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Abstract

This research examines the impact of staffing and supervision on service quality and guest satisfaction in the food and beverage department at DoubleTree by Hilton Southampton. The research took place over a 10-week placement and focuses on what occurred in real-world conditions, not only in conceptual terms. It asks how everyday problems, such as insufficient staff, casual shifts, and unclear supervision, manifest in the guest experience and in how staff feel at work.
A case study method was used to collect information. The researcher observed how the team worked, spoke informally with staff and supervisors, and reviewed documents and guest reviews. These different sources helped to make sense of what was happening behind the scenes. Four main problems stood out: staff shortages during busy periods, inadequate supervision, low morale among casual staff, and frequent guest complaints.
Peak times, such as weekend breakfasts and weekday dinners, were especially difficult. The team was often too small, which meant long wait times and missed service steps. Supervisors were there, but they usually stepped in only after things went wrong. There was no regular structure. Daily briefings were often skipped, and staff were not always clear on their responsibilities. Several casual staff members noted that they were not actively included in daily processes. Shifts changed often, there was little training, and they rarely received feedback or recognition. This led to frustration and a drop in motivation. These issues were also reflected in online guest reviews. Many guests wrote about delays, confusion, and disorganisation. Still, several mentioned that staff were polite and tried their best. This suggests that the main problems stemmed from how the department was run, rather than from the staff themselves.
The study compares the events that occurred in the hotel with concepts from service quality models, leadership theory, and motivation studies. There is a clear gap between recommended practices and what was happening during the placement, especially with casual teams. A few simple steps could be of assistance. In the short term, better planning and short team check-ins could improve daily operations. Over time, offering training to supervisors and support tools to casual workers could help raise performance. Long-term changes might include stronger HR practices and more open feedback between managers and staff.
This case illustrates how staffing decisions and day-to-day leadership impact the hotel staff and the guests they serve. It gives a close look at real challenges that are common in many hospitality settings today.
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Chapter 1
Introduction
Work placements are a key part of learning in hospitality courses. They provide students with real-world exposure to hotel operations and offer the opportunity to observe how different teams collaborate in practice. Instead of just learning from books or lectures, students participate in daily tasks, observe service routines, and confront common workplace challenges. Food and beverage departments are especially useful for this type of learning. They are fast-moving, guest-facing, and require constant coordination. By being part of such teams, students learn how service works from the inside. They also have the opportunity to think more clearly about such issues as leadership, communication, and staff roles by observing how theory is applied during a regular shift.
DoubleTree by Hilton Southampton is a mid-range hotel catering to business and leisure guests. Its food and beverage area includes a restaurant, a bar, an event space, and two dining styles: buffet and à la carte. Service needs change throughout the day, with breakfast and dinner being the busiest times. The team comprises permanent staff and casual workers, and leadership responsibilities are rotated among different supervisors. These conditions reflect broader patterns in the industry, such as labour shortages and flexible staffing. This made the hotel a suitable setting for a 10-week placement focused on service challenges.
Staffing and supervision continue to create difficulties in many hotel food and beverage teams. At the DoubleTree Southampton, several issues were identified during the placement. These included short staffing, last-minute schedule changes, limited training, and weak communication from supervisors. These gaps caused delays, stress, and uneven service. They also pointed to deeper problems in how the team was managed. This project examines how these issues were addressed in daily operations and what lessons can be applied moving forward.


Project Aim and Objectives
Aim
This project investigates the influence of staffing levels and supervisory practices on service quality and guest satisfaction in hotel food and beverage operations.
Objectives
1. To examine how the number of available staff influences service delivery and the guest experience.
2. To explore how supervisors contribute to daily management in food and beverage teams.
3. To consider how motivation levels, especially among casual staff, affect the quality of service.
4. To compare guest feedback with observed service patterns during the placement.
Why the Study Matters
This study makes a distinct contribution. Many academic sources discuss staffing or supervision, but often from a distance. They rely on models, surveys, or general trends (Dounavi et al., 2019). Here, the evidence comes from a ten-week placement inside a hotel’s Food and Beverage department. The researcher worked regular shifts, joined briefings, and observed service as it happened. Conversations with casual and permanent staff added to the picture. The result is not a detached analysis but a close-up of how daily decisions and working conditions shape outcomes. That level of access offers something that most theoretical studies are unable to demonstrate.
Furthermore, this study takes a grounded approach by using data from a placement. It gives a closer view of how these challenges affect daily service. The insights can help managers plan better and also guide educators in preparing students for work-based learning.
Dissertation Structure
This dissertation includes the following chapters:
· Chapter 2 covers existing research on service quality, staffing, supervision, and key models, including SERVQUAL and Herzberg.
· Chapter 3 explains the research method, including design choices, data sources, and limitations.
· Chapter 4 shares what was observed during the placement across four main topics.
· Chapter 5 connects the findings to the research goals and previous studies.
· Chapter 6 ends with a summary and recommendations for improvement.



















Chapter 2
Literature Review
Defining Service Quality in Hospitality
Service quality has been studied through both academic models and direct guest experience. A common framework used to describe it is SERVQUAL, which breaks it down into five areas: tangibles, reliability, responsiveness, assurance, and empathy (Parasuraman, Zeithaml and Berry, 1988). These categories have been widely applied to hotel services, where the guest’s impression often stems from how staff behave, the appearance of the space, and how problems are addressed.
In food and beverage departments, visual aspects are the first things guests notice. This includes the cleanliness of the table, the appearance of the staff, and the overall atmosphere (Getty, 2003). During the placement at DoubleTree Southampton, it was clear that rushed turnover between meals led to delays in resetting tables and uneven presentation of the food. These small details had a visible effect on guest attitudes. Other researchers, such as Nadiri and Hussain (2005), also link physical elements to early guest expectations.
Reliability (doing what was promised, on time and correctly) is one of the most valued service traits in hotel dining (Marković and Raspor, 2010). Guests often respond more strongly to what was missed than to what was delivered. In practice, late meals and forgotten requests during busy shifts highlighted how easily reliability can fall apart when staffing is low. This relates to responsiveness, the ability of staff to act quickly and provide assistance when needed. On some shifts, weak scheduling made this harder. Delays in responding to guests were often linked to gaps in coverage or unclear task distribution (Ladhari, 2009).
The final two elements (assurance and empathy) are more complex to measure but just as important. Guests respond well to confidence and kindness, especially in sit-down dining or when problems occur. Wilkins, Merrilees, and Herington (2007) found that service quality also depends on how well staff read a guest’s mood and adjust their tone accordingly. During the placement, some supervisors managed this well. A short apology or check-in at the table helped ease tension and prevent complaints. This kind of emotional care cannot fix every issue, but it often reduces the impact of service delays.
Each of these five areas (visual setup, dependability, fast response, confidence, and empathy) helps explain how service quality is formed in practice. However, applying them consistently is challenging, especially during high-pressure situations. Even with training and experience, many teams struggle to meet every standard when resources are stretched. This makes service quality a framework for learning and a daily test in hotel operations.
Staffing and Service in Hotel Operations
Staffing levels play a significant role in determining the quality of service delivery. Several studies have linked staff shortages to poor guest feedback and lower service quality (Davidson, McPhail, and Barry, 2011). When there are fewer staff members on shift than needed, they work under pressure, which often results in slow service, missed steps, and lower morale (Greger and Peterson, 2000).
This pattern was seen often at DoubleTree Southampton. Busy evening shifts sometimes had too few servers for the number of guests. Delays became common, and tables stayed cluttered longer than they should have. Guest requests were also missed or delayed. This had an impact on how staff felt, especially those who were new or working casual shifts. The feeling of being overworked, with little support, led to visible stress. This aligns with findings from Karatepe (2013), who note that overworked staff are more likely to make mistakes and lose motivation.
Scheduling is also a key part of managing staff well. Goodale et al. (2003) notes that staff plans should be based on expected guest numbers and adjusted regularly to ensure optimal service. The goal is to meet demand without wasting labour costs. Guidelines such as a 1:10 server-to-guest ratio are often used in full-service restaurants (O'Fallon and Rutherford, 2007). At the placement site, that ratio was frequently exceeded, especially during peak service. This created bottlenecks and added pressure on staff to cover extra ground.
In food and beverage service, matching staff numbers with guest flow is not just a routine task. It affects how guests are treated, how staff perform, and how the team functions as a whole. Planning and staffing are closely tied to service quality outcomes.

Supervisory Leadership Styles and Impacts on F&B
In hotel food and beverage departments, supervisors play a fundamental role in shaping the team's performance, the way guests are treated, and the seamless operation of service under pressure. Their approach often shapes the results and the atmosphere on shift (Kandampully et al., 2018). Two leadership styles are frequently used to understand these dynamics: transactional and transformational. Transactional leadership focuses on routine tasks, control, and defined responsibilities (Xu and Wang, 2019). Transformational leadership is more focused on encouragement, shared goals, and individual development (Dionne et al., 2004; Brownell, 2010).
Transformational leadership has been linked with better outcomes in hospitality settings. It tends to improve motivation, communication, and trust between staff and supervisors (Liang et al., 2017). Liu et al. (2024) show that it can support stronger teamwork during high-pressure service. This was visible at DoubleTree Southampton. Some supervisors remained calm when things got busy. They encouraged quick communication, stepped in when needed, and supported their team. These shifts were often smoother, even when understaffed. In contrast, supervisors who avoided decision-making or focused only on tasks without engaging the team usually added to the pressure.
Leadership style also affects how problems are handled. Salem (2015) found that staff working under transformational leaders were more effective in dealing with guest complaints. The placement experience supports this. Supervisors who clearly explained issues to guests and maintained open communication were more successful in avoiding negative feedback. Kloutsiniotis et al. (2023) argue that in high-contact roles, leadership must focus on being present and responsive. This makes it easier for staff to adapt to unexpected service problems and feel supported.
The way supervisors handle pressure, support others, and manage conflict has practical and emotional consequences. It influences how staff behave and how guests respond to service, especially in unpredictable environments like food and beverage.
Relevant Frameworks (SWOT, PESTEL, Herzberg’s Motivation Theory)
Herzberg’s Two-Factor Theory (Herzberg, Mausner and Snyderman, 1967) is practical when trying to understand how motivation works in a hotel team setting. The theory divides workplace conditions into two groups. The first includes hygiene factors, such as salary, job security, quality of supervision, working conditions, interpersonal relatio nships, and overall work environment. These do not usually increase motivation, but they help prevent dissatisfaction. When these elements are missing or weak, staff tend to feel disengaged or frustrated. The second group includes motivators such as recognition, personal achievement, meaningful responsibility, and opportunities for professional growth. These factors help increase motivation and effort, especially over time (Herzberg, 1971).
This approach helped to make sense of what was observed during the placement. Hygiene factors were inconsistent. Many casual staff members said they were not informed about their shifts in sufficient time. Some were only contacted a day or two in advance. In some cases, there was no follow-up from managers or any structured feedback. This lack of clear information made it more difficult for staff to plan their week or understand what was expected of them. Several also mentioned that they were unsure who to report to on some shifts. These points reflect more exhaustive hospitality research. Pulston (2009) explain that when hygiene factors, such as scheduling, communication, or basic recognition, are not in place, staff often feel that their contributions do not matter. Even if the job itself is fascinating or guests are friendly, frustration builds up.
In contrast, teams led by supervisors who took time to give instructions and explain daily goals worked more efficiently. Some staff members reported feeling more prepared when they were clearly informed of their role at the start of the shift. Others responded well when a manager noticed their work and gave short but direct praise. While these actions were simple, they made a visible difference. Tasks were carried out faster, fewer requests were missed, and the mood on the floor was more focused. These examples support the idea that motivators, particularly recognition and clear responsibilities, contribute to improved team functioning. Kharouf et al. (2019) found similar results in hotel environments. Their research found that increased guest satisfaction was linked to teams that were supported through everyday communication and trust.
Motivation does not always depend on formal systems or structured rewards. During the placement, one supervisor made a point to speak briefly with each team member before the evening service started. These informal check-ins, although brief, helped staff members feel acknowledged and valued. Several casual workers mentioned they felt more included in those shifts. This aligns with the notion that motivation can flourish in straightforward environments when effort is recognised, and individuals are trusted to perform their tasks without excessive micromanagement.
Bringing these observations together, Herzberg’s theory helps explain why some shifts felt more organised and positive than others. Hygiene factors build the base. Without them, dissatisfaction grows, no matter how skilled or willing the staff are. But when basic needs are met and motivators are added, through feedback, trust, and clear task teams, they are more likely to stay engaged, even under pressure. This combination is essential in fast-moving departments like food and beverage, where the pace is high and service standards depend on how people feel while doing their work.
Limitations in Existing Research on Practical Hotel Training
Current hospitality literature often overlooks on-the-ground realities, relying instead on abstract models or general survey findings. These sources rarely show what happens during fundamental hotel shifts (Ladkin, 2011). Daily issues, such as a lack of staff, last-minute changes, or unclear instructions, are often overlooked. Many studies also treat all employees the same, without considering the specific problems that casual staff face. These include short notice scheduling, little to no training, and lower motivation levels (Henly and Lambert, 2014; Poulston, 2008).
At DoubleTree Southampton, these gaps were apparent. Casual workers were often asked to join shifts with minimal warning. Some arrived without knowing the day's plan. This made it harder for them to meet expectations. These patterns impacted how guests were served and how staff collaborated. This project utilises direct observation from the placement to demonstrate that theory does not always capture the full scope of hotel work.










Chapter 3
Methodology
Research Design
This study employed a qualitative case study method to examine service practices within the food and beverage department at DoubleTree by Hilton Southampton. The case study format was chosen because it focuses on real situations. It helped address daily challenges such as staffing gaps, unclear supervision, and team coordination during shifts. Mohajan (2018) suggests that case studies are helpful when the aim is to understand how things work in a specific place. A qualitative approach was suitable because it focused on people’s experiences. It helped explore how staff and supervisors responded to pressure, how decisions were made, and how service was affected as a result (Al Dhaheri, 2024).
Research Philosophy
This project followed an interpretivist approach. This means the focus was on how people perceive their work and the meaning they attach to it (Saunders, Lewis, and Thornhill, 2015). In a hotel setting, actions are shaped by context. A supervisor might act differently depending on the team or the shift. This type of research does not rely on numerical data. Instead, it looks at how people feel about what they are doing. This was important for the study, as it aimed to understand what happened and how it was experienced by the people involved.
Case Study Context
The research was carried out during a 10-week placement at DoubleTree Southampton. The focus was on the food and beverage team, which included permanent and casual staff. The hotel provided buffet and à la carte dining services. Observations took place across several shifts, including breakfast and dinner, which allowed the researcher to compare service behaviour under different levels of pressure. These shifts provided a realistic picture of how staff roles were managed on a day-to-day basis.
Data Collection Methods

Three primary data sources were used:
1. Observation: The researcher maintained a written record (progress tracker) of events during each shift, focusing on how supervisors led the team, how tasks were allocated, and how guests responded to the team's efforts. Notes included common patterns and irregularities that repeated across shifts. Observation helped show things that might not be mentioned in formal interviews (Mulhall, 2003).
2. Discussions: Conversations with staff and supervisors were held during breaks or at the end of service. These were not recorded but helped gather honest opinions on leadership, scheduling, and work conditions. This method encouraged openness without the pressure of formal interviews or surveys (Swain and King, 2022).
3. Document Review: Service schedules, team rosters, and guest reviews were evaluated to support the findings. These documents helped confirm the issues noted during shifts. Bowen (2009) explains that documents can provide context and support observations.
Ethical Considerations
Ethical approval was obtained before the commencement of data collection. Participants were informed about the purpose of the study, and no personal data was included. Observations focused on actions, not individuals. All documents were anonymised. The project adhered to the ethical guidelines of the British Educational Research Association (BERA, 2018).
Limitations
The study focused on a single hotel, which limits the generalisability of its conclusions. The researcher was also part of the team, which may have influenced some of their views. A reflective journal was used to reduce this risk (Finlay, 2002). Time was limited to the 10-week placement, which restricted long-term observation.




Chapter 4
Findings and Discussion
Theme 1: Staffing Shortages During Peak Periods
One of the most consistent problems observed during the placement was low staffing during peak times. This occurred most frequently during weekend breakfasts and weekday dinners, when the number of guests increased and the number of servers was insufficient to meet the demand. These shifts regularly ran with fewer staff than needed to maintain steady service.
In several logged shifts, the number of scheduled staff did not match guest volume. On one Saturday morning, only three servers were on duty for about 150 guests. Industry guidelines suggest a 1:10 staff-to-guest ratio for full-service restaurants (O’Fallon and Rutherford, 2007). That standard was nearly doubled. Field notes from that shift described the situation:
“By 9:15 AM, two tables were waiting more than 12 minutes to place their orders. One guest approached the counter to complain. The team looked under pressure. Kitchen communication slowed down. The front-of-house team started missing steps.”
These were not one-off situations. Several shift rosters showed that scheduling was often reactive. Staff were called in by text with little notice, usually when someone else dropped out. A casual staff member remarked during a break, “They only call me if someone cancels. By the time I arrive, service is already running behind.”
These staffing gaps affected service across all areas. Tables were left uncleaned for long stretches. Some guests were not greeted for several minutes. On one occasion, the bar was unstaffed for approximately 20 minutes during dinner, resulting in complaints about delayed drinks. Even regular staff found it hard to keep up.
Another challenge was the lack of a booking system for evening meals. Supervisors often worked from previous averages rather than current bookings, making shift planning harder. When large groups arrived without warning, there was no backup. These patterns align with findings in existing studies on poor labour planning and its impact on service quality (Smirnov and Huchzermeier, 2020).
In response, several full-time team members tried to cover multiple roles. Some ran food, cleared tables, and handled payments on the same shift. While this demonstrated commitment, it also led to increased fatigue and a higher number of mistakes. One staff member said during a debrief, “You cannot do everything and keep the same level of service. Something always slips.”
These experiences illustrate the substantial impact of understaffing on both guest satisfaction and team performance. Studies have linked these gaps to lower consistency in service and higher team stress (Laškarin Ažić, 2017). Without better planning tools and a more structured approach to forecasting, even strong teams may struggle to keep pace during busy hours (Claveria et al., 2015; Ivanov, Webster and Berezina, 2017).
Theme 2: Impact of Poor Supervision
The way supervisors responded to daily problems had a noticeable impact on service flow and team behaviour. While some demonstrated leadership and supported their teams under pressure, others resorted to quick fixes that exposed larger gaps in structure and communication.
One example occurred during a weekday dinner when a table had a loose leg. Instead of asking for maintenance or finding a replacement, the acting supervisor slid a folded napkin and some menus under it. This delayed the table being turned over and gave the impression of being unprofessional. A team member said quietly, “That is just something we do when we know nobody is going to fix it.”
Actions like this were everyday. Supervisors often made fast decisions without follow-up. These moments pointed to a lack of clear procedures. Research indicates that when supervisors lack effective problem-solving strategies, staff members tend to rely on short-term fixes, which can erode team confidence over time (Brownell, 2010; Korsgaard et al., 1995).
Communication was another weak point. On several shifts, no briefing took place. This left servers unsure about changes to the menu, table plans, or reservations. The absence of clear updates led to multiple order errors and confusion. Dounavi et al. (2019) argue that setting expectations and sharing updates are core components of adequate supervision, something that was often lacking during the placement.
The visibility of supervisors also varied. Some stayed off the floor or focused on admin tasks, even when service was under pressure. In better-run shifts, supervisors remained present, monitored the team's progress, and intervened when help was needed. These actions supported the team and made it easier for staff to stay calm. Studies on hospitality leadership link these behaviours with stronger service and better staff performance (Schwepker and Dimitriou, 2021).
Overall, the findings indicate that inconsistent supervision impacted the team's work and the guests' experience of the service. When leadership was transparent and responsive, problems were more easily handled. When it was absent, delays and frustration increased. The placement highlighted a need for more focused training and clearer leadership roles to prevent repeated mistakes and improve the team's functionality.
Theme 3: Employee Motivation and Morale (Especially Casual Staff)
Across the placement, casual staff regularly raised concerns about how they were treated. Motivation often depended on how much notice they were given before a shift. Many were called in last minute, sometimes with less than an hour to prepare. One casually remarked,
“They call when they are short. No details, no plan. You just show up and figure it out.”
This practice caused more than just inconvenience. Some staff said they stopped picking up shifts because the process felt unfair. This finding is consistent with research by Day and Buultjens (2007), who noted that short-notice scheduling reduces commitment among casual workers. Guest (1999) reported a similar phenomenon: when staff feel excluded or overlooked, their motivation tends to decline.
At DoubleTree, this often played out during service. Casual workers avoided the more demanding tables. Some waited for others to step in before taking action. There was no open refusal, but the signs of withdrawal were clear. Herzberg’s model (1971) helps explain the reaction. When basic working conditions, such as proper schedules and some form of structure, are lacking, people tend to pull back.
Training added another layer. New staff were often thrown in with little instruction. Some got a few minutes of explanation, then were sent to work the floor. That led to more mistakes and more pressure on the team. Gupta et al. (2018) link poor onboarding to high turnover and lower confidence, especially among casual employees.
In contrast, there were also shifts where communication was more transparent and the team performed more efficiently. On those days, supervisors shared updates and gave quick guidance at the start. Staff were more attentive, and the service flowed more smoothly. This lines up with Iwara et al. (2020), who found that casual staff respond positively when included in basic planning.
But most of the time, casual workers felt like outsiders. Even the reliable ones, who showed up often, were treated as temporary. This created distance and made teamwork harder. Ultimately, morale suffered, along with consistency in service.
Theme 4: Guest Satisfaction Insights from Feedback/Reviews
Guest reviews during the placement highlighted many of the same problems noticed by the team. Service delays were mentioned often, especially during breakfast. Guests waited to be seated, to order coffee, or to get their table cleared. These issues align with earlier findings regarding low staffing and coordination gaps.
One Booking.com review posted in April 2024 noted:
“It took 20 minutes to get someone’s attention during breakfast. The staff were nice, but clearly overwhelmed.”
This tone was familiar. Many guests seemed to separate the staff from the problem. They described workers as kind, polite, or doing their best, even when service was slow. Joireman et al. (2016) suggest that when guests see staff putting in effort, they tend to be more forgiving. That pattern was evident here.
Dinner service drew mixed feedback. Some guests had to wait too long for their meals. Others reported mistakes with drinks or had trouble finding someone to pay. One guest said:
“The food was good, but the experience was let down by disorganised service.”
What stood out was how many of these issues echoed what was seen on shift: no bar coverage, unclear roles, and missing team communication. These were not one-time events. They repeated across different days and teams.


A few guest examples are listed below:
	Date
	Platform
	Guest Comment

	10 April 2024
	TripAdvisor
	“Lovely staff, but waited ages for a table.”

	15 April 2024
	Booking.com
	“Reception was great. The restaurant seemed understaffed and slow.”

	18 April 2024
	TripAdvisor
	“The bar was unmanned for 20 minutes. Had to go to reception.”



These reviews did more than point out delays. They confirmed the impact of staffing and supervision issues from a guest’s point of view. Hensley and Sulek (2007) found that visible problems, such as being ignored or waiting too long, lower satisfaction, even if the food or staff attitude is good. This was reflected during the placement. Guests noticed when service broke down, and most of the time, they traced it back to understaffing or poor organisation.
Interpreting Key Findings in Relation to Literature
This study confirms several themes identified in hospitality research, while also drawing attention to details that are often overlooked. While existing literature outlines industry-wide patterns, the placement findings demonstrate how these issues manifest difficulties play out in real time during actual shifts.
The first theme, on staffing shortages, supports findings from Birdir and Sahilli (2024), who link reduced staff availability to long-term planning failures and external pressures, such as the post-pandemic labour market. This study provides a closer examination of how these shortages impact service in the moment. Afaq et al. (2022) state that delays, complaints, and overwhelmed staff were common in this type of situation. The literature tends to focus on the broader causes (Joppe, 2010), but this placement made clear the personal toll these shortages take on individual employees.
The second theme concerns supervisory leadership. Research highlights the value of transformational leadership, especially under pressure (Dóci et al., 2020). In practice, however, supervisors were inconsistent. Some gave support and direction, while others remained disengaged or relied on quick fixes. The lack of regular briefings and planning routines echoes concerns raised by Wang et al. (2014). The gap between leadership theory and actual supervisory practice was evident.
Theme three addressed morale, particularly among casual staff. Herzberg’s model (1971) helps explain why low engagement was so widespread. There was no onboarding, little feedback, and shift planning was unpredictable. Ingram et al. (2023) and Kusluvan et al. (2010) noted similar patterns. The placement findings confirm these problems, but also provide firsthand examples of how casual staff often felt sidelined or unseen.
Finally, guest feedback closely reflected what happened internally. Reviewers frequently showed sympathy for staff but noted delays and disorganisation. Zooghbi-Manrique-de-Lara et al. (2014) wrote that guest perception can be softened by visible staff effort. This was partially accurate in practice. When the structure failed repeatedly, even polite service was insufficient to prevent dissatisfaction.
These findings demonstrate how broad theories intersect with daily hotel practice and where they sometimes fall short.
Connection to Research Objectives
The main goal of this research was to understand how staffing levels and supervisory decisions affect service quality and guest satisfaction in a hotel F&B setting. Each theme addressed a separate part of that aim.
Theme 1 examined how staffing gaps affected daily operations. Shortages during peak times frequently resulted in delays, missed steps, and visible guest dissatisfaction. This directly addresses the first objective, which is how staffing affects the guest experience.
Theme 2 focused on supervision. Several shifts were affected by poor communication or last-minute improvisation, particularly when team members were unclear about their roles. This helped meet the objective linked to frontline leadership in real-time service.
Theme 3 reflected internal challenges, especially among casual staff. Workers who were called in late or received no guidance showed lower motivation and involvement. The findings relate to the third objective, which focused on morale and performance.
Theme 4 turned to guest feedback. Reviews often reflected operational flaws that had already been identified during service. Guests noticed delays but also acknowledged the efforts of individual team members. This supported the final objective, which explored service quality through the guest’s eyes.
Together, these findings give a practical response to each part of the research.
Staffing and Supervision as Core Influencers of Guest Experience
The analysis of guest feedback (Theme 4) reveals that customer satisfaction was not solely shaped by the product (food or amenities) but was significantly influenced by the human delivery of service. Themes 1, 2, and 3 (staffing shortages, poor supervision, and low employee morale) each contributed to the service lapses that guests frequently noted in their reviews.
Staffing shortages (Theme 1) directly affected service speed and attentiveness. In several reviews, guests complained about waiting long periods before being seated, served, or acknowledged. These outcomes are consistent with the SERVQUAL model, which posits that responsiveness and assurance are key components of perceived service quality (Parasuraman, Zeithaml, and Berry, 1988). When teams were under-resourced, these service dimensions visibly declined.
Supervisory practices (Theme 2) also played a key role. The absence of structured leadership meant that issues such as table errors, guest complaints, and shift miscommunication were handled inconsistently, if at all. As Brownell (2010) notes, supervisor presence and clarity of direction are essential to service recovery. In this case, reactive and improvised responses further destabilised performance during already strained periods.
Employee motivation (Theme 3) served as a reinforcing mechanism. Demotivated casual staff were observed to disengage during service, avoiding responsibilities and becoming passive. According to Herzberg’s Two-Factor Theory (1971), the lack of hygiene factors (such as stable scheduling and role clarity) undermines baseline employee satisfaction. This demotivation then translated into inattentiveness, which guests perceived as indifference or inefficiency.
Taken together, the findings strongly support the fact that staffing levels and leadership quality are not just internal HR concerns; they are direct drivers of guest satisfaction. These results reinforce the need for integrated staffing and supervisory strategies as central to hospitality performance and service reputation.
Root Causes of Operational Inefficiencies
Many of the service issues observed during the placement came from missing systems and inconsistent management responses. One of the clearest problems was the lack of a proper reservation or forecasting process in the restaurant. Without bookings or reliable estimates, supervisors had little indication of guest volume. As a result, shifts were often either understaffed or supported by last-minute calls to casual staff. These findings support Yüksel (2005), who highlights how poor integration between forecasting and rota planning creates operational strain.
Scheduling decisions were mainly reactive. Instead of using patterns in guest traffic to plan shifts, staff were assigned based on immediate pressure. Casual workers were contacted with short notice, often arriving after service had already begun. This approach contradicts workforce planning recommendations that accentuate the importance of aligning expected demand with staff availability (Kimes, 2011; Thompson, 2004).
Supervision on the floor was another weak area. In several shifts, supervisors only stepped in once delays or confusion had already developed. There was little evidence of planning or team briefings. This supports the findings of Peprah (2023), who argues that visible leadership and task coordination are necessary for providing smooth service.
Considering all these factors, these gaps show how the absence of basic systems and a structured leadership routine left the team without direction. This affected both morale and service delivery, leading to repeated performance breakdowns.
Practical Implications for Hotel Management
The placement findings suggest several basic improvements that could strengthen daily operations and team morale in hotel F&B departments. One of the most precise needs is a consistent pre-shift briefing. These short meetings could help clarify which guests require special attention, confirm menu changes, and allocate tasks. Without them, confusion often spread early in the service, especially when casual staff were on duty. Cousins and Weeks (2020) support this, noting that clear expectations reduce mistakes and improve team coordination.

Training is another area where even minor adjustments can have a meaningful impact. Casual employees frequently started shifts with little or no instruction. A brief, structured introduction (just 15 minutes) covering basic service expectations would likely reduce early hesitation and support smoother team dynamics. Kusluvan et al. (2010) show that basic onboarding increases reliability, even in high-turnover teams.
Supervisors also need more support. During the placement, leadership gaps were common. When supervisors were present and organised, the shift ran more smoothly. When they were not, the pressure quickly shifted to a few core team members. Focused development in task planning, team briefings, and communication would make a difference here, as noted by Wang (2022).
These small steps require limited time or cost but have the potential to raise both team motivation and service consistency.
Research Limitations and Areas for Future Study
This study offers practical insight but has a few clear boundaries. The placement took place in a single hotel, which limits the applicability of the findings elsewhere. The ten-week period also meant that only specific operational patterns were observed. Longer-term behaviours or seasonal variations were outside the study’s reach.
Another limitation was the reliance on informal staff conversations rather than structured interviews. While these offered honest feedback, the data lacked consistency and depth in some areas.
Future studies could expand by comparing different hotel sites or brands. This would help test whether the patterns seen here apply more broadly. A longer study might also capture how leadership and staffing adapt over time. Research could also compare back-of-house and front-of-house teams to see how internal processes influence guest service. Using formal interviews with managers and staff would also strengthen future findings by offering more detailed perspectives.


                                                               
Chapter 5
Conclusion and Recommendations
The placement confirmed that staffing shortages had a direct effect on service consistency. During peak periods, there were not enough employees to manage the high volume of guests, resulting in delays in seating, prolonged waiting times, and incomplete service. Staff often attempted to handle multiple tasks simultaneously, but the lack of support created pressure that hindered their ability to meet expectations. Feedback collected from guest reviews reflected the same pattern. Many described the team as friendly but overwhelmed. These findings align with existing research that connects staff shortages to service inefficiency and increased emotional strain (Murray, 2007)
Leadership from supervisors varied across different shifts. On some days, they were present on the floor and involved in coordination. On others, they remained in the office or reacted only when problems escalated. There was no regular use of pre-shift briefings or clear task assignments. As a result, teams began work without shared priorities. This created confusion during service, especially when the number of guests increased. These observations align with findings from Nguyen et al. (2022), who argue that frontline leadership is crucial for team direction and operational rhythm.
Casual workers showed low engagement during most of the observed shifts. Many received their schedules with little notice and started work without proper induction or training. Some avoided more demanding tasks or became passive during service. They often described themselves as temporary and replaceable. Herzberg’s theory (1971) offers a valuable lens for this perspective. The lack of fairness, job clarity, and support discouraged any long-term commitment. Previous studies (Ingram et al., 2022; Kusluvan et al., 2010) report similar findings, particularly in high-turnover departments.
Guest reviews offered a parallel view of what was observed during the placement. Many comments referred to long waits, slow service, or difficulty finding staff. At the same time, guests recognised that individual staff were polite and tried to help. These remarks point to a gap between staff effort and structural support. According to Wirtz and Mattila (2004), effort can shape guest perception, but only for a limited time. This research confirms that visible teamwork alone cannot offset persistent service disruptions.
The placement showed that many service problems were not caused by staff attitude, but by how the shift was organised. Delays and guest complaints were often linked to last-minute scheduling and missing procedures. Even when team members stayed focused, they worked without precise coordination. This made service outcomes harder to predict and left gaps during peak hours.
Casual staff were also placed in difficult situations. Although they covered a large share of shifts, they were treated more as “stop-gaps” than actual team members. They often started with no briefing and had little idea of their role on the floor. As a result, some avoided complex tasks, which added pressure to the rest of the team. Their shifts were unpredictable, and training was often missing or rushed. This contributed to uneven performance and limited accountability. With clearer onboarding and greater inclusion in shift coordination, casual workers could contribute more reliably to guest service.
Another issue was the inconsistency in supervisory behaviour. Some supervisors provided directions and remained visible during busy periods. These shifts were generally smoother and more organised. Others stepped in only when problems escalated, which left staff to make decisions with little guidance. These patterns suggest that more focused development in communication and team support would benefit operational stability.
Ultimately, this placement underscored the importance of observing hotel operations firsthand. While theory covers many of the areas explored, some workplace practices, especially those involving casual labour and supervision, are rarely examined in real time. This project facilitated a grounded, practical understanding of service delivery and helped expose the structural barriers underlying many guest-facing issues.

Recommendations
Short-Term Recommendations (0–3 Months)
1. Adopt Forecast-Based Staff Scheduling
One of the recurring problems was the habit of planning shifts based on instinct or immediate need. Scheduling platforms that use past demand and booking forecasts, such as HotSchedules, can help match staffing levels to expected guest flow. Kimes (2011) argues that this approach cuts unnecessary costs and reduces pressure on staff during peak hours.
· Related to Theme 1 (staffing shortages) and Theme 4 (guest complaints)
2. Start Pre-Shift Team Briefings
Many communication breakdowns could have been avoided with regular team check-ins. A five-minute meeting before each shift helps clarify responsibilities, review special bookings, and discuss daily issues. Brownell (2010) highlights that briefings reduce confusion and support stronger teamwork (Brownell, 2010; Benarkuu and Katere, 2023).
· Linked to Theme 2 (supervisory communication)
3. Create a One-Page Induction Guide for Casual Staff
Several new starters arrived without any guidance. A printed handout showing the table map, service flow, and key contact points would improve their start and reduce mistakes. Even informal materials have shown value in fast-paced workplaces (Kodom-Wiredu et al., 2022; Kyriakidou and Maroudas, 2010).
· Addresses Theme 3 (casual staff preparation)
Medium-Term Recommendations (3–12 Months)
4. Run Supervisor Skills Workshops
Inconsistent supervision was a clear issue. A training programme covering task delegation, floor presence, and handling pressure can improve shift flow. According to Faulkner and Patiar (1997), such workshops support morale and enhance the overall guest experience of the service (Faulkner and Patiar, 1997; Wiegerink, 2018).
· Related to Theme 2 (leadership gaps)
5. Develop Microlearning Content
Some casual staff lacked basic service knowledge. Short videos on key tasks, such as complaint handling or food safety, can help close that gap. These formats are suitable for hospitality roles where formal training time is limited (Dolasinski and Reynolds, 2023; Kavanaugh and Ninemeier, 1991).
· Targets Theme 3 (knowledge gaps among casuals)
6. Introduce a Shift Confirmation Reward System
Frequent late cancellations affected shift stability. A points-based incentive for advanced confirmation could encourage reliability. Herzberg’s model supports small, non-financial rewards as morale boosters (Herzberg, 1971; Ingram et al., 2022).
· Linked to Theme 3 (motivation and reliability)
Long-Term Recommendations (12+ Months)
7. Set Up Two-Way Staff Feedback Channels
During the placement, feedback primarily flowed from top to bottom. Monthly surveys or feedback boxes would let team members raise concerns or suggest changes.  Hinkin and Tracy (1994) argue that open feedback improves retention and trust.
· Supports Theme 2 and Theme 3 (team voice and fairness)
8. Update Casual Workforce Policies
Expectations for casual staff were often unclear. Introducing minimum notice for shifts, defined responsibilities, and access to optional training would make their role more structured. Utete (2024) shows that such measures lead to better retention (Utete, 2024; Joppe, 2010).
· Related to Theme 3 (structural inconsistencies)
9. Launch Peer Mentoring for New Starters
Pairing new employees with experienced colleagues during their first weeks could help them adjust faster. Scerri et al. (2020) found that mentorship helps reduce early-stage stress and supports long-term confidence.
· Supports Theme 3 (integration and morale
Conclusion of Recommendations
Each recommendation is directly connected to a challenge observed during the placement and is grounded in established research. The short-term actions deal with immediate gaps in communication, training, and planning. The medium- and long-term changes aim to build structure, raise morale, and improve guest experience in sustainable ways. Together, they provide a clear plan for improving day-to-day operations while laying a foundation for more decisive leadership and team performance. If applied consistently, these steps could raise staff engagement and guest satisfaction in hotel F&B settings.
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