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Re-Designing Employee Motivation to Improve Staff Shortage and Labour Challenges in the Hospitality and Tourism Sector

Abstract: 
This conference research paper aims to examine employee motivation in the Hospitality and tourism sector to improve staff shortages and labour challenges. The discoveries in this conference paper reveal that the hotel industry is currently grappling with momentous shortages of staff and labour challenges, which have been intensified by features such as high turnover rates, less job satisfaction, and the ongoing impressions of the COVID-19 pandemic. In response of improving employee motivation has become a crucial strategy to address these issues and maintain service excellence. 
Based on this, it recommended that offering fair and attractive pay and benefits packages is a fundamental motivator. Regularly acknowledging employees’ hard work and contribution that fosters a sense of value and loyalty. Adaptable work alternatives, for instance, remote work or flexible hours, reduce employee absenteeism and burnout which can contribute to staffing shortages. Providing opportunities for skill enhancement, training, and career advancement motivates employees. Motivated employees reduce turnover, remain in their jobs, and the associated costs of hiring and training staff providing superior guest experiences and contributing to a positive workplace culture which mitigates staffing challenges.
In the hospitality sector, where exceptional service is a competitive advantage, investing in employee motivation is not only a way to address staff shortages and labour challenges but also a critical strategy for long-term success. By creating a motivated, engaged, and satisfied workforce, hotels can ensure consistent service delivery, improve guest satisfaction, and reduce turnover can help overcome staffing challenges in an increasingly competitive market.











[bookmark: _Toc189464162]Introduction:
Staff in the hospitality sector are fundamental to its success as they directly weigh customer experiences. Skilled and motivated staff can foster customer loyalty, drive positive reviews, and differentiate a business from its competitors as well as affect on company's bottom line (Peek, 2025).
 In recent years staff shortages in the hospitality sector have become a significant challenge, aggravated by factors such as the COVID-19 pandemic, Brexit, rising labour costs, and worker burnout (Newsdesk, 2024). These shortages can lead to decreased service quality, longer wait times, and reduced guest satisfaction Staff motivation and staff satisfaction are intricately linked. If the hospitality industry does not improve the staff satisfaction level, it may risk losing motivated staff (Ariza-Montes et al., 2019). These conditions initiate time pressure, time stress, work-family conflicts, and emotional exhaustion, which eventually give rise to turnover rates (Deery & Jago, 2015). Moreover, businesses may struggle to maintain operations at full capacity, affecting profitability and employee morale (Zhao, Jing,2009). 
[bookmark: _Hlk188255573]To address this issue, hospitality businesses may need to improve employee benefits, and training and retaining talent concluded competitive wages, and job progression opportunities, besides a positive work environment, are essential strategies to motivate staff retention (Magnini, Dorn, Adkins & Crotts, 2024). This paper examines the causes of staff shortages and labour challenges that demotivate the employees within the hotel and hospitality sector, analyses their impacts, highlights the staff motivation, and offers potential solutions to mitigate these issues.
[bookmark: _Toc189464163]Literature review: 
The hospitality sector is a labouring industry that depends heavily on human capital across various functions, including front desk operations, housekeeping, food and beverage services, and management that provide key services that support travel & tourism (Cvent, 2024). The industry employs over 300 million people globally, and this number continues to grow, especially in emerging tourism markets in the words of the World Travel & Tourism Council (WTTC, 2023). Therefore, 812,000 vacancies were estimated between October to December in the hospitality sector UK (Statistics, 2025). Employee retention is a critical aspect in reducing staff shortages and motivation plays a direct role in this process. However, the workforce is facing significant challenges in terms of staffing shortages, skill gaps, and high turnover rates. Therefore, staff motivation is strongly interconnecting with staff satisfaction which improves employee retention and decreases turnover, a major factor contributing to staff shortages. In the words of Ghani et al. (2022), low wages, long shifts of working hours and the nature of hospitality work frighten individuals from entering the sector. Besides a lack of career advancement for sophisticated turnover, higher stress levels contribute to staff shortages (Tracey & Hinkin, 2006). The pandemic added a further layer of complexity, leading to widespread job losses, uncertainty, health concerns and long-term changes in employment outlines (Romagosa, 2020). However, a positive work culture can motivate employees to go above and beyond, helping to reduce staff shortages. Also, immigration policies are creating employment exclusions as well as demotivating staff to hinder foreign workers from continuing their jobs (Chung et al.,2019). Brexit plays a significant role to add on the crisis. The introduction of new immigration policies, along with the pandemic has led to around 120,000 EU workers departing from the hospitality sector (Hone, 2024). However, an employee satisfaction survey is particularly essential in the hospitality industry as it helps to gain customer satisfaction, low turnover and regain the competitive edge (EHL Insight, 2024). McKinsey’s employee experience survey shows that staff who have a convincing work environment are engaged 16 times more and eight times more inclined to participate actively (Emmett, Komm, Moritz and Schultz, 2021). Therefore, employee satisfaction can help reduce staff turnover in the hospitality industry, which can help address staff shortages (Jeavons, 2023). Higher turnover leads to higher profitability. Creating a dynamic work environment that offers flexible schedules and remote work options is amid the employee satisfaction level. If the engaged employees have opportunities to gain experience, grow, and advance within their organisation. According to Axonify (2024), 12.6 premises were closed every day which can thoroughly impact the employee’s engagement. Staffing levels are correlated with customer satisfaction which helps to maintain high service quality. As per the Office for National Statistics /ONS (2023), it is notable that around 8% of the workforce in the UK is engaged in employment in the Hospitality sector. 
Incentive-based policies are frequently discussed in the literature to motivate employees. To mitigate staff shortages, granting training and career advancement programs is crucial to addressing skill gaps and fostering employee loyalty (Gruman & Saks, 2011). Job satisfaction and motivation would weigh an employee’s judgment eighter stay or leave as job satisfaction was linked to organisational performance (Cartwright & Cooper, 2014). Additionally, Lunenburg (2011) noted that satisfied employees will stay and otherwise leave their jobs. He also added Managers can apply Vroom’s (1964) Expectancy Theory of Motivation to progress approaches aimed at motivating workers, as this theory outlines the process individuals follow to achieve a desired outcome. Theories such as Alderfer’s (1969) ERG Theory, Maslow’s (1943) Motivation Theory, and Vroom’s (1964) Expectancy Theory emphasize that motivation is influenced by both environmental factors and individual psychological needs. By applying these theoretical frameworks, managers can improve employee retention, enhancing the effectiveness of individuals, teams, and the organisation (Sebastian & Davison, 2011). Moreover, Maxwell et al, (2020) added that offering competitive wages, health benefits and job security is fundamental in attracting and retaining staff. Halim (2021) argues that hotels should create clear career advancement paths, offering opportunities for upskilling with attractive salaries and cross-training. This investment is not only filling the skills gap but also creating a more motivated and capable workforce.
[bookmark: _Toc189464164]Method
This research paper gathered data from multiple online sources, including government websites, journals, articles, blogs, and newspapers from January to February 2025. The gathered data were subjected to qualitative and quantitative analysis. Quantitative data was collected using a survey that joined both extrinsic and genuine motivations (Gagné et al., 2010) to explore and address the challenges faced by the hospitality industry. When compared to other sectors in the UK, the Hospitality industry exhibits a significantly higher proportion of job vacancies. It also, applied various theories to explore how staff motivation can help to address the staff shortage and labour challenges within the hospitality and tourism industries. Also, using Marriott Hotel is an example to illustrate how they motivate their staff.
Furthermore, this research highlights gaining in-depth insights into the causes of staff shortages and labour challenges by conducting interviews with groups of hospitality workers, managers, and HR personnel. Open-ended questions or surveys were used to explore reasons for employee dissatisfaction, and turnovers while investigating the potential solutions to these challenges while ensuring the confidentiality and obscurity of defendants while discussing sensitive topics such as salary. Based on the feedback received, data will be refined, and observing the daily operations, participants can retract their compliance at any time. The research Procedures, analytical techniques, and tools or frameworks employed to enhance staff motivation to overcome the shortages and labour challenges in the hospitality industry.
[bookmark: _Toc189464165]Theme impact analysis
The PEST analysis highlights how a combination of political, economic, social, and technological factors can either exacerbate or alleviate staff shortages and labour challenges in the hospitality sector. Understanding these external influences can help businesses and policymakers develop strategies to address these issues and improve staff motivation. Using the PEST analysis in staff shortage and labour challenges given below:
· Political factor: It relates to government policies, regulations, and labour laws that can affect the availability of labour and working conditions of motivated staff in the hospitality sector. It can be outlined below-

Labour Laws and Regulations: Changes in labour laws, such as minimum wage laws, working hours, and employee benefits, can influence labour costs and employee motivation on job satisfaction (Ryan and Deci, 2020). 
Immigration Policies: The hospitality sector often relies on foreign workers, especially in regions with seasonal labour needs (e.g., ski resorts, beach resorts). Strict immigration laws or changes in visa policies can exacerbate staffing shortages that demotivate the employee. After Brexit, European immigration was reduced. Wherever, 98K European citizen lost their jobs (Whyte, 2022).
Government Support and Training Programs: Government initiatives aimed at training and upskilling workers can reduce labour shortages. For instance, government-backed programs to train workers in hospitality-specific skills (e.g., customer service, kitchen skills), apprenticeship programmes, wage subsidy programmes, and employee well-being programmes may help alleviate skill gaps to improve staff morale and retain skilled staff, addressing both motivation and the challenges of staff shortages in the industry.
Employment Taxes: High taxes on employers for hiring staff, including social security and healthcare taxes, may discourage hiring and contribute to enhancing staff motivation and labour shortages in the hospitality sector.
· Economic: Economic conditions significantly impact labour supply and demand, wages, and the overall attractiveness of hospitality jobs.

Economic Downturns or Recessions: During economic downturns, consumer spending often declines, leading to reduced demand for hospitality services and reduced hiring (ILO, 2023), which may increase staff shortages during recovery periods as businesses struggle to rehire. Furthermore, the independent restaurant sector is facing significant challenges due to rising expenses in rent, energy bills, VAT, and ingredients (Grigoryan, 2024). The beginning of 2024 has already witnessed several notable restaurant closures, including Greens in Manchester, owned by Simon Rimmer, which closed after 33 years (Lloyd, 2024), as well as the shutdown of Copper & Ink in London, operated by former MasterChef finalist Tony Rodd (Seo, 2024).

Wages and Compensation: Competitive wages and benefits are key factors in attracting and retaining workers to be motivated with comprehensive benefits, career development (Butler et al., 2021) and career progression prospects. 

Unemployment Rates: High unemployment rates might lead to a larger labour pool, but the hospitality sector may still struggle to attract workers due to perceptions of low pay and poor working conditions (Skift,2023). 

Seasonal Demand: The demand for workers during peak seasons can outpace the available workforce, making it difficult to maintain staffing levels throughout the year (Camilleri, 2022a).

· Social: Cultural and social influences have a major impact on shaping perceptions of working in the hospitality sector and the overall labour supply.

Job Perception and Attractiveness: By enhancing job perception and making roles, employers can foster a motivated and engaged workforce that addresses labour challenges and improves staff retention rates.		
Work-life Balance: Workers in the hospitality sector, particularly those in frontline roles like servers, chefs, and housekeeping staff, struggle with work-life balance due to irregular hours and weekend shifts, leading to burnout and high turnover rates (Kim et al., 2020).
Diversity and Inclusion: Increasing awareness and advocacy for diversity in the workplace is pushing companies to embrace inclusive hiring practices. 
Health and Safety Concerns: Following events like the COVID-19 pandemic, public health concerns and safety regulations have led to a reluctance among workers to return to hospitality jobs, particularly in customer-facing roles can exacerbate staffing shortages.

·  Technological Factors: Technological advancements can both alleviate and exacerbate labour challenges in the hospitality sector.
Automation and AI: The increasing adoption of technology in the hospitality sector—such as self-check-in kiosks, automated ordering systems, and robots for cleaning and room service can reduce the need for human labour in certain tasks. However, while automation may ease labour shortages in specific roles, it could also displace workers, leading to skill gaps in the workforce.
Online Recruitment Platforms: Technology has revolutionised recruitment in the hospitality industry. Online job boards, recruitment agencies, and digital platforms like LinkedIn make it easier to find potential candidates.
Training and Development Tools: Technology enables cost-effective and efficient training methods, such as online courses, virtual reality simulations, and e-learning platforms. These tools can help fill skill gaps and improve employee retention by providing ongoing development opportunities, making the sector more attractive for motivating staff for career growth.
Customer Expectations and Service Technology: The increasing use of mobile apps, customer relationship management (CRM) software, and other tech innovations in hospitality means that employees must be tech-savvy. The need for workers with strong technical skills to operate these systems is growing, creating challenges for businesses that need to recruit workers with the right technical knowledge (Pierce, 2023).
Remote Work: While hospitality jobs are often location-specific (e.g., hotel front desk, restaurant waitstaff), the rise of remote work in other industries has changed workforce expectations and employee motivations (Safri, Salleh & Salleh,2024). Hospitality workers may seek opportunities in other industries that offer more flexibility, contributing to staff shortages in hospitality.
Moreover, staff motivation is a critical factor in addressing the staff shortages and labour challenges in the hospitality sector. However, motivating staff can significantly improve retention and productivity. Here is a critical evaluation of strengths and limitations in solving the staff shortage and labour challenges:

Meanwhile, staff motivation is undeniably a powerful tool in addressing labour challenges and staff shortages in the hospitality industry, motivation alone cannot solve all the issues. To address this, structural and operational challenges to be sustainable and impactful. The world’s largest hotel Marriott motivates its employees through volunteering, fundraising, donations, and other initiatives thus, 85% of employees identify Marriott as a highly favourable workplace (Gibbons,2020). Marriott Hotel introduces respective programmes including TakeCare a global wellness program to support employees' physical, mental, and financial wellness (Kanner, 2024).
[bookmark: _Toc189464166]Conclusion 
Staff motivation is a powerful tool to address these issues. As it is versatile, focusing on them requires a sequence of progressed reward, culture, technology adoption, and workforce development to distinguish the importance of devoting its staff and acclimate to the varying needs and prospects of the modern workforce. Only through such widespread attempts can the industry conquer its challenges and endure to flourish in a progressively competitive market.
[bookmark: _Toc189464167]Recommendations
Offering a competitive wage, bonuses, recognition programmes, paid training and flexible work schedules can be beneficial for attracting and retaining employees. By providing both financial and non-financial rewards for their contributions, employers can boost motivation, enhance job satisfaction, and improve retention, reducing turnover rates and mitigating staff shortages. As per the Two-Factor Theory by Herzberg (1959), intrinsic motivators for instance recognition, achievement, and the opportunity for personal growth can significantly increase job satisfaction and reduce the turnover rate (Sanjeev & Surya,2016). To disperse the challenges, generating similar skills in online vacancy analysis tools that utilize job advert information can create a clearer depiction of opportunities and the required assistance. By leveraging online job platforms and analysing the data, companies can identify the most requested skills in job advertisements and determine whether they align with actual job demands. This approach involves both quantitative analysis of job portals and qualitative assessments by role representatives to verify relevant skills and identify the best methods for evaluating them.
Leaders who offer support, provide clear expectations, and foster a convinced workplace culture characterised by open interaction, and mutual respect can improve staff motivation as well as reduce employee turnover. However, more research on long-term strategies is required by advanced information technology for workforce planning and the role of automation in alleviating these challenges (Morosan, Bowen,2022). Scholars like Parks & Jones (2021) argue that authorities and industry stakeholders need to work together to create sustainable labour policies that focus on both wage growth and working conditions. Partnering with educational institutions, and collaborating with local schools, universities, and job agencies can help to recruit or obtain a career transition within the hospitality and tourism sectors.
Employee feedback is crucial for fostering engagement and improving customer satisfaction. Conduct regular employee engagement surveys, communicate the results of these surveys, develop action plans and schemes to address areas of concern and consistently follow up with employees to ensure that for adopting engagement, motivated. Crafting a clear and compelling mission statement that articulates the company's purpose and values is essential. Regularly communicating this mission and demonstrating how employees’ contributions align with it encourages retention. Recognising and rewarding employees who embody company values fosters a sense of appreciation, which helps reduce the frequency and severity of staff shortages and labour challenges and works to increase customer satisfaction.
Building on the recommendation above, additional research or the development of alternative methodologies is necessary to assess the skill sets and behaviours essential in the Hospitality industry, which can often be difficult to quantify.
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                            STRENGTH
Motivating staff can lead to greater job stisfaction, reduce turnover that can lead to improve the retention rate helps to mitigate the effects of staff shortages, improve productivity. Thus a motivated and a positive workplace attract new tallent as well as improve employer brand to improve customer satisfaction, particularly during the peak times when staff shortages are more pronounced.




LIMITATIONS
Motivation is essential for employees retention and engagement, but it may not fully address the staff shortages for underlying causes such as-low wage, poor working conditions. If these stractural issues not sorted then the motivated staff will leave their job that leading to a recurrencr of labor challenges. Also, incrising reposibilities or expectetion may inadvertently lead to burnout. New policies or companies culture can restrict the desired outcomes.
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