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[bookmark: _Toc223852580]Executive Summary
        This proposal investigates the increasing rate of employee turnover in a UK hospitality organisation where annual turnover has risen from 29% to 44% within two years. This increase presents operational risks, including higher recruitment costs, increased overtime expenditure, service inconsistency, and declining team morale. Research suggests that turnover in hospitality is not caused by a single factor but by the interaction between job demands, burnout, leadership support, fairness perceptions, and labour market conditions (Park, 2020; Nguyen et al., 2023; DeHaan et al., 2024). This study proposes a sequential mixed-methods design combining a quantitative survey of 150 employee with qualitative interviews 15. The study integrates (JD–R) theory, Social Exchange Theory, and organisational justice. The aim is to identify the strongest drivers of avoidable turnover and provide evidence-based, strategically aligned recommendations to improve retention and long-term performance.

[bookmark: _Toc223852581]Introduction 

         Employee turnover remains one of the most significant workforce challenges within hospitality. While some level of turnover is normal and may introduce new skills, a rapid increase to 44% suggests structural instability rather than healthy mobility. High turnover creates multiple organisational consequences. Recruitment and training costs increase, productivity declines during onboarding periods, and experienced staff knowledge is lost. Remaining employees often experience increased workload pressure, which can intensify dissatisfaction and further turnover. Research confirms that high turnover environments can weaken organisational culture and psychological safety (Hom et al., 2022). Industry data shows hospitality turnover rates are typically high compared to other sectors (CIPD, 2024). However, relying solely on industry comparisons risks normalising problematic internal trends. A rise from 29% to 44% within two years indicates that internal organisational factors may be interacting with wider labour market conditions. Exit interviews suggest workload intensity, scheduling unpredictability, limited progression opportunities, and inconsistent communication as possible contributors. However, exit interviews often capture surface-level dissatisfaction rather than deeper structural patterns. Research demonstrates that turnover intention is shaped by multiple interrelated variables, including burnout, organisational support, justice perceptions, and alternative job opportunities (Park, 2020; Nguyen et al., 2023). Therefore, the problem should be approached as complex and multi-dimensional rather than attributed to a single cause such as pay or management style. Given the importance of workforce stability to service quality, this issue requires structured investigation. The remainder of this report is structured as follows: Section 2 outlines the research aim, objectives and questions; Section 3 critically reviews relevant literature; Section 4 presents the conceptual framework; Section 5 explains the research methodology; and the final sections discuss practical implications, limitations and conclusions.

[bookmark: _Toc223852582]Research Aim, Objectives and Questions

[bookmark: _Toc223852583] Research Aim
 
       The mean of this study is to investigate the key organisational factors contributing to employee turnover in a UK hospitality organisation and to develop evidence-based recommendations to improve employee retention and workforce stability.
[bookmark: _Toc223852584]Research Objectives

        To achieve the research aim, the study will address the following objectives:
· To critically review recent academic and industry literature on employee turnover within the hospitality sector. 
· Into examine employees’ perceptions of job demands, leadership support, and organisational fairness within the organisation. 
·  Analyse the relationship between employee burnout and turnover intention using quantitative survey data. 
· On the way to explore employees’ experiences and perspectives regarding workplace conditions and potential reasons for leaving through qualitative interviews. 
·  In developing practical, evidence-based recommendations that support improved employee retention and organisational performance. 
[bookmark: _Toc223852585] Research Questions 

         In other ways of address the research, aim and objectives, the following research questions will guide the study: 
1. What organisational factors most strongly influence employees’ intention to leave the organisation? 
2. How do job demand and job resources influence levels of employee burnout?
 3. To what extent do perceptions of organisational fairness influence employees’ decision to remain with or leave the organisation? 
4. How do external labour market opportunities affect employee turnover behaviour?
[bookmark: _Toc223852586]Expected Outcomes

       The study is expected to provide a clearer understanding of the key organisational drivers of employee turnover within the organisation. By combining quantitative and qualitative findings, the research will identify the most significant factors influencing employee turnover intention, including workload pressures, organisational support, and fairness perceptions. The findings will help management prioritise targeted retention strategies. This may include improvements in workload management, leadership communication, and scheduling transparency. Ultimately, the research aims to support more stable workforce management and improved organisational performance.
[bookmark: _Toc223852587]3. Critical Literature Review

 3.1 Turnover as Dynamic Process 

The research conceptualises turnover as a dynamic psychological process rather than a single decision event (Hom et al., 2022). Turnover intention develops over time as employees evaluate workload, support, fairness, and alternative opportunities. Park (2020) identifies burnout as a strong predictor of turnover in hospitality, particularly where emotional labour is high. However, Nguyen et al. (2023) argue that perceived organisational support and fairness are equally significant, suggesting that relational factors may either intensify or buffer stress. 
3.2 Job Demands–Resources Theory 

JD–R theory explains how high job demands (e.g., workload, emotional labour) increase strain, while job resources (e.g., leadership support, autonomy) enhance engagement (DeHaan et al., 2024). Empirical studies show burnout mediates the relationship between demands and turnover intention (Bakker and Demerouti, 2023). 
However, JD–R theory focus mainly on stress mechanisms and does not fully account for fairness perceptions. For example, employees may tolerate high demands if they perceive equitable treatment and recognition.
3.3 Social Exchange and Organisational Justice 

Social Exchange Theory suggests employees respond to perceived organisational treatment with reciprocal attitudes (Cropanzano and Mitchell, 2005). When employees perceive imbalance, withdrawal behaviours increase. Organisational justice research shows that perceptions of fairness significantly influence commitment and turnover intention (Colquitt et al., 2021). In hospitality, scheduling fairness and communication transparency are particularly relevant. Critically, justice may moderate the impact of job demands. If employees perceive high fairness, they may interpret workload pressure as temporary or legitimate. If fairness is low, similar workload may be perceived as exploitative. 
3.4 External Employment Market Context 

Turnover decisions are influenced by alternative job availability (ONS, 2024; 2025). Research shows that even moderately dissatisfied employees are more likely to resign when external opportunities are accessible (Hom et al., 2022). Therefore, turnover should be analysed as the interaction between internal organisational dynamics and external labour market conditions.



[bookmark: _Toc223852588]4. Conceptual Framework 

        This study adopts an integrated conceptual framework to explain employee turnover within the organisation. The framework draws primarily on Job Demands–Resources (JD–R) theory, supported by Social Exchange Theory and organisational justice research. 
According to the JD–R model, job demands such as heavy workload, emotional labour, and long working hours can increase employee stress and lead to burnout (Bakker and Demerouti, 2023). Burnout is widely recognised as an important predictor of turnover intention, particularly in service industries where employees experience continuous interaction with customers. However, job demands alone do not fully explain employee turnover. The JD–R model also highlights the role of job resources, including leadership support, recognition, and opportunities for development. These resources can reduce stress and improve employee engagement, potentially lowering the likelihood of employees leaving the organisation. In addition, Social Exchange Theory suggests that employees evaluate the relationship between themselves and the organisation based on perceived support and fairness (Cropanzano and Mitchell, 2005). When employees feel valued and treated fairly, they are more likely to remain committed. Conversely, perceptions of unfair treatment may increase dissatisfaction and encourage turnover intentions. Organisational justice therefore plays an important moderating role within the framework. Fair scheduling practices, transparent decision-making, and respectful communication may influence how employees interpret job demands. For example, employees may tolerate high workloads if they believe tasks and schedules are distributed fairly.
 Finally, external labour market conditions may influence whether turnover intention leads to actual resignation. When alternative job opportunities are available, employees experiencing dissatisfaction may be more likely to leave the organisation. Overall, the conceptual framework suggests that employee return is shaped by the interaction between job demands, resources, organisational justice, and employment market opportunities. In examining these factors together, the study allow to develop a more comprehensive understanding of worker within the organisation. The relationship between the key variables examined in this study are illustrated in Figure 1.

Figure 1: Proposed Conceptual Framework of Employee Turnover.
Job Demands (workloads, emotional labour)
                                         Burnout
                                    Turnover Intention
                                   Employee Turnover
Job Resources (leadership support, development)
                          Reduce Burnout
Organisational Justice (fairness, transparency)
Moderates relationship between burnout and turnover intention 
External Labour Market (job opportunities)
                 Influence final decision to leave 
(Source: Developed by the author based on Bakker and Demerouti (2023) and Colquitt er al. (2021).
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5.1 Research Philosophy 
This study adopts a pragmatic research philosophy, which focuses on generating practical insights that can inform managerial decision-making (Saunders, Lewis and Thornhill, 2019). Pragmatism is suitable for applied business research because it allows combining multiple methods. In this context, the objective is not only to understand the causes of employee turnover but also to develop practical recommendations that can support improving employee retention. A pragmatic approach therefore supports the use of both quantitative and qualitative data, allowing the research to identify measurable patterns while also exploring employee experiences in greater depth. 
 5.2 Research Design 

A sequential explanatory mixed-methods design will be used in this study. This approach combines quantitative and qualitative research methods in two stages. 
Phase 1 – Quantitative Survey A structured questionnaire will be distributed to employees in to identify patterns and statistical relationships between key variables. 
Phase 2 – Qualitative Interviews Semi-structured interviews will then be conducted to explore employee experiences and provide deeper insight into the reasons behind the quantitative findings. This mixed-methods approach strengthens the validity of the research through methodological triangulation, allowing both breadth and depth of understanding.
5.5 Reliability, Validity and Ethical Considerations 

Reliability will be supported in validated measurement scales and pilot testing of the survey instrument. Validity will be strengthened through methodological triangulation and alignment with established theoretical frameworks. Ethical principles will also be carefully considered throughout the research process. Participation will be voluntary and based on informed consent. Respondents will remain anonymous, and all collected data will be stored securely. These measures ensure that the research complies with ethical research standards. 
[bookmark: _Toc223852590]6. Business Relevance and Practical Implications 

This research will provide management with a clearer understanding of the key drivers of employee turnover within the organisation. Rather than implementing general solutions, management will be able to prioritise interventions based on empirical evidence. For example, if burnout is identified as the strongest predictor of turnover intention, management may need to focus on improving workload management and staffing levels. (Brockner, Wiesenfeld et al. 2015).  If perceptions of organisational justice are found to significantly influence turnover behaviour, improvements in communication, transparency, and fairness in scheduling practices may be required. If leadership quality is identified as an important factor, targeted management development and training programmes could help improve employee engagement and retention. By prioritising interventions based on evidence, the organisation can reduce avoidable turnover while also managing financial constraints.

[bookmark: _Toc223852591]7. Limitations

         Despite the strengths of the proposed research design, several limitations should be acknowledged. First, the study focuses on a single hospitality organisation, which may limit the generalisability of the findings to other contexts. Second, the use of self-reported survey data may introduce response bias (Podsakoff et al., 2003). Finally, the cross-sectional design captures employee perceptions at one point in time and therefore cannot fully establish causal relationships between variables. However, the mixed-methods approach helps strengthen the reliability of the findings by combining quantitative data with qualitative insights (Saunders, Lewis and Thornhill, 2019).






[bookmark: _Toc223852592]Conclusion

             Employee turnover remains a major challenge in the hospitality industry, where demanding working conditions and competitive labour markets contribute to high levels of workforce mobility. This research proposal has identified turnover as a complex organisational issue influenced by job demands, organisational support, perceptions of fairness, and external labour market opportunities. Drawing on the Job Demands–Resources model and organisational justice literature, the report has highlighted how high job demands can lead to employee burnout and increase turnover intention (Bakker and Demerouti, 2023), while organisational resources such as supportive leadership and fair management practices can improve employee retention (Colquitt et al., 2021). 
These relationships were illustrated through the proposed conceptual framework. To investigate these factors, the study proposes a mixed-methods research design combining quantitative survey data with qualitative interviews. This approach will allow the research to identify the most significant drivers of turnover while also providing deeper insight into employee experiences. Overall, the study aims to generate evidence-based insights that can support more effective workforce management and help organisations develop targeted strategies to improve employee retention within the hospitality sector.
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