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Effective leadership is essential in the hospitality industry to ensure service excellence, employee satisfaction, and strong team cohesion. In this fast-paced, customer-focused environment, leadership significantly influences team performance and employee morale. Each leadership style has unique strengths and weaknesses, impacting productivity, employee engagement and job satisfaction (Moghimi, S., 2016). Therefore, hotel managers must select leadership approaches that enhance team effectiveness and foster a positive work culture. This essay will explore various leadership theories, focusing on transformational leadership and its comparison to other styles. Using Marriott Hotel as a case study, the analysis will demonstrate how different leadership styles can either boost or hinder team productivity in real-world scenarios. By examining these dynamics, we can better understand the critical role of leadership in achieving success in the hospitality sector.
Leadership has been a central topic of research for decades, resulting in numerous theories. These theories offer different perspectives on what makes an effective leader. Below is an overview of some of the key leadership theories relevant to the hospitality industry.
Trait Theory, one of the earliest leadership models, proposes that successful leaders possess inherent qualities such as intelligence, charisma, decisiveness, and initiative (Stogdill, 1974; and Armstrong, 2012). According to this theory, these natural traits are key determining factors of leadership effectiveness. In the hospitality sector, for example, a hotel manager with innate confidence may perform well under pressure, particularly during busy holiday seasons when managing staff and operations can be challenging (Mullins L & Dosser P, 2013). However, the theory has faced criticism for overlooking the importance of acquired skills and for offering an excessively simplistic view of leadership. For instance, individuals who initially struggle with public speaking can become strong leaders in hotels by improving their communication and interpersonal skills through training and experience, enabling them to lead meetings and engage with guests confidently.
Behavioural Theory, unlike Trait Theory, emphasises a leader's actions rather than their inherent qualities. It distinguishes between task-oriented and people-oriented leadership styles. Task-oriented leaders prioritise accomplishing objectives, while people-oriented leaders focus on building positive relationships with their team members (Yukl G, 2013). This approach suggests that leadership effectiveness can be learned and adjusted over time. For example, in a real-life hotel setting, a manager leading a team during a large event might initially adopt a task-oriented approach to ensure all logistics are in place. However, by also employing people-oriented behaviours such as checking in with staff to ensure they feel supported and valued. The manager can maintain high morale and ensure smooth operations. This blend of approaches nurtures both team productivity and job satisfaction, demonstrating how adaptive leadership can be applied effectively in the hospitality industry.
Contingency Theory suggests that a leader's effectiveness is influenced by various environmental factors, including workplace conditions and team dynamics. In hotel management, this means different situations require distinct leadership styles. For illustration, during a major event like a New Year’s Eve celebration at a Marriott hotel, an authoritative leadership style is essential for coordinating staff and ensuring operations run smoothly. On the contrary, in everyday operations, a collaborative leadership style advances teamwork and encourages employees to share ideas, which can enhance guest services. For example, during regular staff meetings, Marriott managers request suggestions from team members to promote innovation (Huczynski, 2012). Fiedler’s Contingency Model highlights that some leadership styles are more effective in specific contexts (Ayman, R. and Lauritsen, M.,2018). In a Marriott hotel that specialises in hosting large conferences, a flexible leader who empowers team members can significantly improve event success compared to a leader who strictly enforces rules (Mullins, 2019).
Transformational leadership focuses on motivating and inspiring employees to exceed their usual performance by using vision, encouragement, and personal growth (Bass, B.M. and Avolio, B.J., 1993). Transformational leaders create a shared sense of purpose and drive employees to achieve more than they thought possible. This style is particularly effective in the hospitality industry, where employee motivation is crucial for delivering high-quality guest experiences (Kim, W.G. and Brymer, R.A., 2011).
Transactional leadership works by rewarding employees for meeting goals and punishing them if they don’t. Leaders set clear expectations, and employees are motivated to meet these standards to receive rewards (Rabiul, M.K., 2024). Although this approach can be effective for achieving short-term objectives, it often fails to create long-lasting employee motivation or commitment.
Servant leadership focuses on the leader’s role in taking care of their team, putting the needs and growth of employees first (Zia, M.Q et al., 2022). This style creates a supportive workplace, which can lead to greater employee satisfaction and lower turnover. It's especially effective in service-focused industries like hospitality, where happy and well-supported employees are key to delivering excellent service.
Transformational leadership is widely recognised as one of the most effective leadership styles for enhancing team effectiveness and boosting employee morale, particularly in the fast-paced and service-driven hospitality industry. Transformational leaders motivate their teams by creating a sense of shared purpose and encouraging both personal and professional development. In the hotel sector, where high-quality service delivery and staff engagement are essential, this leadership approach fosters a culture of growth and motivation, encouraging employees to consistently exceed expectations.
One of the key benefits of transformational leadership in the hospitality industry is its ability to enhance employee morale. Employees feel more motivated and engaged when they are part of a greater vision and encouraged to grow within the organisation. An example of transformational leadership can be seen at companies like Marriott International, where it has been used to create an inclusive and supportive environment where employees feel valued, leading to higher morale and improved guest experiences(Farrell, K., 2022). This approach makes employees feel valued, leading to higher job satisfaction and commitment, which ultimately results in better service for hotel guests.
Another advantage of transformational leadership is its ability to encourage creativity and innovation. Transformational leaders empower their teams to think creatively and proactively solve problems, which is essential in the hospitality industry where unique guest requests and challenges are common. By promoting a culture of empowerment, leaders encourage hotel staff to offer innovative solutions and deliver personalized services, enhancing the guest experience (Patiar, A. and Wang, Y., 2016). In luxury hotels like Hilton, leadership actively involves staff in improving customer service and operational efficiency, which boosts both guest satisfaction and employee engagement (Bova T., 2020).
Transformational leadership also improves teamwork by creating a strong sense of unity among staff. In the hospitality industry, where teamwork is essential for smooth operations and great guest service, transformational leaders encourage team members to support each other and communicate openly (Layaman, L et al., 2021).This makes the team work better together, leading to smoother hotel operations and better service for guests. 
However, transformational leadership also has its challenges. One of the drawbacks is that it can be time-consuming to implement. Building deep relationships with employees and fostering their development requires significant time and effort (Wang, C.J., Tsai, H.T. and Tsai, M.T., (2014), which may be difficult particularly in larger organisations like The Ritz-Carlton and Atlantis Paradise Island, where they are responsible for managing multiple teams (Carlton, 2019). For leaders in the hospitality industry, balancing the demands of day-to-day operations with the time needed to nurture employee growth can be a challenge, particularly in fast-paced environments.
Another potential downside is the risk of employee burnout. Transformational leaders often push their employees to exceed expectations, which can be demanding in high-pressure industries like hospitality. In busy hotels, constant pressure to perform at a high level can lead to stress and burnout, negatively affecting employee well-being and performance (Kara D, et al., 2018). Transformational leaders need to be mindful of managing workloads and providing adequate support to prevent burnout while still maintaining high levels of motivation and engagement.
Transformational leadership style has significantly contributed to many companies’ success, helping it maintain high employee morale, team cohesion, and outstanding guest experiences. The Marriott Hotel Company, one of the largest hotel chains in the world and is recognised for its strong corporate culture and commitment to employee development, which aligns with transformational leadership principles. Transformational leadership has been a cornerstone of Marriott International’s management strategy and has significantly contributed to the company's success, helping it maintain high employee morale, team cohesion, and outstanding guest experiences. Former CEO Bill Marriott was recognised for his active leadership approach, promoting open communication and constant learning. During his time as CEO, Marriott followed the belief of "putting people first," which led to high employee engagement and satisfaction (Marriott, 2020).
One of the key aspects of Marriott’s leadership is its focus on employee empowerment. Transformational leaders at Marriott encourage their teams to take ownership of guest experiences and make decisions that improve customer satisfaction. This sense of ownership has led to higher levels of employee engagement, as staff feel they are contributing to the company’s success in meaningful ways (Marriott, 2020).
A clear example of transformational leadership at Marriott is its "Spirit to Serve" philosophy. This encourages leaders to inspire their teams to do more than just routine tasks and focus on giving guests personalized experiences. By creating a sense of purpose, Marriott’s leaders motivate employees to take responsibility for their work, building a culture of accountability and initiative. This approach matches the idea of creating a shared vision, a key part of transformational leadership, as noted by (Bass B.M.,1985). Employees feel like they are part of a greater mission, pushing them to do their best and exceed expectations, which is crucial in the hospitality industry.
At Marriott, transformational leadership can be seen in practise through programs like the “Voyage Global Leadership Development Program.” This program helps train future leaders by teaching them the skills and knowledge they require to lead teams effectively. By focusing on personal development, Marriott helps employees grow and move up within the company. This not only boosts job satisfaction and keeps employees loyal but also encourages new ideas, as staff are motivated to bring fresh thinking to their working roles (Marriott International, 2020).
Furthermore, Marriott’s commitment to transformational leadership is evident in its focus on employee well-being through the "TakeCare" program. This initiative promotes physical, emotional, and financial well-being among employees, recognising that satisfied and healthy employees are more likely to deliver excellent service. By addressing employees' needs holistically, Marriott demonstrates a transformational approach that goes beyond merely managing tasks. It fosters an environment where employees are motivated to contribute their best, knowing their well-being is valued by the company (Zhang, T.C., Kandampully, J. and Choi, H.Y., 2014).
During the COVID-19 pandemic, Marriott's transformational leadership demonstrated significant effectiveness in navigating unprecedented challenges within the hotel industry. The company’s leaders maintained open lines of communication with their teams, providing essential support and reassurance during this difficult period. This approach was instrumental in sustaining employee morale, as leaders fostered a sense of unity and resilience among staff. Furthermore, Marriott’s leadership encouraged adaptability and innovation, enabling teams to swiftly adjust to new health protocols and evolving guest expectations. This dynamic approach ensured that the company continued to uphold its standards of service excellence despite the covid 19 Pandemic (Chon, K., Park, E. Olivia, & Zoltan, J., 2020).
Overall Marriott’s application of transformational leadership has been vital in shaping its corporate culture and operational success. By focusing on employee empowerment, development, and well-being, Marriott leaders not only enhance team effectiveness but also ensure that employees remain engaged and motivated, which is crucial for maintaining high service standards in the hospitality industry.
Leadership styles can have a direct impact on both team effectiveness and employee morale in the hospitality industry. While transformational leadership at Marriott Hotels offers numerous benefits, it can also hinder team effectiveness and employee satisfaction in specific situations. One significant drawback is that transformational leaders often set high expectations, which, if not managed properly, can lead to employee burnout. For instance, during peak seasons like holidays, the pressure to exceed guest expectations can become overwhelming. Employees may feel compelled to work longer hours and exceed their limits, resulting in stress and lower job satisfaction (Wen, B., Zhou, X., Hu, Y. and Zhang, X., 2020).
Moreover, transformational leadership emphasises personal growth and empowerment; however, if employees lack adequate training or support in their roles, this can create confusion regarding responsibilities and expectations. During the COVID-19 pandemic, while Marriott leaders encouraged flexibility and innovation to adapt to changing circumstances, some employees were forced to lose their jobs due to the decision of having to close hotels and furlough some employees. While these decisions were necessary for the company’s survival, it had a negative impact on employee morale and team dynamics, as many employees felt excluded from the decision-making process (Miller M ., 2020).
Additionally, the focus on individual performance and personal development may foster a competitive atmosphere among employees, potentially leading to resentment and undermining collaboration. Transformational leaders must be cautious to ensure their encouragement does not create unhealthy competition, which can detract from team unity and negatively impact employee satisfaction (Harris & Ogbonna, 2019). Thus, while transformational leadership has notable advantages, it requires careful implementation to alleviate potential downsides.
Leadership styles play a crucial role in shaping team effectiveness and employee morale in the hospitality industry. Transformational leadership have shown to enhance team collaboration, innovation, and employee satisfaction, as evidenced by the practices of Marriott. However, leadership, while useful in certain situations, can hinder team dynamics and employee engagement if not carefully implemented and managed. Hotel leaders must adopt a flexible approach to leadership, considering the unique needs of their teams and the organisational context to ensure both employee well-being and organisational success.









References
Moghimi, S., (2016). Creativity and innovation in hotels and resorts: the role of leadership (Doctoral dissertation, RMIT University).
Stogdill, R.M., (1974). Handbook of leadership: A survey of theory and research. Free Press. 

Armstrong, M., (2012). Armstrong's handbook of management and leadership (3rd Edition): developing effective people skills for better leadership and management. Kogan Page Publishers.

Mullins, L and Dosser, P. (2013). Hospitality Management and Organisational Behaviour (5th Ed) Harlow, Pearson.

Yukl, G., (2013). Leadership in organizations 8th ed.

Huczynski, A., (2012). Management gurus. Routledge

Ayman, R. and Lauritsen, M., (2018). Contingencies, context, situation, and leadership. The nature of leadership, pp.138-166.
Mullins, L.J., (2019). Mullins: Organisational Behaviour in the Workplace. Pearson UK.
Kim, W.G. and Brymer, R.A., (2011). The effects of ethical leadership on manager job satisfaction, commitment, behavioral outcomes, and firm performance. International Journal of Hospitality Management, 30(4), pp.1020-1026.
Bass, B.M. and Avolio, B.J., (1993). Transformational leadership and organizational culture. Public administration quarterly, pp.112-121.
Rabiul, M.K., (2024). Does transactional leadership generate work engagement in the hotel industry? The role of motivating language and job prestige. Journal of Quality Assurance in Hospitality & Tourism, 25(3), pp.442-466.
Zia, M.Q., Naveed, M., Bashir, M.A. and Iqbal, A., (2022). The influence of servant leadership on employees' outcomes via job embeddedness in hospitality industry. Journal of Hospitality and Tourism Insights, 5(3), pp.612-628.

Farrell, K., (2022). Transformational Leadership for the Hospitality and Tourism Industry. In Humanistic Perspectives in Hospitality and Tourism, Volume 1: Excellence and Professionalism in Care (pp. 273-292). Cham: Springer International Publishing.

Patiar, A. and Wang, Y., (2016). The effects of transformational leadership and organizational commitment on hotel departmental performance. International Journal of Contemporary Hospitality Management, 28(3), pp.586-608.

Bova, T. (2020). Salesforce BrandVoice: How Hilton Uses The Golden Rule To Drive Commercial Success. [online] Forbes. Available at: https://www.forbes.com/sites/salesforce/2020/11/05/how-hilton-uses-the-golden-rule-to-drive-commercial-success/.

Layaman, L., Harahap, P., Djastuti, I., Jaelani, A. and Djuwita, D., (2021). The mediating effect of proactive knowledge sharing among transformational leadership, cohesion, and learning goal orientation on employee performance. Business: Theory and Practice, 22(2), pp.470-481.
Wang, C.J., Tsai, H.T. and Tsai, M.T., (2014). Linking transformational leadership and employee creativity in the hospitality industry: The influences of creative role identity, creative self-efficacy, and job complexity. Tourism management, 40, pp.79-89.

Carlton, R. (2019). Experience Strategy Consultants | Ritz-Carlton Leadership Center. [online] Ritz-Carlton Leadership Center. Available at: https://ritzcarltonleadershipcenter.com/.

Kara, D., Kim, H., Lee, G. and Uysal, M., 2018. The moderating effects of gender and income between leadership and quality of work life (QWL). International Journal of Contemporary Hospitality Management, 30(3), pp.1419-1435.

Gill, A.S., Flaschner, A.B. and Shachar, M., 2006. Mitigating stress and burnout by implementing transformational‐leadership. International Journal of contemporary hospitality management, 18(6), pp.469-481.

Marriot 2020 Accessed online via: https://www.marriott.com/diversity/diversity-and-inclusion.mi#:~:text=Infusing%20diversity%2C%20equity%2C%20and%20inclusion,we%20recognize%20the%20whole%20person.
 Accessed on 25th September 2024.

Marriott. (2020). 2020 Annual Report.
Accessed online: https://marriott.gcs-web.com/static-files/c5e1faef-f1e5-40e3-bd70-5efbbb929a7f.
Accessed on 25th September 2024

Bass, B.M., 1995. Comment: Transformational leadership: Looking at other possible antecedents and consequences. Journal of Management Inquiry, 4(3), pp.293-297.
Zhang, T.C., Kandampully, J. and Choi, H.Y., (2014). The role of employee wellness programme in the hospitality industry: A review of concepts, research, and practice. Research in Hospitality Management, 4(1 & 2), pp.45-54.

Chon, K., Park, E. Olivia, & Zoltan, J. (2020). The Asian Paradigm in Hospitality and Tourism. Journal of Hospitality & Tourism Research, 44(8), 1183-1202. https://doi.org/10.1177/1096348020945370.

Wen, B., Zhou, X., Hu, Y. and Zhang, X., (2020). Role stress and turnover intention of front-line hotel employees: the roles of burnout and service climate. Frontiers in psychology, 11, p.36.

Miller, M. (2020). 
Business Insider. Retrieved from https://www.businessinsider.com/major-hotel-chains-international-offering-covid-19-tests-cdc-2021-1. 
Accessed on 2/10/2024
image1.png
RESEARCH For this assessment, you can use Generative Al o Yes®
support you in fesearch, including searching for
bibliography, using tools to summarise, compare and No O
interrogate materials.
STRUCTURE For this assessment, you can use Generalve Al o Yes®
support you in structuring your submission, including
crealing a draft argument structure, identifying parts and | No 01
headings, etc.
PROOFREADING | For this assessment you can use Generative Al o check | Yes &
Your own textlcreation for grammatical and syntactical
‘mistakes, including rephrasing of your own work within | No 01
specific standards.
WRITING For [his assessment, you can use Generalive Al o creale | Yes [
text for submission.
No®
CREATIVE For this assessment, you can use Generalive Al o create | Yes 11
creative materials, such as images.
No ®
PROGRAMING For his assessment, you can use Generalive Al 10 Gieale | Yes 0
and check code.
No ®
NONE For s assessment, you are nol allowed 0 Use any ype | Yes 0
of Generative Al support. This includes research support,
structure support, writing/proofreading support and No ®

crealive support.





