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This research investigated how seasonal staff reductions influenced operational efficiency and service quality in hotels, with a practice-oriented focus on the Leonardo Hotel East Midlands Airport. The study examined the tension between cost control and guest experience during off-peak periods when staffing was scaled back. The inquiry was structured around four key objectives, focusing first on analysing the operational challenges that arise from reduced staffing levels, followed by an evaluation of how such reductions affect guest satisfaction and the maintenance of quality standards. It also explored the management strategies implemented to preserve efficiency under these conditions and concluded with a set of balanced, evidence-based recommendations aimed at supporting both operational performance and service excellence. The methodology relied exclusively on secondary, online sources, including academic literature, industry reports, publicly available operational indicators, and guest review platforms. Quantitative evidence from published datasets and benchmarking reports was read alongside qualitative insights derived from case studies and text-mined review commentary, enabling a form of triangulation without primary fieldwork.

Findings indicated that seasonal downsizing consistently compressed labour capacity at the points of highest sensitivity: front office, housekeeping, food and beverage, and maintenance, leading to workload intensification, longer response times, and reduced opportunities for service recovery. Guest satisfaction patterns during lean periods showed a greater variance, with praise for speed and convenience where digital systems were strong, but sharper criticism where delays or cleanliness lapses coincided with visible understaffing. Staff morale was also affected, with secondary sources describing fatigue, lower affective commitment, and a risk of turnover among multitasking employees.

At Leonardo Hotel East Midlands Airport, a notable mitigation strategy lay in the use of digitalisation to decouple service delivery from fixed labour hours. The property enabled online self-check-in and self-check-out; on departure, guests could deposit their key card in a drop-box rather than queue at reception. This practice reduced pressure on front-office staffing at predictable pinch points (arrivals and departures), smoothing peaks and releasing capacity for exception handling. However, the shift also entailed trade-offs: although convenience improved for routine transactions, opportunities for personalisation and in-person service recovery narrowed, and some guests perceived a more transactional experience.

The analysis suggested that the most resilient hotels treated seasonal reductions not as uniform cuts, but as targeted reallocations guided by demand forecasting and task criticality. Cross-training, flexible rosters, and digital task management supported throughput, but quality held firm only when minimum staffing thresholds were protected in housekeeping and maintenance areas most intricately linked to hygiene, safety and perceived value.

Recommendations prioritised a balanced portfolio approach aimed at maintaining both efficiency and service quality. Hotels were encouraged to strengthen workforce planning through demand forecasting based on historical occupancy and, in the case of airport properties, flight-schedule patterns. They were also advised to integrate self-service check-in and check-out systems with a clearly signposted “human help on demand” desk or roaming host to preserve a personal touch. In addition, protecting core housekeeping hours was considered essential for safeguarding cleanliness and hygiene standards. The implementation of cross-training and micro-learning initiatives was highlighted as a means of improving staff flexibility during peak periods, while the use of guest review analytics was recommended to support rapid and data-driven service recovery. For Leonardo Hotel East Midlands Airport, enhancing the self-service model with initiative-taking floor-walking during peak windows and publishing service response targets would preserve the efficiency gains of automation while sustaining guest confidence and perceived care. The study concluded that efficiency and quality need not be zero-sum if digital convenience is deliberately balanced with visible human support at critical touchpoints.
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The hospitality industry is exceptionally sensitive to fluctuations in demand, which makes seasonal variation a major operational challenge for hotels globally (Kravariti, Voutsina & Tasoulis, 2022). During peak periods, hotels must meet elevated guest expectations for speed, quality and personalised service, yet many simultaneously face reductions in staffing due to labour market pressures, temporary contracts or the extended leave of seasonal workers (Edeh et al., 2022). This situation creates a critical tension: how can hotels preserve both efficiency and service quality when resources are stretched thin? With rising operational costs and escalating guest expectations, achieving the appropriate equilibrium has become more important than ever (Baum, 2019).

One well-established brand, Leonardo Hotels (formerly Jurys Inn), operates a strategically important property located next to a major airport terminal. The property plays a dual role: accommodating travellers in transit and serving as a venue for business and conference events. During the summer months, demand rises significantly owing to holiday travel, which results in high occupancy levels, full car parks and large contract business (for example, providing rooms to drivers, airline crew and conference delegates). However, despite this high-demand environment, the hotel often experiences seasonal staff reductions; many seasonal or international workers take extended leave during the same period, leading to understaffing at exactly the time when service pressure is greatest. Prior research shows that labour shortfalls in hospitality can have negative implications for employee morale, service delivery and guest satisfaction (Kravariti, Voutsina & Tasoulis, 2022). Some properties adopt technological solutions such as self-service check-in and check-out systems in response, but the overall effect of such innovations on service quality remains under-explored (Gummerus et al., 2019). Existing literature typically studies cost-control or service quality in isolation, yet few studies address how hotels manage the trade-off between the two during staffing reductions, especially within airport-linked properties with volatile demand patterns. This gap in the research agenda underscores the relevance of the present study.




Research Question:
How do seasonal staff reductions affect operational efficiency and service quality in hotels, and what strategies can be implemented to balance cost control and guest satisfaction? 
A case study of Leonardo Hotel East Midlands Airport.

Aim:
To examine how seasonal staff reductions influence hotel operational efficiency and service quality, and to identify strategies that help hotels balance cost management with guest satisfaction.

Objectives:
· To analyse the operational challenges hotels face during seasonal staff reductions.
· To evaluate the impact on guest satisfaction and service delivery.
· To assess current management strategies used to maintain efficiency and quality.
· To recommend best practices for balancing efficiency, cost control and service quality.

This study provides valuable insights into workforce flexibility, operational resilience, and sustainable service delivery within the hospitality sector. By focusing on a real-world case study, the research contributes practical recommendations for hotel managers seeking to optimise both performance and guest experience during off-peak and high-demand seasons.
[bookmark: _Toc212640008]Chapter 2: Literature Review

[bookmark: _Toc212640009]2.1 Seasonality and Its Implications in Hospitality

Seasonality is a persistent challenge for the hospitality industry, creating fluctuations in demand, occupancy, and operational stability (Baum and Hagen, 1999). Peak seasons bring high guest volumes and pressure to maintain quality, while off-peak periods lead to excess capacity and reduced profits. Baum and Lundtorp (2001) note that these variations affect not only revenue but also workforce management, as hotels must continually adjust staffing to match demand. This is particularly evident in airport and event-driven hotels, where short-term surges strain resources (Karamustafa and Ulama, 2010).

In the UK, dynamic travel behaviour and event tourism have intensified seasonality (VisitBritain, 2023). Airport hotels serve mixed segments of leisure travellers, airline crews, and business delegates, each expecting distinct service standards. Maintaining consistency under fluctuating conditions is vital for brand reputation (Kandampully, Zhang and Bilgihan, 2018). Consequently, many hotels employ flexible scheduling and digital tools to balance demand, though these often heighten employee workload and turnover risk.

[bookmark: _Toc212640010]2.2 Impact of Seasonal Staff Reductions

Labour is a major operational expense, and staff reductions are frequently used for cost control (Jones and Comfort, 2020). Yet, understaffing during busy periods increases workload, service delays, and stress (Robinson et al., 2019). Overburdened employees experience burnout and reduced morale (Deery and Jago, 2015). Multitasking across departments may maintain continuity, but it compromises attention to detail.

Staff shortages also affect guest perceptions. Kim, Lee and Jang (2021) link delays and cleanliness issues to declining satisfaction, while Solnet et al. (2018) warn that even short-term cuts erode service culture and loyalty. Temporary fixes such as outsourcing or casual hires (Zopiatis and Constanti, 2017) are reactive and seldom sustainable, highlighting the need for strategic workforce planning.

[bookmark: _Toc212640011]2.3 Operational Efficiency in Hotels

Operational efficiency means delivering quality service with optimal resources (Jones and Lockwood, 2018). It depends on accurate forecasting, labour planning, and workflow design (Kimes, 2011). Seasonal staff reductions hinder efficiency by creating bottlenecks, slower delivery, and inconsistent standards (O’Neill and Davis, 2011).

At properties such as the Leonardo Hotel East Midlands Airport, multiple guest segments complicate labour allocation. Baker, Magnini and Perdue (2012) emphasise managerial adaptability and real-time coordination. Managers often prioritise essential functions during shortages, protecting operations but weakening the guest experience through reduced staff visibility or slower housekeeping.


[bookmark: _Toc212640012]2.4 Service Quality and Guest Satisfaction

Service quality underpins guest satisfaction and long-term success (Ladhari, 2012). Using SERVQUAL (Parasuraman, Zeithaml and Berry, 1988), researchers highlight that staff shortages diminish responsiveness and empathy (Yavas, Karatepe and Babakus, 2018). Limited staffing reduces personal attention and interaction, making experiences transactional rather than relational.

High season rates raise expectations; when service declines, guests perceive lower value (Chen and Chen, 2014). Even small lapses harm review scores and revisit intentions (Torres, Fu and Lehto, 2019). Online platforms amplify negative perceptions (Filieri, Raguseo and Vitari, 2018).

Nonetheless, effective leadership and training can sustain quality under pressure. Bowen and Whalen (2017) show that a strong service culture and communication mitigate quality decline. However, many hotels cut training during low seasons, deepening the tension between short-term savings and long-term service standards.

[bookmark: _Toc212640013]2.5 Technology and Automation as Strategic Tools

Technology has become central to coping with labour shortages. Self-service check-in/out, mobile keys, and digital kiosks allow guests to manage transactions independently, reducing front-desk demand (Buhalis, Harwood and Bogicevic, 2019). At the Leonardo Hotel East Midlands Airport, online check-in and key drop-off streamline arrivals and departures, enabling operation with fewer staff.

However, Collins and Cobanoglu (2022) caution that automation may erode personal interaction and the emotional essence of hospitality. Ivanov and Webster (2019) similarly note that over-automation risks a transactional atmosphere. Implementation also requires substantial investment and training, which smaller hotels may lack. Thus, technology should complement rather than replace human service, balancing efficiency with authenticity.

[bookmark: _Toc212640014]2.6 Workforce Flexibility and Cross-Training

Workforce flexibility is critical for managing fluctuating demand (Lashley and Rowson, 2019). Flexible schedules, part-time hires, and especially cross-training enhance resilience. Cross-trained staff can shift between departments, maintaining service during shortages (Wirtz et al., 2020). This boosts operational agility and career growth opportunities.

Yet, multitasking can heighten stress and reduce job satisfaction (Deery and Jago, 2015). Success depends on structured training and clear communication. Temporary agency staff offer short-term relief but may dilute service consistency (Martin, Woods and Dawkins, 2021).

Employee motivation is equally vital. When seasonal workers feel valued, they are more likely to return, reducing recruitment costs (Baum, 2020). Treating seasonal staff as expendable undermines retention and organisational knowledge. Flexibility strategies thus need to align with a supportive culture that values development and well-being.
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Despite extensive research, gaps persist. Most studies separate efficiency and quality rather than analysing their trade-off (Jones and Comfort, 2020). Few examine how hotels balance both objectives during labour shortages.

Airport hotels remain under-researched compared to resorts (Karamustafa and Ulama, 2010), though they face distinct challenges serving transient passengers, airline crews, and corporate clients simultaneously.

Additionally, while technology is promoted as a labour solution, little work assesses its dual impact on operational and experiential outcomes (Ivanov and Webster, 2019). Research on practical applications of cross-training or flexible models is limited (Wirtz, Heracleous and Pangarkar, 2020), as is exploration of scenarios where peak demand and staff shortages overlap.
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This study addresses these gaps by analysing how seasonal staff reductions affect both efficiency and service quality in a real setting, Leonardo Hotel East Midlands Airport. The property experiences sharp demand swings from holidays, conferences, and nearby festivals, often coinciding with staff absences.

The research integrates cost control and service quality perspectives, assessing how hotels maintain performance through strategies such as self-service technologies, cross-training, and labour reallocation. Using secondary data, industry reports, literature, guest reviews, and case studies, it evaluates both the benefits and drawbacks of technological and managerial solutions.

By situating the analysis within an airport hotel, the study advances understanding of how hotels balance quality and efficiency under labour constraints. It highlights that this balance is not a simple trade-off but an adaptive process requiring innovation, planning, and an awareness of both guest and employee experiences.

[bookmark: _Toc212640017]Chapter 3: Methods

This research adopted a case study methodological approach to investigate how seasonal staff reductions influence operational efficiency and service quality within the hospitality industry, focusing specifically on the Leonardo Hotel East Midlands Airport. The case study design enables an in-depth examination of real-life organisational phenomena within their contextual settings (Yin, 2018). It is particularly valuable when the boundaries between the phenomenon and its context are blurred, allowing researchers to explore the interaction between management strategies, operational constraints, and environmental factors in practice (Stake, 1995).

The decision to employ a single case study is justified because Leonardo Hotel East Midlands Airport demonstrates distinctive operational conditions that typify the challenges faced by airport hotels more broadly. As Yin (2018) highlights, case studies are especially appropriate for addressing “how” and “why” research questions, making this method well-suited for analysing how hotels balance cost efficiency and service quality during seasonal staff reductions. Furthermore, this approach aligns with a qualitative, interpretivist research philosophy, which seeks to understand meanings, perceptions, and managerial behaviour rather than relying exclusively on quantitative measurement (Saunders, Lewis and Thornhill, 2019). This interpretive stance facilitates a holistic understanding of how contextual variables influence decision-making and operational practices in a dynamic hospitality environment.

[bookmark: _Toc212640018]3.1 Advantages of the Case Study Approach

The principal strength of the case study method lies in its ability to generate rich, contextual insights into complex organisational processes (Baxter and Jack, 2008). By analysing secondary data including operational reports, guest feedback, and industry literature, the researcher can uncover interrelationships between staffing levels, efficiency, and guest satisfaction. The design further supports data triangulation, integrating multiple documentary and online sources to enhance the validity and reliability of findings (Tight, 2017).

As Johnston (2017) observes, the use of secondary data enables researchers to examine real-world phenomena without the logistical or ethical constraints associated with primary data collection, while maintaining analytical rigour. Case-based inquiry also bridges the gap between theory and managerial practice, grounding findings in authentic operational contexts (Ridder, 2017). Accordingly, the case study was the most suitable method for this investigation, enabling a nuanced understanding of how hotels manage the interplay between labour dynamics, service quality, and cost efficiency.

[bookmark: _Toc212640019]3.2 Other Relevant Methods

In addition to the case study approach, several supporting methods were employed to interpret secondary information, including secondary data analysis, document analysis, and thematic analysis.

Secondary data analysis brought together publicly available information from industry reports (e.g., PwC, STR Global, VisitBritain), academic publications, and guest review platforms. This approach was appropriate given the time limit and the absence of direct access to hotel staff (Johnston, 2017).

Document analysis involved reviewing materials such as press releases, annual reports, and academic studies to validate contextual and factual details (Bowen, 2009). Meanwhile, thematic analysis was used to identify recurring patterns and themes within qualitative materials such as workload, efficiency, and service quality trade-offs (Clarke and Braun, 2014). Collectively, these methods provided a structured yet flexible means of synthesising secondary data from multiple credible sources.

[bookmark: _Toc212640020]3.3 Ethical Considerations

Because this study relied solely on secondary and publicly available data, ethical risks were minimal. No direct interaction occurred with human participants, and all materials were already in the public domain. Nevertheless, care was taken to ensure full academic integrity, accurate referencing, and adherence to intellectual property rights (Resnik, 2020). In line with university ethical standards, all data sources were transparently acknowledged, and plagiarism was rigorously avoided.

[bookmark: _Toc212640021]3.4 Limitations of the Chosen Methods

Despite its strengths, the case study approach presents certain limitations. Findings are context-specific and may not be easily generalised to other hotels or regions (Thomas, 2021). Additionally, reliance on secondary data limits opportunities to capture insider perspectives, such as employees’ lived experiences during seasonal peaks. The researcher was also dependent on the accuracy and completeness of publicly available data, which can vary between sources (Johnston, 2017).

However, triangulating data from multiple academic and industry reports helped mitigate these limitations, enhancing both reliability and credibility (Ridder, 2017). The methodological framework combining case study design, documentary review, and thematic analysis provided a balanced and realistic foundation for understanding how hotels respond to seasonal workforce fluctuations through technological, managerial, and structural adaptations.
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[bookmark: _Toc212640023]4.1 Findings
[bookmark: _Toc212640024]4.1.1 Operational Challenges During Seasonal Staff Reductions

The findings revealed that seasonal staff reductions created significant operational challenges, particularly during peak demand periods. At Leonardo Hotel East Midlands Airport, demand fluctuated according to flight schedules, corporate bookings, and local events such as the Download Festival, resulting in unpredictable workload peaks.

Workload intensification was a primary issue, as remaining staff managed multiple roles across departments. At the front office, employees managed check-ins, guest enquiries, and administrative tasks simultaneously, reducing efficiency and increasing errors (Robinson et al., 2019). Housekeeping was particularly affected; high occupancy and limited staffing led to delayed room readiness and reduced cleaning quality, echoing Deery and Jago’s (2015) link between workload and burnout.

Staff shortages also caused front-office congestion, with longer queues and reduced personalisation during busy periods. Understaffing further coincided with overlapping leave, as many international employees returned home during the summer precisely when demand peaked (Baum, 2020). Consequently, morale declined as employees faced heavier workloads without recognition, increasing frustration and turnover risk (Solnet et al., 2018).



[bookmark: _Toc212640025]4.1.2 Impact on Guest Satisfaction and Service Quality

Staff reductions directly affected guest satisfaction and service consistency. Serving diverse segments, including leisure, business, airline crew, and conference guests, Leonardo Hotel struggled to meet varied expectations when understaffed. Longer check-in times were the most visible impact, frequently mentioned in online reviews.
Service personalisation declined as employees prioritised speed over engagement, aligning with Yavas et al. (2018), who argue that understaffing fosters transactional interactions. Housekeeping lapses, such as missed amenities and cleaning delays, further affected guest perceptions (Kim, Lee and Jang, 2021). Service recovery also weakened, as overworked staff lacked time and empowerment to resolve issues effectively (O’Neill and Davis, 2011).

Technology partly mitigated these effects through online check-in/out and key drop boxes, enhancing efficiency but reducing warmth ( Collins and Cobanoglu, 2022). Employee fatigue and low morale visibly influenced service delivery, reinforcing Solnet et al.’s (2018) claim that staff well-being shapes guest experience.

[bookmark: _Toc212640026]4.1.3 Management Strategies to Maintain Efficiency and Quality

To manage shortages, the hotel implemented several strategies: self-service technology, cross-training, flexible scheduling, temporary staffing, outsourcing, and task prioritisation. Automation eased front-office pressure by allowing guests to self-check in, though it reduced opportunities for interaction (Tai, 2021). Cross-training enabled staff redeployment across departments, improving flexibility but occasionally causing stress due to inadequate preparation (Karatepe et al., 2023).

Flexible scheduling through split shifts and variable hours aligned staffing with demand peaks but disrupted work–life balance (Baum et al., 2020). Temporary and agency staff provided short-term relief but required supervision, risking inconsistency (Janta et al., 2021). Outsourcing tasks like laundry and deep cleaning improved productivity but created coordination challenges (Luo et al., 2023).

Task prioritisation ensured essential operations such as check-ins and room cleaning continued smoothly, though at the expense of personalisation (Saito, 2025). Strong teamwork and communication between departments proved vital, as collaborative cultures reduced stress and improved service continuity (Baum and Kralj, 2020).

[bookmark: _Toc212640027]4.1.4 Best Practices and Key Insights

The study identified several best practices for mitigating seasonal staff shortages. Effective demand forecasting using occupancy trends and event data allowed better staffing preparation (Sainaghi and Baggio, 2020), while technology integration streamlined repetitive tasks and improved efficiency (Mariani and Borghi, 2022). However, technology worked best when complementing, not replacing, human interaction (Shin and Perdue, 2022).

Cross-training and employee recognition enhanced adaptability and motivation, supporting operational resilience during high-demand periods (Karatepe et al., 2023). Protecting critical departments such as housekeeping and front office ensured service continuity, while maintaining a pool of returning seasonal employees preserved consistency and reduced training costs (Horner and Swarbrooke, 2021).
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[bookmark: _Toc212640029]4.2.1 Linking Findings to Research Objectives

The findings of this study align with much of the existing hospitality literature, while offering new perspectives based on the operational realities at Leonardo Hotel East Midlands Airport. Consistent with previous research, the study confirmed that seasonal staff reductions create significant operational and service challenges, particularly in labour-intensive departments such as housekeeping and front office (Robinson et al., 2019). However, an important divergence emerged: staff shortages often coincided with peak demand periods because many international and seasonal employees took leave during the summer. This finding challenges the assumption that staffing levels naturally rise during high-demand periods and underscores Baum’s (2020) argument that workforce planning in hospitality often lacks strategic alignment.

Reduced staffing also had clear consequences for service quality and guest satisfaction. Guests reported longer waiting times, reduced personal attention, and inconsistent housekeeping standards, echoing the dimensions of service quality identified by Parasuraman et al. (1988). Overworked employees found it difficult to maintain emotional engagement with guests, confirming Yavas et al.’s (2018) findings on the connection between staff wellbeing and service experience. The inclusion of both guest feedback and operational realities in this case study provided a more holistic understanding of how staff shortages affect both the service provider and the recipient.

Technology emerged as both a facilitator and a limitation. Online check-in systems and key drop-boxes enhanced operational efficiency and reduced workload, supporting Buhalis et al. (2019), who argue that digital tools can relieve labour pressure. Yet, the data also revealed that many guests valued personal contact and perceived automated service as less welcoming. This confirms that technology should complement, not replace, human interaction (Collins & Cobanoglu, 2022). Similarly, management practices such as cross-training and flexible scheduling showed mixed results. While they improved adaptability and resource utilisation (Wirtz et al., 2020), they also increased stress among employees when not supported by adequate training or recognition. Outsourcing and temporary staffing filled short-term gaps but occasionally compromised service consistency due to limited familiarity with hotel standards.

A deeper interpretation of the findings revealed interconnected themes that help explain why staff reductions influence both operational efficiency and service quality. The first is the persistent tension between efficiency and hospitality. While cost control through automation and task prioritisation sustained operations, it simultaneously limited emotional engagement and personalisation, confirming Kandampully et al.’s (2018) argument that excessive focus on efficiency can erode the essence of hospitality. The second theme concerns the human cost of understaffing. Employees experienced heavier workloads and role conflict, leading to stress, fatigue, and declining motivation—conditions long linked to burnout and turnover (Deery & Jago, 2015). This supports the service-profit chain model, which associates employee well-being with guest satisfaction (Solnet et al., 2018).

Technology played a complex role in this dynamic. It increased speed and accuracy but reduced spontaneous human interaction. Guests who valued convenience appreciated the innovations, while others felt alienated by automation. These findings suggest that the most effective operational model combines digital efficiency with human warmth, enabling staff to focus on meaningful interactions rather than repetitive tasks.

The study also emphasised the importance of prioritisation and communication. When staff were scarce, management at Leonardo allocated resources primarily to departments that directly affected guest perceptions, such as housekeeping and front office, echoing Baum’s (2020) view that strategic labour allocation can mitigate service disruption. Moreover, effective teamwork and internal communication were shown to sustain morale and performance under pressure (Bowen & Whalen, 2017). Departments that coordinated admirably adapted more successfully to high workloads, reinforcing the importance of a strong service culture.

For Leonardo Hotel, the results point to several practical implications. Improved workforce planning is crucial, not only by forecasting demand but also by anticipating staff leave patterns and behaviour. Incentivising employees to remain during busy periods or securing additional temporary staff earlier in the season could reduce operational stress. Balancing technology with personal service would also strengthen guest satisfaction, while enhanced communication, recognition, and support systems could improve morale and retention. Structured cross-training programmes and clearer role expectations would ensure flexibility without compromising performance.

At the industry level, these findings highlight the need for more flexible, data-driven, and people-centred workforce models. Hotels must acknowledge that staffing does not automatically adjust with demand and that automation alone cannot maintain service quality. The most resilient hospitality organisations will be those that balance efficiency with empathy, integrate technology strategically, and prioritise employee wellbeing as a foundation for consistent service excellence.

Finally, several limitations must be noted. As this study relied on secondary data and focused on a single property, generalisability is limited. Future research should include primary data collection through staff and guest interviews, as well as comparative studies across hotel types. Quantitative analyses linking staffing levels to guest satisfaction and performance metrics could also provide stronger empirical evidence. Longitudinal research on automation’s impact on service culture and employee identity would further contribute to the field.

In summary, this discussion reinforces that maintaining service quality during seasonal staff reductions requires a comprehensive approach that integrates initiative-taking workforce planning, effective technology use, strong communication, and a supportive organisational culture. Achieving a sustainable balance between efficiency and authentic hospitality is essential not only for Leonardo Hotel East Midlands Airport but for the long-term competitiveness of the wider hospitality industry.

[bookmark: _Toc212640030]Chapter 5 Conclusion and Recommendations:  


[bookmark: _Toc212640031]5.1 Conclusion

This research examined how seasonal staff reductions affect operational efficiency and service quality in the hospitality industry, using Leonardo Hotel East Midlands Airport as a case study. The hotel provided an ideal context due to its diverse clientele airline crews, corporate guests, passengers, and festival attendees and recurring labour shortages caused by employee leave and temporary contracts. The study aimed to explore how hotels can balance cost control with guest satisfaction and identify strategies to maintain performance during fluctuating staffing levels.

The findings showed that seasonal staff reductions created significant operational challenges, particularly in front office and housekeeping, where workloads intensified during high-demand periods. Employees were required to multitask across departments, causing inefficiencies, delays, and reduced service accuracy. These results confirmed previous research linking understaffing to operational stress (Deery & Jago, 2015) but also revealed that shortages often occurred during peak demand rather than low season, highlighting flaws in traditional workforce planning. Misalignment between staff availability and guest volume created operational bottlenecks that affected multiple departments, illustrating the interdependence of hotel functions.

Guest satisfaction also declined as longer queues, inconsistent cleanliness, and reduced personal attention became common during busy events such as the Download Festival. Although self-service technology improved efficiency, many guests perceived the experience as impersonal. The findings reinforced that emotional engagement remains central to hospitality and that technology cannot fully replace human interaction. Understaffing also weakened service recovery, as staff lacked time and autonomy to resolve issues, undermining trust and loyalty.

Leonardo Hotel implemented various strategies self-service systems, cross-training, flexible scheduling, outsourcing, and temporary staffing, to mitigate labour shortages. While these measures-maintained operations, they were reactive and inconsistently applied. Technology eased workload but reduced personalisation; cross-training improved flexibility but increased stress when poorly managed; and temporary staff provided relief but lowered service consistency. Sustainable performance, therefore, requires structured planning, adequate support, and a strong service culture that balances efficiency with empathy.

The most effective approaches combined multiple elements, such as demand forecasting, prioritising key service departments, retaining experienced seasonal workers, and improving communication. These strategies demonstrated that efficiency and quality can coexist when technology complements human service.

Overall, the study concludes that seasonal staff reductions represent a systemic operational challenge rather than a simple HR issue. Staffing levels affect workflow, morale, guest perception, and financial outcomes. For Leonardo Hotel, initiative-taking workforce planning, formal cross-training, and employee well-being initiatives are vital. More broadly, the research highlights the hospitality industry’s need to adopt flexible, data-driven, and people-centred workforce models that balance technological efficiency with genuine human connection, the foundation of sustainable service excellence.


[bookmark: _Toc212640032]5.2 Recommendations  and Practical Strategies

The findings of this research demonstrate that seasonal staff reductions at Leonardo Hotel East Midlands Airport generate operational strain, reduce service quality, and heighten employee stress. While the hotel has implemented initiatives such as self-service technology, flexible scheduling, and cross-departmental support, these measures have been reactive rather than strategic. To achieve sustainable improvement, the hotel should adopt an initiative-taking, structured approach that aligns operational efficiency with a consistent guest experience.

1. Workforce Planning and Staffing Models

A priority is to strengthen workforce planning through data-driven forecasting. Staff shortages often occur during peak periods because employee leave patterns are not aligned with operational needs. The hotel could introduce a digital scheduling platform such as UKG Pro or Deputy to integrate historical occupancy data, flight timetables, and local event calendars. For instance, Premier Inn uses predictive labour-management software to match staffing levels with booking patterns during events at nearby arenas (Akter et al, 2024).

Schedules should be finalised at least six to eight weeks in advance for major events such as the Download Festival. Monitoring annual leave trends would help prevent overlapping holidays, while peak-season retention bonuses or recognition vouchers could encourage staff availability. A “core-plus-flex” model, combining a permanent, trained team with a database of returning seasonal employees or hospitality students, would maintain both continuity and adaptability. This approach mirrors the model successfully used by Marriott Hotels to manage high-demand convention periods.

2. Structured Cross-Training and Skill Development

Cross-training remains central to flexibility but must be carefully managed. Employees should receive structured induction and certification before assuming new duties, with clear role boundaries to prevent overload. Implementing a skill-matrix dashboard similar to the one used by Hilton London Metropole would allow managers to visualise departmental competencies (Hilton Hotels Resorts, 2024). Recognising multi-skilled staff through small salary increments or internal awards would promote motivation and retention. Cross-training should therefore support seasonal peaks rather than substitute for full staffing levels.

3. Technology Integration and Service Balance

Technology should enhance, not replace, human service. Self-check-in and check-out kiosks can remain in place, but a visible concierge or “guest ambassador” at reception should assist guests who prefer personal interaction. A dedicated help-point tablet in the lobby and internal messaging tools could improve coordination without compromising warmth. For example, Accor Hotels combines digital task management with personalised guest greetings through its ALL-Heartiest service culture programme, demonstrating how automation and empathy can coexist effectively (Wu et al., 2024).

4. Communication, Leadership, and Culture

Short daily stand-up briefings should continue to align departmental priorities, while a shared digital noticeboard can display occupancy forecasts and team updates. Managers must remain visible and approachable during peak times, offering recognition through “thank-you” boards or monthly appreciation lunches. Hilton’s “Catch Me at My Best” campaign is a proven model for celebrating staff contributions and building morale (Ollila, 2023). 

Empowering employees to manage guest complaints directly, supported by clear service-recovery guidelines, will build confidence and improve response time. Promoting well-being through fair scheduling, development opportunities, and transparent communication will strengthen loyalty and performance.

5. Strategic Outcome

By adopting these targeted recommendations, Leonardo Hotel East Midlands Airport can create a resilient, efficient, and people-centred operation. Balancing smart technology with genuine human service will ease staff pressure, maintain service quality during seasonal peaks, and enhance both employee engagement and guest satisfaction. These measures also position the property as a benchmark for sustainable workforce management within the regional hospitality sector.
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