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Abstract
The hospitality industry faces a burgeoning mental ill-health epidemic driven by structural drivers, organisational pressures, and social forces. Using the Drivers–Pressures–State–Impact–Response framework, this paper accounts for how macro drivers and organisational pressures influence poor mental wellbeing in hospitality staff, and what impacts these have on organisations and society. Literature from peer-reviewed journals, industry reports and organisational case reviews (2020–2025) was synthesised. Key drivers are economic insecurity, staffing shortages, abuse from customers, and weak policy protection. Pressures are excessive job demand, roster variability, emotional labour, and managers' lack of support. The current state shows high burnout, psychological distress and turnover intention amongst frontline workers with discernible impacts on service performance and replacement costs. Organisational responses from large corporates are encouraging but scattered and unevenly delivered. Using PESTLE to expand DPSIR drivers and SWOT to evaluate organisational responses, the paper highlights gaps, most especially a lack of systematic coherence in policies and strong evaluation measurements; and makes focused, evidence-based recommendations for workforce wellbeing sustainability that include ISO 45003 guideline adoption, trainer-of-managers education, roster reform, and broad evaluation schemes.


[bookmark: _heading=h.ie5tkeckl8ne]1. Introduction
The hospitality industry relies on continuous consumer-facing labour that is emotionally engaged. Long shifts, irregular schedules, socially demanding interactions, and occasional hostility from customers create a workforce with inevitable psychosocial hazards. Studies demonstrate high burnout, psychological distress and turnover rate in the hospitality industry compared to other sectors. According to a survey by Hospitality Action, 68% of hospitality workers in the UK have reported experiencing poor mental health (Hospitality Rewards, 2023). These trends are exacerbated through COVID-19 disruption and continued labour scarcity (Salama et al., 2022).
The importance of prioritising this crisis is threefold. First, it is a workforce well-being problem: unchecked occupational stress leads to depression, anxiety and compromised productivity. Second, it is an economic issue: high staff turnover and absence incur direct and indirect expenses for organisations. Third, it is a service risk and reputation issue: staff well-being is linked with service quality and guest satisfaction. The interrelations make it more than a personal crisis; a structural issue requiring system-level examination. This paper thus employs DPSIR (Drivers, Pressures, State, Impacts, and Responses) (Brunhara et al., 2023), supported with PESTLE (for Driver context) (Hayden, 2025) and SWOT (CIPD, 2025) (to assess Responses), for a comprehensive analysis of the matter.
[bookmark: _heading=h.esroythar0qe]2. Literature Review
[bookmark: _heading=h.z15131nz7ygb]2.1 Scope and Focus
This review concentrates on ‘job burnout and psychological distress’ among frontline employees in the hospitality sector. Contemporary studies drew on the Job Demands–Resources (JD-R) framework (Tummers and Bakker, 2021), emotional labour/Maslach Burnout Model (Chen, Huang and Chu, 2024), and occupational health recommendations (ISO 45003) (ISO, 2021) to portray a multi-level causal chain from ‘Macro-level’ drivers through organisational pressures to individual outcomes. Multiple studies point up that elevated job demands with poor structural resources among hospitality staff dramatically escalate the risk of burnout, leading in turn to impacts on turnover intentions and psychological distress (Ali et al., 2022; Baquero, 2023).
[bookmark: _heading=h.r9jvv7vsk2vx]2.2 Prevalence and Trends
Burnout and turnover rates are high in the hospitality sector. A study of hotel employees in Saudi Arabia found elevated burnout scores and significant turnover intentions related to job stress (Salama et al., 2022). Similarly, a survey across 2,000+ hospitality professionals in 2025 reported that 85 % experienced symptoms of poor mental health (disturbed sleep 47 %, anxiety 44 %, depression 31 %), and over half were considering leaving their job (Seo, 2024). Industry reports indicate that under-resourcing and understaffing are key drivers behind this trend. For example, a survey found that 57 % of respondents cited understaffing as a top workplace challenge, up 21 % from the prior year; 50 % flagged work–life balance concerns; and 61 % of junior staff reported experiencing a mental health issue in the past year (Nicholls, 2025). The pandemic exacerbated the crisis: disruptions in the workforce, unpredictable schedules, increased customer hostility and elevated job insecurity compounded pre-existing stressors in hospitality (Arnieyantie, Nadia Liana and Wan Ezdriani, 2022).
[bookmark: _heading=h.l6louo6q246o]2.3 Mechanisms: Theoretical Underpinning
Theoretical accounts describe why levels of mental health result from combinations of individual and organisational factors. JD-R Model suggests that high job demands (time pressure, emotional labour, aggressiveness of customers) with low job resources (lack of support from managers, low autonomy, poor remunerative pay) result in strain that later diminishes engagement or increases turnover intention (Tummers and Bakker, 2021). A Turkish study with 494 participants from hotels discovered that work pressure amplified burnout, which mediated stress, and turnover intention; job security and cash dependence influenced them (Üngüren et al., 2024). Another meta-analysis revealed that emotional exhaustion and depersonalisation are also mediators of the job demand–turnover intention relationship (Park, Rhee and Lee, 2021). 
In service-intensive hospitality jobs, workers perform persistent emotional control (emotional labour) resulting in emotional exhaustion, depersonalisation and diminished professional performance—fundamental features of the Maslach model (Chen, Huang and Chu, 2024). Multiple industry reviews highlight that emotional labour within hospitality is a significant source of distress and turnover (Saito, Brozović and Baum, 2024).
[bookmark: _heading=h.8w8ll5uwcvki]2.4 Organisational and Sector Drivers
At the industry level, several interrelated drivers increase mental health risk amongst hospitality employees. Research points to precarious work, casualisation, irregular rosters, and the "service at any cost" culture as the main organisational stressors. As an example, the hospitality workplace is reported as a "pressure-cooker" where young casually employed staff are subjected to abuse from customers, double shifts without breaks one after another, and insecure rosters (Burns, 2025).
Applying a PESTLE lens assists in breaking down the external context here. Economically, low margins and labour supply pressures contribute to understaffing (Lisa, Rosen and Astrid, 2024); socially, stigma over mental illness and guest conduct (e.g., aggression) contribute to strain (Wong, Kim and Xu, 2025); politically, few statutory psychosocial risk protections mean reduced base levels of protection (Kotera, Adhikari and Sheffield, 2020); technologically, 24/7 service expectations and digital performance measures increase surveillance and pressure (Anwar, Deliana and Suyamto, 2024). Studies further identify unpredictable rostering (69 % of employees reported changes with minimal notice) and overtime pressure (98 % reported working overtime) as significant factors in distress (BALD, 2025). One UK survey also found that among those citing poor work–life balance and daily burnout, 61 % reported a mental health issue in the past year (Morning Advertiser, 2025). These findings indicate that mental health is not only a well-being concern but a strategic business risk.
[bookmark: _heading=h.t3y06v13jar3]2.5 Interventions and Evidence of Effectiveness
Employee Assistance Programs (EAPs), education in psychological safety for managers, restructuring of workload, rostering reforms, wellbeing platforms (Hilton "Thrive at Hilton" and Accor wellbeing initiatives) and industry-wide benchmarking have been seen as effective. Current evidence also supports that pressure can be reduced and commitment improved through EAPs, but the impact depends on confidentiality, usage and organisational embedding (Üngüren et al., 2024). Therefore, it is better to integrate individual supports (EAPs, apps) with organisational structures (scheduling reform, leadership education) rather than with individual supports alone.
[bookmark: _heading=h.psz00vlrsfam]2.6 Gap: Need for Systemic Evaluation
Despite improvements in recording prevalence, mechanisms and interventions, a research gap prevails in the systematic assessment across macro- (policy, regulation), meso- (industry, organisational) and micro- (individual) levels. Most empirical research is single programme-based or organisational case research with minimal consideration of interaction between industry-wide requirements, regulatory climates and cross-organisation benchmarking to produce sustainable change. To address this gap, the DPSIR framework has been employed here, which links the drivers through pressures and state to impact and response in a systematic manner.
[bookmark: _heading=h.r5r246bp9yqh]3. Method
[bookmark: _heading=h.ktuhu9ljxs51]This conceptual review integrates secondary evidence (peer-reviewed papers, industry reports, corporate case studies and international advice) from 2020 to 2025. Primary search resources were PubMed/PMC, Scopus, industry websites (Accor, Hilton), WHO/ISO advice and hospitality trade media. The DPSIR framework was the main analytical tool; PESTLE added detail to the Driver and Pressure sections for external context; SWOT evaluated organisational Response for strengths/weaknesses/opportunities/threats. The combined method enables cross-checking. Empirical prevalence and intervention performance informed DPSIR nodes and responded to response feasibility and the strength of evidence. The limitations of this approach include over-reliance on secondary published sources, which limit causal inference and may understate small-enterprise practice.
[bookmark: _heading=h.przy6ceii311]4. Theme impact analysis – DPSIR application
[bookmark: _heading=h.i7a1debxb669]4.1 Drivers (Macro Context – PESTLE framework)
Political and Legal: In most jurisdictions, psychosocial risk (workplace stress, emotional labour, mental-health risk) remains sparsely regulated or largely voluntary (Schulte et al., 2024). Guidance like ISO 45003 provides recommendations on organisation-wide psychosocial health and safety management, but take-up within hospitality appears sporadic (ISO, 2021). This gap entails that when systematic controls are not implemented, baseline circumstances are left unrestrained.
Economic: The hospitality industry is marked by narrow margins, intense competition, regular labour shortages and casual/zero-hour contracts (Giousmpasoglou, 2024). Economic pressures bring low wages, job insecurity and excessive workloads. Recovery post-COVID has amplified labour expenses and scarcity, beefing up per-worker requirements. In a 2025 industry survey, 57% of hospitality respondents identified under-resourcing/under-staffing as their principal workplace challenge (Agilysys, 2025). Job insecurity and economic dependence exacerbate pressure, as demonstrated in research where economic well-being moderates the burnout-turnover relationship (Baquero, 2023).
Social: Social drivers include cultural stigma attached to mental health, "push-through" culture of hospitality premises, and daily abuse/aggression from customers centred on front-line staff (Kotera, Adhikari and Sheffield, 2020). It is reported that nearly half of hospitality staff reported suffering from mental-health problems, while 62% of junior staff answered that “burnout is part of the job” (Nicholls, 2025). The frequency of emotional labour, along with front-line interaction with customers within hospitality, highlights the social factor: staff are under pressure to regulate emotions daily, often under stressful conditions.
Technological: Technological developments, such as app-based rostering, algorithm-based shift-assignment, performance tracking, 24/7 guest expectations through digital media, increase demands and blur cross-overs from work to non-work (Roberts, 2024). Some studies underscore supervisory monitoring's role in boosting perceived workload and decreasing recovery time and always-on expectations from guests, reducing control, both critical resources according to the JD-R model (Wong, Kim and Xu, 2025).
[bookmark: _heading=h.hix8htr2d38z]Environmental: The hospitality sector is exposed to external shocks: seasonality, pandemics (e.g., COVID-19), travel-restrictive waves, and rapid demand changes. These environmental drivers induce staffing instability as shifts are cancelled or scaled up, inducing unpredictability, increased stress and reduced organisational capacity to plan (Shapoval et al., 2021). In 2022, research from Malaysia showed that hospitality staff reported excessive levels of depression and anxiety as a result of post-COVID disruptions to jobs (Bhuiyan, Kowser and Deb, 2024).
[bookmark: _heading=h.5svodsg04kvj]4.2 Pressures (Organisational Manifestations)
Organisational job demand: Hotel staff are exposed to long shifts, double shifts, variable schedules and on-call shifts, heavy emotional labour, and a shortage of workforce. High effort-reward imbalance was strongly correlated with increased burnout scores (mean burnout = 41.8 on a 20–59 scale), with 50.5 % of participants self-reporting high ERI (Rosemberg et al., 2025). The confluence of high demand with low resources creates a typical JD-R risk factor with a pressure point for burnout.
Poor managerial practice & lack of job resources: Supervisor support, job clarity, autonomy, and psychological safety are essential job resources. Weak supervisor support, poor role clarity and lack of ethical leadership exacerbate burnout. Ali et al. (2022) report unethical leadership negatively predicted burnout in employees, such that resilience and subjective well-being mediated the relationship. Further, younger or less experienced employees complain of inadequate support or training; one survey reported 54 % of employees felt undertrained in mental healthcare (Felix, 2025). Lack of job resources increases susceptibility to pressure from demand pressures. Further, unpredictable rosters, shift unpredictability, lack of breaks & no recovery buffer insulate from job pressure. Studies indicate that hospitality employees have limited control over schedules & routinely endure frequent changes with minimal notice (Piso, 2021). Such pressures diminish employees' capacity to replenish resources so that state risks (burnout, psychological distress) are increased further.
[bookmark: _heading=h.oks21q7mg6ze]4.3 State (Current Worker Condition)
The combined impact of drivers and pressures is seen in the "state" of the workforce: substantial degrees of emotional exhaustion, psychological distress, anxiety, depression and elevated turnover intention. Baquero (2023) revealed that burnout strongly mediated the association between workplace pressure and intention to leave, with psychological distress and financial well-being serving moderating effects. Rosemberg et al. (2025) revealed that the mean burnout score was 41.8 (SD 6.6) in a sample of hotel employees, and half indicated high effort-reward imbalance. In large-scale industry surveys, 85 % of shift workers in hospitality identified poor mental health as a problem, and 76 % of hospitality managers confessed to burnout (Paton, 2025). These findings suggest that the workforce's well-being state is significantly impaired. 
[bookmark: _heading=h.r9gpnfhhp458]4.4 Impact (Results on Business and Society)
Operational and organisational effects: Burnout, distress and turnover intentions become operational losses. Elevated absence levels, presenteeism (sick employees who are present at work), decreased participation, reduced service quality to guests and elevated levels of complaints. 62 % of junior staff consider burnout as endemic to hospitality jobs, not a temporary deviation from the rule, indicating distress normalisation (Nicholls, 2025).
Economic effect: Hotel staff turnover is extremely high (> 50 % annually in certain markets) and replacement expenses range from 30 % to 150 % of an employee's annual remuneration package. BALD (2025) revealed that hospitality suffered up to 73.8 % staff turnover in certain locations, disrupting operations while increasing costs for recruitment and training. The lost resources from absenteeism due to lack of attendance, disengagement, lost output and compromised customer experience accrue economic costs.
Social impact: Other sectors dependent on hospitality jobs (tourist hubs, resort regions) can experience community unrest, as elevated levels of mental-health burden amongst employees place further demand on community health networks (Elshaer and Azazz, 2023). WHO classifies workplace pressure as a significant international challenge to productivity and well-being (Rosemberg et al., 2025). Furthermore, fresher employees with few hospitality skills (who are frequently from already disadvantaged groups) are exposed to a heightened risk of adverse mental health with equity implications.
[bookmark: _heading=h.tjyobsbohj12]4.5 Responses (Assessed with SWOT)
Strengths: Global platforms and corporate programs can guarantee improvements along with economies of scale. They are reminders of organisational investment in employees' wellbeing that can boost employees' morale and the organisation's reputation. Marriott International’s “TakeCare” wellbeing programme can be taken into consideration here as a best practice. Marriott has reported a 13 % reduction in turnover with increased engagement and high guest satisfaction after introducing it, where over 13,000 “TakeCare Champions” are working to address frontline workers' mental health continuously (Marriott International, 2024). Another example is the Accor SA group’s “Hospitality is a Work of Heart” employee value proposition scheme. With this, the organisation is prioritising staff wellbeing holistically to ‘help and empower them’ perform well so that the company can, in turn, perform better (Travel PR News, 2024). 
Weaknesses: The majority of programmes remain reactive as opposed to preventive; evaluation measures are mixed; take-up is sometimes poor, especially amongst shifting or front-line staff; small operations (individual hotels, restaurants) are never in a position to implement such projects on a larger scale. As an example, 54% of hospitality staff reported inadequate mental-health education within their company (Felix, 2025).
Opportunities: Adoption of ISO 45003 and other systematic psychosocial risk guidelines offer systematic mechanisms for preventive control; technology-facilitated wellness tools, peer-support groups and cross-industry coalitions, which can increase reach. Further, benchmarking and transparency of data can increase accountability. As an example, from the international context, in Australia, New South Wales, the ‘Raising the Bar Foundation’ has partnered with the government to launch the “Barstool Project”. This is a sector-specific training initiative to boost mental-health awareness and wellbeing culture among frontline workers (NSW Government, 2024). 
Threats: Cost pressures, falls in market and staffing changes can divert attention from and shift budget away from wellbeing programmes. Stigma within culture and a lack of psychological safety can limit programme utilisation. Without whole-system consistency (industry regulatory environment, sector culture), discrete initiatives are vulnerable to being unsustainable.
[bookmark: _heading=h.lzgqprmyhvo0]5. Conclusion
The mental health challenge of the hospitality industry is systemic: macro drivers (economic, social, regulatory) give rise to organisational pressures which become workforce distress with measurable consequences for operations and population health. DPSIR elucidates these interrelations and points up that piecemeal solutions are inadequate. Comprehensive reduction depends on concerted strategies which integrate policy alignment (e.g., psychosocial risk guidelines), organisational restructuring (scheduling, leadership development), and resilient, repeated assessment. Larger firms’ corporate programs demonstrate the possibility which must be scaled and assessed across the industry to ensure sustainability of improvement.
[bookmark: _heading=h.lcq9nthepl71]6. Recommendations
These are direct solutions from DPSIR analysis that are intended as practical, evidence-based and scalable solutions.
1. Adopting psychosocial risk benchmarks: Governments and industry groups should promote or mandate the adoption of ISO 45003 guidance so that minimum requirements may be created for psychosocial risk assessment and control (ISO, 2021). 
2. Sectoral wellbeing benchmarking: Industry as a unit should publish sector benchmarks (industry turnover, wellbeing scores, usage of EAPs) to create openness and peer pressure to perform better. There is proof that measuring creates change (Strudwick et al., 2023).
3. Rethinking schedules and workload: Adopting evidence-based schedules (predictable schedules, certainty of rest breaks) to diminish chronic fatigue and work–family interference. Schedule predictability is associated with well-being improvement and reduction of turnover in case studies (Salama et al., 2022).
4. Incorporate psychological safety through leadership: Compulsory psychological first aid training for frontline managers in conflict diffusion and trauma-sensitive supervision will diminish the downstream effect of customer aggression and increase support channels. Ethically considerate leadership is linked with reduced burnout (Ali et al., 2022).
5. Combine proactive screening with EAPs: Providing readily accessible confidential EAPs with proactive screening of referral processes for mental disorders. Research indicates that when combined with organisational support, EAPs are effective (Chen, Chu and Wang, 2021).
6. Peer support and debrief protocols: Developing peer-support networks along with systematic debrief following adverse customer events; peer supports diminish stigma in service industries while boosting help-seeking (Aziz and Ong, 2025).
7. Standardised KPIs and measurement tools: Employing KPIs like staff wellbeing scores, utilisation of psychological support programs like Employee Assistance Programs (EAPs), voluntary turnover and guest satisfaction to assess initiatives. Release results annually and course-correct programs with Plan-Do-Study-Act cycles (PDSA) (Strudwick et al., 2023).
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