the work is done properly, and assumption Y- employees are satisfied with their work and are motivated, therefore the manager will act in a participative style and will encourage staff to take ownership of their actions and will empower them to perform tasks by themselves (Kopelman, 2008). Obviously, these two theories are in total contraction, and the authoritarian manager is the total opposite of the participative manager, however that does not mean that one is better than the other; although ‘X’ category has a pessimistic view in respect to employees, has a structure with several tiers of managers and supervisors that have the role to supervise closely the employees, and is not a modern current in managing field, it has proven itself to be efficient for a few organisations, especially for the companies with a very large number of staff, where strict supervision is required in order to achieve deadlines (with the mention that this  strict approach is a double sided sword, staff can become non-cooperative); on the other hand, ‘Y’ category has an optimistic view in relation to employees, which often receive promotion opportunities, are given decision making responsibilities, and are supported by managers in their growth. If at a first glance, theory ‘Y’ could look more appealing due to its concern for people, it also has a main disadvantage in the fact that by offering so much freedom, staff may lose focus from their key objectives, and this kind of work environment can easily attract employees that are not necessarily the most talented ones but will try to take advantage of the organisation’s approach. 
There are plenty of examples within the hotelier industry that can help a better understanding of the theories illustrated so far, some of them were discussed above, however, trying to generalise, hotelier industry mainly falls into the Adair’s Action Centred Leadership model, and the reason for that is the fact that hotelier industry has customer at the core, thus, in order to achieve guest satisfaction it is insufficient to focus on just one area (for example, just on training the staff), rather, it is impetuously necessary for the leader to successfully overlap the three pillars illustrated in Adair’s model: achieve tasks, build the team, and develop the individual. To understand better the Adair’s model importance, the following example could be given: a hotel with a leader that is focused more on the individuals, and less on the task or on the team- the team is likely to suffer due to the fact that the leader is not showing actions to encourage collaboration and cohesiveness, and the task is also likely to suffer due the fact that the success is easier to achieve in teams rather than individually. Therefore, the three pillars are interdependent, and this interdependence is essential in achieving goals, which is critical for hotelier industry, where all hotels participating in the market have one common goal: to satisfy existing customers, to attract potential customers, and to maintain loyal customers. So far, an idea as to which leadership styles are more suitable for the hotelier industry was outlined, however, in the desire to provide a critical analysis, and a contrast, the work will at this point focus on the worst leadership styles that hoteliers should avoid, and research in the field can help. According to Bell (2023), statistics show that, in the United Kingdom, the best rated hotel is Premier Inn with a score of 77% customer score (which leadership style was already analysed), Hotel Hilton is close, with a 70% score, and the worst rated hotel is Britannia scoring a percent of 48%. Therefore, we will analyse Britannia leadership style, to find out if the style chosen has an impact on its low score. Britannia statement, found on their official website (2024) illustrates the fact that the business strategy goal is to provide maximum profits to the company by implementing an effective decision-making process, since 2016 Britannia group has purchased eight properties, and continues to focus on expanding further, and, very interestingly, the following statement is also mentioned “all staff are paid at least the minimum wage and we work and strive towards a living wage for all” (Britannia, 2024). All of the above show that the leadership style does not focus at all on staff happiness, motivation, commitment, thus, the leadership style could fall in McGregor’s Theory X, and this could potentially explain why Britannia did not score an admirable guest satisfaction score. Staff that are not motivated, are not happy at their workplace, will not deliver quality services, and, obviously, guests will feel this impact directly, as they are the ones that come across direct contact with those unhappy workers. 
“While successful CEOs from all industries share many common strengths, the CEOs running hotel companies share several specific characteristics. These include a close affinity with the guest, an ability to build collaborative and productive relationships and networks, and the flexibility to “fail fast” and change course. CEOs who can imbue the organization with a commitment to the guest while grasping the realities of the role are best positioned to succeed in a rapidly changing industry” (Noonan, 2016). The statement that can be extracted from the above citation is that hotelier sector is a particular one, and the leaders from this sector face particular challenges, thus have to act accordingly, by mixing the leadership style in direct proportion to the ever changing circumstances- if during pandemic a country- Club leadership proved to be effective, perhaps during very busy times (like summer and holidays) a more authoritarian leadership is imposed, such as Action- Centred, in order to offer the much needed guidance employees need during very busy times, where they can feel overwhelmed by the workload to be actioned.
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