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Success and operational efficiency of organisations depend largely on leadership qualities and theories, particularly in the hospitality industry where teamwork with excellent customer service and maintaining high employee morale are essential daily functions (Maduka et al., 2018). According to Stanley (2022), the theories of transformational leadership and transactional leadership together with situational leadership and servant leadership define how leadership approaches should be applied to different workplace environments. Theories contain three main leadership approaches which are autocratic and democratic styles alongside laissez-faire methodologies for employee management. This paper examines how laissez-faire leadership affects team performance alongside employee morale in hospitality while studying its positive and negative aspects. The main reason for choosing laissez-faire leadership in the workplace is its ability to foster innovation and staff creativity while giving employees freedom and trust and resulting in higher job satisfaction and better morale. The essay investigates how well laissez-faire leadership works in hospitality through case studies and real hotel examples of fast customer-focused operations.

Leadership models use theoretical frameworks which demonstrate how different leadership approaches impact organisational relationships. Several leadership theories show different leadership approaches and their effects on team productivity along with the emotional well-being of employees (Hajiali et al., 2022). Trait theory establishes that confidence and decisiveness with intelligence establish natural leadership attributes of leaders. The theory faces criticism because it fails to develop leadership capabilities through hands-on experience with leadership developments and cultural practices. Behavioural leadership theory focuses on building leadership success through learned behaviours rather than inherited traits (Benmira and Agboola, 2021). This theoretical perspective observes leaders as persons who can acquire abilities and put into practice behaviours that optimise team performance. The behavioural theory emphasises three main leadership approaches which include autocratic, democratic and laissez-faire with their own unique application and circumstances.

According to contingency theory every leadership approach fails to deliver standardised effectiveness (Heller, 2019). The appropriate leadership approach depends on multiple situational elements which include team competence levels and organisational structure as well as working environment conditions. Meals served at luxurious eating establishments need authoritarian leadership for maintaining elite standards yet hotels presenting boutique settings achieve positive guest relations through involving staff with democratic leadership style. A theory of transformational leadership enables leaders to motivate employees toward their maximum performance by employing visionary methods as well as enthusiasm and mentorship skills (Alshehri, 2024). Leaders who follow this approach work for long-term business expansion by empowering their employees. Under transactional leadership, the performance management approach includes rewards and punishments which keep employees within predefined performance expectations. Leaders under servant leadership programs prioritise employee support by providing guidance instead of enforcing authority.

Hospitality management uses autocratic democratic and laissez-faire leadership approaches together with a variety of other leadership methods. Under high pressure demands Autocratic leadership makes decisions through central control systems (Rosing et al., 2022). Event planning together with marketing roles benefit most from democratic leadership because this style allows teams to collaborate toward innovation. Staff members experience absolute freedom under laissez-faire leadership because it depends on independent workplace management of self-motivated professionals. The autocratic method of leader-directed decisions stands opposite to employee-driven decision-making under democracy while laissez-faire leadership operates by different principles altogether. 

Through Laissez-faire leadership, managers establish a position which permits their staff members unrestricted authority to manage responsibilities and implement choices independently. Workers require autonomy from management to stop defiant attitudes according to this system which brings success. This leadership style allocates essential resources and establishes general targets but the leader makes minimal direct interventions. Laissez-faire leadership at The Peninsula Beverly Hills demonstrates itself through managers who both abstain from controlling employee decisions while completely trusting their workers to handle their tasks (Forbes, 2017). The management system enables employees to execute standard protocols but also gives them space for independent service innovation resulting in exceptional guest interactions. The leadership approach works effectively for experienced hotel staff; however, it also creates operational inefficiencies when applied to teams that need comprehensive supervisory support.

Hospitality team success depends on three primary elements which include effective communication alongside coordinated efforts and performance efficiency leading to high standards of customer service excellence (Adiguzel, 2019). Success in teamwork demands that leaders establish precise directions alongside motivational structures with clear accountability methods that support smooth operational flow. The implementation of laissez-faire leadership creates both positive results and potential drawbacks depending on ongoing team circumstances. The innovation benefits of laissez-faire leadership become most visible through enhancements to customer experiences along with marketing plans and restaurant menu development. At The Dorchester Hotel in London, the laissez-faire leadership style is evident in how the marketing team operates. The management provides minimal oversight and allows the marketing team complete autonomy to create and implement promotional campaigns (Dorchester Services, 2025). This hands-off approach encourages creativity and innovation, leading to distinctive and effective methods of reaching customers. By trusting the marketing team's expertise and allowing them the freedom to experiment and develop unique strategies, the hotel has significantly enhanced its brand presence and guest engagement. Moreover, Giousmpasoglou and Marinakou (2024) stated that experienced professionals, such as executive chefs, senior managers, and head concierges, thrive under this leadership style as they have the expertise to make independent decisions without constant oversight. This autonomy can lead to higher efficiency and job satisfaction among skilled employees.

Employees who prefer independence may feel more engaged and motivated in a workplace where they are trusted to manage their responsibilities without micromanagement (Chua and Ayoko, 2021). This leads to higher retention rates in hospitality businesses where autonomy is valued. However, in high-pressure environments such as hotel front-desk operations, laissez-faire leadership can lead to uncertainty and inefficiencies if employees are not given clear expectations. This may result in delays in guest service and miscommunication among staff. Without strong managerial oversight, employees may fail to meet quality standards, leading to inconsistent customer experiences. For example, if housekeeping staff are not closely monitored, hotel cleanliness and room preparation may suffer. Holiday Inn in New York is the real-life example, where guests reported unclean rooms and poor maintenance due to lack of supervision, resulting in negative reviews and a significant decline in bookings (Agoda, 2025). Moreover, Lagiewski and Perotti (2023) stated that hospitality businesses frequently face emergencies such as guest complaints, overbookings, or staffing shortages. Without a proactive leader, decision-making can become slow and ineffective, negatively affecting customer satisfaction.

It is further stated by Mekoth et al. (2023) that employee morale plays a crucial role in the hospitality industry, directly affecting service quality, productivity, and overall job satisfaction. A motivated workforce ensures that guests receive excellent service, fostering customer loyalty and positive brand reputation. However, the leadership style adopted by managers significantly influences how employees feel about their work. Laissez-faire leadership, characterised by minimal supervision and a hands-off approach, can impact employee morale in both positive and negative ways (Kamal and Kesuma, 2024). While some employees thrive under this autonomous leadership style, others may struggle due to a lack of guidance and support. Understanding these effects is essential for hotel managers to determine when and how laissez-faire leadership can be effectively applied in their organisations.

One of the key benefits of laissez-faire leadership is its ability to increase employee confidence and motivation (Kostiainen, 2023). Experienced and skilled employees who receive decision-making authority develop both ownership and accountability toward their tasks. The management team at The Savoy Hotel in London has implemented a laissez-faire framework to manage their spa services (The Savoy, 2021). Staff members from the spa department receive the authority to develop individualised wellness programmes combined with personalized treatments for hotel guests. The ability to make independent decisions has resulted in the creation of unique spa products that produce superior guest experiences leading to greater guest loyalty. Experienced front-desk managers and concierge staff benefit from independent guest request handling abilities that save them from continuous managerial approval requirements (Nguyen, 2019). The Four Seasons Hotel in New York gives its front-desk managers and staff members full authority to respond to guest requests without seeking constant supervisor approval (Four Seasons Hotels Limited, 2024). Their capability to give individualised and fast service leads to satisfied guests while providing a smooth hotel experience. The leadership approach creates a work culture that demonstrates employee capability which produces increased self-assurance as well as internal motivation.

Laissez-faire leadership reduces work-related stress by removing the negative impact of micromanagement as described in Koeswayo et al. (2024). The practice of intensive employee oversight leads some hospitality staff to lose motivation and exhibit declining morale according to research (Koeswayo et al., 2024). The continuous supervision combined with managerial control and negative feedback given to staff work decisions leads to diminished performance and limited self-expression among employees. Shah (2023) stated that laissez-faire leadership eliminates this problem by giving employees the freedom to complete their tasks at their own pace, provided they meet deadlines and quality standards. At the Boulders Resort in Arizona, housekeeping staff are given the autonomy to organise their schedules and complete room-cleaning tasks without a strict, micromanaged process (Rutherford, G., 2007). This self-directed approach has led to improved efficiency, higher guest satisfaction, and increased employee morale as staff feel more empowered and valued. This flexibility fosters a more relaxed and less stressful workplace, improving overall morale and encouraging employees to take initiative in their roles.

The implementation of laissez-faire leadership creates specific obstacles for maintaining employee morale. The main weakness stems from workers who experience feelings of loneliness and lack support in their positions. Employees in the hospitality sector need leadership and performance guidance to succeed because most of them possess neither self-motivation nor developed skill sets. For example, receptionists and junior waitstaff at The Grand Hyatt in San Francisco have faced challenges due to a lack of proper instruction and regular check-ins from supervisors. This has led to disengagement and inconsistent service quality, impacting guest satisfaction and overall performance (Zainal et al., 2012). The insufficient direction from leaders eventually drives employees to demotivate themselves and decreases their productivity and causes them to leave their work positions to join organisations which provide stronger leadership support.

According to Jin and Men (2023), workplace conflict can result from laissez-faire leadership because this approach lacks defined communication formats and structured expectations alongside established roles. Hospitality businesses depend on teamwork since they need clear coordination between departments including front desk, housekeeping, kitchen, and event management to provide guests with quality services. Identifying leadership through inaction creates misunderstandings about responsibilities that result in overlapping tasks and potentially inefficient coordination among employees (Khan, 2019). Considering the example of The Marriott Marquis in New York City, banquet managers once avoided providing clear direction about event setup, leading to staff developing different opinions on venue arrangements (Barreto and Mayya, 2022). This caused operational delays and inefficiencies, ultimately affecting the smooth execution of events and guest satisfaction. The result of poor communication between leadership and staff members leads to decreased morale among employees alongside reduced service quality and increased workplace tension and employee frustration.

The implementation of high-quality cleanliness standards by employees generates additional effort from individual team members while some employees disregard work requirements due to ineffective management and lack of engagement in the workplace. For example, at The Hilton Tokyo Bay, the implementation of high-quality cleanliness standards has led to increased effort from individual team members to maintain these standards (Hilton, 2020). It reflects that laissez-faire leadership approach has negative characteristics for some employees as it requires high efforts to maintain employee engagement in the hospitality sector.  

In conclusion, it is evaluated that the understanding of laissez-faire leadership benefits and limitations enables hospitality management staff to structure workforce approaches that maintain employee motivation alongside productivity enhancements. It is also evaluated in this essay that the impact of laissez-faire leadership upon employee morale depends on both workplace characteristics and the independence level of employees within that environment. The leadership approach supports employee self-confidence growth and job satisfaction among experienced motivated professionals who maintain high levels of excellence while giving them direct responsibility for their tasks.
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