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Abstract: 
This research project investigates the issue of high staff turnover within the food and beverage department at Morgans Hotel. The study is based on placement experience and observations collected during operational activities within the hotel. The research focuses on understanding the causes of employee turnover, the impact it has on hotel operations, and the managerial actions that could improve staff retention and operational performance. High staff turnover is a major challenge within the hospitality industry because it affects service quality, teamwork, employee morale, training costs, and customer satisfaction. During the placement, a noticeable difference was observed between the previous year and the current year, particularly regarding the number of employees who had left the organisation and the number of new employees joining the department. Frequent staff changes appeared to affect communication, operational consistency, and service delivery within the food and beverage department.
The project uses a qualitative case study approach based mainly on observation during placement activities. Secondary academic and industry sources were also used to support the findings and connect practical observations with hospitality management theories. Key themes identified include workload pressure, communication issues, limited career progression, inconsistent training, and the fast-paced nature of hospitality operations. The findings suggest that staff turnover can negatively affect service standards, operational efficiency, and guest satisfaction if not managed effectively. However, the research also demonstrates that strong leadership, effective communication, employee recognition, training opportunities, and supportive management practices can improve staff retention and employee satisfaction. From the perspective of a future food and beverage manager, this research proposes several practical recommendations. These include improving onboarding procedures, implementing staff recognition systems, strengthening communication between departments, supporting employee development, and improving work-life balance. The project concludes that successful staff retention strategies are essential for achieving operational stability, maintaining service quality, and supporting long-term hospitality industry best practice.

Chapter 1: Introduction
Morgans Hotel is a luxury boutique hotel in Swansea, Wales (Morgans Hotel, n.d.), offering accommodation, restaurant and bar services, as well as weddings, conferences, and private events. The hotel operates in the hospitality industry, where customer service, teamwork, operational efficiency, and employee performance are essential for maintaining guest satisfaction and business success. During my placement, I gained experience in several departments, including front office and food and beverage. This research focuses on the food and beverage department because this was where I completed most of my placement activities and where the most important operational observations were made.
The main issue investigated in this research is high staff turnover in the food and beverage department. During my placement, I noticed that many employees from the previous year were no longer working at the hotel, while several new employees had joined the department. This raised questions about employee retention, workload management, communication, and staff satisfaction.
Hospitality work often involves long working hours, emotional labour, stressful operational environments, and physically demanding tasks, which can contribute to employee dissatisfaction and turnover (Holston-Okae and Mushi, 2018). Frequent employee departures can increase recruitment and training costs, reduce teamwork efficiency, and negatively affect customer satisfaction (Armstrong and Taylor, 2020). This issue is also relevant across the hospitality industry, which continues to face labour shortages and recruitment difficulties following the COVID-19 pandemic (Janta and Ladkin, 2024).
The hospitality industry experiences higher turnover rates than many other sectors. Employees often work irregular hours, weekends, holidays, and long shifts while dealing with customer expectations and operational pressures. These conditions can lead to stress, emotional exhaustion, and job dissatisfaction. Karatepe (2013) explains that supportive workplace practices and employee engagement are important for improving performance and reducing turnover intentions among hotel employees.
The aim of this research is to investigate the causes and operational impact of high staff turnover in the food and beverage department at Morgans Hotel. The objectives are to identify the factors contributing to turnover, analyse its effects on operations and customer service, compare placement observations with hospitality theories and industry best practice, and develop practical recommendations to improve employee retention and operational performance.
This research is written from the perspective of a future food and beverage manager. It aims to analyse the issue and evaluate practical management strategies that could improve employee satisfaction, workforce stability, service quality, and overall operational performance at Morgans Hotel.


















Chapter 2: Literature Review:
Introduction
This literature review explores relevant academic theories, hospitality management concepts, and industry research related to employee turnover and staff retention in hospitality organisations. It provides a theoretical framework for analysing the operational challenges observed during my placement at Morgans Hotel. 
Staff Turnover in Hospitality:
Staff turnover happens when employees leave an organisation, either voluntarily or involuntarily, and are replaced by new employees. Armstrong and Taylor (2014) explain that staff turnover is a major human resource challenge because it can affect organisational stability, increase recruitment costs, and reduce operational performance.
The hospitality industry experiences significantly higher turnover rates than many other sectors. Hospitality employees often work irregular hours, weekends, holidays, and long shifts while dealing directly with customer expectations and operational pressures. These working conditions can lead to stress, emotional exhaustion, and job dissatisfaction. Walsh and Taylor (2007) explain that employees are more likely to leave hospitality organisations when they experience high job demands and limited opportunities for career development.
Boella and Goss-Turner (2019) explain that high employee turnover can create operational instability, increase training costs, and negatively affect service quality within hospitality organisations. Hotels with high turnover may also struggle to maintain operational standards because experienced employees may leave before transferring their operational knowledge to newer staff (Nickson, 2013).
Herzberg’s Two-Factor Theory:
Herzberg’s Two-Factor Theory explains employee motivation and job satisfaction. Herzberg (1959) states that employee satisfaction is affected by two groups of factors: hygiene factors and motivational factors. Hygiene factors include pay, supervision, company policies, working conditions, and job security. When these factors are poor, employees may feel dissatisfied with their jobs.
Motivational factors include achievement, recognition, responsibility, and opportunities for learning, personal growth, and promotion. These factors help employees feel more motivated and satisfied in their work.
In hospitality organisations, employees may decide to leave when they experience poor communication, high workloads, limited recognition, or few opportunities for career development. During my placement at Morgans Hotel, operational pressure and workload management occasionally appeared to affect employee morale and motivation, which reflects Herzberg’s theory.
Maslow’s Hierarchy of Needs:
Maslow’s Hierarchy of Needs suggests that individuals seek to satisfy different levels of needs, including physiological needs, safety needs, belonging, esteem, and self-actualisation (Maslow, 1943). Hospitality managers therefore need to support both operational and emotional employee needs. Employees who feel respected, supported, and valued may demonstrate greater organisational commitment and job satisfaction. Maslow’s theory is relevant to this research because hospitality employees often work in stressful environments where emotional support and recognition are important for maintaining motivation.
Leadership Theory
Leadership plays a major role in employee satisfaction and retention within hospitality organisations. Effective managers influence communication, teamwork, motivation, and operational culture (Northouse, 2022). Transformational leadership theory is particularly important within hospitality management because it focuses on inspiration, support, communication, and employee development (Bass and Riggio, 2006). Transformational leaders encourage teamwork and create positive workplace cultures.
Research by Zhang, Xie and Huang (2024) suggests that resilient leadership is essential within hospitality environments because managers must support employees during operational pressure and organisational challenges. During placement observations, stronger leadership and communication practices appeared to improve operational organisation and teamwork.
Employee Burnout and Workload Pressure
Hospitality work is often physically demanding and emotionally stressful. Employees must respond quickly to customer needs while maintaining professional behaviour during busy operational periods. Karatepe and Olugbade (2017) explain that emotional exhaustion and workload pressure are major contributors to employee turnover within hospitality organisations. Burnout can reduce motivation, lead to more frequent absences from work, and negatively affect customer service performance. During placement activities at Morgans Hotel, operational pressure was particularly noticeable during breakfast service and large events. Staff members were often required to work quickly while managing multiple responsibilities at the same time. 
Training and Development:
Training is essential within hospitality because service quality depends heavily on employee knowledge, communication, and professionalism (Baum, 2016). Hotels therefore need effective training for new employees and continuous staff development. Noe (2020) explains that organisations investing in employee training often experience improved retention and stronger employee commitment. Employees are more likely to remain within organisations when they feel supported and see opportunities for career progression. At Morgans Hotel, differences in operational experience between new and experienced employees were noticeable during placement observations. Newer employees occasionally required additional guidance and support from supervisors or experienced team members.
Communication and Teamwork
Communication is essential within hospitality operations because departments must coordinate effectively to maintain customer satisfaction and operational efficiency (Kotler, Bowen and Makens, 2017). Poor communication can lead to service delays, customer complaints, operational confusion, and employee frustration (Keyton, 2017). Siva, Sanker and M (2024) further explain that effective communication improves teamwork and service delivery within hospitality environments. During my placement, communication between departments occasionally appeared inconsistent during busy periods, particularly during event preparation and breakfast service.
Customer Service and Service Quality
Service quality is one of the most important factors affecting hotel reputation and customer satisfaction. A. Parasuraman, Valarie Zeithaml and Berry (1988) developed the SERVQUAL model, which identifies reliability, responsiveness, assurance, empathy, and professionalism as the main elements of good service quality. Hotels with unstable workforces may struggle to maintain consistent service because new employees often require training and time to adapt to operational procedures. Michel, Bowen and Johnston (2009) argue that effective service recovery is also important in hospitality operations because operational mistakes and customer complaints can occur during busy service period.
Industry Best Practice
Hospitality organisations increasingly focus on employee retention strategies because workforce stability improves customer satisfaction and operational performance. Industry best practice includes effective training for new employees, employee recognition programmes, career development opportunities, flexible scheduling, supportive leadership, mental health and well-being initiatives, and continuous training. These practices help employees feel valued, supported, and motivated, which can strengthen organisational commitment and reduce turnover intentions (Meyer and Allen, 1991). Hotels that invest in employee satisfaction often experience lower turnover, stronger operational consistency, and improved guest experiences.
Gap Between Theory and Practice
Although hospitality literature emphasises employee support and retention, operational realities often create challenges. Hotels frequently operate under financial pressure, staffing shortages, and unpredictable customer demand. Placement observations at Morgans Hotel demonstrated that operational pressure and communication challenges can sometimes affect teamwork and service delivery despite management efforts to maintain standards. The literature therefore provides a useful framework for analysing the gap between hospitality management theory and operational practice.


Chapter 3: Methodology
Introduction
This chapter explains how the research was conducted and why specific research methods were selected. The methodology is important because it explains how the information was collected, analysed, and connected to hospitality management theory and operational practice (Creswell and Creswell, 2018). The research focuses on high staff turnover within the food and beverage department at Morgans Hotel and uses placement observations together with academic and industry literature.
Research Approach
This research uses a qualitative case study approach. A qualitative approach was selected because the project focuses on understanding employee behaviour, operational challenges, teamwork, communication, and staff experiences within a real hospitality environment (Creswell and Poth, 2018). A case study approach was also appropriate because it allows detailed investigation of one organisation within its operational setting (Stake, 1995). Morgans Hotel was selected as the primary case study because the placement provided direct access to daily hotel operations. The food and beverage department became the main focus because this was the department where most placement activities and operational observations took place.
Data Collection
The primary research method used was observation during placement activities. Observation allowed direct analysis of employee behaviour, teamwork, communication, workload pressure, customer service, and operational organisation. Observation is useful within hospitality research because it allows real workplace situations to be studied naturally without interrupting employees or guests (Veal, 2018). The researcher observed operational activities during breakfast service, weddings, conferences, and event preparation. These observations helped identify patterns linked to staff turnover, operational pressure, and employee performance. Secondary research was also used through academic journals, hospitality textbooks, and industry reports. Academic literature related to employee turnover, motivation, leadership, communication, teamwork, customer service, and hospitality management was reviewed to support the analysis (Armstrong and Taylor, 2020). Observation was appropriate because the researcher was already working in the hotel during the placement. This gave direct access to employee interactions, daily operations, and workplace behaviour. Observation also made it possible to study real hospitality situations as they happened, rather than relying only on interviews or questionnaires (Patton, 2015). According to Veal (2018), observation is commonly used within hospitality research because it captures operational behaviour and service interactions directly. This was useful for understanding communication, teamwork, workload pressure, and customer service within the department.
Strengths of the Research:
One major strength of the research is the use of real operational experience within a hospitality environment. This increased the practical relevance of the findings because the research is based on real workplace situations rather than hypothetical examples. The combination of observation and academic literature also improved the credibility of the research (Patton, 2015). Another strength is that placement activities were completed across different operational areas within the hotel, including food and beverage and front office. This provided broader understanding of communication and operational coordination between departments. 
Limitations
The research also has limitations. Firstly, observations may include researcher bias because the findings are partly based on personal operational experience (Patton, 2015). Secondly, the research focuses on one hotel and one department, meaning the findings cannot fully represent the entire hospitality industry. Finally, access to confidential management information such as turnover statistics or employee records was limited.
Ethical Considerations:
Ethical considerations were important throughout the research process. Employee privacy and confidentiality were respected at all times. No personal employee information was collected or disclosed. The research focused only on operational observations within the placement environment. Ethical research practice is important because researchers must protect participants privacy, confidentiality, and professional standards (Patton, 2015).
Chapter 4: Findings and Scenario-Based Discussion:
Findings
High Employee Turnover
One of the most noticeable findings was the high number of staff changes between the previous placement year and the current placement year. Many employees who had previously worked within the food and beverage department were no longer employed at the hotel, while many new employees had joined the organisation. This suggested that staff turnover within the department may be relatively high. High turnover is a common issue within hospitality because hotels often experience recruitment difficulties, operational pressure, and employee dissatisfaction (Walker, 2021). According to Hinkin and Tracey (2000), high employee turnover can increase recruitment and training costs while reducing operational efficiency and service consistency. 
Workload Pressure
Operational pressure was particularly noticeable during breakfast service, weddings, and large events. Employees often worked under significant time pressure while managing customer expectations and operational tasks at the same time. Busy operational periods occasionally appeared stressful for staff members, particularly when staffing levels were limited.
Karatepe and Olugbade (2017) explain that emotional exhaustion and heavy workload pressure are major contributors to turnover intentions within hospitality organisations. Similarly, Kim and Jogaratnam (2010) argue that stressful hospitality environments can negatively affect employee satisfaction and motivation. 
Communication Challenges
Communication between departments sometimes appeared inconsistent during busy operational periods. This occasionally created delays, confusion, or operational inefficiencies. For example, event preparation or guest requests occasionally required stronger coordination between departments.
Clampitt (2016) explains that clear communication is essential for effective operational management because poor communication can create confusion, reduce teamwork efficiency, and affect service quality. During placement activities, communication challenges occasionally affected operational organisation within the department.
Training and Experience Differences:
The presence of many newer employees created noticeable differences in operational experience and confidence levels. Some employees required additional support from supervisors or experienced colleagues. This occasionally affected service consistency and operational efficiency.
Noe (2020) explains that training and employee development are essential within hospitality because service quality depends heavily on employee knowledge and professionalism. Tracey and Tews (2005) also argue that supportive training environments improve employee confidence and operational performance.
Teamwork and Support
Despite operational pressure, teamwork within the department was often positive. Employees generally attempted to support one another during busy periods. Supportive teamwork appeared essential for maintaining operational stability and customer satisfaction.
Salas, Sims and Burke (2005) explain that teamwork is essential within service organisations because operational coordination directly affects organisational performance. Positive teamwork can also improve employee morale and reduce operational stress.
Customer Service Impact
Operational pressure and staffing challenges occasionally affected service speed and organisation. However, managers and employees generally attempted to resolve issues professionally. Service recovery practices were important for maintaining customer satisfaction during operational difficulties.
Parasuraman, Zeithaml and Berry (1988) explain that service quality depends on reliability, responsiveness, assurance, empathy, and professionalism. Michel, Bowen and Johnston (2009) also argue that effective service recovery is important because operational mistakes can occur during busy service periods.
Scenario-Based Discussion
The findings demonstrate several operational risks and management challenges linked to staff turnover within the Food and Beverage department at Morgans Hotel.
Operational Risks of High Staff Turnover
If high turnover continues, the hotel may face long-term operational difficulties. Recruitment and training costs may continue increasing, while service consistency may become more difficult to maintain. Boella and Goss-Turner (2019) explain that retaining experienced employees is essential because high staff turnover increases labour costs and can negatively affect service quality and operational efficiency in hospitality organisations. As a future food and beverage manager, I would consider employee retention a strategic management priority because workforce stability directly affects customer experience and operational performance. Allen, Bryant and Vardaman (2010) explain that organisations with stronger retention strategies often experience better operational outcomes and employee commitment. 
Workload and Employee Burnout
The findings suggest that workload pressure may contribute to employee dissatisfaction and turnover. If operational pressure continues without additional management support, employees may experience burnout and reduced motivation. Karatepe and Olugbade (2017) explain that emotional exhaustion is strongly linked to turnover intentions within hospitality organisations.
As a future manager, I would improve staffing organisation during busy periods and ensure employees receive appropriate operational support. (Baum et al. 2020) also highlight that hospitality labour shortages continue to increase operational pressure on employees globally.
Communication Improvement
Communication challenges observed during placement demonstrate the importance of operational coordination within hospitality environments. If communication problems continue, operational mistakes and customer dissatisfaction may increase. However, stronger communication systems could improve teamwork and service delivery.
As a future manager, I would introduce daily pre-shift briefings and improve coordination between departments. Siva, Sanker and M (2024) explain that effective communication improves hospitality service delivery and teamwork performance. 
Leadership and Employee Motivation
The findings highlight the importance of supportive leadership within hospitality operations. Employees appeared more organised and motivated when management communication and support were stronger. Transformational leadership theory suggests that supportive management improves employee commitment and organisational culture (Bass and Riggio, 2006).
Yukl (2020) explains that effective leadership can improve employee confidence, communication, and operational performance. If leadership practices remain inconsistent, employee dissatisfaction may increase. However, supportive management could improve morale and retention.
Training and Employee Development
The findings suggest that new employees often required additional operational support. Without effective induction and training procedures, service quality may become inconsistent. Noe (2020) explains that employee development improves both organisational performance and retention. As a future manager, I would implement structured induction programmes and increase training opportunities for employees. Training could include service standards, communication skills, and operational shadowing with experienced employees.
Industry Best Practice
The hospitality industry increasingly recognises that employee satisfaction directly affects operational performance and customer experience. Hotels that invest in employee well-being, communication, and career development are more likely to improve service quality and achieve stronger customer satisfaction (Kandampully, Zhang and Bilgihan, 2015). Morgans Hotel could therefore benefit from adopting more structured retention and employee engagement strategies aligned with hospitality industry best practice. 
Chapter 5: Conclusion and Managerial Recommendations:
Conclusion:
This research investigated the issue of high staff turnover within the food and beverage department at Morgans Hotel in Swansea. The study used placement observations together with academic and industry literature to analyse possible causes of employee turnover and evaluate how workforce instability affects hotel operations, customer service, teamwork, and employee morale.
The findings demonstrated that high employee turnover can negatively affect operational efficiency, communication, service consistency, and customer satisfaction. One of the most important findings was the noticeable difference between employees working during the previous placement year and those working during the current placement year. Many experienced employees had left the organisation while many new employees had joined the department. This suggested that staff turnover may be relatively high within the food and beverage department.
The research also identified workload pressure as a major operational challenge. Employees often worked under significant pressure during breakfast service, weddings, conferences, and large events. According to Karatepe and Olugbade (2017), emotional exhaustion and operational stress are major causes of employee turnover within hospitality organisations. Communication challenges and inconsistent operational coordination were also identified during placement activities, particularly during busy service periods. Clampitt (2016) explains that communication is essential within service organisations because poor communication can reduce operational efficiency and negatively affect service quality.
Training and employee development were also important themes within the research findings. Newer employees often required additional support and operational guidance, which occasionally affected service consistency. Noe (2020) explains that effective training systems improve employee confidence, operational performance, and organisational commitment.
The research also demonstrated the importance of supportive leadership and teamwork within hospitality operations. Employees appeared more motivated and organised when management communication and support were stronger. Bass and Riggio (2006) explain that transformational leadership can improve employee morale, teamwork, and organisational commitment.
Overall, the research achieved its objectives by analysing the causes and operational impact of staff turnover within a real hospitality environment. The study also demonstrated that staff retention should be viewed as a strategic operational priority because workforce stability directly influences customer experience, service quality, and hotel performance.
Managerial Recommendations:
As a future food and beverage manager, I would implement several practical strategies to improve employee retention, operational performance, and customer satisfaction within the department.
One of the first changes I would implement is a more structured induction and training programme for new employees. This would include operational training, guidance on service standards, shadowing experienced employees, and regular feedback sessions during the first few months of employment. Noe (2020) explains that effective induction helps improve employee confidence and organisational commitment. A structured induction programme could also reduce operational mistakes and improve service consistency.
Another important recommendation would be improving communication systems within the department. During placement activities, communication challenges occasionally affected operational organisation and teamwork. As a future manager, I would introduce daily pre-shift briefings, clearer event coordination procedures, and stronger communication between departments. Clampitt (2016) argues that effective communication improves teamwork and operational efficiency within service organisations.
I would also focus on employee well-being and workload management. Hospitality work can be physically demanding and emotionally stressful, particularly during busy operational periods. Wallace and Coughlan (2023) explain that burnout can negatively affect employee behaviour, and that supportive management and strong workplace relationships can help reduce these effects. As a manager, I would monitor staffing levels more carefully during busy periods and ensure employees receive appropriate operational support and adequate break opportunities.
Employee recognition would also become an important management strategy within the department. Herzberg (1959) explains that recognition and achievement are important motivational factors influencing employee satisfaction. I would therefore introduce employee appreciation initiatives, positive feedback systems, and recognition awards to improve morale and organisational commitment.
Training and career development opportunities would also be strengthened. Employees are more likely to stay within organisations when they see opportunities for development. As a future manager, I would introduce cross-training opportunities, additional hospitality skills development, and career progression discussions for employees within the department.
Supportive leadership would also be essential for improving operational culture and employee motivation. Bass and Riggio (2006) explain that transformational leadership improves employee commitment and teamwork. As a future manager, I would focus on supportive communication, regular employee feedback, and stronger involvement with staff members during operational activities.
Finally, I would regularly monitor employee satisfaction and operational challenges through staff feedback discussions and operational reviews. Saks (2006) explains that engaged employees are more likely to stay committed to organisations and contribute positively to organisational performance. Monitoring employee satisfaction could therefore help identify operational issues early and support continuous improvement within the department.
Overall, these recommendations could improve employee retention, operational consistency, teamwork, and customer satisfaction within the food and beverage department at Morgans Hotel. Implementing these strategies would also help align the department more closely with hospitality industry best practice and support long-term operational success
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