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[bookmark: _Toc227551013]Executive Summary

This report looks at the challenges of keeping staff in a hospitality organisation, based on a work placement experience. A major issue identified is high employee turnover, which is having a negative impact on day-to-day operations, service quality, and staff wellbeing.
To explore the problem, the report uses strategic tools such as SWOT, PESTEL, stakeholder analysis, and the extended marketing mix (7Ps). These help to understand both the internal workplace issues and the external factors that are affecting employee retention.
The main findings show that several factors are driving staff to leave, including low pay compared to competitors, seasonal and unstable work patterns, limited opportunities for career growth, and workplace stress. These challenges are also affecting customer satisfaction, reducing business performance, and damaging the organisation’s reputation.
To address these issues, the report suggests a clear retention strategy. This includes improving the onboarding process, creating better career development opportunities, increasing employee engagement, offering more competitive pay and rewards, and strengthening leadership and management training. These recommendations are supported by well-known workplace motivation theories.
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[bookmark: _Toc227551015]Introduction

This consultancy report focuses on the issue of staff retention within the Morgans Hotel, located in Swansea, United Kingdom. The Morgans Hotel operates under Swansea.com, an investment company based in Swansea that manages a range of local business interests including hospitality (Swansea.com, 2026).
The Morgan Hotel is a historic building that has been modernised to offer comfortable accommodation in the centre of Swansea. Its location is one of its key strengths, as it is close to Swansea Marina and within easy reach of the beach and other local attractions, making it popular with both leisure and business guests (Morgans Hotel 2026b).
Like many hotels in the UK hospitality sector, the Morgans Hotel also faces challenges when it comes to retaining staff. High employee turnover can put pressure on daily operations, reduce consistency in service, and increase the workload for existing employees. Over time, this can also affect staff morale and have a knock-on effect on the overall guest experience.
This report will take the perspective of an external consultant to explore the causes of staff retention issues within the organisation. It will analyse both internal and external factors using tools such as SWOT and PESTEL analysis, along with relevant management and motivation theories. Finally, the report will provide practical recommendations aimed at improving employee retention and supporting long-term organisational performance.
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[bookmark: _Toc227551017]5.1 Understanding the Staff Retention Problem at the Morgan Hotel
Staff retention at Morgans Hotel has become a significant operational challenge. Observations made during the placement indicated that frequent employee turnover, particularly within the food and beverage department, disrupts service continuity and increases pressure on existing staff, who are often required to assume additional responsibilities. High turnover also increases recruitment and training costs due to the continual need to hire and onboard new employees.
Current internal data indicates that only 30.61% of employees remain in their roles, while turnover reached 62.39% in 2025 (Morgans Hotel, 2026c; see Appendix 10). A key factor contributing to low retention appears to be the hotel’s reliance on part-time employees, particularly students and travellers, whose temporary employment patterns affect workforce stability. However, this may also reflect an accepted feature of the hotel’s operating model, as flexible staffing helps meet operational demand while controlling labour costs.
High turnover is also consistent with wider trends in the UK hospitality sector. According to CIPD (2024), 66% of hospitality employees left their roles between January 2022 and December 2023, while average UK turnover stands at 34%. This suggests that turnover is a common challenge within the sector. Similarly, Grenside (2024) reports turnover rates of 54% in the UK, while Gabbitas (2023) argues that 30% of employees leave within their first 90 days because the role does not meet expectations.
Compensation may also contribute to retention challenges. Pay rates at Morgans Hotel range from £10.42 to £12.21 for the food and beverage breakfast team and from £10.00 to £12.25 for housekeeping staff (Morgans Hotel, 2026a; Indeed, 2026a, 2026b; see Appendices 4, 5 and 6). However, UK National Minimum Wage rates are £10.85 for employees aged 18–20 and £12.71 for those aged 21 and over (Clarke, 2019; UK Government, 2026). Moreau and Smith (2026) further note wage increases of 6.7% for employees aged over 21 and 16.3% for those aged 18–20. These wage differentials may contribute to employees seeking alternative employment.
Although Morgans Hotel offers benefits including a company pension, employee discounts, free parking, onsite parking, and hotel room discounts (Indeed, 2026a; 2026b; see Appendices 1, 4 and 5), these may not be sufficient to offset concerns related to low pay, irregular hours, and limited career progression, which have been identified as common causes of turnover (Grenside, 2024).
The hotel manages retention through probation reviews and contractual notice periods ranging from two weeks for food and beverage assistants to six months for managerial roles (Morgans Hotel, 2026c; see Appendices 2, 3 and 7). However, despite these measures, retention remains low, suggesting that further strategies may be needed to improve workforce stability.
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5.2 SWOT Analysis of the Morgan Hotel
One of the key strengths of Morgans Hotel is its location in the centre of Swansea, which provides easy access to shops, the beach, educational institutions, and tourist attractions. This central location enhances convenience for both employees and guests. Morgans Hotel is also considered a friendly and safe workplace, supported by a strong team culture and effective management.
Through initiatives such as Great Work Monthly, the management team rewards employees with vouchers or discounts and provides opportunities for promotion and career progression. This can contribute positively to employee motivation and retention.
A key weakness of Morgans Hotel is the limited focus on employee training, which may contribute to staff turnover. Employees may also experience work overload, while insufficient incentives and benefits may reduce employee retention.
Communication has also been identified as a weakness, as instructions are not always explained clearly or promptly. In addition, low pay may negatively affect employee satisfaction and retention targets.
Employee well-being and mental health support appear to be insufficiently prioritised, particularly for student employees. As a result, students may seek opportunities elsewhere that offer better pay and stronger support. Finally, the hotel appears to place limited emphasis on teamwork, collaboration, and employee development, which may hinder staff growth and organisational performance.
According to Lawrence (2026), if HR does not answer employees’ basic questions such as “Who will I be working for?”, “What support will I receive?”, “Is there progression?”, and “Will this role still be suitable for me in two years’ time?”, employees may feel uncertain about their position. If the organisation does not clearly address these questions, employees may choose to leave without providing specific reasons.
Morgans Hotel has several opportunities to improve its operations and employee retention. One key opportunity is to enhance the training system by providing regular training sessions (daily or weekly) covering new laws, systems, and procedures. Regular meetings could also be introduced to monitor and support employee progression and development.
The hotel could offer additional incentives to retain staff, such as improved benefits and rewards, which would help strengthen employee loyalty. Developing stronger relationships and improving communication between employees and management would also help create a more supportive working environment.
To improve retention, it is important to offer bonuses or review pay structures to ensure employees feel valued in their roles. The hotel could also consider offering progression into roles that better match employees’ interests and skills. For example, an employee working as a food and beverage assistant may prefer to progress into a chef role.
Encouraging teamwork across all departments could also help reduce workload pressure and improve staff retention. In addition, involving employees in decision-making by asking for their suggestions and feedback could support business improvement and long-term growth.
The biggest threat Morgans Hotel could face is changes in legislation, which may affect how the business operates. High staff turnover is also a significant threat to the business. Currently, Morgans Hotel has a turnover rate of 62.39%, which is considered very high and may negatively impact performance and stability.
Competition from other companies offering better pay, benefits, and employee support is another major threat, as employees may choose to leave for more attractive opportunities. In addition, the rising cost of living may affect national wage expectations. For example, the National Minimum Wage is currently £12.71 as of April 2026 (GOV.UK, 2026).
Seasonal demand is another challenge for Morgans Hotel, as tourism levels increase during summer in the United Kingdom, which may create staffing shortages and pressure on available employees. Furthermore, negative online reviews could damage the hotel’s reputation, reduce customer trust, and discourage both guests and potential employees from joining the organisation.
Finally, competition from nearby hotels such as Marriott presents a significant threat. As an international hotel brand, Marriott may attract employees with stronger benefits, career progression opportunities, and higher pay, which could lead to further staff losses for Morgans Hotel.
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Morgans Hotel is significantly affected by political and economic factors within a PESTLE analysis. Current global issues such as war and inflation have impacted the business, as it employs staff and serves customers from countries including Iran, the Middle East, Germany, and others. Changes in legislation within the United Kingdom, such as adjustments to national wage laws, also affect the organisation.
According to the BBC (2025), “inflation holding to 3%,” meaning that rising prices are continuing to impact businesses, employment costs, and consumer spending. This ongoing inflation may lead to increased operational costs and financial pressure on the hotel. Inflation has also been influenced by the post COVID-19 recovery period, as many industries experienced disruption due to lockdowns and closures.
According to McGlauflin and Burleigh (2024), after the COVID-19 pandemic, Marriott Hotel lost 90% of its revenue, and one in four employees left within 90 days. However, the company has been working to recover by introducing flexible working hours, offering additional shifts, increasing part-time roles, implementing blended job roles, and improving staff training programmes. They have also focused more on employee mental health, well-being, and financial support, stating that they invest in employee development.
Another source by Islam (2026) states that global economic conditions, particularly those caused by war, can significantly affect employment stability, leading to higher staff turnover and lower retention rates. Businesses may struggle to retain employees due to rising costs and wage pressures affecting national pay structures.
According to Sanjana (2023), PESTLE analysis is a framework used to understand external factors that can affect an organisation and its employees. PESTLE stands for Political, Economic, Social, Technological, Legal, and Environmental factors. It examines how external influences impact organisations. For example, when the economy is stable and workplace laws are fair, employees tend to feel more secure and motivated. However, issues such as rising living costs or economic instability can create stress and negatively affect performance.
Businesses need to pay close attention to external factors, as they directly influence employee satisfaction, retention, and the overall relationship between employees and the organisation.
[bookmark: _Toc227551020]5.4 Stakeholder analysis
Stakeholders of the Morgan Hotel include employees, customers, owners, suppliers, and managers. Any decision made within the business can have an impact on its operations. The hotel reports an employee retention rate of 30.61%, while turnover stands at 69.39%, due to a variety of reasons (Morgan’s Hotel, 2026c).
Employee retention is important for maintaining loyalty within the business. High retention can lead to repeat customers, improved employee stability, and continued relationships with suppliers. Customer reviews, even minor ones, can significantly affect the business’s reputation. Similarly, employee feedback and reviews can influence turnover and retention rates.
Fair wages and positive working conditions can increase employee engagement, job satisfaction, and job security, which may help reduce turnover and improve long-term retention. Owners are primarily concerned with profitability and the long-term success of the hotel, as business performance directly affects returns and growth.
Managers play a crucial role in balancing the needs of all stakeholders, including meeting owner expectations, supporting employees, maintaining customer satisfaction, and managing supplier relationships. This balance is essential, as decisions that benefit one stakeholder group may negatively affect another. Therefore, managers must make decisions that support the overall success and sustainability of the business (Hristov and Appolloni, 2021).
[bookmark: _Toc227551021]5.5 Theories Related to Staff Retention
According to McLeod (2025), Maslow Hierarchy needs theory says every human has three types of needs: basic needs, psychological needs, and self-fulfilment needs. Basic needs refer to essential requirements for survival, such as food, water, shelter, rest, safety, and security. Psychological needs relate to mental and emotional well-being and include family, friendships, relationships, feelings of respect, and a sense of purpose. Self-fulfilment needs refer to personal growth and achievement, including reaching goals, developing talents, and achieving success, see Appendices 12.
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Staff retention issues at Morgan’s Hotel can affect all departments; however, the food and beverage department is most impacted due to its day-to-day operational demands. One key impact on the hotel is service quality, as a reduced workforce and frequent staff changes can lead to mistakes, slower service, and inadequate training. Ahmed, Siddiqui, and Zafar (2025) state that training and development improve employee satisfaction and reduce turnover rates. If Morgan’s Hotel invests in regular employee training, it may achieve higher retention and reduce staff turnover.
Low retention leads to high turnover, which can reduce staff morale and place additional pressure on remaining employees due to increased workload. This can result in resignations. Frequent staff changes can also weaken teamwork and communication, as employees do not have sufficient time to develop effective working relationships. High turnover may further increase recruitment, interview, and training costs, reducing overall profitability.
Therefore, improving retention strategies such as better training, employee support, and reward systems can enhance both employee performance and customer satisfaction. According to Dogonyaro (2021), employees are more motivated when they receive rewards such as good wages, promotion opportunities, bonuses, and benefits.
.
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In conclusion, staff retention at Morgans Hotel is a major challenge that is having a clear impact on how smoothly the hotel operates, how motivated employees feel, and the overall quality of service provided to guests. The analysis shows that high staff turnover is not caused by one single issue, but rather a mix of internal factors such as relatively low pay, limited training opportunities, unclear communication, and a lack of clear career progression. These are further influenced by external pressures like rising living costs, inflation, and strong competition within the hospitality industry.
Although Morgans Hotel does have important strengths, including its central location, a generally positive workplace culture, and some employee rewards, these are currently not strong enough to fully balance out the factors that are pushing staff to leave. The SWOT, PESTEL, stakeholder analysis, and motivation theories all point towards the same key issue: employees need to feel more supported, valued, and able to develop within the organisation if retention is to improve.
Overall, if Morgans Hotel wants to reduce turnover and improve long-term performance, it will need to take a more proactive approach to supporting its workforce. This includes improving pay and benefits where possible, strengthening communication, offering more structured training, and creating clearer opportunities for progression. By focusing on these areas, the hotel can improve staff retention, reduce costs linked to turnover, and ultimately deliver a more consistent and higher-quality experience for guests.
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To help improve staff retention at Morgans Hotel, there are a few key areas the business should focus on. One of the main steps would be to review pay and benefits so that they are more competitive within the hospitality industry, which would help reduce staff leaving for better-paid roles elsewhere. It would also be beneficial to introduce more structured training, as this would give employees the skills and confidence, they need to do their jobs well and feel more satisfied in their roles. Improving communication between management and staff is also important, so that expectations are clear, and employees feel heard when they give feedback. Alongside this, offering clearer career progression opportunities would encourage staff to see a long-term future within the hotel rather than viewing the job as temporary. Finally, increasing employee engagement through regular check-ins, team meetings, and a stronger focus on work-life balance especially for part-time and student workers would help create a more positive and supportive working environment, which in turn should improve retention.
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Appendices 5 – Housekeeping Assistant Job Pay (Indeed, 2026b).
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Appendices 6 – National Minimum Wage 2026 (GOV.UK,2026).
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Appendices 11 – Figure of the Minimum wage rise (Moreau and Smith, 2026).
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Appendices 12 – Maslow Hierarchy of Needs theory (McLeod, 2025).
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3000612025 1510712025 10 15 days

F&B Assistant FaB 1010612025 10 10 months 4 days

F&B Assistant F&B 09/06/2025 10 10 months 5 days

Porter 26/05/2025 021112025 1 5 months 7 days

F&B Assistant 22/05/2025 06/10/2025 1 4 months 14 days

F&B Assistant 21/05/2025 20/08/2025 kil 2 months 30 days

Porter 07/05/2025 25/06/2025 1 1 month 18 days

Housekeeping Assistant Housekeeping 19/0412025 12 1 months 26 days

F&B Supervisor 29/03/2025 261112025 13 7 months 28 days

F&B Assistant 28/03/2025 07/08/2025 13 4 months 10 days

F&B Assistant 28/03/2025 1710712025 13 3 months 19 days

F&B Assistant 27/03/2025 2011112025 13 7 months 24 days

F&B Supervisor 1210212025 08/06/2025 14 3 months 27 days

F&B Assistant 1210212025 1610512025 14 3 months 4 days

F&B Assistant F&B 03/02/2025 14 1 year 2 months 11 days

Sous Chef 22/01/2025 1410912025 15 7 months 23 days

Porter 1000112025 06/05/2025 15 3 months 26 days

F&B Assistant 07/01/2025 01/03/2025 15 1 month 22 days

F&B Assistant 22/12/2024 3000312025 16 3 months 8 days

F&B Assistant 19/11/2024 1710512025 17 5 months 28 days

Breakfast Supervisor 12/1172024 03/08/2025 17 8 months 22 days

Management Accountant Accounts 111092024 19 1 year 7 months 3 days

Head Of Marketing Marketing 08/07/2024 21 1 year 9 months 6 days

Kitchen Porter 21/05/2024 07112/2025 23 1 year 6 months 16 days

Porter Porters 08/05/2024 23 1 year 11 months 6 days

FOH - Receptionist FOH - Reception 05/05/2024 23 1 year 11 months 9 days

Porter Porters 01/05/2024 23 1 year 11 months 13 days

Housekeeping Assistant 29/04/2024 1810812025 24 1 year 3 months 21 days

F&B Supervisor 04/04/2024 06/02/2025 24 10 months 2 days

Head of Events Events 21/03/2024 25 2 years 24 days

Housekeeping Assistant Housekeeping 1610312024 25 2 years 29 days

Housekeeping Assistant Housekeeping 041112023 29 2 years 5 months 10 days

Housekeeping Assistant 111092023 28/12/2025 31 2 years 3 months 17 days

F&B Supervisor 05/09/2023 28/05/2025 31 1 year 8 months 23 days

Chef de Partie Kitchen 04/09/2023 31 2 years 7 months 10 days

F&B Assistant 1210612023 1000212025 34 1 year 7 months 29 days

F&B Assistant 07/06/2023 3000512025 34 1 year 11 months 23 days

Housekeeping Assistant 01/05/2023 3000612025 35 2 years 1 month 29 days

Kitchen Porter Kitchen 04/03/2023 37 3 years 1 month 10 days

Duty Manager FOH - Reception 27/02/2023 38 3 years 1 month 18 days

Kitchen Porter Kitchen 26/02/2023 38 3 years 1 month 19 days

F&B Assistant 09/12/2022 26/02/2025 40 2 years 2 months 17 days

FOH - Receptionist FOH - Reception 071112022 a1 3 years 5 months 7 days

Events Assistant Events 101012022 a2 3 years 6 months 4 days

Housekeeping Assistant Housekeeping 3000912022 43 3 years 6 months 17 days

F&B Assistant 1810712022 1810512025 45 2 years 10 months

F&B Manager FaB 1410512022 a7 3 years 11 months

Head of Reception FOH - Reception 111052022 a7 3 years 11 months 3 days

Housekeeping Assistant Housekeeping 1000512022 a7 3 years 11 months 4 days

Head Chef Kitchen 01/02/2022 50 4 years 2 months 13 days

F&B Manager 18/1012021 1711012025 54 3 years 11 months 29 days

Housekeeping Assistant 03/07/2021 1810412025 57 3 years 9 months 15 days

Housekeeping Supervi Housekeeping 27/05/2021 59 4 years 10 months 18 days

Head of HR & Payroll Head Office 08/04/2021 60 5 years 6 days

Porter Porters 04/08/2019 80 6 years 8 months 10 days

Housekeeping Assistant Housekeeping 02/07/2018 93 7 years 9 months 12 days

Head Porter 22/03/2016 2710412025 121 9 years 1 month 5 days
02/06/2015 130 10 years 10 months 12 days

Hotels Manager Management 05/05/2015 131 10 years 11 months 9 days

Head of Housekeeping Housekeeping 22/04/2015 132 10 years 11 months 23 days

Housekeeping Supervisor Housekeeping 1810312015 133 11 years 27 days

FOH - Receptionist FOH - Reception 091012004 258 21 years 6 months 5 days
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The minimum wage is rising this April
National Living Wage (per hour) for UK workers aged 21 and
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Staff Benefit for Morgans Hotels Staff
The benefits for The Morgans Collection staff are as follows.

e Complementary one night stay to include parking and breakfast for 2 people (subject to
availability on requested date, and upgrade to best room available at time of check in). Must
be booked through Head of Reception

e 50% off rate Sunday — Thursday and 25% off rate Friday & Saturday, either room only or a B&B
rate for 2 people (upgrade to best room available at time of check in will apply). Must be
booked through Head of Reception

e  40% off food and drink at Morgans or The Georgian (limits may apply)

o 20% off an event total cost e.g., wedding or birthday party

e Complimentary tea, coffee, and soft drinks from the pump whilst on duty

e At the chef’s discretion, leftover food items can be eaten by staff on duty when on break.
This will be managed by chef and management on duty at the time

e Free parking at Pilkington pay and display car park

The following terms & conditions apply. The staff member must.

e  Work for The Morgans Collection

e Bein attendance to receive the benefit

e Be able to prove their employment if asked to do so
e Benefits can be withdrawn at any time




