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Abbreviations 
(HR)		Human resource 
(GenZ)	Generation Z
(GCT)		Generational Cohort Theory
(P-O fit) 	Person-Organisation fit 
(SET) 		Social Exchange Theory

1) Introduction 
As an industry fundamentally reliant upon its human capital, hospitality employees’ skills, knowledge, attitudes and behaviours are foundationally integral to service focussed businesses (Gurung, et, al, 2025). The predicated standardisation and hierarchical control of traditional hospitality human resource (HR) practices are experiencing a fundamental shift due its inadequacies in addressing workforce complexities in the contemporary multigenerational employment landscape (Ye Zhang, et, al, 2025).    
Representing a dynamic and significant sector within the global economy for employment generation and economic growth, the industry continues to evolve in response to multiple drivers inclusive of the shift in consumer preferences and demographic transitions (Deore, 2026). The recruitment and retaining of talent is one of the industry’s most pressing challenges Iunius (2025), being amongst the highest turnover rates of any industry, the annual hotel employee turnover has been reported at over 70% (Sousa, et, al, 2025), this being closely attributed to the workforce’s demographic makeup. A defining characteristic of the contemporary hospitality industry is that in the midst persistent labour and skill shortages, increasing employee turnover and evolving work expectations, human capital has emerged as a critical determinant of organisational success (Deore, 2026). The hospitality industry continues to face significant recruitment and retention challenges especially in terms of characteristics commonly associated with the industry inclusive of unsociable working hours, shift work, zero hours contract and poor work-life balance Törn- Laapio and Ekonen (2021).  Culturally the workforce is now highly multigenerational, with a mix of ages and backgrounds that can be harnessed as a strategic asset (Iunius, 2025), With every generation bringing distinct strengths, challenges and the likelihood of intergenerational conflict and now a new generation of changemaker has entered the workforce (Apolonio, 2025).
Generation Z (GenZ) are a driving force of a fundamental shift in the hospitality employment landscape through the change in expectations surrounding work, career development and employer-employee relationships Nguyen and Giousmpasoglou (2026). With distinct values due to their formative experiences and socio-economic environment (Eddial and Kirillova, 2025) GenZ are actively influencing and beginning to make their place in the work environment by being outspoken regards their needs and wants from the organisation (Apolonio, 2025). It’s widely acknowledged that GenZ present unique challenges for recruitment and retention within the hospitality industry compared to their predecessors with an increased distinct workplace expectations inclusive of the desire for more flexible working hours, meaningful work and excelled career progression, which often clashes with the structural limitations, nature and the realities of working within the industry (Sousa, et, al, 2025). However, according to Giousmpasoglou and Nguyen (2025) despite significant challenges this generation also present immense opportunities for the industry, this echoed by (Cera Amenta, 2026) who contends that GenZ is not a workplace problem but a catalyst for a broader workplace transformation. 

Research problem statement 
Existing hospitality research has documented Generation Z's workplace expectations, including flexibility, wellbeing, meaningful work, career development, and value alignment. Likewise, considerable attention has been given to the industry's recruitment and retention challenges. However, there remains limited research examining how hospitality organisations can effectively adapt management practices, leadership approaches, and talent strategies to simultaneously recruit, engage, and retain Generation Z within an increasingly multigenerational workforce. Recent studies have questioned the validity of generational labels and suggest that age, career stage, organisational context, and individual characteristics may explain workplace behaviours more effectively than generational membership alone. Consequently, there is a need for research that critically explores whether workforce transformation initiatives are genuinely responses to Generation Z needs or reflections of broader changes in employee expectations across all generations.








Research aim 
To critically analyse how hospitality organisations can attract, manage, and retain GenZ employees within a multigenerational workforce and develop evidence-based recommendations for industry practice. 

 Research objectives 
1) To critically examine theories and concepts relevant to managing a multigenerational hospitality workforce. 

2) To Evaluate the current literature in relations to challenges and opportunities with recruiting, managing and retaining GenZ employees within a multigenerational hospitality workforce. 


3) To develop evidence-based recommendations for the hospitality industry to improve attraction, engagement and retention of GenZ employees within a multigenerational workforce. 











2) Literature review 
To gain an insight into theories, concepts relevant to a multigenerational workforce along with challenges and opportunities in recruiting and retaining GenZ employees for critical analysis and evaluation a narrative review of existing literature follows. 

Theoretical foundations 
To interpret, guide thinking and formulate actions, theories are the concepts and associated propositions that when organised systematically can explain and predict phenomena (Brotherton, 2015). As a base to form the discussions and subsequent recommendations a theoretical foundation of three theories form a complementary framework for understanding GenZ recruitment and retention within the hospitality industry.  The chosen three theories consist of Generation cohort theory which addresses the development of workplace expectations, Person-organisation fit for the alignment of values with the organisation as well as social exchange theory that assumes employees reciprocate positive treatment. 

Generational cohort theory
Generational Cohort Theory (GCT) posits that people born within the same period share common experiences and influences during their formative years, these shared experiences shape similar values, attitudes, behaviours, communication styles, and consumer preferences (De Pelsmacker, 2025). Generational cohort theory maintains that differences are not wholly a reflection of the individuals age but more so the shared influences and experiences of a generation such as major societal events, such as economic recessions, wars, and significant shifts in resource allocation, shape the experiences of individuals born within the same time period, as a result, people are influenced by similar historical circumstances during key stages of their development (Alferjany and Alias, 2020).

Person-organisation fit theory 
Person-organisation fit (P-O fit) is commonly understood as the degree of compatibility between an individual and an organisation, resulting either from mutual fulfilment of needs, shared characteristics, or a combination of both (Kristof, 1996, as cited in Kristof-Brown et al., 2023).
According to Makraiova, et, al (2013) the most valuable outcome of a good P-O fit is that with an increased congruence of value orientation of the organisation and the individuals the more likely the organisation are to retain the induvial and that an understanding of an individual’s P-O fit is crucial at recruitment stage for the alignment of values with organisational culture therefore enhancing the employees job satisfaction and retention. Westerman and Cyr (2004) identified that HR often think they can identify whether a candidate will "fit" an organisation, but their judgement is frequently wrong and that despite this, their perception of fit often has a greater influence on hiring decisions than the candidate's actual level of fit, which may be the case in multigenerational workforces with an older employees in management positions. Kristof-Brown, et, al (2023) maintain that it is necessary for organisations need to create recruitment campaigns that reflect the distinctiveness of the characteristics of the organisation that are of importance to applicants to attract the best fit possible. In terms of GenZ, the findings of Taslim, et, al (2026) demonstrate that the GenZ workforce place significant importance on value alignments with their employers especially in terms of authenticity, flexibility and employee support with perceived organisational support having the greatest influence on perceptions of P-O fit and going on to suggest that organisations seeking to recruit and retain Gen Z talent should focus on creating supportive, flexible and values-driven working environments.

That said, Makraiova, et, al (2013) notes a possible limitation in terms of the P-O fit measures is that the reliance upon the organisations culture to which comparisons are made therefore, a its of paramount importance that cultural standard compared are those reflective of the realistic future workplace and avoiding a mismatch that negates the value of the P-O tool. Additionally, Na, et, al (2026) highlight that most studies in relation to hospitality only focus on PO-fit which involve the alignment of values and Person-Job fit involving the alignment of skills and interests. They argue that other forms of fit should be considered such as technological, supervisor and brand fit to address recruitment and retention in the contemporary hospitality workplace considering evolving expectations and advise that continuous adaptations must be considered to maintain commitment and retention especially in terms of GenZ.  





Social exchange theory
Social Exchange Theory (SET) is a sociological and management theory that draws on principles from economics and behavioural psychology to explain human behaviour, According to Homans (1961), the purpose of SET is not merely to describe behaviour but to explain why it occurs. The theory proposes that individuals engage in exchanges when they expect mutual benefits, with these interactions reinforcing future behaviours between the parties involved (Zoller and Muldoon, 2019). Ahmad, et al (2023) maintain that social exchange theory (SET) is a valuable framework for understanding workplace relationships, commitment and employee behaviour and found that employees reciprocate organisational support commitment, loyalty and engagement, also that positive manager-employee relationships significantly shape workplace attitudes and behaviours whilst recognising that those relationships develop over time as opposed to emerging instantly. 


Identified Themes 
The literature presents a range of perspectives in relation to GenZ employees and a multigenerational workforce however several themes emerged across the research. The following themes have been identified that highlight the evolving nature of employee expectations and the challenges facing the industry in terms of recruitment and retention. 

Workforce transformation and arrival of GenZ
With a combination of four generations within the current labour market, a multigenerational management approach is required inclusive of adaptations to polices, benefits, conflict resolution, and communication styles (Sousa, et, al, 2025). Spanning from Baby boomers to GenZ, each generation brings different expectations and work style to the workforce (Iunius, 2025), Baby Boomers value loyalty, hierarchy and face to face communication whereas, Generation X value independence, flexibility with work life balance and millennials seek meaningful work, development opportunities with collaborative and participative leadership with GenZ valuing flexibility, diversity, rapid career growth and technology Malik (2026). It is also noteworthy that the children of today referred to as Generation Alpha will be the workforce 18–21-year-old workforce of 2030 and beyond (Ford and Sturman, 2025), this adding a fifth generation to the mix that have been born in the twenty-first century where rapid technology advancements, unrestricted information sharing are resulting in formational years being immersed in a hyper-digital world (Pompurova et, al 2026). 
Even though there are some overlaps in values and motivations, Törn- Laapio and Ekonen (2021), maintain that GenZ view work differently to older generations who place more emphasis on quality of life, social relationships and work as a central life purpose. Nguyen and Giousmpasoglou (2026) maintain that despite unrealistic expectations, entitlement and mutual perceptions of disrespect between generations emerging frequently in their data collection that GenZ employees bring creativity, adaptability and technical fluency to help challenge entrenched ways of working and encourages modernisation. However, that said Rauvola, et al (2019) maintains that age-based workplace stereotypes have remained largely unchanged over time, with younger employees commonly characterised as inexperienced and self-centred, and older employees viewed as inflexible and disengaged therefore, persistence of these perceptions could suggest that many assumptions about workforce generations may reflect enduring age-related stereotypes rather than genuine differences between generational cohorts. However, the labels and generalisations of the generations do not reflect all individuals that fall within the date ranges as variations due to socioeconomic status are also present (Ford and Sturman, 2025) An article by Cera Amenta (2026) suggests that many characteristics attributed to Gen Z are not unique generational demands but indicators of wider workplace change. Consequently, organizations may benefit more from redesigning employee experiences for all workers rather than creating management practices targeted exclusively at Gen Z, whereas Ye Zhang, et, al, (2025) maintain that a competitive advantage within industry lies with those who leverage HR, not only to just accommodate change but to strategically drive it. 
Living in a world of internet, smart phones, digital media, raised in the 2000’s throughout the most fundamental developments of the century, the Genz’s were born between 1997 and 2012 and are a new conservative generation in terms of beliefs and lifestyles (Apolonio, 2025). Expectations of technologically advanced workplaces, inclusive cultures and creative, collaborative environments are highlighted by Malik (2026). This echoed by Lensen et, al (2025) who identifies key characteristics of GenZ within the hospitality workforce as having a strong social and environmental awareness, preferences for ethical businesses, high interest in personal growth and high expectations in relation to the use of technology and convivence. 
Labour shortages have been exacerbated in the wake of the Covid-19 pandemic, poor working conditions, low pay, and concerns about employment stability have resulted in a reduction in employee willingness to remain or return to hospitality employment post pandemic (Grigoryan, 2024). With GenZ representing the largest workforce segment labour shortages are also being increased due to retention challenges due to short tenure and high turnover rates (Ian, 2025).  According to Iunius (2025) if a reduction in youth entering the hospitality workforce, attributed to factors such as low pay and long hour perceptions is not addressed then the generational age gap will prolong talent shortages which adds pressure to employers within hospitality to make careers more appealing. Zhang, et, al, (2025) highlight collective studies that generational and gender dimensions must be addressed by adaptive diversity strategies regarding workplace structuring. A study by Borzillo et, al (2025) found agreeance between hotel managers and GenZ students on the need for modernisation of attraction and retention practices however, it was identified that hotel managers underestimated the urgency of addressing the concerns of GenZ relating to wellbeing, a toxic workplace culture, ethics and work-life balance.  

Changing employee expectations 
According to Apolonio (2025), GenZ are actively challenging leaders within organisations to create cultures of recognition and social inclusion operated within current technical advancements. Nguyen and Giousmpasoglou (2026) maintain that the flexibility, ambition and ability of GenZ employees to move from one place to another or stay longer if career progression is visible has the potential to inject fresh perspectives and dynamism to hospitality operations if channelled effectively. Throughout their synthesis of literature Seyfi, et, al (2024) a strong theme was GenZ’s desire for flexibility and a better work-life balance that incorporates alternative or adaptable work schedules and opportunities for remote or hybrid working, this challenging traditional hospitality models of working long and inflexible hours. Grigoryan (2024) also found that poor work-life balance had a big impact on retention within the industry as long working hours, shift work, fatigue, stress cited as reasons for leaving industry. 
In terms of wellbeing being a priority of GenZ, Popke (2024) reported that nearly three quarters of GenZ’s would leave jobs for another that better supported their wellbeing, 68% believed they were more productive when wellbeing was supported and 31% would accept a pay cut for healthier and happier work environments. This indicting that not only has wellbeing become a critical factor of employee expectations but also that increased investment in wellbeing initiatives could benefit both employee and the organisation as well as challenging traditional assumptions that salary is the primary driving force of job satisfaction. Delos and Villanueva (2025) maintain that GenZ value continuous learning, career advancement, skills development and internal mobility opportunities in terms of meaningful development opportunities. This is supported by Lazaridis (2025) who found that GenZ employees in luxury hospitality are less motivated by traditional rewards and more so by development, empowerment, flexibility, meaningful work and wellbeing. However, Törn- Laapio and Ekonen (2021) reinforced the importance of competitive pay, increased benefits and financial security as a significant component of work meaning to GenZ whereas, it is noted by Haid et, al (2026) that status and salary emerged as a vehicle for achieving security rather than directly as motivational factors and that appreciation is one of the most important factors influencing workplace experiences that cannot be replaced by financial rewards alone. In terms of the changes in employee expectations Popke (2024) identifies that the hospitality workforce often faces challenges in terms of long working hours, employee burnout and difficulties in negotiating work life balance and suggests that there should be a focus on employee wellbeing programs, mental health support, flexible scheduling and healthy workplace cultures to enhance retention and productivity.

Industry responses to Changing employee expectations 
In response to evolving workforce expectations Marriott have introduced flexible scheduling practices as well as integrated job roles providing employees with increase autonomy, work-life balance and opportunities for development in addition, the organisation promotes a culture in which leadership is viewed as a responsibility at all levels, encouraging employees to demonstrate curiosity, initiative, and continuous improvement regardless of their position within the organisation (Pomerantz, 2025). A global leadership strategy has also been introduced by Marriot that focuses on continuous learning, career growth, collaboration, and employee empowerment, through initiatives such as the Become development platform and the En Route leadership programme (Bersin and Hammerstad, 2024). A phased retirement program has also been introduced with the aim on the gradual reduction of hours leading to retirement which facilitates the retention of knowledge and experience within the workforce whilst making opportunities for younger employees to move into senior roles along with cross-generational mentorship to pair employees from different generations to break down silos and foster collaborations (eBloom, 2023). Hilton hotel have introduced the Thrive at Hilton programme that focuses on physical, mental and emotional wellbeing through resources, learning programmes, employee assistance, initiatives, flexible working arrangements sabbaticals and wellbeing grants stating, that they are equally committed to a workplace prioritising the wellbeing of their team members as they are the service their guests receive (Hilton, 2026). IHG's my wellbeing framework provides employees with wellbeing support, mental health resources, employee assistance programmes, lifestyle guidance, and workplace wellbeing tools. The programme is designed to support employees both inside and outside work (IHG, n.d.). 
In an industry first the Welsh based portfolio of the Seren collection consisting of the Grove hotel in Narberth, the Beach House Michelin starred restaurant in Oxwich, Gower and coast restaurant in Saundersfoot have transitioned to a four-day working week. This building on the success of the Grove introducing an optional four-day working week with additional payment for extra days for chefs in 2016 (Monk, 2021). 

Organisational adaptation, talent recruitment and retention 
The increased investment of hospitality organisations in employer branding, wellbeing throughout the workforce and organisational culture is resulting in effective talent management now being more closely associated with innovation capability, organisational resilience and a sustainable competitive advantage (Deore, 2026). A synthesis by Seyfi, et, al (2024) found that GenZ see flexibility, development, meaningful work and alignment of values to their own, it was also highlighted that organisations who continue to reply on traditional HR models may struggle to recruit and retain GenZ within their workforce. In agreeance with this Sousa, et, al, (2025) maintain that traditional HR practices are outdated and that organisations must adopt more employee-centric approaches, inclusive of career development, training, flexible work arrangements, tailored management practices and strong employer branding. Törn- Laapio and Ekonen (2021) also maintains that poor HR practices that have failed to adapt have also contributes to recruitment and retention challenges which highlights the requirement of improved employee experiences and workforce management. This is reinforced by Eddial and Kirillova (2026) who concluded that whilst HR professionals are aware of the GenZ trends of valuing meaningful work, work-life balance, professional development, supportive management, diversity, inclusion, and authentic organisational values that hotels in particularly are in need of a more nuanced understanding of how these expectations are actually interpretated by younger employees. An article by Cera Amenta (2026) suggests that many characteristics attributed to Gen Z are not unique generational demands but indicators of wider workplace change, consequently, organisations may benefit more from redesigning employee experiences for all workers rather than creating management practices targeted exclusively at Gen Z.
Malik (2026) argues that effective management of a multigenerational workforce require flexible HR polices, strong knowledge sharing practices and that organisations can improve engagement and performance through mentoring, continuous learning opportunities, and intergenerational collaboration. Lazaridis (2025) reports that despite relatively high job satisfaction within hotels the likelihood of GenZ remaining in post for the next two years was low, suggesting that whilst GenZ enjoy their current roles there is an intention to leave if clear development opportunities are not available. It is suggested by Törn- Laapio and Ekonen (2021) that younger hospitality employees view job roles as sources of experience, skill building opportunities and career development platforms as part of a broader career journey as opposed to a long-term destination therefore, highlighting the importance of development-focussed retention strategies. In contrast Grigoryan (2024) suggests that priority should be placed on in improvements to job security and remuneration to enhance retention in the wake of labour shortages and Grigoryan (2024) concluded that improving work-life balance is critical. In contrast Haid (2026) found that feeling appreciated, recognised, respected and valued results in a direct increase in motivation, engagement, productivity and intentions to stay with employer. Although Generation Z now represents the largest proportion of hospitality employees, according to Ian (2025) nearly 38% leave within their first year, indicating that recruitment alone is insufficient and that effective onboarding, development opportunities, and retention strategies are critical to workforce sustainability. 
It is suggested by Nguyen and Giousmpasoglou (2026) that hospitality organisations can improve their ability to attract, engage and retain GenZ employees through the adoption of authentic employer branding, flexible and digitally enabled HR practices, investment in employee development and wellbeing and also placed an emphasis on the requirement fostering a stronger intergenerational understanding within the workplace. Chaudhry (2024) argues using SET that supportive organisational practices and strong leader relationships encourage employees to reciprocate through greater loyalty, engagement and retention

Additionally, it is reported that GenZ candidates are often unwilling to wait through a lengthy recruitment processes that are too slow, have too many stages and delayed communication and that as a result video interviews assisted screening and simplified processes could improve recruitment of GenZ, along with the first 90 days being crucial to retention (Giousmpasoglou and Nguyen, 2025). According to Sousa, et, al, (2025) it is more likely that organisations who recognise and adapt to generational differences will attract, engage and retain younger talent whilst addressing the industry’s ongoing workforce challenges. This also inline with Sefyfi et, al (2024) who maintained that an understanding of GenZ’s attitude and perspectives is essential for hospitality to tailor recruitment and retention strategies ensuring alignment to foster a positive work environment and that unique values and expectations of GenZ must be addressed to attract and retain this dominating demographic. The alignment of values is also discussed by Haid et, al (2026) as having an important role in the prevention of cynicism towards the workplace of GenZ who are attributed to being inclined to cynicism. However, Ian (2025) argues that organisations should adopt targeted recruitment, onboarding, communication, development, and retention strategies to maximise the strengths of each generation and build a sustainable workforce. 
Eddial and Kirillova (2026) maintain that GenZ place a greater importance on feeling valued, maintaining work-life balance, participating in decision-making, and working for organisations whose values align with their own than on salary or traditional employer branding initiatives. This is support of Ye Zhang, eta, al, (2025) who propose The Adaptive Hospitality HR Framework which integrates five dimensions that reconceptualises HR by the utilisation of adaptability, workforce agility and continuous development of skills as strategic capabilities that should be cultivated as opposed to traditional systems that prioritise procedural stability.
Although a range of studies indicate that GenZ differ in terms of workplace expectations, attitudes and behaviours however, the identification of differences between generations does not necessarily demonstrate that these differences are caused Soley by generational membership itself. Lyons and Kuron (2013) raised an important consideration regarding whether GenZ genuinely poses distinctive workplace expectations or whether some characteristics may reflect factors associated with age, career stage or the organisational context being worked within, questioning whether attributed characteristics exaggerated or better understood as products of life stage and changing circumstances. Rauvola, Rudolph and Zacher (2019) also challenge the assumption that generational differences are a useful basis for workforce management, arguing that the concept of "generationalism" promotes stereotyping, ageism, and ineffective HR practices suggest sting that workplace behaviours are more accurately explained through a lifespan perspective that considers age, career stage, historical context, and individual experiences rather than generational membership alone. Pompurova, et al (2026) concluded that that generational boundaries may also be more fluid than previously assumed and that individual factors such as digital literacy, motivation, and technology adoption should also be considered and De Pelsmacker (2025) supports arguments that leaders should avoid treating all GenZ employees the same, that individual differences may be more influential than generational membership and that life stage, organisational context, social identity may explain behaviour further than generation labels alone and that workplace policies should be based on individual needs and preferences as opposed to generational stereotypes. 

Industry responses to organisational adaptation, talent attraction and retention 
Marriott only accept online applications for advertised roles and utilise an AI recruitment assistant in the form of a chatbot called Olivia who assists with coordinating interviews, sharing information and answers questions throughout the recruitment process (Gibson Kanner, 2024). According to Versai (2026), Marriott employment branding attracts employees seeking a great workplace, managers are responsible for employee job satisfaction and efforts are made to celebrate birthdays and anniversaries as well as upwards of 50% of management are promoted within through internal promotion. In terms of career programs there is a hotel internship program, fellowship program, direct placement opportunities as well as Marriott's Voyage Leadership Development Programme that provides structured graduate development, mentoring, leadership exposure, global opportunities, and accelerated career progression for early-career employees (Marriott International, 2024). Hilton invests heavily in continuing education, leadership development, career growth, learning opportunities, and internal progression through its Thrive at Hilton strategy, Danilo, Assistant Food & Beverage Manager at Hilton Molino Stucky Venice, describes on Hilton’s careers sit how opportunities for development and support had positively influenced his career, stating that he was "forever grateful" for the opportunities and support provided by Hilton (Danilo, n.d)



Leadership approaches for a multigenerational workforce 
The proposed AHR framework proposed by Ye Zhang, et, al (2025) positions leadership as the central vehicle of change for creating agile, resilient and sustainable workforces with the capability of rapid response to industry change. Based on  findings that older employees contribute industry experience, organisational knowledge and strategic thinking, whilst younger employees contribute innovation, digital skills, modern perspectives and adaptability Malik (2026), recommends traditional mentoring where older employees support younger employees combined with reverse monitoring involving younger employees helping older employees with technology and innovation to improve engagement, learning and intergenerational understanding. Effectiveness of leadership is dependent upon the generational groups as past effective leadership styles are no longer universally applicable in workplaces characterised by diverse generational values, expectations, and experiences Kunaratnam et al, (2026). Deloitte's GenZ and Millennial Survey notes that Gen Z are still predominantly in the early stages of their careers, meaning relatively few currently hold senior leadership or executive positions. This raises concerns about the future leadership pipeline as older generations retire (Elting, 2026).
 
According to Apolonio (2025) the GenZ workforce requires authentic, inclusive, supportive, adaptable and developmental leadership, valued open communication, ethical decision making and that transactional leadership was not rejected entirely, it was least preferred along with no significant influence in their findings based on gender.  This is also reinforced by Seyfi (2024) who maintain that GenZ prefer collaborative work environments, inclusive work cultures and are less attracted to procedural hierarchical structures that form traditional management approaches such as transactional leadership. Delos and Villanueva (2025) found transformational leadership to be highly effective for the management and development of GenZ within the industry, they maintain that leadership behaviours focussed on coaching, support, inspiration, innovation and ethical values significantly improved job satisfaction, motivation, engagement and professional growth which in turn attracts and retains GenZ employees. This aligns with the finds of Lensen et, al (2025) who reinforce the importance of informal and transparent communication from management and supports that it is crucial to GenZ to offer continuous learning and development opportunities and similarly the findings of Haid (2026) were that GenZ employees are more likely remain engaged and committed when genuine appreciation and respect is shown by leaders and colleagues. Regardless the multigenerational workforce represented within hospitality does present challenges as Malik (2026) found substantial differences in communication preferences with older generations preferring face to face, telephone calls and formal communication whereas millennials and GenZ prefer digital communication, instant messaging, collaboration tools and quick feedback that without management intervention can result in misunderstandings and reduced collaboration. However collectively the literature supports and reinforces the importance of a supportive, respectful and positive organisational culture to aid retention. 
According to Mandic et, al (2026) managing a multigenerational workforce should be viewed as a strategic HR priority rather than simply an operational challenge. Effective HR practices, including mentoring, reverse mentoring, flexible scheduling, career development, wellbeing support, and inclusive leadership, can help reduce generational tensions and improve engagement, retention, service quality, and organisational performance. Kunaratnam, Anthonysamy and Alias (2026) found that leadership effectiveness within multigenerational workforces is determined largely by the fit between leadership behaviours and generational expectations with GenZ increasingly favoured empowering, transformational, servant, and shared leadership approaches and that adaptive and ambidextrous leadership styles are most effective for improving employee engagement, retention, job satisfaction, and innovation across diverse generational cohorts. 

3) Methodology 
The researcher’s beliefs fall within the paradigmatic dimension of interpretivism, with a view of no single truth and a belief that meaning making is made by individuals through their own realities. An ontological position of many realities existing, accompanies an epistemological position that the researcher perspective is part of the knowledge and co-created all informed by an axiological role of reflexivity being essential and values openly acknowledged.   A phenomenological research approach has been taken in line with the lived experiences of individuals within a phenomenon of shared experience (Creswell and Creswell, 2018), according to Reiner (2012), phenomenological research is not only subjective and inductive but dynamic as well. The work environment is a socially constructed world where events occurring in this world are created through interactions, subjective thoughts and actions of in this case the employees within (Brotherton, 2015). 
To achieve the aim of the research and address objective 1 and 2, the situational data existing independently of the research project and the findings of past research, secondary data has been used (O’Leary, 2021). Based on the problem statement, research aim and objectives three theories were identified as being the theoretical foundation of the discussions and analysis, these were deemed complimentary theories to aid understanding and for these searches a large date range was selected to ensure any seminal work could be acknowledged an identified.  Several themes were identified as influential factors in terms of the recruitment and retention of GenZ employees within a multigenerational work force, to ensure a contemporary analysis of the current research relating to the topic and industry research, searches for journal articles and other sources were within the most recent dates of publication predominately 2025-2026 with the occasional relevant papers from as far back as 2021. The literature provides the foundation of the following findings and discussion which then lead on to addressing objective 3 of developing industry recommendations based on the current literature for improvements in recruitment and retention practices of GenZ employees in a multigenerational workforce.  

4) Findings and discussion
The literature suggests that the arrival of Gen Z is accelerating workforce transformation within hospitality, with younger employees placing greater emphasis on flexibility, wellbeing, career development, meaningful work, diversity, inclusion, and technology-enabled workplaces than previous generations. These changing expectations are challenging traditional HR and leadership practices, requiring organisations to adopt more employee-centred approaches focused on development, work-life balance, recognition, and authentic organisational cultures. Studies indicate that transformational, supportive, and adaptive leadership styles are more effective than traditional transactional approaches in engaging and retaining Gen Z, while mentoring, reverse mentoring, and cross-generational collaboration can help bridge differences within increasingly diverse workforces. The alignment of GenZ beliefs with the needs of organisations today in terms of P-O fit facilitates the ability to better shape better ways of working for both sides in an everchanging competitive work force. However, Reliance on recruiters' subjective perceptions of fit may disadvantage younger candidates whose communication styles, workplace expectations and values differ from those of older hiring managers. Consequently, hiring decisions may reflect perceived fit rather than actual alignment with organisational values and objectives. There is growing debate regarding the validity of generational differences, with several papers arguing that many behaviours attributed to Gen Z may be better explained by age, career stage, organisational context, digital literacy, and individual motivations rather than generational membership alone. Consequently, the evidence suggests that hospitality organisations should focus less on managing generations as distinct groups and more on creating positive employee experiences, strong value alignment, development opportunities, wellbeing support, and inclusive workplace cultures that appeal to employees across all generations.
Generational Cohort Theory remains influential in explaining workforce behaviour; however evidence suggests that age, life stage and contextual factors often have a stronger influence and further supports that significant generational differences exist in digital behaviour, motivations, and platform preferences, these distinctions are not absolute, Gen Z and Gen Y display many similarities, as do Gen X and Baby Boomers, suggesting that individual motivations and technological engagement may be as important as generational membership in explaining behaviour. Additionally, substantial diversity exists within generations, challenging the assumption that Gen Z represents a homogeneous group requiring a distinct management approach. Although hospitality organisations are increasingly adapting management practices to attract and retain Generation Z employees, the imminent arrival of Generation Alpha also highlights the requirement for a sustainable and adaptable workforce strategies rather than total generation-specific solutions. Consequently, organisations should focus on developing leadership agility, flexible working practices, personalised development opportunities, and inclusive workplace cultures that can accommodate the evolving expectations of future workforce cohorts
Collectively GCT, P-O fit and SET helps to provide a complimentary understanding of GenZ recruitment and retention within the hospitality industry. GCT identifies the evolution of workplace expectations surrounding flexibility, work-life balance, wellbeing, meaningful work and career progression. Whereas P-O fit subsequently suggests that employees are more likely to experience positive outcomes when their values align with the organisational values and practices. SET further extends the understanding by proposing that employees who perceive organisational support, fairness and development opportunities reciprocate with commitment and engagement and stay longer. All together the three theories and literature findings demonstrate that recruitment and retention is not only shaped by the expectations of the employee but also the extent to which organisations meet those expectations and also maintain positive exchange relationships over time especially through periods of change and where labour shortages and high turnover rates continue to pose a significant workforce challenges. 

5) Proposed management solutions 
Building upon the literature review and subsequent findings and discussion and to satisfy research objective three, the following recommendations are proposed for HR professionals within the Hospitality industry. 

Values-based recruitment 
In the first instance, it proposed that a transition should be made to values-based recruitment as opposed to the reliance on generational stereotypes. There should be a focus on the recruitment of individuals whose values align with the organisational culture rather than assumptions about generational characteristics. This should improve P-O fit which in turn leads to higher job satisfaction, stronger commitment and reduced turnover. For this to be successful it is of up most importance that organisations fully understand and are honest about the culture of their organisation and clearly communicate their culture during the recruitment process, assess the candidate and organisational fit throughout the onboarding process. The use of values-base assessment questions during interviews and realistic job descriptions are recommended actions. 

Clear career development pathways 
There is strong evidence to suggest that younger employees are attracted to organisations that commit to and invest in their employee’s professional development, a transparent progression route like those of Marriott and Hilton should be adopted demonstrating potential career pathways available. Mentorship opportunities with experience employees should be encouraged for the benefit of cross generational understanding, and knowledge exchange, experienced employees should be encouraged to share their knowledge and expertise and be open to new ideas and learn from younger new recruits especially in terms of technological advancements. Personal development plans created in line with everyone’s career aspirations and continuous professional learning opportunities should be on offer.  
Development of more flexible working practices 
There are also strong findings in support of more flexible working practices, especially post pandemic. Regardless of hospitality schedules conflicting with work-life balance greater flexibility is believed to be possible in line with the operational requirements with collection like Seren adopting an optional four day working week. It is proposed that technological- enabled shift allocation systems, increased consideration of the employees as individuals and their preferences along with flexible shift patterns could increase employee engagement and commitment.  

Strengthen employee voice within the organisation 
In line with the social exchange theory and findings it is identified that employees who feel valued, acknowledged and listened to are more likely to reciprocate positive behaviours towards their employer and work environment. Therefore, regular honest employee feedback should be encouraged, where possible involvement in decision making processes should be considered and mediation between the different generations within the workforce to foster a mutual understand and respect amongst the team and organisation. 

Inclusive leadership development 
With managers playing a critical role in shaping employee experiences and perceptions of organisational support, it is imperative that managers and leaders are equipped with the management skills to lead an increasingly diverse and multigenerational work force. Depending upon the attitudes and values of the current management base within individual organisations it is suggested that appropriate courses in areas such as leadership development programmes, coaching and mentoring skills, diversity and inclusion along with emotional intelligence development are considered. This suggested not only to support the younger generation entering the workforce but also develop the potential fixed mind sets of long-term experienced members management and preventive measure of the concern that older more experienced managers may retire and take their knowledge and skills with them without passing them on to the younger workforce. 

Preparations for future workplace transformation
As workforce expectations continue to evolve, a proactive approach to change management is advised as opposed to a reactive approach to labour shortages. Whilst we are in the mist of the changing expectations of GenZ hear and now it is advised that Generation Alpha are not that find behind who will come into the workforce with evolving expectations. Therefore, it is recommended that a regular review of the organisational culture, employee expectations and workplace practices are carried out with in conjunction with workforce planning strategies, ongoing skills development and digital transformation initiatives. There should be a forward-thinking attitude adopted to continuously evolve and adapt with the next generation in the forefront of the mind. 

6) Limitations 
There are several criticisms of generational cohort theory, Alferjany and Alias (2020) acknowledge that generational theories are largely based on western experiences and may not apply globally and also notes that individuals within the same generation may not experience historical events in the same way therefore future research should critically examine whether shared historical experiences genuinely create the generational differences often assumed to exist. The sole use of secondary data for examination and evaluation is acknowledged as a limitation in terms of the pre-existing data has not been expressly been designed or generated based on the researcher’s research question (O’Leary, 2021), as well as being based on the original researcher’s ontological, epistemological and axiological perspectives to generate the knowledge that is now interpreted through the researcher’s own philosophical beliefs and position. 

7) Conclusion 
In conclusion based on the findings and discussions it is recommended that Hospitality organisation move beyond generation-based management approaches and adopt employee-centric strategies based on value alignment, career development, organisational support combined with workplace flexibility where possible. It Is suggested that the enhancement of P-O fit and the encouragement of positive social exchange relationships that recruitment, engagement and retention across the multigenerational workforce will have a positive outcome whilst developing a welcoming organisational culture and a sustainable pipeline of future hospitality leaders with the capabilities and development for long term success. Ultimately it is clear that the future sustainability of the hospitality workforce will depend not on managing generations differently but creating an organisational culture that attracts employees of all ages, acknowledges values and changing preferences within the workforce in general whilst supporting, developing and valuing what everyone individually contributes to the organisation. 
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