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Executive Summary
This report investigates the persistent issue of employee retention in the hospitality sector, with a specific focus on high-end, seasonal establishments like Beach House Oxwich. High turnover rates remain a critical challenge for the industry, increasing operational costs, disrupting team dynamics, and threatening service quality. Drawing from primary insights during a professional placement and supported by secondary literature, the report explores the interplay between leadership styles, employee wellbeing, and generational expectations—particularly those of Generation Z. While leadership communication at Beach House has improved, there remains a substantial gap in emotional and mental health support. Internal survey results revealed low satisfaction with wellbeing provision (average score: 4.6/10), echoing national concerns raised by The Burnt Chef Project (2024) and Vittiglio (2024). Additionally, generational values such as work-life balance, career development, and meaningful work shape retention outcomes. Overall, the report identifies actionable areas for improving retention, including enhanced mental health strategies, adaptive leadership development, and generationally aligned retention frameworks.
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I. Introduction
Employee Retention in Hospitality
Employee retention is a main challenge in the hospitality industry due to consistently high turnover rates and the sector’s reliance on skilled human capital to maintain service quality and business continuity (Iloejuafor, 2025). According to a report from Chartered Institute of Personal and Development (CIPD, 2024), the hospitality sector in the UK consistently reports some of the highest turnover rates in comparison to other industries (see Figure 1), frequent staff leavers impact on increased recruitment and training costs, disrupt team dynamics, staff morale and affect quality of customer service (Lancaster, 2024). This issue is particularly evident in high-end restaurants such as Beach House Oxwich, where operational standards rely heavily on experienced and committed staff (Seymour, 2016).
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Figure 1. CIPD analysis of Annual Population Survey two-year longitudinal data, Jan 2022-Dec 2023 (CIPD 2024).
The sector continues to face difficulties in attracting and retaining talent, partly due to a negative industry image and limited perceived career growth. While efforts often focus on improving employment terms and conditions, the positive aspects of hospitality work are frequently overlooked. Employer branding though effective in customer engagement remains underused as a strategy for staff retention (Limmatta, 2025). 
Leadership, employee well-being, and the expectations of the new generation of workers significantly influence staff motivation and retention. Effective leadership fosters a sense of belonging and engagement among employees (Valdivia et al., 2019), while attention to well-being is vital in an industry marked by long hours, physical strain, and emotional stress (Shi et al., 2021; Ariza-Montes et al., 2019). Moreover, understanding the values of Generation Z who seek psychological fulfilment, development opportunities, and meaningful work is essential for attracting and retaining young talent (El Hajal and Losekoot, 2024).
1.1 Purpose
This report aims to examine the challenges associated with employee retention in the hospitality sector, focusing specifically on observations from a professional placement at Beach House Oxwich. The restaurant offers a relevant case study due to its seasonal nature, fine-dining setting, and small, high-performing team.
1.2 Objective
The objective is to analyse the causes and impacts of staff turnover at Beach House Oxwich and to provide evidence-based recommendations, grounded in relevant theoretical frameworks, to support the development of more effective retention practices.
1.3 Methodology
This report uses a qualitative approach to analyse staff retention, combining primary research from the placement experience with secondary data from academic literature and industry reports. Primary research includes feedback from staff, as well as observations during service. These interactions provided insight into motivational factors, workplace culture, and leadership styles. The use of qualitative methods is justified as it allows for deep exploration of firsthand experiences, perceptions, and cultural dynamics within the workplace (Creswell, 2013). Secondary research involved reviewing recent academic studies, consultancy frameworks, and industry papers.
II. Retention Challenges in Hospitality
Employee retention remains a critical issue in hospitality, where labour turnover is traditionally high and costly (Wakabi, 2016). The findings from multiple recent surveys, including the Hospitality Action’s Taking the Temperature survey (2024) and Stay Nimble’s Generation Z workforce study (2024), reveal complex, multifaceted challenges related to leadership, wellbeing, and generational differences that directly impact retention. These challenges resonate with my placement experience at Beach House, Oxwich, where staff wellbeing and engagement were under constant pressure.
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Figure 2. Proportion of employees by length of service across all industry (CIPD, 2024)
As shown in Figure 2, the CIPD (2024) analysis shows that hospitality industry had been in their roles for less than a year which indicates a high turnover rate or recent hiring surges within the sector.
In a recent article published by The Burnt Project team there were several factors that links to staff dissatisfaction such as low pay, unsociable hours, poor mental health and feel stressed from shift uncertainty (see Figure 3). It was acknowledged during on different occasions of my placement at Beach House that there were different staff team working, some colleagues have left due to the mental demand of the job and the distinct hierarchy implemented in the kitchen.
In my experience this has impacted the quality of service delivery because of the staff skilled mix. For example, the recent staff leaver is the head chef who has been in the team for couple of years who has known the team dynamics and the business operations. Now everyone has to adjust to ways of working with the new head chef who is also adopting to culture of the restaurant.
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Figure 3. The shift Towards Retention (The Burnt Chef Project, 2024)

2.1 Leadership
Leadership style plays a pivotal role in shaping employee motivation, organisational commitment, and turnover (Wakabi, 2016). Authoritarian leadership style is prevalent within the hospital industry due to the need of define roles and responsibilities (Ogaard et al, 2008), and its “in-control” of the kitchen brigade in nature (Pizzolitto et al., 2022). Evidence shows that this type of leadership has a negative impact in staff morale and employee engagement (Nazra & Nada, 2023: Chefxpertise, 2024)
During my two different placement it was noted that the leadership approach at Beach House has evolved over time from a high-pressure, directive style to a more adaptive and emotionally intelligent model, in line with Hersey and Blanchard’s Situational Leadership Theory (1969). This shift acknowledges that leadership cannot be one size fits all in a workforce with diverse competencies and emotional resilience. However, despite improved communication (rated 8.8/10 by employees), leadership’s ability to provide emotional support and developmental coaching remains weak (rated 4.6/10 for wellbeing support). This gap contributes to feelings of inadequacy and stress reported by more junior and emotionally sensitive team members, mirroring wider industry trends (Vittiglio, 2024).
Furthermore, recent studies show strong emphasis on transformational and empowering leadership contributes to increase employee engagement, motivation and reduction on staff turnover (Asrar-ul-Haq & Kuchinke, 2016: Huertes-Valdivia et al., 2019). Staff wanted to feel valued and rewarded that is not monetary in value.
2.2 Employee Perspectives (Well-being)
The internal survey at Beach House Oxwich highlights a notable dissatisfaction with mental health and wellbeing support, receiving an average score of just 4.6 out of ten. This reflects a concerning gap between strong leadership communication and the lack of tangible emotional and psychological support available to staff. These findings align with sector-wide challenges identified by The Burnt Chef Project (2024), which reports that 85% of hospitality workers experience symptoms of stress and anxiety issues often driven by long hours, low pay, and limited control over work schedules, some of which are likely present at Beach House. Furthermore, only 24% of workers across the industry have access to sufficient mental health resources, suggesting that communication alone is inadequate without practical, inclusive support systems (see Figure 3).
Supporting this, Vittiglio’s Hospitality Mental Health Survey (2024) reveals that mental health issues have increased significantly within the sector, rising to 76% in 2024 (see Figure 4). It also identifies work and life balance as the primary concern for 60% of hospitality employees. The low well-being rating at Beach House reinforces these findings, indicating that while 62% of workers report an openness around mental health conversations, junior staff often feel marginalised or excluded from meaningful support. 
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Figure 4. Well-being survey results taken by Taking the temperature (Vittiglio, 2024).
Based on my personal experience at Beach House Oxwich, while the company has made efforts to support well-being and offers competitive, enhanced pay, junior team members often remain reluctant to express their concerns. The physically and mentally demanding nature of high-end restaurant work characterised by long hours, pressure associated with its accolade and intense expectations (Elysian Horizons, 2024) emphasises the urgent need for more accessible, inclusive, and supportive communication channels that empower all staff to comfortably raise well-being-related issues.
2.3 Generational Shifts
Generation Z, now a sizeable portion of hospitality staff, express distinct needs and attitudes toward work that affect retention. Over half (54%) intend to leave the industry long-term, driven by factors such as low pay, unsocial hours, and insufficient training (Whitaker, 2024). This mirrors Beach House’s experience, where emotional exhaustion and cultural misalignment prompted even skilled employees to depart. The stigma associated with hospitality careers where 37% of Gen Z feel embarrassed and 34% perceive family disapproval adds a social dimension to turnover (Whitaker, 2024). Yet, 56% feel accepted within the industry, indicating that positive organisational culture and inclusivity are crucial retention levers, supporting Croes et al.’s (2024) triadic model emphasising personal, social, and environmental factors.
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Figure 5. Outcome of survey by Food Service Equipment Journal (Whitaker, 2024)
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Figure 6. Comparing generations perspective on hospitality (The Burnt Project, 2024)
As shown in Figure 6, Gen Z has a negative perception of the hospitality sector due to the rostering system which as previously mentioned involves long hours that could have a direct impact on a staff member’s work and life balance and well-being.
Practical Implications
The small internal survey at Beach House (see Figure 7) highlights critical areas for improvement: feedback mechanisms and well-being support rank low in satisfaction. This suggests that despite effective communication, the quality of emotional support and coaching needs urgent attention to prevent burnout and turnover. Moreover, poor scheduling practices contribute to stress and instability, reinforcing the call for modernised shift management and clear career development pathways to enhance employee satisfaction (Nicholls, 2024).
[image: ]
Figure 7. Outcome of survey in Beach House



III. Conclusion
Employee retention remains a multifaceted challenge in hospitality, deeply rooted in well-being deficits, leadership inconsistencies, and generational misalignment. At Beach House Oxwich, while communication has improved, insufficient emotional and developmental support continues to hinder staff satisfaction and long-term commitment. Generation Z’s expectations around purpose, balance, and progression must be addressed by businesses if the sector is to sustain a committed workforce. By investing in well-being infrastructure, leadership adaptability, and culturally aligned HR practices, hospitality businesses can mitigate turnover and foster a more resilient and motivated team. The recommendations offered herein present a strategic roadmap towards a more sustainable, employee-centred hospitality environment.












IV. Recommendations
To improve employee retention in hospitality, the report recommends enhancing mental health and well-being support through structured initiatives and visible first-aiders. Leadership development should focus on adaptive, empathetic management styles using the Situational Leadership model. Introducing regular feedback and coaching mechanisms can foster open communication and support staff growth. Flexible scheduling, enabled by digital tools, is vital to improve work-life balance particularly for Generation Z. Clear career progression pathways and targeted employer branding can further engage staff by highlighting development opportunities and reshaping hospitality’s image as a meaningful and rewarding career.
Beach House has the potential to meet these recommendations through setting up short term and long-term objectives that focuses on continuous improvement.
Short term objectives can include:
· Conduct exit interview to all staff leaver
· Team de-brief everyday before and after service
· Implementing structured induction programme
· Buddy system
Long-term objectives
· Utilise other restaurants within the Seren group to create a mentoring system to promote personal and professional development to facilitate career progression in the whole company.
· Review current terms and conditions to accommodate guaranteed contracts rather than offering zero-hour contracts.
· Introduce a well-being policy and procedure in the company.
· Develop partnership with external companies that will enable staff to self-refer to the service.
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VI. Appendix

	Survey questionnaire to understand the factors that impact staff retention

	1
	In a scale of 1-10 how well is your feedback received?
	

	2
	In a scale of 1-10 how well does leadership communicate when changes are made
	

	3
	In a scale of 1-10 how satisfied are you with your role?
	

	4
	In a scale of 1-10 how satisfied are you with your growth and development opportunities?
	

	5
	In a scale of 1-10 how satisfied are you with your manager’s coaching initiatives?
	

	6
	In a scale of 1-10how well does your organisation promote mental and physical health?
	

	7
	In a scale of 1-10 how aligned are with your organisation?
	

	8
	In a scale of 1-10how well does your role align with your career goals?
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