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Abstract
The purpose of this research is to investigate the causes of staff turnover within the food and beverage department at Novotel Cardiff. The research involved a single case study approach using 10 weeks of participant observation, undertaken during a professional work placement from January to April 2026. The primary aim of the study was to identify the key factors that contribute to staff turnover, assess the impact they have on the overall performance of the department, and produce actionable recommendations from a future manager’s perspective. In general terms, it became clear that the F&B department has been operating under significant amounts of pressure for example, a large proportion of the workforce have short tenures (most employees were employed for less than one year) Furthermore, the lack of consistency in recognition or reward schemes combined with reactive management styles and increasing levels further aggravated these issues. The observational data and informal conversations with fellow employees clearly highlighted a level of desperation in relation to staffing. Specifically, management are now reaching out to university lecturers for students interested for an employment opportunity. A number of theoretical models and frameworks were applied throughout this research, including: Job Demands-Resources Theory (Bakker & Demerouti, 2007), The Service Profit Chain (Heskett et al., 1994) and Employee Empowerment Theory (Bowen & Lawler, 1992). These frameworks allow for better explanation of why overworking employees will lead to burn-out if they are not given sufficient resources to carry out their duties and why concentrating all the knowledge held by a team within one person creates vulnerabilities when that person leaves. It also becomes apparent that whilst current practices used in the F&B department may result in cost savings in the short term, they are likely to ultimately lead to additional costs such as: recruitment/selection costs and Potential reduction in customer satisfaction/service quality. The recommendations have structured around induction processes; Monthly Career Conversations and Tipping Systems that could convert the department from a continuous cycle of employment into a stable developing team.
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Chapter 1: Introduction 
Novotel Cardiff is a mid-scale Hotel located in the centre of the city which is owned by Accor, a global hospitality company. It attracts many different types of guests such as business travellers, corporate attendees, families and holiday makers. The hotel contains nine meeting areas, a bar, a dining area, and large amounts of space for events, all of these create opportunities for the Food and Beverage Department to generate income and contribute positively to the guest experience (Walker, 2014). I spent 10 weeks working in various capacities in the F&B department during my placement. These included: serving drinks behind the bar, supporting the running of restaurants, assisting with setting up for events and supporting conferences. From these experiences, I gained a direct appreciation for the ongoing stresses and problems faced by the F&B department. The focus of this research is staff turnover in the F&B department. Initially, my curiosity about staff turnover arose from asking colleagues how long they had been employed by Novotel Cardiff. While most colleagues said less than a year, when the Assistant Manager shared her difficulty in finding qualified staff, my attention was drawn to the difference. Most members of the team were either new recruits or short-term employees. One member of the team, a Team Leader, worked there nearly 18 years. Furthermore, another member of the team mentioned that he was leaving Novotel Cardiff after just over a month. (Baum and Devine, 2007) reported that many hospitality businesses have "revolving doors" in their F&B departments because the work environment consistently creates higher demand on employees than can be met through stable employment arrangements. High turnover rates in the F&B department are negative to both Novotel Cardiff and the broader hospitality industry. High turnover costs money to continually recruit and train new staff also, it reduces consistency in services provided due to lack of experience and burdens existing employees with excessive responsibilities and increasing responsibility (Boella & Goss-Turner, 2019). According to (Mews, 2026) average annual turnover rates for hospitality businesses typically range from 30-50%. As a result, hospitality businesses face chronic issues related to staff availability and quality that directly affect guest satisfaction, employee well-being and profitability. Additionally, as hospitality continues to recover from post-COVID labour shortages and compete against other industries for available workers, understanding and managing staff turnover has evolved from simply an operational issue to a strategic necessity (Lashley & Morrison, 2022). The objective of this research is to identify some of the primary causes of staff turnover within the F&B department at Novotel Cardiff and determine how those causes negatively affect performance in the F&B department. In addition, recommendations will be made to help improve retention in the F&B department based on research findings. More specifically, As I have noted above, this study is written from a future manager's point of view. This research represents my initial effort toward developing the strategic knowledge required for these opportunities.
Chapter 2: Literature Review 
2.1 Drivers of staff turnover in Hospitality F&B
Hospitality has some of the greatest staff turnover of all industries worldwide. The average annual rate for hospitality businesses can be over 30% and up to 50%-70% for F&B roles (Mews, 2026). There are a number of factors that contribute to why employees leave their jobs. These include workloads and recruiting people. Employees also tend to leave if they do not receive rewards for their work or if there is poor quality management.in
2.1.2 Workload, stress, and Emotional Labour
In addition to workload, numerous studies have also shown that operational pressure is a main reason for employee turnover in hospitality. As (Karatepe, 2010) states, excessive job demands, which include both physical requirements and the need to perform emotional labour, along with non-traditional work schedules can lead to employee burnout and ultimately result in employee turnover. For example, many times in hospitality employees will be multi-tasking in their role. While managing the guest interaction, employees are often under extreme amounts of stress. (Bakker and Demerouti, 2007), JD-R Model provides an understanding of these issues. According to the model, every job has both “demands” that "drain" your energy, and “resources” that help you build it up such as training, manager support, etc. Burnout is when demands become greater than resources. So, as long as your resources exceed your demands, you will have engagement. Additionally, Employees often do not feel that they can meet the constant expectations. This was observed during my placement at Novotel Cardiff Centre. We had a 120-person conference event with staff providing drinks at the bar, supporting the event, and monitoring the buffet all at once. Similarly, the high volume of families visiting for the Easter holidays resulted in long lines of customers requiring rapid service. However, due to low staffing support from other departments, like housekeeping. Employees found themselves check-in in guests and also making the sofa beds. Employees who had been employed for less than one year seemed most affected. These individuals did not possess the skills or operational knowledge that more senior employees develop over time. 
[image: ]

2.1.2 Recruitment Challenges and Experience Gaps
The difficulty in recruiting personnel, and finding qualified employees is an additional factor contributing to turnover in the Hospitality industry. (Boella and Goss-Turner, 2019) state that Hospitality recruitment has become increasingly competitive, and many workers prefer employment opportunities outside of the hospitality industry, which provide higher wages, improved job environments, and greater opportunities for advancement. this actively demonstrates that, many organisations operating in the hospitality industry have trouble hiring and retaining qualified employees. (Robinson et al., 2014) further explains that when experienced employees leave their positions, their replacement will likely require a substantial amount of time to develop. These employees have the knowledge and expertise which is difficult to replicate in new employees. I witnessed this type of situation during my work experience placement at Novotel Cardiff Centre. When I asked the Assistant Manager about his experiences recruiting, she stated that it was "very difficult to find someone with the knowledge and experience." Additionally, there were three members of the team who had significant amounts of experience including the Team Leader who had worked for 18 years at Novotel Cardiff Centre. All of the other members of the team were recent hires (less than1 year).  
2.1.3 Low Pay, Recognition, and Reward Systems
High staff turnover rates are common in many hospitality F&B departments due to low wages and poor employee recognition (Walker, 2014). Hospitality jobs are seen by many people as having low status and offering little money. Therefore, few workers see a clear future in them. Also, low wages and lack of future opportunities contribute to lower worker motivation and less loyalty to an organisation. In addition to providing decent compensation (Bowen and Lawler, 1992) found that empowering and recognising employees is a key factor to retaining employees. When employees are recognised, they will be more likely to have a strong commitment to their employer and if there is no way to recognise employees' efforts, then employees may lose interest and decide to leave. During my placement, I experienced all of the above factors. The tip system used throughout the department was inconsistent. Some employees received cash tips but, on card you had to wait end of the week/month to get your share. These inconsistencies caused problems for foreign guests visiting us, especially those coming from the United States and the Middle East where they have a tipping culture.  Often employees did not receive benefits immediately after performing well on their own job or going beyond what was required of them. For example, during my placement, when I volunteered to help the Team Leader complete some work outside my duties as assigned, I received verbal acknowledgement of appreciation for my assistance. However, there was no formal method established to recognise this additional effort. 
2.1.4 Management Quality and Supervisory Style
The relationship between supervisor quality of management and employee retention in hospitality organisations is strong. (Lashley and Morrison, 2022) states that Employees working for supportive Managers will be more satisfied with both their job and organisation. However, task-orientated management styles may contribute to increased employee turnover due to decreased levels of employee involvement. In addition to being influential in the workplace effective leadership in the fast-paced environment of hospitality, where employees look to management for guidance during peak operational periods, can positively influence confidence, reduce stress levels, and create better relationships between staff and management. During the 120-person conference event at Novotel Cardiff Centre, the F&B manager displayed many beneficial examples of good leader behaviours, specifically while delegating tasks effectively and efficiently under pressure. The team leader also stated he would "hire me" as I went to look for him to give him a hand in clearing the conference room. The comments provided an important view of how managers perceive value in their staff. He viewed the skills of being flexible enthusiastic about work, and wanting to develop my skills as, valuable.
2.1.5 Section Summary
Overall, the literature suggests that staff turnover within F&B hospitality is caused by a combination of issues such as; operational pressures, recruitment difficulties, poor reward structures, and inconsistencies in management practice. The exchange between these factors has created working conditions where employees have to deal with excessive levels of stress, minimal employee recognition, and very little long-term commitment. Many of these were also demonstrated during my time on placement at Novotel Cardiff centre including, reliance on current members of staff.



Chapter 3: Methodology (500 words)
3.1 Research approach
Rather than trying to measure turnover through numbers or fact-based data, this study examined how staff perceive and experience turnover within the hospitality industry. While completing my work placement in the F&B department, I worked as part of that team, thus experiencing the workplace culture first-hand. This allowed me to observe staff behaviour, overhear informal discussions among them and experience the daily challenges faced by employees within that department (Yin, 2003). Data for this study came from both observational and experiential data gathered during my time at work. I then extracted common ideas from that data, without theories beforehand.
3.2 Case Study Strategy
My research is a Single-Case Study that includes the Food & Beverage Department at Novotel Cardiff. Case studies provide researchers with insight into the day-to-day activities of a single organisation, especially when there is no clear distinction between the researcher and the subject being studied (Yin, 2003). I spent 10 weeks on a work placement within the Food & Beverage Department. In terms of methodology, a case study provides the ability to focus on depth. Rather than conducting surveys of multiple organisations, I have been able to investigate how employee turnover affects a single department (Marshall, 2015). The main limitation of this type of research is that it has limited application to other hospitality establishments. However, because my research focused on a specific establishment and time period, it may be possible to apply findings analytically for example, through examining patterns or trends.
3.3 Data collection methods 
Data was gathered using three main ways of gathering data; which were all completed whilst on placement at Novotel. The first one is: Participant Observation.
In my role within the Food & Beverage department, I have been able to observe the day-to-day operations of the business, relationships between team members and the professionalism of managers. All of these have occurred throughout various shifts in the Bar Service, Restaurant Operations, Event Setup and Conference Support areas. After every shift I write down what happened and record any informal conversations, how many staff were working and my own emotional response. For example, when asking colleagues how long they had worked at Novotel and hearing "less than one year" so frequently it became apparent that there was a trend. Additionally, when the Assistant Manager stated that recruiting was difficult, I documented both the circumstances surrounding her statement and her tone.  The second one is: Informal Discussions.
During quieter times in work hours, breaks or when handing over shifts I discussed issues with team members. This is different from formal interviews and were simply discussions based around when we could talk. These discussions allowed for views, opinions and frustrations to be expressed by employees. An example of an informal discussion is when the Team Leader told me why he would hire me. "Because you listen". Another example is when a colleague told me he was leaving the hotel at month end, which again was something he chose to tell me. The ability to speak freely about their experiences and feelings, without being constrained by a structured interview format has helped provide genuine, unfiltered viewpoints (Silverman, 2011). 
The third one is: Documentary/Systems Analysis
I looked at the operational documentation available to me like, Shift rotas, meetings and events schedules and the Property Management System (PMS) called Opera for the number of people scheduled into roles, this which provided a documentary history of decisions made by management (Greetham, 2014).
3.4 Limitations
The limitations to this research project are that I am the most likely to have a bias opinion, as the researcher due to my own involvement emotionally in the placement. Also, the small number of participants in this study, one department and roughly 8–10 employees being observed does limit the ability to generalise findings. Additionally, while no formal survey or quantitative data was collected, it appears that estimates were made regarding employee turnover instead of actual measurements. While those factors listed above are significant, they appear to be acceptable for this type of study designed to provide insights into management practices.

Chapter 4: Findings and Scenario-Based Discussion 
Finding 1: A primarily short-term work force 
The clearest trend was the length of time employees have been working at Novotel. When I asked co-workers how long they had been employed by Novotel, nearly every single team member told me “Less than one year.” This is not limited to a particular position, and the same holds true among bar staff, server, and those providing event support. Many members have expressed plans to leave when their contract is up, some refer to their positions as temporary. One was a student who views the employment experience as a gap in education rather than a stepping stone in their careers. In fact, there are only three staff members with extensive experience with the hotel. These include the Team leader (18 years), the assistant manager, and another member of the staff. Therefore, the work force is consisting of the experienced team members and learner new hires, with an almost non-existent middle ground (Boella & Goss-Turner, 2019).  The Assistant Manager provided a clear example of this reality by stating that hiring qualified and reliable staff members has been “difficult”. Although she stated she had interviewed several applicants last week, she could not find applicants with sufficient knowledge and dependability. (Baum, 2007) findings shows that recruitment for F&B employs in a labour tight environment where many job seekers choose to apply for jobs which offer them greater benefits. Because of the extreme staffing pressures being faced by Novotel, the company reached out to my university lecturer to see if any students looking for F&B positions. The F&B Manager of Novotel was directly seeking students as possible employees via the placement program, suggesting a severe employee recruitment crisis which has resulted from the inability to hire qualified and available applicants.

Finding 2: Recognition and Rewards
Inconsistencies were evident in how employees and customers interacted with the system of tipping during my time on placement. At first, the company had no recognised tipping system; however, after approximately six to eight weeks of work the Assistant Manager indicated that tipping was acceptable and stated all tips received from customers would be collected and shared by the entire team at month-end. Upon further review, card-based tipping was available to customers, but the employee was unsure as to what steps needed to be taken to complete the transaction. This lack of clarity resulted in a Critical Incident when an American couple came into the bar area. The couple wished to tip their server upon ordering, but she declined stating "don't worry about it, you haven't even ordered your meal yet". As the couple departed, her comment to me was "I'm sure we will receive nothing anyway". Her concern reflected a lack of confidence in the tipping system. To compound matters, the guest attempted to look for cash instead of using a credit/debit card for tipping. Staff members did not have trust in the tipping system. Also, Customers found it difficult to pay via electronic methods and the tipping system was not transparent.
If the company had simply included an optional 5% electronic tipping option to add to their payment options at point of sale, this issue would have been resolved immediately.  As evidenced by my proactive efforts assisting the Team Leader during a slow time in the bar area, he expressed appreciation for my assistance verbally, but formally, he was required to recognise my actions through no formal means of recognition. According to (Bowen and Lawler, 1992) effective recognition programs are those which provide instant recognition and transparency to motivate employees.

Finding 3: Motivation and Commitment Shortfalls 
Staff members were demonstrating very little organisational commitment. The student employee viewed the job as temporary. The quote from the employee stating "we probably will not receive anything anyway" regarding tips indicated that she expressed a deep level of trust, not only toward receiving tips, but also toward whether the organisation values of her contributions. The Team Leader's anger upon failing to set up for the event suggests that he felt similarly frustrated. His statement "I should have done it myself" represented an accumulation of dissatisfaction from his co-worker's lack of commitment or high standards.
4.2 Scenario-Based Discussion
If current practices continue:
Continuing this behaviour of current turnover levels and methods of managing the F&B department at Novotel Cardiff will continue to grow in risk. First, upon the eventual departure of the Team Leader, whether it is due to retirement, burnout, or better opportunities, there will be no way to replace his 18 years of institutional knowledge. Temporary employees will not have the same level of understanding as the departing Team Leader has built over nearly two decades. Additionally, there will be ongoing costs associated with recruiting new employees. Most employees are gone after one year so they can never gain the benefits of their investment in employee onboarding. According to (CIPD, 2024), the cost to recruit an employee is £6,000 For a group of 8-10 employees with a turnover rate above 50% each year, the total annual direct recruitment cost would be £50,000. Also, there would be additional losses related to decreased productivity and declining guest services. Secondly, continued service inconsistencies by continuing to hire new employees and train them prior to hiring another employee will continue to negatively impact guest satisfaction ratings. In my initial weeks working with the department, I made several mistakes that regular staff members would not make. Some examples include providing incorrect drinks, taking too long to provide service, and using the POS system incorrectly. Additionally, during my time with the department we were unable to properly set up our meeting rooms. This demonstrated how untrained staff could cause visible failures. A key component of (Parasuraman et al., 1988) SERVQUAL model includes reliability and assurance as key factors in measuring customer satisfaction. However, by having unstable workforces, Novotel is undermining these two elements of quality.

If Evidence-Based Changes Are Implemented:
The first change would be a new hiring process with assigned buddies to assist with learning the ropes of the hotel. All new hires would go through a four-week training program. In addition to being trained on what they need to do in terms of jobs, they will learn about the company culture, expectations and growth opportunities available to them. To ensure that all new employees are able to adapt quickly to the new environment, I will assign a buddy to help guide them as they get settled into their roles. Buddy assignments can make a significant difference during an employee’s first weeks and months in their position. It is a way for us to create a sense of community among our staff. In doing so, we can minimise stress for me and other managers during the initial placement period. The second change is Regular Career Conversations Monthly. (Ladkin, 2002) states that the visibility of career opportunities greatly impacts employee retention. Planning regular one-on-one meetings with all of team members. Also, Tipping and recognition systems currently used today often leave both customers and employees feeling unsure of where money goes after payment has been made. To address this issue, implementing an electronic tipping system with clearly labelled. Employees will feel confident that the tips they receive will be distributed fairly as well as quickly. Furthermore, other forms of recognition will include “employee of the week” awards, manager written letters thanking staff for their efforts, and visual displays of appreciation. (Bowen and Lawler, 1992) found that when combined, employee empowerment and employee recognition significantly reduced turnover rates over individual components alone. Finally.  When employees such depart, conducting formal exit interviews to gain insight into reasons for departure. More important, requesting that before leaving employment, departing staff members document their most critical knowledge like, guest preferences, contact information, emergency response protocols to pass on to remaining staff. These trends and examples show that Novotel Cardiff's F&B turnover is not simply an HR issue, but it is a structurally embedded managerial challenge which has both operational, financial, and guest experience implications.

Chapter 5: Conclusion and Managerial Recommendations
5.1 Conclusion
This project explored staff turnover in the food and beverage sector of Novotel Cardiff, utilising my placement as the primary case study. Findings revealed a high-pressure environment; a majority of employees were either new or short-term, there was significant knowledge retention amongst a handful of long-term employees, varied forms of recognition, reactive organisational responses, and increasing motivation issues amongst both temporary and exiting employees. A theory base which incorporates Job Demands-Resource Theory (Bakker and Demerouti, 2007) Service Profit Chain (Heskett et al., 1994) and Employee Empowerment Theory (Bowen and Lawler, 1992) explains why these occur and provide ways to stop them. Overwhelming workloads without sufficient resources result in burn-out and exits. Inadequate recognition systems weaken the relationship between employee satisfaction and customer satisfaction. Concentrating all training in a few long-time employees increases vulnerability when those employees exit. Reactive management methods only address symptoms of problems, which will continue the cycle of turnover. The research aim was to determine what drives turnover, assess how impactful these factors are and develop practical, research-based solutions. The discussion provides a clear example of how continuing with current practices will likely lead to the loss of critical knowledge, increased costs for the organisation and decreased quality of service delivered to guests Alternatively, implementing formalised programs for onboarding, demonstrating opportunities for career development, creating formalized recognition systems, providing training across multiple functions, capturing training and experience from departing employees will allow the department to transition from being a revolving door to becoming a connected and developing unit.
5.2 Recommendation and Practical Strategies
Onboard New Employees in a Structured Way for the First Four Weeks of Work
Every New Employee to Join the Food & Beverage Department Will Complete a Structured Induction Program That Includes Operational Skills, Culture of the Department, Guest Service Standards, and Career Pathways. In addition to their formal Team Leaders, Every Newcomer will be Assigned an Experienced Peer Buddy (Not Necessarily Their Team Leader) Who Provides Daily Check-in’s and Gradually Transfers Responsibility as the Need Arises. This is important as it states (Baum, 2007) found that structured onboarding can reduce early employee turnover by creating a sense of competence and belonging. My own experience of unstructured learning caused me a great deal of anxiety and mistakes while working with guests in my earlier role. The goal of this can be to Reduce First-Month Resignations from the Food & Beverage Department by 30%, Within Six Months.
Another recommendation would be to implement, monthly career planning sessions for all employees. Each employee will meet with their supervisor for at least 30 minutes once per month to review the employee’s professional goals, identify skill gaps and create an opportunity for growth in their role. Each session will be documented and evaluated. (Ladkin, 2017) states that providing employees with clear career advancement paths can improve job satisfaction and reduce turnover.
Furthermore, another recommendation would be to Re-Design of Payment / Tip System and create an opt-in/5% card-based tipping system that tracks in real time when customers are paying for their meal. This will Create an option for employees to be able to share tips among all employees or keep them individually. In addition, create a reward program. Weekly, name a staff member as your “Team Member of the Week.” At the end of each week send out e-mails thanking your staff members. Post a board where you can post positive comments about your employees. According to (Bowen & Lawler, 1992) when employees receive recognition they tend to have lower turnover rates. In this case, the American couple wanted to leave a tip, but were discouraged by the server who was then observed to be very sceptical which affected both the customer and employee experiences. This will have an increase in employee satisfaction. Also, track the Guest satisfaction responses regarding recognition during the service. There is initial upfront expense of these recommendations is for planning, modifying existing systems, designing training. Nevertheless, it will be cheaper than to continue with constant recruiting, inconsistent service to guests, guest dissatisfaction, and ultimately losing irreplaceable and valuable team members. I would prefer to create teams which are stable instead of constantly filling gaps that open again. It is a decision about investing in employees. Finally, it is a decision about building systems that employees rely on.
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