


Discuss the impact of workplace culture in the care industry and the hospitality industry based upon different approaches to leadership 

According to Lyon (2019) an individual’s leadership style refers to the behaviour or characteristics when directing and managing a team of people. This is further supported by IMD (2023) who states that a leaders style is the methods portrayed by the person when motivating their team and this can be shaped by skills and experience. These different styles of leadership have been categorised into different theories and frameworks. For example, Kurt Lewin is example of a psychologist who identified different styles of leadership and grouped them into three styles, known as authoritarian, democratic and laissez-faire (Cherry, 2023). All three styles are different, but the key distinction between autocratic and democratic is the process of decision making from the leader (Lindberg, 2022). The autocratic leader will make all decisions and ask for very little input from their team , whereas a democratic leader will involve the team in decision making but retain the final say in the process (Lindberg, 2022). However, the laissez-faire approach is more detached and passes the decision making to the team members which is the complete opposite to an autocratic leader (Cherry, 2023). This style of leadership is usually more evident in creative industries whereby innovation is fully encouraged and there are less deadline orientated (Indeed, 2023). 
Additionally,  the Blake Mouton grid is another theory that categories different styles of leadership (Garg and Jain, 2013). Blake and Mouton recognised that leaders had two extremes, their concern for people or their concern for production (MSG, n.d). Therefore, the Blake Mouton grid was created to plot the leader appropriately along the axis depending upon their leadership concern for either production or people (Tutor2u, 2021). For example, in this model a leader that shows little concern for both people and production adopt an impoverished management style, which could also cross over with Lewin’s laissez-faire style due to the hands off characteristics of the leader (Tutor2u, 2021). In contrast, the ‘task manager’ who shows little concern for people but a high concern for task completion could also be considered an autocratic leader due to emphasising the focus on all work being complete above anything else (Bruin, 2020).  There are three more categories within the Blake Mouton grid known at Team Management , Country Club and Middle-of-the-Road (Garg and Jain, 2013). As the name suggests, the middle of the road leadership style is when a manager tries to find the right balance between the business goals and employee expectations (Tutor2u, 2021). Whereas, a team manager can be described as having a high focus on both task and people, with the belief that empowerment and trust are key elements to creating a positive team atmosphere (MSG, n.d) There could be some correlation between this and a democratic leadership style due to the team involvement, however it usually more closely linked with McGregor Y theory (MSG, n.d) The correlation is that McGregor highlighted that Theory Y managers encourage a participative management style to ensure collaboration between managers and their employees , resulting in people having a greater responsibility within their role (Aithal and Kumar, 2016)
The style of leadership can have a direct impact on the organisation culture instilled within the business (Duncan, 2018). This is due to the leader influencing the organisational culture by defining different values and beliefs of how things are done within the company (Desmarais, 2021).  O.C Tanner (2023) agrees with the influence that leaders have on culture as the way that a leader choses to communication with employees or make decisions can contribute to the workforce attitudes and employee engagement. For example, positive leadership can help overcome a negative workplace culture, whereas if the leadership style is perceived as negative by the workforce it can have an adverse effect on the organisational culture ( HR Exchange, 2021). Therefore, each leader must understand that their role and influence can be one factor that will shape the culture of an organisation (O.C Tanner, 2023). 
According to Meta (2023), a leadership style that has proven success in one workplace culture, may not work within another and so it is imperative for the leader to be flexible in their style to inhabit ways of aligning style and culture. For instance, a leadership style might need to be altered due to the industry in which it is being introduced or it could also be to do with the size of the organisation the leader is working within (Manning and Curtis, 2018). This is also supported by Goleman (2000) who agrees that adapting your leadership style is important to becoming a successful leader and creating a positive culture. When adapting the style, it is important to take into consideration the reason or need for the change, based upon the circumstances but also be open minded about why a different dynamic might be better received in the situation (Goleman, 2000). This could be due to working alongside employees with different expertise or working in an environment with different workplace pressures and so knowing the audience and situation is key to success (Andy, 2020).
Within the hospitality industry, it is argued by Mullins (1998) that an autocratic leadership style is often prevalent due to the unpredictable and ever changing nature of the industry. Managers need to be in control if fluctuations of demand , such as last minute room bookings or a surge of customers in the restaurant and so deploying an autocratic style could ensure an efficient workforce and the ability to meet customer expectation (Al-Ababneh, 2013). For example, Leona Helmsley was dubbed the ‘Queen of Mean’ due to her leadership style when managing 23 hotels within the Helmsley hotel group in the USA (Fata, 2019). She implemented a strict and very autocratic leadership style that ensure all hotels within the collection consistently had high standards of service and as a result these high standards became the USP of the Helmsley group (Mollah, 2022). However, although the Helmsley group showed clear visions and expectations, it was considered that staff felt disconnected from their role since they have limited involvement with the business goals and could display very little creativity (Aslanov, 2020). It is suggested by LaMarco (2019) that this could create a negative workplace culture as employee might feel their skills are being wasted. This could further create a culture where there is a lack of drive for innovation as employee are unable to contribute towards decision making (Chandrasekar, 2023). Nevertheless, despite a potentially negative culture, Helmsley saw great success with the Helmsley group and increased their occupancy rate from 25% to 70% within her first year as CEO (Nemy, 2007).  
An autocratic leadership style is also prevalent within the care sector as it may be important within emergency situations to make quick decisions and abide by relevant legislation (Sfantou et al, 2017). On one hand, the reasons for implementing this style of leadership in both the care and hospitality sector is the same as it will be to ensure that managers are making quick and efficient decisions (Duquesne University, 2023). However, the situations that these leaders will find themselves in will hugely differ as the care sector leader might being deploying this strict approach to ensure the best outcome in a potentially life threatening situation (Duquesne University, 2023). Whereas, Helmsley was only utilising an autocratic leadership style for business gain and increase financial success.  Nevertheless, Sfantou et al (2017) states that there is a strong correlation between an effective autocratic leader and the quality of care that residents receive as process are well-coordinated for both patients and healthcare professionals. 
However, according to Nour (2004) a democratic leadership style is more prevalent in the hospitality industry as it fosters an environment of collaboration and shared decision making. This is more recently supported by Les Roches (2023) who highlights that although there is a variety of different leadership styles present within the hospitality industry, the democratic approach is very widespread. A democratic leader would allow employees to share ideas and it could help nurture a culture of teamwork which is vital in a customer or service focused environment (Al-Ababneh, 2013). For example, hospitality companies often arrange meeting with chefs and front of house staff when planning new seasonal menus or other restaurant changes (Kumar, 2023). This allows employees to feel a sense of ownership and commitment towards organisational goals, which in turn could also lead to increase employee satisfaction (Kumar, 2023). Even more specifically, Marriott are known in all their hotels for hosting a ’10 at 10’ each day. This is a 10 minute meeting at 10am everyday where a member of staff from each department is present to discuss any relevant information about what is going on in the hotel that day (Marriott, 2013). This open method of communication allows staff to input ideas or offer solutions regarding business decisions and so is congruent with the philosophy of a democratic leadership. 
The democratic leadership style Marriott hotels endeavours to implement is aligned with some of  the company’s core value of ‘putting people first, pursuing excellence and embracing change’ (Marriott, 2023). There is evidence of a positive workplace culture, due to the fact that 30% of new recruits are referred by existing associates (Hospitality Net, 2015). This statistic could imply Marriott employees are looked after and satisfied with the company in which they work for and are actively recommending it others. Although, the motivations behind fostering a positive workplace culture may not be altruistic but more so a cost saving strategy as a happy workforce will result in lower staff turnover (Bernstein, 2018). This leadership style could co-inside with the Simon Western’s discourse of leadership in which he categories different approaches of leadership that have been evident within the last century (Western, 2019). The style on display within the Marriott case study is the therapist approach as the managers are focusing on motivating and supporting employees, rather than just controlling them (Wallach, 2021). This approach came into fruition around the 1960s when employees expectations changed at work and leaders started to realise that the employee are the biggest asset (Western, 2019). It could be suggested that this style of leadership is still prevent within many organisations and that there is a positive correlation between therapist leadership and positive workplace culture. 
On the other hand, not all those working within the hospitality industry work within a team that demonstrate positive culture. According to (Laucharoen, 2023) , the pressurised environment within hospitality and the potential lack of leadership experience from some managers can result in a toxic culture. This is further supported by (Scarth, 2023) who states that the hospitality industry often breeds an unhealthy environment due to the high pressure work load and long working hours. Therefore, it is vital for leaders to proactively put effort into creating a positive environment , through clear policies and employee engagement, otherwise a negative culture is inevitable and potentially detrimental to the level of service provided. 
Although, on the surface Marriott appears to have clear core values to help support a positive culture, if managers fail to abide by those core values it could result in a big divide between staff and managers as they will question the leaders authority (Heinz, 2022). This is evident in some employees reviews of the Marriott as they address the lack of empathy or support shown by managers and the way in which this creates a stressful workplace culture (Indeed, 2023). There is negativity associated with many different Marriott properties around the toxic culture on display within the hotel and so it would be interesting to conduct further analysis into the correlation between the leadership styles on display by specific managers and the perceived workplace culture. The democratic leadership styles is considered a favoured approach in the hospitality industry and can improve culture, however this can be dependent upon how effectively is its implemented by the manager and so staff will be exposed to different experiences when working under a democratic leader (Forbes, 2022).
Similarly, within the care industry , employees will be exposed to different workplace cultures depending upon their leaders ability to implement a chosen style (West et al, 2015). There is often evidence of a democratic leadership style within the care sector as decisions can be made collaboratively to ensure the best outcome for patients or care home residents (Pacific College, 2022). The healthcare leaders may consult with their team to ask for the best course of medical action for a patient as their knowledge could be imperative to the quality of care a patient receives (Pacific College, 2022). As per Al-Ababneh (2013) comments of democratic leadership fostering a teamwork culture, this could also be true for the care sector as employee will feel a sense of ownership and accountability for their actions which should create positive teamwork and an increased quality of care for residents. 
An example of democratic leadership is evident within Network Healthcare as they empower employees to work alongside managers to carry out individual care assessments of new patients (Network Healthcare, 2018). This will not only determine the best care packages available for the resident but it will allow the member of staff who will be caring for the individual to take some accountability within their roles and potentially motivate them to deliver the best service (Network Healthcare, 2018). It could be suggested this will support a more positive workplace culture as the member of staff can see the value of their job role and understand how they are supporting the organisation objectives. Furthermore, St Monica Trust is a care home provider , in which they have 5 properties located within the Bristol and South West area (St Monica Trust, 2023). They also promote the importance of a positive workplace culture through highlighting the importance of teamwork and emphasising they offer many training opportunities  to encourage all staff to reach their potential (St Monica Trust, 2023). These values that St Monica Trust are promoting, should encourage managers to adopt a more democratic approach as the company wants to actively encourage open communication and foster a learning environment. 
However, it is suggested by (Srivastava, 2022) that even if an organisation is encouraging leaders to adopt a democratic approach, this will not always be fulfilled as some individuals struggle to implement the characteristics of this type of leader. This is further supported by (Bhatti et al, 2012) who states although a democratic approach can be positive for boosting employee satisfaction and increasing the level of trust being staff at different levels of hierarchy, this may not be apparent within the leaders action. This could be due to a lack of experience in terms of leading a team or down to the individuals personality type (Bhatti et al, 2012). This is evident within St Monica Trust, as the employee review imply that some staff have great experience with leadership and managers, highlighting their supportive nature and real team work philosophy that is felt within the care home (Indeed, 2023). On the other hand, there is evidence of negativity from some employees within St Monica Trust, more specifically linked to just one of their locations, and this addresses the lack of autonomy given to staff over decision making or the little supported provided by managers (Indeed, 2023). These examples of different employee experiences within the workplace will play apart in the degree of toxicity felt from the organisational culture and shows how one culture might not be the same throughout all properties within an organisation. This will highlight the importance for senior leadership teams to address any inconsistences and ensure all managers, on all sites , at all levels are aligning their leadership style with the company’s values (Forbes, 2022).
In conclusion, there is a variety of different approaches to leadership that individuals will chose to implement within the workplace. The chosen style of leadership is often influenced by the nature of the task or the industry in which the leader is working within (Lyon, 2019). More specifically, according to Kurt Lewin many leaders choose to adopt a autocratic, democratic or laissez-faire style of leadership (Cherry, 2023). This was compared to the Blake Mouton managerial grid which stated that leadership styles evolve from the individual concern for people versus production (Tutor2u, 2021). There is evidence to suggest that both autocratic and democratic leadership style are evident within both the hospitality and care industries. For example, when abiding but a short time frame or ensuring very efficient outcomes, many leaders might choose the autocratic approach (Lindberg, 2022). Although, this approach might have its positives for the business outcomes, there was evidence from staff of the Helmsley groups to suggest that it negatively affected their workplace culture as they felt undervalued (LaMarco, 2019). 
Conversely, evidence have been provided of the examples of democratic leadership styles within both the hospitality and care industry. The was research to suggest that within both industries, this approach to leadership helped encourages a more positive organisational culture that fostered an increased level of team work. However, there is scepticisms to how consistent this is within all organisations as employees within St Monica Trust are offering a difference of experience at different location in their care home properties (Indeed, 2023). There the links between leadership styles and workplace culture differ in each establish and each industry, with difference often linking back to the individual who is attempting to portray a certain style. 
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Critically analyse your own leadership competence and evaluate the implications for intercultural leadership and management.

According to Chambers (2021) it is important to understand what core competencies you have as a leader in order to be successful in your workplace role and thrive in a changing environment.  Understanding your own leadership style can be vital to not only becoming an effective leader, but also support you with achieving your goals and keep your team on track (Smyth, 2021). As I have acquired new roles , with different levels of responsibility and within different industries I have understood the importance of knowing my leadership style to ensure I can pinpoint the traits I have that might hinder the chance of achieving a particular goal or alternatively might be vital to establishing a cohesive team.
The importance of understanding my leadership style was brought to my attention when I took on the role of a front of house manager in a Bistro called B Block. I was fortunate to have the support of a very experienced general manager who highlighted that by first understanding your personality type it will then allow you to address your leadership style. Therefore, as a part of my professional development, we conducted a Myers-Briggs Type indicator self-assessment to see what personality type we both possessed (Truity, 2023). The results indicated that I am an ‘ESTJ’ which stands for Extraverted, Sensing, Thinking and Judging. This implies I am the kind of person who is logical in my approach to tasks and will ensure things go smoothly but upholding high expectations and abiding by the rules  (Cherry, 2023). Furthermore, an ESTJ are considered very hardworking and committed to ensure the task is completed , however this can also come across as rigid and inflexible (Simkus, 2023). Upon reflection, this closely linked to my managerial style as I was often praised by my line manager for my ability to complete tasks, such as always ensure ordering was complete on time, stock takes were up to date and the Bistro was left in a respectable manner at the of each shift. It also resulted in great clarity from all members of my team as everyone knew what was expected of them from their shift to ensure maximise productivity and positive team work. 
However, when taking on the role of front of house manager, this was the first time I had been in a role with lots of added responsibilities. Therefore, due to my inexperience and a personality type that expects rules to be followed I lost the respect of some of my team. According to Simkus (2023) one key weakness of an ‘ESTJ’ is that the individual can appear bossy or judgemental. This was true of my experience as when starting in the role, I quickly noticed the previous manager had implemented very few rules or routines for staff to follow and embodied a more lassies-faire style of management. I was personally anxious with the prospect that staff had been given little direction and productivity was particularly low. For example, on lunchtime service no one had a role , the just kept swapping around between serving on the till, making coffee and clearing tables but this caused large queues to form and no one taking accountability for a section. This had to quickly change, alongside a few more working practices and so I implemented a new process that gave clear direction to the whole team. 
However, what I did not account for was how the change would affect team morale. According to Denton (2022) , many employees are resistant to workplace changes due to a lack of control or doubts about if the new practices will benefit the workplace. This is further supported by Tanner (2023) who states that many employees will be unwelcome to the prospect of change as they do not see the longer term reward or have not been communicated the reasons for the change. I experienced this first hand when I told all staff about the workplaces changes that would be taking place and unfortunately was met with negativity and a lack of productivity from the front of house staff. For a short while, I found it difficult to get staff to work cohesively as a team and some employees were very vocal in expressing their opinion about how pessimistic they were regarding the changes. I soon realised the importance of calling a whole team meeting to resolve any preconceived negativity and communicate the reasoning behind all changes. This also enabled me to demonstrate a democratic leadership as I could ask for input from the team as to how they could change different elements of the service. This gave the team a sense of empowerment and accountability in their role. Overtime, the team became more welcoming of the changes and could see the benefits they were having to their role. They also became recommending further changes that as a team we could implement which for me was really positive to see how much they were engaging in the process. 
Upon reflection, I could have approached the implementation of the changes I introduced to service in a different manner. I believe I tried to change too much too quickly which is when the fear of control might have overwhelmed the team (Denton, 2022). According to Walker and Soule (2017) change should be introduced through a ‘movement not a mandate’ as this will enable the leader to gain support from employees overtime and then incite the need for action. Additionally, it is the responsibility of the manager to choose a leadership style to enables employees to cope with any challenges they experience when learning about change , which needs to be taken into consideration before executing any adjustments (Waddell  et al, 2019). Therefore, I could have changed the action I took and arranged a team meeting not long after I observed the poor level of service at lunchtime. This could have reduced the conflict and negatively I faced from making sudden changes as my staff would have been aware of what was happening and why it was happening. Also, after considering Walker and Soule (2017) philosophy that change should be a movement, I can now relate to this and believe that I should only implement one small change at a time to therefore not lose the trust of my team. This is especially important early on within my role as I am yet to build a strong relationship with my employees. However, if I was at a different stage in my career I might have been able to implement a larger change knowing I would have the backing of my employees. Nevertheless, the ability to apply this knowledge to my managerial decision will reduce the chance of developing a temporary toxic culture in the future. 
According to Smith (2021) there are many generational issues that occur in the workplace which can affect the perceived culture. This can be due to each generation bringing different expectations and different levels of experience to the role , which creates a challenge for the manager to ensure all employees work cohesively together (Indeed, 2023). For example, the difference in attitude could be down to the individual’s work ethic as it is suggested that millennials strive for a more ‘work-life’ balance, showing less dedication to the employer, whereas an older generation often shows strong commitment to an organisation and allows time to progress within the hierarchy (Smith, 2021). If unmanaged, this can cause conflict between the workforce and potentially lead to lack of team work and a negative workplace culture (Hennelly and Schurman, 2023). 
During my time as a front of house manager in the Bistro, I was a young manager apart of a young team of people. Therefore, I was fortunate to not experience generational conflict between my team. However, during COVID 19 and the closure known to the hospitality industry, I found myself working within a care home and leading a team of kitchen assistants. This is when I was first exposed to generational differences within the workplace and the negative impact they created amongst a team. 
The shift pattern consisted of a morning and evening kitchen assistant. Without stereotyping too much, the morning shift was predominantly a team of women aged 40+ and the evening shift was often younger adults. There is a preconceived idea that the younger generation are lazy and promote less work ethic (Hennelly and Schurman, 2023). This was the view and very vocal opinion of the morning kitchen assistants due to many of the evening staff not leaving the kitchen areas fully stocked and cleaned for breakfast. This created a lot of work place tension and although I was only fulfilling this role temporarily, I knew was something that needed addressing otherwise it was going to negatively impact the service we were providing to the residents and potentially escalate in the future. 
When working as the front of house manager, I had developed a more democratic leadership style as I eventually built a good relationship with my team and we have a mutual level of trust. However, I thought this style would not be feasible for this particular situation due to needing to monitor particular members of the team. As a result , I decided to try a transactional leadership style. Transactional leadership utilises rewards and punishments to motivate a team (Tavanti, 2008). It requires the manager to closely monitor employees to ensure expectations are being met and provide constructive feedback to support the employee (Cherry, 2022). Therefore, I firstly ensured all staff had a checklist and clearly understood the expectation of what was required within the job role. Then, to monitor each member of staff, I worked a variety of different shifts over a short time period to see which staff needed rewarding for following the correct process and which staff needed more support with understanding how to complete the close down procedure. This support consisted of sitting down in an informal meeting with those employees who were not following the procedure, explaining what was not acceptable and giving steps for future improvement. Over a one month period, there were vast improvement within all member of the team and the conflict between certain member of the team had dramatically reduced. Overall, the positivity amongst the whole team had increased and felt more interconnected. There was a better comradery , which and as added bonus making staffing easier as more of the team were offering to work on either the early or late shift. 
Understanding the differences between a team of colleagues and identifying any conflict is an important step to understanding what is the best strategy to resolve it (Knowledge City, 2023). In my situation, the conflict was evident within moments of working with the team but I believe the actions I took to resolve it showed development within my leadership skills as I worked with individual team members and communicated any changes before fully implementing them. Additionally, choosing to implement a different leadership style was vital to the success of the changes as a democratic approach might not have work initially within a multi-generational team. Smith (2021) highlights the importance of matching the leadership style to the generation in order to prevent conflict and build relationship. Nevertheless, I believe the exposure I have had so far in my leadership roles has enhanced my abilities to act in appropriate way and when future situations arise, I can evaluate past experience and chose the most appropriate style of leadership to implement in the specific situation I am presented with.
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