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Leadership plays a crucial role in shaping organisational success, particularly in the hotel industry, where employee engagement, teamwork, and service quality are central to guest satisfaction. Leadership directly affects team morale, the performance of the work carried out by the team, and operational efficiency, and ultimately impacts customer experience and business sustainability (Mullins and Dosser, 2013). As Woods (2021) explains that democratic leadership encourages teamwork because it promotes a sense of ownership and accountability of the employees by enlarging their involvement in decision-making. In conducting specific research to this leadership style, it has been considered suitable for this essay because of its growing relevance to the hospitality sector. Hospitality depends on effective teamwork and serving customers, as this is a very high dependency on service quality (Mullins, 2019). This is the type of convergent democratic leadership that motivates people, hence raising motivation to innovate and satisfaction at one’s place of work and fostering communication and collaboration (Mullins, 2023). In any business in a setting where you want people to join anyone and give excellent service, democratic leadership is the best way to attack these challenges and improve the performance of the organisation. However, while using this style is convenient, it can encounter a rate of decision-making and challenges from other perspectives (Jony et al., 2019). The study focuses on ‘democratic leadership’ in hotel management by analysing its consequences on team performance alongside worker passion. The research analyses the dual effects of democratic leadership practise through real-world examples from the hospitality sector in pressing service scenarios. 
Organisational performance shows differences based on the explanations delivered by leadership theories. The early theories, like trait theory, proved that leaders are successful and have certain qualities like confidence, decisiveness and adaptability (Robbins and Judge et al., 2017; Rollinson, 2008). The theory does not consider factors beyond individual factors, such as organisational culture and team dynamics (Mullins, 2019). On the other hand, Woods (2004) argues that in behavioural theories, leadership effectiveness emanates from experienced behaviour and not from already existing traits. Demir et al. (2023) reported three main leadership styles such as ‘autocratic’ democratic, and ‘laissez-’aire’. In ‘Democratic leadership encourages determination of decision making, employee involvement and satisfaction (Bhatti et al., 2012). However, others say excessive consultation could hinder decision-making in industries that move quickly, like hospitality (Yukl, 2013). According to contingency theories, the best leadership style depends on situational factors like team competence, the type of organisational structure, and the industry's needs (Jony et al., 2019). 
Democratic leadership can be effective in engaging employees in hotel management where service efficiency is important, but it is not always appropriate in time sensitive situations (Mullins and Dosser, 2013). Moreover, transformational leadership theory, as cited by Demir et al. (2023), implies that to inspire and mobilise employees, leaders who are motivated for a shared vision between the employees to follow and promote innovation and advancement. This is important for democratic leadership, which discusses that employees are equals who should be involved and empowered. Nevertheless, transformational leadership requires good communication skills, and not all managers have them (Yukl, 2013). In addition to this, servant leadership theory facilitates a people-first approach to a leader serving their team (Robbins and Judge et al., 2017). This approach complements democratic leadership in hotel management by creating a culture of respect and working together to improve team effectiveness and service quality.
Democratic leadership significantly enhances ‘team effectiveness’ in hotel management by fostering collaboration, inclusivity, and a sense of shared responsibility. Mullins (2019) indicated that in a fast-paced business such as hospitality, teamwork is essential for providing exceptional guest experience. It enables employees to be more engaged, make more problem-solving decisions, and better innovate, thus leading to improved service delivery. Additionally, Yukl (2013) argues that democratic leadership facilitates knowledge sharing, which implies that staff members are valued and motivated to do more in pursuance of organisational purpose. According to Robbins and Judge et al. (2017), open communication within a team helps improve coordination and efficiency. The Ritz-Carlton London is a strong example of how a strong democratic leadership style increases team effectiveness, management of this company empowers their employees to make autonomous decision about guest services thus leading to an increase of 20% in guest satisfaction scores over the past year (Demir et al., 2023). The ability to keep customer satisfaction consistently high has been achieved at the hotel by letting frontline staff resolve guest concerns without managerial approval. According to Woods (2021), employees who are trusted to make decisions tend to demonstrate greater commitment and creativity and provide better solutions to problems and customer service. Similarly, according to Mullins (2023), qualified organisations claim that hospitality organisations with participatory leadership structures show stronger team dynamics and reduced turnover rates.
However, while democratic leadership offers significant benefits, it also presents ‘challenges’, particularly in environments where rapid decision-making is essential. Armstrong (2012) argues that excessive consulting among hotel staff may cause a delay in making important operational decisions. This issue is especially prominent in high-pressure cases, for example, during the peak holiday season or large events where a quick response is needed. An example from Hotel Hilton UK was presented by Beerbohm (2015), where efforts of the managers to make employees part of the decision-making process were sometimes followed by a slow response time that may reduce service efficiency and increase complaints with 15% of written complaints related to delayed service. Mullins (2019) also pointed out that besides the need for inclusivity, mutual discussions may be costly and decrease the overall service effectiveness. When it comes to these types of perspectives, it can be seen that democratic leadership makes for stronger teamwork and encourages problem-solving, but it is not always the most efficient means in the required period. Organisations like Ritz-Carlton capitalise on empowering employees to take action in delivering service quality, while for others, such as Hilton (UK), balancing inclusivity and maximising total efficiency efforts has proven to be difficult (Mullins, 2023). Therefore, while democratic leadership fosters long-term team cohesion, managers must implement strategies to prevent decision-making delays and ensure operational effectiveness..
Democratic leadership is widely recognised for its positive impact on ‘employee morale’, particularly in industries with high turnover rates, such as hospitality. Buchanan and Huczynski (2007) stated that a participatory leadership style results in greater job satisfaction since it entails an employee's feeling of ownership and empowerment. In addition, Yukl (2013) suggests that employees are more motivated if they are involved in the decision-making process, as it is inferred that their contributions are being recognised. Moreover, as per Aytekin and Temizkan (2022), democratic leadership fosters a psychologically safe work environment, encouraging employees to share their ideas and feelings without apprehension of any consequences. Mullins (2023) demonstrated that democratic leadership example at Premier Inn UK, where they consult and train staff regularly. according to Woods (2021), Premier Inn’s ‘Bigger, Bolder, Better’ strategy is intended to foster employee engagement and personal development. Premier Inn approached growth, values and personal dreams through bite-sized learning modules and a powerful Employee Value Proposition. As a result, this brought in a 9.8% revenue uplift and record guest scores, a 77% overall team engagement score. Similarly, Mullins (2019) discovered that inclusive democratic leadership in hospitality associations allows trust and openness, which are key to decreasing workplace pressure and improving worker commitment. However, this brings workforce stress down and tames employee commitment. The use of everything about employee input by hospitality organisations will ensure that the work environment is positive, ultimately leading to high service quality.
However, while democratic leadership can enhance employee morale, it is not universally preferred by all hospitality workers. According to Buchanan and Huczynski (2007), some employees, particularly those in entry-level positions, could like a more structured and directive leadership style, as continuous participation in decision-making might be excessively overwhelming. Bloisii et al. (2007) state that a democratic approach can diminish empowerment. It can instead lead to uncertainty in the job when the experience and confidence of the employees are not enough. Armstrong (2021) describes such cases in which hotel staff felt that too many consultations impeded workflow and brought confusion to those who were responsible. Similarly, according to Mullins (2019), if managers don’t give clear guidance, employees might feel lost and frustrated, and productivity will be affected. From a managerial perspective, democratic leadership can significantly raise morale by encouraging engagement and career development, so it cannot be reasonably applied to all employees or above (Mullins, 2021). In organisations like Premier Inn, where structured employee engagement initiatives are supported regarding employee well-being, democratic leadership is one of the most effective. It can be necessary, however, in circumstances when employees need clear direction. Moreover, the development of the empowered workforce involves having the right leadership style, so managers must assess the needs of their workforce and adapt their leadership style accordingly to avoid it becoming an example of uncertainty or inefficiency (Woods, 2021).  Researching Antalya and Izmir’s five-star hotels, Beerbohm (2015) found that a democratic leader caused organisational dissension and creativity. Moreover, creativity went up, and dissent went up as well, causing delays in decision-making and reduced efficiency. Such an environment calls for a balanced leadership approach, and clear direction is given when pressure is high in any form of high-pressure hospitality.
The future of democratic leadership in hotel management is promising because the significance of employee empowerment, inclusiveness, and improving the hotel’s guest experience (Boddy, 2017) are increasing. With more and more competition in the hospitality industry, hotels are realising that a collaborative, innovative leadership style is an attribute that must be employed. This is a highly beneficial context for democratic leadership, as involved staff are likelier to take the decisions seriously. It fosters a culture of engagement, motivation, trust and higher employee satisfaction and retention (Woods, 2004). Second, the ever-growing technological integration of employee feedback platforms and digital suggestion boxes makes it easier for employees to communicate and quicken decision-making processes while keeping the employees aware and respected (Beerbohm, 2015). Yet, democratic leadership does not always work well and will have to be evaluated within the given concrete situation of each hotel. It excels in luxury and boutique hotels, prioritising personalised service and creativity and fails to thrive in budget or chain hotels, which emphasise rigid structures and efficiency (Adair, 2009). In these settings where hierarchies are clear and processes are standardised, less democratic leadership is reasonable (Mullins and Dosser, 2013; Yukl, 2013). Democratic leadership also has its moments of challenges, especially during a crisis. For instance, the limitations of this leadership style came to the surface during the COVID-19 pandemic when there was urgency. As Aytekin and Temizkan (2022) and Demir et al. (2023) mentioned during the pandemic, some of the InterContinental Hotels Group (IHG) UK properties faced delays and inefficiencies in decision-making because of the participatory nature of the leadership approach they applied. When such situations arise, quick, top-down decision-making is required to deal with the problems, which may be harder for democratic leaders.
Finally, democratic leadership is suggested to have several positive benefits for employee engagement, hotel performance and a collaborative work environment. However, the use of the hotel should be cautiously based on the unique setting, operational requirements, and external matters of the hotel. This paper presents the case studies of landmark companies, including Ritz Carlton London, Premier Inn in the UK, and Hilton UK, and how this leadership style enhances innovation, creativity, and job satisfaction. Through this, these hotels have propagated positive work culture development and overall performance. Despite its positives, democratic leadership could be restricted in high-pressure environments. In this case, however, the decision-making process can take time, which has to be a disadvantage when time is required for the action to be taken. In such contexts, even the advantages of employee involvement are unimportant in making a quick and effective decision. However, such a democratic leadership is based on current workplace demands has to be adapted to individual hotels. A more balanced and perhaps more effective approach would be a hybrid leadership model based on democratic principles but with a process of structured decision-making. Using the hybrid model proposed in this research, hotel managers would combine operational efficiency with the impacts of employee engagement and thereby maximise the use of leadership style to affect the dynamics of the hospitality industry.
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