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[bookmark: _Toc222675133]Abstract
This Placement Research Project critically examines staff shortages and employee retention within front office roles at Coldra Court Hotel, Newport, with specific emphasis on the interaction between remuneration and working conditions. The study responds to ongoing labour instability within the UK hospitality sector, where front office departments remain particularly vulnerable due to their operational centrality and continuous guest-facing responsibilities. Drawing on a qualitative secondary case study design, the research synthesises peer-reviewed academic literature and contemporary industry reports to evaluate how pay structures, workload intensity, supervisory support, and organisational practices influence turnover intention and retention outcomes in hotel environments.
The study is grounded in established theoretical frameworks, including the Job Demands–Resources (JD-R) model, emotional labour theory, organisational justice theory, and job embeddedness perspectives. Through thematic synthesis of relevant hospitality and organisational behaviour research, the findings indicate that remuneration operates primarily as a foundational hygiene factor: inadequate or perceived unfair pay increases dissatisfaction, but financial incentives alone are insufficient to secure long-term retention. Instead, retention outcomes are shaped by the cumulative interaction of compensation fairness, role stress, workload distribution, supervisory support, and perceived career opportunity.
Evidence consistently demonstrates a stress–burnout–turnover pathway in frontline hotel roles. High workload intensity, emotional regulation demands, and role ambiguity increase exhaustion, which in turn strengthens intention to leave. However, job resources — including supportive leadership, rota fairness, autonomy, and opportunities for progression — moderate this relationship. The findings further highlight that retention determinants operate as a “bundle”: incremental improvements in one area are unlikely to yield substantial gains unless accompanied by broader organisational adjustments. Additionally, sector-wide recruitment constraints may intensify internal workload pressures, creating cyclical instability in front office departments.
From an operational perspective, turnover generates both direct replacement costs and indirect service quality risks, particularly within reception functions where consistency, complaint resolution, and guest satisfaction are closely linked to staff experience and stability. The analysis therefore positions front office retention not solely as a human resource issue but as a strategic service-performance concern.
Based on the evidence, the project recommends that Coldra Court Hotel formalise retention as a measurable performance indicator, implement structured workload monitoring mechanisms, strengthen line-management capability, and enhance transparency in remuneration practices. Practical strategies include rota stabilisation, clearer internal progression pathways, visible recognition systems, and improved communication of reward fairness. Emphasis is placed on multi-component interventions rather than isolated pay adjustments.
Overall, the research contributes to hospitality management scholarship by applying established retention theory to a specific departmental context within a UK hotel setting. It demonstrates that sustainable front office retention depends on balanced job demands, equitable reward systems, and supportive organisational environments, all of which are critical to operational resilience and service excellence.
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[bookmark: _Toc222675134]Chapter 1: Introduction
[bookmark: _Toc222675135]1.1 Industry Context and Background
The hospitality industry is a major contributor to the United Kingdom’s economy and labour market. According to the Office for National Statistics (2023), the Accommodation and Food Service Activities sector accounts for approximately 2.6 million jobs within the UK labour market, positioning hospitality as one of the country’s largest service-sector employers. The sector is also characterised by comparatively higher labour turnover relative to many other industries, reinforcing its reputation as a high-churn environment (Office for National Statistics, 2023b). UKHospitality (2023) reports that vacancies have fallen and employment levels have recovered within accommodation and food services, reflecting sector efforts to stabilise workforce supply.
Hotel front office departments are especially exposed to labour instability due to their direct responsibility for guest interaction and service coordination. Core responsibilities such as check-in and check-out procedures, complaint resolution, reservations management and interdepartmental communication require both technical competence and sustained emotional regulation. Emotional labour theory identifies such roles as psychologically demanding because employees must manage their emotions in line with organisational expectations (Hochschild, 1983). Empirical research within hospitality has demonstrated that organisational factors, workload intensity and support structures significantly influence job satisfaction and employees’ intention to remain in their roles (Kim and Jogaratnam, 2010). In addition to psychological demands, structural features of hotel work also shape retention risk. Irregular working hours and unsociable shift patterns have been associated with increased work–life conflict and adverse health outcomes among hotel employees (McNamara et al, 2011). Within front office departments, where peak check-in and check-out periods anchor scheduling patterns, such temporal pressures may intensify turnover vulnerability.
The Chartered Institute of Personnel and Development’s guidance on employee turnover indicates that organisations must understand the various workplace factors — including pay, working conditions, career development opportunities and workload pressures — that influence voluntary turnover and retention outcomes (CIPD, 2025). Within hospitality, these structural factors are compounded by fluctuating occupancy levels and operational unpredictability. Such pressures are particularly evident in front office functions, where staffing shortages can immediately affect service delivery and guest satisfaction. Baum (2019) argues that the hospitality industry frequently struggles to articulate a compelling employment proposition capable of competing with alternative service-sector employers, particularly where career development and job quality are perceived as limited. This critique is relevant to front office roles in regional UK hotels, where positions may be viewed as transitional rather than long-term career pathways.

[bookmark: _Toc222675136]1.2 Organisational Context: Coldra Court Hotel
Coldra Court Hotel, Newport, operating within The Celtic Collection portfolio, provides an appropriate case context for examining these workforce challenges. As a full-service hotel operating in a competitive regional market, front office performance is directly linked to operational efficiency, guest satisfaction metrics and brand reputation. Workforce instability within this department can therefore have strategic and financial implications for the organisation.
The placement experience provided contextual insight into operational pressures consistent with wider industry trends, including intermittent staffing gaps and workload redistribution. These observations reflect broader sector challenges identified in UK labour market reports and academic literature.

[bookmark: _Toc222675137]1.3 Research Problem
Although extensive literature examines turnover and employee retention in hospitality, much research aggregates departments rather than focusing specifically on front office operations. Existing studies commonly explore predictors such as job satisfaction, organisational commitment and job demands–resources (JD-R) model dynamics (Bakker and Demerouti, 2007; Karatepe and Olugbade, 2009). However, there remains a limited focused investigation into how remuneration structures and working conditions interact specifically within UK hotel front office environments.
This lack of integrated analysis restricts the development of targeted retention strategies for front office teams despite their operational importance. Holtom et al (2008) note that much turnover research aggregates across occupational groups, limiting insight into department-specific drivers and practical intervention points. A focused examination of front office roles, therefore, addresses a recognised gap in retention scholarship.

[bookmark: _Toc222675138]1.4 Research Aim and Objectives
[bookmark: _Toc222675139]Research Aim
To critically assess staff shortages and employee retention within front office roles at Coldra Court Hotel, with specific emphasis on remuneration and working conditions.

[bookmark: _Toc222675140]Research Objectives
1. To evaluate the structural nature of front office staff shortages within the UK hospitality sector.
2. To examine the relationship between remuneration practices and employee retention.
3. To analyse the impact of working conditions and workload intensity on turnover intention.
4. To develop evidence-based recommendations to improve retention within the placement hotel context.

[bookmark: _Toc222675141]1.5 Research Question
How do remuneration structures and working conditions interact to influence employee retention in front office roles within the UK hotel sector, and what implications does this have for Coldra Court Hotel?

[bookmark: _Toc222675142]1.6 Structure of the Study
This dissertation is structured into five chapters. Chapter One introduces the research context, research problem and objectives. Chapter Two provides a critical review of relevant literature on staff shortages, remuneration, working conditions and retention in hospitality. Chapter Three outlines the qualitative secondary research methodology. Chapter Four presents and analyses the findings derived from the literature. Chapter Five concludes the study and proposes evidence-based recommendations for improving front office employee retention.

[bookmark: _Toc222675143]Chapter 2: Literature Review
[bookmark: _Toc222675144]2.1 Labour Shortages and Retention in Hospitality
Employee turnover has long been recognised as a structural feature of the hospitality industry. Compared with many other service sectors, hospitality organisations experience persistently higher voluntary turnover rates due to labour intensity, emotional demands and irregular working patterns (Davidson et al, 2010). Deery and Jago (2015) argue that work-life conflict, unsociable hours and limited perceived career progression continue to undermine retention in hotel contexts. Supporting this view, Blomme et al (2010) demonstrate that work–family conflict significantly predicts turnover intention among hotel employees, particularly where shift variability reduces work–life balance. This reinforces the importance of rota stability in operational departments such as front office.
The COVID-19 pandemic intensified these challenges. Baum et al (2020) highlight that hospitality experienced disproportionate employment disruption, accelerating workforce exit and increasing long-term vacancy pressures. Although employment levels have partially recovered, sector instability persists (Office for National Statistics, 2023). Staffing shortages create workload redistribution, particularly in operational departments such as front office functions, where employee presence is essential for service continuity.
High turnover generates operational and financial costs. Tracey and Hinkin (2008) demonstrate that employee replacement incurs substantial direct and indirect costs, including recruitment, onboarding and productivity loss. In guest-facing departments, turnover additionally risks service inconsistency and reduced customer satisfaction (Harter et al, 2002). Despite extensive scholarship, much turnover research aggregates hotel departments, limiting the understanding of front office-specific vulnerabilities.

[bookmark: _Toc222675145]2.2 Theoretical Foundations of Retention
[bookmark: _Toc222675146]2.2.1 Job Demands–Resources (JD-R) Model
The Job Demands–Resources model provides a dominant framework for analysing employee wellbeing and turnover (Bakker and Demerouti, 2007). The model proposes that job demands (e.g., workload, emotional strain, role ambiguity) generate exhaustion when not balanced by job resources (e.g., autonomy, supervisory support, fair compensation).
Empirical hospitality research supports JD-R predictions. Karatepe and Olugbade (2009) show that job resources significantly enhance work engagement among hotel employees, reducing turnover intention. Alola et al (2019) further demonstrate that customer incivility — a common demand in frontline hospitality roles — increases emotional exhaustion, which mediates turnover intention.
Schaufeli and Taris (2014) critically review the Job Demands–Resources framework and argue that an imbalance between job demands and job resources is associated with burnout and disengagement across occupational contexts. COR theory suggests that resource depletion contributes to strain and withdrawal responses when employees are unable to protect or regain valued resources (Hobfoll, 1989; Halbesleben, 2006). These findings are particularly relevant to front office environments where guest interaction and workload pressures are continuous.

[bookmark: _Toc222675147]2.2.2 Emotional Labour and Frontline Stress
Emotional labour theory provides further insight into frontline retention. Hochschild (1983) conceptualised emotional labour as the management of feelings to fulfil occupational expectations. In hospitality, employees must consistently display positive affect, regardless of internal emotional states.
Grandey (2000) reframed emotional labour as emotional regulation and linked surface acting to stress outcomes. Hospitality-specific research confirms that emotional dissonance increases burnout and turnover intention among frontline employees (Chu and Murrmann, 2006; Karatepe and Uludag, 2008).
Recent research extends this understanding. Kim and Qu (2019) report that experienced customer incivility is positively associated with emotional job demands and burnout-related outcomes among hospitality employees. Similarly, Han et al (2016) find that guest mistreatment increases stress and turnover intention. These findings highlight that front office employees may face heightened psychological strain relative to back-of-house roles.

[bookmark: _Toc222675148]2.2.3 Motivation and Equity Perspectives
Herzberg’s (1959) two-factor theory distinguishes hygiene factors (e.g., pay, working conditions) from motivators (e.g., recognition, advancement). Inadequate hygiene factors generate dissatisfaction even when intrinsic motivators are present.
Equity theory (Adams, 1965) further suggests that employees evaluate fairness through social comparison of effort and reward. Perceived inequity in compensation or workload distribution may increase dissatisfaction and withdrawal.
Empirical hospitality research provides support for these theoretical propositions. Nadiri and Tanova (2010) find that perceived organisational justice significantly predicts intent to stay among hotel employees. Cropanzano et al (2007) emphasise that fairness perceptions shape organisational trust and retention outcomes. Thus, remuneration and workload cannot be examined independently from justice perceptions.

[bookmark: _Toc222675149]2.3 Remuneration and Compensation Perceptions
Compensation remains an important structural determinant of employee retention within hospitality organisations. Pay systems signal organisational priorities and influence employees’ perceptions of value and fairness. Chiang and Birtch (2010) demonstrate that pay-for-performance systems shape employee work attitudes within hospitality contexts, particularly when reward structures align with employees’ perceptions of service value congruence. Their findings suggest that remuneration influences attitudinal outcomes, although it operates within a broader organisational framework.
Perceived fairness in reward distribution is equally critical. Drawing on organisational justice theory, Nadiri and Tanova (2010) find that distributive and procedural justice significantly predict turnover intention among hotel employees. Employees who perceive reward systems as fair report lower intentions to leave, indicating that equity perceptions mediate the relationship between compensation structures and retention.
More recent research further emphasises the interactive nature of remuneration and working conditions. Jolly et al (2021) show that pay and benefit satisfaction are negatively associated with turnover intentions among hospitality employees. Importantly, they demonstrate that job variety moderates this relationship, such that employees experiencing greater job variety are less likely to report turnover intention even when pay and benefit satisfaction is lower. This finding indicates that compensation does not operate independently, but interacts with job design factors in shaping retention outcomes.
Guchait et al (2015) find that perceived organisational support strengthens relational psychological contracts, which in turn reduce employees’ intent to leave within hospitality contexts. When employees perceive that organisational obligations are fulfilled, they report stronger attachment to the organisation and lower withdrawal intentions. Jung and Yoon (2015) show that pay satisfaction significantly influences employee engagement and withdrawal behaviours in hotel settings, indicating that inadequate compensation may heighten disengagement under demanding working conditions.
Taken together, the literature suggests that compensation should not be conceptualised purely as an economic variable. Rather, remuneration interacts with job characteristics, fairness perceptions and psychological contract fulfilment to influence retention outcomes. Within frontline hotel departments, where workload variability and emotional demands are high, compensation perceptions may function as a buffering mechanism against turnover intention.

[bookmark: _Toc222675150]2.4 Working Conditions and Organisational Support
Working conditions encompass workload, scheduling, leadership support and organisational climate. Deery and Jago (2015) identify unsociable hours and limited flexibility as persistent drivers of attrition in hospitality.
Karatepe (2013) finds that high-performance work practices and supportive leadership reduce turnover intention in hotel contexts. Alola et al (2019) confirm that job resources, such as supervisor support, buffer the negative effects of customer-related stress.
From a broader HRM perspective, Jiang et al (2012) demonstrate that supportive HR practices enhance employee wellbeing and reduce withdrawal behaviours. These findings reinforce the JD-R proposition that job resources mitigate demand-related strain.
In front office roles, fluctuating occupancy rates, peak service periods, and complaint management intensify workload unpredictability. When these conditions coincide with staffing shortages, role overload may increase burnout risk.

[bookmark: _Toc222675151]2.5 Organisational Implications of Turnover
High turnover generates significant cost implications. Davidson et al (2010) quantify labour turnover costs in hospitality and emphasise productivity loss and training expenses. Harter et al (2002) link employee engagement to business performance outcomes, suggesting that frontline retention influences service quality.
Within front office departments, turnover may disproportionately affect customer satisfaction due to their direct guest interaction. Xie et al (2014) demonstrate that service interactions influence online reputation metrics, further emphasising the strategic importance of frontline stability.

[bookmark: _Toc222675152]2.6 Research Gap
The literature demonstrates that:
· Job demands and resources predict burnout and turnover intention (Bakker and Demerouti, 2007).
· Emotional labour intensifies frontline strain (Grandey, 2000; Kim and Qu, 2019).
· Compensation fairness influences retention outcomes (Chiang and Birtch, 2010; Nadiri and Tanova, 2010).
However, gaps remain:
1. Limited department-specific focus on front office roles.
2. Insufficient integration of remuneration and working conditions as interacting variables.
3. Limited UK contextualisation within department-level analysis.
A recent meta-analysis confirms that turnover intention in hospitality is shaped by multiple interacting antecedents rather than isolated predictors (Park and Min, 2020). This supports the need for an integrated examination of remuneration and working conditions within a single departmental context.
This study addresses these gaps by synthesising hospitality and organisational behaviour literature and applying it specifically to front office retention within a UK hotel context.
[bookmark: _Toc222675153]Chapter 3: Methodology
[bookmark: _Toc222675154]3.1 Research Strategy: Qualitative Case Study Design
This research adopts a qualitative single-case study strategy centred on Coldra Court Hotel, Newport. Case study research is particularly appropriate when investigating a contemporary organisational issue within its real-life setting (Yin, 2018). The phenomenon under investigation — the interaction between remuneration, working conditions and employee retention — is contextually embedded within organisational structures and labour market conditions. As Yin (2018) argues, case study design is suitable when contextual conditions are inseparable from the phenomenon being examined.
Stake (1995) similarly contends that case studies facilitate an in-depth understanding of complex organisational processes. Within hospitality management research, case studies are frequently employed to translate theoretical frameworks into applied operational insight (Veal, 2018). Given that this dissertation seeks to apply established retention theories to a specific placement hotel, the case study approach provides methodological alignment.

[bookmark: _Toc222675155]3.2 Philosophical Positioning
The study is positioned within an interpretivist paradigm. Interpretivism assumes that organisational phenomena are socially constructed and shaped by contextual meaning (Bryman, 2016). Employee retention is not merely a numerical outcome but reflects perceptions of fairness, workload intensity, emotional demands and organisational culture. Saunders et al (2019) argue that interpretivist approaches are particularly appropriate when examining human resource and organisational behaviour phenomena.
Although this study does not involve primary interviews, it synthesises research grounded in employee perceptions and organisational experience. The interpretivist stance, therefore, underpins the analytical orientation of the dissertation.

[bookmark: _Toc222675156]3.3 Secondary Qualitative Method
This research is based exclusively on secondary qualitative data. No primary data collection was conducted. Secondary research involves systematic identification, evaluation and synthesis of existing academic and institutional evidence (Denscombe, 2014).
The decision to employ secondary data was informed by:
· Ethical considerations (no employee participation required)
· Availability of extensive peer-reviewed hospitality retention research
· Feasibility within the scope of a placement-based dissertation
Tranfield et al (2003) argue that systematic literature engagement enhances transparency and methodological robustness in management research. Accordingly, sources were selected based on credibility (peer-reviewed journals), relevance (hospitality and organisational psychology domains), and recency (predominantly within the last 10 years, with seminal works included where theoretically necessary).

[bookmark: _Toc222675157]3.4 Analytical Technique: Thematic Synthesis
The study utilised thematic synthesis as the primary analytical technique. Braun and Clarke (2006) define thematic analysis as a flexible method for identifying and interpreting patterns across qualitative data. Literature was categorised deductively according to the research objectives:
1. Structural staff shortages
2. Remuneration and compensation perceptions
3. Working conditions and workload intensity
4. Retention outcomes
This structured thematic approach enhances analytical clarity and coherence.

[bookmark: _Toc222675158]3.5 Ensuring Research Rigour and Trustworthiness
To achieve methodological rigour, this study applies the trustworthiness criteria proposed by Lincoln and Guba (1985): credibility, dependability, confirmability and transferability.
Credibility refers to confidence in the truth value of findings. Credibility was enhanced through the use of peer-reviewed academic sources and cross-comparison of findings across multiple studies. Triangulation of theoretical perspectives (e.g., JD-R model, organisational justice, emotional labour theory) strengthens interpretive validity.
Dependability concerns the stability and consistency of the research process. An explicit and transparent source selection strategy was applied, ensuring systematic literature inclusion based on defined criteria (relevance, credibility, recency). This supports procedural reliability.
Confirmability refers to the degree to which findings are shaped by evidence rather than researcher bias (Lincoln and Guba, 1985). By grounding arguments exclusively in referenced scholarship and avoiding anecdotal claims, interpretive neutrality is strengthened.
Transferability relates to the extent to which findings may apply to comparable contexts. While case studies are not statistically generalisable (Yin, 2018), analytical generalisation is possible where theoretical insights can inform similar full-service UK hotel environments.

[bookmark: _Toc222675159]3.6 Advantages and Limitations
The case study strategy offers several strengths:
· Contextual depth (Yin, 2018)
· Integration of theory and operational practice (Stake, 1995)
· Applied managerial relevance (Veal, 2018)
· Ethical clarity due to absence of human subjects
However, limitations must be acknowledged. Secondary research depends on the quality and scope of existing literature (Bryman, 2016). Additionally, the absence of primary data restricts direct measurement of employee perceptions within the placement hotel. These constraints are mitigated through systematic literature synthesis and transparent methodological justification.

[bookmark: _Toc222675160]Chapter 4: Findings and Discussion
[bookmark: _Toc222675161]4.1 Findings
[bookmark: _Toc222675162]Theme 1: Remuneration adequacy and perceived fairness
Across UK and international hotel studies, pay is positioned as a baseline hygiene condition for retaining operational staff but rarely as sufficient on its own. Turnover intentions rise where pay is perceived as misaligned with workload, emotional demands and local labour-market alternatives. A meta-analysis of hospitality turnover antecedents found work attitudes and job strain to have among the largest effects, with role stressors and interrole conflict comparatively strong in hospitality (Park and Min, 2020). Remuneration functions as a ‘signal’ of organisational respect and reciprocity, consistent with meta-analytic findings that attitudinal reactions to perceived fairness are more predictive of turnover than absolute reward level alone (Griffeth et al, 2000).
[bookmark: _Toc222675163]Theme 2: Role stress, workload intensity and burnout pathways
The strongest and most consistent pattern in the reviewed literature is a stress–burnout–turnover mechanism for frontline hotel employees. A large-scale study shows that role stress predicts burnout, which in turn predicts turnover intention, with service climate acting as an important boundary condition (Wen et al, 2020). Operational unpredictability—occupancy fluctuations, peak arrivals and complaint handling—concentrates workload pressure in front office teams. Role stress comprises ambiguity, conflict and overload, each of which is associated with elevated burnout risk, and emotional exhaustion has been shown to function as the burnout dimension most proximally linked to turnover intention (Lee and Ashforth, 1996). Consequently, retention risk increases when staffing gaps amplify overload and reduce opportunities for recovery and supervisory support
[bookmark: _Toc222675164]Theme 3: Supervisor support, local leadership and day-to-day retention
Findings consistently place the immediate supervisor as a pivotal retention lever in hotels. Evidence from hotel samples indicates that supervisor support can reduce turnover intention indirectly via employees’ subjective well-being (Gordon et al, 2019). Working conditions are experienced primarily through local leadership behaviours, including rota fairness, autonomy and real-time support after guest incidents. Hospitality research increasingly emphasises “reasons to stay”, highlighting supportive ties and perceived sacrifice associated with leaving (Robinson et al, 2014). Front office retention is therefore as much a line-management capability issue as a HR policy issue. 
[bookmark: _Toc222675165]Theme 4: Recruitment constraints and the shrinking applicant pool
Labour supply constraints compound retention problems because frequent vacancies increase workload and accelerate exits among remaining staff. Research indicates that potential employees perceive hotel work as constrained by unsociable hours, limited development opportunities and negative industry image, reducing attraction into the sector (McGinley et al, 2017). For a hotel such as Coldra Court, vacancy cycles may therefore become self-reinforcing: perceived poor conditions deter applicants, increasing workload for incumbents and intensifying burnout and turnover intention.
[bookmark: _Toc222675166]Theme 5: Embeddedness, reciprocity and “reasons to stay”
Retention improves when employees become embedded through fit, links and perceived sacrifice (Mitchell et al, 2001). In hotels, perceived organisational support strengthens embeddedness and reduces turnover intention (Akgunduz and Sanli, 2017). Organisational sacrifice is consistently associated with lower intention to leave (Robinson et al, 2014). Strengthening internal progression, training and benefits therefore builds the ties that retain staff despite demanding work.
[bookmark: _Toc222675167]Theme 6: Turnover costs and accountability for operational impact
The literature indicates that turnover is not only an HR issue but also an operational and financial risk. Empirical work demonstrates that employee turnover is associated with reduced hotel profitability across multiple properties (Simons and Hinkin, 2001). Complementing this, research on turnover costing in hotels shows that many organisations lack robust accounting visibility of turnover costs and accountability mechanisms, potentially weakening managerial incentives to prioritise retention (Guilding et al, 2014). The implication is that case-study recommendations should include both people-management actions and measurement systems, consistent with configurational HRM evidence demonstrating that bundled practices outperform isolated interventions in reducing turnover (Delery and Doty, 1996).
[bookmark: _Toc222675168]Theme 7: Non-linear relationships and the “threshold” problem in retention
Evidence suggests that the relationship between antecedents (including satisfaction and other attitudes) and intention to leave can be non-linear, meaning improvements may have limited effect until a “threshold” is crossed. Hotel research examining these dynamics indicates that certain factors may exert quadratic effects rather than simple linear effects, emphasising that marginal changes in conditions may not deliver proportional retention gains (Mohsin et al, 2015). For practice, this implies that small pay adjustments or incremental staffing changes may not be sufficient where stress levels are already high; a bundle of interventions may be required to shift employees’ overall evaluation of staying versus leaving.
[bookmark: _Toc222675169]Theme 8: Work–life balance practices and job control as moderators of stress
Hotel work is characterised by irregular rosters and peak-period intensity, which affects employees’ ability to manage non-work responsibilities. Evidence from the hotel and catering industry indicates that job control and work–life balance practices moderate the effect of job stress, reducing negative outcomes where employees have more control and supportive practices are in place (Chiang et al, 2010). This is relevant for front office teams where shift swaps, predictable rota cycles and recovery time after late finishes can materially reduce strain.
[bookmark: _Toc222675170]Theme 9: Low-cost cultural levers that influence retention
Cultural levers such as workplace fun can reduce turnover and improve performance (Tews et al, 2013). While insufficient alone, such practices may strengthen morale and social cohesion.
[bookmark: _Toc222675171]Theme 10: Career opportunities, employability and modern turnover intentions
More recent hospitality research indicates that employees’ perceptions of career opportunity and adaptability shape turnover intentions. Rasheed et al (2020) demonstrate that career adaptability influences turnover intention through employees’ orientation to happiness, with perceived career opportunity acting as a boundary condition. Visible progression pathways within front office roles therefore operate as tangible retention mechanisms.
[bookmark: _Toc222675172]Theme 11: The “bundle” pattern across findings
A cross-cutting finding is that retention determinants operate as a bundle rather than as independent variables. Supportive supervision reduces turnover intention (Gordon et al, 2019), organisational support strengthens embeddedness (Akgunduz and Sanli, 2017), and work–life practices and job control mitigate stress pathways (Chiang et al, 2010). In parallel, sector recruitment constraints increase the likelihood that workload intensifies when vacancies arise (McGinley et al, 2017). Combined with evidence of threshold and non-linear effects (Mohsin et al, 2015), the literature implies that effective retention strategies must be multi-component: stabilise staffing and workload first, then reinforce fairness, support and development to convert improvements into sustained “reasons to stay”.
[bookmark: _Toc222675173]Theme 12: Turnover intention versus actual turnover
Turnover intention is treated as a proximal antecedent of voluntary turnover and offers diagnostic value for early intervention, with meta-analytic evidence demonstrating a consistent relationship between behavioural intention and subsequent exit (Steel and Ovalle, 1984).
Summary of findings against objectives
Taken together, the evidence indicates that front office retention is shaped by interacting determinants: remuneration fairness, role stress and burnout, supervisor support, embeddedness mechanisms and perceived career opportunity. Sector-wide recruitment constraints intensify local workload, making stress reduction and supportive leadership critical. Finally, the operational cost of turnover strengthens the business case for retention strategies that are measurable and accountable.

[bookmark: _Toc222675174]4.2 Discussion

[bookmark: _Toc222675175]4.2.1 Interpreting findings through the research objectives
Objective 1: Structural nature of front office staff shortages
The findings support the interpretation that front office shortages are structural rather than episodic. Recruitment constraints identified in the literature imply that candidate supply is limited by industry image and expectations about unsociable hours and emotional demands (McGinley et al, 2017). In the placement-hotel context, this matters because front office work is service-critical: when vacancies occur, workload is redistributed immediately, intensifying role overload and accelerating burnout. The evidence therefore suggests that a “replace leavers quickly” approach will be insufficient if the applicant pool is constrained; the hotel must reduce preventable exits and make the role more attractive through a credible employment proposition.
Objective 2: Remuneration practices and retention
Remuneration emerged as a necessary but not sufficient driver. The hospitality meta-analysis indicates that job strains and role stressors are highly influential, and these often operate alongside pay perceptions (Park and Min, 2020). This supports a contingent interpretation: pay increases may reduce turnover intention most effectively when they are experienced as fair recognition of demands, and when they coincide with actions that reduce workload pressure. Moreover, evidence of potential threshold effects in turnover determinants implies that incremental pay changes may be “below the line” for many employees, especially in high-pressure roles (Mohsin et al, 2015). For Coldra Court, the practical implication is that pay interventions should be designed as part of a bundle (e.g., staffing stabilisation, supervisor support, and job control), rather than as isolated adjustments.
Objective 3: Working conditions, workload intensity and turnover intention
The discussion can be anchored in the stress–burnout mechanism observed in frontline hotel samples. Wen et al (2020) provide empirical support for burnout as a mediating pathway between role stress and turnover intention. For the placement context, this implies that retention strategy should target upstream causes of burnout: role clarity (standard operating procedures and clear escalation routes), role conflict reduction (consistent priorities during peak periods), and role overload reduction (minimum staffing levels for peak check-in/check-out windows). Evidence that job control and work–life balance practices moderate stress effects suggests that rota predictability, shift-swapping systems, and limits on back-to-back late/early shifts can materially influence turnover intentions (Chiang et al, 2010).
Objective 4: Evidence-based recommendations for the placement hotel
The literature supports several recommendation clusters.
1. Make turnover visible and operationally owned.
Given evidence linking turnover to profitability and the observed lack of robust turnover costing in many hotels, Coldra Court could strengthen retention governance by tracking turnover metrics, vacancy duration, overtime, and onboarding costs at department level (Simons and Hinkin, 2001; Guilding et al, 2014). This aligns operational incentives with HR outcomes and enables targeted interventions for the front office team.
2. Strengthen supervisor capability and support climate
Supervisor support appears to reduce turnover intention via well-being mechanisms, implying that leadership behaviours are an actionable lever (Gordon et al, 2019). For front office operations, “support” should be operationalised: fair rota allocation, active coaching during peak periods, debriefs after guest incidents, and consistent recognition for service recovery work. Leadership development can therefore be framed as a retention intervention, not only a service-quality initiative.

3. Reduce role stress by redesigning peak-period work
Where staff shortages exist, front office work becomes more reactive, creating ambiguity and overload. Findings support adopting a service-climate lens: if teams experience that the organisation prioritises service and provides resources, the negative pathway from role stress to turnover intention is weaker (Wen et al, 2020). For Coldra Court, practical techniques may include peak-time task standardisation, role split between arrivals and queries, and protected time for handovers. These are low-cost process changes that directly affect job strain.

4. Build embeddedness through development and “sacrifice”
Perceived organisational support and embeddedness have direct relevance because they convert organisational investment into reasons-to-stay (Akgunduz and Sanli, 2017; Robinson et al, 2014). The placement hotel could strengthen embeddedness by formalising progression steps, providing cross-training (reservations, events coordination, duty management exposure), and offering credentials that signal employability while also increasing internal fit. Crucially, training investments should be structured to increase organisational “sacrifice” (benefits of staying) without creating coercive retention.

5. Address attraction and retention as a combined system
Recruitment constraints imply that attraction efforts must be realistic about perceived barriers (McGinley et al, 2017). At the same time, retention improvements reduce vacancy pressure, which in turn improves attraction by stabilising workloads. This systems view is consistent with evidence that antecedent relationships can be non-linear; moving from a “high strain” to “manageable strain” regime may require coordinated changes rather than incremental tweaks (Mohsin et al, 2015).

6. Use culture and social climate as a complementary lever
Workplace fun evidence should be interpreted cautiously; it is supportive rather than substitutive. However, in a front office department, small cultural interventions (team huddles, peer recognition, celebrating service successes) can strengthen social links and morale, contributing to embeddedness and lower turnover intentions (Tews et al, 2013). These actions also reinforce service climate.

7. Align career opportunity signals with retention 
The career adaptability evidence suggests that employees evaluate staying through a future-oriented lens, and the perceived availability of career opportunities shapes the relationship with turnover intentions (Rasheed et al., 2020). Coldra Court can operationalise this by mapping internal pathways, advertising success stories, and providing transparent criteria for promotion. This can increase fit and future value, particularly for early-career front office employees.
[bookmark: _Toc222675176]4.2.2 Case-Study Transferability and Evidential Confidence
Using a secondary case-study logic, these findings should be interpreted as mechanism-based explanations that can be transferred to the placement hotel context. The key mechanisms (role stress → burnout → turnover intention; support → well-being → lower turnover intention; organisational support → embeddedness → lower turnover intention) are empirically tested in hotel settings, providing reasonable explanatory power for a UK full-service hotel even where local conditions differ (Wen et al, 2020; Gordon et al, 2019; Akgunduz and Sanli, 2017). Importantly, the turnover-cost and profitability evidence supports managerial relevance: retention is not only a “people” issue but a measurable performance issue (Simons and Hinkin, 2001; Guilding et al, 2014). This supports stronger justification for recommendations that require cross-functional buy-in (operations, finance and HR).
[bookmark: _Toc222675177]4.2.3 Strategic Implementation Priorities
Given the evidence of non-linear and bundled effects, the most defensible implementation sequence is: (i) reduce peak-period overload and clarify roles; (ii) stabilise rota practices and job control; (iii) develop supervisor support behaviours; and (iv) strengthen embeddedness through development and internal progression signals. This order targets upstream drivers of burnout first, then consolidates gains with support and career opportunity signals (Wen et al, 2020; Chiang et al, 2010; Rasheed et al, 2020). The sequence also acknowledges recruitment constraints: improving the employee value proposition can support attraction, but stabilising workload helps retain current staff and reduces vacancy-driven overload (McGinley et al, 2017). 
[bookmark: _Toc222675178]4.2.4 Risk management considerations
A key risk is over-reliance on cultural initiatives (e.g., “fun” activities) without addressing structural workload and fairness issues. The evidence suggests culture can complement, but not replace, structural interventions; thus, initiatives should be framed as supportive climate-building after baseline working conditions are stabilised (Tews et al, 2013). A second risk is implementing pay changes without accompanying workload or supervisor support improvements, which may fail to cross employees’ perceived threshold for staying (Mohsin et al, 2015).
[bookmark: _Toc222675179]4.2.5 Ethical and practical boundaries
Because this project uses secondary evidence and placement observations rather than employee-identifiable data, recommendations should avoid attributing causes to named individuals or claiming specific internal metrics. Instead, the case-study discussion should focus on process and system improvements that are consistent with the evidence base and proportionate to the placement context in the report.
[bookmark: _Toc222675180]4.2.6 Operational Implications for Coldra Court Hotel
Operationally, the synthesis indicates that retention and service quality are mutually reinforcing. Reduced turnover stabilises competence, reduces service failures and increases resilience during peak demand. Conversely, repeated staff loss erodes tacit knowledge, weakens coordination, and increases guest-facing incidents that intensify emotional strain. Because front office is an interface department, these effects can cascade across housekeeping, F&B and revenue functions.
[bookmark: _Toc222675181]4.2.7 External Environmental Analysis: PESTEL
To strengthen the strategic evaluation of front office retention within the placement context, a structured PESTEL analysis is applied to assess external environmental pressures influencing Coldra Court Hotel.
Political and Legal Factors.
UK employment legislation, including National Minimum Wage regulations and Working Time Regulations, constrains wage flexibility and rota design. Compliance requirements may limit rapid structural adjustments, particularly during peak periods. Increased regulatory scrutiny on employee wellbeing and fair scheduling further elevates the strategic importance of retention.
Economic Factors.
Inflationary pressures and cost-of-living increases heighten employee sensitivity to pay adequacy. In competitive regional labour markets, alternative service-sector employment may offer comparable wages with lower emotional intensity. Economic volatility, therefore, amplifies turnover risk when remuneration does not reflect workload demands (Park and Min, 2020).
Social Factors.
Workforce expectations increasingly prioritise work–life balance, wellbeing and psychological safety. Hospitality roles characterised by unsociable hours and emotional labour face greater attraction and retention challenges (McGinley et al, 2017). Social norms around flexibility and mental health awareness raise employee expectations of supportive supervision.
Technological Factors.
Property Management Systems (PMS), online check-in platforms and automation can reduce transactional workload but may simultaneously increase service recovery complexity. Technology can therefore moderate but not eliminate front office stress pathways.
Environmental Factors.
Demand volatility, seasonality and event-driven occupancy fluctuations intensify workload unpredictability, directly influencing role overload and burnout risk.
Legal Factors (Operational Employment Risk).
Grievance procedures, fairness in rota allocation, and equal treatment obligations mean perceived injustice may carry not only turnover risk but reputational and legal consequences.
Overall, the PESTEL analysis confirms that front office retention challenges are not purely internal managerial issues; they are shaped by macro-environmental forces that heighten the importance of strategic workforce planning.
[bookmark: _Toc222675182]4.2.8 Internal Strategic Positioning: SWOT Analysis
A SWOT framework further clarifies how internal conditions at Coldra Court interact with the external environment.
Strengths.
The hotel operates within an established brand portfolio, providing structured service standards and operational systems. Clear SOPs can reduce ambiguity and role conflict when properly implemented.
Weaknesses.
Front office workload concentration during peak periods creates vulnerability to role overload. Emotional labour exposure is inherent to guest-facing operations. Staffing gaps magnify strain and reduce recovery capacity.
Opportunities.
Supervisor capability development represents a high-impact retention lever (Gordon et al, 2019). Formalised progression pathways can strengthen job embeddedness (Akgunduz and Sanli, 2017). Improved rota predictability and workload distribution can directly target burnout pathways (Wen et al, 2020). Transparent pay progression may strengthen perceptions of organisational justice.
Threats.
Labour market competition and sector image challenges constrain applicant supply (McGinley et al, 2017). Persistent turnover may erode service consistency and profitability (Simons and Hinkin, 2001). If workload intensification remains unaddressed, non-linear escalation of exits may occur (Mohsin et al, 2015).
The SWOT analysis reinforces that front office retention requires coordinated internal interventions to counteract external pressures. Strengths must be leveraged to mitigate structural weaknesses, while opportunities for supervisory and career development can buffer against economic and social threats.
[bookmark: _Toc222675183]4.2.9 Limitations of the Study
This project is based on secondary research and a single placement context. While the empirical studies cited provide robust evidence in multiple hotel settings, findings may vary by labour market conditions, unionisation, brand standards and local management. Furthermore, turnover intention is not identical to actual turnover; it is a strong precursor but not a direct measure. Finally, some studies are based on non-UK samples; their relevance to a UK hotel should be treated as transferable at the level of mechanisms (stress, support, embeddedness) rather than at the level of specific effect sizes.
[bookmark: _Toc222675184]4.2.10 Chapter Summary
Overall, the evidence supports a “bundle” view of retention in front office roles: remuneration fairness, workload and stress reduction, supervisor support and embeddedness-building practices interact to shape employees’ decision calculus. For Coldra Court, the most defensible conclusion is that retention improvements will be achieved by integrating operational process redesign with people-management practices and measurable accountability, rather than by relying on any single lever.

[bookmark: _Toc222675185]Chapter 5: Conclusion and Recommendations
[bookmark: _Toc222675186]5.1 Conclusion
This placement research project critically assessed how remuneration structures and working conditions interact to influence employee retention in front office roles within the UK hotel sector, using Coldra Court Hotel as a contextual case. Through a qualitative secondary case-study design, the study synthesised hospitality workforce research and organisational behaviour theory to examine staff shortages, compensation fairness, workload intensity and organisational support mechanisms.
The findings demonstrate that front office retention challenges are structural rather than temporary labour-market fluctuations. Consistent with UK sector data (Office for National Statistics, 2023; UKHospitality, 2023), recruitment constraints intersect with demanding service expectations. However, instability is sustained not solely by attraction difficulties but by retention vulnerabilities embedded within working conditions and role design.
Addressing the first objective, the study confirms that staff shortages are shaped by irregular shift patterns, peak-demand volatility and emotional labour exposure (Hochschild, 1983; Grandey, 2000). Empirical research demonstrates that frontline service intensity increases emotional exhaustion and turnover intention when organisational resources are insufficient (Karatepe and Uludag, 2008; Wen et al, 2020). Shortages therefore reflect a stress–burnout–withdrawal mechanism rather than isolated staffing events.
Regarding remuneration, compensation satisfaction influences turnover intention primarily through perceptions of fairness rather than absolute wage levels (Adams, 1965; Nadiri and Tanova, 2010). However, pay alone does not resolve retention risk. Consistent with bundled HR research (Jiang et al, 2012; Karatepe, 2013), remuneration interacts with workload management, supervisor support and career development structures. Incremental pay adjustments are unlikely to generate sustained improvements if job demands remain excessive.
The Job Demands–Resources framework (Bakker and Demerouti, 2007) provides explanatory clarity: high demands deplete resources and increase burnout risk when support is insufficient. Hospitality-specific studies confirm that burnout mediates the relationship between stressors and turnover intention (Karatepe and Olugbade, 2009; Wen et al, 2020). Supportive leadership and embeddedness mechanisms further moderate retention risk (Gordon et al, 2019; Robinson et al, 2014).
The PESTEL and SWOT analyses contextualised these findings within broader economic pressures and internal strategic capabilities. Financial evidence demonstrates that turnover undermines performance and profitability (Simons and Hinkin, 2001; Guilding et al, 2014), reinforcing retention as a measurable operational priority.
Limitations include reliance on secondary data and turnover-intention modelling rather than observed exits. Nevertheless, turnover intention remains a validated predictor of voluntary exit behaviour (Mohsin et al, 2015).
Overall, front office retention at Coldra Court Hotel is shaped by the interaction between remuneration fairness, workload design, supervisory support and embeddedness processes. Sustainable improvement requires systemic alignment between job demands and organisational resources. Retention should therefore be treated as a strategic operational priority underpinning service quality, employee wellbeing and financial performance.
[bookmark: _Toc222675187]5.2 Recommendations and Practical Strategies
Drawing upon the findings, theoretical insights and placement observations, the following evidence-informed recommendations are proposed to enhance front office retention and operational stability at Coldra Court Hotel. Systematic review evidence suggests that frontline turnover intentions in hospitality are most effectively addressed through multi-component interventions rather than isolated financial incentives (Nguyen et al, 2023).
1. Formalise Retention as a Strategic Performance Indicator
Turnover should be embedded within senior management accountability structures. Empirical research demonstrates that turnover incurs measurable recruitment, onboarding and productivity costs (Simons and Hinkin, 2001; Davidson et al, 2010). The hotel should implement:
· Department-level turnover monitoring
· Vacancy duration tracking
· Overtime and workload reporting
· Exit-pattern analysis
Regular reporting strengthens strategic alignment between HR and operational leadership. Turnover in hotels also generates learning-curve losses and service disruption costs, reinforcing the financial rationale for systematic retention monitoring (Hinkin and Tracey, 2000).
2. Redesign Peak-Demand Workload Allocation
Workload intensity emerged as a primary burnout driver. Based on JD-R theory (Bakker and Demerouti, 2007), reducing excessive demands is a prerequisite to restoring employee resources. Practical measures include:
· Structured segmentation of arrival and query roles during peak periods
· Minimum staffing thresholds at high occupancy
· Clear interdepartmental handover protocols
These changes directly target upstream stressors rather than compensating for their effects. Evidence further indicates that turnover intention fluctuates alongside daily wellbeing and emotional strain, highlighting the operational importance of reducing peak-demand volatility (Shi et al, 2021).
3. Stabilise Scheduling and Improve Work–Life Predictability
Unpredictable shift patterns contribute to stress and withdrawal cognitions (Chiang et al, 2010). Coldra Court should:
· Publish rotas further in advance
· Reduce back-to-back late/early shifts
· Facilitate structured shift swaps
Improved predictability enhances perceived control, a key job resource within JD-R models. Hospitality research consistently links work–family conflict to turnover intentions and demonstrates the retention benefits of flexible, predictable scheduling practices (Blomme et al, 2010).
4. Strengthen Supervisory Capability
Supervisor support plays a buffering role in stress–turnover pathways (Gordon et al, 2019). Leadership development initiatives should focus on:
· Fair rota allocation
· Transparent communication
· Emotional intelligence in service recovery
· Recognition of discretionary effort
Enhancing supervisory competence increases perceived organisational support and job embeddedness. Empirical hotel research confirms that social support resources from supervisors and co-workers significantly reduce withdrawal intentions and improve employee outcomes (Karatepe, 2011).
5. Clarify Career Progression and Internal Mobility
Career opportunity perceptions significantly influence retention (Rasheed et al, 2020). The hotel should:
· Formalise competency frameworks
· Provide cross-departmental exposure opportunities
· Clarify promotion criteria
Strengthened embeddedness increases perceived sacrifice associated with leaving (Robinson et al, 2014). Career-development visibility is particularly influential for hospitality graduates and early-career employees when evaluating long-term sector commitment (Brown et al, 2015).
6. Enhance Remuneration Transparency and Fairness
While remuneration alone is insufficient, fairness perceptions remain central (Nadiri and Tanova, 2010; Jolly et al, 2021). Management should:
· Communicate pay progression criteria clearly
· Review compensation relative to workload intensity
· Ensure procedural transparency in reward allocation
Aligning perceived effort and reward reduces equity-based dissatisfaction (Adams, 1965). Research also supports the importance of bundled high-performance work practices operating through job embeddedness mechanisms to reduce turnover intentions in hospitality contexts (Afsar et al, 2018).
7. Foster a Supportive Service Climate
Positive service climate strengthens engagement and reduces burnout risk (Karatepe and Olugbade, 2009). Low-cost initiatives such as structured briefings, peer recognition and service-recovery debriefs can reinforce psychological support without replacing structural improvements. Service-climate mechanisms are further associated with frontline behavioural outcomes and can indirectly strengthen retention by reducing strain and enhancing the work environment (Kang et al, 2018).

Strategic Implementation Sequence
To maximise impact and manage resource constraints, the following phased approach is recommended:
1. Reduce peak workload intensity
2. Improve rota stability and job control
3. Strengthen supervisory behaviours
4. Formalise career pathways
5. Enhance remuneration transparency
This order addresses core stress drivers before reinforcing engagement mechanisms. A multilevel synthesis of hospitality work–family research also supports positioning work–life supports and developmental practices as strategic components of the employer value proposition (O’Neill and Follmer, 2020).

Final Strategic Reflection
Front office retention at Coldra Court Hotel should not be approached as an isolated HR initiative but as a systemic operational priority. The evidence indicates that stable staffing enhances service consistency, protects tacit knowledge and strengthens guest satisfaction. Conversely, unmanaged turnover amplifies workload, intensifies burnout and erodes organisational resilience.
By implementing coordinated structural and managerial interventions, Coldra Court can strengthen workforce stability, improve employee wellbeing and reinforce long-term service performance within an increasingly competitive UK hospitality environment.
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