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The “concept of leadership” is a long established area of scrutiny and study (Moodian, 2009, p. 126). The fundamentals of great leadership is renowned, well established and identified,  such as excellent communication, listening skills and vision, with varying different styles of leadership used to glean results.  In order to create legendary service or the ultimate guest experience within hospitality, it is important to recognise how leadership styles affect employees and business whilst understanding that cultural differences and perspectives ought to be appreciated and deliberated to establish how one impacts the other. Culture, in this context, can be viewed holistically and realized as both company culture and individual backgrounds and how “Intercultural competence” (Moodian, 2009, p. 165-167)  and “Intercultural sensitivity” (Moodian, 2009, p. 256)  contributes to great leadership. 

Leadership is defined as behaviours utilised to align shared vision and values, to implement and execute ideas, to evolve an organisation (McKinsey, 2022). “Organisational leadership is influenced notably by two interrelated social phenomena: globalization and the resultant diversity. The leader’s challenge is the competing tug between global standardisation and local differentiation” (Wibbeke and McArthur 2014, p 152).  As cited in Wibbeke and McArthur (2014, p 8) exceptional leadership will now need cultural intellect, requiring exceeding own beliefs and biases, to interrelate with various backgrounds and cultural differences.  “People with high cultural intelligence are able to discern what true behaviours represent for individuals and groups compared to which behaviours are not universal or aberrational” (Offerman and Phau, 2002, p.8-9). Great leadership will account for all differences and work with the team they have, not the team they want. To their advantage, they will take time to truly understand differing opinions, the wants, needs and beliefs of a team to their advantage, creating a dynamic, diverse and flexible workforce. Moran, Harris and Moran claim that (2014, p.11) “culture is a distinctly human means of adapting to circumstances and transmitting this coping skill and knowledge to subsequent generations”, whilst claiming that “culture is dynamic” and changes. Fluctuating with the needs of the business and employees, with ever evolving demands such as flexible working, parental leave, generational shifts in perspectives, changes due to COVID-19 with the ability to adapt, creates a company culture where businesses thrive. 

Arguably, there are many types of leadership styles. IMD (2023) state that there are six different types. “Transformational leadership”, “Delegative Leadership”, “Authoritative Leadership”, “Transactional Leadership”, “Participative Leadership” and “Servant Leadership”. All self explanatory, but certain styles tap into the potential within the team more so, varying with business demands and needs. Within this, there are two types of structure for businesses, tall and short (Indeed, 2023). The latter allows for the team to be directly involved in decision making with great communication and limited managers and no clear hierarchy (MBA Knowledge Base, 2023), very much a participative and servant leadership style. It could be argued that this is an “informal hierarchy “ (Magee and Galinsky, 2008). A more formal hierarchy may be described as tall management which focuses on a clear hierarchical structure, often with the use of a organisational chart for clear visualization,  with a long chain of command. Communication can be poor in this structure, but job descriptions are clear and potentially falls into the authoritative and transactional leadership styles. Both have their opportunities and strengths, with short structures potentially struggling to evolve whilst the business grows (Ji and Yan, 2020) who also claim that a positive team structure with clear boundaries and definitive job titles, with “shared understanding” but could potentially “stifle creativity”, whilst long standing team members may benefit from this also. Conversely, retained employees may develop further under flat management style, with delegation and transformation on top the agenda ensuring the development of business as well the employees. 

Employees who have demonstrably succeeded under a flat management style are Retreats Group Ltd. They are a well established business and a group of “luxury boutique hotels located on the St Davids peninsula” (RetreatsGroup, 2023). Owned by a “renowned architect based in Hong Kong but grew up on the St Davids Peninsula” (Clements, 2023), but with the day to day operations managed by a general manager (Bowen, 2022). Their flat management style has allowed employees to work their way through the business, whilst focusing on the employees strengths allowing cross and inter departmental training (receptionist supporting both the Food and Beverage department along with accounts) and working with their employees to their strengths. This involves a level of both participative and transformational leadership, putting employees at the forefront of whilst delegating tasks through the teams creating an highly evolved and capable team. They have won many accolades in a short period of time, including AA Hotel of the Year and more recently, awarded 3 Rosette’s for culinary excellence (Twr Y Felin, 2023).

Another hotel located in Pembrokeshire, similarly providing luxury, where “warmth meets 5 star indulgence” (Crug Glas, 2023) is Crug Glas Country House. Recently awarded, “Best Restaurant with Rooms” at the AA Hospitality Awards (Hotchin, 2022), proving it achieves great results, conversely operates with a different management style. Although also flat, the owners are true visionaries, transforming a once redundant milking parlour into one of Pembrokeshire’s leading wedding venues. Managing the business themselves, they demonstrate participative leadership, whilst very much conforming to he needs of employees, servant leadership. This works exceptionally well with fluctuating demands of the business dealing with functions as small as thirty up to three hundred guests.   

A paradox, both servant and leader (Greenleaf, 2014),with “power and authority” no longer desirable traits, with morality at the helm, he claims that servant leadership will be a “major society shaping force”. Although not always popular and certainly goes against the grain of the well established and known authoritarian style that was considered the norm, but has now fallen out of favour. The autocratic leader is sometimes referred to as “coercive leadership” (Chukwusa, 2018), creating what could be conceived as a toxic work environment. As cited in Onesti (2013) this leadership style can result in poor employee well being according to a study by Nyberg. Arguably, the potential fear instilled in employees, with other studies, cited in Du, Li, and Luo (2020) further showing poor business results such as job execution and dedication. However, the giants of today’s society such as Elon Musk, gets results, but at what cost (Robinson, 2023)? Halevy, Chou and Galinsky (2011) argue that it promotes a fulfilling environment , full of “coordination” and “cooperation” with employees either endorsing the hierarchy with enthusiasm or rejecting it, seldom expressing indifference. Questionably, this style may be suited to certain employees or situations. Fielder’s Contingency Model depicts  that there is no one way to manage a team, and although dated, situational analysis is required of both the leader and the circumstances (Indeed, 2022). He also claims that, naturally one may be more inclined to manage to their strengths. If a leader is naturally autocratic, this is the way they should manage, however, a leader should be able to question their ability to manage the situation. Would another team member be better for the execution of the task at hand? Certain situations such as an event that is not flowing as well as it should, requires someone at the helm ensure things get back on course (Huang et al, 2022). Participative Leadership may not work well in this scenario, but a flux of different leadership styles.

Clay (2010), claims that organisations that place employees at the heart of their business, such as participative leadership, with empathy, fostering community with extensive research demonstrating job satisfaction as the result. Essentially this is employee engagment, with models built around this very concept. The Zinger model of employee engagment supports this (Zinger Associates, nd) suggesting twelve drivers to conform to in order to engage employees, such as engaging the employees and building a deep and meaningful connection to understand dynamics and the elements of work whilst experiencing well-being. For Crug Glas this means knowing their employees expectations such as external commitments, whilst understanding that work is not necessarily an employees primary objective. With a large young workforce, understanding this is paramount not only for engagment of the team, but for this guests benefit also. As cited in ‘Servant Leadership and Work Engagement’ (Haar, et al 2017) argues that undertaking a servant leadership style comes with it’s own challenges, a lack of framework and comes without a workable definition. However they also argue that the engagment of employees is a significant and proven outcome along with altruistic traits, focusing on work life balance and flexitime. Naturally, this has never been so important with changes in employees expectations from both life and work since the pandemic. A working environment such as this cultivates a culture of care, creativity, positivity, innovation and feeling of involvement and prototypicality, or an involved leader (Yoshida, et al 2014). 

In addition to extraordinary business leadership skills, a leader now needs cultural intelligence. Cultural intelligence requires transcending one’s own cultural background to interact with diverse and unknown intelligences” Cited in Wibbeke and McArthur (2014, p 8). Within business, and reviewing both Crug Glas and Retreats Group, although their company cultures differ somewhat, the fundamentals are the same. Their employees. To successfully do this empathy and understanding is required of their backgrounds and inclusivity. Not only that, but allowing newcomers to understand the company culture and embrace it. Offerman and Phau (2002, p8-9) claim “people with high cultural intelligence are able to discern what true behaviours represent for individuals and groups compared to which behaviours are not universal or aberrational”.  Hofstede (2003, p.9) states that “the collective programming of the mind that distinguishes the member of one group or category of people from another” with “The comparison of cultures presupposes that there is something to be compared – that each culture is not so unique that any parallel with another culture is meaningless” (Hofstede 2003, p. 24). Retreats Group and Crug Glas ensue that they embrace diversity, ensuring inclusivity and truly being open minded and culturally savvy are all key requirements. 

If cultural competence is required, further understanding of how cultures impact working dynamics needs review. Hofstede was one of the first to conduct research reviewing cultural ideals claiming that “social systems can exist only because human behaviour is not random, but somewhat predictable” (Hofstede, 2003, p.1). Hofstede considered there to be different levels, of mental human programming. Universal, biological in nature potentially inherited, individual or self, and collective, such as culture and learned behaviour for example. Delving into his theory further there are six elements that ought to be reviewed, such as “Power Distance” and “Individualism” (Hofseted, 2003). Power Distance for example, supposes that “less powerful members of an organisation or institution – such as family – accept and expect that power is distributed unequally” with “Superiors and subordinates are unlikely to see each other as equals in the workplace, and employees assume that higher-ups will make decisions without asking them for input” (Nickerson, 2023). This is not the case for these two hotels, but knowing this and adapting to an authoritative leadership when the employee requires, could be advantageous. 

Adaptability is a key requirement with the belief that people are capable of change. If change is possible and established, nature vs nurture is another concept that needs consideration in the effective implementation of great leadership, with extraordinary leadership being largely in the “eye of the beholder” (Moodian, 2009, p. 126). If nurture is a consideration, with parental influence, education, bias, encouraging curiosity (Moran, Abramson, and Moran, 2014,p 2-18) this is potentially a systematic opportunity to mould within leadership, not withstanding, leading. It needs to be understood that nature and nurture contribute to cultural differences, with some values, intrinsic,  but that some can be adapted over time.  It is a well established view that humans are influenced by their rearing. With nature vs nurture whilst considering certain predispositions, having been a topic to consider in how humans evolve and change. Our behaviours can be defined by parental upbringings along with cultural dynamics. Behaviours can however be moulded and changed over time. “Leaders aren’t born; they learn to lead over time” (McKinsey, 2022). Thanks to neuroplasticity, additional pathways can be created allowing new behaviours and skills to manifest in time. “Neuroplasticity refers to the power of the brain to form new pathways and connections through exposure to novel, unfamiliar experiences. This allows adults to adapt, grow, and learn new practices throughout our lifetimes” (McKinsey, 2022). This of course does not only apply to the managers or owners, but to the employees as well. Development programmes and employees working their way through sideways or up in the business proves this. The idea of “Intercultural Competence” (Moodian, 2009), as Cited in Culture’s Consequences, Guilford defines “personality as interactive aggregate of personal characteristics that influence the individual’s response to the environment” (Hofstede 2003, pp 10). “ The consequences of Hofstede’s conclusions are significant. Leadership, decision making, teamwork organization, motivation and in fact everything managers do are learned”  (Moran, Abramson, and Moran, 2014, p 22). Environment can shape our behaviours and challenge current thinking and cause leaders to embrace changes and challenges. Businesses response to Covid -19 are a perfect example of this. 

Change is inevitable, with great leaders being adaptable with extraordinary leadership operating “in the transpersonal dimension, living and leading their own unique expressions of creativity and wisdom” (Ramsey, Scahetti and Watanabe,  2004), whilst continuously working on the self, others, and both leading themselves and their team, constantly evolving into state of unknowing and improvement (Moodian, 2009, p. 127). To improve, leaders must look at their behaviours and establish whether or not they are task orientated or relationship.  Northouse (2007) claims that these behaviours either inspire (encourage the team to accomplish and achieve results) or actual task accomplishment. Further research has been conducted under the same concept. Haq and Anwar (2018) claim that, again leaders can focus on “their followers” and look to their individuality or focus on task execution and completion. They claim that research was inconclusive as to which style was most effectual. However, Crug Glas and Retreats Group Ltd prove that encouraging the team achieve a great company culture.  

“Leader – member exchange (LMX)”,could be considered as Gill (2006) claims “that the relationship between every pair of leader and follower varies with the other pair and different followers may have a different description or relationship with the same leadership”. This is also common amongst family members, with siblings demonstrating different characteristics and behaviours due to their upbringing, potentially resultant to circumstances and mind sets of the parents (Mate, 1999). If this is true, again, businesses need to work with the mindset that each individual needs to be managed or lead differently and adapting ones style encouraged to achieve results on both an employee level and as a business. Fast forward to the 21st century, morals and ethics are considered to be a major aspect of great leadership. Summarised in Leadership and Practice, Northouse (2007), surmises that morals and ethics, along with “humility” and “spirituality” are required in order to adapt to inclusivity and the diverse nature of teams. Essentially, a company that adopts these, and is interculturally competent and sensitive, will succeed. If “organisational culture is a powerful driver to success” and impacts the entire business (Cote, 2023), leadership skills help shape the culture both negatively and positively. Negative cultures, can damage great leadership (HR Exchange) and whilst positive culture can be damaged by poor leadership. Understandably, Great communication and consistency are required from both the leader and the team in order to effectuate business results, along with leading by example. 

Leadership is challenging to outline and is continuously evolving (Norhouse, 2007) and with great leadership in the “eye of the beholder” (Moodian, 2009, p. 126) how can a leader ensure they are crating a great culture? It is evident from Crug Glas Country House and Retreats Group Ltd that employee engagment is key, along with flat management styles, servant and participative leadership, involving the team and being at one with the team is a good combination to success and a compelling company culture that attracts employees and retains. Reviewing these establishments, it is the leaders that create the culture, rather than the other way around. It could be argued that inclusivity and being sensitive to the diverse nature of the teams helps create the culture, but it is the leaders behaviours that demonstrate that leadership in this instance creates the company culture.  However, this style would not be suited to every business, society or environment. Essentially, in any business, a review of current employees, company culture and leadership style needs to be examined and amended to work within the confines that the business has, and change implemented of a period of time in order to attain great leadership and a great company ethos with the right leader at the helm working to their strengths of themselves and the team.
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“The meaning of leadership is ambiguous and confusing” (Kjellström, Stålne, and Törnblom, 2020) and measuring it can be just as unclear. Reviewing different types of leadership analysis such as DISC (Fallon, 2023) and Belbin (Belbin, 2014), it is not difficult to surmise that  to effectively measure one’s own abilities especially when what I may think about myself, may not be true or it may not be what’s conceived by a team. Some assessment tools may not provide “perfect objectivity” (Otium, 2023) and have limitations. Although in some circumstances these tools can help with self awareness and development, they should be used sparingly and as part of development, not to continuously assess.

My first DISC profile was conducted around 10 years ago when I was working for H&M where I was a strong S (Steadiness) followed by D (Dominance). This test evaluates personality traits, supposedly categorising managers as either Dominant, Influential, Steady and Conscientious (Owen, Mahatmya, Carter, 2017). It was interesting to note that having recently conducted an assessment again I am still a strong S, but my dominant side has subsided somewhat. When I sat down with the Human Resource Manager at the time, she stated that I had an interesting result and not something they usually see in a manager and that the expected the D to be stronger along with I. Having been a manager for 10 years at this point, I found this comment strange. However, assessment tools aren’t always reliable and I feel that although I may not fit into a typical managerial mould, does not mean that style does not work. Having previously won awards such as manager of the quarter when working for Starbucks and having a very successful store openings for both H&M and Starbucks and working my way through the ranks quickly, suggests, although not atypical, my style, in short, works. The DISC profile does come under scrutiny with its reliability questioned (HR Profiling, 2023) with The Practical Psych ( 2023) agreeing with this. Interestingly, they claim that this type of profile “lacks predictive validity” and “oversimplifies traits”. Conversely, it gives an opportunity to discover yourself and potentially improves teamwork (Action Strategies, 2023). This is confirmed by more scholarly articles claiming they can help individuals and organisation creating better relationships and build employee engagement (Algert and Watson, 2000). 

During my time as a manager, Human Resources was a large part of my responsibility and employee engagement a passion of mine. Engagment has many meanings but can be defined as “The level of enthusiasm and dedication a worker feels towards their job” (Smith, 2022). I have always been keen to ensure that anyone who works with me is happy coming to work, dedicated and has a good work life balance along with honesty and transparency. This is supported by my DISC profile being a strong S, with being “accommodating”, “humble” and “inclusive” (Owen, Mahatmya, Carter, 2017). Surprisingly, having completed Belbin’s Questionnaire (Belbin, 2014), this does not seem to support this. With high scores on “Coordinator”, “Implementer” and “Resource Investigator”  suggesting I can be inflexible, manipulative and over optimistic, which are not areas I feel are evident in my managerial practice. The few employee surveys conduct during my tenure both at Starbucks and at H&M were very positive and showed content and engaged workers. Rosseland (2023) suggest that Belbin’s depends on self assessment and how we may overestimate our strengths and abilities, in other words bias. Rosseland (2023) also states that my key characteristics are “extroverted”, “curious” and “identifies talent”. Some of these I would agree with as I have watched many employees develop and work their way through the ranks, and spotted talent in people when others have not. Most recently whilst working for Retreats Group Ltd, a receptionist was interested in Accounting so asked if she could get involved, and is now a manager within the establishment after I mentioned seeing huge potential and capabilities within her. 

Training and development is one of the most interesting and enjoyable aspects of management for me. Seeing people thrive and work towards their goals is true job satisfaction for me. Having undertaken a 16 personalities test online (16 Personalities, 2023) this for me is the truest reflection of who I am not only as a person but as a leader too. “Mediator Personality” is how I have been categorised, with empathy and a want to boost others, whilst being open minded and doing the right thing but can also be highly self critical. In a work context, there needs to be purpose and a requirement to feel an emotional and moral connection to the role (no surprise engagment is a passion) with feedback greatly appreciated, fairness, and subsequently thriving in a flat management style. Having worked in the hospitality and retail industry for much of my career, it’s no surprise that this has worked well for me. 

Flat management styles, typically featuring less managers and using empowerment of employees to drive the business forward (Ingram, 2019). This type of culture where  engagment is at the helm, inclusivity where management will clear tables and clean rooms, whilst leading I find extremely powerful and would like to think that I was a great advocate of. This could be considered “Participative” and “Servant Leadership” or “Laissez-Faire”, Akparep,  Jengre, and Mogre, (2019). There are two contrasting view points about servant leadership. IMD (2023) Claims that servant leadership is about putting the employees needs first whilst Akparep, J. , Jengre, E. and Mogre (2019) claim that they not necessarily look at development with no decisions being made. My understanding of this style is instilling belief in the employees, refusing to micromanage and listening to the employees when they have ideas. As a manager, sometimes tasks are not necessarily customer focused, so who better to know how to deal with the situation than the employee who deals with it everyday? Speakap (2021) claim that “amplifying the voice of employees can foster a culture of trust and collaboration, which can result in better engagment and performance”.  This “softer approach” (Johnstone, Stewart, and Ackers, 2015) can achieve great results but to make sure that its not “token or superficial”. To ensure this leadership style works, “Stewardship” is required and “Self - awareness” creating an environment and culture of respect and value. 

This type of leadership considered to be holistic in its approach with women having the advantage (Biddle, 2020). He argues that men usually are considered great leaders, but this would be in keeping with their typical traits, finally, women get to use their stereotypical traits to gain competitive advantage. Biased as this may be, we can link to Hofstede’s Masculinity Vs Femininity index in his Cultural Dimension Theory (Hofstede, 2003). His theory proposes that certain male/female roles are more important within society suggesting that countries with a high femininity result would have better maternity policies, such as Sweden (Nickerson, 2023). Although potentially, these days a controversial topic, it seems fitting that as a woman I have utilised feminine traits to become what may be consider a male role, rather than trying to find masculine traits to engage in something I am not. Great leaders will naturally work to their strengths, but this does not mean that skills cannot be developed over time (Forbes, 2023). Baum’s (2015) research suggests that 70% of the workforce with hospitality are female, but looking into the managerial roles, it is usually men. According to Weisskopf (2018) more women should be working within the “executive team” as it leads to a positive outcome. This would demonstrate diversity and potentially bring about a change in leadership style or business direction. 

When I think about different leadership styles and how they impact the team, it leads me back to Hofstede and another index of his. Power distance (Hofseted, 2003). His work has been critiqued as too simple (Radojevic, Stanisic and Stanic, 2019) and I feel that it does not always apply to the industry with his original findings not based on hospitality and his work considered “de-centred” (Sahiq et al, 2011), whilst also claiming that it is dated with not enough dimensions. Personally, I truly believe that it’s about working with the team that you have, reviewing individual needs, engaging the employee and having open and honest communication all whilst putting the guests needs first.  Whilst working  for Starbucks, they partnered with a local company and Prince’s Trust who support youngsters and help train to get into employment (Prince’s Trust, 2023). This allowed me to truly develop my skills of patience and understanding and to support each individual to reach business goals. I seem to recall very positive feedback about these employees and how they felt they were achieving not only within business and the team, but as individuals too. Most notably, a gentleman who was had been diagnosed with autism, was quite successful in fully securing permanent employment with wonderful feedback from both his mentors and parents about the store I was managing. 

Whilst working for Starbucks, I also had the opportunity to support a brand new store opening in a new market, in Amsterdam, The Netherlands. This was an interesting shift in perspective, with English being well spoken but most people’s second language, (along with it being mine) it was very much about thinking outside the box. We were of course given training resources and timelines, but having the understanding that not everyone learns in the same way and having limited access to machines to actually make drinks and practice Barista skills, I devised a visual tool, almost like building blocks to support the drink making process in the absence of machines. This I feel will have most certainly helped the visual learners and the kinaesthetic learners, whilst the ingredients list alone may have been enough for the auditory and verbal learners. I very much like to take into consideration people’s learning styles as it is a smoother transition and learning experience for employees. I have no theory to support this, but with the hospitality being very much a hands on environment, people who enjoy working within it, largely, I believe that a hands on approach certainly helps within training instead of manuals. However, I have worked with people who embrace manuals and written instructions so this merely my personal experience and should not be implemented as a one size fits all as this is very rarely the case.

Embracing our differences, whether it be learning styles, capabilities, backgrounds, individuality, in other words, diversity, is something I think I embrace. Areas where I would like to improve on in the future are very much what the 16 Personalities (2023) state, such as being unrealistic and occasionally unfocused. I have a view that as long as there is balance in the team, and their desires and what the business needs it can work, but this is extremely difficult and can be a lot to manage. It’s important not to get too caught up in unrealistic goals, the use of tools such as SMART goals could assist with this and checking in on milestones (Forbes, 2022). With my current strengths and opportunities, having worked with people form all over the world, and having worked internationally both in a managerial positions and teaching English as a Foreign Language, I think I can effectively manage, work with and embrace diversity and cultural differences, but my mediator personality could pose challenges, such as possibly empowering an employee who is not ready whilst I may “struggling to set boundaries” (16 Personalities 2023). I would relish the opportunity to complete workshops or courses to improve this to ensure whichever team I lead next feel supported and capable of whatever the business requires of them. Lastly, this would also strengthen my managerial and leadership skills. 
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