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[bookmark: _Toc1610564631]Project Context
The proposed luxury resort hotel in Swansea aims to enhance Wales’ tourism offering by attracting domestic and international visitors seeking high-quality, personalised service. As a labour-intensive industry, hospitality relies heavily on employees to deliver service quality, meaning recruitment is critical to ensuring consistent guest experiences and maintaining brand reputation.
However, the sector faces significant workforce challenges, including high employee turnover, labour shortages, and seasonal demand fluctuations. Recent industry evidence highlights ongoing skills gaps and recruitment difficulties within UK hospitality, increasing pressure on organisations to attract and retain suitably skilled employees (UKHospitality, 2023). In a seasonal tourism destination such as Swansea, these issues are amplified, as demand variability requires a balance between permanent and flexible staffing while maintaining service consistency.
This report adopts an advisory operational planning approach. Such a plan identifies key organisational challenges, applies relevant HR theory and industry evidence to justify decisions, and provides clear, practical recommendations for management implementation.
Focusing on recruitment as a strategic HR function, the report develops an evidence-based operational plan to improve employee attraction, selection, and retention. It also recognises that recruitment must be integrated within a broader HR strategy, including onboarding, training, and retention practices, to ensure sustainable service quality and enhanced guest satisfaction.
[bookmark: _Toc1727003941]Problem Identification
One of the primary challenges facing the proposed Swansea resort hotel is the recruitment and retention of high-quality employees within a competitive and high-turnover hospitality labour market. The sector is characterised by seasonal demand, long working hours, and limited job security, all of which contribute to persistent workforce instability. Recent industry evidence indicates that the UK hospitality sector continues to experience significant labour shortages and skills gaps, increasing competition for suitably qualified employees (UKHospitality, 2023).
High employee turnover creates a continuous cycle of recruitment, increasing operational costs and placing pressure on managerial resources. This also disrupts service delivery, as newly recruited employees often require time to reach expected performance levels, reducing service consistency. In a luxury hotel context, where guest expectations are high, even minor inconsistencies in service can negatively impact customer satisfaction, online reviews, and brand reputation.
Furthermore, hospitality roles require employees to perform emotional labour, involving the regulation of emotions to meet organisational expectations. While this concept remains relevant, more recent research highlights that sustained emotional demands can lead to burnout and reduced job satisfaction, further contributing to turnover (Grandey & Melloy, 2017). This increases the complexity of recruitment, as the organisation must identify candidates who possess both technical skills and emotional resilience.
The Swansea location introduces additional challenges related to seasonality. Fluctuating tourism demand requires a balance between permanent and flexible staffing; however, over-reliance on temporary employees may reduce organisational commitment and service consistency. This creates a strategic tension between cost efficiency and service quality.
In addition, the hotel must recruit employees who align with its luxury service positioning. Failure to attract individuals with strong interpersonal skills, cultural awareness, and customer orientation may result in inconsistent service delivery and reduced guest satisfaction. Therefore, ineffective recruitment represents a critical organisational risk, with direct implications for service quality, employee performance, and long-term business success.



[bookmark: _Toc362625808]Academic Theory and Literature
Recruitment within the hospitality sector can be understood through a range of HR and service management theories that explain the relationship between employees, service quality, and organisational performance. In labour-intensive environments such as luxury hotels, employees are central to value creation, making recruitment a critical strategic function.

[image: ]The Service-Profit Chain (Heskett et al., 1994) suggests that employee satisfaction leads to improved service quality, which in turn enhances customer satisfaction and organisational profitability. This highlights the importance of recruiting employees who possess both technical competencies and strong service orientation. However, this relationship is not always consistent in practice. Contemporary industry evidence indicates that high turnover, labour shortages, and reliance on temporary staff can weaken employee engagement and disrupt service continuity (UKHospitality, 2023). In the context of the Swansea resort hotel, where seasonal demand fluctuations are likely, this suggests that recruitment alone cannot guarantee service quality unless supported by retention and engagement strategies.
[image: ]Human Capital Theory (Becker, 1993) further emphasises the value of employees as a source of competitive advantage. In a luxury hospitality environment, recruiting highly skilled and customer-focused staff can enhance service differentiation and brand positioning. However, the theory assumes that employee capabilities directly translate into performance, which may overlook contextual factors such as organisational culture, leadership, and working conditions. In a seasonal tourism destination such as Swansea, the use of flexible staffing may limit the development and retention of human capital, reducing the long-term benefits of recruitment investment.
The Psychological Contract (Guest & Conway, 2002) provides additional insight into employee behaviour by highlighting the importance of mutual expectations between employers and employees. In hospitality, where roles are demanding and involve emotional labour, unmet expectations can lead to dissatisfaction and early turnover. Recent research suggests that unclear job expectations and poor communication during recruitment are key drivers of employee disengagement, particularly among younger and temporary workers (CIPD, 2022). For the Swansea resort hotel, this reinforces the importance of realistic job previews and transparent recruitment practices to align expectations and reduce turnover.
[image: ]Herzberg’s Two-Factor Theory (Herzberg, 1970) distinguishes between hygiene factors and motivators; however, in hospitality this distinction is often blurred. In the Swansea resort hotel, pay and working conditions are likely to function as both, particularly given the seasonal and demanding nature of roles. Recent industry evidence indicates that competitive pay, working hours, and job security remain key priorities for hospitality employees (UKHospitality, 2023). This suggests that recruitment strategies must clearly communicate these factors to attract suitable candidates. However, relying solely on financial incentives may limit long-term engagement, highlighting the need for complementary HR practices

[image: ]Maslow’s Hierarchy of Needs (Maslow, 1943) proposes that individuals are motivated through a progression of needs; however, this linear model is often criticised for lacking flexibility. In the context of the Swansea hotel, employees particularly seasonal or temporary workers are more likely to prioritise immediate financial stability and job security over higher-level needs. Recent research supports this, indicating that hospitality employees place greater emphasis on short-term employment conditions than long-term self-development (CIPD, 2022). This reinforces the importance of aligning recruitment practices with realistic employee expectations in a seasonal labour market.
Finally, the Flexible Firm Model (Atkinson, 1984) is highly relevant in a seasonal tourism context, as it advocates the use of core and peripheral workers to achieve labour flexibility. While this approach supports operational efficiency, it may create divisions within the workforce, reduce employee commitment, and negatively impact service consistency. In a luxury hotel environment, where personalised and consistent service is essential, over-reliance on peripheral staff may undermine brand standards and guest satisfaction.
Overall, while these theories provide valuable frameworks for understanding recruitment and employee behaviour, their limitations highlight the need for a context-specific approach. It is therefore recommended that the Swansea resort hotel integrates these theoretical insights into a structured operational recruitment plan that balances flexibility with employee engagement and long-term service quality.
[bookmark: _Toc1101230901]Advisory Operational Recruitment Plan
The recruitment strategy for the Swansea resort hotel should be structured, strategic, and aligned with business objectives

[image: ]
Figure X: Recruitment Operational Plan Gantt Chart for Swansea Resort Hotel.
It is recommended that the Swansea resort hotel adopts a structured and strategic recruitment process aligned with its operational objectives and luxury service standards. As illustrated in Figure X (Gantt Chart), the recruitment timeline should begin with workforce planning and job analysis, ensuring that staffing requirements reflect both operational demand and anticipated seasonal fluctuations. In a tourism destination such as Swansea, inaccurate forecasting may lead to understaffing during peak periods or overstaffing during low demand, highlighting the need for data-informed planning.
[image: ]
The flowchart outlines a structured recruitment process for the Swansea resort hotel, beginning with workforce planning and job analysis to align staffing needs with service standards and operational demand. However, in a seasonal tourism context, fluctuations in demand may limit forecasting accuracy, creating challenges in maintaining optimal staffing levels.


Table: Recruitment Operational Plan Gantt Chart for Swansea Resort Hotel
 Source: Kirsty Skidmore, adapted from CIPD (2024)
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This table summarises the key operational recruitment actions required to support effective workforce planning and service delivery within the Swansea resort hotel
The recruitment and selection process should incorporate targeted advertising, multi-channel sourcing, and structured assessment methods. The use of competency-based interviews and practical assessments can improve candidate quality by evaluating both technical skills and customer service capabilities. However, these methods require time and resources, potentially increasing recruitment costs. Additionally, while role-play scenarios can assess interpersonal skills, recent research suggests that emotional labour performance is difficult to predict during selection, requiring ongoing management support (Grandey & Melloy, 2017).
Background checks and reference verification are essential to ensure legal compliance and minimise organisational risk. However, overly complex procedures may negatively affect candidate experience, particularly in a competitive labour market where applicants have multiple employment options (CIPD, 2022). Therefore, the process must balance efficiency with accessibility.
The final stages of onboarding and development are critical in supporting employee integration and service consistency. Effective onboarding has been shown to improve retention and engagement, particularly in high-turnover sectors such as hospitality. However, this requires continuous investment in training and management practices.
Overall, this recruitment plan supports key theoretical frameworks, including the Service-Profit Chain and Human Capital Theory, by prioritising the selection of high-quality employees. Nevertheless, its success depends on integration with wider HR strategies to ensure long-term employee engagement and consistent service delivery.
[bookmark: _Toc1125753175]Critical Evaluation
The proposed recruitment plan enables the assessment of both technical competencies and interpersonal skills, which is essential in a luxury hospitality environment where service quality is shaped by employee behaviour and guest interaction (Bowie et al., 2016). The use of structured interviews and practical assessments improves fairness and selection accuracy; however, these methods require time, training, and financial investment, potentially increasing recruitment costs and limiting responsiveness during peak periods (Armstrong & Taylor, 2023).
Flexible staffing supports seasonal demand in a tourism destination such as Swansea, but over-reliance on temporary employees may reduce organisational commitment and lead to inconsistent service delivery. This presents a significant challenge in a luxury hotel context, where personalised and consistent service is critical to maintaining brand standards (Baum, 2019). Recent evidence also suggests that high reliance on flexible labour can negatively impact employee engagement and retention (CIPD, 2022).
Legal compliance with the Equality Act (2010) is essential to ensure fair recruitment practices and avoid discrimination (UK Government, 2013), although strict procedures may increase administrative complexity. Overall, the plan must balance cost, flexibility, and service quality, and its success depends on integration with broader HR strategies (Armstrong & Taylor, 2023).
[bookmark: _Toc815858925]Impact on Service, Hospitality and Guest Experience 
Effective recruitment has a direct impact on service quality, employee performance, and overall guest experience within the proposed Swansea resort hotel. As a luxury hospitality business, service delivery is highly dependent on employee interactions, meaning staff behaviour, communication, and emotional engagement significantly influence guest perceptions (Bowie et al., 2016). A structured recruitment process enables the hotel to select individuals with both technical competencies and essential soft skills, such as empathy and emotional intelligence, which are critical for delivering consistent and personalised service.
Furthermore, effective recruitment supports employee engagement and motivation, which are key drivers of service quality. The Service-Profit Chain suggests that engaged employees are more likely to deliver high-quality service, leading to increased customer satisfaction, positive reviews, and repeat business (Heskett et al., 1994). This is particularly important for the Swansea resort hotel, where maintaining a strong reputation is essential for attracting both domestic and international visitors.
However, recruitment alone cannot guarantee sustained service quality. High turnover, particularly in a seasonal tourism destination such as Swansea, may reduce service consistency and increase operational costs (Baum, 2019). Therefore, recruitment must be integrated with broader HR practices to support long-term employee performance and enhance overall guest experience.
[bookmark: _Toc1340354515][bookmark: _Toc318185805]Conclusion
In conclusion, recruitment represents a critical strategic function within the proposed Swansea resort hotel, as it directly influences employee performance, service quality, and overall guest experience. In a labour-intensive and seasonal hospitality environment, the ability to attract employees with both technical competence and strong interpersonal skills is essential to delivering consistent and high-quality service.
The application of key theories, including the Service-Profit Chain, Human Capital Theory, and the Psychological Contract, highlights the importance of aligning employee capabilities with organisational objectives. However, these frameworks are limited by their assumption of stable working environments, which does not fully reflect the realities of high turnover, labour shortages, and fluctuating demand within the hospitality sector.
The advisory operational recruitment plan provides a structured and practical approach to addressing these challenges within the Swansea resort hotel. Nevertheless, recruitment alone is insufficient to ensure long-term success. Its effectiveness depends on integration with wider HR practices, including onboarding, training, performance management, and employee retention strategies.
Ultimately, sustainable success will depend on the organisation’s ability to adopt a holistic HR approach, ensuring consistent service delivery, enhanced guest satisfaction, and long-term competitive advantage.
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