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Abstract 
This paper looked into the mental health crisis of frontline hospitality workers, which in this case considered work intensity and burnout in Hotel Novotel Birmingham city centre. The investigation investigated the contributions of operational pressures, understaffing and emotional labour to psychological distress using secondary qualitative research that examined literature published between 2019 and 2025. The results indicated that there was overwork, and burnout was experienced by the frontline managers. The study has identified three major areas of impact that comprise economic implications, worsening employee health with work-life balance, and poor organisational culture in the presence of wellness programmes. The findings of the study were that structural interventions that dealt with managing workloads, leadership competence, and the reduction of stigmata were the key elements of sustainable hospitality operations.
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[bookmark: _heading=h.iteyp7rkjlli]1. Introduction 
[bookmark: _heading=h.4zzuufwft8tz]1.1 Background to the Mental Health Crisis
The hospitality sector is experiencing a widening epidemic of mental illnesses that can severely affect employee health and the sustainability of organisations. As mentioned by Elshaer and Azazz (2023), hospitality workers have been deprived of confidence in the security of their jobs because of the COVID-19 pandemic, especially in the tourism industry, which negatively impacts their mental well-being. Hotel receptionists, housekeepers, restaurant servers and concierge employees are the frontline employees in the hospitality industry (Hebl et al., 2025). The paper specifically addresses Hotel Novotel Birmingham city centre, a 4-star hotel situated in a dynamic section of Broad Street in Brindleyplace, which is a typical instance of operational challenges that affect the city's hospitality establishments (Downtown in Business, 2025). Being a 148-room hotel that is 24/7, the property is seen as a classic high-intensity hospitality setting with frontline staff encountering the convergent stresses that are inherent in hotels in modern-day urban centres.
[image: ]
Figure: Hotel Novotel Birmingham
(Source: Downtown in Business, 2025)
[bookmark: _heading=h.1x5sfphqi6ay]1.2 Significance and Research Focus
Burnout and working intensity in frontline personnel show significant challenges to industry survival. The rates of burnout among hospitality workers are very high compared to other areas (Dixit, 2020). Hotel Novotel Birmingham city centre has been chosen as the case study location strategically because of a number of reasons. Birmingham is the key hospitality centre which faces both the critical problems with the workforce, which are reported in the UK hospitality industry (GBCC, 2025). The key geographic location in the heart of the city on Broad Street puts the hotel in the entertainment sector of Birmingham, which means that it is open 24/7, exposing these employees to the stress-inducing environment that is typical of a city centre hotel.
[bookmark: _heading=h.n57ldlh0477w]2. Literature Review
[bookmark: _heading=h.krmsyhr8lro7]2.1 Conceptualising work intensity and burnout in Hospitality Operations
Work intensity in the activities of the hospitality business includes volume of workload, time conditions, and emotional labour needs that make the sector stand out from other businesses (Cooper and Hall, 2023). Batabyal and Das (2019) underline that excellent guest experience presupposes high-intensity employee engagement. This draws conflicting underscores on frontline workers who have to guarantee the upkeep of service pressure and take control of personal health at the same time. Burnout presents in three different dimensions, including emotional exhaustion, depersonalisation, and low personal accomplishment (Unguren et al., 2024). All these dimensions go hand in hand to bring about cascading effects on employee performance and retention.
Recent studies create an insight into the fact that the intensity factors are unique in hospitality workers, not found in other industries. The sector requires constant emotional control when dealing with guests, irrespective of individual conditions (Grobelna, 2021). Salama et al. (2022) note that the world's trends in hospitality management focus more on productivity maximisation and raise workloads without corresponding increases in resources or support systems. This chronic stress burns psychological resources in the long term, and the opportunities to recover them are vital but are not always available.
Knowledge management practices have a substantial impact on the intensity of work by frontline staff. The impact of the understanding of the role expectations on the stress level and burnout vulnerability depends directly on the employees (Khairy et al. 2025). The rate of burnout in frontline employees is lower in organisations with well-implemented employee development initiatives (Grobelna, 2021). The 24/7 hotel setting alters the circadian rhythms by providing abnormal working shifts and long working routines, with sleep problems and chronic fatigue being the main complaints of the workers (Salama et al., 2022). Mostly, without proper training or support structure, normal work will become more strenuous, thus making employees feel inadequate.
[bookmark: _heading=h.kls3r1romw6p]2.2 Evaluation of structural and operational drivers of Mental Health Deterioration in the hospitality industry
Employee mental health has been a new challenge in the hospitality industry, and structural and operational conditions have created a storm of mental stress. The phenomenon of burnout has become important as a predictor of turnover intentions among employees in a hotel, and psychological distress is a partial mediator of the relation between the two factors (Baquero, 2023). The researchers discovered that financial well-being mediates between burnout and psychological distress, but does not mediate the relationship between burnout and turnover intentions.
Moreover, studies in the hospitality industry of Peru indicate that 81% of hotel employees were depressed and that COVID-19 perceptions in terms of risk were associated with depression via complicated moderating variables (Yan et al., 2021). The job satisfaction was found to be a significant buffer; the perceived risk of COVID-19 undermined the correlation between depressive symptoms and risk perception, but the number of children made this association. The researchers found that hospitality employees whose job satisfaction was higher were much less likely to develop depression, even in conditions of high risk related to COVID-19.
Extensive analyses single out four major causes of mental health deterioration. This encompasses physical work environment risks, psychosocial work pressure, absence of enterprise community engagement and inadequate personal health resources (Ghazali et al., 2024). Job satisfaction and pro-social service behaviour are greatly influenced by psychological well-being, where positive workplace relationships, self-acceptance and environmental mastery were found to be among the sub-factors (Jung, Hwang and Yoon, 2023; Costa and Costa, 2022). The research has discovered that the work-life balance mediates this relationship and that employees who have a good balance exhibit more positive job satisfaction, which influences psychological well-being. All these results are a reminder of the fact that the current mental health crisis in hospitality requires urgent intervention on organisational, governmental, and industry levels.
[bookmark: _heading=h.jrwwaxkv8t9m]2.3 Organisational responses and the persistence of mental health stigma
Even with the growing awareness campaigns, mental health stigma in workplace settings has its strong roots and is evident in various socio-ecological levels (Stangl et al., 2019). Studies show stigma uses complex discursive mechanisms that cross across immediate experience, organisational behaviour, and society-wide ideologies to create convolutes beyond personal attitudes (Wu, Zayts-Spence and Fortune, 2024). The traditional organisational reactions have been concerned with educational interventions and policy responses, but evidence indicates that they do not have adequate coverage of root causes (Ahad, Gonzalez and Junquera, 2023). Korankye, Oladeji and Gilbert (2025) unveil that stigmatising attitudes are propagated by mental health illiteracy, media misrepresentation and internalised struggles. The ongoing opinions that mentally ill people are dangerous, incompetent and attention-seeking are still dominant in all cultures.
Wu, Zayts-Spence and Fortune (2024) note that inadequate mental health training practices contribute to the presence of biased performance judgments, in which symptoms are confused as professional incompetence or personality deficiencies. Such a structural gap poses the feared risks that discourage disclosure and drive employees to identify management schemes like concealment and somatisation. According to Stangl et al. (2019), stigma reduction should be undertaken at multi-level interventions that target drivers, facilitators, and manifestations all, but not in isolation. More importantly, organisational interventions should consider the intersection of mental health stigma with other forms of marginalisation, such as gender, race, and socioeconomic status, that increase discrimination and hamper access to support (Stangl et al., 2019). The use of community-based models has proven that non-judgmental settings that promote dignity and peer support are effective in reducing self-stigma and advocating to tackle the misconceptions held by the public.
[bookmark: _heading=h.6u6190lwvb09]3. Method
[bookmark: _heading=h.bbqifbcwjv55]3.1 Research design and data collection
The proposed study uses a secondary qualitative research approach, which investigates the mental health crisis in the hospitality industry, particularly the work intensity and burnout among the frontline workers. Secondary qualitative research requires the use of a systematic review of literature, scholarly publications, and industry reports to generalise evidence-based knowledge (Cheong et al., 2023). Data was collected using articles published in the years 2019-2025, found in the industry reports and news articles. The search terms were hospitality burnout, work intensity, mental health in hospitality, and frontline employee wellbeing. Inclusion criteria involved studies centred on employees of the hospitality sector, especially the frontline workers, and referring to mental health outcomes.
[bookmark: _heading=h.v4wumlnjbn6g]3.2 Analytical Framework and Techniques
The thematic analysis was the main analytical method, as it allowed uncovering regular tendencies and motifs in the literature (Naeem et al., 2023). Major analytical concerns were generated in the work intensity conceptualisation, structural factors of mental health decline, and responses of organisations. Critical evaluation designs evaluated the methodological rigour of the incorporated studies and whether the results were applicable in the modern hospitality settings. The systematic approach allows for the development of a holistic picture of the mental health crisis, and is analytically transparent and methodologically sound.
[bookmark: _heading=h.sgtfylj2rhxf]4. Theme Impact Analysis
[bookmark: _heading=h.2k8xnhy6qidl]4.1 Theme 1: Economic and Operational Impact of Burnout on Hotel Performance
Hospitality operations have been particularly harsh in the sector-specific implications, where the most prevalent problem at the workplace was under-resourcing and understaffing. This manpower crisis adds to the already existing operations strain, high expectations and overworking 52 per cent of the workers. There is more than just an immediate drop in productivity, with labour gaps compelling 45% of operators to cut trading time or capacity, which explains why the hospitality industry has lost an estimated 21 billion pounds of revenue per year due to a shortage of staff (Hotel-Online, 2025). These economic pressures are accurate within the context of Hotel Novotel Birmingham city centre. 
According to an industry report by Harpers Wine and Spirit, 53% of managers of hospitality companies in the UK claim that their company and employees are experiencing labour shortage and burnout, with the major consequences being more workloads and turnover (Gilbert, 2024). In the case of a property, such as Novotel Birmingham city centre, running 148 rooms as a conference centre, understaffing is a source of cascading operational failures. Due to the depletion of front desk teams, the delays in check-ins become even more common, the satisfaction of guests becomes worse, and the staff who remain undergo even greater pressure. The Hotel Dive report specifically points to the fact that the hospitality industry is increasingly being pressured by worker burnout and outdated training (Moody, 2024). This crisis has an unequal impact on frontline positions that form the backbone of the operations of Novotel Birmingham City Centre. The 24-hour operation concept within the hotel only intensifies the issues at hand because irregular shift arrangements and work demands recorded in industry surveys directly affect the staff welfare and retention.
[bookmark: _heading=h.vq8rqmjlrtfn]4.2 Theme 2: Impact on Employee Wellbeing and Work Life Integration
Work-life integration is an alternative to the balance because it focuses on managing the professional and personal aspects simultaneously as opposed to their strict segregation, and contemporary workplace paradigms are also part of personal life (Business Talkspace, 2025). Employee well-being has become a competitive edge over a discretionary good, where organisations have realised that sustainable performance depends on structural approaches to measurement of well-being (Li, Pollenne and Snellman, 2026). In the global workforce survey, work-life balance is coming out on top as the most preferred motivator by 83% of employees in 35 countries, the first time in 22 years that it has been named a motivator (Partridge, 2025). According to a recent industry study conducted by PPL PRS, almost 50 per cent of employees working in the hospitality sector have reported having poor health that can be directly linked to workplace pressure, with 30 per cent of them saying that they had the hardest time in December (Major, 2025). In the case of Hotel Novotel Birmingham city centre, which is located on the busiest street of the city, dealing with the entertainment industry, the high and low seasons cause consistent well-being crises in front-line staff. 
The workforce analysis substantiates that work-life balance has overtaken salary as the key concern of workers across the globe, which incorporates a shift with extensive repercussions to hotels that run 24/7 shift models (Partridge, 2025). In the case of Novotel Birmingham city centre, where the housekeeping team has to serve 148 rooms on average per day, F&B staff have to serve breakfast starting at the break of dawn, the structural inability of work-life integration under existing personnel models becomes very clear. The Morning Advertiser report states that out of hospitality employees, whose burnout continues to be a reality to deal with every day, most reported having mental health concerns in the last year (Perrett, 2025). The acuteness of this crisis pathway is especially high among urban properties such as Novotel Birmingham city centre, which cannot cut the hours of operation without loss of competitiveness.
[bookmark: _heading=h.ua1b859juyel]4.3 Theme 3: Impact on Organisational Culture and Employee Relations in Hospitality
Modern studies show that organisations that go beyond the conventional wellness programmes to the core well-being values gain significant benefits in work relationships and employee involvement (Li, Pollenne and Snellman, 2026). Multinational hospitality operations show evidence that structural interventions, such as reinforced anti-harassment policies and independent complaint systems, are more effective than those that are individual-oriented in the development of healthy organisational cultures (Li, Pollenne and Snellman, 2026). Industry reports reinforce the fact that cultural change is as much needed in challenging UK hospitality operations, with direct implications for Hotel Novotel Birmingham city centre. 
Understaffing has resulted in the formation of a vicious cycle that has seen more workloads on managers and higher turnover, leading to operational crises on top of themselves (Richardson, 2026). In the case of Novotel Birmingham city centre, which belongs to Accor Hotels, the corporate culture programs theoretically offer employee support frameworks. However, the discussion indicates that 66 per cent of UK hospitality workplaces self-report providing an open mental health discussion as alarming since they do not have explicit support systems, and workers also fear losing their careers due to revealing mental health difficulties (Writer, 2025). This poses a psychological stress on the staff at the Novotel Birmingham city centre, where service quality on guest-facing teams can be affected by the level of staffing in the hotel, and the organisational culture programmes cannot effectively mitigate this pressure. In the Drinks Business report, 78 per cent of the UK hospitality business owners reported Burnout in 2024, which indicates that the well-being crisis is not confined to frontline staff, but it is spread all the way to the management hierarchies (Mason, 2025). This aspect could cripple cultural change efforts in establishments such as Novotel Birmingham City Centre, where leadership burnout might limit the ability to put supportive structures in place.
[bookmark: _heading=h.vvlf4qhknr11]5. Conclusion
This study determines that high work intensity is a major cause of burnout among frontline employees in the hospitality industry, with ripple effects of poor employee welfare, organisational culture, and organisational performance. It was demonstrated that chronic understaffing, long working hours, emotional labour requirements, and permanent mental health stigmatisation all aggravate psychological distress and turnover rates. The hospitality industry needs to move beyond surface-level wellness programs to the structural changes that focus on manageable workload, trauma leadership, and integrated mental health programs. Business sustainability must address the fact that employee well-being is a strategic demand, not an operating side consideration. This requires radical restructuring of the workforce planning, shifts, and support structures in the modern hospitality setup.
[bookmark: _heading=h.63bgxuhu54n8]6. Recommendation
[bookmark: _heading=h.74cmk31gkunc]6.1 Structural workforce redesign and leadership development
Hotels should be able to redefine job design to reduce burnout with base-level workforce planning. The use of predictive scheduling algorithms by Marriott International serves as a good example of such practice by minimising the last-minute shift swaps and enhancing staff retention within their specific community (Kitishian, 2025). Hotel Novotel must implement a demand-forecasting technology that will allow the hotel to focus on staffing areas when demand is high and avoid the understaffing problems that were established in this study.
[bookmark: _heading=h.m8480yjf2i9b]6.2 Industry-wide collaboration and integrated well-being system
Sustainable change needs to be sector-based, where there is standardisation of wellbeing frameworks. A collective obligation discovered in the UK Hospitality Mental Health Charter, signed by numerous companies, reflects a compulsory Employee Assistance Programme and a regular audit of wellbeing (Bailey, 2024). Hotel Novotel needs to add well-being scores in performance dashboards to traditional KPIs. This provides a competitive edge to employee-focused hospitality operators, besides setting fresh industry standards on workforce sustainability.
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