5OS07: Wellbeing At Work
1.1
The focus for the Sols Hotel Group has primarily been on the customer, with little focus on employees, this has impacted the organisation and the wellbeing of their staff.  Understanding wellbeing theories can help Sols Hotel Group better understand their employees needs and how improvements in wellbeing can impact the whole organisation.
We all have essential wellbeing needs, Self Determination Theory, helps to break down what these needs are in the workplace and how they can be met.  The theory breaks these down into three psychological buckets; autonomy, competency and relatedness. Autonomy relates to employees feeling in control of their work, roles that have elements of decision-making and greater flexibility can provide greater job satisfaction (Lipman, 2024).  Job roles with low autonomy can result in burn out or staff feeling disengaged with their duties. Competency relates to staff having the right skillset and confidence to carry out their roles successfully.  When staff lack confidence or the capabilities to carry out their role, the organisation will see poor performance, leaving staff feeling stressed. Relatedness is driven by a need to feel valued, connected and included to the organisation and the job they are doing. A sense of feel cared for (Lopez-Garrido, 2026).  This theory can help explain some of the challenges Sol Hotel Group are seeing, the survey highlights a disconnect from management and employees feeling undervalued.  The psychological needs to relate to the organisation and connect with staff are not being met.
The Job-Demand-Resource Model, is another theory that can help explain wellbeing at work.  This is an occupational stress framework that explains how wellbeing is affected by the balance between job demands and the resources available to meet those demands.  Job demands are aspects of the role that require, physical, cognitive or emotional effort, such as increased workloads, task interruption or long shift patterns. Resources are factors that help employees manage demands and stay motivated such as constructive feedback, development opportunities, supportive relationships (Demerouti, 2001).  When job demand is high and resources are low, employee wellbeing will be negatively impacted. From the survey in the case study, we know that staff are expected to do long shifts, an increase in job demand. There is a disconnect between management, limited development opportunities and inconsistent communication, which suggest low resources.  This imbalance can lead to staff feeling burned out, stressed, demotivated and unsupported by the organisation (Wellbeing, 2020). 
Both of these theories help explain how understanding the needs of employees and implementing ways of working at meet these needs can help improve wellbeing.

1.2
Wellbeing can be defined as a positive state in which people and communities feel healthy and capable of contributing purposefully.  It reflects a quality of life, resilience, and flourishing from the ability to contribute in meaningful ways (Organisation, 2026). There is a direct link to employees’ wellbeing at work impacting organisation goals and performance (Management, 2024), with more organisations moving to implement wellbeing strategies and ensuring wellbeing is a prioritised agenda point amongst senior management (CIPD, 2025).  
People professional play a critical role in creating healthy and safe working environments. Taking a holistic approach enables them to understand the multifaceted factors that influence wellbeing and to design policies and interventions that focus on prevention and early support. This strategic approach ensures wellbeing is integrated across the organisation (CIPD, 2026). 
Sol Hotel Group has limited HR practices, meaning key wellbeing enablers such as absence management, people data or early intervention is currently underdeveloped.   Strengthening absence management would allow the organisation to track sickness patterns, identify stressors and help with early intervention.  Rising mental health related absences suggest a need for additional support, an employee assistance programme could offer confidential advice or Occupational Health input can support employees returning to work (CIPD, 2026). The case study highlights interest from external partners in providing wellbeing support, access to counselling services as an example could support emotional resilience. Management and culture also play an important part in managing employee wellbeing.  A psychologically safe environment where employees feel able to speak up, make suggestions, discuss feedback helps to build trust and can ensure wellbeing strategies are built on real needs (CIPD, 2026).  Currently as Sol Hotel Group there is a disconnect with management and poor communication, strengthening employee voice could build better relationships with management and improved communication could provide a healthier culture. 
Investing in employee wellbeing can bring opportunities (CIPD, 2025); improved candidate attraction and recruitment, better retention strategies, reduced sickness absence and improved employee engagement.  These opportunities can help Sol Hotel Group resolve some of their current challenges, improving the morale of the workforce will not only improve performance but will also improve the customers experience as they interact are interacting with happier, healthier staff. 
1.3
Wellbeing practices provide significant organisational benefits because they improve how people experience work, strengthen organisational reputation and support sustainable performance.  When employees feel psychologically and socially supported, they are more able to contribute effectively, which directly links wellbeing to organisational outcomes. A key benefit is talent attraction, employer branding and retention.  When an organisation is seen investing in wellbeing it signals that they value people, this strengthens their employee brand and makes them more competitive in the labour market (Forbes, 2025).  The wellness industry is a 2 trillion-dollar market, the shift from wellness becoming an occasional activity previously driven as a reaction to our environment is quickly becoming a lifestyle, a daily routine (Company, 2025). This increased awareness means employers have to do more than tick a box when it comes to wellbeing, practices have to hold meaning and value, the employee value proposition needs to meet their expectations (CIPD, 2025).  When employees feel safe, included and supported they are more likely to stay, reducing turnover costs and protecting organisational knowledge.  Practices such as good job designs, manageable workloads, supportive leaderships and access to wellbeing resources can help prevent burnout and increase motivation, this contributes to stronger performance and increased engagement  (CIPD, 2023).  At Sol Hotel Group, turnover rates have increased, particularly in housekeeping and chef roles.  Improving wellbeing practices for means not only will they attract better talent, but they are more likely to stay if they feel looked after.  This means reliable staff, which results in a smoother customer experience. 
Improving mental health is another major organisational benefit.  Proactive wellbeing practices such as early intervention, psychological safety, training for managers on how to spot signs (ACAS, 2025) and access to support services can reduce stress and sickness absences.  When employees are in a healthy mental state, they are more focused, collaborate and make better decisions, improving productivity (Organisation, 2024).  At Sol Hotel Group, absence rates in mental health have increased, better relationships with management who are trained to recognise early signs can help prevent this.  Being flexible as an organisation and looking at work-life balance can also help reduce stress.   The survey in the case study reports long shifts.  Long shifts can be physically, cognitively and emotionally detrimental to employee’s wellbeing, being open to reviewing this could help Sol Hotel Group find a better balance which could see employees being more productive and motivated in their role (Annoyed, 2025).
Overall, adopting wellbeing practices and investing in wellbeing as an organisation increases capabilities.  It enhances reputation, attracts talent, reduces risks, fosters healthier environments and a more resilient workforce.  These benefits contribute to organisational goals as well as achieving a happier workforce. 
Wellbeing practices provide significant organisational benefits because they improve how people experience work, strengthen organisational reputation, and support sustainable performance. Adopting wellbeing practices mutually benefits both employees and business outcomes. For Sol Hotels Group, operating in the hospitality industry means staff are highly visible to customers, unlike sectors such as call centres where employees are further removed from the customer experience. Staff interactions form a core part of the Sol Hotel Groups brand, so unhappy or stressed employees will directly influence the quality of guest experience and overall customer satisfaction.
Embedding a wellbeing strategy that supports improvements in physical and mental health can help reduce burnout. Recognising the demanding nature of roles within hospitality, particularly housekeeping and kitchen positions, which are physically intensive and often fast-paced a proactive wellbeing strategy can help employees manage these pressures more effectively. Healthier staff brings business benefits such as reduced absence levels. The case study highlights increasing mental health–related absence; training managers to recognise early signs of stress and intervene appropriately can help prevent issues from escalating (ACAS, 2025).  Although there might be a cost attached to initial training, the investments could bring positive returns through reduced risks, stronger employee branding, and improved guest satisfaction scores.  Work-life balance is another important factor which can also contribute to poor mental health. The employee survey reports long shifts, which can be physically, cognitively, and emotionally detrimental to wellbeing (ACAS, 2025). Reviewing shift patterns and offering more flexibility could help Sol Hotels Group reduce stress levels and improve employee motivation and productivity.
Building wellbeing practices into the foundations of the organisation also encourages stronger employee engagement. Employees who feel valued and supported are more likely to be committed to the organisation (Kurnia, 2023). Higher engagement positively influences retention and performance, as employees are more willing to go the extra mile in their roles. Hospitality is an industry known for high turnover rates.  Stabilising retention can reduce recruitment and training costs while ensuring a more experienced and consistent workforce.
In addition, embedding meaningful wellbeing practices strengthens Sol Hotels Group’s employee brand (Glassdoor, 2026). Employees today expect a two‑way relationship with their employer, where the organisation actively supports their wellbeing rather than offering token gestures. People are increasingly aware of the importance of mental and physical health, and they want to work for employers who genuinely invest in creating healthy working environments. It is no longer enough to provide surface‑level initiatives such as a bowl of fruit or occasional pizza day.  Wellbeing should be purposeful, embedded, and clearly valuable to employees. When staff see that wellbeing is taken seriously, it increases trust, improves morale, and positions Sol Hotels Group as an employer of choice in a competitive labour market.
Overall, adopting wellbeing practices at Sol Hotels Group can create a healthier, more motivated workforce, improve customer service, strengthen the brand, and support long-term organisational performance.

2.1
People professionals play a crucial role in embedding wellbeing practices in the workplace.  The strategies and practices they put in place should improve employee wellbeing, ensuring that throughout the organisation wellbeing in considered.  Through their role they will ensure practices are fair and inclusive, provide guidance to managers and monitor people data.  This holistic view, will help build wellbeing into the foundations of organisations allowing them to influence culture, build psychological safety and provide access to resources and training.  The impact they can have will depend on organisational support and the resources available
Wellbeing should be considered throughout an organisation, people professionals play a crucial role in ensuring wellbeing practices implemented, improve employee wellbeing.  People professionals will ensure accountability for fair and inclusive practices, supporting managers in delivering consistent practices and analysing people data.  Understand the needs of the workforce, helps implement wellbeing initiatives that are meaningful and provide value.  When approaching wellbeing strategies, a holistic view can help ensure wellbeing is integrated throughout the organisation shaping culture, encourage psychologically safe environments and providing opportunities for growth.  The success can depend on the support available from leadership and management and the resources available (CIPD, 2025).  Sol Hotels Group have limited formal HR structures but are open to changes.  Building wellbeing practices throughout the organisation, can help build a culture that supports and values its employees.
Leadership and management can set the tone for wellbeing.  Leadership can support wellbeing by building it into its values and making it a part of the organisation’s success.  Leadership play an influential role when it comes to wellbeing, they are responsible for creating psychologically safe environments, allowing employees to speak up and feel heard.  Managers will be the drivers of wellbeing, day-to-day, ensuring they hold space to have meaningful conversations about wellbeing and its importance within the workplace. They act as a role model, often their own wellbeing state will directly influence those they manage 
Leadership and management can directly influence staff and their wellbeing.  They directly interact with employees and are responsible for creating psychologically safe environments, where employees feel empowered to speak up and voice their ideas and concerns.  Ensuring daily encounters with employees are meaningful managers can drive wellbeing initiatives and strategies, that build trust and create a culture where employees feel valued.  Building wellbeing into the values of an organisation ensures that leadership can act as a role model and that wellbeing is seen throughout the organisation at every level (Tate, 2026).  As a stakeholder, they can be very powerful, changing environments and building resilience.  Their direct influence also comes with risks too, poor management skills, pressure to deliver results and inconsistency can have negative effects on wellbeing.  The survey results in Sol Hotel Group highlights a disconnect from management, there is an opportunity within the group to build on these relationships so that management can have meaningful conversations with employees, supporting staff and their wellbeing so they feel valued.
External partners can also contribute to improved wellbeing.  External partners could come in form of employee assistance programmes, occupational health, training providers or charities. External partners can often provide specialist support; they can provide training or help with early intervention.  Having independent help can be supportive to employees as these services are often confidential, which may be more attractive for employees if they don’t want to share information internally.  Seeing an organisation investing in partners can help employees feel valued and supported (Hapi, 2026).  The uptake of external partners will depend on access, awareness and the employee themselves.  Whist the organisation might provide access to such services, there needs to be active contribution from the employee and a want to improve their own wellbeing too. 
External organisations can play an important role in enhancing employee wellbeing. These partners may include employee assistance programmes, occupational health specialists, training providers or charities, all of which can offer expertise that the organisation may not have internally (Suff, 2023). They can deliver personal and targeted support, provide specialist interventions, and help identify issues at an early stage. Due to many of these services operating independently and confidentially, employees may feel more comfortable accessing them, especially if they are reluctant to discuss personal matters with managers or have a poor existing relationship with their manager, as mentioned in the case study. Should Sol Hotels Group invest in credible external partners, it suggests a genuine commitment to employee wellbeing and reinforces to staff that their health and safety are taken seriously. This level of investment can strengthen trust, increase feelings of being valued, and contribute to a more supportive workplace culture as well as strengthening employee branding. Sol Hotel Group have advised local external partners are interested in supporting wellbeing, this could also be a great opportunity for both the group to support other local businesses and provide independent support to its employees. 
2.2
Wellbeing isn’t an isolated activity, it interacts, influences and contributes to every major area of people management.  Organisational systems can impact wellbeing, by taking a holistic approach and embedding wellbeing throughout the many practices in people management, it can ensure wellbeing is protected (Management, 2024)
Building wellness into performance management can help reduce wellbeing risks by ensuring conversations are supportive, transparent and future-focused. Setting out realistic goals and targets can provide transparency, and prevents employees from feeling overwhelmed.  Regular wellbeing check-ins can help managers understand workload, capacity, and stress levels ensuring demands are sustainable, reducing the risk of burnout (ACAS, 2025). Future focused discussions about growth can help create positive and psychologically safe environments, where employees feel valued and supported, rather than judged for past performances.  Layering these conversations with regular constructive feedback helps employees understand both their strengths and areas for improvement, building confidence, clarity and reducing stress. Sol Hotel Group reports employee’s report feeling overworked, regular check-ins with management can help understand workload sustainability.  The survey also highlights long shifts; the check-ins could be an opportunity for staff to discuss work-life balance.  
Employee engagement and wellbeing are closely linked. When employees feel engaged, they experience greater energy, involvement and meaning in their role.  This emotional attachment to the organisation can help build better psychological wellbeing, by helping employees cope more effectively with the demands of their role, reducing stress and risk of burnout.  Engagement can also have social impacts and can spread amongst peers, boosting morale, which can improve team interactions and performance (CIPD, 2021).  Employees report feeling disengagement from management, which also correlates to the decline in staff morale, showing a need for improvement when it comes to employee engagement as this is also impacting customer experience.
Learning and Development, supports wellbeing by helping employees build resilience, confidence and capability. Providing opportunities for leaders and managers increase awareness of stress management, wellbeing and psychological safety enabling them to identify early signs of stress, prevent absenteeism and better support their teams.  Offering similar training to employees empowers them to take control of their own wellbeing.  Regular access to learning and development encourages growth can helps people feel supported and valued.  When employees see opportunities for progression, they are more likely to feel motivated and engaged with an organisation (CIPD, 2026).  The survey highlights that staff feel there is limited career progression, access to learning and development can help employees build skills, find a sense of meaning and strengthen long-term engagement. 
Whilst these this is not a comprehensive list of all people practices; it is clear to see that wellbeing runs throughout them.  A holistic integrated approach is essential to ensure wellbeing is embedded throughout the organisation rather than a stand-alone initiative (CIPD, 2026). 

AC 2.3
When designing an effective wellbeing strategy, there is no ‘one-size-fits-all’ approach.  Although wellbeing spans many inter-related areas, the way an organisation supports health and wellbeing must be individually shaped, considering its culture, workforce characteristics, sector and operating environment. 
The Sol Hotel Group operates within the hospitality sector, where wellbeing risks differ from those in other industries.  In the UK common challenges in this sector include poor work-life balances, high-levels of work-related stress and mental health issues, staff shortages and high retention rates (Hospitality, 2026). These risks are also reflected in case study.  Understanding the specific pressures of the hospitality sector, enables organisations to design wellbeing strategies to address these issues, such as improving shift patterns, strengthening workforce planning to ensure adequate staffing levels, and providing targeted mental health support for employees.
Understanding the demographics of the workforce is essential for shaping wellbeing approaches that are inclusive and meaningful. Different cultural backgrounds, age groups and life stages influence what employees need from a wellbeing strategy, so organisations need to ensure these perspectives are recognised.   Using employee voice mechanisms such as focus groups, wellbeing champions and surveys enables organisations to gather direct insight from staff.  This helps organisations to build wellbeing strategies that reflect real experiences and priorities creating long-term effectiveness (Cloud, 2025).  The case study highlights high turnover rates in housekeeping, and demographics data for this role shows that 72% of housekeepers are female, 63% report feeling underappreciated, 40% have a diploma or less (Org, 2026).  These insights indicate specific wellbeing needs.  Flexible working patterns might better support employees with caring responsibilities.  Access to learning and development could strengthen skills and provide a sense of meaning.  Improved reward and recognition practices can help staff feel valued. Tailoring wellbeing strategies increases relevance and supports retention in roles. 
Another important contextual factor for the Sol Hotel Group is the size and structure of the organisation.  Wellbeing support can look different very different in smaller organisations compared to larger ones, particularly in terms of available resources and access to specialist services (Cloud, 2025).  The case study shows that local businesses have expressed interest in supporting wellbeing, which may be more suitable and cost-effective than employee assistance programmes that are typically used for larger organisations.  The Sol Hotel Group also operates across multiple sites, which can bring challenges in establishing a consistent culture, reinforcing organisational values and maintaining effective communication. Multi-site working can lead to employees feeling unsupported if managers are not visible or accessible. Strengthening relationships between manager and staff through regular check-ins, consistent communication practices and visible leadership can help build trust, ensure employees feel valued, creating a cohesive wellbeing culture across all sites.
AC 3.1
The Sol Hotel Group is experiencing several workforce challenges that are negatively affecting staff wellbeing and contributing to declining customer satisfaction.  Operating across multiple sites has led to staff feeling disconnected from management and experiencing inconsistent communication.  Survey results indicate that employees feel overworked and undervalued, with limited opportunities for progression.  High turnover in housekeeping and kitchen roles, reports of long shifts, further highlights the strain on wellbeing and the need for targeted initiatives.  
One wellbeing initiative the Sol Hotel Group could introduce is a learning and development platform.  This would provide accessible training for staff, helping them to develop skills, build confidence and feel more in control of their roles (UK, 2025).  Targeted wellbeing training for managers could also improve awareness of stress, early warning signs and supportive behaviours, which can strengthen relationships.  The platform could host check-in forms, enabling managers to maintain consistent performance conversations, track objectives and provide regular feedback.  Housing development plans within the system would help employees feel valued and invested in, while a check-in feature showing manager availability across sites could improve visibility and connection.
Another initiative could be the introduction of a flexible working policy and wellbeing-focused scheduling.  Providing predictable rotas in advance can help staff plan their personal lives, reduce fatigue and improve work-life balance.  Allowing shift swaps where appropriate can offer greater autonomy and support employees with caring responsibilities.  Managers monitoring excessive hours, encouraging regular breaks and promoting annual leave would reinforce a culture where wellbeing is prioritised.  These changes could reduce burnout, improve retention and contribute to more consistent customer service (CIPD, 2026). 
 AC 3.2

	The Need Being Addressed
	Employees at Sol Hotel Group report feeling overworked and undervalued, with long shifts and limited breaks, particularly in housekeeping and kitchen roles (Org, 2026).  These conditions are contributing to an increase in absenteeism due to stress related illnesses and high turnover.  Poor working conditions and unsustainable shift patterns can increase the risk of stress, burnout, and poor work-life balance (ACAS, 2025).  Addressing these issues can protect wellbeing and improve retention. 

	Key components of the programme 
	The programme will look to review and redesign shift patterns.  Assessing the current shift structures to understanding the business needs, core hours and staffing levels.  Redesigning shifts to ensure they are sustainable, protect employee wellbeing and reduce fatigue.  

The programme will also look to introduce flexible working and predictable rotas (CIPD, 2026). This can support employees in find better work-life balances. 

Providing managers with clear visibility of employee working hours to ensure staff are not working excessive shifts, are taking regular breaks and are using annual leave appropriately.  This helps managers stay close to wellbeing risks and provide early interventions.

Costs of the programme could vary depending what is already in place at the Sol Hotel Group.  
Time for analysing the current rota, staffing levels and business needed would be resource heavy.  

If there is already a scheduling platform in places small updates could make this implementation relatively low cost, which is something the Sol Hotel Group were keen to do.  

Depending on the results of the analysis they could be costs relating to employing additional staff; recruitment, training and onboarding.

	People involved or affected
	All staff across the Sol Hotel Group will be affected, as improved shift structures and predictable rotas apply to the whole organisation.  Housekeeping and kitchen staff are particularly impacted due to the current long shifts.  Managers will also be directly impacted as they will be responsible for monitoring hours worked, ensuring breaks are taken and will be directly involved in ensuring the new scheduling practices are implemented.

	Potential wellbeing benefits to be gained
	The benefits of implementing this wellbeing initiative are it directly addresses the concerns raised in the surveys and what the business is seeing through high turnover and increased absenteeism. 

Success of the initiative could be measured tangibly through the turnover rate and absenteeism rate. 

Qualitative measures could take place post implementation to see if there is a reduction in employees feeling overworked, if their work-life balance has improved.  Another qualitative measure of success could be around the relationships employees have with their managers.  Currently they report feeling disconnected, manager responsibility for hours worked and ensuring staff are taking regular breaks could reinforce a culture where wellbeing is a priority and strengthen relationships. 




AC3.3
To implement this wellbeing initiate, I would begin with a discovery phase.  This phase would involve research and analysis of the current situation, working closely with the management team to understand the business needs and the core operating hours for each role.  I would gather tangible evidence on the cost of the current issues including, turnover, absenteeism and customer impact. Conducting focus groups across the different sites would help identify whether the needs vary by location or are consistent across the group.  During this stage, I would also identify key stakeholders and assess their influence and interest in the change initiative (APM, 2017). 
Following a comprehensive discovery phase, I would move into the planning and design phase.  This would involve mapping out proposed shift designs that balance business requirements with employee wellbeing.  I would recommend running a pilot, engaging employees early to explain the purpose of the initiative and the importance of their feedback.  A pilot would minimise disruption and provide insight into whether the new shift patterns provide a healthier working environment.  It would also allow managers to test their new responsibilities in practice, enabling the development of training materials and support guides to ensure staff feel supported when the initiative is fully rolled out.  At this stage I would identify the key milestones, dependencies, which might include software updates or recruitment needs to ensure staffing levels are adequate before rollout.  Timelines would also include training and onboarding for any new staff.
For delivery, I would recommend a soft launch, gradually rolling out the new shift patterns across sites (One, 2026).  This approach would allow targeted support during the embedding period and ensure any issues can be addressed promptly, helping to build confidence and consistency across the organisation.  
AC3.4
To measure the success of the initiative it is important to establish a clear baseline of the current issues include, turnover and absenteeism and the associated costs.  These metrics should be monitored throughout the rollout and after full implementation to assess whether the new shift patterns have reduced these pressures.  Absenteeism data should be reviewed before and after the initiative to determine whether the redesigned shifts have created a healthier working environment for staff, reducing their stress and fatigue. Qualitative data should also be captured during the rollout phase to identify any emerging issues and ensure employees feel supported through the transition (Plan, 2026), these could include focus groups, tea parties with leadership, temperature checks.  Understanding how staff are feeling during this period could ensure issues can be identified and addressed early. Repeating the original staff survey will provide a direct comparison of the initial findings.  Additional questions should be included to assess the impact of the new shift designs, such as whether employees are now able to take regular breaks, use annual leave appropriately and feel more connected to their managers.  Using a combination of both quantitative and qualitative measures will provide insight of the initiative’s effectiveness.
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