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Abstract
The hospitality industry is experiencing a mental health crisis driven by high workloads, emotional labour demands, irregular schedules, and persistent understaffing. This report examines the psychological challenges faced by the hospitality employees and analyses how these pressures affect organisational performance, service quality, and workforce sustainability. Drawing on Conservation of Resource Theory, Emotional Labour Theory, and Hospitality Stress Matrix, the study integrates contemporary academic literature to explore how resource consumption, specific hospitality stressors, and emotional regulation demands contribute to anxiety, stress, and depression. Using a secondary research method, the report reviews peer-reviewed studies, industry data, and theoretical frameworks to discover the drivers of poor mental health and their operational consequences. Findings reveal the deteriorating wellbeing leads to rising turnover, absenteeism, reduced productivity, reputational damage, and elevated operational costs. The report concludes that mental health is not just and individual concern but a strategic priority essential for sustaining service excellence, employee retention, and long-term competitive advantage within hospitality sector. 




Introduction
The hospitality industry, referring to hotels, restaurants, bars, and a variate range of guest friendly services, is lodging the most dynamic yet demanding sectors of the contemporary global economy (Walker, 2021). This industry is highly reliant on the wellbeing, people skills, and resilience of its workforce, and it is built on principles of service excellence, continuous customer interaction, and emotional labour (Kleefstra et al, 2020). In recent years, a deepening mental health crisis became known as a Contemporary Theme, drawing attention from employers, policymakers, and researchers alike. Hospitality industry work environment is high pressured. This along with irregular working hours, job insecurity, and the expectation of maintaining cheerful outlook provides conditions for stress, burnout, anxiety, and depression. 
This issue has become even more pronounced after the consequences of global disruption such as COVID 19 pandemic, which increased the workload, reduced staffing levels, and amplified emotional strain across the sector (Pillai et al, 2021). As a result, mental health is no longer a minor concern but central operational issue, that directly influence staff retention, organisational sustainability, performance, and service quality. Understanding and addressing this crisis is crucial not only for maintaining employee wellbeing but also for preserving competitive advantage in an industry where human interaction is the heart of guest experience (Boella & Turner, 2020). 

Literature review
The mental health crisis in the hospitality sector has attracted growing academic and industry attention, with research highlighting elevated levels of burnout, stress, anxiety, and depression among employees. According to the Conservation of Resources Theory (Abdou et al, 2025), a heavy workload and long working hours, drains the employees of physical and psychological resources (Cheng et al, 2023). When individuals consistently invest effort and energy without receiving sufficient rewards and acknowledgement, they become more vulnerable to emotional exhaustion, detachment, and diminished sense of achievement (Darvishmotevali et al, 2024). With time these feelings can lower the job satisfaction and increase the employee turnover while sustaining the people mental health deterioration (Chen et al, 22026). 
Also, recent scholarship papers interpret these occupational pressures through analytical models such as the Hospitality Stress Matrix (Dong, 2023). This document emphasises that sector specific stressors, including interpersonal tensions, heightened emotional labour demands, and precarious employee conditions, function as salient antecedents of deteriorating phycological wellbeing among hospitality workers (Aydin, 2020). 
According to Research Department and Content Philosophy, in UK the prevalence of stress and depression remain remarkably high in 2022, with reported rates or roughly 51% and 19%, respectively. Approximately 875000 employees indicated that they were experiencing work related anxiety, stress, or depression (Statista, 2025). The broader public impact was also substantial. In 2021 more than 41000 deaths were attributed to mental and behavioural disorders and the persistently trouble of suicide figures remain concerning as well, with 5642 recorded deaths in 2022, 4200 among men employee (Statista, 2025). Moreover, 41% of young people reported symptoms consistent with depression, highlighting the scale of mental health challenges across the population (Statista, 2025). 
In addition, emotional labour has become a prominent focus within contemporary paperwork. Follow up studies involving hotel personnel indicates that surface acting, hiding authentic emotions in order to exhibit organisationally prescribed affect, substantially elevates levels of anxiety and depressive symptoms as time progresses (Xu et al, 2020). UK anxiety levels in July 2025 averaged 4/10 overall (Appendix 1). The 16-29 and 30-49 age groups recorded the highest scores each reporting an average 4,5 (Statista, 2026). Deep acting, although linked to lower immediate strain, has been shown to also contribute to increased anxiety and depressive symptoms over extended periods. This pattern indicates that prolonged engagement in intensive emotional regulation may lead to accumulate psychological burdens (Wang & Xie, 2020). This corresponds with wider body of evidence indicating that emotional consumption is strongly associated with decreased job satisfaction and elevated tendency to leave their work position within hospitality leading to high turnover (Kaur & Kaur, 2019), (McGinley & Wei, 2018). 
Also, there are studies that point out that the COVID 19 pandemic strengthened the argument that mental health should be understood nor solely as an individual matter but as a critical organisational priority with direct implications for service performance, operational efficiency, and overall brand credibility (Kumar & Nayar ,2021). 
According to Yang and Lau (2019), another mental health breakdown trigger can be the organisational culture that embraces the sayings: “Service with a smile” and “Customer is always right”. These two expressions long embodied in the hospitality culture is a demand for the employees to provide excellency, personalised services and to meet every customer request if possible (Gong & Lee, 2026). Going overboard to achieve the company goals and objectives and opting to ignore some of the guest’s rudeness and incivility can be detrimental to the employee wellbeing, through increased stress, reduced job satisfaction, and low self-respect (Kim & Qu, 2029). 
Additionally, an essential trigger for decreased psychological wellbeing and with the most academic paper research generated are internal organisational issues. First are poor leadership such as abusive supervision through hostile communication and body language (Wang et al, 2022). Second, poor communication that can lead to misunderstandings and conflicts through fault of information, reassurance, and support (Lastres et al, 2024). When employees do not know what is expected of them, or when priorities shift without explanation, they experience a persistent sense of uncertainty (Mullins & Dossor, 2013). Third, understaffing and finally limited career progression (Malik & Kaur, 2022). All these issues over time use a great extent of emotional and cognitive resources, increasing vulnerability to burnout, anxiety, and depressive symptoms (Choi et al, 2019). Poor management practices activate sustained stress responses and create a pattern of psychological strain that can critically undermine employee mental health. Colette Lord (2019) posted this quote “It’s not always your mental health that is the problem; sometimes the situation you are in need to change” (Lord, 2019). Is not always about the individual. Poor managerial practices and adverse workplace conditions constitute significant psychological risk factor that can precipitate serious mental health crisis (Rees & French, 2023). 
Method
Using a 5 Why’s Analysis reveals that the mental health crisis in the hotel and hospitality sector that or is not result of isolated pressures but the outcome of a deeply embedded organisational logic that systematically drains employee resources. By tracing the problem from the surface level stress to its structural roots, the frameworks show how emotional labour demands, chronic resource depletion, and sector specific stressors interact to create a cycle of strain that employees cannot escape. Only by confronting these roots causes can the industry move toward a more sustainable, human, and resilient future. 
This research paper adopts qualitative insights to capture the multifaced nature of stress, emotional labour, and resource depletion in hospitality industry work. The integration of Emotional Labour Theory (Hochschild,1993), (Guiamet,2019), Hospitality Stress Matrix (Dong, 2023), (Yoo, 2023) and Conservation of Resources Theory (Abdou et al, 2025), (Hollebeek et al, 2023) offers a powerful theoretical objective for understanding the ways organisational conditions, work atmosphere, and leadership practices shape employee wellbeing. Conservation of Resources informs the study of resource loss, strain, and burnout. Emotional Labour guides the assessment of surface and deep acting, fear of speaking, regulation demand and the Stress Matrix frames the deep-rooted stressors in customer facing service environments. 
This paper adopts a secondary research method, drawing exclusively on existing academic resources. The University library database, peer reviewed journals, and academic books are used to support theoretical groundings, to justify methodical choices, and investigate findings within existing scholarship. It prioritises only studies peer-reviewed published within the last 5 to 10 years where the original work is included in regardless of publication date (Ex: core theory books).
This design is appropriate given the paper objective: to examine how mental health remains a pressing issue in hospitality industry, and how its stressors contribute to phycological challenges among employees. 
Theme impact analysis
The deepening mental health crisis in hospitality is reshaping the hotel and restaurants sector by driving burnout, chronic understaffing, decline in service quality, operational risk, and financial and economic pressure. A PESTLE analysis (Appendix 3) revealed the next impacts: 
1. Rising turnover and chronic understaffing
Hospitality businesses face the higher employee turnover. 57% of hospitality workers identify understaffing as their main workplace challenge (NCASS, 2025). This industry requests long hours work, unpredictable schedule, massive physical and emotional demands (Afsar et al, 2018). Burnout, absenteeism, and decisions to leave the industry is strongly associated with poor mental health. As a result of this hospitality businesses face increased recruitment, training costs, temporary staff, and persistent vacancies (Park & Min, 2020). This creates a cycle where understaffing increase workload which further worsen mental health. 
2. Decline in Service Quality
Tired, stressed, withdrawn and unmotivated employees struggle to maintain the hospitality requested warmth. As a result, the guests become aware of slower service, less attentiveness and more mistakes are made (Koc & Bozkurt, 2017). Also, when workers are making psychological efforts is hard to manage difficult and aggressive customers, to manage complaints, and to offer personalised excellent service (Al-Romeedy & Khairy, 2024). The results of this directly affects guests’ satisfaction, reviews and repeat business. 
3. Increased Absenteeism and Presenteeism
Anxiety, depression and burnout, all part of mental health crisis, are the reason for hospitality employees to miss shifts, scheduling disruption, increased pressure on the remaining staff, unwell work attending and underperforming (Heider, 2022). All this leads to increase absenteeism and implicitly reduced service capacity. Almost 50% of the registered sick days are associated with poor mental wellbeing. Hospitality is seeing 63% increase in helpline calls since 2024 with the highest number in January 2025 (NFFF, 2025). 
4. Reduced Productivity and Operational Efficiency
Mental health diminishes energy levels, concentration, and decision-making. This leads to slower service, the possibility for more errors, lower team cooperation, and increased chance for conflict along staff (De Oliveira et al, 2023). During peak hours, the operational performance declines due the loss of interest, willingness, and decreased job satisfaction. This along with the elevated turnover generates higher operational costs (Khosrow-Pour, 2020). For example: overspending in new recruitment processes and onboarding and training expenses, overtime spendings to cover gaps, and if the wellbeing is neglected potential legal or compliance risks. 
5. Damage to Organisational Reputation
When the employees are stressed, disengaged, or overwhelmed, the quality-of-service drops, and customers are the first to notice. When people inside a hospitality business are struggling, the one outside eventually feel it (Kwak et al, 2023). Employees and customer talk on social media, platforms, or everyday conversations (Han et al, 2025). When a company is known for burnout, toxic culture, or high stress, it spreads fast. This leads to negative reviews on sites like Tripadvisor, Booking.com, Hotels.com or Google, directly affect occupancy rate. Also, poor mental health and work condition can damage trust, brand image and implicitly the customer loyalty (Sohaib et al, 2022). In an industry where reputation is crucial, poor mental health becomes a strategic risk. 
6. Difficulty attracting new talents.
Growing evidence suggest that the hospitality sector is associated with significant stress, burnout, and deterioration of employee wellbeing (Rosemberg et al,2021). This is undermining its long-term sustainability (Yousaf et al, 2020). As emotional labour demands increases and employee experience sustained diminution of resources, many of them review the possibility of hospitality to be their long-term career (Jangao et al, 2024). Customer incivility, role ambiguity, the high workload intensity, and all the sector psychological demands generate climbing recruitment and retention challenges. Consequently, the employees progressively avoid roles perceived as psychological risky (Wu et al, 2025). All these negative factors contribute to persist in labour shortage, high job demands for the remaining staff, and difficulty in attracting new talents for the hospitality organisations. 
7. Higher operational costs
Mental health related turnover, sick leave, and performance issues generate significant financial strain. According to Statista (2026), the higher percentage for the reason of sick leave is attributed to anxiety, depression and other psychiatric illnesses, a value of 25,7% (Appendix 2). These lead to higher overtime payments for the remaining employees to cover gaps and to maintain service levels. Overtime is more expensive than standard hours costs, and if it is used often accelerates exhausting and burnout for the remaining staff, perpetuating a costly cycle of strain and turnover (Kim-Lim, 2020). 
Also, when employee experience anxiety, burnout and emotional exhaustion, the business necessitates continuous cycles of advertising vacancies, interviewing candidates, and training inexperienced staff. These are heavy resourced processes and needs managerial attention, taking it away from the core operational priorities.
Overall, escalating mental health crisis within hospitality industry sector is employing a profound and multidimensional pressure on organisational stability, service delivery, and long-term workforce stability. Rising chronic understaffing and increased absenteeism create operational fragility while declining service quality, customer satisfaction, and commercial performance. These impacts illustrate that employee mental health is not just an individual concern but an essential strategic issue shaping the future viability of hospitality organisations. 
Conclusion
The evidence demonstrates that mental health has become a critical organisational challenge within the hospitality industry, driven by intense emotional labour, resources depletion, and sector specific stressors. Elevated workload, irregular hours, customer incivility, and poor managerial practices, all together wear down employee wellbeing, leading to burnout, turnover. And declining service quality. Theoretical frameworks such as Conservational of Resources, Emotional Labour Theories, and Hospitality Stress Matrix highlight how these pressures accumulate and undermine psychological resilience. As the sector continues to face post-pandemic instability, addressing mental health is essential for sustaining workforce retention, operational performance, and long-term organisational feasibility. 
Recommendations
Addressing the deepening mental health crisis in the hospitality industry requires a strategic, multi-level response the strengthens organisational culture, prioritise employee wellbeing, and stabilises workforce sustainability. Based on the previous findings several evidence informed recommendations are proposed.
First, the organisations prioritise workload management and staffing stability (Walker, 2021), (Ford & Sturman, 2025). Persistent understaffing accelerates resource consumption and emotional exhaustion. Therefore, implementing more accurate demand forecasting, flexible and fair scheduling practices can reduce excessive workloads (Poulston, 2008). Also, investing in retention strategies by offering competitive pay, internal career development, or predictable hours can mitigate turnover and -preserve organisational knowledge (Frye et al, 2020). 
Second, the managerial and leadership behaviours must be strengthened because poor management appears to be a significant trigger of psychological strain (Stadler et al, 2022). Providing required training in emotional intelligence, supportive communication, conflict resolution, and knowledgeable mental health supervision can improve the workplace environment and atmosphere (Mullins & Dossor, 2013). Managers should be able to recognise early signs of burnout, to respond effectively to employee concerns, and to foster a culture where the wellbeing is open and often discussed rather than stigmatised (Mullins & Dossor,2013). 
Third, due the high emotional labour demands of hospitality work, the management team should implement a structured emotional labour support mechanism. For example, regular debriefing sessions, support groups, offer to assistance programs and counselling. Implementing a “Speak-up” culture helps to protect employee, customer and company and creates a safer, ethical, and trustful environment for all (Garcia-Collart, 2024). Also, training employees in deep-acting techniques, customer interaction strategies, and emotional regulation can reduce disagreements and protect phycological resources. 
Fourth, hospitality businesses should embrace a protective wellbeing strategy and integrate mental health into the company policy (Ma et al, 2024). It is necessary to incorporate wellbeing assessments, anonymous feedback, and inclusion of mental health metrics in organisations performance reviews. Applying all these can reinforce its legitimacy and encourage employee engagement (Boella & Goss-Turner, 2020). 
Finally, collaboration across the sector is essential. Industry people, training institutions, and policymakers should work together to promote fair labour standards, improve the image of hospitality careers, strengthen the industry reputation, and develop wellbeing frameworks. Attracting new talents and retain the ones already formed is crucial and ensures a long-term sustainability. 
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