




Critical Evaluation of the different approaches to leadership and their effectiveness in the hotel industry.
Student: Dominik Csaba David (2208146)
Lecture: Management and Organisational Behaviour (BMIH5004)
Lecturer: Julia Ault



The essay provides an insight into the various approaches to leadership and examines their effectiveness in the hotel industry. It analyses different leadership theories and emphasises on the pivotal role played by effective leadership in ensuring organisational success. Popular leadership styles in the hospitality sector are discussed along with real-life examples of successful leaders.
The Blake and Mouton leadership grid identifies five different leadership/management styles based on two behavioural dimensions, namely concern for results and concern for people (Michael, 2012). Concern for results indicates the extent to which the individual focuses on attaining objectives and high productivity while concern for people indicates the extent to which the person emphasises on the team members’ interests/needs and personal development. The five leadership styles are:
Impoverished Management approach, which is considered as the most ineffective leadership style, involves minimal concern for both meeting work deadlines and building/maintaining well-satisfied teams. 
Task Management approach involves leaders exhibiting greater concern for task completion and lower concern towards teams. Although the approach can lead to higher organisational output, it can result in greater labour turnover.
Middle-of-the-road is a compromising approach where the leader strives to balance the company’s goals and the people’s requirements. This can potentially result in mediocre performance and not able to meet both the organisation’s and employees’ needs. 
Country Club approach entails greater focus on people and lower emphasis on tasks. Although this can result in motivating the employees, it can hamper task completion and result in questionable organisational outcomes.
Team Management approach, considered as the most effective leadership style, places higher emphasis on task and people. The leaders would strive to build a team environment that involves greater employee trust/commitment, which would automatically lead to greater employee satisfaction and efficiencies/productivity.
The managerial grid helps leaders/managers to assess own leadership style and work towards the most effective leadership style namely ‘Team Management’ approach. The theory’s limitations are that it overlooks the situations and external/internal limits, which are key drivers for an individual’s leadership style. 
According to Adair’s Action-Centred Leadership theory, good leaders/managers should possess command on three main responsibility areas, namely: Achieving the task; Managing the team/group; and Managing individuals (Adair, 2009). The model proposes that these three key areas are mutually dependent and require equal attention to ensure success. Adair’s theory is simple to use; can be used at all levels/industries; facilitates effective team/individual development; and ensures good performance/productivity. The model’s drawbacks are that it is considered as highly simplistic; might result in focus imbalance that can lead to poor outcomes; and the model is considered to be highly emphasising on control/instruction from the leader.  
McGregor’s Theory X and Y assumes that managers/leaders possess two contrasting perspectives regarding their people/teams; Theory X assumes that people generally dislike their work, are not ready to take responsibilities and possess little ambition; Theory Y considers people as being self-motivated and find work to be challenging (Mullins, 2019). Theory X leaders motivate their teams by rewarding excellent performance and punishing bad performance. Theory Y leaders adopt a collaborative approach with their teams, empowering employees to take decisions and work on own initiative. 
Theory X and Y provide good direction for management as regards devising motivational methods and adapting managerial systems based on these behaviour-related assumptions (Mullins & Christy, 2016). The theory’s assumptions are considered realistic. Demerits are that the theory generalizes people as being completely one of the two ‘conduct’ extremes, which need not be true.  
Situational leadership theory proposes that leaders have to change their leadership approach/style as per different situations and various aspects in workplace (Huczynski & Buchanan, 2009). Situational leadership provides several advantages including emphasis on effective communication, increased flexibility, enhanced individual development and better decision-making (Rodić & Marić, 2021). Its demerits are that it can be time-consuming/complex to adapt one’s leadership style to different situations; can result in inconsistent leadership approach, which can cause confusion among teams; and can create dependence on leaders, which might inhibit the employee’s ability to improve knowledge/skills.
The hospitality sector calls for the leaders/managers to be able to build and maintain good teams that can enable the organisation to deliver excellent customer satisfaction and thus ensure outstanding performance. Leaders in the sector are responsible for motivating their team members to deliver outstanding customer service and work towards the organisational goals/objectives (Mullins, 2019). As with any other sector, good leadership is paramount to attaining successful performance in the hospitality sector. Effective hospitality leaders ensure that the employees feel valued, enjoy a positive association with the organisation and hence, remain loyal to the same. Key skills that ensure effective leadership in the hospitality sector are:
Clear/effective communication is essential for leaders to direct their teams towards meeting goals/objectives; listening skills are also vital for understanding and acting on employees’ concerns/ideas (Boddy, 2014). Emotional Intelligence is crucial for leaders to understand and manage their own and team members’ emotions. Good decision-making skills are important as leaders may have to take swift decisions, which can considerably impact the business operations and customer service. A team-oriented managerial/leadership approach is highly effective considering that cohesive teams that collaborate/coordinate with one another to ensure superior service is crucial in the sector (Wang & Xie, 2020). Major challenges in the hospitality sector are high employee turnover rates; diverse teams that require a nuanced leadership approach; and fast-paced changes that mandate swift adaptation of leadership approach. 
Some of the highly effective leadership styles in the hospitality sector are: transformational and democratic/participative styles (Rabiul & Yean, 2021). These approaches encourage employees to participate in decision-making thus resulting in them feeling empowered/motivated to deliver outstanding performance and provides adequate flexibility, which is essential in this fast-paced sector. Examples of leaders that adopted these approaches are Marriott Hotels’s Bill Marriott and Four Seasons’s Isadore Sharp (Mullins & Dossor, 2013). Their leadership styles show how effective leadership approaches can help organisations attain significant customer loyalty, brand growth and global repute. 
Transformational leadership style aims to inspire/motivate followers to attain shared goals/vision (Arnold, 2005). Transformational leaders are passionate, visionary and charismatic individuals that clearly/convincingly communicate their goals/values. This leadership is perceived to be highly effective in the hospitality sector, considering that it drives enthusiasm, commitment and sense of purpose among employees, which would help improve the hotel’s overall performance and competitiveness.
Conrad Hilton, the founder of Hilton Hotels, is a good example of transformational leadership style (Everly & Athey, 2022). The leader was known for his clear direction, purpose and vision. His innate ability to align his workforce with organisational goals/objectives and emerging successful even in direst situations helped inspire employees and built effective teams. The Hilton Hotel Group is an immensely successful business with over 7600 properties in 126 nations/territories worldwide.
[bookmark: a]Bill Marriott, Marriott International’s former CEO, is another example of a successful transformational leader that has effectively inspired his followers to work towards the organisation’s goals/vision (Kenyon, et al., 2020). His key transformational leadership traits included ability to encourage creativity, communicate effectively, inspire followers to achieve goals, and act as a charismatic role model.    
Participative leaders empower their followers to involve and participate in decision-making processes (Buchanan & Huczynski, 2019). This results in employees/teams feeling empowered and thus motivated to deliver their best to the organisation. Mark Hoplamazian, the CEO/president of Hyatt Hotels, is an example of the participative leadership approach; he is known to actively listen to his people’s perspectives and ideas (Utley & Klebahn, 2022). He believes that when individuals ideate jointly it can result in highly creative solutions. Other leadership styles include:
Autocratic/Authoritarian leadership involves leaders exercising control over decision-making processes with little involvement/inputs from team members/employees (Peng, et al., 2021). This approach is particularly useful in cases where decision-making should be quick or where leaders possess maximum knowledge about the tasks. Leona Helmsley of Helmsley Hotels is an example of an autocratic leader, who unilaterally controlled her business where decisions were taken swiftly without consulting employees/others (Rabiul & Yean, 2021). The business’s policies were stringent and failure on part of employees to comply would result in dire consequences such as termination.
Delegative/Laissez-Faire leadership involves giving employees all freedom to perform tasks in a manner that they deem as best (Halim, 2021). It helps build a relaxed environment and develop accountability; however, employees might misuse the freedom while new-comers can struggle due to lack of guidance/knowledge.
Servant leadership entails leaders emphasising strongly on employee development and building a culture of knowledge-sharing and service (Bavik, 2020). Examples of servant leadership in the hospitality sector are Four Seasons Hotels and Resorts’s J. Allen Smith and Marriott International’s former CEO, Arne Sorenson (Rollinson, 2005). 
Transactional leadership relies on motivating employees to perform well by rewarding/acknowledging good performance (Boddy, 2014). Employees are clear about what the management expects from them; this approach provides good clarity/structure. It can however result in lower creativity. Example of this leadership approach is Starbucks’s former CEO, Howard Schultz, who motivated his workers by rewarding them for good performance (O’Connor & Blasdel, 2024).
Bureaucratic leadership involves strict adherence to company’s policies/rules (Mullins, 2019). It helps lower favouritism and improves job predictability. However, it can curb innovation and reduce freedom. Fast food restaurant managers are classic examples of this approach as they strictly adhere to standardized procedures and have specific chain of command for taking decisions.
Management emphasises on smooth implementation of organisational functions and deals with allocating resources, managing day-to-day operations and coping with environmental changes effectively (Mullins & Christy, 2016). Leadership concerns motivating/inspiring followers to attain goals by building trust, engaging employees, and directing them towards shared purpose/goals. Both leadership and management involve inspiring/driving people to attain common goals and coordinating/mobilizing teams/resources to achieve goals/objectives. As such, both leaders and managers have to possess excellent communication, interpersonal, problem-solving and decision-making skills/abilities. A good combination of effective leadership and management is essential to create/maintain a healthy organisational culture, which motivates/inspires the workforce to work towards the organisation’s vision and goals/objectives. Given below is the linkage between the effectiveness of various leadership styles to key function of managerial leadership:
Autocratic (decisive leadership) management style entails centralized decision-making where the manager takes decisions without considering opinions/inputs from their team members (Halim, 2021). This approach is particularly effective in situations that need quick action (emergencies/crisis). Nonetheless, this style can lead to low employee morale and creativity. Helmsley Hotels’s Leona Helmsley is an example of effective autocratic management style (Rabiul & Yean, 2021). 
Democratic (inclusive decision-making) management involves the leaders valuing the team’s inputs/opinions and taking decisions collectively (Buchanan & Huczynski, 2019). This approach helps to create a feeling of empowerment/ownership among employees and motivates them effectively. It is particularly suitable in organisations where innovation and collaboration are important. Hyatt Hotels’s CEO/president, Mark Hoplamazian, is an example of the participative management approach (Utley & Klebahn, 2022).
Laissez-Faire (empowering autonomy) management involves managers providing team members with considerable autonomy to take decisions (Boddy, 2014). This approach is ideal for employees who are self-driven or possess significant task-related knowledge/expertise. Though it encourages self-reliance, the approach is not apt for inexperienced or less motivated employees.
Transformational (inspirational growth) management approach involves motivating/inspiring the team through a convincing vision (Mullins, 2019). These leaders/managers emphasise on creating shared passion and sense of purpose among their employees and encourage creativity/commitment to attain the goals. Key examples include Hilton Hotels’s founder, Conrad Hilton, and Marriott International’s former CEO, Bill Marriott (Everly & Athey, 2022). 
Bureaucratic (rule-based control leadership) management places greater emphasis on strictly adhering to organisational rules/policies and processes (Mullins & Christy, 2016). It is especially important in highly regulated sectors where accuracy, compliance and consistency are important. Fast food restaurant managers are good example of this management approach. 
Servant (team-focused leadership) management approach emphasises strongly on addressing the needs of followers (Mullins & Christy, 2016). This approach is useful in nurturing strong connections and building trust/loyalty in teams. Marriott International’s former CEO, Arne Sorenson is an example of servant management approach (Rollinson, 2005).
Transactional (performance-based leadership) management involves the manager clearly outlining guidelines/expectations for employees and holding them accountable for abiding by them (Rollinson, 2005). This approach helps build a structured work environment and is effective in accomplishing targets and maintaining efficiency. Starbucks’s former CEO, Howard Schultz, is an example of the transactional management approach (O’Connor & Blasdel, 2024).
All the various aforesaid management approaches have their own unique applicability and characteristics. Successful managers are well aware of how/when to use each of these leadership styles based on the particular situation, organisational goals and team dynamics, to ensure excellent performance. Real-life examples show how each leader’s approach contributed significantly to respective organisation’s success and left an undeniable impact in their business spheres.
Leadership is founded on the basic premise of the leader’s capacity to inspire, motivate and direct their teams to attain shared goals. Different circumstances/situations require different management styles and leadership approaches. Effective leaders adeptly adapt themselves in line with their organisation’s/team’s needs and situational requirements. Understanding the various management/leadership styles and learning from real-life examples can help individuals to nurture own effective leadership/management approach. Successful leadership’s core purpose is to lead with purpose and remain constantly dedicated to the team’s overall victory.
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