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In the food and beverage department of a large hotel such as Marriott, maintaining well-organized and efficiently run operations is essential (Belocura, 2025). As one of the most critical, dynamic and guest-facing areas within the hospitality industry (Philosophers, Chandigarh and Soni, 2024), this department plays a crucial role in shaping the overall guest experience and upholding the brand's reputation. Whether it involves the coordination of kitchen brigades, the hierarchy of the service team, or the consistent standards maintained in bar operations, each area must work cohesively to deliver high-quality service.
Given the complexity and pace of the food and beverage environment, a structured approach to management and communication is vital to ensure consistency, safety, and customer satisfaction (Chandigarh and Soni, 2024). This essay will explore how traditional systems like the brigade system, as well as modern alternatives such as flat hierarchies, function within the food and beverage departments of large hotel chains. It will examine the strengths and limitations of each approach, discuss various leadership styles suited to different operational contexts, and highlight the importance of understanding employees—through tools such as the Myers-Briggs Type Indicator. Ultimately, this discussion will demonstrate how organizational structure and leadership strategy contribute to the success of a food and beverage director in delivering exceptional hospitality (Chathoth and Olsen, 2002) in a fast-paced, ever-changing industry.
The kitchen brigade system, originally developed by Georges Auguste Escoffier (Gonzalez, 2019), is a hierarchical structure designed to ensure that each team member has a clearly defined role, contributing to the smooth and efficient operation of a professional kitchen. Key positions within the brigade include the executive chef, who oversees the entire kitchen operation; the sous chef, who acts as second-in-command; and various station chefs such as the sauce chef, pastry chef, and others, each responsible for a specific area of food preparation and according to Lortie, Cabantous and Sardais, (2022) when implemented effectively, this system allows for organized workflow, where each individual focuses on their specialized task, resulting in consistency, efficiency, and a high standard of food production via organised division of responsibilities.
One of the advantages of the brigade system is the clarity it provides in roles and responsibilities (EposNow, 2024). Division of labour enables staff to concentrate on their individual sections without overlap, allowing each member of the brigade to focus on their own specialisation. This setup also allows everyone to work the same way, no matter the shift or team, which is particularly beneficial in large-scale hospitality operations like those at Marriott.
However, despite its strengths, the brigade system can also present limitations according to Ómós (2022). Its hierarchical structure may restrict flexibility and creativity among chefs, particularly in environments that value innovation and adaptability. Being confined to a single station can become monotonous for some team members, potentially reducing motivation over time (Rastogi, 2025). Effective communication and trust are essential; without them, overlaps or gaps between sections can disrupt service. The system may also be less suitable for smaller or more modern kitchen setups—such as open kitchens or those embracing a more collaborative, informal variation of the brigade which is far more condensed than the original 20-person brigade according to Bates (2021) —where fluid roles and teamwork are prioritized.
By comparison, contemporary models often favour flatter organizational structures with cross-functional roles, allowing for more open communication, quicker decision-making, and a greater sense of shared responsibility. While these structures can foster a more inclusive environment, they can also lead to confusion or lack of accountability if not properly managed. Therefore, the choice between the brigade system and a flatter model depends largely on the specific context and goals of the kitchen or food and beverage operation. Marriott International, much like many global hospitality brands, continues to utilize the brigade system within its kitchen operations (Mariott Careers , 2025), particularly in its larger hotel properties. This structured approach aligns with Marriott’s commitment to delivering consistent quality and efficient service across its diverse portfolio DFC Team (2024).
In a traditional restaurant setting, the front of house staff typically operates with a structure designed to ensure the smooth and efficient running of the restaurant, with clearly assigned roles and responsibilities and a range of skills and specialities (Chaturvedi, 2024). At the top of this hierarchy is the restaurant manager, who oversees the overall operation, ensuring that both staff performance and customer service meet expected standards (Giannotti, 2024). Supporting the manager is the assistant manager, whose role is to assist in daily operations, manage staff, and help maintain customer satisfaction.
Beneath them are supervisors, who play a crucial role in upholding health and safety standards while also contributing to staff oversight and guest satisfaction (TimesPro, 2024). Finally, roles such as hosts, waiters, and bartenders are essential to the daily functioning of the team (Turner, 2023). Each of these roles carries specific responsibilities, ensuring that individual areas of service are maintained and executed effectively.
This system offers several advantages. It promotes collaboration and multi-role flexibility among team members, encouraging a sense of cohesion and allowing employees to take initiative within their roles. When managed effectively, it can create a highly organized and efficient work environment. However, this system also has potential drawbacks. It depends heavily on strong leadership and a clearly defined structure. Without these, there is a risk of confusion regarding roles and responsibilities, which can lead to inefficiencies and conflict among staff.
An alternative to this traditional hierarchy is the flat organizational structure. In a flat model, according to Chathoth and Olsen, (2002) there are fewer levels of management, and each manager is responsible for overseeing a broader range of employees. This results in a shorter chain of command and a wider span of control. One of the main benefits of this structure is that it enables quicker decision-making and allows for more direct communication between staff and leadership. Employees often experience greater autonomy, which can lead to increased job satisfaction and a more inclusive workplace culture.
Despite its advantages, the flat structure is not without challenges. With fewer defined layers of authority, there is a risk of role confusion and a lack of clear direction if responsibilities are not clearly outlined. Managers may become overextended due to the number of employees they oversee, and the absence of a traditional career ladder can limit opportunities for progression if not carefully addressed.
In conclusion, both hierarchical and flat structures have their merits and limitations. The choice between them depends on the specific goals, size, and culture of the restaurant. While hierarchy offers structure and clarity, a flat model may better suit environments that value speed, flexibility, and employee empowerment.
Standard operating procedures are guidelines which are used to ensure efficiency in operations within the food and beverage sector, as well as consistency and safety. In this industry specifically, standard operating procedures are used to govern tasks such as food handling, service protocols, cleaning routines and customer interactions. Advantages of standard operating procedures include promoting consistency in service (Singh 2019) and food quality, improving safety and hygiene compliance and easing staff training and onboarding. Disadvantages include potentially leading to mechanical or robotic service if they are overused – interactions may seem inauthentic, and the operations potentially could become outdated if they aren't regularly reviewed.
A food and beverage director must regularly review and adapt standard operating procedures in response to customer feedback and trends, some examples of this include increase in consumer awareness of sustainability, as well as the popularity of plant-based diets. The procedures should adhere to and adapt to these changes in trends to maintain efficiency
Effective leadership is essential to motivate staff, handle stress and align team efforts with organisational goals. Autocratic, democratic, and transformational are all different leadership styles which suit different scenarios. 
Autocratic leadership can be described as when a sole leader is the one calling all the shots and includes limited input from others to make decisions (Chukwusa 2018). This style can be essential during crises, though may again hinder creativity and demoralize staff as they could feel as though their needs aren't being met and their opinions aren't being listened to.
Democratic leadership, according to (Demir, Tekeli and Kırıcı Tekeli, 2023) encourages participation from different members of the team to input their ides in decision making – this may cause decisions to be made far slower, though it boosts morale and innovation among the team as they feel that their opinions and needs are being considered.
Transformational leadership is a leadership style in which the employees are considered far more than in autocratic leadership, as they prioritise employees leading to higher employee satisfaction – this type inspires and motivates through vision and enthusiasm, though requires high emotional intelligence and communication skills (Homrig, 2001).
For example, Mariott international has been known to embrace transformational leadership to inspire and empower its workforce, particularly in adapting to rapid changes in the hospitality industry, this motivates employees to believe in and work towards a collective vivson which revolves around prioritising people and embracing change, rather than focusing solely on monetary gain which benefits guests also because this process results in more engaged, motivated employees who provide more attentive, personalized and authentic service- enhancing the overall guest experience and fostering a welcoming, people-first atmosphere.
An effective F&B director demonstrates strong leadership by recognising that each employee brings unique strengths, preferences, and working styles to the team. Tailoring management approaches accordingly not only improves team performance but also enhances employee satisfaction. One practical way to achieve this is by utilizing tools such as the Myers briggs type indicator test, which is commonly referred to as the MBTI test.
By using the mbti test, a food and beverage director can gain valuable insights into employees personality types, for example, the test can help to recognise whether they thrive from structure or flexibility, prefer collaborative or independent work, or are energized by social interaction or quiet reflection, for example, a manager, from the test, can infer that an extroverted employee is likely to thrive in front of house roles in which interpersonal communication is important, whereas an introverted, detail oriented type might possibly excel in back of house operations such as prep chef or an inventory management role.
Placing employees in roles aligned with their natural tendencies and strengths is both beneficial for the business as well as being an indicator of good leadership.  showing commitment to empowering staff, improving team dynamics and fostering a culture wherein people are set up to success, this approach is more likely to boost morale, productivity and service quality across the business
Several hotel chains, such as Marriott International, have incorporated the Myers-Briggs Type Indicator (MBTI) assessment to enhance both customer service and employee growth. For instance, Marriott utilizes the MBTI to assist managers in better motivating their frontline customer service staff by gaining insight into their individual personality types, according to The Myers-Briggs Company.
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