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The hospitality sector, with a high degree of emotional labour and low working conditions, is facing a mental health crisis that is beginning to set in among the employees. This paper examines the systemic antecedents of stress and burnout through the theory of Job Demands-Resources (JD-R), where the author in the study investigates the success of emotional exhaustion and organisational cultural failures. The paper uses the PEAS model (Problem, Evidence, Analysis, Solution) to critically assess current initiatives on corporate well-being, basing its argument on the critical analysis of the recent literature and industry reports. It can be argued in the analysis that the available programs can offer valuable resources, but they do little to address the underlying job demands, so their long-term effects are minimal. The conclusion highlights that overcoming this crisis will need a strategic shift towards structural changes by involving demand mitigation, training of empathetic leaders with mental health policy standards set on an industry-wide basis.
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The hotel and hospitality industry are a crucial driver of the global economy, but its fundamental performance is anchored on the high-level service provision that poses extraordinary ambitions for the employees (Ford and Sturman, 2020; Batabyal and Das, 2019). Its nature makes the industry, which includes restaurants, hotels, and tourism services, very challenging, whereby the working hours are often long and not normal, the management of the high customer expectations, customer unpredictability, and fluctuating working loads (Wahab and Cooper, 2005). This working environment requires the employees to work in physically and emotionally exhausting environments very often.
The modern theme of the worsening mental health crisis is of fundamental importance and relevance since the structural complexities of the industry precondition the increased degree of psychosocial threats (Canada, 2023). Hospitality workers, unlike most other employees, experience unceasing inter-personal pressure, which demands that they constantly control and, in most instances, hold back their natural feelings in reaction to organisational display expectations called emotional labour (Hochschild, 1983). This long-term discordance is a direct contributor to stress and, eventually, burnout, which the World Health Organisation (WHO, 2022) has just accepted as an occupational phenomenon. It is not a single HR problem anymore but a systemic issue with immediate consequences in terms of workforce sustainability, the quality of the service in the sector, and the resilience of the industry in general (Cooper and Hall, 2019). The following sections will outline the theoretical basis, empirical findings, as well as the present industry reactions to this escalating crisis.



[bookmark: _Toc212669259]Literature Review
The Job Demands-Resources (JD-R) Theory is capable of helping to put the current phenomenon of the worsening of the mental health crisis in the hospitality industry into perspective (Bakker and Demerouti, 2017). According to this model, job strain (e.g., burnout, stress) is an outcome of high job demands (e.g., workload, emotional dissonance) in the absence of sufficiently good job resources (e.g., social support, autonomy). Among the job demands in the hospitality industry, customers whose expectations are high, irregular shifts, and the high demands of emotional control are notable (Karatepe and Karadas, 2022).
[bookmark: _Toc212669260]The Motivators of Strain among the Workers (Job Requirements)
One of the requirements that is critical in the sector is emotional labour. Melian-Gonzalez and Bulchand-Gidumal (2020) revealed that the need to perform surface acting, the presentation of positive emotions, is a powerful indicator of emotional exhaustion and low job satisfaction. This tension is intensified by a setting of precarity and total control over working hours, which Canada (2023) correctly connects stress at the workplace with the structural level that makes the hospitality worker vulnerable.
The rules of the literature constantly refers to burnout as the main result of poor mental health. Burnout is a common phenomenon characterised by a sense of energy exhaustion, lack of engagement with work, and professional inefficacy (WHO, 2022). Most current post-pandemic studies (2020-2025) indicate that the condition of emotional exhaustion is manipulated by other factors, including the perceived job insecurity (Kang, Lee, and Hwang, 2023). This unsteadiness is also the cause of a sense of breach of a psychological contract, and it is directly proportional to the levels of burnout that employees experience when they feel that the organisation has not fulfilled its part of the agreement (Chen, Li, and Law, 2023).
[bookmark: _Toc212669261]Impact on Organisational Performance
The effects of the crisis on the performance of organisations are diverse. With worsening mental health, the level of organisational commitment and engagement reduces (Karatepe and Karadas, 2022; Melian-Gonzalez and Bulchand-Gidumal, 2020). This leads to increased absenteeism, lack of commitment when at the workplace (presenteeism), and most importantly, employee turnover. According to the Mental Health Foundation (2022), stress and burnout can be considered as a significant source of the industry challenge with staff retention that affects the service quality and requires expensive ongoing recruitment.
[bookmark: _Toc212669262]Job Resources Mitigation
On the other hand, the literature concludes in the direction of essential job resources required in mitigation. Perceived organisational support (POS) is depicted to moderate the correlation between psychological contract violation and burnout; endorsed employees are heartier in a strenuous setting (Chen, Li, and Law, 2023). Equally, leadership empathy is an important resource. This supports the study conducted by Brown, Thomas, and Bosselman (2022), who concluded that empathetic leadership plays a significant role in promoting the well-being of employees, again affirming that managerial quality is a major buffer to job demands.
This has begun to be handled by the industry giants through well-being programs. An example of an organisation that offers such resources as mental health support is TakeCare, offered by Marriott ( Marriott International, 2023) and ESG Report commitments provided by Hilton ( Hilton, 2023). More so, the International Labour Organisation (ILO, 2023) encourages employers to abandon the superficial solutions for structural, proactive solutions. Yet, their actual effectiveness usually is based on meeting the fundamental structural requirements as distinguished by the JD-R model, which remains a challenge that has not been achieved perfectly throughout the industry (Tribe, 2009). These effects and reactions are broken down with the PEAS framework, as the following analysis will show.
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The research design that will be used in this paper is a qualitative and descriptive one because it is aimed at synthesising and critically analysing available and high-quality secondary data to conduct a study of the growing mental health crisis in hospitality education. The present method corresponds to the accepted social research methods (Bryman, 2016; Robson, 2016) as it relies on interdisciplinary sources to establish a strong research basis.
The methods and processes of data collection will be a systematic review of the current academic journals and publications dated 2020-2025, where feasible (e.g. International Journal of Hospitality Management, Sustainability). The search terms comprised burnout, emotional exhaustion, hospitality, job demands-resources and mental health. The credibility of non-academic reports and policy documents published by authoritative organisations, such as the WHO (2022), the ILO (2023), and major industry organisations, were also used as the source of data (Marriott International, 2023; Accor Group, 2021).
The analysis methods are three in number. First, the theoretical prism applied is the Job Demands-Resources (JD-R) Theory (Bakker and Demerouti, 2017), which is used to label and describe the causes (demands) and possibly ways to resolve the problem (resources) of employee strain. Second, the PEAS model (Problem, Evidence, Analysis, Solution) is embraced as the main tool of analytical work of the thematic impact analysis. It is a tool that offers a methodological approach to the definition of the core problem, its grounding in the empirical basis (the analysis step), and the development of robust future strategies (the solution step). This is a systematic way, which guarantees the complete and evidence-based interpretation of the crisis and the corporate reactions to it.
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The theme impact analysis is an interpretation of the effect of a crisis in mental health on the hospitality and hotel industry, where it is analysed based on the structured four-step PEAS model. This framework allows making a switch between identifying the problem and critically assessing the actions of the industry and suggesting actions.
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The issue of the long-term, structural deterioration of the state of employees is the root problem, and it is presented in the form of prolonged stress and burnout (WHO, 2022). The work environment in hospitality beyond, since it is a high-contact, high-expectation industry, requires employees to be involved in emotional labour constantly, resulting in high-level emotional dissonance (Canada, 2023). It is further added with structural precarity, lengthy, anti-social, and unpredictable working hours, and a low degree of autonomy. Consequently, it is not only the failure of individual persons that leads to the crisis, but also a failure of structure at the institutional level, whereby the job requirements continuously exceed the resources available and thus result in a dysfunctional organisational culture.
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This crisis can be evidenced in both academic literature and industry data of industries. On the empirical level, a crisis is associated with a great number of bad organisational consequences, such as low quality of services (Kang, Lee, and Hwang, 2023) and massive staff turnover (Mental Health Foundation, 2022). A deepening mental health crisis in hospitality is evidenced by high rates of poor mental health, with one study finding 59% of workers experience mental health conditions at work. Additionally, almost half of workers report a poor work-life balance, and two-thirds of junior staff view burnout as a normal part of the job (Mental Health Foundation, 2022). The high rate of employee turnover in an industry leads to an environment where training and replacement costs are high and detrimental to the operation (Ford and Sturman, 2020).
The big players in the industry have countered it by introducing well-being programs:
· Marriott International has created the Take Care program that aims at physical, mental, and financial well-being resources (Marriott International, 2023).
· Accor Group encourages its strategy of Heartist, which is meant to help create the feeling of belonging and care (Accor Group, 2021).
· Hilton has clearly incorporated well-being as part of its ESG report because it is a block of sustainable business conduct (Hilton, 2023). 
The resources generally provided in these programs include Employee Assistance Programs (EAPs), mental health days, and physical fitness programs.
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The analysis is done by critically assessing these responses (resources) in the industry against the evidence of structural demands.
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There is a good use of industry initiatives, which take care of the resources component of the equation, JD-R. Leadership empathy-based programs, such as those espoused by Brown, Thomas, and Bosselman (2022), also protect employees against stress with the help of a supportive work environment. EAPs and specialised training can be considered as a useful tool directly associated with individual coping and resilience. Also, by directly stating well-being in reports (Hilton, 2023), firms give an effective message of Perceived Organisational Support (POS), which has been proven to reduce burnout (Chen, Li, and Law, 2023).
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The main weakness is that the majority of responses by corporations are reactive and symptomatic, which is more focused on the improvement of resources (coping mechanisms) rather than the structural demand reduction (addressing the causes of the problem). According to the ILO (2023) policy brief, person-centred interventions such as a resilience workshop would be ineffective when the employee is back to the same 12-hour shift, uncontrollable workload load and negative managerial culture. This disjunction between the rhetoric of well-being and job performance to the reality of job execution introduces a new feeling of cynicism and emotional fatigue in employees (Chen, Li, and Law, 2023), which ironically adds to their feeling of violation of a psychological contract (Kang, Lee, and Hwang, 2023). These efforts, however well-meaning, have little impact on taking away the essences of long hours, low control, and job insecurity (Karatepe and Karadas, 2022). Effective, real change demands addressing the timetables, staffing setups, and compensation systems that are the final causes of the crisis.
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The best possible solution includes strong resource provisioning and intensive demand mitigation. The discussion should no longer be on assisting the employees to cope, but rather on establishing a better and healthier working environment. High-quality solutions will include compulsory work-life balance and emotional leadership management training, limitations around the hours one has to work and organisational assistance in lowering the rate and level of depth of emotional labour. Such a comprehensive perspective is needed to make the workforce more stable and provide the sector with a high level and sustainability of the quality of work in the long term (Accor Group, 2021; Marriott International, 2023).
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The hospitality industry has a mental health crisis as a system-wide challenge that is based on the lack of equality between job demands, especially emotional labour, and precarious hours, on the one hand and lack of resources, on the other. Although the significant industry responses have taken admirable steps in their provision of facilitative resources, the critical reflection based on the PEAS model proves that these initiatives can seldom be sufficient to meet the structural demands that support the occurrence of chronic stress and burnout. The long-term solution includes a strategic change to alleviate stressors related to core jobs and introduce the concept of psychological safety as an inseparable part of organisational philosophy to avoid personnel turnover and provide high-quality service offerings.
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[bookmark: _Toc212669273]Structural Demand Mitigation
High job demands should be dealt with using proactive workload management as opposed to the compliance measures that hotels have implemented. Physical and emotional exhaustion can be minimised by the enforcement of maximum hour punishment, the bans on overtime, and the impossibility of back-to-back shifts (Bakker and Demerouti, 2017; Canada, 2023). These influences establishing predictable work patterns through predictive scheduling and maintaining an acceptable level of staffing, which opposes the insecurity and stress of precarity of workloads (Kang, Lee, and Hwang, 2023). On the same note, competitive and equitable pay is a remedy to the financial strain, which is a primary reason behind breaching a psychological contract (Chen, Li, and Law, 2023).
[bookmark: _Toc212669274]Active Leadership and Training
Management is also a key job resource in reducing stress. Organisations are to enforce the ongoing leadership education aimed at empathy, mental health literacy, and recognition of stress (Karatepe and Karadas, 2022). The leadership needs to take care of the well-being of the employees, providing support and correct referral channels (Brown, Thomas, and Bosselman, 2022). Managers also should be trained to alleviate the pressure of surface acting by providing staff with situational freedom of action and facilitating emotional openness, thus alleviating emotional dissonance (Hochschild, 1983).
[bookmark: _Toc212669275]Enhancing the POS and Strengthening the Psychological Contract
The perceived organisational support should be real to avoid the cynicism of the employees. Clearly discussed policies, equal treatment, and actual job security should support such programs as TakeCare (Marriott International, 2023) and Heartist (Accor Group, 2021). In the context of the existing high demands and the existing well-being programs, the psychological contract is eroded (Chen, Li, and Law, 2023). Preserving networks is achieved by assigning trained, paid Dedicated Wellness Champions as peer-support resources who offer confidential advice outside of managerial hierarchies.
[bookmark: _Toc212669276]Policy and Cooperation on an Industry-Wide Basis
The implementation of sustainable change at the sector level is necessary. To enhance sustainability audit, industry bodies should liaise with other organisations like the ILO (2023) in creating measurable mental health criteria, which they incorporate in their sustainability audit (Darcy, Ambrose, and Buhalis, 2012; Faulkner, Moscardo, and Laws, 2001). Such aspects as continuous research investment and the use of technology are essential in order to track psychosocial threat (Ivanov and Webster, 2019). Such tools as anonymous feedback systems allow quick diagnostics and reaction in the field of operations with high levels of stress (Laws, Prideaux, and Chon, 2007).
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