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Abstract
The aim of this research is to critically analyse the hospitality industry current crisis regarding to staff shortage, by investigating the reasons behind this issue, and established if there are solutions to mitigate this situation. This research was made based on the researcher Placement to Ashford International Hotel & Spa experience and observations, and by using previews research, studies, and literature related to the UK hospitality staff shortage issue. The placement researcher identifies the employee's dissatisfaction at all levels of departments. The main reason behind the dissatisfaction is the over-worked feeling. Another main reasons behind the employee's dissatisfaction, are staff shortage, the lack of help and communication from the Head Office, training gaps, and the low wages. Reviews from previous employees about the hotel environment and work conditions was mentioned also on job recruitment platforms (Indeed, LinkedIn). The purpose of this study is to gain a better understanding of staff shortages issue and its implications for hospitality industry generally, and for Ashford International Hotel and Spa particularly, and to identify and recommended new tools and resources who can help to reduce the issue and bring back on the employees agenda hospitality jobs as been sustainable and for the career future. The research finds issues connected with staff shortage as implications and consequences as well, such as health and safety risks, service quality decline, reduced revenue streams. This research generated the big picture of staff shortage crisis, not particularly at Ashford International Hotel & Spa issue, but also as been a local and national problem. Quantitative and qualitative data shows that since 2006, staff shortage in hospitality industry start to be subject of national tourism, accentuated in the last years by Covid-19, post-Brexit immigration policies, and UK governmental new rising costs are all factors that influenced the staff shortage crisis in UK hospitality industry. This research report shows the link between the employees' dissatisfaction and customers bad experiences, reviews and complaints. Current data provided in this research report shows the size of staff shortage and help to find and recommend strategies which could be used to overcome the situation and to improve the perception, selection and especially the retention of staff. General recommendations for hospitality were provided such as using AI tools to reduce workloads and make the jobs more accessible and attractive, cross-training, development plans, localized recruitment, structured retention programs, flexible scheduling tools, enhance onboarding. Recommendations for Ashford International Hotel & Spa are mentioned in this research paper to help company with employee's retention, except what the company already done before, such as improving work conditions, internal promotions, rota stability, wellness program, digital integration, events staff recruitment, talent pipeline development, strategic human resource management, alternative talent pool, referral bonuses, transport subsidies.
Keywords
Staff shortage, UK Hospitality Industry Crisis and Trends, Ashford International Hotel & Spa staff shortage strategy.
Introduction
Ashford International Hotel & Spa, part of QHotels Collection, is a 4-star hotel, one hundred seventy-nine room property in Kent offering a blend of modern comfort and relaxation. Ashford International Hotel &Spa is in Ashford City, near London, the Eurostar terminal, and the Channel Tunnel. Ashford International Train Station is a central nod for all directions, a hub for visitors from all around the world, which make the Ashford International Hotel & Spa a key point of visitors' interest, the hotel been located near to the Ashford International Train Station. It futures an Elemis Spa, twenty-metre heated pool, jacuzzi, gym, yoga classes, eighteen meeting rooms, and not only British dining options, making it ideal for business and leisure breaks (Ashford International Hotel; Visit Kent,2026). For visitors who are looking to explore, the Ashford International Hotel & Spa is on the doorstep of all they have interest to visit and is iconic for Kent aria, from White-Cliffs of Dover to the world-famous Canterbury Cathedral, Kent been an history and culture rich region (Universal Live,2026). The vicinity of Design Outlet and landmark like Leeds Castle, M20 and Channel Tunnel to France, make Ashford International Hotel& Spa a big attraction point for travellers (Expedia,2026). The hotel is family friendly, pet friendly and offers a free large car park around the hotel, car park where visitors can find electric car chargers. The hospitality Industry faces unprecedented staffing challenges with significant financial and operational implications. Professionals suggests solutions such as specialized recruitment, flexible workforce models, and technology – driven management tools that can reduce costs while enhancing service quality. The industry faces unprecedent wage pressure, with average hourly earnings increased year by year. Staffing shortage has a direct impact on guests' satisfaction and hotel revenue Staffing challenges create a cascade effect stretched from front-desk staff, leads to check-in delays, overworked housekeeping team result in slower room turnaround times, and reduced service levels impact guest satisfaction The guests with high expectations are disappointed, in an era of instant online reviews where service failures this translate in bad reviews, damage reputation and lost revenue. High turnover rates and rising labour costs underscore the urgent need for staffing strategies (TRISEARCH,2025). This study will be reviewing the staff shortage cause, implications, and solutions to mitigate this crisis within hospitality industry in general, and at Ashford International Hotel and Spa, particularly. The aim of this research report is to look and investigate the issue of Ashford International Hotel and Spa , part of The QHotels Collection who is currently experiencing a critical shortage of staff across key departments, most notable in Food & Beverage(F&B) and Housekeeping, characterized by high turnover, recruitment process difficulties, and internal morale issues.
 The objectives of this study are:
· To evaluate the staff shortage crisis within hospitality industry and at Ashford International Hotel & Spa
· To name the key factors that conducting to this staff shortage and implications of this crisis 
· To evaluate the current scale of staff shortage issue
· To identify the level of risk regarding to staff and hospitality businesses
· To evaluate the impact of staff shortage on customers satisfactions and business
· To find solutions that could make the hospitality industry jobs more attractive and make recommendations who can mitigate the staff shortage issue. 
Literature Review
This paragraph review past research in relation to three topics off the main themes related to staff shortages and how they affect the hospitality industry and especially the Ashford International Hotel & Spa, while following the aims of the research report. To archive this aim, the key words as “UK hospitality industry and staff shortage”, “Ashford International Hotel $ Spa staff shortage crisis” and “Strategies for hospitality staffing problem” will be critically investigated and analysed. Hospitality is the friendly and generous reception of customers, visitors or strangers, as we find the definition on Paperback Oxford English Dictionary,2012, p.210. Human interaction is still important in hospitality industry. Even a small gesture as guests greeting from a staff member can create a great experience for customers and increase their loyalty. (McConnell Marketing,2013). After Pandemic period, the staff interaction with guests became more a luxury than a pivotal part of guest experience, even the human element is still indicated as one of the most desired for all guests (Smallwood,2021).  Staff shortage in hospitality industry was identified as an issue in UK since 2006 and, at international level, even before 2000. The main reason of staff shortage in this industry is the employee's dissatisfaction, which generate a high rate of staff turnover (InfraspeakTeam,2023). David, 2015 states that hospitality employees are the most stressed people, and this industry is not offering a work-life healthy balance. Preliminary research of employees of hospitality industry in 2015 shows as the most common reasons for the high turnover rate been stress generated by low wages (70,3%)- which means that minimum wage of 12.27(Gov.uk,2025) is not in accordance with cost –of- living (Global Citizen Solution,2023), poor management (33,7%), lazy work colleges (19,1%), unrealistic workloads (16,8%)- most of them field overworked. From a health & safety perspective the staff shortage is an employer and employee concern as well.  Work volume, daily stress, lack of work-life balance conduct to employees' mental issues or work accidents (ONS,2026). The Institute of Health and Safety straits that workplace health and wellbeing is a business-critical priority. (IOSH, 2026). Zero hours contracts are another reason for employee's stress and dissatisfaction as this situation does not offer stability and safety for the future plannings of staff members. Another reason found by the surveys is the abuse, and harassment (Infraspeak Team,2023). Another survey conducts by  Hoseong Jeon and Beomjoon Choi for academic research paper “The relationship between employee satisfaction and customer satisfaction " published in “Journal of Services Marketing” (2023) shows that according to the employee model and customer model there is a link between company treatment. employee perception and customer satisfaction. It was proved also that the staff shortage issue can be blamed on Covid-19 and Brexit but not only. Another survey conducts by Accor put the light on how people see the industry regarding of their future: 16% of potential employees see the industry as a career choice, 17% as a steppingstone, and less than half of 18-24-years-old consider hospitality as a full-time career choice, which means, however, that the hospitality industry is not perceived in a positive way. Some role models of hospitality such as Fred Sirieix tried to change this point of view of potential future employees and make them look at this industry in a positive way (Accor,2023). On the other side, employers had complained about missing skilled staff shortage. In literature reviews has been identified a gap around the “skilled staff” concept of employers and perception of that from employees, which conduct to a staff shortage as well (Green et.al.,1998). Oliver and Turton (1982) stats in their paper entitled” It’s there a skilled labour?” that “skill” is an ambiguous word interpreted different by each person. For this paper they interviewed 73 managers exploring staff shortages, recruitment problems and skill shortages. They concluded after this study that the skilled staff shortage faced by employers were a matter of perception from applicants of “not having” the skills needed, not necessarily cognitive or manual abilities. A 2017 Employer Skills Survey, based on 87000 employers across the UK, highlights the gap between theory and practice, as the result shows that “the most common shortage were in specialist skills, operational skills, or knowledge how to perform the role, complex analytical skills and the impact of the ability of employees to be an effective member of staff”. The personal skills reported to be lacking were self-management skills (Winterbotham et al.,2018). Green and Taylor (2020) pointed that there is a need of employers to balance the act of ensuring the practical skills for there and now, while are looking ahead to the skills needed in the future business development and success. The World Travel &Tourism Council’s report shows that travel and tourism sector have the potential to gain 91 million new jobs, but is still short with more than 43 million, the sector been expected to grow by 2035 faster than the economy as a whole, because of the growth of middle class that prioritizes travel and new experiences. In the report WTTC explained that the hospitality sector potential has been hindered by a growing labour and skill shortage with a few people joining the sector and same few staying, adding that some employers are turning to AI tools to fulfil the job roles and increase productivity. This report, presented at 25th Global Summit in Rome, was based on research including interviews and surveys. The members of the WTTC and other tourism stakeholders mentioned that the big challenge remain talent recruitment and retention (52%). Another aspect highlighted by this report was that the young people especially Gen Z are reluctant to take customer-facing roles in hospitality industry, been attracted more by working-from- home jobs. According to interviewees, many youngers are not willing to accept “intense, long, and unpredictable shift patterns inherent to the industry.” Employers noticed that even are many youngers with high academic qualifications, they lack practical skills and unwilling to start a job in a basic position, considering the sector” a reliable long-term career option” (Hotel Dive 2025). The same report outlines strategies who may help hospitality employers to face the challenges of staff shortage. These strategies outlined by WTTC report are: competitive wages and benefits, staff trainings aligned with employer needs, create a clear pathway of personal development and promotion, promote an inclusive and supportive culture, implement flexible policies to manage workload, and reduce the barriers to international recruitment, combine part - time with full - time rolls to overcome the staff shortage challenges. This shortage is also reflective of broader trends in the UK hospitality sector, as two-thirds of hotels, reported AHLA, was severely short-staffed in February 2025 (EposNow,2026).The hospitality sector has lost 59,000 workers just in 2025 due to rising costs and immigration reforms, following Brexit and the Covid -19 pandemic period. Current vacancy rates are affecting service delivery, staff morale, and overall guest satisfaction scores. At the local level, employees frequently cite poor management communication, low pay rate, and excessive workloads as primary reasons for dissatisfaction. Staff shortage at the Ashford International Hotel and Spa requires examination of both the property’s specific operational needs and the broader crisis affecting the UK hospitality industry. While the parent company has implemented digital onboarding and engagement initiatives, frontline staff reports continue to highlight persistent understaffing and “unsociable” working conditions. The UK hospitality industry sector faces critical, post-pandemic, and post-Brexit staff shortages, with approximately 174.000 vacancies as of 2023, driven by post-Brexit immigration policies, Covid-19 fallout, and poor working conditions. This crisis has triggered increased workload, high turnover, and reduced service quality, demanding urgent strategic responses like improved pay and industry-education collaboration. To address the persistent staff shortages in UK hospitality industry, these analyses explore the structural, economic, and policy-driven factors contributing to a workforce deficit of approximately 77.000 vacancies as of late 2025 (Office for National Statistics, 2025). The UK hospitality sector, the nation’s third-largest employer with 3.5 million workers, is currently navigating its most severe non-pandemic employment contraction in decades. While consumer demand stays resilient, a combination of tax increases, stringent immigration policies, and a turnover rate has created an “unsustainable” operating environment. 
Methodology
The methodology is a research strategy that focuses on exploring, understanding, and contextualising complex phenomena within the real-life settings (Yin,2018). Researchers use data collection methods such as interviews, observations, documents, and archival records to gather rich, detailed information about the case study. The case study methodology offers several advantages, including the ability to explore complex and context-dependent phenomena in depth (Eisenhardt & Graebner,2007)., and bridge the gap between theory and practice by examining how theoretical concepts manifest in real-life situations (Yin,2018). In this chapter will be explained the method who supported the research report of staff shortage in hospitality industry and at Ashford International Hotel & Spa. Research literature explores reasons for staff shortage in hospitality and at Ashford International Hotel and Spa, implications of this issue and strategies to mitigate the crisis.  The method chapter discusses and explains data collection and analyses methods conducted in relation to the aims of this paper by primary and secondary research for this research report. This chapter is an important part of research report and allows the readers to understand, evaluate and validate the research (McCombes.2022). The model used for done this study is “The Research Onion” (Saunders et al.2019) and provide a logical framework of methodology. The research has been conducted with the” interpretivist philosophy”, indicated by the qualitative questions used to obtain various opinions and perceptions of the issues of staff shortage. Another approach taken for this research report was deductive, been done during the researcher university placement at Ashford International Hotel & Spa, based more on personal knowledge and testing it through primary research and human interaction.  Primary research can be done by using both qualitative and quantitative methods approach and gathering opinions and data related to the paper subject. This mixed method is used to gain a better understanding of the staff shortage crisis and the solutions to avoid business decline. The secondary data find in literature reviews has been found, selected based on topic and relevance. This has covered hospitality staff shortage, Ashford International Hotel and Spa, staffing and retention, and strategies to avoid staff shortage. The research conducted for this study was made following Ethical Approval Form (PG2) and its ethical integrity considerations needed throughout the study period. This type of studies has also limitations, such as potential bias in data collection and difficulties in generalizing findings to broader populations (Yin,2018).  Researcher bias has been taken also in consideration. Researcher bias is when researcher, intentionally or unintentionally, manipulates data collected, analysis or methods used in research to fit more in line with the researcher own’s beliefs or outcome needed (Jansen,2022).
Finding and Discussions
Staff shortage and the hospitality employee's turnover high rate has become an international pressing issue. On academic and economic literature “staff shortage” or “personnel shortage” is defined as a situation where the demand for qualified workers in a specific occupation, industry or geographic area exceeds the available supply of labour. It represents an imbalance between the required workforce and the actual, willing, and qualified workforce. On the other hand, according to European Employment Observatory (EEO) the term of “labour shortage” stands to define the situation of an overall shortage of labour at national level across sectoral and occupational levels, often used to refer to the quantitative lack of labour(European Centre for The Development of Vocational Training, 2007). This situation is influenced by factors such as supply, demand, and retention within the workforce (International Encyclopedia of Education,2010). Retention and turnover are influenced by a wide range of variables such as economic condition, the age distribution of staff, and the attractiveness and compensations offered by employers (International Encyclopedia of Education 2010). The efforts to reduce turnover need to be based on an understanding of factors that contribute to leaving (International Encyclopedia of Education 2010). Hospitality staff shortage crisis represents a severe industry - wide, and sustained inability to recruit and retain sufficient staff, resulting in over 100,000 to nearly 180,000 vacancies, caused by a combination of Brexit, Covid-19, and poor work-balance. This shortage increase workload on existing staff, conduct to forced reduce operating hours and lower the service quality. This labour shortage has a significant impact on financial situation of businesses, as companies are forced to increase the investment in recruiting and training programmes and at the same time, raise the wages and offer better benefits to attract and retain talent workforce. The staff shortage has a huge impact on the customers experience and overall, on business reputation. Longer wait times, reduce service quality, and limited availability of amenities can frustrate guests and drive them to seek alternatives. In last years, the term of labour shortage has become more frequent topic of discussion within the industry, most of the time been more about staff retention, work-balance and mental wellbeing of hospitality employees (EposNow,2026). At Ashford International Hotel & Spa, during the placement of researcher, has been noticed that there is a constant need to hire, especially in food and beverage and housekeeping sectors. The hiring and training processes increase the financial difficulty of the hotel, who did not fully financially recover after pandemic period, even QHotels company invested millions of pounds in amenities and facilities. At the same time, the researcher compared and contrasted both hotels placement based on what learned from university classes, and during the first placement executed at Premier Inn, with the second placement which is Ashford International Hotel & Spa. During the Placement period at food and beverage sector of Ashford International Hotel and Spa, the employees mentioned that they feel over worked, there are lack training, and most of them field from the start like they were just “pushed” in this job position with no indication, job description or implications. Employers must clearly and realistic listing the expectations and responsibilities of a role, the expectations and offer an honest and accurate idea of what it will be like to avoid employee's failure, dissatisfaction and early turnover (HIGHMATCH 2024). Also, investing in training when the staff are overworked it is an essential factor in preventing accidents and ensuring staff retention (JetBlack Safety). The Premier Inn food and beverage employees are not allowed to step in job effectively before accomplished their verry detailed training and just after they received the Level 1,2,3,4 and other food, health and safety qualification certificates. There was made risk assessments regarding the health and safety of employees and is presented as mandatory on training platforms. Also, the Premier Inn employees can have free breakfast for them, and their family / three friends, at any restaurants of Whitebread company (kids eat free). Although, in Ashford International Hotel & Spa food and beverage sector, the employees trained one to each other. The youngers were lucky to have the benefits of been mentored by “old school" employees, which raise the quality of services and the guest's satisfaction. A typical employee's dissatisfaction is present anyway in both genders', at different ages and job positions at Ashford International Hotel & Spa. The senior employees are unsatisfied with the level of younger employees' involvement and skills. Salthouse (1990) states that job experience has an influence on age differences in cognitive functioning and thus may have an impact on the age differences. According to Warr (1993) performance can be related with age, means that performance can be enhanced when workers are experienced at certain jobs as specific – age activities (Science Direct,2026). Younger employees on the other hand are overwhelmed by workload, low wages and the lack of recognition and support from head office of company. The stress level created by these dissatisfactions and disappointments is at high record, most of the times the employees “feeling used and abused”. Overall, been a strong and mixed team, the food and beverage employees from Ashford International Hotel& Spa helped each other to overcome the obstacles and to offer a good experience to customers, especially during the periods of events, when they are overworked even, they are helped by food and beverage managers sometimes. But the volume of work and the date line stress are at high level most of the time which create a toxic work environment.  The health and safety of Ashford International Hotel & Spa food and beverage sector is also at high risk as the employees are the ones in charge with handling and fix large and heavy tables by lifting them, hoovering with old classic hoovers, or pushing unsafe strollers. All these jobs are made by young boys and girls, most of them under 21 years old, payee with 10 pounds per hour. Concerns like these led Institute of Occupational Safety and Health (IOSH) to urge employers to cope with staff shortage calling for the protection of workers, not to be compromised in the drive to maintain productivity level and drew up checklist for businesses (JetBlack Safety). At Ashford International Hotel & Spa is an emergency for company to complete a risk assessment and review the old policies and procedures to identify the gaps, necessary for identify the risks and to find solutions to prevent any health and safety issues or harms in food and beverage department, especially the mental health pressure of over-working. Employees who feel overworked will be at risk of burnout, exhaustion, depression, isolation, anxiety and stress (JetBlack Safety). At the same time there is a strong need to identify solution and implement some strategies and procedures to avoid unhappy accidents and consequences and cut losses for both sides- staff and employer. One healthy solution may be to engage the maintenance staff during the events preparation who can handle heavy staff. Another suggestion for QHotels company is that, if or when they will be financially affordable, to invest in new technologies and tools such as table QR code system in bar Horizon Spa, or other facilities(including rooms) to send the order directly to the kitchen to avoid waste time and energy with manual ordering, hoover- robots who can clean the 18 events rooms, to avoid the risk of  harm created by pushing old hoovers and the high level of employee's  mental stress(even burnout) created by high work volume and limited time pressure. Another suggestion for the QHotels company is that they should evaluate the possible risks generated by the unsafe tools such as strollers and replace them, to avoid possible accidents and financial losses causes by breakages. The company can come also with some” extra money- for extra job” plan to raise the employee's satisfaction. They can offer some recompensations to make employees feel more appreciated, especially those who are in charge with more than one job per day or the heaviest or longest job of the day. This could be “ a dinner for 2”, or “drinks for 2” - vouchers (business model used for visitors complaints or congratulations occasion), or extra financial compensations such as one pound extra per hours, or 10 pounds bonus per shift, for those who work that long hourly and unsatisfied jobs. The QHotels company also can provide a better training for staff and practice a transparency from the level of recruitment to avoid the turnover high rate, the recruitment, hiring, and training expenses and to cut, in this way, the business financial losses. These initiatives can help employees to use this spare time by doing things with more responsibility, and relaxed, which can conduct to a better time management and eliminate the stress. On the other hand, these initiatives can show to employees the respect, concern and appreciation from QHotels head office and enhance the staff retention, by reducing the high level of turnover. Employees perception about supervisory support, the degree of support and consideration an employee recognizes from a supervisor (Netemeyer et al.,1997) often influences their job satisfaction (Wofford and Liska, 1993). Empirical literature shows that employees who perceive fairness and support from supervisory, via rewards at the workplace, are more willing to deliver high level of services in interaction with customers and this, in turn, increase customer satisfaction and brand reputation ( Corner et al.,1989; Kolii,1985;Netemeyer et al.,1997; Dubinsky and Levy,1989  ,Livingstone et al.,1995; Brown and Peterson, 1993;Podsakoff and Hui,1993).  The housekeeping aria at Ashford International Hotel and Spa is confronting with similar level of dissatisfaction. The higher volume of work, the set-up routine short time allocated, and the pressure of time limited create a high level of stress as well, especially during the school days, when the housekeeping staff must be in time to pick up their kids from school. The Ashford International Hotel & Spa housekeeping management could overcome this stress by implement a different work culture - helping the team members in need, but the sector is an individually job based on specific number of rooms pre-allocate, and there, who finished earlier or in time, are not allowed to stay extra to help the other members of team, for financial reasons, this job been hourly payee. Ashford International Hotel & Spa housekeeping employees, as the researcher discovered by practicing there, they don't have, for example, extendable sticks for walls, mirrors or floor, which conduct the researcher to think at health and safety regulations, risk assessment, and training issues. In contrast, Premier Inn, first hotel placement of researcher, have a different approach over these employees' dissatisfaction. At Premier Inn all front desk and managers team members are willing to help the housekeeping team to finish in time. Plus, Premier Inn housekeeping team members are encouraged to help each other after finished to clean their allocated rooms. Every week and month, one member of the  Premier Inn housekeeping team receives a little gift and congratulation card for the best reviews, or the best job done, which motivates their loyalty and increase their satisfaction, reduce staff turnover, offer guests satisfaction and overall, maintain the brand reputation. The Ashford International Hotel & Spa use the housekeeping from rooms to clean the Spa aria as well, which conduct at staff shortage during that day and a higher workload.
 
Practical solution to mitigate the crisis are:
· Structured Retention Programs: Implement the “Three Rs”- Respect, Recognition, and Reward. This includes setting up Personal Development Plans to show entry-level workers a clear path to management.
· Flexible Scheduling Tools: Adopting digital platforms for predictable shift rotations and allowing staff to swap shifts autonomously can reduce the “no finish time” frustration cited by current employees.
· Localized Recruitment: Partner with Umbrella Training or local Kent colleges to create apprenticeships, targeting young people who may not have considered hospitality a long-term career.
· Digital Integration: Use AI guest messaging and mobile-check-in to automate routine tasks, allowing existing staff to focus on high-value guest interactions in the spa and restaurant.
·  Enhance Onboarding: Revamp the first 90 days of employment with mentorship program, pairing new hires with experienced “alumni” to reduce the 30% early-departure rate (People Insight, UK Hospitality).
· Building healthier workplaces: Workplace health and wellbeing it's a business-critical priority in a world of tech and high stress level; companies are in urge to act by shifting from reactive perks to proactive prevention (IOSH).

Key statistics, February 2026

· Net Job Losses:  Approximately 170,000 fewer people were on hospitality payrolls in late 2025, compared to the previous year.
· Recent Decline: Nearly 9000 jobs were lost in December 2025 alone, despite it being a traditional peak recruitment period.
· Vacancy Rates: There were roughly 121,000 vacancies in late 2024. While numerical vacancies have slightly fallen, this is often attributed to businesses cutting hours or closing entirely rather than successful hiring.
· Turnover: The sector suffers from the UK’s highest employee turnover rate at 52%. Shockingly, 30% of new hires leave within the first 90 days (Opus Business Advisory Group, June2024).



Key Themes and Topics
· Impact of Immigration Policy: Post-Brexit policies led to the departure of roughly 120,000 EU workers. New rules in April 2024 raised the minimum salary threshold for sponsored Skilled Workers from £26,200 to £38,700, effectively disqualifying most entry-to-mid-level hospitality roles from international recruitment.
· Structural Perception: 20% of UK adults still view hospitality as an unappealing career due to unsocial hours, unpredictable rotas, and a perception of low skill requirements.
· Post-Covid Workforce Exodus: Analysis shows why workers left the industry, including trends in early retirement or career changes to sectors with better work-life balance.
· Recruitment and Retention Strategies: Examination of innovative retention strategies and methods, such as enhancing workplace culture, flexible working, and structured career progression to reduce turnover.
· Role of Technology: Investigation into whether automation, such as self-service kiosks and advanced booking systems, can mitigate the need for human staff in front-of-house roles. Also, the use of technology in human resource development can save time, costs, and provide more accuracy about workforce skills, and competencies and prevent turnover (Emerald, 2019).
· Skill Gaps and Training: Addressing the specific shortage of skilled workers (chefs, managers) and the need for investment in vocational training.


     Current scale of the Crisis

The hospitality sector stays the UK’s sixth-largest employer, supporting 2.6 million jobs (7.1% of the total workforce). However, it faces the highest rate of any major sector, with three open roles for every 100 workers.
· Job Losses: Between September and December 2025, the industry lost over 20.000 employees, a period typically marked by seasonal hiring.
· Turnover Rates: The average annual turnover in hospitality is 38.7%, peaking at 47% for bars and clubs. 30% of new hires leave within the first 90 days (HIGHMACH).
Current situation analysis shows that the Ashford International Hotel & Spa is currently running as approximately 75% of its required headcount. The impact is most visible in the following areas:
· Service Delays: Increased wait times in the Horizon Restaurant and Bar.
· Reduced Inventory: Rooms are occasionally held “off market” due to maintenance issues or because of housekeeping difficulties to meet the deadlines.
· Burnout: Existing staff, especially food and beverage employees are working consistent overtime, or left alone with a high volume of responsibilities, situations which leading to a rise in short term sickness and “quiet quitting” and a high rate of turnover. 
      Primary Drivers of Shortage
The root causes of the staff shortage are a combination of local and industry-           wide factors such as local competition, Brexit impact, cost of living, sector reputation. The “perfect storm” of external pressures hitting the Kent hospitality industry in 2025 and 2026 has been the major factor that impacted the challenges faced by Ashford International Hotel & Spa.

Internal Staffing Indicators: Employees Perspectives
Direct feedback from employees during the placement at Ashford International Hotel & Spa reveals a consistent pattern of operational stain
 and management employee friction.



Key Dissatisfaction Drivers:

· Remuneration: Pay is often described as” trash” or only meeting the minimum wage, despite high levels of responsibility. 
· Workload and Hours: Staff report being “overworked” with long shifts.
· Management Issues: Frequently complaints include a “lack of communication” between management, a “bulling” culture in some departments, and a perceived lack of respect from frontline staff.
· Retention Barriers: Former employees note a “huge staff turnover” because of a lack of job security and structure and failure to offer progression even when vacancies arise.

Contradictory Positive Feedback:

· Some long-term employees reported supportive management and opportunities from cross - training, suggesting inconsistent experiences across different departments (front office reception, management, events planning departments)
    Regional and Sectoral Context: 
Factors and Impact on Hospitality
· Rising Costs:  National Living wage Increases and higher Employer National Insurance contributions (rising to 15%) have significantly inflated wage bills.
· Immigration Reform: Stricter visa rules and higher salary thresholds for Skilled Workers visa have made it harder to recruit internationally.
· Vacancy Rates: Hospitality has the highest sector vacancy rate in the UK at 5.1% with approximately 132,000 open roles nationwide.
· Industry Survival: In Kent, some operators describe the current financial climate as “worse than Covid”, with high insolvencies and business closures.


Operational and Economic Impact
· Labour Costs: While headcount is down, the cost of Agency Staff has tripled to cover emergency services gaps, eroding profit margins.
· Employee Turnover: A “vicious cycle” effect where staff leave due to the pressure caused by the vacancies.
· Capacity Reduction: Over 60% of businesses report active shortages, forcing 42% to reduce weekend opening hours and one-third to close on specific day.
· Business Failures: 3,353 hospitality businesses entered insolvency in the 12 months to December 2025.
· Service Quality: Understaffing has led to a documented decline in service standards, longer wait times, and increased burnout for remaining staff.
   Organizational Response and Retention Strategies
The QHotels Collection has introduced several group-wide initiatives to mitigate these staffing issues.
· Digital Onboarding: The company has streamlined its onboarding process using a digital system that reduces compliance training from 13.5 to 5 hours, aiming for a consistent “warm welcome” for new hires.
· Employee Engagement: Some departments, such as the contact centre, have successfully reduced attrition to 15% by using coaching system that emphasize human connection and recognition.
· Training and Development: The company promotes a “culture of recognition” and uses structured learning milestones (1 week, 1 month, 3 months) to guide new employees.

     Conclusion and Recommendations
The Ashford International Hotel & Spa, a key Kent transport hub, reflect the broader UK hospitality crisis while facing localized pressures (Employment Hero, Oct.2025). Employee reviews from early 2025 highlights a lack of fixed finish times, with shifts extending from 3 PM until 7 AM. Staff reported an “constant stress” and a lack of clear communication from management. Staff highlight training gaps as well, as approximately 64% of them feel that they did not receive adequate training from the beginning, that leading to new hires feeling “dropped in at the deep end” during peak periods. Local competition is another factor that led to staff shortage at Ashford International Hotel. The proximity of Ashford Outlet and Bluewater competitors, which offer more predictable hours is another vital workforce issue. 24 reviews on Indeed platform regarding to Ashford International Hotel and Spa work wellbeing, shows that there is a big dissatisfaction on staff level. The overall rating is around 3 from 5 stars, while purpose, satisfaction, inclusion, appreciation, achievement, trust, flexibility, belonging and management are at the average level, compensation, energy, learning, support, stress-free and happiness are verry low (Indeed, 2025). Literature suggests the crisis is structural rather than temporary, demanding a strategic, long-term approach to talent management rather than relying on pre-pandemic recruitment methods (Taylor& Francis, 2024).
Implications of the staff shortage for the hotel:
· Service Quality Decline: Understaffing in housekeeping and food and beverage sector has led to complaints about service standards and cleanliness. In the customer mind the concept of “experience”, “service”, and “staff” were found to be the strongest brand associations (emerald insight 2024).
·  Reduced Revenue Streams: To manage limited staff, the hotel may be forced to implement time-slot bookings for spa facilities or curtail restaurant opening hours, directly affecting ancillary revenue.
·  Health and Safety Risks:  Overworked employees are more prone to “lapses in protocols” and errors of judgments, increasing the risk of workplace accidents (Talents by Study Smarter, Opus Business Advisory Group, Employment Hero, JetBlack Safety). The Ashford International Hotel & Spa is experiencing a severe, ongoing staffing crisis, manifesting in poor guest reviews, broken equipment, and extremely high pressure on staff. While the hotel is part of reputable brand Q’Hotels Collection, the local recruitment and retention strategy is struggling to maintain service levels. The staffing crisis at Ashford International Hotel and Spa is not merely a recruitment issue but more a retention and structural challenge. Ashford International Hotel & Spa is caught between group-level attempts to professionalize the hospitality career through technology and training, and the daily reality of a high-pressure, understaffed environment. The heavy reliance on zero-hour contracts and a perceived “clique” culture among management continue to drive turnover, while regional economic pressures make it difficult to increase pay to levels that would attract higher-quality candidates. By investing in the current workforce’s well-being and using technology to reduce manual pressure, the hotel can stabilise its operations and return to its target service standards. Future success will likely depend on offering more competitive compensations, improved staff management, and stable contracts to reduce the high staff turnover rate.
         Practical solution to mitigate the crisis are:   
· Structured Retention Programs: Implement the “Three R’s”- Respect, Recognition, and Reward. This includes setting up Personal Development Plans to show entry-level workers a clear path to management.
· Flexible Scheduling Tools: Adopting digital platforms for predictable shift rotations and allowing staff to swap shifts autonomously can reduce the “no finish time” frustration cited by current employees.
· Localized Recruitment: Partner with Umbrella Training or local Kent colleges to create apprenticeships, targeting young people who may not have considered hospitality a long-term career.
· Digital Integration: Use AI guest messaging and mobile-check-in to automate routine tasks, allowing existing staff to focus on high-value guest interactions in the spa and restaurant (MDPI)
·  Enhance Onboarding: Revamp the first 90 days of employment with mentorship program, pairing new hires with experienced “alumni” to reduce the 30% early-departure rate (People Insights, UK Hospitality).  
· According to industry experts of UK Hospitality, a shift from “recruitment-only” to “retention-first” is vital.
·  Improving Working Conditions: Shifting from a higher-turnover model to investing in staff welfare and fair wages (Moore Kingston Smith) 	. 
· Internal Promotion:  Data shows that businesses prioritizing internal manager promotions see significantly lower staff churn. According to “Job seeker nation” study, money matters most, but the growth opportunities is a close secondly (Jobvite 2022).
· Rota Stability: Implementing Workforce Management Software to provide staff with consistent, predictable schedules can reduce the burnout associated with the last-minute changes.
· Wellness Programs: Provide complementary access to the spa and gym facilities during off-peak hours to enhance the “perks” of the job.
· Digital Integration: Implement QR code ordering in the bar area to reduce the manual labour needed for order taking.
· Events staff recruitment: Take away from restaurant and bar staff the events responsibility, to avoid restaurant and bar staff shortage, and eliminate the burnout from the “Only one” employee( who must take care of all events area starting with the furniture assembled and finished with tables assisting), by hiring staff specialized and only for events rooms.
· Talent Pipeline Development: Strengthening links with local colleges and universities for hospitality training and recruitment.
· Strategic Human-Resource Management (SHRM): Adopting proactive, data –driven approaches to recruitment and employee engagement.
· Alternative Talent Pools: Firms are increasingly targeting retirees, parents returning to work, and ex- offenders to fill entry-level gaps.
· Referral Bonuses: Implement a “refer a friend” scheme, where current employees receive a bonus after the new hire completes a 3-month probation period.
· Transport Subsidies: Offer travel allowances or shuttle services for staff commuting from surrounding Kent towns.
Investing in staff satisfaction it's a triple win: 
1.Employees can win a peace of mind knowing that they can count on company and this job is safe and give them satisfaction which conduct to staff loyalty and retention.                                                                                                                    2.Customers can win well trained and skilled staff happy to go above and beyond to make them journey an unforgettable experience, which can generate recommendations and good reviews of the hotel and staff and attract new customers and new potential employees. The impact of employee satisfaction on customers satisfaction was mentioned on marketing literature been argued that behaviour of satisfied employees plays an important role in customers perception of business interactions (Spiro and Weitz,1990). This may happen because satisfied employees are more open to be friendly, enthusiastic, attentive, and empathetic towards customers (Beatty et al.,1996; Rafaeli,1993).                                                   
 3.Company, on the other side can suffer a small financial loss - by investing in employees satisfaction: trainings, health and safety, tools, and technologies, but at the same time can cut financially losses caused by unexpected accidents, high rate of turnover, hire and investments in occasionally employments, and winning employees and customers loyalty and brand reputation. 
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