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This research paper investigates how staff shortages affect operational efficiency in the housekeeping department of the Hilton Garden Inn Doncaster Racecourse, with a focus on the impact of outsourcing to a cleaning agency. 
The topic is relevant to the post-pandemic context, where the hospitality industry in the United Kingdom is facing major difficulties in recruiting and retaining employees, especially in essential operational roles such as cleaning. 
The research aimed to understand the concrete implications of undersizing housekeeping teams on service quality, guest satisfaction, employee motivation and the overall image of the hotel. 
The research used the direct observation method during two weeks of practice in the analysed hotel, complemented by current academic sources that substantiate the results and conclusions. The results indicate the existence of structural problems that derive both from the lack of staff and from the lack of a communication and control strategy between the hotel and the external agency. 
Existing maids are often overloaded, are called on from their days off to cover absences, and the distribution of tasks is perceived as unfair. The lack of managerial feedback and the reduced involvement of the hotel management in supervising external collaborators contribute to increased stress levels, decreased job satisfaction and the emergence of a high intention to leave the job. 
On the other hand, outsourcing housekeeping services, in the absence of a control mechanism and well-defined performance indicators, leads to a loss of organizational coherence, inconsistent service quality and recurring customer complaints.
 This affects the hotel's reputation and creates a negative cycle, in which employee dissatisfaction negatively influences the guest experience. 
The paper offers a series of practical recommendations, including: establishing a clear collaboration protocol with the external agency, creating a daily coordinator role to supervise the activity, implementing a standardized training system, introducing more attractive retention policies (competitive salaries, professional recognition, promotion opportunities) and developing an inclusive organizational culture, in which external staff are also integrated into the hotel's internal activities. 
In addition, the analysis highlights the fact that the operational success of the hotel depends not only on material resources, but especially on the quality of interactions between internal and external teams. Integrating these collaborators into a shared service vision is essential for achieving performance. 
It also emphasizes the importance of an empathetic and involved leadership style that facilitates retention and reduces occupational stress. By strengthening these dimensions, the hotel can transform a vulnerable situation into an opportunity for long-term organizational development.
The research highlights that the problems related to the lack of housekeeping staff are not only operational in nature, but directly affect human resources, team cohesion and the perceived quality of services.
 Thus, to ensure long-term sustainability and competitiveness, it is essential for hotels to rethink traditional approaches to management and adopt proactive solutions, focused on effective collaboration, motivation, continuous training and employee well-being. 
Chapter 1: Introduction 
Within the hotel industry, the housekeeping department plays a crucial role in ensuring a quality experience for guests. The cleanliness of rooms, the hygiene of common areas and the promptness of services contribute directly to customer satisfaction and, implicitly, to the hotel’s overall reputation and performance (Jayanti, 2023). 
However, in recent years, many hotel units in the United Kingdom have faced a frequent problem: staff shortages. This phenomenon is linked to the recent socio-economic context, but has older roots in the structural vulnerabilities of the British tourism labor market, signaled even before Brexit and the pandemic (Fitch Solutions Group Limited, 2019). 
This workforce crisis is not a new phenomenon, having been reported since the 2000s in the housekeeping sector, when staff shortages were already considered a threat to hotel operations (Gander, 2006).
 This paper aims to explore how staff shortages affect the operational efficiency of the housekeeping department, using as a case study the Hilton Inn Racecourse in Doncaster, where the author completed an internship. A specific aspect is that housekeeping services are outsourced and operated by a collaborating agency, under separate management. This model brings additional challenges in managing quality standards and in the daily organization of tasks (Tiwari, 2023), especially given that outsourcing can lead to a partial loss of direct control over essential services (Ma et al., 2014).
 During the internship, several direct effects of understaffing were observed: delays in preparing rooms, physical exhaustion of staff, and difficulties in maintaining service consistency. Such problems are often caused by the frequent employee turnover typical of the hotel industry (Mohsin, 2023). 
At the same time, direct experience revealed that the housekeeping department is often perceived as “invisible”, despite its direct impact on guest satisfaction. This underestimation affects employee morale and staff retention (Yilmaz, 2017). 
The research aims to identify not only the effects of staff shortages, but also the structural causes that generate them. Among these is the phenomenon of mass resignations, which has severely affected the tourism and hospitality workforce in recent years (Liu-Lastres, 2023). Other important causes include a perception of a lack of work-life balance, unsatisfactory salaries and job uncertainty, all of which contribute to the increased intention to leave the field (Grigoryan, 2024). 
The study is also relevant from the perspective of the systemic challenges of the industry, where customer satisfaction, employee performance and operational efficiency are interconnected. Furthermore, in active tourist areas such as Doncaster, high levels of occupancy require a flexible but well-coordinated operational capacity (Cooper and Hall, 2022). 
The paper will aim to answer questions such as: what are the main causes of staff shortages, how does this affect room turnaround times, cleanliness standards and employee morale, and what solutions could be implemented to improve operational efficiency in a context where housekeeping is managed externally.




[bookmark: _Toc200632576]Chapter 2 – Literature Review 
1.1 The Strategic Role of Housekeeping in the Hotel Industry
In recent years, the hotel industry has had to adapt its hygiene and cleanliness standards in the context of the COVID-19 pandemic. The housekeeping department has become a focal point in maintaining sanitary safety, and guest expectations have intensified considerably (Sharma and Kaushik, 2021).
In addition to visible cleanliness, the focus has shifted to effective sanitation, implementing anti-COVID protocols, and training staff in new practices. At the same time, hotels have begun to adopt sustainable practices to respond to environmental pressure and ESG (Environmental, Social, Governance) requirements. “Green” cleaning has become a priority in many establishments, with the implementation of environmentally friendly products, strategies to reduce water and energy consumption, and policies regarding linen change only on request (Jaykumar, 2021).
 Another important aspect is the development of standardized operational procedures, especially in hotels that outsource housekeeping services. Lack of effective coordination can affect not only the quality of service, but also the overall brand image. Standardization and national guidelines on cleanliness are essential in maintaining uniformity and quality of service (Siddharth, 2021). 
At the same time, concerns have arisen regarding long-term sustainability and the impact on customer satisfaction. Studies show that hotel green policies contribute positively to the perception of service quality, especially when they are communicated transparently and implemented consistently (Choy, 2021).
1.1 Staff shortage and employee turnover 
One of the biggest obstacles faced by the housekeeping department is the staff shortage. Staff shortages affect both operational efficiency and the quality of services provided to guests (Fuseini, 2024). 
In the post-pandemic context, the hotel industry has faced a drastic decrease in the available workforce, which has led to the overstrain of existing staff. This phenomenon is accentuated by employee turnover, especially in housekeeping positions, where the turnover rate is high. The main reasons identified include low salaries, lack of advancement opportunities, demanding schedules, and low professional recognition (Gebbels, 2020). 
The concept of “quiet quitting” emerged as a direct consequence of the lack of motivation and commitment of employees, reflecting an attitude of psychological withdrawal from essential professional activities (Liu-Lastres, 2024).
 This attitude implicitly affects the quality of service and the involvement of staff in achieving organizational objectives. The issue of staff retention is also influenced by the general perception of a career in the hospitality industry. Young people often avoid housekeeping positions due to social stereotypes, the physical nature of the work, and the perception of a career with low long-term value (Magnini, 2024). 
The lack of attractiveness of the position leads to a major difficulty in recruitment, especially in locations where the labor market is competitive. In addition to these factors, the COVID-19 pandemic has had a significant negative impact on job retention intentions in the hospitality industry, which has further amplified the staff shortage (McCartney, 2022).
1.2 Outsourcing Services and Operational Performance 
Outsourcing housekeeping services is a common practice in the hotel industry, designed to optimize costs and ensure operational flexibility. However, this strategic decision has major implications for service quality, internal communication, and managerial accountability (Tiwari, 2023). 
Collaboration with external agencies often involves a lack of direct control over employee training and implemented standards. In many cases, these inconsistencies lead to operational conflicts, service delays, or a low perception of quality by guests (Espino-Rodríguez, 2023). 
Another important aspect is how outsourcing influences employee productivity. In the case of maids, productivity can be affected by the lack of adequate training or the lack of a common organizational culture, especially when employees are under the coordination of an agency different from that of the hotel (Tavitiyaman, 2021).
 Guest perceptions of the quality of housekeeping services are also influenced by the outsourcing system. Studies show that online customer reviews can highlight significant differences between the services provided by in-house and outsourced staff, which affects the overall reputation of the hotel (Espino-Rodríguez and Rodríguez-Díaz, 2021).
 In addition, service performance is also linked to the existence of clear control and evaluation procedures, especially in competitive bidding contracts. Identifying best management practices is essential in defining selection and monitoring criteria for external agencies (Mohammad, 2022).
1.3 Psychosocial factors, employee satisfaction and health 
The satisfaction of employees in the housekeeping department is influenced by a multitude of factors, including working conditions, work-life balance, professional recognition and interaction with management (Ann, 2023). 
Although the work of housekeepers is one of the most physically demanding, it is often undervalued and undervalued in the organizational structure of hotels. This is also confirmed by the specialized literature on recent trends in housekeeping management (Goodfellow Publishers Ltd, 2023). 
In addition to the high workload, employees frequently face psychological pressures generated by tight deadlines, lack of resources or difficult relationships with other departments (Josipović, 2020).
 These conditions can lead to the emergence of occupational stress, burnout and decreased performance, with a direct impact on job satisfaction and the quality of services provided. Employee well-being is closely linked to organizational factors that influence their perception of work and performance (Majeed and Ul Haq, 2024). 
Furthermore, the lack of psychological support mechanisms in the workplace can exacerbate stress and anxiety, especially during peak operational periods, when pressure is intensified by staff shortages and increased customer demands (Yoo, 2022).
 Recent studies show a direct correlation between psychosocial stress and the general health of housekeeping staff, especially women, who make up the majority of employees in this sector (García-Buades, 2025). 
Common problems include physical pain, chronic exhaustion and increased risk of accidents. On the other hand, poor working conditions negatively influence the quality of working life, leading to an overall unfavorable perception of this field. According to a study based on the demands-resources model at work, employees' subjective well-being is affected by the imbalance between high demands and limited organisational resources (Shi, 2020). 
International evaluations indicate that improving the quality of the workplace for housekeeping employees is essential for increasing retention and reducing absenteeism (Gaspani and Recchi, 2024). 
Other factors such as gender, age or cultural context may influence satisfaction levels differently, especially in terms of social expectations and norms associated with domestic work (Thébaud, 2021). 
These dimensions contribute to a comprehensive understanding of the context in which housekeeping staff operate and to the formulation of more inclusive organizational policies. Initiatives such as mindfulness and organized psychological interventions can contribute to employee performance and well-being (Dsouza et al., 2023).
1.4 Training and professional development in housekeeping
 Another essential element in the efficiency of the housekeeping department is the level of professional training of employees. In many hotels, staff are trained directly on the job, but the lack of a structured training program can lead to inconsistencies in the quality of service. Especially in the context of outsourcing, the responsibility for training often falls on the agency, which can lead to differences in the level of competence between employees (Utete, 2024). 
At the same time, the lack of professional development limits the motivation and career prospects of staff. Housekeepers are rarely included in advancement plans or organizational development strategies, which contributes to a feeling of stagnation and demotivation (Andrade, 2021). 
The importance of work-life balance is another factor related to employee satisfaction and their desire to stay with the hotel in the long term. When the work schedule is chaotic or overly demanding, the risk of burnout increases, affecting both employees and the quality of service provided to guests (Dewi, 2021).
 Furthermore, a career in housekeeping is often perceived as having low social value, which negatively influences staff motivation. Employees do not feel recognized or appreciated, and this perception can only be changed by integrating the department into a positive organizational culture and by offering real opportunities for professional development (Cunha and Oliveira, 2021).
[bookmark: _Toc200632577]Chapter 3 – Methodology 
3.1 Justification for the choice of the case study method
 For this research, the case study method was chosen because it allows for a detailed and contextual analysis of a complex phenomenon – in this case, the impact of staff shortages on operational efficiency in a hotel where housekeeping services are outsourced. The case study is particularly suitable for research that aims to analyze real situations and organizational dynamics in a specific setting (Çakar and Aykol, 2021). 
Choosing this type of approach allows for a deep understanding of internal processes and interactions between different actors involved. In the context of the hospitality industry, case studies contribute to exploring operational, cultural and managerial aspects that cannot be easily captured by quantitative methods (Priyono, 2025).
This type of research offers flexibility and allows the method to be adapted to the realities on the ground, an essential aspect in the case of a hotel with a hybrid management structure, such as the one studied here. 
3.2 Case Study Context 
The case study was conducted at the Hilton Garden Inn Doncaster Racecourse, an international chain hotel located in the vicinity of a racecourse, which attracts a constant tourist flow, especially in the warm season and during events. In this hotel, housekeeping services are not managed internally, but are provided by an external agency, which operates under a separate management structure. 
This dual organization generates a series of challenges in terms of internal communication, quality control and coherence in the application of operational policies. The analysis of the organizational structure includes the relationship between the hotel and the external partner, highlighting how the interactions between the two parties can influence service performance and customer experience (Nangpiire, 2023). 
Also, in such a system, the decision-making process is influenced by differences in priorities, resources and managerial standards, which makes the case study useful for highlighting these operational nuances (Guchait, 2023). 
3.3 Techniques used for data collection 
Data collection was carried out through a combination of qualitative methods, in particular direct non-participant observation and personal reflection on the activity carried out during the internship. Being actively involved in the hotel activities, I had direct access to the processes and behaviours relevant to the research topic. 
Observations were recorded in a daily reflective diary, in which situations, behaviours, difficulties and reactions of the staff in the context of the workforce shortage were recorded. This type of diary provides a solid basis for qualitative analysis, as it captures the natural dynamics of the processes and the spontaneous reactions of the employees (Crossley, 2019). 
Internal documents and operational procedures were also analyzed to understand the formal structure of processes, compared to the reality on the ground. This process was complemented by systematic self-reflection, inspired by the professional practice journal, which provided an authentic perspective on how the staff shortage is perceived and managed in practice (Lee, 2022).
 The triangulation of these sources – direct observation, reflective journal and documents – was essential to increase the validity and reliability of the research (Rose and Johnson, 2020). Technology-assisted qualitative research has become increasingly relevant in the disruptive analysis of hospitality processes, confirming the applicability of these methods in real operational contexts (Lee, 2023).
 3.4 Limitations of the method 
One of the main limitations of this research is the subjective nature of the qualitative method, which can introduce biases in the interpretation of the data. Being both an observer and a participant in some activities, there is a risk that the analysis will be influenced by personal perceptions. At the same time, the seasonal nature of the hospitality industry and frequent staff fluctuations can affect the consistency of observations made over the long term and the difficulty of establishing a clear operational pattern in the context of a qualitative method (Arasli, 2020).
 Also, the lack of access to internal data or official digital tools of the external agency limited the possibility of conducting a detailed quantitative analysis. A complementary method, such as data analysis from online sources or web scraping, could provide additional insight into service perceptions and external performance (Han and Anderson, 2021).
[bookmark: _Toc200632578]Chapter 4 – Findings Observation results at Hilton Garden Inn Doncaster Racecourse (Housekeeping – external agency) 
During the two weeks of internship in the housekeeping department, we observed a series of operational dysfunctions mainly caused by staff shortages. The external agency responsible for cleaning services collaborates directly with the hotel but operates under separate management. For this reason, communication and coordination between the two entities are limited, and responsibility for possible errors is often vaguely defined (Mendela, 2019). 
One aspect observable daily was the constant pressure on the morning shift supervisor, who tried to contact employees on their day off to convince them to temporarily return to work, to cover urgent operational needs. This practice, although necessary at the moment, reflects crisis management rather than effective human resource planning (Xue, 2022). 
In parallel, the room lists assigned to the maids present were constantly adjusted, with additional tasks being added to cover absences. This overburdening generated visible stress among the employees and a tense climate in the agency’s operational office (Gaspani and Recchi, 2024).
 Moreover, during informal conversations between the agency employees and the supervisor, dissatisfaction emerged regarding the way rooms were distributed and the absence of clear criteria for task allocation.
 For example, older employees complained that they frequently received more “checkout” rooms, which were more difficult, while new employees were treated leniently. This perception of unequal treatment contributed to tensions between colleagues and affected team cohesion. Some employees also mentioned that there was no official platform or trusted person designated to discuss such grievances. 
The lack of a two-way communication system between employees and supervisors leads to the accumulation of tensions and the formation of a work climate marked by distrust and frustration. In an environment where transparency is lacking, employees tend to express their dissatisfaction only informally, which limits the possibility of real and sustainable solutions. This aspect highlights the need for a clear mechanism for reporting and mediating conflicts within the team, especially in a context where human resources are outsourced. (Cunha and Oliveira, 2021)
 Housekeepers expressed concerns about the lack of regulated breaks, as the pressure to complete rooms promptly often leads them to sacrifice their meal breaks. In addition to the direct physical effects, the lack of breaks also contributes to the reduction of employees' ability to concentrate in the second part of the work schedule. Accumulated fatigue favours mistakes, omission of essential details in the cleaning process and, in some cases, even minor accidents. Paradoxically, trying to speed up the pace of work to meet deadlines leads to an overall decrease in service quality and can extend the time required to correct subsequent errors. This reality highlights the importance of maintaining a sustainable work pace, based on a balance between efficiency and well-being. (Ambardar, Singh and Singh, 2023) .
This practice has a negative impact not only on well-being but also on long-term physical performance. In some cases, employees reported back pain or severe fatigue, but continued to work for fear of losing their jobs. Overworked maids had a direct impact on the quality of cleaning: rooms were often cleaned superficially to be completed on time, which led to complaints from guests. Also, some rooms were left uncleaned at the end of the schedule, which led to check-in delays and a negative impact on the guest experience (Yang, Lin and Magnini, 2024). 
Guest complaints initially reached the hotel reception, where front desk employees were responsible for contacting the agency and finding quick solutions. In addition, the lack of a formal communication channel between the front desk and the cleaning agency was evident. 
In most cases, information was transmitted over the phone, without being recorded in writing or a centralised system. This led to lost requests or delayed feedback, which generated frustration among both hotel and agency employees. A common example was the failure to update priority rooms on the maids’ work lists, which led to delays in releasing rooms for new guests. This situation led to the front desk having to compensate guests in the form of free drinks or late check-outs, which entailed additional costs for the hotel. 
Furthermore, these compensations, although well-intentioned by the front desk, did not solve the root cause of the problems — namely, staff shortages and poor operational communication. Over time, such reactive practices can become the norm, leading to decision fatigue among front desk employees, who are constantly faced with managing crises for which they are not prepared or authorised to implement lasting solutions. Without an integrated strategy for collaboration between reception, management, and the agency, these problems continue to recur and affect overall guest satisfaction. (Yang, Lin and Magnini, 2024) . 
Hotel managers were rarely directly involved in the problem-solving process, indicating a disconnect between hotel management and the outsourced cleaning department (Cunha and Oliveira, 2021). 
Another effect of the staff shortage was the lack of motivation and low morale of the agency employees. Some of them expressed frustration with the high workload compared to the salary or support received from management, which corresponds to the increased risk of intention to leave the job (Fuseini, Fagbemi and Awuni, 2024).
 Another relevant aspect observed was the lack of a formal performance appraisal system for agency staff. In the absence of clear monitoring criteria, supervisors relied exclusively on complaints received or occasional visual observations. This reactive approach generated a sense of uncertainty among employees, who did not know exactly what was expected of them or how they could improve their performance. In the absence of constructive and regular feedback, many employees felt ignored, and this affected their motivation and involvement. It is important to note that an effective appraisal system could function not only as a control tool but also as an opportunity for professional development, especially in the context of an external collaboration where the relationship with the direct employer is often distant. Substandard cleanliness not only affects guest satisfaction but also the hotel's overall reputation, especially in a post-pandemic context where hygiene standards have become critical for customer perception (Sharma and Kaushik, 2021).
 Observational situations have demonstrated that outsourcing housekeeping services can bring significant operational risks when communication and supervision are deficient (Tiwari, Singh and Dahiya, 2022).
In addition, the lack of a transparent contractual framework between the hotel and the cleaning agency made it difficult to determine responsibilities in the event of repeated complaints or non-compliance with standards. Although the collaboration contract broadly outlined the agency’s tasks, there were no clearly defined performance indicators (KPIs) or standardised service audit procedures, which created a vacuum of accountability. This is often encountered in outsourcing relationships, especially when contracts are more cost-oriented than quality-oriented (Merrill, 2023). 
We also observed a lack of involvement of managers in the daily activities of the housekeeping department. Their visits to the floor or the agency’s office were rare, and direct communication with staff was almost non-existent. This type of managerial detachment sends a signal of a lack of involvement and disinterest, which inevitably reduces team motivation and increases the perception of organisational abandonment. Last but not least, it is relevant to mention that despite the dissatisfaction and difficulties encountered, most employees continued to work out of loyalty to their colleagues or due to the lack of other employment options.
 This reality reflects a form of informal organisational resilience, but also a systemic vulnerability that can explode at any time in the absence of strategic intervention. Thus, the conclusions drawn from this observational stage emphasise the need for a more balanced operational model, focused on communication, monitoring and continuous professional support. Studies confirm that the reduced involvement of managers in the relationship with external agencies leads to a harmful separation of objectives (Cunha and Oliveira, 2021). 
Overall, the observations highlight not only the obvious problems caused by the lack of staff but also the systemic deficiencies that amplify these problems. From the lack of a clear process for evaluating and distributing tasks to the absence of an effective communication framework between the hotel and the external agency, all these aspects contribute to a vicious circle of inefficiency. Without a strategic intervention based on true collaboration, common standards, and a concerted effort from all stakeholders, such deficiencies will continue to affect both employee and customer experience (Merrill, 2023).
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 The problems observed within the housekeeping department are not only operational, but also have a significant impact on employee morale. Lack of recognition, increased workload and stress generated by time pressure have led to visible dissatisfaction, emotional reactions and increased fatigue among maids (García-Buades, 2025). 
These effects are amplified when staff lack autonomy and feel that they are not involved in decision-making, which leads to a decrease in organisational commitment (Arhin, 2025). 
In the context of an external collaboration, such as outsourcing the housekeeping service, issues related to cultural integration and interdepartmental communication become essential. The lack of a coherent feedback system between the agency and the hotel management reduces visibility on individual performance (Espino-Rodríguez, 2023). 
Another important aspect is related to the perception of fairness in treatment and task distribution. Employees who receive additional rooms compared to their colleagues due to absenteeism may develop feelings of injustice and demotivation (Mirzaei and Erfaniyan, 2022). 
The relationship between job satisfaction and job continuity is directly influenced by the quality of interaction with superiors. In the observations made, the low involvement of hotel managers in resolving complaints generated distrust and isolation among agency staff (Mekoth, 2022). 
Complaints regarding room cleanliness were taken over by the reception, without direct intervention from senior management. This reactive communication model does not contribute to preventing recurring problems (Andrade, 2021). 
Similarly, when cleaning is performed superficially to compensate for staff shortages, direct effects occur on guest satisfaction, who notice discrepancies between their expectations and the reality of the services provided. During field observations, there were instances where rooms showed visible signs of neglect, such as dust on furniture or incompletely sanitised bathrooms. Although some of these deficiencies were minor, they were reported by guests, affecting the perception of the entire hotel experience. This type of inconsistency in quality can influence guests’ decisions to return or recommend the hotel, which is subsequently reflected in satisfaction scores and public reviews (Yang, 2024). 
This situation reflects a lack of coherent strategy in human resource management, but also in the way the hotel and the outsourcing agency collaborate. The lack of an integrated plan, with common objectives, clear procedures and shared responsibilities, leads to recurring dysfunctions in daily operations. In an industry based on quality and consistency, such as hospitality, these collaborative syncopes can have direct consequences on the brand’s reputation. Therefore, developing a common operating and communication strategy between organisations is essential for maintaining quality standards and satisfying customers in a sustainable way (Oo, Batra and Barnes, 2025).
During my internship, I observed that hotel managers reacted rather impulsively to the staffing crisis, opting for temporary solutions, such as calling in employees during their days off or redistributing tasks without a systematic analysis of individual capabilities. These reactive measures, although functional in the short term, only amplify the feeling of instability among employees, who do not benefit from a clear retention and development strategy. The lack of a sustainable plan, aimed at preventing recurring problems, underlines an ad-hoc management approach that does not respond to the complex challenges of staff shortages (Xue, 2022).
 The phenomenon known as the “Great Resignation” had particularly visible effects in the UK hotel industry, affecting the housekeeping segment in particular. Many employees chose to leave the sector due to difficult conditions, stagnant salaries and lack of advancement opportunities. This trend has created a prolonged staffing crisis, in which recruitment has become increasingly difficult and retention almost impossible without structural changes. The impact of this phenomenon is visible not only in turnover figures but also in the decline in service quality and the increase in the number of complaints from guests (Liu-Lastres, 2023). 
Another major factor contributing to employee demotivation is limited access to professional development. In many cases, cleaning staff do not benefit from regular training, constructive feedback sessions or promotion opportunities. The lack of recognition for the effort made, especially during peak operational periods, accentuates the perception of professional stagnation and leads many employees to seek opportunities outside the hotel sector. This situation highlights the need to integrate professional development as part of the long-term organisational strategy (Arhin, 2025).
 The increased reliance of hotels on outsourced labour reflects a frequently used strategy to reduce costs, but it comes with significant operational and human risks. Collaboration with external agencies often involves a distance from the hotel’s organisational culture, which makes it difficult to implement a unified model of performance and loyalty. While outsourcing offers flexibility, it also highlights the weaknesses of current human resources strategies, which fail to create a sense of belonging and stability for employees (Merrill, 2023). 
The lack of an adequate training program for new employees directly affects the quality of services provided to customers. In field observations, new staff were sent to rooms after minimal training, based more on observation than on clear work guidelines. This led to inconsistencies in the application of standards, but also to professional insecurity among employees. Investments in structured and recurrent training could improve both individual performance and team cohesion, while reducing turnover rates (Utete, 2023).
The quality of the work environment is a key determinant of employee satisfaction and desire to stay in the organisation. In the absence of constant feedback and a supportive organisational culture, employees tend to develop a passive attitude, emotionally distance themselves from the work they do, and perceive the workplace as transient. A positive work environment requires not only good physical conditions but also healthy interpersonal relationships and effective communication between hierarchical levels (Mekoth, 2022).
 Repeated exposure to customer complaints and the lack of psychological support mechanisms lead to the emergence of emotional exhaustion over time. This was evident in the reactions of maids who, despite their high workload, faced constant criticism and rarely received positive recognition. The absence of a space where employees can express their frustrations or access emotional support worsens the state of stress, generating possible long-term consequences on mental health (Chung et al., 2021). 
Chronic stress among staff is often a symptom of a precarious organisational climate, lacking support and strategic vision. When employees do not feel that there is a real concern for their well-being or when they are constantly asked to compensate for structural deficiencies, the level of job satisfaction drops dramatically. The lack of a culture of support and communication favours the emergence of conflicts, isolation and, ultimately, the decision to leave the workplace (Shapoval et al., 2022). 
Similarly, the respect and appreciation received from colleagues and superiors are a critical factor in employee motivation. Even in difficult conditions, a simple gesture of recognition or support can radically change an employee’s attitude towards work. Studies show that teams in which positive feedback is constantly present have a higher level of cohesion and operational performance (Andrade, 2021).
 During the pandemic, the emphasis on high standards of cleanliness was justified from a health perspective, but it placed additional pressure on already understaffed staff. The additional sanitation requirements, combined with a lack of staff and time, created situations where employees were unable to comply with all the required protocols. This situation led not only to fatigue but also to a sense of professional failure (Yang, 2024).
Physically demanding conditions, especially fast-paced work, repetitive lifting and repetitive movements, negatively impact the health of maids. Without a proper ergonomic approach and regular breaks, employees are exposed to real risks of injury or long-term physical wear and tear (Ambardar, Singh and Singh, 2023).

 Poor ergonomics, combined with a lack of training on the correct use of equipment or safe working techniques, inevitably leads to chronic fatigue and decreased efficiency in task execution. Such conditions can become a serious obstacle to maintaining a stable and functional team (Joshi, 2016). 
Ineffective coordination within the collaboration with the outsourcing agency generated frequent conflicts, delays in task allocation and a vaguely distributed responsibility, which made it difficult to quickly resolve problems. The lack of a formal operational control system was evident in times of crisis, when communication between entities was limited and reactions were delayed (Tiwari, 2022).
 The limited involvement of managers in the relationship with external agencies accentuated the separation between the hotel’s objectives and the daily activities of the cleaning staff. This distance contributed to a lack of strategic alignment, but also to an increased sense of isolation among subcontracted employees, who did not feel part of the hotel team (Cunha and Oliveira, 2021).
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This study aimed to investigate how staff shortages affect operational efficiency in the housekeeping department of the Hilton Inn Racecourse Doncaster. The analysis was based on direct observations made during an internship at the hotel, focusing on its collaboration with an external agency that manages cleaning services. The research highlighted a number of critical aspects that affect not only the quality of services provided to guests but also employee satisfaction and the hotel’s reputation (Ivanov and Webster, 2019). 
One of the most obvious conclusions is that staff shortages have direct and immediate effects on room preparation times, general hygiene and the ability of staff to maintain the required standards (Ambardar, Singh and Singh, 2023). 
Without a sufficient number of employees, daily tasks become more demanding, and the existing team is often overworked. This pressure leads to low employee morale, physical exhaustion, and ultimately lower operational performance (Milburn and Algeo, 2021).
 Another crucial aspect identified during the research is ineffective communication between the hotel and the external agency. Although outsourcing can bring economic benefits, the lack of an effective coordination relationship and a clear feedback mechanism between the hotel management and the collaborating agency generates confusion, delays, and a lack of accountability (Cunha and Oliveira, 2021). 
Front desk staff, although on the front line of dealing with guest complaints, do not have the authority to directly intervene in the agency’s operations, which leads to frustration and escalation of problems (Batinić, 2015).
In addition to the immediate operational implications, research has also highlighted structural causes of the staffing crisis. These include the lack of attractiveness of housekeeping jobs, difficult working conditions, low salaries, and negative perceptions of this department (Andrade, Miller and Westover, 2021). 
In many hotels, housekeeping is perceived as an “invisible” sector, despite its essential contribution to defining the customer experience (Brody, 2016). 
This undervaluation affects both the professional prestige of employees and the ability of hotels to attract and retain qualified personnel. Another element highlighted in the paper is the emotional and physical impact of working in this field. Cleaning staff are often exposed to constant pressure, contradictory demands, and a lack of appreciation (O’Neill and Davis, 2011). 
This context affects not only the efficiency of work but also the mental and physical health of employees. In the absence of adequate support from management and internal policies focused on employee needs, the level of retention decreases significantly (Shapoval et al., 2022).
 At the same time, the analysis showed that the outsourcing of housekeeping services must be approached with a clear strategy, which includes not only financial criteria, but also quality indicators, operational control and effective communication. Otherwise, this practice can generate more disadvantages than benefits (Mendela, 2019). 
The case study at Hilton Inn Racecourse demonstrated that the lack of real integration between the hotel and agency teams reduces organisational cohesion and prevents the achievement of uniform quality standards (Michel, Tews and Tracey, 2020). 
Another important conclusion is related to the need for a coherent, personalised and constant training plan, both for the hotel staff and for the external agency staff. Lack of adequate training in the use of new procedures or systems leads to operational errors, delays, and decreased confidence among employees (Le, Ta and Ha, 2025).
In addition, the absence of a common organizational culture between the hotel and the partner agency reduces staff involvement and motivation, negatively affecting internal collaboration and guest satisfaction (Wang, Zou and So, 2025). 

The research also highlights that the lack of staff in British hotels is part of a broader phenomenon, recently identified in the literature, being correlated with job insecurity, precarious work-life balance, but also with the low level of compensation offered. These realities are not isolated, but reflect a staffing crisis present on an international scale in the hospitality industry (Grigoryan, 2024). 
On the other hand, the analysis highlighted the fact that effective leadership strategies can contribute to staff retention and increased guest satisfaction. International studies on hotels in Asia have shown that managers’ involvement in employee relations, combined with service-oriented leadership and customer relationship management, can create a positive work environment and a collaborative organisational culture (Oo, Batra and Barnes, 2025). 
At the same time, it should be emphasised that housekeeping workers, especially those who are immigrants or employed through external agencies, frequently face increased physical and psychosocial risks. Harsh working conditions, constant physical exertion and lack of appropriate ergonomic equipment significantly increase the risk of injuries and long-term health problems. This highlights the need for hotels to adopt more robust occupational health and staff protection policies (Shapoval et al., 2022). 
In conclusion, for the housekeeping department to function effectively, it is necessary to recognise its strategic importance within hotel operations. Only by valuing the work of employees, by creating a stable and collaborative working framework, and by real involvement of management in coordinating external teams can a high and sustainable operational standard be achieved in the long term (Oo, Batra and Barnes, 2025).
[bookmark: _Toc200632581]Chapter 6: Recommendations and practical strategies 
Following the analysis carried out on the impact of staff shortages on operational efficiency in the housekeeping department, it is necessary to formulate a set of recommendations aimed at improving service quality, organisational cohesion and employee satisfaction. 
The following recommendations are grouped into essential strategic areas and target both internal aspects of hotel management and the relationship with the external agency providing cleaning staff (Michel, Tews and Tracey, 2020). 
1. Optimising collaboration with the external agency
 One of the main obstacles identified in the study was the lack of effective communication between the hotel and the agency responsible for housekeeping services. To remedy this problem, it is recommended to establish a clear collaboration protocol, which should include:
 • the appointment of a joint coordinator (liaison officer) responsible for the daily supervision of the activity and facilitating communication between the two parties;
 • organising bimonthly meetings between hotel and agency managers to review standards, analyse complaints, and evaluate performance;
 • introducing key performance indicators (KPIs) to be included in the outsourcing contract, such as: response time to urgent requests, compliance with room preparation times, and customer feedback (Cunha and Oliveira, 2021).
 Studies show that outsourcing can lead to organisational conflicts when there is a lack of clarity in roles and responsibilities, which requires better governance of the collaboration (Mendela, 2019).
 These measures will contribute to reducing tensions, increasing transparency, and creating a more balanced relationship between the two organisations (Batinić, 2015).

2. Increasing the attractiveness of jobs and reducing staff turnover 

The lack of qualified personnel and frequent employee turnover are systemic problems in the industry, and the hotel analysed is no exception. To improve staff retention, the following actions are proposed:
 • reviewing the salary scale, with competitive adjustments to reflect the complexity of the work performed and overtime;
 • offering additional benefits (meal vouchers, medical insurance, performance bonuses) to encourage loyalty; 
• developing a career plan for housekeeping staff, which includes opportunities for internal promotion to supervisory or coordination positions (Andrade, Miller and Westover, 2021). 

The specialised literature confirms that supporting the balance between professional and personal life, along with retention measures, can significantly reduce the intention to leave the job (Grigoryan, 2024).

 These measures will contribute to creating a more stable work environment, where employees feel valued and motivated to stay long-term (O’Neill and Davis, 2011).

3. Improving training and onboarding 
One of the causes of observed operational dysfunctions is the lack of an effective training program, especially in the context of frequent employee turnover.
 It is recommended to implement a standardised training system that includes: 
• mandatory induction sessions for all new employees, regardless of whether they are hotel or agency employees; 
• clear visual materials and operational manuals, translated into several languages ​​for international employees;
 • periodic (quarterly) practical training to refresh procedures and introduce any changes (Le, Ta and Ha, 2025). 


At the same time, it would be useful to introduce a “mentoring” system through which experienced employees can provide support to newcomers in the first weeks (Gubhaju, Panta and Ahn, 2025). 
Industry studies emphasise that continuous training is essential for increasing service quality and reducing operational errors (Joshi, 2016).


4. Creating an inclusive and participatory organisational culture 
To ensure that housekeeping staff do not feel marginalised, it is important to integrate them into the hotel’s organisational culture. It is recommended to: 
• include agency employees in internal events, monthly meetings and recognition programs; 
• create an anonymous feedback channel through which they can report problems encountered in the activity;
 • Appoint “quality ambassadors” in each team, responsible for supporting morale and effectively communicating work standards (Brody, 2016).
 Recent studies show that a sense of belonging and inclusion can reduce burnout and increase employee engagement (Majeed and Ul Haq, 2024).
 An inclusive organisational culture reduces feelings of isolation and increases staff involvement in achieving the hotel’s common goals (Baum and Hai, 2019).
5. Constant monitoring of guest satisfaction and internal feedback
 To assess the effectiveness of the proposed measures and to maintain quality standards, it is essential to continuously collect and analyse feedback. In this regard, it is recommended to: 
• apply short satisfaction surveys in rooms, focused on cleanliness and comfort; 
• Organise biannual focus groups with employees to identify difficulties encountered and proposals for improvement.
 • analyze recurring complaints related to cleanliness and correlate them with operational data (Wang, Zou and So, 2025). 
In addition, the implementation of digital tools such as AI-driven feedback analysis platforms and predictive analytics software can significantly improve housekeeping operations by identifying patterns in guest complaints related to cleanliness, room readiness, or amenities. This allows managers to anticipate staffing needs, allocate resources more efficiently, and address recurring issues proactively. Such insights are essential for strategic decision-making aimed at improving service quality and guest satisfaction (Oo, Batra and Barnes, 2025).
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