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[bookmark: _Toc213259502]Abstract
The purpose of this research is to determine how employee morale can influence organisational performance and the well-being of their staff in small independent hotels with major reference to the Acorn Lodge Gatwick. The hospitality industry is people-oriented by nature, with employees' attitude, motivation, and engagement directly influencing the quality of provided services and customer satisfaction. As such, it is not only a human resource issue to ensure that staff remain highly motivated, but it is also a strategic task to remain viable and competitive.
The case study design employed in the study is a qualitative approach to describe the way in which leadership behaviour and working conditions, and training opportunities affect morale and, as a result, service quality and performance. Placement-based observation collected the data to be triangulated with secondary data sources, including online guest reviews, and some of the specific academic literature. The theoretical background of the interpretation of the findings consisted of the Service-Profit Chain and Job Demands-Resources model.
The findings have shown that close interpersonal relationships and a supportive/hands-on type of leadership called Acorn Lodge provide the organisation with a strong sense of belonging and teamwork. Nevertheless, the unofficial form of management, the absence of formalised training and an uneven distribution of work generate stress as well as work imbalance. Workload intensity and communication of the manager were identified to have a direct effect on employee morale, which in turn had a direct impact on guest satisfaction and operational efficiency.
Some of the recommendations that should be put in place are the use of structured training and recognition programs, systematising workload and rota scheduling, and promoting fairness and transparency through improving leadership communication. Burnout and engagement solutions, such as well-being programs at low costs and flexible working hours, are offered as well.
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[bookmark: _Toc213259503]1.0 Introduction 
[bookmark: _Toc213259504]1.1 Background and Context
Employee morale is the overall level of excitement, contentment and psychological attachment that the employees have to their organisation and its objectives. Morale is especially crucial in the hospitality industry because of the labour-intensive nature of the industry and the fact that the service related to the hospitality industry is face-to-face (Baum, 2007; Nickson, 2013). Front-line employees are extremely important to hotels because they deliver experience to the guest through their behaviour, attitude, and engagement. With a high level of morale, the staff members are more motivated, with lower turnover, and more emotionally attached to the service process, which has a direct impact on customer satisfaction and loyalty (Heskett et al., 1997; Hogreve et al., 2022). On the contrary, low morale may be expressed in the form of detachment, stress and turnover intention, which weaken the quality of the delivered services and continuity in the operations (Karatepe, 2013; Podsakoff et al., 2007).
This is because the hospitality industry depends on human capital, which implies that employee morale is both a driving force of performance and a risk factor. The emotional resilience and flexibility required when dealing with guests is dynamic and unpredictable, and can hardly be maintained without a positive psychological climate (Bakker and Demerouti, 2007). Employees of hotels are likely to be overworked, have irregular working hours, and have more limited visions of career growth, which promotes stress and exhaustion (Gillen et al., 2014; Lu et al., 2005). Research indicates that such pressures are likely to trigger burnout and a reduction in engagement, unless abated (Demerouti et al., 2001; King and Grace, 2010). The deteriorating morale is then crucial to be maintained through the leadership behaviour and support by the organisation that builds trust, fairness, and inclusion (Nishii and Mayer, 2009; Newman et al., 2015). The Service-Profit Chain, in its turn, is based upon the interdependence of satisfaction of the staff, customer experience, and profitability and highlights that satisfied employees make loyal customers, and, consequently, provide sustainable financial returns (Heskett et al., 1997; Hogreve et al., 2022).

[bookmark: _Toc213259505]1.2 Overview of Acorn Lodge Gatwick
Acorn Lodge Gatwick is an independent hotel with a small size, owned by the family, and it is situated close to Gatwick Airport, West Sussex. The property has about twenty guest rooms and also offers short stay accommodation mostly to air travellers and business guests. Being an independent place of business, Acorn Lodge is dependent on a small structure of management under which the owners have a direct participation in the daily activities. The staff model usually consists of a front desk reception, housekeeping, kitchen service and a small office team. Employees are also likely to serve two or more roles due to their size, including receptionists helping with breakfast delivery or housekeeping responsibilities. Although cost-efficient, this multitasking environment adds to the intensity of work and in case it is not adequately managed, it may adversely impact morale. However, even close interpersonal connections and close communication with management may enhance team integration and involvement, which are peculiar to small hospitality companies in terms of challenges and opportunities.
[bookmark: _Toc213259506]1.3 Research Aim and Objectives
[bookmark: _Toc213259507]1.3.1 Aim:
This project aims to determine how employee morale affects organisational performance and staff wellbeing in small independent hotels like Acorn Lodge Gatwick. 
[bookmark: _Toc213259508]1.3.2 Objectives:
· To examine the key factors that shape employee morale at Acorn Lodge Gatwick, including working conditions, leadership style, and training opportunities.
· To examine how the morale of the employees is linked to organisational performance in terms of service quality, the level of performance, and the satisfaction of the guests.
· To prescribe strategies that can be used to improve and maintain high levels of employee morale in small hotel settings.
[bookmark: _Toc213259509]1.4 Rationale
Studies on morale should not be biased, but rather research on both positive and negative aspects. Although dissatisfaction and turnover have been the prevailing subjects of inquiry in the past (Karatepe, 2013; Lu et al., 2005), the complete range of morale can provide more information about the use of motivation and engagement as the antecedents of service consistency. A good morale promotes discretionary work, group effort and creativity- essential qualities in ensuring the service standards are not compromised when circumstances are straining (Bakker and Demerouti, 2007; King and Grace, 2010). In the case of small hotels such as Acorn Lodge, due to the limited resources, the process to foster morale is crucial to sustainability and retention of guests through leadership and communication (Nickson, 2013; Baum, 2007).
[bookmark: _Toc213259510]1.5 Significance
The results of this study can be used to ground the human resource strategies that would be relevant to small, independent hotels that do not have a formal HR department. The management can reduce burnout, increase the quality of services, and retention by means of identifying cost-effective morale-building programs, including recognition programs, participatory leadership, and flexible schedules (Newman et al., 2015; Nishii and Mayer, 2009). In the industries where customer experience is directly related to the well-being of the employees, an evidence-based comprehension of morale gives a practical basis of long-term competitiveness and organisational sustainability (Heskett et al., 1997; Hogreve et al., 2022).






[bookmark: _Toc213259511]2.0 Literature Review
[bookmark: _Toc213259512]2.1 Factors Shaping Employee Morale in the Hospitality Industry
Employee morale is a multidimensional concept that is determined by organisational activities, interpersonal, as well as individual beliefs of fairness and purpose in work. In the hospitality industry, these factors are heightened due to the labour-intensive and service-oriented nature of the industry. Rightful use of leadership, work conditions, and training has emerged as the greatest motivator to morale (Purcell and Hutchinson, 2007; Farhadi and Ismail, 2022).
Leadership is very critical in determining motivation and commitment in employees. The style of leadership defines the psychological climate, as well as the support that can be perceived by subordinates (Ahmad and Scott, 2019; Appaw-Agbola et al., 2021). Transformational and participatory leaders tend to have a greater morale since they empower employees, acknowledge their individual input, and create a purpose (Akgunduz and Sanli, 2017; Agarwal and Gupta, 2018). Conversely, authoritarian or transactional leadership may generate some distance between the leader and subordinates and destroy the sense of trust and intrinsic motivation (Purcell and Hutchinson, 2007). According to a study conducted by Farhadi and Ismail (2022), the level of well-being of employees in hospitality is significantly high when leaders are empathetic and emotionally intelligent, which strengthens the human aspect of management.
Work conditions such as workload, work stress and work-life balance are also great predictors of morale. Hospitality workers usually encounter incongruent shifts, emotional work and hard work with guests (O'Neill & Davis, 2011; Unguren, 2024). The Job Demands-Resources (JD-R) model can be used to explain this dynamic: in case the demands of the job exceed the resources an individual has, burnout and disengagement take place (Bakker and Demerouti, 2007; Salama et al., 2022). Empirical research proves that high stress levels and lack of rest are the contributing factors to low morale and increased turnover intentions of the hotel employees (Lee et al., 2012; Xiong et al., 2023). On the other hand, staffing is appropriate, the supervision is conducive, and the tasks are distributed fairly, which contributes to psychological safety and satisfaction (Saito et al., 2024; Salanova et al., 2005).
Morale is another basis of training and development. Through employee learning, organisational commitment is indicated and generates greater job satisfaction and engagement (Hughes, 2019; Boella and Goss-Turner, 2019). They train staff to be empowered to mingle with guests with confidence to relieve stress and enhance perceived competence (Deery & Jago, 2015). A study by Kang et al. (2015) has established that supervisory support and mentoring have positive effects on morale and organisational commitment, especially in service jobs. Similarly, Baptiste (2008) also contended that well-being-related training programs could buttress morale and performance at the same time. In general, leadership, working conditions, and training interplay to create a psychological environment that creates high morale, and the other supports the other as perceived organisational support (Newman et al., 2015).
[bookmark: _Toc213259513]2.2 Organisational Outcomes, Employee Morale, and Service Quality
The morale of the employees directly and quantitatively influences service quality, guest satisfaction by the guests, and the performance of the organisation. According to the Service-Profit Chain (Heskett et al., 1997), customer loyalty and profitability are also explained by the motivation (employee satisfaction) that leads to better service behaviours, which is confirmed again in research on hospitality (Chi and Gursoy, 2009; Chen and Kao, 2012). With high morale, there is increased enthusiasm, emotion, and attention of employees when handling guests, hence the resulting increased repeat business and positive reviews (Salanova et al., 2005; Brown and Leigh, 1996).
Empirical literature always underscores this to be the case. Chi and Gursoy (2009) established that employee satisfaction is closely related to customer satisfaction as well as financial performance in hotels. On the same note, Susskind et al. (2003) established a positive relationship between employee attitudes and service consistency and guest loyalty. These results support the thesis that morale is not only an internal HR issue but a key to the external customer performance. In addition to that, Albrecht (2010) and Bailey et al. (2017) highlighted that engagement, as one of the elements of morale, plays a psychological intermediary role in the relationship between HR practices and organisational performance. When employees feel appreciated and empowered, they will perform discretionary effort and do more than is required of them in order to satisfy customers.
Nevertheless, the morale is low and compromises these dynamics. The number of studies have shown the connection between burnout, incivility, and disengagement with service failures and reputation damage in various hospitality settings (Andersson and Pearson, 1999; Kim et al., 2009; Clark et al., 2016). Job stress and emotional exhaustion diminish caring and paying attention, which are the key to service excellence (Xiong et al., 2023; O'Neill and Davis, 2011). Stressful conditions are also associated with increased rates of turnover, which continues to destabilise the quality of service (Salama et al., 2022; AlBattat and Som, 2013). In small hotels, where multitasking is the norm and groups are very intimate, the departure of a few employees cannot help but disturb morale and efficiency (Aksu, 2004; Appaw-Agbola et al., 2021).
The morale performance relationship is also mediated by organisational culture. Bellou (2010) discovered that interactive and accommodating cultures enhance job satisfaction in all demographics, and according to Arnoux-Nicolas et al. (2016), perceived work conditions source to turnover intentions through a mediator - meaning of work. This is an indication that morale does not just rely on the concrete conditions, but the employees should feel that their work is important and valued. It is the relational climate established through leadership and colleagues which consequently alters the morale of individuals into service performance (Purcell and Hutchinson, 2007; Deery and Jago, 2015).
Theoretically, the findings can be supported by the Equity Theory provided by Adams (1965), which states that such a perceived fairness of workload, pay, and recognition has a direct impact on morale. When employees feel unfairly treated, they may tend to work less or drop off, negatively affecting organisational performance. As such, small independent hotels should transparently operate reward systems and make sure recognition is in harmony with effort because the motivation based on morale is at the heart of ensuring continued quality of service provision (Bhattacharya & Gupta, 2019; Baptiste, 2008).
[bookmark: _Toc213259514]2.3 Strategies to Enhance and Sustain Positive Morale
Moral sustenance in small independent hotels needs strategies to incorporate leadership development, employee empowerment, and wellbeing support with rather limited financial resources. According to scholars, the morale-building interventions do not necessarily involve budgets but must include a regular managerial consideration of impartiality, contact, and emotional support (Boella and Goss-Turner, 2019; Purcell and Hutchinson, 2007).
The leadership approaches must emphasise empowerment and participatory management. Employee empowerment creates a feeling of authority when burnouts decrease and commitment is boosted (Akgunduz and Sanli, 2017; Agarwal and Gupta, 2018). Decentralisation of decision making and morale management in real time makes it possible with the training of front-line managers as agents of HRM performance (Purcell and Hutchinson, 2007). The article by Ahmad and Scott (2019) proves that morale and retention are up rapidly when managers are proactive in conveying the vision and rewarding individual accomplishments.
Well-being programs are also very important. Saito et al. (2024) identify the well-being of hospitality employees as the aspects of physical health, emotional stability, and social belonging. Higher morale rates and lower turnover rates have been associated with interventions like flexible scheduling, workload monitoring and peer support groups (Ungaren, 2024; O'Neill and Davis, 2011). Small hotels such as Acorn Lodge Gatwick can inculcate low-cost wellbeing initiatives, e.g. regular staff check-ins or simple recognition programs, to develop psychological resilience without huge monetary investments. Similar findings were also pointed out by Baptiste (2008), who stated that well-being-performance symbiosis is both a moral and strategic focus.
Career development and training will continue to be important in maintaining morale. Hughes (2019) has discovered that the amount of training and employee commitment correlate positively, whereas Deery and Jago (2015) highlight that work-life balance could be the crucial retention device. Small hotels can utilise cross-training employees in a variety of functions to make the work less monotonous and bring more interest (Boella & Goss-Turner, 2019). In addition, it is possible to employ organised feedback systems, which may include surveys concerning satisfaction or exit interviews, as it allows managers to follow the morale in advance and prevent future developments of the problems before they get out of control (Saunders et al., 2019).
Lastly, mutual respect, fairness and recognition ought to be solidified by organisational culture. Communication and inclusivity can reduce the impact of work stress and help engage in the long term (Chen et al., 2021; Bellou, 2010). According to Andersson and Pearson (1999), a spiral effect of incivility and disrespect may destroy morale, so the management should be able to set an example by being civil and showing appreciation at all times. By integrating wellbeing and recognition into the day-to-day operations, small independent hotels will have high morale in spite of the external factors like a lack of labour or excessive guest expectations (Bailey et al., 2017; Alonso-Almeida and Llach, 2019).
[bookmark: _Toc213259515]2.4 Research Gap
Although several studies investigate the morale and employee well-being within the hospitality sector, most of them centre on large chain hotels or multinational hospitality organisations possessing well-organised HR processes and resources (Chi and Gursoy, 2009; Deery and Jago, 2015). Little evidence is available on studying the experience of small, independent hotels, where insufficient financial resources, less formal management forms, and excessive dependence on operations on one employee pose a unique morale issue (Appaw-Agbola et al., 2021; Chen et al., 2021). In addition, the current literature is more likely to discuss low morale or burnout as a single aspect instead of describing morale as a dynamic spectrum that may result in both good and bad performance outcomes (Unguren, 2024; Salama et al., 2022). Hardly any researchers have incorporated placement-based understanding with secondary literature to make sense of the morale in terms of the realities of an independent hospitality setting. Hence, the research fills a research gap because it seeks to examine morale influences and maintenance at Acorn Lodge Gatwick, a small hotel, independently owned and managed. It seeks to offer an empirical approach where employee well-being is consistent with sustainable hospitality performance within limited resource settings.

[bookmark: _Toc213259516]Chapter 3: Methodology
The proposed research uses a case study research design to offer a detailed insight into the ways in which employee morale has an impact on organisational performance in a real-life situation. According to Collis and Hussey (2014), a case study investigates a modern phenomenon in the natural setting, particularly when there is no clear delineation of the phenomenon and setting. The selected case, Acorn Lodge Gatwick, is an opportunity to have a contextual analysis of the morale in a small independent hotel, where the relationships among people, the leaders and the workload directly influence the quality of service.
The case studies are also especially helpful in applied business research since case studies provide an opportunity to combine both theory and practical evidence, thus interpreting events as they unfold, as Cottrell (2014) stated. This strategy will be appropriate for the present study objective, which seeks to investigate the role of leadership and working conditions in organisational morale through the connection of theory to real organisational consequences. Veal (2006) also contributes that case studies are the best in tourism and hospitality studies since they imply capturing complex human and operational interaction that is not easy to quantify. Therefore, the case study approach allows not only a descriptive but also an analytical understanding of employee morale and well-being under the small hotel setting.
Contextual richness is among the main strengths of the case study approach. Collis and Hussey (2014) claim that case studies allow exploring managerial and behavioural realities thoroughly, and thus the researcher will be able to discover the interdependencies between leadership, training, and morale. In this paper, several sources of data were merged, including online reviews and guest observations of placements, to contribute to the triangulation and credibility of the conducted analysis. The other merit is that case studies favour inductive reasoning. According to Cottrell (2014), they help in building the new theory since they recognise new patterns and relationships arising in the empirical settings. An example of this is that the results of this research on informal leadership and multi-skilling can be utilised in future frameworks of morale in small hotels. Further, as Veal (2006) points out, case studies fill the knowledge gap between theory and practice, and turn practical as the investigation provides action evidence that hospitality managers can use to maintain morale during a time of low resources.
The case study method, however, has weaknesses. It has a context-specific inference and can be unstatistically generalised (Collis and Hussey, 2014). What Acorn Lodge has realised might not be the same as the big hotel chains. Also, there is researcher bias that may affect the interpretation because the researcher noticed the organisation with his/her own eyes. Cottrell (2014) suggests preventing this risk by using reflexivity and transparency, and triangulating data in other sources of data can further enhance objectivity. Second weakness relates to data complexity and time; because analysing qualitative evidence requires systematic arrangement, as Veal (2006) notes, there will be a demand for systematic organisation to make it reliable.
In this approach, first-hand observation of employees was identified by placement-based observation and the external validation was identified by the analysis of the reviews by the guests. The thematic analysis was used to extract common sets of patterns across the sources, which was in line with the interpretivist approach proposed by Collis and Hussey (2014). Despite the consideration of survey and interview approaches, the small size of the staff and constrained access limited the case study as the best design for the achievement of the objectives of the study due to the ability to go deep and interpret contextually.





[bookmark: _Toc213259517]Chapter 4: Findings and Discussion 
[bookmark: _Toc213259518]4.1 Main Findings Related to the Objectives
[bookmark: _Toc213259519]4.1.1 Objective 1: Factors Shaping Employee Morale
The placement observations showed that the level of affective commitment had been reported to be high among employees, which was mostly brought about by the relationship interactions more than the formalised HR systems. As an example, the author noticed that a housekeeper, after doing a heavy and overnight cleaning block, was instantly called on to help with a late-airport-shuttle guest complaint. The multi-skilling (housekeeping + front desk + shuttle liaison) created a sense of competence and diversity, and employees claimed that the owner would drive the shuttle himself when there was a rush, which made them feel that the organisation supported them. Simultaneously, the author remarked that informal training implied that new employees were frequently shadowed by the more experienced ones, whose practice did not have any documentation (e.g., the process of international guests' payment processing), and were worried about what would occur to them should the more seasoned staff be absent or the owner not be available.
Review sites include positive comments about the Lodge, including the cleanliness and friendliness of the staff, as one of the reviews cited in Hotels.com stated: “The hotel is neat and the personnel are cool. I would most certainly recommend them for a night or two....” and also mention that the property is older and is in simple condition (Hotels.com, 2025). The 849 reviews of the company have revealed a mean service rating of 3.6 /5, which is a good service resilience but not excellent (TripAdvisor, 2025) (see appendix image 5). 
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Image 01: Acorn Lodge Reviews
(Indeed, 2025)

However, from the review of indeed.com, where employees can share their thoughts about the hotels remarked that there is an expectation from the company to work long hours with less staff, which was an issue which is also observed by the author himself during placements during the peak times. 



Table 1: Key factors shaping employee morale
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Conclusively, the main findings are that there is a presence of multi-skilling, close leadership involvement, informal training based on trust, etc., supporting employee morale; however, the same elements lead to structural vulnerabilities in the face of workload pressure, lack of redundancy and formalised procedural training.
[bookmark: _Toc213259520]4.1.2 Objective 2: How Morale Links to Organisational Performance
According to the author, based on the placement experience, when staff were motivated and made to feel appreciated (e.g., following informal praise or flexible working hours), they displayed extra-role behaviours: they would report early to the shuttle operator, cover for useless staff, or provide immediate response to complaints of the guests. On the other hand, on more active nights (where the multi-skilling requires spikes), the author found sluggish responses front desk and times of extended waiting at the shuttle pick-up, thus showing that morale and workload moderate the operation performance.
This relationship between guest perception and the behaviour of the staff is supported by their web-based guest feedback. As an example, the Lodge is found in the list of 7.8/10 according to the assessments made by the guests on Expedia, with regular positive reviews concerning the personnel and the shuttle service (Expedia, 2025) (see appendix image 2). According to kayak data, it has a 7.2/10 rating, which was based on more than 2,100 reviews, with the most recent staff being friendly and the location being great to visit in Gatwick, but there are weaker ratings in cleanliness and breakfast (Kayak, 2025) (see appendix, image 4).










Table 2: Link between employee morale and organisational performance
	Performance indicator
	Placement observation
	Web-based supporting evidence

	Service quality (guest experience)
	Staff who felt supported handled guest check‐in/shuttle transfers smoothly; when fatigued, tasks slowed.
	Guests: “Welcoming Staff … close to Gatwick” (Hotels.com, 2025). 

	Guest satisfaction/ratings
	The author noted that the shuttle reliability (and staff flexibility) reduced guest anxiety—important for an airport hotel.
	Review aggregate: 7.2/10 (Kayak) with staff friendliness rated strong (Kayak, 2025). 

	Operational efficiency/staff retention
	The author noted lower turnover (long‐serving staff) during placement, favourable for small team consistency.
	While no public turnover data exists, guest comments reference the same staff names and personal touches.

	Service consistency under pressure
	When staff morale dipped (due to overload), shuttle delays and service slowdowns were observed.
	Guest complaints cite “some inconsistencies… shuttle delayed” (Booking.com, 2025). 



Generally speaking, in terms of objective 2, the results demonstrate that there is a definite connection: improved employee morale in the Lodge leads to the improvement of service, increased customer satisfaction, and operational sustainability. Yet, with the reliance on goodwill behaviours (discretionary effort) and the agility of small teams, performance increases can be easily undone by the drop in morale or by high production demand peaks.
[bookmark: _Toc213259521]4.1.3 Objective 3: Prescriptive Findings for Improving and Sustaining Morale
The author also observed, through observation, that small attenuations of the leadership (e.g. publicly recognizing the effort of the staff, being able to swap frames flexibly, making personal appearances to the team, etc.) had a direct but immediate impact on the morale: employees seemed more revitalized, volunteered to take additional jobs and even volunteered to help out beyond the job description. There were also, according to the author, stress points: stress was caused by peak points when transfer happened, lack of formal training or backup regarding important tasks caused anxiety, and management communication was principally formal.
Areas of weakness in web data reinforcement include: powerless or unfriendly staff comments on guests frequently include willingness and friendliness of staff, yet there are also facility problems and shuttle waiting-time, indicating that more than relational goodwill is needed to keep workers motivated. Online reviews (HolidayExtras) emphasise that when the pick-up to the shuttle was delayed, or when the condition of the rooms was simple, even with friendly staff members (HolidayExtras, 2025) (see appendix image 3).
Table 3: Key strategic areas for morale improvement
	Strategic area
	The author observed a need
	Web‐based evidence supporting the need

	Recognition & reward
	Staff responded well to short recognition; no formal system in place.
	Online reviews show service strength tied to individual staff effort; no comments on formal staff recognition.

	Formalised training & procedure documentation
	Many tasks rely on veteran staff memory; new staff are sometimes uncertain.
	Guest feedback about inconsistency and some service hiccups implies the need for robust procedures.

	Communication & leadership depth
	Dependency on the owner – staff expressed concern about the ability when the owner is unavailable.
	Guest comments mention variable shuttle service and room conditions, hinting at structural issues.

	Staffing flexibility & workload management
	During peak shuttle times, load skyrockets; staff feel stretched.
	Guest reviews: shuttle delays, room issues cited during busy periods.

	Career progression & multi‐skilling as a value
	Multi‐skilling exists, but without formal recognition or credentialing; staff are worried about stagnation.
	Web findings show staff turnover is risky in hospitality; literature suggests the absence of a career path harms retention (Iverson & Deery, 1997).



Based on the results, it is apparent that the small hotels, such as the Lodge, need to develop low-cost formal HRM elements along with the relational strengths (team culture, supportive leadership); structured recognition, documented processes, internal certification of multi-skilling, improved channels of communication, and an emergent staffing backup plan during peak seasons.
[bookmark: _Toc213259522]4.1.4 Summary of Key Findings
Overall, the research results demonstrate that at Acorn Lodge Gatwick, firstly, working conditions which result in the following characteristics, such as multi-skilling and relational form of leadership and informal training, are the factors which make the employees feel motivated, yet they are exposed due to overload and absence of formal HR structures. Second, the organisational performance is highly associated with morale as staff involved in this company provide a higher quality of services, the level of guest satisfaction and efficiency rises, but the performance of the system is dependent on the discretionary work of staff and a small group, thus the morale benefit is not so strong. Third, the findings indicate viable strategic areas of emphasis in maintaining morale in small hotel environments: formalising recognition, multi-skilling, enhancing communication and processes, and workload peaks.
The findings combine the location insights of the author (where the author offers an in-depth contextualisation) with web-based information (where the information becomes externalised, and guests/employees become heard). These findings will be put into perspective in the following section of this chapter with respect to the literature in the field and offer suggestions on HRM in small hospitality organisations.
[bookmark: _Toc213259523]4.2 Discussion 
[bookmark: _Toc213259524]4.2.1 Factors Influencing Employee Morale
The results showed that the working conditions, the support provided by the management, teamwork, and possibilities of training were the key factors influencing the employee morale at the Acorn Lodge Gatwick. Some of the staff testimonials also often noted that the hotel offered a friendly working atmosphere and work schedule flexibility, but noted that working hours were too long and career development was low. This can be correlated to the findings of Cho et al. (2006), who maintain that there is a direct relationship between these HRM practices that include fair scheduling, career advancement, recognition and job satisfaction and employee retention in hospitality. Equally, the authors of the research by Hassan et al. (2014) point to perceived fairness and stress as the most important elements of performance, indicating that the instances of the workload disparity in Acorn Lodge might undermine motivation and confidence in the employees.
The leadership turned out to be one of such factors. The author noted that collaborative and problem-solving in the busy check-in periods developed due to a hands-on leadership style, boosting morale in the short term. Nevertheless, unstable feedback and inadequate delegation at times hurt the self-esteem of junior employees. This contradiction mirrors the statement of Lashley (2018), which argues that leadership in the hospitality industry should strike the right balance between operational control and empowerment to maintain the engagement of the employees. In addition, Kim et al. (2009) discovered that the management commitment to service plays a direct role in employee satisfaction, a fact that is consistent with the observation of author that when the supervisors exhibited acts of care (ie, helping the team check into rooms late), the morale among the team personnel improved significantly.
The mixed role was also played by training opportunities. Even though there were compliments made by some of the staff about the usefulness of on-the-job learning, others stated that the lack of structured training weakened their development. Dhar (2015) emphasises the significance of systematic skill development, as they discovered that efficient employee training boosts organisational commitment and quality of service. Correspondingly, Choi and Dickson (2009) emphasise that small hotels can receive massive pay-offs in morale and productivity through their training programs that enhance the level of competence and belonging among employees. Formality of training at Acorn Lodge was noted, thus means that a chance of enhancing satisfaction and minimising turnover was missed.
All these together affirm the meta-analysis carried out by Mathieu and Zajac (1990), which found organisational commitment as an important factor between job satisfaction and retention. Morale will build up even within a small resource-constrained environment such as Acorn lodge when the employees feel that they have been treated fairly and respected, as well as being supported to grow. On the other hand, the absence of career advancement or irregular oversight demotivates involvement, which is similar to the idea of Turnover culture expressed by Iverson and Deery (1997) in the hospitality industry.
[bookmark: _Toc213259525]4.2.2 Association of Employee Morale with Organisational Performance
The results were highly combinative, as morale and organisational performance at Acorn Lodge were dependent factors on each other. During periods of high staff morale (characteristic of high operational efficiency), guests on TripAdvisor and Booking.com complained less frequently, mentioning the friendliness of staff and attention to them. In contrast, in instances of understaffing, the reviews mentioned delayed service and uniformity in guest experience. This is equivalent to Judge et al. (2001), who established an excellent connection between job satisfaction and job performance in various industries. Correspondingly, Ehrhart and Naumann (2004) claim that group commitments and group morale in groups have a direct impact on consistency in service, as well as customer satisfaction, which was demonstrated by the placement observations of the author.
The morale concept is also supported by literature, which shows that morale affects service quality in the form of organisational citizenship behaviours (OCBs). Workers in Acorn Lodge often performed more than required in their official tasks, e.g. when guests needed some help on how to move their luggage, when someone needed to make a reservation at the last moment, etc., and this can be attributed to the OCB trends portrayed by Ehrhart and Naumann (2004). As perceived by Loi et al. (2006), the supportive leadership, as well as the recognition, tends to reinforce this behaviour, observed to boost the commitment amongst employees towards organisational goals. This connection is strengthened by the fact that the author noted that a simple praise given by the supervisors (even in the form of a verbal form of appreciation) made the members of staff more willing to help the other staff.
Moreover, as Wilkins (2010) highlights, the service quality visible to the guests has an impact on the level of their satisfaction with the hotel facilities, as well as the emotional involvement and enthusiasm of employees. The changes in the ratings of guests on TripAdvisor are observed to measure how the change in morale was reflected in the product results. The negative spillover of low morale was also represented by the less enthusiasm demonstrated by the employees who felt overworked or underappreciated towards the guest interactions.
These findings are also put in perspective in the literature on stress and fairness. Hassan et al. (2014) proved that employee output and service orientation are reduced by perceived stress and inequitable treatment. Morale-demoralising stressors were found to include at Acorn Lodge, periods of understaffing and restricted breaks as well. Further, Karatepe and Kilic (2007) demonstrated that the factor of supervisor support reduces work-family conflict and boosts job satisfaction, which is also a dynamic involving small hotel employees who are likely to manage unusual working hours and personal life. The placement experience also demonstrated by the author that morale and attendance of staff were more than satisfactory when managers allowed them to have flexible shifts.
Thus, the literature and findings come to the same conclusion that employee morale is an important driver of performance in the sphere of hospitality. Even minor changes in the level of staff satisfaction can have multiplied impacts on service performance and satisfaction with the guests, which was also confirmed by Kim et al. (2009) and Tews et al. (2013), who discovered that the work environment that encourages fun and appreciation has less turnover and increased guest satisfaction rates.
[bookmark: _Toc213259526]4.2.3 Strategies for Improving and Sustaining Employee Morale
According to the available empirical evidence and with a theoretical basis, one can come up with several measures that can be used to improve morale at Acorn Lodge Gatwick. The former is empowering training and professional development since the results indicated a loophole in formal training systems. Noe et al. (2021) also note that well-organised practices in HRD, such as employing induction and skills workshops, increase the confidence of employees and enable their behaviours to meet service expectations. Figure 8 may also be overcome by implementing short-but-often training in order to overcome the perceived stagnation that is reflected in online reviews. This method will be in line with the suggestion of Dhar (2015) that commitment-based HRM practices will promote long-term loyalty and service excellence.
Secondly, it is essential that the development of leadership happens. The author noted that supportive and inconsistent leadership have some influence on team cohesion. According to Lashley (2018), hospitality leaders need to perform transformational behaviours to have personnel motivated by the vision and recognition, instead of control. In the same manner, Hayes and Ninemeier (2017) maintain that effective leaders are those who create a sense of conversation and fairness, as well as role clarity, which were not consistent at Acorn Lodge. Would also encourage supervisors to set up frequent feedback sessions, and this may enhance the perceived organisational support, which is what Loi et al. (2006) and Kim et al. (2009) advocate.
Third, wellness and flexibility at the workplace were also found to be required interventions. Work pressure and insufficient rest were negative morale issues that were frequently cited by staff. As Hassan et al. (2014) and Tews et al. (2013) point out, positive work climates, which include flexibility, fairness, and fun, also make a strong contribution to performance and retention. Hotels with a small reputation, such as Acorn Lodge, might consider low-cost morale-enhancing measures like informal social gatherings, reward schemes without spending big.
Last but not least, there should be a culture of equality and rewards. According to Hochwaster et al. (2007), reputation and perceived justice come between the basis of the political behaviour on work outcomes. Intrinsic motivation of workers improves when they feel that they are treated fairly and recognised. Results showing greater morale with recognition of the additional effort are consistent with Matthieu and Zajac (1990) and Loi et al. (2006), confirming the primary role of the perceived fairness in maintaining commitment. Trust would be further developed through the implementation of transparent communication on the workloads and the promotion opportunities.
[bookmark: _Toc213259527]4.2.4 Summary
As highlighted in the discussion, the relationship between leadership, training, fairness, and working conditions characterises the morale of employees at Acorn Lodge Gatwick. The theoretical premise that morale affects service quality and performance outcomes is supported by inevitable evidence. Despite the fact that the hotel shows strength in interpersonal relationships and flexibility, the deficiency in formal training and regular communication between managers is also an issue. Such gaps can be filled by applying structured HRM interventions as proposed by Cho et al. (2006), Dhar (2015), and Noe et al. (2021): it may allow short-term motivation to be converted into long-term commitment.
All in all, the results substantiate the core argument of the literature that motivation among employees is not just a chance product of job contentment but a strategic resource that can affect service quality, loyalty of guests, and sustainability of the organisation, especially in a small and labour-intensive hotel setting.




[bookmark: _Toc213259528]Chapter 5: Conclusion and Recommendations
[bookmark: _Toc213259529]5.1 Conclusion 
This paper has examined the role of employee morale in the organisational performance of Acorn Lodge Gatwick, which is a small independent hotel in the UK. Through the qualitative case study method, the study examined leadership, communication, working conditions, and the organisational culture as the primary issues affecting the morale of staff. The results of the placement-based observations and secondary review data showed that morale is a critical factor that significantly defines both internal efficiency and guest satisfaction, which subsequently determines the overall quality of service offered by the hotel and its reputation.
The research established that leadership behaviour had the strongest contribution to morale. Employees felt important and involved when their supervisors were caring, just, and communicative. On the other hand, the lack of consistent communication, little recognition, and perceived favouritism caused tension as well as depressed enthusiasm. This is in line with the Job Demands-Resources model developed by Bakker and Demerouti (2017), which states that burnout decreases with conducive leadership and job resources, and that conducive leadership and job resources increase motivation. Likewise, the two-factor theory developed by Herzberg (1959) is in supports the idea that intrinsic motivators, which include recognition, responsibility, and growth, directly increase morale and performance.
Conditions of work were also significant. It was observed that high workload and shortage of staff resulted in fatigue and lapses in service delivery, particularly at peak periods. According to Baum (2015), the workload balance and the lack of resources that are typical of small hotel operations do not help reduce the level of employee stress. Nevertheless, flexibility, empathy, and informal appreciation provided by the management brought about strong commitment among employees, which proves that positive relations partly compensate structural pressures.
Moreover, the problem of communication gaps was present. A lot of these misunderstandings in the operations were brought about by the lack of clarity in the verbal instructions or the change of schedule at the last moment, which led to friction between the team members. Collis and Hussey (2014) assert that a lack of communication creates a low coordination level and a lack of trust among service team members.
Lastly, the researchers had to determine that the lack of career development opportunities undermined long-term motivation. There were high levels of employees who felt that they had no career development or advancement, and their jobs were not dynamic. This makes Karatepe and Olugbade (2009) claim that training and promotion opportunities keep employees committed to their work in the hospitality setting.
On the whole, it can be concluded that morale at Acorn Lodge Gatwick is an operational strategic issue. High morale is associated with the level of better guest service, lower turnover, and better cooperation, whereas low morale is related to inefficiency and dissatisfaction. As a result, morale management can be regarded as a strategic priority of sustainable hotel performance. The findings are as follows and formulated in actionable strategies.
[bookmark: _Toc213259530]5.2 Recommendations and Practical Strategies 
[bookmark: _Toc213259531]5.2.1 Managerial Fairness and Leadership Development
 Problem Identified: Staff morale and trust were lacking due to perceived favouritism to inconsistent supervision that was witnessed in daily running. 
Recommendation: The management should focus on leadership development by short and intense training on emotional intelligence, fair and effective communication. As Goleman (2000) states, emotionally intelligent leaders make people motivated and psychologically safe. To share the task and rewards equally, supervisors at Acorn Lodge should engage in briefings and post-reflections at the beginning and end of shifts to evenly distribute the workload among the staff. The practice enhances equality, creates less tension, and strengthens the vision that none of the employees will feel their contribution does not count. Further coaching on leadership concepts, provided to the internal trainers or via the local association of hospitality, would also increase managerial empathy and communication, which are major predictors of morale and retention. 
[bookmark: _Toc213259532]5.2.2 Workload Management Systems and Operational Support Systems
 Problem Identified: Workloads were not evenly distributed, and there were staff shortages, which led to fatigue, stress effects, and decreased consistency of the services, particularly during the peak periods. 
Recommendation: In order to alleviate burnout, Acorn Lodge can adopt a systematic rota scheduling, which balances labour hours in the departments. Bakker and Demerouti (2017) suggest that the job requirements should be counterbalanced with adequate job resources to avoid burnout. Expanding front office, housekeeping, and F&B services to cross-train employees would be more flexible and less pressure in the situation of high occupancy. Alongside, there are inexpensive digital scheduling devices/task management software that can enhance the organisation of operations. A periodic assessment of the workload should be carried out to determine the points of pressure and redistribute the role. Small tokens of appreciation and short breaks in between work would also help boost wellbeing. 
[bookmark: _Toc213259533]5.2.3 Development of Proper Communication Processes
Problem Identified: Lack of communication, as there was frustration and ineffectiveness due to the lack of clarity in the instructions given to the shifts and the lack of updates. 
Recommendation: It is critical to establish formal internal communication channels in order to achieve operational clarity. According to Veal (2006), information sharing in service settings is vital, and coordination determines the guest experience. To have real-time updates, the hotel might implement a digital noticeboard, WhatsApp group or shared Google Calendar. Team meetings need to be conducted every week so that employees can raise issues or propose ways of doing things better. According to Collis and Hussey (2014), open communication creates trust and engagement, which results in better morale. The norms of communication, like confirming shift changes in writing, would help in eliminating uncertainty and creating a more unified workplace culture. 
[bookmark: _Toc213259534]5.2.4 Career Development and Recognition Strategies
 Problem Identified: The absence of a formal promotion and reward system lowered the willingness to be motivated and committed to work by the staff in the long run.
 Recommendation: The management is advised to institute a systematic career development program that entails short-term skills training and performance appraisal that is conducted periodically. Self-efficacy and loyalty are made robust as a result of development opportunities, as noted by Karatepe and Olugbade (2009). Collaborating with training schools in the area or e-hospitality providers would offer a cost-effective way of studying. The motivator theory by Herzberg (1959) also says that recognition is a powerful intrinsic motivator. Making monthly occasions out of recognition of each employee through a prize named Employee Achievement Award, or even a simple appreciation message in meetings, would be a clear and visible show of individual contribution. A combination of professional development and recognition helps sustain morale, as well as makes the employer brand stronger, which helps establish Acorn Lodge as a learning workplace.
[bookmark: _Toc213259535]5.2.5 Stress Management and Wellbeing Worker Programs
Problem identified: Employees were too tired and emotionally exhausted because they had to work long hours and had no chance to rest, which adversely influenced production and the quality of the provided service.
Recommendation: To improve the well-being of the staff, Acorn Lodge needs to incorporate planned rest and recovery activities to decrease stress and enhance engagement. As Bakker and Demerouti (2017) point out, people experience burnout when the job demands surpass the existing resources, which is why management should make sure that there are good support systems. Scheduling short shifts, equitable rotation of tasks, and periodic wellness visits may be beneficial in terms of maintaining the level of energy and motivation. Equally, short mindfulness/ relaxation courses before peak service time would encourage emotional balance and resilience. Karatepe and Olugbade (2009) observe that by establishing a surrounding that appreciates the welfare of the employees, job satisfaction and organisational loyalty are improved directly. Moreover, the psychological aspects of workload can be identified to avoid high turnover and inconsistency of service delivery, hence the employees will be assured that they are valued and supported in serving.
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Leadership  style/ | Owner is hands-on (driving | Reviews mention “welcoming staff” and
organisational shuttle, resolving conflicts), | “helpful team”, but also occasional complaints
support which fosters trust and | about service delays (Booking.com, 2025) (see
“family culture”. appendix, image 1).
Training & | Training largely informal: | No public employee reviews found that report
development shadowing veteran staff, little | strong formal training pathways; guest reviews
opportunities formal documentation. Staff | note some inconsistencies in service (which may
express a desire for a clearer | reflect internal training gaps). Employee
structure. reviews from Indeed.com, however, stated that
training aspects are present but generic in some
respects (Indeed, 2025).
Institutional Lack of structured procedures | Guest reviews reveal issues such as “room was
resilience/ creates risk of service | very small and crowded” or “shower didn’t
procedural inconsistency if key staff | drain”, which may point to operational and
standardisation leave; the author observed | training challenges (Hotels.com, 2025).

procedures reliant on veteran

knowledge.
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Reviews of Acorn Lodge Hotel Gatwick & Parking »+++

79 Massetts Road, Horley, RH6 7EB, United Kingdom
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Review score
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Real guests. Real stays. Real opinions. Check-in date
Read more
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Score breakdown T d

11 helpful votes - - — - -
Cleanliness 7.5 - Solo traveller [+ Single Room - En Suite
— . Stayed 1 night € Submitted via mobile
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Surrey hotel reviews
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om 7'5 Settled down to watch the football on ITV. No proper
signal for ITV. All the other channels were fine. England hotel reviews
Location 84 © Good price. Good shuttle bus to Airport.Very pleasant
staff.

Stayed in October 2025

Facilities 7 . 1

Reviewed: 1 November 2025

8.3

Stewart
£ United Kingdom Good

Value for money 7'8 2 reviews
+ Family with young children
Free Wiki 8.0  Triple Room with Private Bathroom [ Stayed 1 night

« Submitted via mobile

© Location great and do airport shuttle for extra cost
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7.8/10 Good
245 verified reviews @

What guests liked

« The airport shuttle service was convenient, reliable, and reasonably priced at £10 for a shared
ride. (12 reviews)

Breakfast offered a good variety of food and drinks, with many guests praising its quality and
selection. (11 reviews)

The on-site restaurant served fantastic and well-priced meals, with many guests praising the
Indian cuisine. (7 reviews)

4 From real guest reviews summarized by Al.

Cleanliness

Staff & service

Amenities

Property conditions & facilities

Eco-friendliness

Search reviews

Sort by Traveller type
Most Relev All

8/10 Good

Emmanuel
Travelled with partner
25 Aug 2025

@ Liked: cleanliness, staff & service, property conditions & facilities, eco-friendliness, room comfort
Our stay was great. We loved it.

Stayed 1 night in Aug 2025

10/10 Excellent

Alex
Travelled with group
27 Jul 2025

© Liked: cleanliness, staff & service, amenities

The property is old so there are some things that can't be made better unless it's remodeled. With that
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Reviews for Acorn Lodge

Average customer rating: 9 out of 10
Number of reviews: 786

Stayed in the Acorn Lodge in Gatwick where the staff were friendly and the room adequate for our needs. Requested a lower floor room
which we got and had a small meal in the hotel which was very nice. Transfer was faultless and we would use this hotel again as it was

good value for money.
— Mr Norris
— 10 out of 10

Acorn Lodge

A nice hotel clean with good rooms. Close to Horley town centre if you want to stretch your legs. | had a problem getting back to
Gatwick but a quick E-MAIL and the problem was sorted.

— Herr Zuleger
— 7 out of 10

Acorn Lodge

The acorn guest house was what you paid for but wouldn’t stay again | had bed bugs shower was too small to move around in and I'm
only 5”7, tv in wrong position so u lay in bed can’t see it properly.toilet area too small, Christ someone large was in there on there own
would have been a comedy show

— Mr Stacey
— 3 outof 10

Acorn Lodge

| had problems initially booking online, it took payment but website just in loop when confirming. However, all sorted over phone. We
were delayed travelling to hotel in evening and got there very late, very worrying when we got there to be told hotel had not received
our booking. So we had visions of having to find someone else in early hours. The hotel (Acorn Lodge) had 1 room left and were very
helpful and sorted. However, this has rocked confidence about using service. If height of summer we could have been placed in difficult

situation. So would like to understand what went wrong - everything else very smooth
— Mr Sheppard
— 8 outof 10

Acorn Lodge
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Overview Prices
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Reviews of Acorn Lodge Gatwick

7 Good
] 2102 verified ratings
Wonderful =
Very good -
Good -
Okay L
Fair L
Mediocre °
Poor -
Reviews (1435)

Show reviews that mention

close to the airport  staff were friendly

transfer to the airport room was clean

breakfast was good shuttle service

good value for money  great location

553
382
407
204
210

95
252

bed was uncomfortable  flying from gatwick

Guests say

Guests generally found the hotel lacking in cleanliness and breakfast quality, with many
mentioning unpleasant odors and poor maintenance. However, the location near the airport
and the friendliness of the staff were positively noted.

Al-Generated from customer reviews

Vs -
9.0 1.5 0.5
Location Breakfast Cleanliness
Q&A (5) Tips(10)

Q Search reviews Most recent

E Very good * Jennifer, Oct 2025 Booking.com

Pros (+) The location was fabulous and the price was great! | received a professional welcome when |
arrived at the hotel. Access to WiFi was very helpful and the password was provided clearly in my room. It
was a last minute decision to stay in Gatwick having returned from a holiday. | was very happy to have found
The Acorn Lodge.

Cons (-) The room was very, very hot! | opened the window and turned the heating down but it was still
uncomfortably hot. | was woken up at 3am by a very loud noise. It gave me a huge fright and | found myself
checking that my car was still outside and that it hadn’t been damaged. (My car was fine but | couldn’t
figure out what the very strange noise was).
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25 tripadvisor.com/Hotel_Review-g191265-d293516-Reviews-Acorn_Lodge_Gatwick-Horley_Surrey_England.htmI#REVIEWS

< See all B&Bs in Horley M O
Acorn Lodge Gatwick Deals About Location Reviews -
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[ Q search reviews

Sort by: Most recent v

Popular mentions

continental breakfast |

" tea and coffee

stayed here for one night

transfer )

stress

stopover

e Cheryl H wrote a review Oct 2025 .ee

46 contributions « 1 helpful vote

Great hotel close to airport and amenities

A very welcoming family run business our room was huge and spotless the restaurant food was Ad removed. Details
amazing and big portions all ready booked for another trip away only Tmile away from Gatwick

Airport close to city center and has a good parking area they also do holiday packages for people

going abroad

Date of stay: October 2025
Trip type: Traveled as a couple

This review is the subjective opinion of an individual traveler and not of Tripadvisor LLC nor of its partners. Tripadvisor performs
checks on reviews as part of our industry-leading trust & safety standards. Read our transparency. report to learn more.

140

esmee B wrote a review Sep 20256 cee

-

1contribution

@0000

horrible!!

Worst hotel ever. We arrived at our room and found bedbugs and other insects crawling on the bed.
We reported this to the receptionist, and he admitted they were bedbugs! He said the hotel was fully
booked and we had no other option than to sleep on the couch in the breakfast room. A truly absurd
and rude solution! Who would sleep in a breakfast room while people were having breakfast, even

though we'd paid for a room?! Extremely rude. The receptionist said he had no other option and
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