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1. [bookmark: _Toc188181380][bookmark: _Toc220959478] Abstract 
The UK hotel industry is experiencing a mental health crisis like no other in the history of the industry, with high rates of turnover and prolonged burnout. . This research paper examines the “service with a smile” problem in UK hotels.there is a clear contradiction between what luxury hotels expect from their staff and the declining mental health of frontline employees. This paper will use a qualitative approach in secondary research to analyse 25 or more peer-reviewed articles published in 2020-2026..The analysis examines several structural stressors that contribute to poor mental health. these include emotional labour (the requirement to manage one’s emotions at work, unstable and unpredictable work schedules, and the increasing use of digital system to monitor employee performance. Using PESTLE and SWOT analysis this research shows that mental health problems are caused by industry structure, not individual weakness or failure to cope. The results indicate that existing management interventions, including resiliency training at the individual level are inadequate. Rather, the paper suggests the structural decompression by integrating AI and making psychological safety institutionalised in order to create long-term sustainability of the industry.

1. Introduction
The hotel industry in the United Kingdom is at a crossroads in 2026. The number of services offered to guests has been rising with greater demands of hyper-personalisation but the employees working in this area are witnessing a sharp decline in mental health. . The traditional hospitality culture requires employees to mantain “service with a smile” approach at all times. This expectation has created a workplace environment where stuff must hide their true feelings and emotions. Recent research shows that workplace stress in hospitality is no longer an isolated or occasional occurrence (Kim and Jung, 2022). The stress employees experience is not a result of one-off difficult situations, but rather a continuous effect of contemporary organizational culture and management practices
[bookmark: _Toc220959480]The popularity of this theme is motivated by a complex of factors: persistent labour shortages after Brexit and the pandemic, a crisis of the cost of living that affects the wages of the frontline, and the normalised nature of an unsociable schedule. The paper will delve into the structural factors behind this crisis, and get beyond the story that mental health is a personal employee issue. It claims that the inability of the industry to focus on the root causes, namely job insecurity and organisational support, also contributes to the concept of hospitality labour leakage (Kang et al., 2024).  Labour leakage refers to the phenomen where employees Literature Reviewnot only leave their current jobs but abandon the hospitality industry entirely to seek work in other sectors.

1. Literature Review
The research on mental health in hospitality has changed from looking at how individuals cope to looking at structural problems in the system. As Sarmah (2022) emphasises, interactive service work puts pressure on employees to perform emotions, and selling their feelings causes disconnection. In the UK, this is made worse by the culture of poor wages and job insecurity, which continues to be a major source of stress across the industry (Hngoi et al., 2023).

2. Structural Determinants and Job Insecurity.
Psychological distress is mainly caused by job insecurity. Research shows that after the pandemic, the fear of losing one’s job because of economic problems or automation is still high. The researchers in the study by Hngoi et al. (2023) found a clear connection between job involvement and feeling insecure, meaning that the more an employee is engaged in a high-risk industry, the more they risk burnout. Moreover, the labour leakage that Kang et al. (2024) discovered shows that employees are not only quitting their jobs, but they are also leaving the industry completely because they cannot find a safe career path and because robotics are taking over tasks, which makes human employees feel uncertain about their future.

2. Emotional Labour and the Moral Job Insecurity
The requirement called Service with a Smile refers to emotional labour. According to Lam et al. (2022), in luxury hotels, the gap between an employee’s actual emotions and the professional image they create leads to high job dissatisfaction. When employees must hide their real feelings to meet guest demands, this can lead to what is called moral injury, a term used in healthcare but also increasingly used for service workers who feel that company requirements conflict with their own values (Sorina et al., 2025). This trauma is a structural cause of the mental health crisis because it damages employee self-esteem.

2. Stigma and Feedback Avoidance
One of the challenges in managing this crisis is the stigma around mental health in hospitality. According to Utomo et al. (2023), employees often refuse help because in high- pressure situations, asking for support might make them look weak or unable to handle the job. Feedback avoidance makes this worse. In toxic workplaces, Sjöblom et al., (2022) found that employees do not report problems or ask for support, which leads to declining wellbeing. When there is no psychological safety in an organization, the smile becomes a mask hiding trauma, and management only realizes the problem when employees leave.

2. The Impact of Digital Surveillance and Remote Presenteeism
Digital performance monitoring has become more common in UK hotels. Although meant to improve efficiency, Nawaz et al. (2024) note that using AI in human resources can create a workplace where employees feel watched all the time. Also, remote work has not made administrative hotel staff feel better but instead caused remote presenteeism: when the barriers between work and personal life disappear, employees work even when they are sick (Schmitz et al., 2023). This constant pressure is a modern problem that traditional management approaches have not solved.

2. Toxic Cultures and Engagement
Finally, the research shows that well-being does not exist alone. According to Tambunan et al. (2024), employee engagement is reduced by toxic work environments. Unless a positive work culture is created where people matter more than processes, things like well-being apps do not work. Sustainable development goals (SDGs) and corporate social responsibility (CSR) are suggested as possible ways to address these issues, but most hotels cannot turn these high-level ideas into everyday practice (Fallah Shayan et al., 2022).

1. Method
This research uses secondary sources to analyze the mental health crisis in UK hotels. This method combines academic research and industry evidence to understand the structural causes of the crisis (AlMazrouei, 2025). Data was collected from over 25 peer-reviewed articles and industry reports published between 2020-2026. To provide an organized analysis of collected data, two main analytical tools were used. First, a PESTLE analysis was done to assess external factors on mental health. Second, a SWOT analysis was used to assess the internal strengths and weaknesses of the sector's current mental health approach and external opportunities and threats (Sorina et al., 2025). To ensure academic quality of the results, major academic databases such as those suggested in the BMIH6001 module handbook, such as ScienceDirect, MDPI, and the Journal of Hospitality Management were used. To provide a complete analysis of collected data, three main analytical tools were used. Lastly, the Service-Profit Chain analysis was used to measure the direct effects of employee wellbeing on guest loyalty and hotel profitability. This is a comprehensive approach in which the root causes of staff retention and mental distress can be explored deeply, rather than only describing symptoms. The paper uses these analytical tools together with current industry data to create practical recommendations based on evidence (Quesada-Puga et al., 2024). This qualitative method ensures that the results are based on the most recent research and that they address the specific problems facing hotel professionals in the current high-pressure work environment of the UK hospitality sector during this period of major industry change.






1. Theme Impact Analysis
To understand the impact of the mental health crisis, it must be analyzed as a multi-dimensional structural problem affecting both employees and the hotel's profits.

4. Pestle Analysis: The Macro-Environmental Impact
The external environment significantly affects the psychological climate of the UK hotel sector:
Political: Labour shortages following Brexit have placed immense pressure on remaining staff, leading to chronic overwork and burnout.
Economic: The cost of living crisis has made industry wages insufficient, creating 'financial anxiety' as a primary stressor for frontline staff.
Social: A societal shift toward 'wellbeing awareness' clashes with the traditional 'smile or quit' culture of hospitality, creating a gap between what employees want and what the industry offers.
Technological: AI monitoring systems have created a 'digital surveillance' culture, increasing employee stress (Nawaz et al., 2024).
Legal: UK employment laws are getting stricter about 'duty of care' for psychological safety, making mental health a legal liability for negligent hotels.
Environmental: There is increasing demand for 'Social Sustainability,' where fair treatment of employees is seen as essential to a hotel's ESG (Environmental, Social, and Governance) rating.

5.2. SWOT Analysis: internal and external strategic drivers
A SWOT analysis helps identify why current management responses are struggling to contain the crisis:
Strengths: The UK hotel sector has a highly skilled, emotionally intelligent workforce capable of delivering high-value luxury experiences.
Weaknesses: Strict hierarchies, stigma about mental health, and expecting staff to be resilient without organizational support (Ghani et al., 2022).
Opportunities: Using collaborative robots (cobotics) to handle routine tasks can reduce physical and mental exhaustion, allowing humans to focus on high-quality interaction (Kang et al., 2024).
Threats: Continued employees leaving hospitality for other sectors (like retail or tech) that offer better work-life balance, and a long-term decline in service quality that could permanently damage the UK's luxury brand reputation
     5.3 The root cause: Five -Why Analasis of Turnover
When asked why staff are leaving, the usual answer is 'stress.' But a deeper 5-Whys analysis reveals the real reasons:
Why are they stressed? Because of job overloads that are beyond control.
What makes workloads impossible to manage? Because of staff shortages.
Why are there shortages? Because the industry is seen as a toxic environment (Tambunan et al., 2024).
Why is the environment toxic? Because management focuses on the guest experience at the cost of the employee (Service-Profit Chain failure).
Why this priority? Because of a structural absence of Sustainable HRM, where employee wellbeing is seen as a cost rather than an investment in human capital (Mustard and Yanar, 2023).
5.4 Service-profit chain: the decline of luxury
The mental health crisis directly affects guest experience. Service-Profit Chain assumes that external service value is driven by internal service quality (employee satisfaction). In the current UK hotel environment, the quality of 'Service with a Smile' is declining due to employee dissatisfaction and lack of work-life balance (Rony et al., 2023). In 2026, guests increasingly focus on hotel atmosphere; a stressed and tired workforce cannot offer true luxury. Thus, the mental health crisis is not just a human resources issue, it is a financial and brand crisis.

      5.5 Feedback avoidance and stigma as moderators
The hospitality industry's culture has also negatively affected the impact. Elshaer et al. (2025) found that workplace bullying and related feedback avoidance moderate wellbeing. When employees believe they cannot speak about a bad manager or mental illness without professional consequences, then the issue remains hidden until it escalates into complete breakdown or resignation. This means that the impact is usually a hidden cost that hotels realize too late when their guest ratings and profit margins start to decline.

1. Conclusion
The mental health crisis in the UK hotel industry is a structural problem that cannot be solved with individual solutions. The PESTLE and SWOT analyses show that the 'Service with a Smile' problem has reached a crisis point. Current management approaches where wellbeing is a secondary CSR goal are not solving the problems that cause employees to leave. This paper concludes that the industry should shift to a sustainable Human Resource Management approach. Employee wellbeing should be recognized as a business priority and technology used to reduce employee workload should be applied rather than increased monitoring to make the industry sustainable.


1. Recommendations
Based on this analysis, three recommendations for the hotel and hospitality industry are:

Strategy 1: reducing workload through collaborative robot integration
Management should stop using technology as a monitoring tool and use it as a way to reduce workload. Automating administrative and back-office tasks that Kang et al. (2024) identify as one of the biggest stressors will allow hotel staff to focus on direct interaction with guests. This reduces mental load and burnout that comes from being understaffed. The financial benefits of these workplace health investments are clear: less burnout will decrease high costs of turnover (Mustard and Yanar, 2023).

Strategy 2: Building Strong leadership and psychological safety
Rather than training staff to be resilient, hotels need to train managers in Resilient Leadership. According to Prayag et al. (2024), leaders should create environments where employees feel safe being honest. This includes introducing Mental Health First Aiders in each shift and also introducing Zero-Toxic measures to eliminate bullying at the workplace. Management should also work to reduce feedback avoidance (Elshaer et al., 2025) by creating anonymous reporting systems and holding regular wellbeing check-ins that are separate from performance reviews.

Strategy 3: Making wellbeing professional trough sustainable HRM
Employee wellbeing should become a core business priority. By treating employee mental health as a key strength in the SWOT matrix and an important factor in social sustainability, hotels can gain competitive advantage (Rony et al., 2023; Fallah Shayan et al., 2022). This involves mandatory rest periods and digital disconnect policies for remote administrative employees to prevent remote presenteeism (Schmitz et al., 2023). Treating employee psychological resilience as a valuable resource, hotels can create an advantage that technology cannot replicate, which will keep guests loyal because of a truly happy and healthy workforce. These recommendations are practical and provide a plan for change that will respond to both internal and external industry challenges effectively.
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