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Effective leadership is vital within an organisation if it wants to get the best from its employees. It is difficult to imagine any leader accomplishing their organisational goals without the participation from others. Yet, the scope and shape of how employees are involved in decision-making processes and goal setting can vary greatly depending on the type of organisation, its leaders and organisational culture (Sethuraman and Suresh, 2014).
Five main leadership styles have developed over the past decades: autocratic, democratic, laissez-faire, transactional and transformational leadership, all of which come with certain traits, benefits, and disadvantages. While it is evident that there is no one-size-fits-all approach to leadership, the effectiveness of a leadership style employed depends heavily on the organisational situation (Bhatti et al., 2012). The factors influencing leadership styles in organisations are the organisational structure, the level of control as well as the personality traits and skills of their leader or executive team.
A prime example for the positive impact the change in leadership style can have on a business has previously been recognised in the transformation of Ryanair. Since his take-over of Ryanair, which was previously handled laissez-faire, CEO Michael O’Leary managed to convert the airline from being a loss-making business to one of the most of successful budget airlines in the world by operating his autocratic leadership style (Ruddock, A., 2007).



Nonetheless, not only the organisational culture but also organisations and its employees’ national culture has a significant impact on the approaches to leadership. National culture affects values, beliefs and the behaviour of all individuals (Schoetz, 2018). Leaders must therefore navigate different social norms to achieve common goals and motivate followership.
The following essay critically reviews current literature and research to analyse the impact of cultural and institutional perspectives on two contrasting approaches to leadership. By focusing on the organisations YHA England and Wales and the REWE Group in Germany, this essay will discuss and review how the approach to leadership is influenced both by the organisation itself as well as the national culture using a variety of literature as well as Hofstede’s cultural dimensions theory.


A leader is a person who creates a vision and motivates and engages their people to engage with that vision (Sethuraman and Suresh, 2014). The leadership style is the pattern of behaviours employed by the leader when dealing with subordinates. Lewin, Lippit and White (1939, cited in Bhatti et al., 2012, p. 193) identify autocratic, democratic, and laissez-faire leadership as the three major leadership styles.
The latter entails a non-interference policy and hands-off approach where decisions are left to employees (Chaudhry and Javed, 2012). This style encourages employees to actively voice their opinions which is facilitated by a leader who trusts their employees’ abilities. While this may lead to a relaxed company culture with high staff retention and overall satisfaction, there might be a confusion about who is in charge and leaders might seem to be uninvolved (Robert and Vandenberghe, 2021).
From an institutional perspective, the lack of structure can quickly become problematic which often results in dissatisfying goal achievement.
A democratic leadership style shows similar traits to a laissez-faire style; however, many leadership researchers have developed a consensus that there are also key differences, and scholars tend to prefer the democratic leadership style. University Professor John Gastril (1994) defines democratic leadership as “distributing responsibility among the membership, empowering group members, and aiding the group’s decision-making process”. By placing significant responsibility on leaders and subordinates and allowing group members to actively participate in an organisation’s decision-making process, increased feelings of involvement, recognition, and satisfaction can be achieved, which can help maintaining a good working environment. Since the ultimate decision lies with the leader, the needs and goals of the organisation can be accomplished simultaneously (Bhatti et al., 2012).
As a charity organisation, the Youth Hostels Association (YHA) depends heavily on the commitment and engagement of its employees, volunteers and patrons. The organisation is generally known for providing youth hostel accommodation in England and Wales and is a member of Hostelling International (MarketLine, 2021). YHA’s (2022) charitable objective is defined as:
“To help all, especially young people of limited means, to a greater knowledge, love and care of the countryside, and appreciation of the cultural values of towns and cities, particularly by providing youth hostels or other accommodation for them in their travels, and thus to promote their health, recreation and education.”

To achieve its common purpose, YHA operates a democratic structure that allows members to influence and help develop policy through joining YHA (YHA, 2022) in line with the traits of a democratic participative leadership style.
The organisation’s governance consists of a board of up to seventeen trustees, including three national officers (YHA, 2022). These trustees are responsible for the overall governance of the organisation and are eligible to serve for two four-year terms. The rest of the company is made up of a flat organisational structure with a short chain of command, which fits well with the chosen leadership style, as it allows the management team to receive feedback from subordinates immediately and directly (Mullins, 2016). Despite having several departmental managers responsible for the smooth day-to-day operations of their hostels, the largest part of the organisation consists of so-called ‘team-members’, who are both employees as well as volunteers, and report only to their department managers.
Research studies on the ideal leadership style for charity organisations are scarce, however, it is believed that from an institutional perspective, the democratic leadership style is the most appropriate for charities like YHA due to its distinct focus on team achievements and investments in team development (CHS Alliance, 2016). Only an empowered team can fulfil the vision and ultimately works towards the achievement of the overall company mission of making YHA accessible for all people.




The third major leadership style is the autocratic approach to leadership. It implies that the leader of an organisation is the sole decision maker without the participation of his or her subordinates (Bhatti et al., 2012). Literature suggests that this style originates from military and political leadership, where autocratic leaders make choices based on their own beliefs while excluding those of others, which nowadays some researchers characterise as outdated (St. Thomas University, 2014).
Nevertheless, it is understood that this style is most effective in those business organisations that require quick decision-making processes (Economic Times, 2016). Since there is no organisational input from employees, their prospect for achieving rewards and recognition is limited, which has an adverse effect on the overall employee morale.
The REWE Group is a diversified tourism and retail cooperative group based in Germany (REWE Group, 2022). The senior decision-making committee of the organisation is comprised of five top executives, who are overseen by the Supervisory Board which in return is supervised by the executive team. The company describes this “relationship of mutual trust and collaboration between the two boards [as] one of the REWE Group’s strengths” (REWE Group, 2022), while the rest of the organisation is highly organised with a clear hierarchical structure. This results in a long chain of command where at each level moving down the organisational ladder, the power to make meaningful decisions is diminished (Mullins, 2016). It can be concluded that due to this lack of participative power in decision-making processes for all employees outside the two boards, the REWE Group operates an autocratic leadership style.

As a business operating mainly in the food retail trade, the organisation’s overarching goal is to maximise its profits. Besides, the company has diverted its strategic direction towards becoming more environmentally friendly and reduce its carbon footprint (REWE Group, 2022). For this purpose, the REWE Group employs rigid company policies and procedures that are non-negotiable.
Similar applies to the organisation’s stance on politics ranging from food and nutrition to implications with the circular economy (REWE Group, 2022). It represents clear political positions, which as an employee are to be shared and actively exemplified upon entering the organisation.
In comparison, YHA is a charitable organisation based on like-minded employees and volunteers from different walks of life but with a shared passion and common purpose for improving the lives of their, especially young, guests. An autocratic leadership style advocating policies on political positions and a lack of employee participation in the development of different hostels would be counterproductive and it would also go against the concept of volunteering in the first place. Overall, volunteering in its entirety involves personal contribution and engagement to a greater purpose.
Based on this evaluation, a laissez-faire management style is expected to be just as ineffective. YHA would put itself at risk if it allowed its volunteers to make all decisions because their employment is not only temporary but also uncompensated hence moving the power into the hands of volunteers is neither sustainable nor responsible.
With regards to the REWE Group, the likelihood of positive business outcome from employee participation in decision-making as part of a democratic leadership style is restricted. Likewise, due to the nature of this business that do not necessarily values creativity or innovative ideas, a reward system for employees appears far more effective if based on sales, commission, or sustainable achievements per supermarket branch or department compared to innovation for employees to gain recognition and praise. Based on these organisational circumstances, a shift towards a democratic or laissez-faire leadership style deems unsuitable. Due to their recent shift towards goal achievement in sustainability issues taking the form of expert panels and a reward-penalty-system, some scholars might even argue that the REWE Group’s executive team is experiencing a shift towards a transactional leadership style that values a directed and structured environment (Indeed, 2022).

On top of an institutional perspective, the national culture surrounding an organisation and its employees can also significantly impact the approaches to leadership. Social psychologist Geert Hofstede defines national culture as “the collective programming of the mind distinguishing the members of one group or category of people from others” (Hofstede Insights, 2022).
The impact of national culture on leadership and leadership style is threefold. The national culture of the leader itself influences the organisation he or she works for, while concurrently the organisation is being influenced by the national culture of its location as well as those of its employees (Janićijević, 2019). It is therefore pivotal for any organisation or leader to intensively study its immediate surroundings and people.



In the United Kingdom, the traditional class system of a working- and upper-class is still visible, meaning that status widely derives from education, family name and title, as often found in politics, like the House of Lords, for example. The stereotypical leader in Germany is highly technically competent to carry out certain tasks while showing strong and clear leadership, and subordinates tend to respect and follow their superiors (World Business Culture, 2022). However, Schneider and Littrell (2003, p. 131) indicate that caution is to be exercised when “dealing with stereotypes based upon average measurements of society” to draw conclusions on national management and leadership. A leader should therefore never lead based on his or her own assumptions of a national culture or get blinded by prejudice, nor justify their leadership from their personal national culture, which is often referred to as ethnocentrism according to Caligiuri and Tarique (2012).
Hofstede’s cultural dimensions theory is a framework used to understand cultural differences across societies and is comprised of a total of six dimensions of national culture (Hofstede Insights, 2022). If applied to specific countries, valuable conclusions about how employees from certain cultural backgrounds are best managed within an organisational context can be drawn (Minkov and Kaasa, 2020).
The Power Distance dimension defines the extent to which the less powerful members of an organisation accept that power is distributed unequally (Hofstede Insights, 2022). The United Kingdom scores relatively low, meaning British employees expect that inequalities within an organisational structure should be minimised. This is exemplified in YHA and its flat organisational structure with a short chain of command.


In Germany, on the other hand, there is usually a clear chain of command in each department of an organisation, and information and instructions are passed down from the top as shown at the REWE Group. While a low Power Distance score for Germany might seem contradictory at first, it can be related back to its strong middle class and German national’s emphasis on participative communication (Hofstede Insights, 2022).
The Individualism dimension refers to the degree of interdependence a society maintains among its members (Hofstede Insights, 2022). British people are highly individualist people, which explains this country’s high score. A democratic leadership style, as found at YHA, is therefore ideal for this nation. In Germany, there is a strong belief in self-actualisation and direct communication, which is reflected in the REWE Group’s emphasis on structure and guidelines while employees are encouraged to climb the organisational ladder.
Both Germany and the United Kingdom obtain an identically high score in Hofstede’s Masculinity dimension. These findings suggest that both societies are driven by competition and success, meaning that any effective leader promotes progression via promotion and rewards achievement. At YHA, this would take the form of employee recognition or public praise for strong participation and engagement, while at the REWE Group, achievement is measured in progressing within the organisation or in terms of exceeding sales benchmarks in local supermarkets branches.
The Uncertainty Avoidance dimension describes how societies diverge to the extent of tolerance they have towards unpredictability (Frijns et al., 2013). Germany can be described as very uncertainty avoidant, which explains this nation’s strong value of policy and procedures. In contrast, British people are highly tolerant towards uncertainty and are open for change. Both these findings are again reflected in YHA’s and the REWE Group’s adopted leadership styles.
In terms of long-term orientation, another of Hofstede’s dimension, Germany scores very high, suggesting that Germans value perseverance in achieving results (Hofstede Insights, 2022). In the United Kingdom, on the other hand, a preference cannot be established using Hofstede’s cultural dimensions theory.
Lastly, the Indulgence versus Restraint dimension describes the extent to which a culture tries to control pleasures (Hofstede, Hofstede and Minkov, 2010). The low score for Germany indicates a tendency towards reduced emphasis on leisure time. As an Indulgent nation, the United Kingdom, on the other hand, shows optimism and values leisure time and spending money (Hofstede Insights, 2022).
In summary, the above country comparison has revealed that Germany and the United Kingdom, despite being geographically close, show key differences in how these cultures should be managed. Nevertheless, the above evaluation only considers two national cultures. Operating in an international context as shown both at YHA, which is a part of Hostelling International (MarketLine, 2021), and the REWE Group, one of Europe’s leading trade groups (REWE Group, 2022), the organisation is comprised of employees from all over the worlds. In fact, modern organisations are evolving into multinational melting pots.
Research found that actively hiring culturally diverse employees from different cultural backgrounds, regardless of race, religion, gender or culture, can have positive effects on an organisation (Schindler, 2019). These range from increased creativity and improved innovation to faster problem-solving, and many scholars also describe an increase in the overall satisfaction of employees.
Thus, a leader who does no promote cultural diversity is not expected to lead successfully in the future. This, however, necessitates the careful study of national culture embraces cross-communicational skills and dialogue. Any effective leader aspires to obtain valuable cultural awareness skills. By learning how subordinates from different cultures are best managed, leaders can develop and extract the best from their employees.


All in all, it has been demonstrated that there is a plethora of ways how leaders and leadership can be influenced. What makes an effective leader depends not only on their own personality traits and skills sets or cultural background, but also on their adopted leadership style. 
The Board of Trustees at the Youth Hostels Association England and Wales operates a democratic participative leadership style, which is characterised with a strong focus on employee participation and engagement to achieve the common purpose of making YHA accessible to the wider public (Bhatti et al., 2012). From an institutional perspective, this leadership style works well for this type of organisation since it encourages personal contributions from its patrons and volunteers. Employee recognition takes the form of public praise and rewards with is found to increase the overall employee satisfaction (Robert and Vandenberghe, 2021).



The retail and tourism cooperative REWE Group is based on an autocratic leadership style. Its executive team and Supervisory Board value policies and procedure to achieve their overarching goal of making a profit (St. Thomas University, 2014). The organisation does not put emphasis on employee participation and decision-making outside the executive team yet promotes in-house progression.
Alternative leadership styles were also explored in this essay; however, it can be concluded that based on the evaluation of the above organisations either of these companies have adopted a leadership style best suited for their type of organisation and national culture. The Ryanair example has shown that sometimes a shift from one to another leadership style can sometimes have a positive impact on an organisation. In most cases, however, it is the implementation of a chosen leadership that makes or breaks an organisation and when it comes to understanding leadership from an institutional perspective, the focus should lie mainly on efficacy. 
The importance of cultural perspectives on approaches to leadership has been highlighted. National culture is found to impact not only the leader but also their leadership style and the immediate surroundings of the organisation. Both Germany and the United Kingdom show similarities but also key differences in national cultures when compared with each other using Hofstede’s cultural dimensions theory, however, the approaches to leadership adopted by the two organisations were found to be line with their national culture’s peculiarities.
Unarguably, any organisation must promote a culturally diverse workplace despite associated challenges. It was shown that only those employees, who feel respected, heard and valued, will stay and adopt followership, which has a positive impact not only on employee performance, satisfaction and retention, but also on a leader’s capability to promote his or her vision and accomplish goal achievement.
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Task 2:
Critical Reflection

















Good leadership is an integral part of any industry sector. As an aspiring leader, I must therefore consider evaluating my own leadership competencies to learn and grow both professionally and as a person, which is a continuous process (Miller, 2012). This requires me to engage in self-discovery and self-reflection, which is an important core value, especially for those operating in an ever-changing intercultural environment (Neale, 2019). Despite not having had a management role in my professional career so far, I can look back on a plethora of situations and challenges both in my professional and private life that have shaped and continue to influence my own leadership competencies.
Leadership competencies are the skills, knowledge, behaviours, and abilities that define effective leaders (Society for Human Resource Management, 2008). These are commonly defined as integrity, self-discipline, trustworthiness, teamwork, conflict management, problem-solving and communication skills.
The purpose of this critical reflection is to critically analyse my own leadership competencies using self-assessment tools and evaluate the implications for intercultural leadership and management with the goal to change my thinking about leadership subjects and consequently change my behaviour. This essay will directly apply Gibb’s Reflective Cycle, a self-assessment model for reflection and learning from experiences, which follows six steps: Description, Feelings, Evaluation, Analysis, Conclusion and Action Plan (The University of Edinburgh, 2020).


Communicating is something we do every day and having strong communication skills has always been an important aspect of my life and profession. As a second-language English speaker, I sometimes find myself struggling with bringing my point across to fellow colleagues.
For instance, when working an early shift on reception, I work in close collaboration with the maintenance department. Recently, I asked a maintenance team member to fulfil a particular guest request that involved repairing his bathroom sink. The next morning, the guest complained to me that this was not done, and I had to reassure the guest that this will be done today. I thought my communication was clear and I felt good about it. But when I heard about the complaint, I was left feeling frustrated. Not only did the guest think I did not take him seriously the first-time round, but I also questioned my communication skills with the maintenance team. The reason why this situation occurred in the first place was because I did not stress that the task needed to be done on the same day and cannot wait until the guest checks out. Upon speaking with the maintenance guy, I discovered that he thought this was the case. I learned that unclear communication could lead to misunderstandings, and in this case, a dissatisfied guest. Moving forward, I will deliver instructions more clearly and ask my listener if they had any questions or concerns regarding their assigned task.




Having interpersonal skills is a must for a leader to be effective. Often, leaders are assessed by the effect they have on their team’s productivity (Southern Methodist University, 2020). To achieve improvements in team productivity, open channels of communications are necessary (Jarris et al., 2012). The same applies to offering my team an opportunity to share their ideas. It is equally important for a good leader to have good listening skills, which I consider a key strength of myself due to my openness to other people’s point of view.
Another core value in a good leader is being a team player. It is apparent that teams perform best based on the skill sets of their individual team members (Mullins, 2016). To improve my competency in teamwork, I will familiarise myself with my team’s weaknesses and strengths. In this context, it is important for me as a leader to lead by good example. When allocating tasks at my current job, I usually ask myself if the task I ask a colleague to do is a task I would do myself such as mopping a dirty floor or whether I am actively trying to get out of a situation. If my current situation does not allow me to fulfil a task myself, I intend to be fair when allocating the task to another person. This generally gives me with a feeling of satisfaction, knowing I applied fair but effective teamworking competence. I am aware that sometimes personal sacrifices need to be made for the greater good, while also often other colleagues will need to be given a chance to shine.
With regards to building a team, Belbin (2010) suggests that a successful team is comprised of a diverse mix of behaviour hence each team should represent one of the nine identified team roles. Upon applying Belbin’s team roles on myself, I figured that I usually take on the ‘Coordinator’ role, whose strengths lie in focusing on the team’s objectives and delegation (Belbin, 2022). However, these team members show a tendency towards offloading their own share of the work while over-delegating, which is a weakness I intend to work on in the future.
Having a high level of integrity is important for a good leader as they are often evaluated by their character (Klann, 2007). Integrity, in its entirety, is about doing the right thing even if nobody is watching and also no recognition can be expected as a result.
When I was working as a receptionist for YHA Cardiff Central, I once observed a situation where my colleague was verbally abused by a hostel guest, who belittled her for her tattooed arms to the point where she left the front desk in tears. I took over from there to deal with the guest and advised that his language was not welcome at our establishment. As he continued, I refused him to be allowed to stay that night and had him removed from the property. At the time, I knew that my decision would cost the hostel hundreds of pounds worth of revenue following his eviction, however, I was willing to take full responsibility for my actions even if this contained receiving bad publicity for myself from the guest later online. I felt good about my decision to step in as I knew that I had done the right thing. If I had let the guest stay, he might have caused even worse problems not only for my colleagues, but also other guests.
For my action plan moving forward as part of Gibb’s Reflective Cycle (The University of Edinburg, 2020), I intend to continue prioritising honesty while upholding my beliefs and values and those of my organisation while ensuring the well-being of my guests and colleagues. Taking ownership is an essential quality of a good leader, even if this involves admitting your own mistakes (Engelbrecht, Heine and Bright, 2017). I learned that owning up to your beliefs can instal trust in people and therefore lead to greater followership. 
With businesses operating at a global level, managers must face challenges posed by cultural diversity (Holtbrügge, 2022). Hotels are melting pots for people from different cultural backgrounds and unique walks of life hence cultural encounters between employees are omnipresent. This requires managers to develop both cultural competence and intelligence to ensure effective cross-communication and information sharing. If not managed properly, cross-cultural encounters can easily result in misunderstanding or tensions.
The current housekeeping team at The Grand Hotel Swansea is comprised of a mix of British as well as Polish and Romanian housekeepers. The latter generally enjoy being given direction, refrain from providing their own input to task allocation, take on each task set and complete it mostly undisputed. My British colleagues, on the other hand, tend to question and compare to-do lists with each other, and actively speak up against perceived disparities. This occurrence has previously thrown me into ethical dilemmas as their supervisor.
If unforeseen or generally disliked tasks such as the cleaning of a very messy public toilet occur, I unconsciously tend to assign these tasks to my Eastern European staff knowing that they would not question my decision. While this has worked out well in the past, I was recently made aware of an injustice by these colleagues. They claimed that I would deliberately give them tasks that British staff are not willing to do. This has left me feeling very upset. Fixing a problem by providing a solution based on assumptions does not show good leadership skills.


As mentioned earlier, I generally aim to be fair when allocating tasks in my current role. The above incident, however, shows that I display a significant weakness in my competence to avoid and eliminate prejudice and hidden bias, or refrain from unconscious assumptions. An intercultural leader manages people from different cultural backgrounds with mutual cultural respect and an understanding attitude to achieve the common goal as a team (Burnham, 2019). To ensure that my colleagues, as well as guests, do not feel excluded or discriminated against, I will seek direct conversation to tackle my unconscious bias and to help create a more inclusive mindset. By opening dialogue and requesting feedback, I can learn from past mistakes in dealing with certain cultures and boost the intercultural mindset.
Studying Hofstede’s cultural dimensions theory can aid me in learning more about colleagues from a different national culture (Hofstede Insights, 2022). By comparing the characteristic behaviours of another culture, I can reduce misunderstandings and understand the tensions between British and Eastern European employees.
Gibb’s Reflective Cycle is a useful tool for self-assessment for taking an experience, thinking about the experience, and then putting learning into practice (The University of Edinburgh, 2020). While there are a variety of self-reflection tools, all of them usually revolve around the same concept.




This critical reflection has revealed both my current weaknesses and strengths as a leader. If I had to distinguish my preferred leadership style, I would suggest democratic participative or transformational leadership based on the findings from both tasks. By having so many different personalities and cultural background within the hospitality sector, I do not consider an autocratic management style as appropriate.
Even though I have only covered and analysed a fraction of my personal and professional experiences with leadership, I have learned about the importance for self-discovery and self-reflection to become a more effective leader, which is why I am to continuously learn about myself in the future. Only the continuous self-reflection and thrive for self-improvement will help towards a more successful version of myself in both my private and professional life. One can acquire theoretic knowledge and academic skills in an expert area in school or university; yet the professional world mostly differs from what is learnt from best practice scenarios on paper. Overall, being a manager is more than just carrying a job title on a name badge.
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