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Abstract
This research discusses an important problem of labour shortage in the hotel and hospitality industry with emphasis on causes, operational impacts and strategic responses. Based on qualitative secondary data from peer-reviewed journals, industry reports, and labour statistics, the study uses a PEST framework to analyse the political, economic, social and technological aspects of the crisis. Findings emphasise major issues like post-pandemic migration, poor pay, and generational change, which have caused service inefficiencies and staff burnout. The paper assesses industry responses such as automation and flexible work models and provides practical advice for long-term workforce resilience and operational sustainability.
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1. Introduction
Labour shortage, a pressing issue of the modern time, refers to a situation in which the demand for workers is higher than the supply, hence extended job vacancies (Ford and Sturman, 2019). In the hotel and larger hospitality industry, which is so reliant on human contacts and service provision, this shortage is very problematic in terms of operations. The industry is heavily dependent on the frontline staff in the areas of housekeeping, food services, and guest relations and hence is highly prone to disruptions in the workforce (Cooper and Hall, 2022). 
Worldwide, the hospitality industry has been plagued by chronic staffing shortages worsened by structural problems such as an ageing workforce and limiting immigration policy and low job attractiveness as a result of long hours and few benefits (Baum et al., 2020). The COVID-19 pandemic aggravated the crisis as many workers left the industry for good, taking up jobs in industries that pay better and offer more flexibility (Spurk and Straub, 2020). 
Post-COVID recovery has seen rising demand crash into ongoing staffing shortages, with a lower quality of service and financial pressure as a result. Issues such as wage inflation, work-life balance issues, and evolving expectations of employees make recruitment and retention more challenging (International Labour Organisation, 2023). This research examines the causes and effects of labour shortage in hotels and examines industry responses.
2. Literature Review
Workforce Needs in Hotel Operations
The hotel industry depends significantly on human capital in a number of areas of operation, such as front desk services, housekeeping and food and beverage (F&B) departments. These roles play a critical role in providing quality guest experiences and efficiency in operations (Batabyal and Das, 2019). However, the sector has a lot of challenges in regard to attracting and retaining highly skilled individuals to meet these demands. The growing complexity of expectations by the guests and the need for individual services have furthered the need for a competent and flexible workforce (Birdir and Sahilli Birdir, 2024). 

Causes of Labour Shortages
Post-Pandemic Migration and Health Concerns
The COVID-19 pandemic has had severe effects on hospitality workers, as many people lost their jobs and, consequently, many workers left the industry. Health concerns, job insecurity, and instability of the sector during the pandemic have discouraged lapsed employees from coming back, worsening the labour shortages (Huang et al., 2021).
Low Wages and Poor Working Conditions
Low wages, long working hours, and lack of job security are some of the factors that have historically characterised the hospitality industry. These factors lead to high turnovers and reduce the attractiveness of the sector to potential employees. Poor compensation and benefits also make workers’ long-term commitment less likely (Giousmpasoglou, 2024). 
Seasonal Nature of Jobs
There are many seasonal jobs in the hotel industry, and this means that there are times when workers are unemployed and their finances are insecure. Such a cyclical nature of employment is problematic in terms of keeping a stable and experienced workforce, since the employees tend to look for more stable opportunities elsewhere (NetSuite, 2024).
Lack of Skilled Workforce
There is a serious skills gap in the hospitality sector, with gaps in terms of professionals who can fulfil the changing needs of the industry. The speed of integration of new technologies and the requirement of specific skills in fields like digital marketing and data analytics have outrun the capabilities of the current workforce (Birdir and Sahilli Birdir, 2024). 
Generational Shifts and Gen Z Expectations
The young generations, Gen Z in particular, display different expectations of career from their predecessors. They value the work-life balance, career development, and valuable work. The hospitality industry’s conventional work models and the supposed lack of career opportunities do not match these expectations, and interest from younger job seekers is reduced (Islam et al., 2024).

Impacts on Hotel Operations
Decline in Service Quality
Labour shortages have a direct bearing on service quality since understaffed hotels cannot deliver to the expectations of the guest. This may result in extended waiting times, lower standards of cleanliness, and general reduction of guest satisfaction, which in turn impacts the reputation and loyalty of the hotel’s customers (Baum et al., 2020).
Increase in Staff Workload and Burnout
The rest of the workers are usually left with additional workloads that help to cover up staffing shortfalls, which in turn, increases stress and fatigue. Not only does this impact the well-being of employees, but it also leads to more turnover, which further compounds the problem in a cycle that worsens the problem of labour shortage (Cwibi and Mxunyelwa, 2024). 
Operational Inefficiencies and Guest Dissatisfaction
Insufficient staffing may lead to operational inefficiency, like delays in the delivery of services as well as mistakes in guest services. Such inefficiencies affect the quality of the guest experience, which results in dissatisfaction and possibly a loss of business (Huang et al., 2021).
Revenue and Profitability Challenges
Labour shortages may result in decreased operational capacity, meaning that the hotel will be unable to accommodate guests and make money. In addition, additional labour costs arising from overtime and the need for temporary staffing solutions can eat into profit margins (NetSuite, 2024). 
Theoretical Background: Labour Market Theory and Human Capital Theory
Labour Market Theory is used as a way of explaining the relationship that exists between employers and employees in terms of their wages and levels of employment. It indicates that the imbalances in the supply and demand for labour create shortages or surpluses, which determine the wage rates and employment conditions (Baum et al., 2020). 
Human Capital Theory puts great emphasis on investing in the education and training of employees to ensure increased productivity and economic performance. In terms of the hospitality industry, the development of the skills and competencies of the workforce is essential for solving the issue of labour shortage and increasing the quality of service (Islam et al., 2024).
Labour shortage in the hospitality industry is a complex issue that has been caused by numerous factors such as post-pandemic workforce changes, insufficient payment, seasonal nature of work, skills deficit, and changed expectations of different generations. These issues have strong operational implications with implications on service quality, the well-being of employees, and financial performance. Solving these problems needs a holistic approach, which involves enhancing the working conditions, increasing the employees’ development, and adjusting the organisation’s practices to the changing expectations of the workforce.
3. Method
This research has a qualitative, exploratory research design for analysis of the causes and operational effects of the labour shortage in the hotel industry using secondary data. Sources of data comprise peer-reviewed journal articles, industry reports from the likes of the American Hotel & Lodging Association (AHLA), Deloitte and the World Travel & Tourism Council (WTTC), and government labour statistics. 
The methodology of research includes thematic content analysis in order to synthesise the results of the literature review and reveal recurrent themes and patterns of labour shortages. Also, a PEST (Political, Economic, Social, Technological) analysis framework is used to evaluate the external factors that impact labour shortage in the hospitality industry. This way of addressing the issue provides an overall understanding of the multi-faceted problems that lead to the shortage of labour and their effects on hotel operations.
4. Theme Impact Analysis: PEST Framework
Labour deficiency in the hotel industry can be perceived from a macro-environmental perspective with the help of the PEST (Political, Economic, Social, and Technological) framework. This part explores how each of the factors leads to or relieves the present-day crisis of the workforce in the global hospitality industry, in particular, in the post-pandemic recovery.
Political Factors
Political decisions and policies directly influence the availability of labour and the hiring process in the hotel industry. In the UK, Brexit has had a significant impact as it reduced access to EU workers who used to take up most low-wage hospitality positions. The implementation of tougher visa regimes and point-based immigration has limited the number of prospective employees, making it worse to have shortages (The Times, 2025). Additionally, the lack of region-specific immigration systems, like a different framework for Scotland, has led to the demands for localised reforms to fulfil the needs of regional hospitality markets (The Times, 2025).
Governments have attempted to mitigate the crisis through support schemes, including training incentives and apprenticeship programs aimed at building local talent pipelines. However, these programs often take time to yield measurable results, and the immediate gaps in staffing persist (AHLA, 2024). Hence, political inaction or delayed intervention continues to exacerbate short-term challenges in workforce management for hotels.
Economic Factors
Economic conditions significantly influence both labour supply and hotel profitability. Rising wage expectations have been one of the most immediate consequences of the labour shortage (Costa and Costa, 2022). To attract and retain workers, many hotels have had to increase salaries, offer bonuses, or invest in benefits packages, all of which put pressure on operating margins (QX Global Group, 2024). Simultaneously, inflationary pressures have increased the costs of goods and services, making it difficult for hotel operators to maintain profitability while also meeting staffing needs.
Moreover, while demand for leisure and business travel has rebounded sharply post-COVID, the available workforce has not scaled at the same rate. This supply-demand imbalance has forced hotels to operate at limited capacity or reduce service offerings, further affecting customer satisfaction and revenue potential (AHLA, 2024). Budget reallocations are increasingly directed toward human resources, diminishing funds available for capital investments and innovation.
Social Factors
The social landscape of employment in hospitality has undergone dramatic changes in recent years. Work-life balance, mental well-being, and job flexibility have become priorities, especially among younger workers. Generation Z, in particular, is less willing to tolerate long, irregular hours and the traditionally rigid structures of hotel employment (Grigoryan, 2024). As a result, hospitality careers are often perceived as unattractive or unsustainable, leading to reduced applicant numbers and higher turnover rates.
Burnout and job dissatisfaction have become prevalent as existing employees are burdened with additional responsibilities to compensate for unfilled roles (Tribe, 2009). This not only affects individual well-being but also undermines team morale and productivity, further compounding labour retention issues. Additionally, negative public perceptions of hospitality work—often viewed as low-skilled and poorly paid—deter new entrants into the industry, exacerbating long-term staffing issues.
Technological Factors
Technology is increasingly being deployed as a strategic solution to labour shortages in the hospitality sector. Hotels are investing in automation and artificial intelligence to reduce their dependence on human labour. Examples include self-check-in kiosks, robotic room service, and digital concierge systems, all of which enhance operational efficiency and reduce staffing needs (Robotics Tomorrow, 2025). Marriott International, for instance, has partnered with technology providers to integrate automated solutions across its properties, allowing human workers to focus on high-value, guest-facing tasks.
Furthermore, human resource technologies, including digital recruitment platforms and AI-powered scheduling tools, have helped improve hiring processes and employee retention strategies (Nory, 2025). However, the implementation of such innovations is capital-intensive and may be unattainable for small or independent hotels. Moreover, technology cannot fully replace the personalized service aspects central to the hospitality experience, particularly in luxury segments.
Industry Examples
Several hotel chains have adopted innovative strategies to address labour shortages. Marriott International has partnered with technology firms to introduce automation in service delivery, aiming to enhance efficiency and reduce staff workload (Robotics Tomorrow, 2025). Hilton has focused on employee wellness programs, offering mental health support and flexible work arrangements to improve job satisfaction and retention (People Matters Global, 2023). Accor’s “Work Your Way” programme offers flexible employment models to the staff so they can select schedules that will fit their lifestyles, which attracts a larger group of talent (Accor, 2021).


Critical Analysis
Responses of the industry to labour shortage are indicative of the desire to innovate and adapt. Automation and flexible work models have been able to provide some relief from the staffing challenges and increase employee satisfaction. Nevertheless, these solutions are not perfect. The high costs of technology implementation and the need to train employees may be a barrier, especially to smaller establishments. Additionally, though flexible work arrangements seem attractive to many, not all operational functions in hotels could benefit from flexible arrangements. Therefore, a multipronged strategy that involves technological innovations, favourable working environments, and strategic recruitment is important for workforce management in the hospitality industry (Sharma et al., 2024).
5. Conclusion
Shortage of labourers is one of the most important issues facing the hotel and the hospitality industry at large. The shortage of skilled and available labour is a result of a combination of factors such as the post-pandemic movement of people, poor working conditions, low pay, and changing generational demands. These shortages have brought about operational inefficiencies, losses in service quality, and a loss in profitability of hotels across the globe. 
Industry responses like automation, flexible work arrangements, and employee wellness programs show improvement, but are dependent on the size of the organisation, culture, and finances of the organisation. Looking to the future, there is a need for forward-thinking and multifaceted strategies for workforce resilience and service excellence in a changing labour market.
6. Recommendations
In response to the findings from the literature review and PEST analysis, a structured strategy across short-term, medium-term, and long-term timelines is recommended for hotel managers and stakeholders.
In the short term, immediate action should focus on enhancing compensation structures to attract and retain staff. Competitive wages and benefit packages have shown positive impacts on staff retention (QX Global Group, 2024). Additionally, implementing cross-functional training and upskilling opportunities can optimise the efficiency of existing teams while reducing reliance on new hires. Strategic partnerships with vocational and hospitality institutions can serve as direct recruitment pipelines and help address the skills gap (WTTC, 2023). Improving employer branding, particularly through online platforms and employee testimonials, can help reframe hospitality work as fulfilling and growth-oriented (Accor, 2021).
In the medium term, hotels should invest in selective automation, such as contactless check-ins and digital concierge services, to reduce pressure on front-line staff (Robotics Tomorrow, 2025). Embracing flexible work arrangements, such as part-time roles or hybrid scheduling, can cater to the preferences of younger workers and improve work-life balance (Grigoryan, 2024). A positive workplace culture that recognises and rewards employee contributions will also foster stronger retention.
For long-term resilience, hotels must actively engage in policy advocacy to influence immigration and labour laws that align with the industry's workforce needs (The Times, 2025). Investing in structured internship and mentorship programs can ensure a steady influx of skilled workers aligned with evolving industry demands. Finally, continuous research into generational work values and expectations will enable hotels to adapt HR strategies to emerging trends, sustaining competitiveness in a rapidly changing employment landscape (Nory, 2025).
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