


Introduction
My Level 6 placement within the Front Office department at Novotel Liverpool Centre provided direct exposure to the operational and managerial dynamics that shape guest service delivery within a four-star UK city-centre hotel. As part of the Accor group, Novotel Liverpool accommodates a diverse mix of corporate, leisure and conference guests, particularly during major city-wide events that significantly increase occupancy and operational pressure. The Front Office department plays a pivotal role in shaping first impressions and overall guest satisfaction, managing check-in and check-out procedures, handling reservations, coordinating group arrivals, resolving complaints and liaising closely with Housekeeping and Food and Beverage to ensure seamless service delivery.
During my placement, particularly throughout the Labour Party Conference in October 2025 and the busy October half-term period, I observed a key issue affecting guest service: inconsistent management styles depending on which duty manager was on shift. While some managers adopted supportive and empowering leadership behaviours, others defaulted to highly directive approaches during high-pressure periods. This variation influenced staff confidence, decision-making autonomy and the efficiency of service delivery. Drawing upon concepts studied in my Level 5 Management & Organisational Behaviour module, this reflection critically evaluates how leadership inconsistency impacted employee performance and guest experience, and proposes realistic operational improvements grounded in theory.
Operational Context: High-Pressure Event and Seasonal Demand
The Labour Party Conference substantially increased occupancy levels across Liverpool, with Novotel hosting large groups of private security personnel deployed for the event. These guests frequently arrived in coordinated groups following long shifts, requiring efficient processing, clear communication and effective service recovery where delays occurred. The environment was operationally demanding and reputationally sensitive.
On one occasion, over 40 security personnel arrived at reception within a short timeframe before all rooms had been released by Housekeeping. Under one duty manager, reception staff were encouraged to manage expectations proactively, provide transparent explanations and offer complimentary refreshments within predefined financial limits. Staff were trusted to exercise judgement, which reduced tension and maintained service flow. The atmosphere remained calm, and guest dissatisfaction was minimised.
In contrast, during another shift in the same conference period, a different manager adopted a more centralised approach. Receptionists were instructed not to provide any goodwill gestures without managerial approval. When delays occurred, staff were required to seek authorisation before responding. This resulted in visible queues forming at reception, increased guest frustration and reduced staff confidence. Although both managers were operating under similar pressures, the difference in leadership behaviour produced noticeably different service outcomes.
In addition to conference-related demand, October half term generated increased bookings from families staying for leisure purposes. Unlike the structured arrival patterns of security groups, family arrivals were staggered and often involved additional service requests, such as interconnecting rooms, sofa bed preparation and early access to rooms. This required not only operational efficiency but also emotional sensitivity and clear communication. During half-term shifts where managers encouraged proactive liaison with Housekeeping and supported flexible decision-making, room readiness improved and family satisfaction appeared higher. Conversely, during shifts where managerial guidance was limited or reactive, reception staff had to manage parental frustration independently, increasing cognitive strain and reducing service consistency.
This comparison highlighted that leadership effectiveness is not confined to high-profile political events but is equally critical during seasonal leisure peaks. Conference guests prioritised efficiency, whereas families valued reassurance and personalised interaction. According to Yukl (2020), effective leadership in service environments requires balancing task-oriented and relationship-oriented behaviours. Where this balance was inconsistent, staff experienced uncertainty regarding priorities and authority, which subtly affected guest interactions.
Leadership Style and Behavioural Implications
The contrasting managerial approaches can be analysed through Lewin, Lippitt and White’s (1939) leadership framework, which differentiates between autocratic and democratic styles. The directive manager’s approach reflected autocratic characteristics, centralising authority and limiting delegation. In contrast, the supportive manager demonstrated democratic tendencies, encouraging participation and shared responsibility.
While autocratic leadership may enhance short-term control during periods of pressure, participative leadership is generally more effective in-service environments that require adaptability and emotional intelligence (Yukl, 2020). Hospitality employees frequently engage in emotional labour, and empowerment enables authentic and responsive service delivery (Karatepe, 2019). During supportive shifts, I felt more confident addressing minor service failures independently, reducing bottlenecks and enhancing the guest experience.
McGregor’s (1960) Theory X and Theory Y further contextualises these differences. The restrictive managerial approach implied Theory X assumptions, suggesting employees require close supervision. Conversely, the empowering manager aligned more closely with Theory Y principles, assuming staff are capable and motivated. Psychological empowerment has been linked to improved job performance and satisfaction (Bakker and Demerouti, 2017), which was evident during shifts where autonomy was supported.
Motivation, Role Clarity and Service Quality
Herzberg’s (1968) Motivation-Hygiene Theory provides further insight into the behavioural outcomes observed. During peak periods, hygiene factors such as workload intensity were heightened. However, motivators including autonomy, recognition and responsibility varied depending on managerial style. When managers acknowledged efforts during high-pressure check-ins, intrinsic motivation increased. Conversely, when autonomy was restricted, service interactions became more procedural and less personalised.
Situational Leadership Theory argues that leaders should adapt their approach to employee readiness (Hersey and Blanchard, 1982). However, in this context, leadership variation appeared driven by individual preference rather than strategic adaptation. This inconsistency contributed to role ambiguity, which organisational behaviour research associates with stress and reduced effectiveness (Yukl, 2020). Staff hesitated during service recovery moments, unsure of the boundaries of their authority.
Service-Profit Chain and Strategic Impact
The broader organisational implications can be understood through the Service-Profit Chain model. Heskett et al. (1994) argue that internal service quality and employee satisfaction drive customer loyalty and profitability. During supportive managerial shifts, internal communication improved and service recovery occurred at first point of contact. During restrictive shifts, operational bottlenecks and visible waiting times increased dissatisfaction.
While transactional leadership may protect short-term cost efficiency (Bass, 1985), excessive control in unpredictable service settings can undermine long-term guest value. Furthermore, inconsistencies between Novotel’s guest-centric brand positioning and variable leadership behaviours reflect what Schein (2010) describes as misalignment between espoused values and enacted assumptions. Such misalignment may weaken cultural coherence and competitive positioning in the UK hospitality sector.
Proposed Operational Improvements
Three practical improvements are recommended. First, implementing a structured empowerment framework outlining goodwill thresholds would balance service flexibility with financial accountability (Karatepe, 2019). Second, leadership alignment sessions should establish consistent delegation expectations across managers. Third, structured pre-shift briefings during high-demand periods would enhance clarity and commitment, aligning with Locke and Latham’s (2002) goal-setting theory.
These recommendations demonstrate how Management & Organisational Behaviour theory can be practically translated into operational improvements within a live hospitality environment.
Conclusion
My placement at Novotel Liverpool Centre demonstrated that leadership consistency significantly influences employee empowerment, operational efficiency and guest satisfaction. Both high-profile events such as the Labour Party Conference and seasonal peaks like October half term revealed how managerial variation shaped service outcomes. By applying leadership and motivation theories studied at Level 5, I have critically evaluated the organisational impact of inconsistent management styles.
This experience has shaped my future leadership philosophy. Effective hospitality leadership requires balancing operational control with empowerment, ensuring consistency while adapting to fluctuating demand. Through structured delegation frameworks and aligned leadership practices, service excellence can be sustained even in complex and high-pressure environments.
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