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“Leadership is a relationship through which one person influences the behaviour or actions of other people” (Mullins, 2010) )  and one of the most renowned researchers in the hospitality industry Alan Cutler defines leadership as “ the most fascinating and mysterious subject in the world." (Alan C, 2014) The term leadership is complex and has been defined and explained by many researchers over the years in different ways at a different level. It is different from management. In simple terms, leadership is getting others to follow or getting people to do things. Management is the art of getting things done through others. According to Henry Fayol, “Management is  Planning, Organizing, Commanding, Coordinating and Controlling and it is the manager’s job to create and implement tasks to perform the above while the leader must lead the team towards the vision and mission and motivate people and secure their engagement  The managers has to work closely work with the team and ensure to inform the progress and challenges on regular basis (Armstrong. M, 2014) 

 Being one of the most dynamic industries, the hospitality sector has several qualities, complexities and challenges unique to this sector highlighting the requirement of effective leadership styles customer service, team dynamics, and operational efficiency, to lead and enhance the performance of the organisation as well as employees.(Jin-Kyu K, et.al 2023) Hence it is ideal to discuss leadership theories and compare them to identify the best approach which can effectively contribute to organisational performance, productivity,  profitability, job satisfaction and guest satisfaction. Some popular leadership theories are Blake and Mouton’s Managerial Grid, John Adair’s Action Centred Leadership (ACL) model, McGregor’s Theory X and Theory Y. Paul Hersey's situational Leadership transformational, transactional, ethical and situational leadership etc. The leadership theories explain how and why certain individuals have become leaders and how popular leaders around the world harness their leadership traits effectively into their personalities and leadership styles. Understanding them helps aspiring leaders  to adapt and  improve their leadership capabilities (Western Governernor’s University, 2020) Theories, effectiveness, pros and cons, best approach etc  will be discussed based on the leadership styles adopted by popular leaders in the hospitality sector around the world 

Managerial Grid Theory was developed by R.R.Blake and J.S.Mouton where they identify leadership styles based on a leader's concern for people versus their concern for production, The X axis of the grid shows the degree to which a leader’s concern for people, their needs, and their requirements, and personal development while Y axis shows the leader’s interest in the level of productivity and focus on objectives and achievements. Based on the above grid identifies 5 styles of leadership (1) Impoverished management where the leader is low concerned about people and productivity  (2) country club management in which the leader is highly concerned for people with low concern for production (3) Task management style reflects high concern for production and low concern for people (4) Middle-of -the road style indicates moderate concern over both people and production and finally (5) Team management style which has a high concern for both people and production. In the dynamic hospitality industry which witnesses rapid changes that require high adaptability to withstand competition (Reeves M, 2021)  , The 5th style is team management in which the leader is highly concerned about people and production. The limitation of this theory is that only two factors, production and people are only taken into consideration.  (Mindapa. A., 2022) To compare, John Adair’s Action-Centred Leadership (ACL) Model has similarities with a few of the styles identified in Blake’s model. The ACL model emphasises that an efficient leader should be able to balance 3 elements and these 3 elements are visualised in 3 distinctive overlapping spheres - task, team and individual. Task indicates achieving the team’s overall objectives, Team indicates effective team development and Individual factor indicates individual needs are met and ensure development. (Armstrong M, 2014) This theory is relevant in any type of organisation that has strategic goals and objectives irrespective of the sector. This holistic and balanced approach ensures the objectives are met, tasks are completed, and team morale is uploaded by meeting individual needs.(Adair J, 2011)  The application of this model might be challenging to follow in larger organisations with diversified teams and responsibilities.  Leaders can guide them successfully towards a common goal by developing the team and individuals by equally addressing task, team, and individual needs throughout the process. (Armstrong M, 2014) This model is very much aligned with the Team management style of Managerial Grid Theory which has a high concern for both people and production. However, the team management style does not give priority to individual development but considers the team as a whole. Adair suggested ensuring 8 key functions for action-centred leadership implementation and they are planning, team briefing, control, evaluating, motivation, organising, and setting an example in short smarter goals and plans are inevitable to perform the ACL model. (Adair J , 2011) The theory believes leaders are developed not born and this is a long process and needs effective training. Modern organisations with linear and fluid structures where they believe in empowerment innovation might consider ACL as an authoritative approach which always demands a rigid process to follow. (Armstrong M, 2014)  McGregor’s Theory X and Theory Y were first introduced by social psychologist Douglas Macgregor in the 1960s and proposed two contrasting leadership styles: authoritarian (Theory X) and participative (Theory Y). Under an authoritarian leadership style (Theory X), the leader assumes employees lack motivation, dislike their work, are not ambitious and need micromanagement under strict supervision throughout the process. (Mindapa. A., 2022) Hence, the participatory approach Theory Y assumes employees are self-motivated and want to take up the responsibility and the role of the leader is to empower them and motivate them in decision-making, The advantage of Theory Y can develop a highly self-motivated and innovative workforce but challenging at the same time in the sectors like hotels where adherence to policies and procedures inevitable to meet service and product quality standards. (Morse J, 1971) In contrast, Theory X can ensure control and consistency, but stringent practices will eventually result in low employee satisfaction. The major drawback of this method is that it pushes leadership styles to two extremes, extremely flexible and extremely rigid which is not practical in diverse teams (Mishra A.,2022)   also the approach completely ignores situational variables which are very similar to Blakes's managerial grid-task management theory in which the leader is overly concerned about the task while less concerned for people. Leona Helmsley, an American hotelier is known for her extensive portfolio of luxury hotels including Helmsley Palace New York was nicknamed the “Queen of Mean” Her leadership style was heavily autocratic and authoritative She was harsh and even offensive towards the team who possessed complete authority and control over all 23 hotels in the chain. She was hardworking and highly concerned towards high-end customer service. As a result m, the hotels had financial success and a culture of excellence (Kellerman B, 2004) Her leadership style is heavily aligned with McGregor’s Theory X where she believes employees are not motivated and dislike them and they need strict control and micro-management, in contrast, Hermsley’s method does not satisfy the Theory y attributes such as empowerment, participation, employee satisfaction etc. Helmsley’s focus was predominantly on tasks and aligns with Blake’s task-based model in which operational efficiency was high while employee morale, satisfaction etc. were low. Thus the organisation was able to achieve short-term goals but suffered employee retention due to a lack of motivation (Kellerman B, 2004), it is important to discuss the situational leadership theory developed by Paul Hersey in 1969, a flexible framework which allows leaders to change their approach according to the requirements of their team and members. Situational leadership assumes teams and individuals have different levels and the needs of each level vary and must be addressed differently to support them in achieving their goals. This approach is invaluable for individuals looking to enhance their skills and succeed in their respective roles. (Armstrong.M, 2014) Transformational leadership is similar to situational leadership, Blake's team-building, Adier's ACL and McGregor's Theory Y in guiding teams towards goals through motivation and empowerment. Transformational leadership is the approach where the leader acts as an idol and inspires, influences, motivates and intellectually stimulates and empowers the team and the individual and guides them towards achieving the goals (Shelton EJ, 2012)
Craig Poole, President of Reading Hospitality Management is a great industry example of Servant leadership and Blake’s managerial grid Team management, (Hospitality MD, 2023) He hired a distressed hotel in Reading with the determination to bring the brand to life by hiring 200 people including the inexperienced and ex-convicted but passionate about hospitality. Servant leadership is closely aligned with the traits of Transformational leadership. His unmatchable determination and dedication immensely influenced and empowered the team and the hotel performed exceptionally well under his leadership. The Doubletree by Hilton Reading became the top-rated brand with a high competitive advantage in the market. He spent years in Reading and had a close relationship with the community. The theory of servant leadership was introduced by Robert K. Greenleaf, 1977 who explained the term as a leadership focused on inspiring and uplifting others with a priority for the service The major difference between this approach and transformational leadership is that transformational leadership puts the organisation first while servant; leadership put the people and community they serve first. His task-based and team-oriented approach leads to organisational success and has a positive impact on the community (Reading Eagle, 2017)

 Being an industry that constantly struggles to win and retain quality talents within the young, migrant category where they have to continuously search, identify and train new skills from various demographics (Sophia A;et.al 2024), situational and transformational leadership can undoubtedly contribute to employee loyalty and retention which is important for any organisation’s success.  This style is powerful for communicating ideas, achieving long-term goals, team building, building morale and trust, promotes innovation and creativity ( Heera K. et al., 2022) there are a few shortcomings of this approach are task incompletion due to lack of strict individual supervision, lack of focus on immediate targets etc it is not ideal to employees who need supervision and support for which situational leadership and Adair’s Action-Centred Leadership works best which ensures individual supervision to achieve the task 

Before discussing the ideal leadership approach in hospitality, Alan Cutler has identified a list of unique characteristics and challenges specific to the hospitality industry that demand highly effective leadership. It is one of the most dynamic industries where rapid changes need to be addressed within a short period, it is an industry where they employ the most diverse workforce and leaders must have capabilities to strategically manage and motivate the diverse workforce from different parts of the world. The industry also witnesses increasing customer needs which demand higher customer service standards, brand loyalty, intense brand competition, growing demand for sustainability etc are other characteristics of current hospitality where the leaders who are team-oriented, entrepreneurial and innovative only can enhance organisational efficiency, satisfaction and employee efficiency. (Alan. C, 2014) considering these situations a leadership approach which creates opportunities for learning, development employee engagement and customer satisfaction would be an ideal choice.(Beltran E, 2022)  That being said, Blake and Mouton's team management and McGregor’s Theory Y can offer better results where   Team building and empowerment are the keys to employee satisfaction, loyalty and productivity. It is ideal to be flexible in adapting leadership approaches to meet diverse needs. For example, the ACL model can be followed by managers where they can ensure tasks are completed, team cohesion is ensured and individual needs are met systematically. The task management style of Blake’s managerial grid also can ensure the successful completion of tasks and high productivity while employee morale will be low.  

On the application practicability and managerial effectiveness, all the models discussed have elements which are applicable in the hospitality sector and have team development and leadership development possibilities. Blake’s managerial grid team building style and ACL model offer balanced leadership styles and the ACL model and situational model also ensure task success through team and individual development while transformational and McGregor's Theory Y provide immense support for leadership development and encourage a cultural shift towards empowerment and trust, leading to higher employee motivation and better service quality. Another example of Theory Y and transformational is the Leader Horst Schulze, who developed Ritz - Carlton hotels and led them to win two Malcolm Baldrige National Quality Awards and Ritz-Carlton became known as the gold standard for customer services and more. According to him “the organisation need success, they should give their employees purpose, (Monkhouse D, 2022) (ritz-Carlton, 2024) Which closely connects with Theory Y, purpose and empowerment. The team management approach is ideal for brands like Ritz Carlton where excellent customer service and land-engaged employees will bring success. Theory Y is more suitable for brands like Marriott and Four Seasons where they have given priority to employee empowerment and thus achieve customer satisfaction Team management leadership style offers priority to the team where the employees get space for development and enhance their performance. Under theory Y, empowered and motivated employees will perform at their level best . 





Each leadership theory has advantages and challenges. The selection of leadership style depends on the organisational needs and the preferred outcome. A holistic approach that uses the strengths and opportunities of various theories and creates an organisational-specific framework is ideal for addressing the diverse needs of organisations, employees and customers.
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