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Abstract
There is an increasing mental health crisis in the hospitality industry that stems from the enduring effects of chronic job stressors, unstable jobs, and the Covid-19 impact. Mental health at work within the hotel industry and other hospitality spaces is the focus of this paper, synthesising recent empirical investigations, reviews of the sector, and seminal literature within the hospitality field. Basing the literature review on people-based crisis management lens and job demand-resource perspective, prevalence and risk factor mapping of the crisis and organisational reaction are presented. Rapid synthesis of evidence based on mixed methods is outlined and an impact evaluation method, which applies a SWOT model adjusted to psychosocial risk, helps understand that the current practice simultaneously moderately reduces the harm but repeats it very frequently. Evidence on case studies shows that ethical leadership, intervention to build resilience, and altering organisational scheduling and compensation can minimise turnover intentions and psychological distress, though availability of intervention is patchy by firm size and place. Located at the end of the paper are specificed suggestions regarding policy, management practice, and future research to transition hospitality to preventative systemic solutions.
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[bookmark: _Toc211432152]1. Introduction
One area that the hotel industry and the hospitality industry have made central both in terms of operational and ethical issues is mental health as the service labour in a hotel becomes emotionally based, shifts are inconsistent and turnover is always high. Customer-facing emotional labour, workload, and precarious contracts combined increase the risk of burnout, anxiety and depression among hospitality employees (Ford and Sturman, 2020; Cooper and Hall, 2019). These pressures were exacerbated by the COVID-19 pandemic, which caused job losses affecting the roles course and infection apprehensions as well as unexposing lack of proper welfare provision by the employer (Bufquin et al., 2021). With unresolved mental health issues reducing supply chains in a tight labour market, absentees from mental health issues will increase both absenteeism and reduced service quality and increased recruitment costs, which are both immoral and unsustainable (Baquero, 2023; Weerakit et al., 2025). Since the module focuses on modern contexts of socio-ethical issues in hospitality, exploring the mental health crisis can provide managers, policy makers and scholars with implementation-friendly research.
[bookmark: _Toc211432153]2. Literature Review
The COVID-19 pandemic severely affected the hospitality industry, and employees received unprecedented stress, anxiety, and depression levels. Most of them started to wonder if it will be worth remaining in the industry. This literature review will discuss the ways in which mental health issues have affected the employees in the hospitality industry as well as the scope of organizational responses aiming at alleviating this current crisis.
As stress and burnout seem to be obnoxious throughout all positions in the hospitality industry, the pandemic magnified these tensions to an even higher effect. Baquero (2023) emphasizes that burnout is among the most powerful factors contributing to employee turnover being a symptom and cause of worsening mental health. The long-lasting exhaustion of workers leads to lowered motivation, excessively high levels of stress, and the quitting pattern usually seems to be the sole possible solution to the problem.
This is strengthened by Wong et al. (2025) and Bufquin et al. (2021) who state that job insecurity and emotional fatigue are significant psychological stress factors. The pandemic left many workers in hospitality with a feeling of stability by worrying about the layoffs or reduced salary, among other things, and many feared losing their jobs. Morale was so low due to the constant fear of being dismissed that the process of exiting the industry altogether became even more attractive. Out of this, essentially, when the workers are no longer in a position to believe that their jobs are safe, the psychological burden ultimately wins over the attachment to the organization.
To this, certain employers have attempted to reverse these mental health battles using resilience-building efforts or stress coping workshops. Nevertheless, such efforts are not enough. According to Schwepker and Dimitriou (2021), leadership should be empathetic and transformational to bring about a real and lasting change. Employees feel recognized and emotionally safe when the executives show their genuine interest in their employees such as being supportive, flexible, and understanding their emotions. An enabling culture of management, therefore, does not only quash stress, but also reinforces the retention of employees.
Even so, at individual level interventions are very limited when structural problems are left unaddressed on a broader scope. According to Lai and Cai (2023) and Haldorai et al. (2023), the changes mentioned above should be systemic, including ensuring the stability of working hours, salaries, and job arrangements. These are material factors which have significant impacts on the outcomes of mental health and although they are easy to implement, this is not so simple. Big companies may have the financial resources to increase remuneration and time regularity, and small enterprises are already overstretched and can hardly compete with them.
Monteiro and Joseph (2023) and Weerakit et al. (2025) go even further and propose more robust institutionalized frameworks in which governments and industry associations would work to establish minimum well-being standards. Such standards might entail others such as restrictions on labor hours, access to mental health, and minimum benefits such as healthcare services. Unless such external provisions are made, the divide between large and small organizations is likely to be increased- and many hospitality workers have few and significant guarantees.
There are a number of theoretical approaches that assist in explaining these problems. The Job Demands-Resources (JD-R) model has been one of the prevailing models, explaining the fact that workers face exhaustion of resources due to heavy job demands (such as long working hours, customer pressure) hence burnout. The crisis management theory provides an additional layer, explaining the fact that systemic shocks, like the pandemic, aggravate these stressors. However, as Wong et al. (2025) justify, most literature available is based on short-term or high-income nation indices, leaving a significant gap in the research literature on how contemporary dynamics occur in low- and middle-income settings.
Besides, the issue of theoretical inconsistency is repetitive. According to Ford and Sturman (2020) and Lai and Cai (2023), researchers frequently separate JD-R and frameworks because, in some cases, the interaction of the three aspects of economic shocks, the choices taken by leaders, and the well-being of employees can give a better result. It might be more fruitfully used to formulate policy and managerial action in a coherent way, although, at present, the literature is rather disjointed and location-specific.
More and more researchers, including Batabyal and Das (2019) and Costa and Costa (2022) believe that the subject of mental health cannot be limited to the HR. Rather it must be integrated into the strategic background of the organization- as much needed as finance or satisfaction of the customer. By positioning employee well-being as a business priority and not a nice-to-have, one will foster the culture of care, which will directly be reflected in improved retention, service quality, and overall performance.
To sum up, it is evident in the literature that the forces of stress, burnout, and job insecurity are still strong driving forces of turnover in the hospitality sector. Whereas resilience programs are useful, supportive leadership creates a wonderful environment, the structural and strategic commitment to do something is needed. 
[bookmark: _Toc211432154]3. Method
The paper provides a synthesis of available literature pertaining to the topic of mental health and employee turnover in the hospitality industry based on the document analysis method. The search of Google Scholar with specified keywords and tracking of the citations of the most significant works (Bufquin et al., 2021; Baquero, 2023; Wong et al., 2025) identified the studies published in 2019 to 2025. Peer-reviewed studies with data pertaining to the service industry were only picked to be considered reliable.
The NVivo was used to code key sources to establish recurring themes, including such concepts as psychological risk factors, responses of the organization, and research quality. In order to bridge the gap between academic literature and practice, reports and texts on the module reading list (Batabyal and Das, 2019; Ford and Sturman, 2020) related to the industry were consulted. An adapted SWOT model was then used to measure strengths, weaknesses, opportunities, and threats in dealing with psychosocial risks. Both quantitative and qualitative information were combined to elucidate the barriers and implications.
Table 1: Selected empirical studies
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A summary of three major studies on the effect of job instability in eliciting stress and turnover intention, with resilience counteracting these, is in table 1. The correlation between burnout and turnover intention is direct and positive in hospitality jobs as depicted in figure 1.
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Figure 1: Relationship between Burnout Levels and Employee Turnover Intention in the Hospitality Industry
(Sources: Baquero, 2023; Bufquin et al., 2021; Weerakit et al., 2025; Wong et al., 2025)

[bookmark: _Toc211432155]4. Theme impact analysis
The ultimate issue of mental health challenges in the hospitality industry has not been a recent occurrence, but the COVID-19 pandemic transformed it into a crisis. Employees were exposed to stress and burnout that they had never experienced before and most of them have opted out of the industry altogether. On a modified SWOT model, this section will critically examine the strengths, weaknesses, opportunities, and threats in mental health and turnover in hospitality to identify what is, what is not, and what progress can be made in the area of meaningful progress.
Strengths: A Growing Focus on Employee Well-Being
A positive aspect is that an increased number of hospitality companies started to focus on the welfare of their employees. Researchers indicate that organizations which invest in employee assistance programs, resilience training, and wellness programs are less stressed and turnover is reduced (Schwepker and Dimitriou, 2021; Haldorai et al., 2023). Transformational and ethical leadership that involves managers being concerned about the welfare of staff has worked particularly well. Supportive leaders create feelings of belonging and feeling of security directly enhancing morale and retention.
Firms that comprehensively include mental health in business are also enjoying the fruits of performance. When employees are truly appreciated, then engagement and productivity levels are automatically increased. The change in culture is an indication that the issue of mental health is not an HR peripheral issue anymore but a determinant of organizational success. Hospitality companies are creating more cohesive and supportive managers through the incorporation of empathy and a sense of psychological safety in their day to day activities.
Weaknesses: Persistent Systemic and Structural Barriers
Irrespective of the improvement, there are still weak points in the industry. The variable nature of most hospitality employees, such as tips, zero-hour contracts, or seasonal shifts, causes both financial and psychological disturbances (Baquero, 2023). This instability will nullify any gains produced by well-being programs because employees would not feel safe when their salaries are not regular and their working schedules are uncertain.
The majority of the hospitality sector consists of the small and medium-sized enterprises (SMEs), which are too small to afford and lack the competence to provide a successful mental health program. Even the initiatives that include such do exist, there is no even assessment of such initiatives despite their existence, their actual impact is still unknown (Wong et al., 2025). Without standard measures, much of the activity is mere appearance rather than change; a cause of burnout and turnover at any given time.
Opportunities: Expanding and Embedding Mental Health Support
The possibilities of integrating psychosocial health into health and safety systems are enormous. Monitoring workload, guaranteeing living wages, and integrating the consideration of mental health into HR policies could produce the stability, equity, and positivity of the long-term workforce sustainability (Schwepker & Dimitriou, 2021).
There would also be sector-wide cooperation that will even out the playing field. Smaller companies may implement mental health programs with minimal financial pressure because shared templates, training programs, and supported by the government subsidies may be used (Monteiro and Joseph, 2023; Weerakit et al., 2025). Furthermore, the leadership development courses based on empathy, communication, and ethical decision-making may have a domino effect- spreading the supportive workplace cultures to the rest of the industry.
Threats: Superficial Interventions and Managerial Complacency
However, real threats remain. Most hospitality organizations use ad hoc, short-term solutions, such as mindfulness sessions or resiliency workshops, which do not focus on the structural factors of stress. These temporary solutions pose a threat of pushing the responsibility of well-being on the employees instead of alleviating working conditions. These programs are not a long-run solution unless the underlying causes of low pay, high workload and inconsistent scheduling are addressed.
There is also changing of workers’ expectations. The psychological safety, the constant support and the ethical leadership offered to employees now are real. Any inability to live up to them may result in image attacks and massive turnover (Bufquin et al., 2021; Wong et al., 2025). Those companies who fail to notice these changes will lose their credibility, as well as their staff, to other companies that take mental health seriously.
Mixed Results: Lessons from Practice
The practical results are inconclusive. As an example, quarantine hotels also created temporary mental health initiatives during the pandemic stress that led to a reduction in stress to disappear after the money ran out (Hadodra et al., 2023). Likewise, the bigger hotel chains tried manager training and changes in scheduling to have only slight improvements but random and long-term effects (Lai and Cai, 2023).
These trends show that individual efforts may be useful but they should be included in a larger strategy that has to be continuous. To offer sustainable solutions, it is necessary to incorporate employee assistance, peer support, stable income systems, and just scheduling between the select day-to-day operations.
[bookmark: _Toc211432156]5. Conclusion
The issue of mental health within a hospitality sector creates severe threats to the employees and their business. Burnout and turnover are caused by the factors such as unstable work conditions, emotional stress, and poor leadership. Nevertheless, stress can be decreased through ethical leadership, reasonable schedules, and well-being proactive efforts, which enhances retention. Actual improvement requires institutional change, not only resilience training. Making mental health part of working strategy, the hospitality sector will be able to enhance the competitiveness, maintain the quality of services and preserve the well-being of the employed personnel in the long run. 
[bookmark: _Toc211432157]6. Recommendations
Psychosocial Risk Assessment
Psychosocial risk assessment should be included in the current health and safety systems in hospitality businesses. This is done by methodically detecting stressors like heavy workload, irregular shifts or inadequate rest periods. Signs of burnout are better identified at the early stages with the assistance of quarterly well-being audits, staff surveys and anonymous feedback tools. On the basis of these results, employers ought to implement the structural modifications, such as pre-programmed and regular shifts, restrictions on the number of working days in succession, as well as sufficient rest periods, to establish a healthier and more balanced work schedule.
Leadership and Training
Good and understanding leadership is necessary. Managers should be trained on ethical supervision, psychological, and emotional intelligence in order to identify the signs of distress in the staff early. Leaders are able to add trust and minimize workplace stress by exercising compassionate communication and proactive support. Job satisfaction and retention when employees feel genuinely taken care of is an automatic given (Schwepker and Dimitriou, 2021).
Support for Small Businesses
The small and medium enterprises do not have the resources to finance strong wellbeing programs. In order to fill this gap, regulatory bodies and trade associations are recommended to offer affordable mental health toolkits, shared service models and subsidies on occupational health initiatives. Moreover, shared networks and collaborative programs may assist small operators to introduce an efficient mental health support system without causing significant financial stress (Monteiro and Joseph, 2023).
Linking Well-Being with Pay
Mental illness and economic stability are inextricably related. Another major way of alleviating stress and burnout is introducing industry-wide working hours’ norms and encouraging living wage programs, backed by tax subsidies or professional certification programs. Financial predictability enables employees, reduces turnover and boosts morale (Baquero, 2023).
Performance and Policy Standards
All the mental health programs should be evidence-based. Pilot programs should also entail pre- and post-assessment of retention, service quality and employee well-being (Wong et al., 2025). Lastly, job security, working hours and mental health rights laws should be enhanced by the policymakers. The need to broaden cross-cultural studies over long terms will make certain that these changes are comprehensive, sustainable as well as efficient in the entire hospitality sector worldwide. 
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