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Abstract
Hospitality sector is among the biggest employers in the world, and it is exposed to consistent mental health issues because of the nature of work, which is labor-intensive and stressful. Workers have long working hours, long shifts, low salaries, and lots of emotional labor, which produce a massive burnout among employees. In this paper, the author will investigate the interconnections between burnout, stigma, and staff retention in the sector. Using both secondary and theoretical resources, including the Job Demands-Resources (JD-R) Model, and the Maslach Burnout Inventory (MBI), the paper brings forth the role of structural and cultural factors in enhancing stress and compromising well-being. Burnout leads to emotional fatigue, absence, deteriorating service quality, and high turnover, and employees cannot seek help because of stigma. Although most organisations have implemented wellness programs, they are mostly reactive and at the same time not applied uniformly, particularly in small hotels. Hilton, Marriott, and Accor case studies prove to be partially successful, yet they indicate the necessity of systemic reform. The article holds that the sustainable solutions should be at the policy level, kind leadership, flexible working schedules and multi-tiered well-being plans. Moreover, the collaboration and shift in culture across the industry is needed to dilute stigma and promote staff resiliency. With these underlying causes addressed, the hospitality industry will be able to increase the retention rates, the quality-of-service provision and the sustainability of the organisation in the long run (Ghani et al., 2022).
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Option Four: The deepening mental health crisis in the Hospitality industry
Stigma, Burnout, and Staff Retention: Mental Health Challenges in the Hospitality Sector
1 [bookmark: _Toc210727887]Introduction 
The hospitality industry is one of the largest global industries, growing rapidly across regions.
Hospitality depends on employee performance, where strong service quality directly influences guest satisfaction levels (Sánchez-Segura et al., 2023). Employees provide direct service, requiring emotional labour and high interpersonal interaction every working day. Daily guest interactions demand continuous emotional labour, increasing employee stress and reducing personal recovery (Gong et al., 2020). Hospitality roles often involve long working hours, unstable shifts, and limited opportunities for advancement (Batabyal and Das, 2019). In addition, pay rates are frequently low and benefits remain minimal in many organisations. 
These structural problems contribute to widespread challenges surrounding employee mental health and resilience. Structural challenges, such as low pay and minimal benefits, affect employee mental health (Ngcobo et al., 2022). Burnout is the most pressing issue, linked to emotional exhaustion, cynicism, and reduced effectiveness. Burnout arises when demands outweigh recovery opportunities, resulting in reduced effectiveness and staff exhaustion (McLachlan and Truong, 2023). The consequences extend beyond individuals, influencing guest experiences, organisational culture, and financial sustainability. 
2 [bookmark: _Toc210727888]Literature Review 
2.1 Concept and Definition of Burnout
Burnout is defined by the World Health Organisation as an occupational phenomenon, not an illness and Hospitality employees demonstrate higher burnout traits than most industries, particularly emotional exhaustion and detachment. Hospitality workers display these traits at higher rates than employees in many other industries (Batabyal and Das, 2019). The service-oriented focus requires continuous emotional labour, increasing the risk of stress-related exhaustion (Batabyal and Das, 2019). This ongoing need of emotional restraint goes a long way in causing exhaustion and detachment in the long run. 
2.2 [bookmark: _Toc210727891]Causes of Burnout in Hospitality Work
There are a number of related factors that contribute to extensive burnout in the hospitality sector around the world today (Santos and Silva,2019). The working hours are usually long, especially during peak seasons or other major events in the industry. Long, irregular shifts disrupt personal schedules, contributing to fatigue and persistent mental strain (Clegg et al., 2021). Low salary and benefits cause financial stress in addition to work-related duties. There is also a high level of job insecurity, where seasonal contracts and part-time jobs are the norm. There are additional requirements when it comes to emotional labour because employees are expected to control their emotions on behalf of guests every time (Saito et al., 2024).  Emotional labour expectations force employees to regulate emotions constantly, producing exhaustion and disengagement. (Kalfa et al., 2021).  
2.3 [bookmark: _Toc210727892]The Role of Stigma in Mental Health Management
Stigma continues to deny the opportunity to have an open conversation on mental health struggles despite the heightened awareness. As the employees of the hospitality sector are afraid to be perceived as weak or incompetent when they seek support, they are likely to develop a fear of asking. (Sharma et al., 2024).This fear makes the staff not use the support programs even in cases when they are available (Ali et al., 2022). Quiet could be endorsed by organisational cultures, and performance is esteemed more than well-being and emotional fidelity (Dsouza et al., 2023). Organisational cultures often dismiss stress complaints, framing them as normal industry experiences instead. These attitudes are obstacles on the way to premature burnout or the right prevention of burnout. The stigma is also propagated by the peer relationships and is therefore credible and cannot be collectivised through the support of employees (Ayachit and Chitta, 2022). 
2.4 [bookmark: _Toc210727893]Consequences of Burnout for Staff and Organisations
Burnout has vast effects on the hospitality employees and their employers (Ford and Sturman, 2020). On the personal level, employees complain of emotional exhaustion, frustration, and lack of interest in tasks (Javed et al., 2021). They explained that Emotional exhaustion reduces service quality, lowers guest satisfaction, and damages brand reputation. Burnout also raises the rate of absenteeism, and employees are often incapable of having regular attendance. According to Huppertz et al. (2020), high absenteeism and staff turnover increase training costs, reducing hospitality organisations’ financial sustainability.  The Recruitment and training costs increase, which undermines the financial performance and stability of the business. The other problem is that organisations experience demotivation because teams are affected by the constant exit of employees (Dawson et al.., 2012) 
2.5 [bookmark: _Toc210727894]Industry Responses to Burnout and Well-being
Many organisations are attempting to address burnout through wellness programs and support initiatives. Employee Assistance Programs provide confidential counselling and stress resources for hospitality workers (Han et al., 2020). Flexible scheduling allows employees more control over hours, improving work-life balance opportunities. Marriott has launched well-being programs emphasising balance and professional development opportunities. Marriott introduced well-being programs promoting mindfulness, work-life balance, and professional development. Accor’s Heartist approach integrates care and empathy into management and service practices. 
2.6 [bookmark: _Toc210727895]Theoretical Framework
2.6.1 Job Demands–Resources (JD-R) Model
The first is the Job Demands-Resources (JD-R) Model, which explains how the balance between job demands and available resources influences employee well-being. Job demands such as long working hours, emotional labour, and irregular shifts place excessive strain on hospitality employees (Deale and Lee, .2024).  When these demands are not matched with adequate resources, including managerial support, fair pay, or flexible scheduling, employees are more likely to experience stress, exhaustion, and eventual burnout (Sanchez-Segura et al., 2023).
2.6.2 Maslach Burnout Inventory (MBI)
The second framework is the Maslach Burnout Inventory (MBI), a widely recognised tool for measuring burnout across three dimensions. These are emotional exhaustion, depersonalisation, and reduced personal accomplishment. It allows organisations to assess the severity of burnout among employees and identify patterns across different departments or roles (Ngcobo et al., 2022). 
2.7 [bookmark: _Toc210727896]Research Gap
Many of the studies on large international hotel chains and smaller independent properties are under-researched. There is a lack of literature on the effectiveness of wellness programs in the long term, not as compared to short-term interventions or pilot studies (Baquero, 2023).  Mental health stigma is identified, and limited research is done on the practical methods of decreasing the stigma. Moreover, few comparative studies have been conducted to determine the relationships among cultural and economic diversities (Cooper and Hall, 2019). 
3 [bookmark: _Toc210727897]Method 
3.7 Research Methodology
In this section, the Research Onion Model by Saunders et al. (2019) is used to discuss the methodological framework that will be used in the current research. The model offers the systematic way of developing research by progressing through levels, such as philosophy, approach, strategy, choice, time horizon, and data collection method.
3.7.1 Research Philosophy
The research embraces an interpretivist philosophy in that it aims at knowing how the employees experience burnout, stress, and wellbeing in the hotel business by interpreting existing material. The method of interpretivism is appropriate since it does not deal with numerical data only and it aims at knowing social realities and human behaviour (Saunders et al., 2019).
3.7.2 Research Approach
There is a deductive method of approach because the research relies on the current theories, such as the Job Demands Resources (JD-R) Model and the Maslach Burnout Inventory (MBI) to explain and analyse the secondary data. In this way, the researcher can test and expand the existing theoretical perspectives and apply them to the situation of the hospitality burnout (Koroglu and Ozmen, 2022).
3.7.3 Research Strategy
The study entails a secondary qualitative approach, where analysis is done on the available academic and corporate literature as opposed to utilizing primary data. They include journal articles, hospitality case studies, and reports by the credible organisations such as CIPD, WHO, Deloitte, and UNWTO. Such a plan allows developing a variety of views about burnout, stigma, and retention of employees.
3.7.4 Research Choice
The single method qualitative design is applied where it pays attention to the text and theoretical data. This option will enable a deeper study of the contextual factors that affect the well-being of the employees without the use of numbers.
3.7.5 Time Horizon
The research is conducted according to the cross-sectional time frame as it examines the data and literature and does not examine it on the longitudinal basis (Saunders et al., 2019)
3.7.6 Data Collection and Analysis
The entire work is based on secondary data that was gained through academic databases, industry publications and institutional reports. The obtained information is thematicised with the help of PESTLE and SWOT analysis in order to assess external factors and internal reactions on the mental health of the hospitality industry. The PESTLE analysis assesses political, economic, social, technological, legal, and environmental factors influencing employee well-being. Meanwhile, the SWOT analysis identifies internal strengths and weaknesses in organisational management of burnout. The integration of the JD-R Model and Maslach Burnout Inventory (MBI) further strengthens the analysis by explaining how excessive workload and limited resources contribute to burnout, while highlighting the role of organisational support systems such as fair pay, flexibility, and leadership empathy.
4 [bookmark: _Toc210727898]Theme Impact Analysis 
4.1 [bookmark: _Toc210727899]PESTLE Analysis
4.1.1 Political Factors
· Political factors are progressively influenced by worldwide government creativities that emphasise rights of the employees, fair working conditions, and the application of mental health policies in the workplace (Sisson et al., 2024).
· The time to change in the UK campaign can help the employees to make their role best in eliminating the stigma
· Political instability, Brexit, and world-wide conflicts can impact staff availability, immigration policies, and create uncertainty in staffing levels (Baquero et al., 2025). 
· The lack of reliable enforcement in some regions can allow the mental health concerns to remain under-prioritised.
4.1.2 Economic Factors
· Economic factors that includes the persistent labour shortages particularly in the post-pandemic period have led to employees taking on increased workloads 
· Low wages in the hospitality sector often restrict financial security, producing stress beyond workplace duties
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Figure 1Full-time employees of the tourism sector in the UK, 2011
Source: (Statista, 2023)
· The data shows that events and gambling sectors have the highest share of full-time staff, while pubs, bars, and hospitality services employ fewer full-time workers, reflecting labour disparities and workforce variability.
· Economic declines can also often require organisations to decrease expenditures that is leading to decreased investment in employee well-being creativities and wellness programmes (Demerouti, 2025). 
· The companies that arrange employee welfare gain long-term retention benefits and reduced recruitment costs.
4.1.3 Social Factors
· The rising awareness of mental health has lifted the employee expectations, with staff who are looking for supportive workplaces (Zaghini et al., 2020). 
· The younger generations, as well as Millennials and Gen Z, prioritise work-life balance and discard the cultures of overwork 
· In some of the regions, the strong cultural stigma surrounding by the mental health that can continues to detect the employees from looking for professional support or assistance.
· The high staff turnover rates in hospitality reflect both burnout and unmet social expectations for recognition and care.
4.1.4 Technological Factors
· Digital wellness platforms and mobile applications that can provide accessible opportunities for employees to manage stress and access counselling support 
· AI-powered scheduling systems support decreasing the employee fatigue by making fairer and more balanced work schedules.
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Figure 2 Contribution of tourism (millions of euros) to GDP since 2018
Source: (Francisco-Jose et al., 2023)
· The hospitality sector contributed 8% to GDP in 2021, generating 2.27 million jobs, with innovation that is vital for post-COVID recovery and competitiveness.
· Innovation is vital in hospitality, driving effectiveness, adaptability, and economic growth, and research on innovation behaviour within the sector remains limited.
· However, constant reliance on digital systems, for example, mobile check-ins, 24/7 service apps) may increase work demands and employee monitoring, raising stress levels (Han et al., 2020).  
· The e-learning tools support the ongoing training, helping staff cope better with challenging situations.
4.1.5 Legal Factors
· The legislation of health and safety has necessitated employers to also consider psychological risks in addition to the material hazards to ensure that mental health is also taken care of in the workplace (Huppertz et al., 2020).
· Lack of adherence to the work-related well-being legislations, including the Health and Safety at Work Act or other applicable mental health laws (Javed et al., 2021).
· The need to apply mental health rights continues to strengthen as trade unions and labour lobby groups are increasingly advocating increased enforcement of the rights.
· Employee advocacy groups still insist upon the improved legal safeguarding of mental health in the hotel sector (Xiang et al., 2022).
4.1.6  Environmental Factors
· The disruptions in climate change, including floods and wildfires, add to the workload of the crisis staff by about 20% (Mazlan et al., 2023).
· Employees need to adopt environmental practices to achieve sustainability, and 43% of the hospitality employees cite that they would leave their company without green policies (Kalfa et al., 2021).
· Environmental crises interfere with the movement of tourism activities, thus lowering the arrival by 15, making workloads unpredictable and causing hospitality employees to be in an increased level of stress.
· Green practices improve brand image, and 76 percent of employees say they are more satisfied, yet 60 percent of workers consider themselves sufficiently supported, and that is where proper coordination is required.
5 [bookmark: _Toc210727900]Industry Responses to Mental Health Challenges in Hospitality
Stigma, burnout, and retention of staff have been a burning concern that has been dealt with in the hospitality industry. Employee Assistance Programme (EAP) has also been adopted by the majority of large hotel chains and organisations, like Marriott or Hilton, which include counselling, helpline, and stress management services. Also, through workplace wellbeing programs, organisations like Accor have presented workplace flexibilities, understanding leadership method as ways of increasing the employee morale (McLachlan and Truong, 2023).
5.1 [bookmark: _Toc210727901]Strengths
These strengths are in the fact that they were accessible and created awareness. Helplines and EAPs offer confidential treatment, which removes stigma and makes employees seek assistance. Cultural initiatives like Accor’s demonstrate that embedding empathy and wellness into workplace culture fosters stronger retention and loyalty.
5.2 [bookmark: _Toc210727902]Limitations
However, limitations remain significant and many responses are responsive rather than preventive for example, low wages, irregular hours, and heavy workloads (Sanchez-Segura et al., 2023). Implementation is often inconsistent, with large hotel chains better resourced than independent operators. Furthermore, cultural stigma in certain regions may limit uptake, while voluntary programmes risk being underused. Without structural changes in pay, workload distribution, and job security, mental health initiatives risk becoming surface-level solutions with limited long-term impact (Kalargyrou et al., 2023). 

5.3 [bookmark: _Toc210727903]Critical Reflection on Responses
The strength of current programs lies in normalising discussions about mental health at work and decreasing the stigma by encouraging openness and providing visible employer commitment to well-being (Wallace and Coughlan, 2023). Such initiatives improve employee engagement, reduce turnover, and enhance guest satisfaction overall. Most programs target individuals instead of tackling structural problems like long shifts and low pay.
5.4 [bookmark: _Toc210727904]Case Studies
Hilton launched the Thrive at Hilton programme that is aiming on employee well-being, flexibility, and purposeful work. The creativity led to higher retention rates and enhanced the employee satisfaction across its worldwide operations (Hilton.com, 2025). Marriott’s well-being strategy integrates training, flexible schedules, and career growth opportunities. These changes help employees feel valued, improving engagement and reducing burnout levels (Marriott.com, 2025). Accor developed the Heartist approach, embedding empathy and compassion across organisational culture. This cultural change strengthened trust, improved communication, and reduced stigma surrounding mental health (all.accor.com, 2025). 
6 [bookmark: _Toc210727905]Conclusion 
In conclusion, the hospitality industry is facing an escalating mental health crisis driven by structural and cultural pressures. Burnout, caused by excessive working hours, low wages, and heavy workloads, remains a major contributor to high staff turnover. Furthermore, persistent stigma surrounding mental health discourages employees from seeking assistance, reducing the effectiveness of existing measures. The proactive approaches to sustainable improvement involve flexible work schedules, payment, and supportive leadership. 
7 [bookmark: _Toc210727906]Recommendations 
· The issue of the mental health crisis in the hospitality industry is multi-layered, as it needs to be tackled at the policy level, the level of leader development, workplace flexibility, and cultural transformation (Cooper, and Hall, 2019) 
· The governments ought to use policies on mental health in the workplace as a compulsion within the hospitality industry (Kalfa et al., 2021).  
· Compassionate leadership inspires managers to diagnose burnout earlier, and with adequate training, they can opt to engage employees in open discussions and take specific actions to address it (Han et al., 2020).   
· Employers are encouraged to give more flexibility in scheduling so that the employees can have more control of the shifts and working hours (Javed et al., 2021).
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