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Managerial effectiveness is key in transforming a business’s resources into meaningful output. Effective leadership allows for the proper utilisation of these resources, ensuring that a business can compete and thrive in a rapidly changing market (Drucker, 2007). Leadership can be interpreted in various ways, from getting people to follow willingly to using authority in decision-making. It can stem from position, personality, or expertise, and may involve persuasion or power dynamics. While there are numerous definitions of leadership, it is essentially a relationship where one person influences the behavior of others, often within a group or team-building context (Mullins and Dossor, 2013, p.236). Leadership is an interpersonal process focused on inspiring and influencing people, fostering willing and enthusiastic behaviour. It is not limited to formal hierarchical roles, as many act as leaders informally. Unlike managers, who priority's structure, strategy, and systems with a more impersonal approach, leaders focus on style, skills, staff, and shared goals. Leaders are more personally and emotionally involved, showing empathy and attention to the meaning of actions and events (Mullins and Dossor, 2013, p.239). The behaviour of people at work in hospitality organisations is shaped by a dynamic network of interrelated factors. Individuals bring unique attributes, such as personality, skills, values, and needs, which influence their behaviour and responses to organisational demands. Groups play a crucial role, with dynamics, hierarchies, and pressures impacting individual performance and fostering collective functioning (Mullins and Dossor, 2013, p. 47). Additionally, external environmental factors, such as technological advances, economic trends, cultural influences, and government actions, create opportunities and challenges that organisations must adapt to effectively manage.
Early hospitality leadership was family-based, but industry growth demanded broader development. Effective leaders balance inherent traits, such as values and self-control, with skill development and fostering growth in others. Leadership now focuses on practical application of innate qualities (Mullins and Dossor, 2013, pp. 243-244). Leadership style refers to the approach managers take in interacting with and leading their teams. It influences how decisions are made, how authority is exercised, and how team members are involved in achieving goals. The main leadership styles are autocratic, where power is centralized with the manager; democratic, where power is shared and decision-making is more collaborative; and laissez-faire, where the manager allows the team freedom to work independently (Yukl and Gardner, 2020, p. 192-202). Each style has its impact on team dynamics, morale, and effectiveness, with modern leadership leaning towards more democratic and participative approaches due to changing societal expectations and workplace needs (Mullins and Dossor, 2013, pp. 249-251). According to Murat (2020), leadership style plays a crucial role in fostering a positive organisational environment and improving employee performance. Effective leadership requires adaptability, considering employees' expectations, market competitiveness, and evolving social values to achieve organisational success. 
Effective leadership embodies enthusiasm to energise and inspire teams, integrity to build trust and credibility, warmth to foster meaningful connections, and courage to face challenges head-on. It requires sound judgement for wise decision-making and the ability to remain tough yet fair, balancing firmness with empathy to create a supportive and productive environment (Adair, 2009, p.11). Trait theories suggest leadership stems from innate qualities, such as intelligence, confidence, and persistence. While criticised, this view acknowledges situational factors, blending traits like motivation, integrity, and competence (Ibrahim, 2023, p.63). 
According to Yukl and Gardner (2020, p.22) Leadership style plays a crucial role in the performance and profitability of resorts and hotels, impacting factors like employee motivation, customer satisfaction, service quality, and efficiency. Effective leadership in the hospitality industry often requires a flexible approach, with leaders adopting styles such as democratic, coaching, and participative to foster positive relationships with employees and enhance performance. Traditionally, transactional leadership has been common, focusing on clarifying roles and offering rewards, but its effectiveness has been questioned in competitive environments. In contrast, transformational leadership is seen as more effective in motivating employees, promoting innovation, and aligning them with organisational goals, particularly in the tourism and hospitality sector where a global, multicultural workforce requires adaptive leadership strategies (Ibrahim, 2023, pp.86-88).
Based on Georgiades (2022, pp. 7-8) Effective creative team coordination involves both formal structures and informal practices that dynamically interact, allowing for flexibility and creativity in problem-solving and decision-making. Effective teams have a clear purpose, engaged members, and good communication. Team performance is evaluated based on goal achievement, customer satisfaction, and collaboration. Success depends on factors like goal clarity, team cohesion, leadership quality, and resources. Regular performance reviews help track progress, solve challenges, and adjust objectives (Armstrong, 2013, pp. 63-66).
Democratic leadership involves employees in decision-making while the leader retains the final say, encouraging creativity, accountability, and productivity through collaboration. Transactional leadership focuses on setting clear goals, offering rewards for achievement, and imposing penalties for underperformance, maintaining structure and clarity but often stifling innovation and autonomy (Yukl and Gary, 2020, p. 54). The democratic leadership style aligns with practices that emphasise employee involvement, teamwork, and open communication. These elements foster knowledge sharing and collaborative problem-solving, empowering employees to develop essential competencies and contribute meaningfully to organisational goals (Lai et al., 2025). Improving leadership within work groups depends on selecting and placing leaders whose behavioural traits complement the specific needs and situations of the team. Effective leadership can then be cultivated through experiences that develop these positive behaviours, as a leader’s actions are shaped by the consequences and dynamics within the team. This aligns with democratic leadership, which values adaptability, inclusivity, and ongoing development to support team success (Mawhinney, Johnson and Redmon, 2001). A performance leader actively develops team members and improves performance by aligning individual objectives with organisational goals. They provide clear structures, regular feedback, and coaching to enhance skills and effectiveness. Positive indicators of a performance leader include high productivity, quality, customer service, and team engagement, with members actively learning and improving. Negative indicators include low productivity, poor customer service, low morale, high absenteeism, turnover, and lack of enthusiasm for learning (Armstrong, 2021).
As an industry example Frank’s experience at Marriott highlights the company’s commitment to its democratic leadership style, where the focus is on valuing and empowering associates. Marriott’s culture of "Putting People First" emphasizes employee development, community-building, and creating a strong sense of loyalty. Frank's journey underscores how this leadership approach fosters retention, satisfaction, and workplace love. Marriott’s leadership prioritises internal associates, leading to a ripple effect of exceptional service for guests. This inclusive and supportive culture aligns with a democratic leadership style that encourages collaboration, growth, and shared values (San Segundo, 2025). At Marriott, the democratic leadership style is reflected in the way employees are encouraged to engage and collaborate, resulting in exceptional service delivery. According to Visitor (2025) A recent guest review commended the staff for being warm, friendly, and responsive to all requests, demonstrating the positive outcomes of an empowering leadership approach. This feedback suggests that democratic leadership, which fosters employee involvement and autonomy, contributes to higher team morale and effectiveness, ultimately enhancing guest satisfaction (Marriott International 1996-2025). Another example that reflects leadership style at Hotel Indigo, part of InterContinental Hotels Group (IHG), reflects a democratic leadership style, focusing on diversity, inclusion, and creating a culture where employees feel valued and empowered. By prioritising diverse perspectives and fostering a sense of belonging, IHG encourages collaboration, innovation, and growth, aligning with their mission of providing "True Hospitality for Good." This leadership approach, which emphasises respect for individual differences and inclusion, drives both employee satisfaction and business success (InterContinental Hotels Group, 2025).
Four Seasons Hotels and Resorts exemplifies democratic leadership through its focus on mutual respect, collaboration, and a strong culture based on the Golden Rule. Founder Issy Sharp emphasised the importance of treating employees and guests with kindness and respect, which he believes leads to exceptional service. The company’s commitment to listening to and valuing its staff's input has been key to its continued success (Sharp, 2025). Four Seasons sustains its democratic leadership style by embracing the Golden Rule, treating others how they would like to be treated. This philosophy extends beyond their guests to include communities and the environment. Their commitment to creating a positive impact is driven by a genuine desire to make a difference, emphasizing kindness, love, and a sense of responsibility toward the world, which reflects a leadership approach focused on respect, collaboration, and making meaningful contributions (Four Seasons). On the other hand, according to Travelodge (2025), they are committed to fostering a diverse workforce, focusing on equality and inclusion, with policies supporting diverse backgrounds and abilities. They monitor diversity metrics to ensure continuous improvement and integration of these values throughout the organisation. However, customer reviews from Trustpilot (2025) highlight issues with team effectiveness at Travelodge Oldham, where a guest, Nick, found dirty bed sheets with hair and was told to change them himself after the housekeeping team had left. This demonstrates bad leadership style, as customers should not be expected to handle tasks included in the service they pay for. It reflects poor team management, with a lack of accountability and operational oversight affecting service quality.

Democratic leadership can significantly enhance team effectiveness and employee morale by fostering a positive environment where individuals are encouraged to engage in decision-making and goal setting. According to Buenaventura-Vera (2018), this leadership style cultivates hope among employees by involving them in planning and achieving objectives, which in turn boosts their motivation and commitment. When individuals internalise goals, they become more driven and better aligned with organisational targets. Providing employees with autonomy not only empowers them but also promotes a cognitive shift where challenges are perceived as surmountable. Furthermore, a well-structured reward system that ties recognition to specific actions reinforces motivation by demonstrating the value of employee contributions. Access to adequate resources and strategic alignment, where individuals are matched with roles suited to their strengths, further enhances goal achievement and adaptability in dynamic situations. Training initiatives focused on developing self-awareness, self-regulation, and self-evaluation equip employees with the skills needed for sustained motivation and success. Democratic leadership also nurtures optimism, defined as an expectation of positive outcomes. By challenging negative perspectives and fostering problem-solving attitudes, leaders help create a culture where employees view future challenges as opportunities rather than threats. This realistic optimism supports long-term productivity and morale (Buenaventura-Vera, 2018). Democratic leadership can enhance team effectiveness and employee morale by promoting clarity, consistency, and collaboration. Unlike vague leadership practices that undermine motivation by shifting goals, deadlines, and processes, democratic leaders involve employees in setting clear objectives, defining realistic timelines, and establishing transparent workflows. This participatory approach fosters a sense of ownership, reduces uncertainty, and builds trust, ultimately boosting both productivity and team morale (Owen, 2020, p. 68). The democratic leadership style, as outlined by Owen (2022, pp. 229-230), focuses on empowering professionals with autonomy, providing support, and fostering personal development. While it encourages trust and ownership, it can hinder team effectiveness and morale if leaders fail to set clear expectations or provide consistent guidance. Over-empowering without direction may lead to confusion, and micro-managing can cause resentment. Therefore, balancing autonomy with clear goals is essential for maintaining high morale and performance.
In conclusion, democratic leadership plays a critical role in fostering positive team dynamics, enhancing employee morale, and improving organisational performance within the hospitality industry. By encouraging employee involvement, collaboration, and mutual respect, this leadership style ensures a motivated and engaged workforce that is better aligned with organisational goals. The examples of Marriott, Hotel Indigo, and Four Seasons demonstrate how effective democratic leadership can create a supportive work culture, leading to improved job satisfaction, innovation, and customer service. In an ever-evolving industry, the adoption of democratic leadership not only enhances team effectiveness but also contributes to long-term organisational success.
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