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Abstract. 
This research investigates how small and independent hotels in the United Kingdom can manage and retain staff effectively during periods of labour shortages and financial pressures, using The George Hotel, Lichfield as a detailed case study. The study addresses the ongoing workforce crisis within the UK hospitality sector, where approximately 98,000 vacancies were recorded in mid-2025 (Office for National Statistics, 2025) and annual operating costs rose by £3.4 billion due to inflation, taxation, and supply-chain pressures (UKHospitality, 2025). These external shocks—exacerbated by Brexit, the COVID-19 pandemic, and the cost-of-living crisis—have intensified labour shortages, reduced profitability, and undermined employee wellbeing across the sector (Kumodji, 2024; House of Commons Library, 2025).
A qualitative, desk-based case-study methodology was adopted, combining academic literature, government and industry data, and reflective placement insights. Analytical frameworks included the PESTLE model to examine macro-environmental influences (CIPD, 2022), the Job Demands–Resources (JD–R) model to explore the balance between work demands and employee support (Bakker and Demerouti, 2007), Maslow’s Hierarchy of Needs to interpret motivational factors (Maslow, 1943), and the Conservation of Resources (COR) theory to assess how resource depletion contributes to stress and burnout (Hobfoll, 1989). This multi-framework approach provided a holistic understanding of how financial and human pressures interact within small, resource-constrained hotel operations.
Findings reveal that staff shortages stem from both external and internal causes. Externally, immigration restrictions following Brexit, pandemic-related attrition, and economic instability have reduced workforce supply and increased labour costs (House of Commons Library, 2025; Kumodji, 2024). Internally, low pay, inconsistent scheduling, limited training, and overreliance on casual labour perpetuate high turnover (Davidson, McPhail and Barry, 2011). At The George Hotel, time constraints often result in minimal induction and “sink-or-swim” onboarding, reflecting the turnover–training deficit described by Davidson et al. (2011). Financial constraints further restrict management’s ability to invest in pay or wellbeing initiatives (Opus Business Advisory Group, 2025), reinforcing a cycle of workload intensification and disengagement.
This cyclical relationship between financial strain and human-resource depletion mirrors the JD–R model’s prediction that high demands and low resources increase burnout and turnover (Bakker and Demerouti, 2007). Similarly, the COR framework explains that when financial and emotional resources are continually depleted, employees disengage to preserve remaining energy (Hobfoll, 1989). Despite these challenges, evidence shows that even in low-margin environments, non-financial, people-centred HR practices can enhance engagement and retention. Initiatives such as flexible scheduling (Deery and Jago, 2015), empathetic and servant leadership (Blanchard and Broadwell, 2018; Pătru, 2024), mental-health awareness training (The Burnt Chef Project, 2024; CIPD, 2024; Acas, 2025), and fair recognition (CIPD, 2022) strengthen motivation by replenishing employee resources and satisfying psychological needs (Maslow, 1943).
For The George Hotel, these insights translate into practical recommendations: formalising onboarding and mentoring to reduce early attrition; embedding empathetic, servant-style leadership to enhance morale; improving communication and mental-health literacy among managers; ensuring predictable and equitable scheduling; and developing low-cost wellbeing initiatives such as peer support and recognition schemes. Broader measures—such as partnerships for staff housing (Lecot, 2023) and flexible arrangements for working parents (Peixoto, 2024)—could further alleviate financial and emotional pressures.
Overall, the study concludes that while financial limitations restrict pay growth, small and independent hotels can achieve workforce resilience through relational, wellbeing-oriented management. Balancing economic survival with human sustainability is essential to the future of the UK hospitality sector (Dabo, 2025). For The George Hotel, investing in empathy, inclusion, and recognition—rather than relying solely on financial incentives—offers a sustainable path to improved retention, service quality, and long-term organisational performance.
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Introduction.
The UK hospitality industry remains one of the nation’s most significant economic sectors, employing approximately 2.7 million people and representing around 7.3 % of all UK jobs (House of Commons Library, 2025). In 2023, the sector generated £69.5 billion in gross value added (GVA)—around 2.8 % of total UK economic output—and contributed £54 billion in tax receipts (UKHospitality, 2023; ONS, 2025). More than 99 % of hospitality businesses are small or medium-sized enterprises (SMEs), reflecting an industry dominated by independent operators that are highly sensitive to economic volatility (House of Commons Library, 2025). The combined effects of Brexit, the COVID-19 pandemic, rising inflation, energy-price volatility, labour-migration restrictions, and the ongoing cost-of-living crisis have fundamentally reshaped employment patterns and placed sustained strain on workforce management and employee wellbeing (Kumodji, 2024; House of Commons Library, 2025).
This study investigates how small and independent hospitality businesses can manage and retain staff effectively within such constrained conditions. It focuses on The George Hotel, Lichfield, a family-owned, mid-sized property situated in the heart of Staffordshire. The George operates 45 ensuite bedrooms, Darwin’s Restaurant, a lounge bar, and event and wedding facilities, blending traditional service with modern operations (The George Hotel Lichfield, 2025). Retaining its heritage as an 18th-century coaching inn, the property epitomises the pressures faced by independent hotels balancing service quality, limited budgets, and workforce motivation within a competitive regional market.
[image: A white building with flowers on the front

AI-generated content may be incorrect.]
Exterior view of The George Hotel, Lichfield — an 18th-century coaching inn operating under the Best Western brand (The George Hotel, 2025).
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Researcher’s private archive (2025) Photographs of The George Hotel, Lichfield — Afternoon Tea display and wedding event setup.

The research adopts a qualitative, desk-based case-study methodology, integrating academic literature, industry reports, and insights drawn from a professional placement at The George Hotel. The analysis follows the PEAS framework—Point, Evidence, Analysis, Significance—to ensure each argument is substantiated and critically evaluated in relation to the study’s objectives (George Brown College, 2025). It also applies a set of analytical and motivational theories to interpret how external and internal factors shape workforce management. The PESTLE framework evaluates macro-environmental pressures (CIPD, 2022)  such as economic instability, labour regulation, and social expectations, while Maslow’s Hierarchy of Needs (1943) and the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2017) explain how job design, wellbeing, and recognition influence engagement and retention. To deepen this perspective, the Conservation of Resources (COR) theory (Hobfoll, 1989) is incorporated to examine how employees strive to acquire and protect valuable resources—such as time, energy, and emotional stability—and how resource loss under financial and labour pressures can lead to burnout and disengagement. Together, these models illustrate that even under financial constraint, non-financial factors such as autonomy, inclusion, and work–life balance are essential for sustaining motivation and performance.
This research aims to explore best practices for managing and retaining staff effectively during periods of staff shortages and financial pressures within the UK hospitality industry, using The George Hotel, Lichfield, as a case study to provide applied and practical insights.
To achieve this aim, the study is guided by the following objectives:
· To analyse the key factors contributing to staff shortages in the UK hospitality industry through the application of theoretical tools such as the PESTLE framework and labour market analysis.
· To examine the main causes of financial pressures faced by hotels, including rising operational costs, wage inflation, and reduced consumer demand, and assess their impact on management and staffing practices.
· To evaluate human resource and management strategies that can enhance staff motivation, retention, and well-being during periods of financial constraint and labour shortages.
· To identify and recommend best practice approaches for improving staff management and retention in small, independent hotels, drawing specific insights from The George Hotel, Lichfield.

2. Literature Review.
2.1 Staff Shortages in the UK Hospitality Industry.
Current evidence clearly demonstrates that staff shortages remain a pressing challenge for the UK hospitality sector. According to the Office for National Statistics (2025), there were approximately 98,000 job vacancies in the accommodation and food service activities sector as of mid-2025, representing one of the highest vacancy rates across all UK industries. A detailed analysis of ONS vacancy trends between 2001 and 2025 further supports this finding, showing a sharp rise in vacancies following the pandemic and Brexit, with levels stabilising at historically high rates (see Appendix A). UKHospitality (2024) reports that there are around 132,000 unfilled positions within the sector — approximately 48% higher than pre-pandemic levels — with shortages most severe in skilled roles such as chefs, managers, and housekeeping staff. This ongoing gap has forced many businesses to reduce trading hours, limit service offerings, and place heavier workloads on remaining employees. Furthermore, the House of Commons Library (2025) highlights that in the three months to May 2025, there were 79,000 vacancies in hospitality, equivalent to 3.1 vacancies per 100 jobs, compared to the UK average of 2.3 across all industries. These figures confirm that the hospitality industry continues to face one of the highest vacancy rates in the national economy, reflecting deep-rooted structural problems.
Collectively, this evidence establishes that staff shortages are not a short-term disruption but a long-standing, systemic challenge, linked to several underlying causes that will be explored in the following sections.
2.2 Causes of Staff Shortages and the Role of Work–Life Balance in the UK Hospitality Industry.
Persistent staff shortages in the UK hospitality industry stem from a combination of structural, managerial, and workforce-level factors, compounded by recent economic and political disruptions. Structurally, the sector exhibits long-standing secondary labour market characteristics such as low pay, insecure contracts, high turnover, and limited career progression, which weaken employee attachment and deter new entrants (Davidson, McPhail and Barry, 2011). These conditions have entrenched perceptions of hospitality as a low-skill, transient occupation rather than a sustainable career. At the managerial level, chronic underinvestment in structured training and overreliance on informal “on-the-job” learning have hindered skill development and service quality, perpetuating a turnover–training deficit cycle (Davidson et al., 2011). This pattern is evident at The George Hotel, Lichfield, where time pressures during peak periods—particularly weddings and Sunday Carvery service—often prevent structured onboarding or mentoring. New starters are frequently placed directly into busy shifts with minimal induction, leading some to struggle with the job’s pace and expectations. Such “sink-or-swim” practices result in inconsistent performance and early attrition, illustrating how limited training capacity in smaller independent hotels sustains the wider sectoral cycle of high turnover and skill shortages.
Cost-driven outsourcing and casualisation further erode organisational culture and commitment, while poorly managed technological adoption can intensify workloads and stress. Davidson et al. (2011) therefore interpret staff shortages as the outcome of enduring HRM weaknesses, calling for strategic, high-involvement practices such as participative management and structured career development to rebuild job quality and retention.
External factors have intensified these issues. Kumodji (2024) identifies Brexit, the COVID-19 pandemic, and financial pressures as interconnected drivers of the current workforce crisis. The end of free movement and tighter immigration controls forced many EU nationals to leave, leaving employers facing complex visa requirements and higher recruitment costs. The pandemic deepened instability as furloughs and redundancies led many workers to seek more stable employment in retail and logistics. Consequently, the sector’s post-pandemic recovery has been hindered by negative perceptions of hospitality work as insecure, stressful, and poorly paid. Limited vocational pathways and the UK’s underdeveloped training infrastructure further constrain skill supply, while inflation and rising energy costs restrict employers’ ability to improve pay or invest in wellbeing initiatives (Kumodji, 2024). Industry evidence highlights the operational effects of these shortages. Eastaugh (2025) reports an acute deficit of chefs, described as a “perfect storm” caused by Brexit, the pandemic, and cost-of-living pressures. Many chefs have exited the industry due to burnout and long hours, while visa restrictions limit access to skilled replacements. Fyfe (2024) similarly documents independent businesses struggling to operate, with owners taking on multiple roles due to an inability to recruit staff. These examples illustrate the human cost of labour scarcity, including overwork, fatigue, and reduced service capacity.
The George Hotel reflects the broader national pattern of persistent staff shortages and high turnover. Recruitment difficulties are most acute within operational departments such as Food & Beverage and Housekeeping, where the hotel relies heavily on casual and part-time employees — students, retirees, and seasonal workers — mirroring sector-wide dependence on flexible labour.
Staff shortages are closely tied to deteriorating mental health and well-being. Studies consistently show that long hours, emotional labour, and job insecurity contribute to widespread stress, burnout, and disengagement.  Ayachit and Chitta (2022) found that chronic stress and emotional exhaustion are major predictors of turnover, particularly in post-pandemic workplaces facing labour shortfalls. The Burnt Chef Project (2024) reports that over three-quarters of hospitality workers have experienced mental health issues, while Baker and Kim (2024) demonstrate that excessive workloads and low managerial support reduce performance and well-being. Vo-Thanh et al. (2022) link persistent understaffing directly to turnover intentions, showing a cyclical pattern in which labour shortages exacerbate stress and attrition. Similarly, Kotera, Adhikari and Van Gordon (2018) identify poor psychological well-being and limited autonomy as strong predictors of disengagement among UK hospitality employees. These findings are reinforced by national data: Hospitality Action (2024) reports that 76% of hospitality employees have experienced mental health difficulties, with nearly half reporting poor wellbeing, while the Health and Safety Executive (HSE, 2024) notes that accommodation and food services consistently record among the highest rates of work-related stress and anxiety in the UK. According to the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2007), employees’ wellbeing depends on the balance between job demands and available resources, with an imbalance leading to burnout and disengagement. Downes (2023) and Baker and Kim (2024) similarly show that understaffing and excessive workloads reduce engagement, while the CIPD (2021) warns that persistent vacancies and inadequate training undermine morale, productivity, and well-being.
Within this context, work–life balance (WLB) has emerged as a key determinant of motivation, satisfaction, and retention. Deery and Jago (2015) identify WLB—comprising adequate rest, flexible scheduling, and supportive management—as a core predictor of job satisfaction and organisational commitment in hospitality. Long and unsocial working hours undermine wellbeing, while fair scheduling and managerial support enhance engagement and loyalty.
Unpredictable demand—particularly between weekday and weekend operations, and during peak periods such as weddings and the Sunday Carvery—at The George Hotel frequently disrupts scheduling and work–life balance, requiring managers and staff to adjust shifts or cover multiple roles to meet fluctuating service needs. This instability reflects Deery and Jago’s (2015) findings that irregular hours and inadequate rostering increase stress and fatigue, underscoring the importance of fair scheduling and supportive management within small hospitality operations.
 Karatepe (2012) similarly finds that heavy workloads and lack of flexibility reduce job embeddedness, with unfulfilled promises of work–life accommodation increasing turnover risk. Deery and Jago (2015) emphasise that younger generations prioritise flexibility, autonomy, and purpose, and that visible WLB initiatives, empowerment, and career development opportunities can strengthen retention even under financial constraints.
Economic pressures and poor work–life balance exacerbate these challenges, creating a cycle of attrition that undermines workforce stability. Evidence from the Office for National Statistics (ONS, 2025) and UKHospitality (2024) confirms that vacancy rates in accommodation and food services remain among the highest of any UK sector, reinforcing that addressing shortages requires not only external policy reform but also internal cultural change prioritising wellbeing and work–life balance.
2.3 Financial Pressures on the UK Hospitality Industry.
Financial pressures have become one of the most defining and persistent challenges for UK hospitality businesses in the post-pandemic era, intensifying existing labour shortages and constraining managerial capacity to respond effectively. Rising operating costs, high taxation, inflation, and weakened consumer confidence have collectively eroded profitability across hotels, restaurants, and pubs. These financial constraints threaten not only business sustainability but also directly influence staffing levels, pay, and retention strategies, creating a self-reinforcing cycle of economic and human-resource strain.
According to UKHospitality (2025), the sector continues to face severe financial headwinds, with costs rising by an estimated £3.4 billion annually due to taxation, energy, and supply-chain inflation. Its Taxed Out – Budget 2025 campaign warns that the industry risks being “taxed out of recovery” as escalating business rates, employer National Insurance contributions, and VAT liabilities place unsustainable burdens on operators. In April 2025 the National Minimum Wage rose to £12.21 per hour, the largest two-year increase in decades, adding a further £1.9 billion to the sector’s wage bill (UKHospitality, 2025). These pressures are compounded by higher energy costs—electricity prices remain 75 % above 2021 levels despite recent easing (ONS, 2025)—and rising food and beverage inflation, all of which restrict employers’ capacity to invest in training, wellbeing, or career development initiatives. Smaller and independently owned hotels, such as The George Hotel, are disproportionately affected due to limited cash reserves and reduced bargaining power within supply chains.The George Hotel faces the same inflationary and taxation pressures seen across the sector, with rising food, energy, and supply costs limiting wage growth and staff investment. Reliance on labour-intensive events such as weddings and the Sunday Carvery adds further strain, exemplifying the “financial strain–workforce strain” cycle described by Dabo (2025), where limited resources hinder training and wellbeing support.
Empirical evidence reinforces this national picture. The Opus Business Advisory Group (2025) reports that hotel profit margins have fallen sharply despite steady consumer demand, with many operators facing “serious cost increases” linked to energy and rent. Similarly, Partridge (2025) observes that even during peak tourist seasons, businesses across coastal and rural areas face rising supply and staffing costs that outweigh revenue gains. The House of Commons Library (2025) confirms that energy and supply-chain costs remain significantly above pre-pandemic levels, while stagnant real incomes constrain consumer spending. Between 2024 and 2025, the number of payrolled employees in hospitality fell by 110,000, reflecting both workforce contraction and business closures. These conditions have forced managers to take on multiple operational roles, increasing workloads and fatigue among remaining staff—a pattern echoed in the Burnt Chef Project (2024) findings on overwork and mental-health decline.
Academic research suggests that these economic difficulties are embedded in the industry’s structural dependence on cost minimisation. Davidson, McPhail and Barry (2011) argue that the hospitality sector’s historical reliance on low-wage, flexible labour has created vulnerability during financial downturns. When margins tighten, employers often prioritise short-term savings through casualisation and outsourcing, eroding employee loyalty and long-term skill retention. This cyclical dependence on low-cost labour reduces service quality, necessitating further cost-cutting to remain viable—a phenomenon visible once again in the post-pandemic period.
Recent studies extend this argument to wellbeing and retention outcomes. Dabo (2025) found that escalating operational costs for energy, supplies, and taxation leave minimal resources for pay progression or training, fostering widespread stress and dissatisfaction among staff. Partington (2025) associates financial insecurity—particularly the proliferation of zero-hour contracts—with fatigue and anxiety, which in turn increase turnover intentions in service industries. Bawden (2024) estimates that poor employee wellbeing costs the UK economy approximately £300 billion annually in lost productivity, illustrating that financial and human sustainability are closely intertwined. In the hospitality context, the Burnt Chef Project (2024) highlights that organisations cutting wellbeing initiatives to offset rising costs experience higher absenteeism and turnover, while Baker and Kim (2024) show that perceived unfairness and workload imbalance amplify emotional exhaustion in low-margin operations.
Government policy has sought to provide partial relief but remains inconsistent. The Hospitality Rates Relief Scheme (2025/26) offers 40 % business-rates relief (up to £110,000 per business) for qualifying properties, yet rising tax multipliers and energy levies continue to offset much of this benefit (House of Commons Library, 2025). The upcoming Growth and Skills Levy, replacing the Apprenticeship Levy in 2026, aims to support workforce training; however, many SMEs lack the administrative capacity to access these funds effectively. Meanwhile, increased employer NICs (15 %) and reduced thresholds introduced in 2024–25 have widened the financial gap between small independents and corporate chains.
From a theoretical standpoint, the Job Demands–Resources (JD–R) and Conservation of Resources (COR) frameworks (Bakker and Demerouti, 2007; Hobfoll, 1989) help explain how persistent financial strain translates into HR challenges. Economic pressures heighten job demands—through longer hours, multitasking, and job insecurity—while simultaneously diminishing available resources, such as managerial support and wellbeing budgets. This imbalance accelerates energy depletion and burnout, as staff expend greater effort with diminishing reward or recognition. In small hotels, where owners often absorb additional duties to contain costs, resource depletion affects both managers and frontline employees, creating a downward spiral of stress and attrition.
The House of Commons Library (2025) notes that hospitality’s median hourly pay of £13.41, compared with £18.46 across all sectors, limits its competitiveness within the wider labour market. Combined with rising living costs and constrained consumer demand, the result is a fragile financial ecosystem in which even modest increases in taxation or utilities can destabilise operations. For independent businesses like The George Hotel, which must balance fixed overheads with unpredictable occupancy and seasonal revenue, maintaining wage competitiveness and staff morale under such constraints represents a continual challenge.
Overall, the literature portrays the UK hospitality industry as operating within a financially precarious environment characterised by inflationary costs, heavy taxation, and limited fiscal support. These pressures perpetuate a cycle in which economic survival strategies—casualisation, reduced training, and overwork—erode workforce stability and service quality. As Davidson et al. (2011) and Dabo (2025) emphasise, achieving long-term resilience requires shifting from short-term cost control to sustainable people investment. Addressing financial pressures is therefore not merely an economic necessity but a human-resource imperative, underpinning both organisational wellbeing and the sector’s capacity to retain skilled, motivated employees.
2.4 Management and Retention Strategies. 
In response to persistent staff shortages and escalating financial pressures, the UK hospitality industry has been forced to rethink how it manages, motivates, and retains its workforce. Research consistently highlights that successful organisations adopt strategic, inclusive, and flexible management practices that balance operational efficiency with employee wellbeing (Davidson, McPhail and Barry, 2011; Deery and Jago, 2015; Boxall and Macky, 2009). In financially constrained environments, this balance is especially critical. The House of Commons Library (2025) and UKHospitality (2025) both note that independent operators—who make up 99.6% of the sector’s businesses—often lack the capacity to increase wages, making non-financial, people-centred human resource (HR) strategies essential for workforce stability.
Employee well-being has emerged as a decisive factor in retention. Many hospitality workers earn close to the national minimum wage and continue to face the effects of the cost-of-living crisis (UKHospitality, 2025). Consequently, low-cost wellbeing measures have gained traction, including staff meals, transparent pay structures, and wage-advance schemes that enhance perceptions of fairness and trust. A robust wellbeing infrastructure not only reduces absenteeism but also supports long-term resilience. Programmes such as The Burnt Chef Project (2024)—offering Mental Health First Aid training, a 24/7 helpline, and resilience workshops—have improved managerial confidence in addressing mental health issues, with reported capability increasing from 65% to 90%. Similarly, Hospitality Action (2024) provides counselling and financial assistance, promoting early intervention and psychological safety. These initiatives illustrate that embedding wellbeing into HR strategy directly contributes to retention, engagement, and organisational sustainability.
Institutional frameworks have reinforced this focus. The CIPD (2024) introduced a three-stage wellbeing model—prevention, early intervention, and sustained support—placing mental health at the core of “good work.” Likewise, Acas (2025) emphasises employers’ legal responsibilities under the Equality Act 2010 to make reasonable workplace adjustments. Beyond ethical value, the economic case is clear: Deloitte (2022) estimates a £5 return for every £1 spent on mental health initiatives. Within small and independent hotels such as The George Hotel, adopting scaled-down versions of these programmes—such as wellbeing check-ins or peer support groups—can offer affordable yet effective methods of maintaining morale and reducing turnover.
Workplace inclusion and equity also underpin sustainable workforce management. Fuchs (2024) demonstrates that diverse, fair, and flexible workplaces create belonging and psychological safety, while Bullock (2025) finds that age-inclusive recruitment has improved retention rates among over-50s by nearly 10% since 2022. Best-practice examples include Fuller’s and the Lake District Hotels Association, which have implemented flexible job designs, raising retention rates to around 75%—significantly above the sector average. These findings illustrate that inclusive practices not only expand labour supply but also enhance intergenerational collaboration and organisational loyalty. For independent hotels like The George, such approaches can mitigate recruitment challenges by attracting experienced staff seeking flexibility over salary increases.
Learning, innovation, and development are equally critical. Byfield (2025) and Dabo (2025) highlight the importance of multi-skilling, internal career progression, and flexible rostering as key retention levers. Multi-skilled employees can adapt to fluctuating demand, reducing dependence on casual or agency labour while strengthening engagement. Downes (2023) adds that responsible automation—when implemented with appropriate training—can relieve workload pressures by eliminating repetitive tasks, allowing staff to focus on higher-value service delivery. These findings align with the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2007), which posits that resources such as training, recognition, and autonomy buffer the negative effects of high job demands and prevent burnout. Similarly, the Conservation of Resources (COR) theory (Hobfoll, 1989) explains that employees strive to protect and replenish valuable resources—time, energy, and emotional capacity—and are more likely to stay with employers who actively support this equilibrium.
Building on Deery and Jago’s (2015) work, work–life balance (WLB) remains central to retention, linking organisational culture, wellbeing, and performance. Long and unsocial hours, coupled with irregular schedules, continue to erode morale and engagement (Karatepe, 2012). Conversely, flexible scheduling, predictable rotas, and sufficient rest are associated with higher satisfaction and commitment. Wang (2019) and Wong et al. (2024) confirm that WLB initiatives function as critical “resources” within the JD–R framework, helping to offset occupational stress and prevent burnout. In the UK context, Hospitality Action (2024) found that employees with access to flexible scheduling were 30% less likely to consider leaving their employer. For financially constrained operators, WLB policies represent cost-effective interventions that sustain motivation and reduce attrition—an approach increasingly relevant for hotels such as The George where pay increases are limited by economic conditions.
Non-financial incentives and recognition also play a powerful role in engagement and performance. The CIPD (2022) highlights that meaningful recognition—aligned with organisational values—boosts motivation and productivity, particularly when personalised. Lecot (2023) provides evidence from France showing that employer-supported or subsidised housing improves recruitment and retention by reducing employees’ financial stress. Similarly, Peixoto (2024) demonstrates that childcare support and flexible scheduling can significantly reduce absenteeism among working parents. Equity-based measures such as transparent communication, fair rostering, and visible recognition foster trust and belonging, which are particularly vital in service environments dependent on emotional labour.
Recent studies further suggest that well-being and inclusion strategies yield mutual benefits for both business and employees. UKHospitality (2025) notes that companies investing in wellbeing and development are better positioned to manage financial volatility, as engaged staff deliver higher service quality and customer satisfaction. For smaller operations such as The George Hotel, low-cost actions—like cross-departmental mentoring, peer recognition programmes, or flexible rotas—can create meaningful engagement without substantial financial expenditure.



3. Methods. 
This chapter outlines the methodological framework adopted for this study, which investigates the interrelated challenges of staff shortages, financial pressures, and employee well-being within the UK hospitality industry, using The George Hotel, Lichfield as a representative case study. The research applies a qualitative, desk-based case study design to provide a detailed, context-specific understanding of how national industry trends manifest within a single hotel operation. It explains the research design, data collection, and analytical methods, and discusses the advantages, limitations, and ethical considerations of the approach to ensure transparency and replicability.
During the research process, the researcher’s professional placement at The George Hotel provided valuable first-hand insight into how wider UK hospitality trends and challenges are mirrored within a small, independent business context. These experiential observations enriched the analysis by linking theoretical and industry-wide issues to real operational practices. The case study approach was chosen for its capacity to examine organisational phenomena within their real-world context. As Saunders, Lewis and Thornhill (2023) note, case study research aligns with interpretivist inquiry, enabling the exploration of complex social dynamics within specific settings. The George Hotel was selected because it exemplifies many of the structural and managerial challenges faced across the UK hospitality sector, including labour shortages, cost pressures, and the growing importance of work–life balance and wellbeing. This integration of reflective experience with secondary data strengthened both contextual depth and analytical rigour.
A qualitative, desk-based strategy was adopted, drawing exclusively on secondary data rather than primary fieldwork. This approach ensured feasibility and ethical compliance while maintaining analytical depth. Data were collected from diverse, credible, and publicly available sources, including academic literature, government and industry reports, and publications from professional organisations such as UKHospitality, the CIPD, Acas, and the Office for National Statistics. Trade media and practitioner insights were incorporated to capture practical perspectives from within the sector. Source selection prioritised recency, reliability, and relevance, focusing on materials published between 2019 and 2025 to reflect post-pandemic realities of workforce management, financial recovery, and mental health.
To structure and interpret this material, several complementary analytical frameworks were applied. As noted by the CIPD (2022), auditing the external environment through a PESTLE framework enables organisations to identify and interpret broad, long-term trends shaping strategic decision-making. In this study, the framework provided a systematic understanding of macro-environmental pressures—such as inflation, rising energy costs, labour mobility, and evolving social expectations regarding flexibility and wellbeing—clarifying how these external factors influence workforce stability and organisational resilience.
At organisational and individual levels, the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2017) and Maslow’s Hierarchy of Needs (1943) were used to interpret how job demands, resources, and motivation interact. The JD–R model explains how excessive job demands—such as long hours, emotional labour, and limited autonomy—combined with insufficient resources can result in stress, burnout, and turnover. Conversely, access to managerial support, autonomy, and flexibility enhances engagement and retention. Maslow’s framework complements this by highlighting how meeting employees’ basic and psychological needs—financial security, belonging, recognition—strengthens motivation and commitment. Together, these models underpin the study’s theoretical framework.
A thematic analysis (Olanrewaju, 2024) was conducted to identify recurring themes across the selected literature and reports. The process followed three iterative stages: initial familiarisation and coding; clustering of codes into overarching themes such as work–life balance, wellbeing, and financial pressures; and interpretive synthesis using the JD–R and PESTLE frameworks. To enhance analytical clarity, the PEAS framework was used to guide the reporting of results through four stages—Point, Evidence, Analysis, and Significance(George Brown College, 2025) —ensuring coherence and depth in interpretation.
The advantages of this case study design include its ability to connect industry-level insights with the lived realities of an individual organisation, offering a rich contextual understanding of sectoral challenges. The use of multiple data sources and analytical frameworks enhances validity through triangulation, a process that involves examining a phenomenon from several perspectives to increase the credibility and robustness of findings (Denzin, 2012).
However, the absence of primary data from hotel staff or management limits direct personal perspectives, making findings illustrative rather than statistically generalisable. These limitations were mitigated through critical source evaluation, cross-referencing, and the application of established theoretical models to ensure reliability and analytical consistency.
This study adheres to strict ethical standards, using only publicly available data and ensuring full transparency, accurate citation, and academic integrity. Ethical guidance was informed by the University of Southern California (2025) and the San José State University Writing Centre (2021), both of which emphasise clarity, justification, and replicability in social science research. No identifiable personal or organisational data were disclosed, maintaining confidentiality and adherence to professional research ethics.
In summary, the qualitative, desk-based case study methodology offers a comprehensive and ethically sound approach for exploring workforce challenges in hospitality. By integrating established theoretical frameworks, systematic analysis, and reflective insights from placement experience, this research offers a credible and contextually grounded examination of how financial pressures, staff shortages, and employee wellbeing intersect within the wider UK hospitality sector and within small, independent hotel operations such as The George Hotel, Lichfield.

4. Findings and Discussion.
This chapter presents and interprets the key findings of the research in relation to the study’s aim and objectives. 

4.1 The Key Factors Contributing to Staff Shortages in the UK Hospitality Industry.
The first objective of this study was to analyse the key factors contributing to staff shortages in the UK hospitality industry through the application of theoretical tools such as the PESTLE framework and labour market analysis. The findings reveal that staff shortages represent a complex, systemic issue influenced by both external macro-environmental pressures and internal organisational factors.
· External (Industry-Level) Causes.
The external causes of labour shortages are primarily driven by political, economic, and social conditions beyond the control of individual organisations.
· Brexit and Immigration Policy Changes – The end of free movement following Brexit and the introduction of complex visa requirements have significantly reduced access to EU labour, particularly in operational and kitchen roles (Kumodji, 2024; House of Commons Library, 2025).
· COVID-19 Pandemic Impact – Furloughs, job insecurity, and temporary closures during the pandemic prompted many employees to leave hospitality for more stable sectors such as retail and logistics (Kumodji, 2024).
· Economic Instability and Rising Costs – Inflation, high energy prices, and increased taxation have constrained employers’ capacity to offer competitive pay or invest in wellbeing and development initiatives (UKHospitality, 2025; Opus Business Advisory Group, 2025).
· Low Pay and Weak Labour Market Competitiveness – Hospitality wages remain below the national average, with median hourly pay at £13.41 compared to £18.46 across all sectors (House of Commons Library, 2025; ONS, 2025).
· Weak Training and Skills Infrastructure – Limited vocational pathways and underdeveloped training systems reduce the availability of skilled labour (Kumodji, 2024).
· Negative Sector Image and Work Perception – Long hours, limited career progression, and emotional strain contribute to the perception of hospitality as a low-status, transient occupation (Baum, 2023; Hospitality Action, 2024).
These findings confirm that structural and environmental pressures—particularly political regulation, economic volatility, and social attitudes—have fundamentally reshaped the UK hospitality labour market, leading to long-term shortages rather than temporary fluctuations.
· Internal (Organisational-Level) Causes.
At the micro level, small and independent hotels such as The George Hotel, Lichfield, experience intensified challenges due to limited financial and managerial capacity.
· Dependence on a Casual, Part-Time Workforce – The George relies heavily on students, young workers, and retirees on flexible contracts, mirroring sector-wide trends. While this offers adaptability, it results in inconsistent availability, high turnover, and limited skill development (Davidson, McPhail and Barry, 2011).
· Irregular Demand and Scheduling Pressure – Fluctuating demand between weekdays, weekends, and event seasons complicates rostering and increases workload, particularly during weddings and the Sunday Carvery (Downes, 2023).
· Limited Training and Onboarding – Time pressures prevent structured training and induction, leading to a “sink-or-swim” environment that undermines confidence and retention (Davidson et al., 2011).
· High Workload and Burnout – Understaffing forces employees to multitask and work extended hours, leading to fatigue and disengagement, consistent with the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2007).
· Low Pay and Job Intensity – Physical demands and low pay discourage applicants, particularly in housekeeping and kitchen departments (Davidson et al., 2011; Kumodji, 2024).
· Financial Constraints and Limited Investment – Rising operational costs restrict management’s ability to improve pay, benefits, or training, perpetuating recruitment and retention difficulties (UKHospitality, 2025; Opus Business Advisory Group, 2025).
· Micro-Level Findings: The George Hotel, Lichfield.
· Small-scale and family-run structure – The hotel’s limited size fosters a close-knit and flexible working culture but increases dependency on cross-departmental cooperation to manage fluctuating demand.
· Variable service operations – The Food & Beverage department operates multiple outlets—Darwin’s Restaurant, the Lounge Bar, Afternoon Tea service, and the Sunday Carvery—each requiring different staffing levels. This variability and weekend peaks compel managers to reallocate staff or personally cover operational duties (Downes, 2023).
· Recruitment and retention difficulties – Shortages are most severe in physically demanding departments such as Housekeeping, where low pay and long hours deter applicants. Many candidates withdraw after learning about shift intensity, reflecting national skill shortage trends (Davidson et al., 2011; Kumodji, 2024).
· Reliance on multi-skilling – To manage limited staffing, management trains employees to work across departments. Although this improves short-term flexibility, it reduces time for structured development and formal training.
· Limited onboarding support – New hires are often placed directly into busy shifts with minimal induction, creating a “sink-or-swim” environment that results in inconsistent performance and early attrition, mirroring the turnover–training deficit cycle described by Davidson, McPhail and Barry (2011).
· High job demands and limited resources – Staff frequently face extended hours, multitasking, and emotional labour without sufficient managerial or recovery support, consistent with the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2007).
Overall, the findings highlight that staff shortages in the UK hospitality sector arise from an interrelated set of external political, economic, and social pressures and internal organisational limitations. While macro-level challenges such as immigration restrictions and cost inflation constrain recruitment, micro-level factors—including limited training, high workloads, and insufficient wellbeing support—exacerbate retention problems. The George Hotel case study demonstrates how these pressures converge at the operational level, where small independent businesses must balance financial survival with workforce wellbeing. Addressing these shortages, therefore, requires a dual approach: policy-level reforms to stabilise labour supply and organisational-level strategies that enhance training, wellbeing, and job quality.
4.2 The Financial Pressures on the UK Hospitality Industry.
The second objective of this study was to examine the main causes of financial pressures faced by hotels—including rising operational costs, wage inflation, and reduced consumer demand—and assess their impact on management and staffing practices. The findings indicate that financial strain within the UK hospitality sector has become both a cause and consequence of workforce challenges. Economic instability, inflation, and taxation pressures continue to erode profitability, restricting employers’ capacity to improve wages, invest in training, or support employee well-being. These external financial burdens are further intensified by internal operational constraints in small and independent hotels such as The George Hotel, Lichfield, where limited scale and resources amplify the effects of national economic trends.
· External (Industry-Level) Causes of Financial Pressure.
· Rising Operating Costs – The sector continues to face escalating expenses for energy, supplies, and raw materials. UKHospitality (2025) estimates that hospitality businesses face an additional £3.4 billion annually in costs due to taxation, energy, and supply-chain inflation.
· Energy and Utility Inflation – Electricity prices remain 75% above 2021 levels, substantially increasing fixed costs despite recent easing (ONS, 2025).
· Wage Inflation and Policy Changes – The April 2025 increase in the National Minimum Wage to £12.21 per hour represents the largest two-year rise in decades, adding approximately £1.9 billion to the sector’s wage bill (UKHospitality, 2025).
· Taxation and Business Rates Burden – Employer National Insurance contributions, VAT, and local taxation have significantly raised operational expenses, prompting UKHospitality (2025) to warn that the industry risks being “taxed out of recovery.”
· Reduced Consumer Spending – Ongoing inflation and weakened household incomes have lowered discretionary spending on dining and travel, limiting revenue growth despite rising operating costs (House of Commons Library, 2025).
· Limited Access to Government Relief – Measures such as the Hospitality Rates Relief Scheme (2025/26) provide partial assistance, but benefits are offset by continued increases in tax multipliers and employer contributions (House of Commons Library, 2025).
These findings highlight that most financial pressures originate from macroeconomic and policy-level factors beyond the control of individual businesses. The result is a financially fragile environment in which even modest cost increases can undermine profitability and staffing stability.
· Internal (Organisational-Level) Consequences.
· At the organisational level, financial strain manifests in a range of management and staffing challenges that directly affect employee well-being and retention.
· Restricted Wage Growth and Benefits – Smaller hotels, including The George, struggle to remain competitive due to narrow profit margins and rising fixed costs, limiting their ability to raise wages or introduce additional staff benefits (UKHospitality, 2025).
· Reduced Investment in Training and Development – Financial pressures result in postponed or cancelled training programmes, perpetuating the turnover–training deficit identified by Davidson, McPhail and Barry (2011).
· Work Intensification and Role Overload – Managers and staff increasingly take on multiple operational duties to contain costs, leading to fatigue and burnout consistent with the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2007).
· Decline in Wellbeing and Motivation – Employees face greater workloads with minimal support or recognition, reflecting the Conservation of Resources (COR) theory (Hobfoll, 1989), which links resource depletion to stress and disengagement.
· Reliance on Labour-Intensive Revenue Streams – At The George Hotel, high-dependency events such as weddings and the Sunday Carvery generate vital income but require intensive staff coordination, further amplifying operational strain.
· Cost-Containment Measures – To offset financial pressures, management adopts cost-saving strategies such as cross-departmental working, multitasking, and limited overtime, which reduce flexibility and morale.
· Profitability Constraints – Rising input and labour costs have eroded profit margins across the sector, as confirmed by the Opus Business Advisory Group (2025), which reports widespread financial distress even in high-occupancy periods.
These internal challenges reinforce the cyclical relationship between financial strain and staff shortages: limited profitability restricts investment in people, while reduced engagement and turnover further diminish performance and profitability.
· Micro-Level Findings: The George Hotel, Lichfield.
· Limited Economies of Scale – As a small, independent hotel, The George operates with tight margins, meaning financial and operational pressures—such as energy and supply cost increases—are felt more acutely than in larger hotel chains (UKHospitality, 2025; Opus Business Advisory Group, 2025).
· Reliance on Part-Time and Casual Contracts – To manage payroll costs, the hotel employs a high proportion of part-time and flexible workers, including students and retirees. While this model provides short-term cost efficiency, it contributes to inconsistent availability and higher turnover, reflecting the wider sector’s cost-driven labour model (Davidson, McPhail and Barry, 2011).
· High Operating Costs and Profit Constraints – Rising expenses for food, energy, and supplies erode profitability and restrict investment in training, development, and wage progression. The need to control costs limits the ability to compete with larger employers on pay (UKHospitality, 2025; ONS, 2025).
· Dependence on Labour-Intensive Revenue Streams – The hotel’s financial sustainability relies heavily on weddings and the Sunday Carvery, which are profitable but resource-intensive and unpredictable. These events require high staffing levels and long preparation times, reducing operational flexibility (Opus Business Advisory Group, 2025).
· Managerial Role Stretching – Financial and staffing pressures require managers to assume operational roles, covering shifts and multitasking to avoid additional labour costs. This blurs managerial and front-line responsibilities, increasing workload and stress.
· Reduced Capacity for Staff Investment – Cost pressures limit opportunities for structured training, onboarding, or well-being initiatives. New employees are often placed directly into busy shifts without induction, reinforcing the “turnover–training deficit” cycle (Davidson et al., 2011).
· Multi-Skilling as a Cost-Containment Strategy – Staff are trained to work across multiple departments (e.g., breakfast service, events, or bar), enabling operational flexibility but also contributing to overwork and fatigue when financial constraints prevent additional hiring.
The findings reveal that financial pressures within the UK hospitality industry are both systemic and self-reinforcing. External forces—such as inflation, taxation, and wage regulation—erode business profitability, while internal constraints—such as limited investment capacity and rising workloads—magnify their impact at the operational level. For independent hotels like The George, financial fragility directly translates into human-resource challenges: restricted pay growth, high workloads, and diminished well-being. Breaking this cycle requires a dual approach—macroeconomic support through policy reform and micro-level innovation in resource management, training, and wellbeing to maintain resilience under financial constraint.
4.3 Evaluating Human Resource and Management Strategies to Enhance Motivation, Retention, and Well-being.
The third objective of this study was to evaluate human resource and management strategies that can enhance staff motivation, retention, and well-being during periods of financial constraint and labour shortages.
Findings indicate that while financial pressures restrict wage growth, non-financial, people-centred strategies—focused on wellbeing, inclusion, and flexibility—can significantly improve engagement, morale, and retention across the UK hospitality industry and within The George Hotel, Lichfield.
Key Findings:
· Wellbeing and Mental Health Support.
· Embedding wellbeing into HR strategy enhances retention and resilience (UKHospitality, 2025).
· Industry programmes such as The Burnt Chef Project (2024) and Hospitality Action (2024) provide Mental Health First Aid training, counselling, and helplines, improving managerial capability and psychological safety.
· The CIPD (2024) and Acas (2025) frameworks emphasise prevention, early intervention, and sustained support as part of good employment practice.
· Deloitte (2022) evidences the financial return on wellbeing investment, estimating £5 for every £1 spent.
· Work–Life Balance (WLB) and Flexibility.
· Flexible scheduling, predictable rotas, and adequate rest reduce stress and improve job satisfaction (Deery and Jago, 2015; Karatepe, 2012).
· Hospitality Action (2024) found that employees with flexible scheduling are 30% less likely to consider leaving.
· Inclusive and Equitable Culture.
· Promoting diversity, fairness, and inclusion builds belonging and psychological safety (Fuchs, 2024).
· Bullock (2025) reports that age-inclusive recruitment improved retention among over-50s by nearly 10%.
· Empathetic and Supportive Leadership.
· Servant and empathetic leadership foster engagement by prioritising employee wellbeing (Blanchard and Broadwell, 2018; Pătru, 2024).
· These behaviours reflect High-Commitment HRM (Beer et al., 1984), linking fairness and empowerment with stronger engagement.
· Learning, Development, and Multi-Skilling.
· Multi-skilling and internal career progression increase flexibility and confidence (Byfield, 2025; Dabo, 2025).
· Responsible automation reduces repetitive work and allows staff to focus on higher-value tasks (Downes, 2023).
· These strategies align with the JD–R model (Bakker and Demerouti, 2007), showing that training and autonomy buffer high job demands.
· Non-Financial Incentives and Recognition.
· Recognition, fairness, and appreciation are key intrinsic motivators (Herzberg, 1959; CIPD, 2022).
· Practical Employee Support.
· Employer-supported housing reduces financial stress and strengthens recruitment and retention (Lecot, 2023).
· Childcare support and flexible scheduling during school holidays help working parents maintain work–life balance (Peixoto, 2024).
· These initiatives fulfil Maslow’s (1943) lower-level needs of security and belonging, enhancing employee loyalty.
· Low-Cost Engagement Strategies for Small Hotels.
· Low-cost, people-centred initiatives—including peer support, informal wellbeing check-ins, and cross-departmental teamwork—help maintain morale, strengthen cohesion, and sustain retention even under financial constraint (Deery and Jago, 2015; Davidson, McPhail and Barry, 2011; UKHospitality, 2025).
Findings show that in financially constrained hospitality settings, non-financial, people-centred HR strategies—such as wellbeing support, inclusion, flexible scheduling, and recognition—are essential for sustaining motivation and retention. In the George Hotel case, low-cost initiatives including peer recognition, mentoring, and flexible rotas were found to effectively enhance employee engagement, morale, and workforce stability, even under significant financial pressure (UKHospitality, 2025; Deery and Jago, 2015).
[bookmark: _Hlk213345696]4.4. Interconnection between staff shortages and financial pressures. 
The interconnection between staff shortages and financial pressures in the UK hospitality industry represents a self-reinforcing cycle in which each factor both causes and intensifies the other. On one side, financial pressures—including rising energy costs, inflation, high taxation, and supply-chain disruptions—restrict employers’ ability to offer competitive pay, invest in training, or fund wellbeing initiatives (UKHospitality, 2025; House of Commons Library, 2025; Opus Business Advisory Group, 2025). Between 2024 and 2025, hospitality businesses faced an estimated £3.4 billion annual cost increase, while energy prices remained 75% higher than in 2021 (ONS, 2025). These constraints prevent smaller operators from improving working conditions, driving dissatisfaction, absenteeism, and turnover (Davidson, McPhail and Barry, 2011; Kumodji, 2024).
Persistent staff shortages, in turn, amplify financial strain. Fewer employees lead to reduced operational capacity, shorter trading hours, and lower service quality, diminishing revenue and profitability. Overstretched teams face heavier workloads and longer shifts, contributing to exhaustion, disengagement, and attrition (Baker and Kim, 2024; The Burnt Chef Project, 2024). This cyclical pattern mirrors the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2007), which posits that excessive demands combined with insufficient resources—such as managerial support or fair pay—lead to burnout and reduced performance.
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The Job Demands–Resources (JD–R) Model (adapted from Bakker and Demerouti, 2007; reproduced in Hui and Aye, 2018).

High job demands—including long hours, multitasking, and emotional labour—often outweigh available resources such as managerial support, training, or rest periods. This imbalance contributes to strain and burnout, consistent with the model’s prediction that excessive demands lead to negative organisational outcomes such as absenteeism and turnover. Conversely, when resources such as flexible scheduling, peer support, and recognition are strengthened, motivation and engagement improve. Applying the JD–R model, therefore, highlights the need for resource-building strategies—such as wellbeing initiatives and structured onboarding—to mitigate staff shortages and enhance retention under financial constraint.
Similarly, the Conservation of Resources (COR) theory (Hobfoll, 1989) explains how financial and emotional resource depletion intensifies stress, prompting employees to withdraw from work to protect their remaining energy and wellbeing. 
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The Conservation of Resources (COR) Model of Burnout (adapted from Hobfoll 
and Shirom, 1993; source: Harry, 2014).

The loss or lack of valued resources—such as time, energy, financial stability, or managerial support—can lead to stress and burnout. In small independent hotels like The George Hotel, Lichfield, limited revenue and high operating costs restrict management’s ability to replenish employee resources through fair pay, structured training, or wellbeing initiatives. As shown in the model, when staff experience continual resource depletion and unsuccessful coping, stress escalates into exhaustion and disengagement, ultimately affecting service quality and retention. Conversely, when organisations enhance resources—through flexibility, recognition, or peer support—they protect employee health and reduce burnout. Applying the COR framework highlights the need for resource-preserving HR strategies to sustain wellbeing and performance within financially constrained hospitality settings.
Together, these frameworks highlight that financial and human resource depletion are mutually reinforcing processes, producing a downward spiral that undermines both organisational performance and employee resilience.
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Maslow’s Hierarchy of Needs (adapted from Maslow, 1943; source: McLeod, 2025).

Maslow’s Hierarchy of Needs illustrates how employees’ motivation and satisfaction depend on the progressive fulfilment of physiological, safety, social, esteem, and self-actualisation needs. Within small, independent hotels such as The George Hotel, Lichfield, lower-tier needs—such as fair pay, job security, and manageable workloads—often remain unmet due to financial pressures and staff shortages. This lack of security weakens motivation and reduces commitment, as employees prioritise basic stability over personal growth. However, the hotel’s close-knit culture partially fulfils higher-level needs for belonging and recognition, as supportive team relationships foster engagement even in demanding conditions. Applying Maslow’s model, therefore, highlights the importance of ensuring that foundational needs, particularly financial and psychological security, are met before expecting employees to achieve higher motivation or self-development in a resource-constrained hospitality environment.
4.5 Application of PESTLE Analysis to Assess Organisational Influence and External Constraints.
By analysing the external environment, a PESTLE analysis allows for the identification and understanding of broad, long-term influences and trends (CIPD, 2022). It also helps to determine the extent to which organisations—particularly small and independent hotels—can address these challenges, distinguishing between factors within their internal control and those constrained by external, macro-environmental conditions. A full PESTLE analysis outlining the political, economic, social, technological, legal, and environmental factors influencing the UK hospitality sector and The George Hotel, Lichfield, is provided in Appendix B.
As outlined in the Findings section, many of the most significant pressures affecting workforce stability in the UK hospitality industry arise from political, economic, and structural forces that are largely outside managerial control. These macro-level challenges cannot be easily resolved by individual businesses. Small and medium-sized enterprises (SMEs), such as The George Hotel, Lichfield, operate with restricted budgets and limited HR infrastructure, making them especially vulnerable to external volatility. Despite significant external constraints, the analysis identifies several areas where organisational leadership can take meaningful action to strengthen workforce stability and engagement. Effective approaches include promoting work–life balance (WLB) through flexible scheduling and fair rostering (Deery and Jago, 2015; Karatepe, 2012), enhancing wellbeing and mental health support through structured initiatives such as The Burnt Chef Project (2024) and Hospitality Action (2024), and fostering inclusive, supportive cultures that build belonging and recognition (Fuchs, 2024; UKHospitality, 2024). Investing in training and development, even informally, can boost competence and confidence, addressing the turnover–training deficit highlighted by Davidson et al. (2011). Additionally, non-financial measures such as meaningful recognition, transparent communication, and equitable rostering improve trust and motivation (CIPD, 2022; UKHospitality, 2024), while employer-provided housing (Lecot, 2023) and childcare or family support—including flexible scheduling during school holidays (Peixoto, 2024)—help reduce financial stress, absenteeism, and overall employee strain. Together, these people-centred strategies represent cost-effective and practical ways to enhance retention and wellbeing within financially constrained hospitality operations.
Each of the identified interventions aligns closely with the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2017) and Maslow’s Hierarchy of Needs (1943), offering insight into how non-financial strategies enhance engagement, reduce burnout, and support retention in financially constrained hospitality environments. The JD–R model emphasises the balance between job demands—such as long hours and emotional labour—and job resources, including support, autonomy, and recognition. Interventions like flexible scheduling, wellbeing initiatives, inclusive culture, and skill development act as vital job resources, helping employees manage high demands and sustain motivation. Similarly, Maslow’s framework shows how these initiatives meet employees’ fundamental and psychological needs: work–life balance supports safety and rest, wellbeing programmes promote belonging and security, recognition satisfies esteem needs, and training fosters self-actualisation. Together, these theories illustrate that even when financial rewards are limited, strengthening internal resources and fulfilling psychological needs can effectively sustain morale, reduce turnover, and promote organisational resilience.
4.6 Discussion: Interpretation of Findings in Relation to the Research Aim.
This research aimed to explore best practices for managing and retaining staff effectively during periods of staff shortages and financial pressures within the UK hospitality industry, using The George Hotel, Lichfield, as a case study to provide applied and practical insights. The findings reveal that the operational challenges experienced by The George Hotel closely mirror those faced across the wider hospitality sector, where labour shortages, rising costs, and employee wellbeing concerns have become deeply interconnected. However, the study also demonstrates that while external macroeconomic pressures—such as inflation, immigration restrictions, and high taxation—lie largely beyond managerial control, internal organisational practices play a decisive role in mitigating their effects.
The evidence suggests that in smaller, independent hotels, effective staff management depends less on financial incentives and more on cultivating a supportive, people-centred culture that values wellbeing, flexibility, and recognition.  Despite the absence of formal wellbeing programmes, informal acts of appreciation, open communication, and cross-departmental support create psychological safety and fulfil higher-order motivational needs. These practices are consistent with Deery and Jago’s (2015) findings that emotional connection, fairness, and flexibility are critical retention drivers in hospitality, particularly in low-pay environments.
Interpreted through the Job Demands–Resources (JD–R) model (Bakker and Demerouti, 2007), the findings show that employees at The George face significant job demands—long hours, multitasking, and emotional labour—while often lacking compensating resources such as rest, recognition, or structured training. This imbalance explains high fatigue and early turnover, a pattern also highlighted in studies by Baker and Kim (2024) and The Burnt Chef Project (2024). Yet, the research also shows that even simple interventions—such as predictable rotas, mentoring, and peer support—can act as vital resources that reduce strain and enhance engagement. Similarly, the Conservation of Resources (COR) theory (Hobfoll, 1989) explains that when staff experience continual resource depletion, such as exhaustion or low autonomy, they disengage to preserve remaining energy. At The George, where workload intensity fluctuates, resource renewal through rest, recognition, and social support becomes a key mechanism for retention.
The findings reinforce Davidson, McPhail and Barry’s (2011) argument that staff shortages in hospitality stem from structural HR weaknesses, particularly inadequate training and development. The George Hotel exhibits this “turnover–training deficit” cycle, where time constraints prevent thorough onboarding, resulting in stress and early attrition. However, the study also extends this discussion by illustrating how multi-skilling, peer mentoring, and informal coaching can serve as adaptive solutions for smaller operations with limited budgets. These practices enhance competence and confidence, which in turn strengthen commitment and job satisfaction, echoing the motivational links identified in the JD–R model and Herzberg’s Two-Factor Theory (1959).
Work–life balance (WLB) emerged as a central determinant of motivation and retention. The hotel’s reliance on flexible scheduling and informal coordination partially alleviates the stress caused by unpredictable workloads. Although employees occasionally experience irregular hours during wedding seasons and Sunday Carvery service, management’s willingness to accommodate personal requests or redistribute shifts demonstrates a pragmatic approach to WLB. This supports Deery and Jago’s (2015) conclusion that flexibility and empathy, even when informally managed, can substantially reduce burnout and turnover in labour-intensive environments. Moreover, inclusive leadership and open dialogue have proven crucial in maintaining morale during financial constraint, reflecting the principles of servant leadership (Blanchard and Broadwell, 2018) and high-commitment HRM (Beer et al., 1984).
Critically, the discussion highlights that The George Hotel’s experience exemplifies the broader relationship between financial constraint and human resource depletion within the hospitality sector. Rising costs and limited profitability restrict investment in pay and development, while overwork and insufficient recovery time undermine well-being—conditions that perpetuate staff shortages and reduce service quality. This cyclical relationship mirrors the “financial strain–workforce strain” model identified by Dabo (2025) and confirms that workforce instability is not merely a staffing issue but a symptom of deeper economic fragility. Nonetheless, the case study also demonstrates that small, independent hotels can strengthen resilience through non-financial means: fair scheduling, recognition, mentoring, and transparent communication. These practices enhance employees’ sense of security and belonging, satisfying key psychological needs identified by Maslow (1943) and mitigating the effects of limited financial resources.
From a practical standpoint, the implications for The George Hotel are significant. Formalising existing informal practices—such as regular feedback sessions, short induction workshops, and visible recognition—could improve consistency, reduce turnover, and promote engagement. Small-scale wellbeing initiatives, including staff check-ins and access to mental health resources, would address emotional fatigue at minimal cost. Additionally, partnerships with local housing or childcare providers, as suggested by Lecot (2023) and Peixoto (2024), could help alleviate financial and personal stressors that contribute to absenteeism and turnover. Such measures represent tangible, affordable steps toward human sustainability—a concept increasingly recognised as central to organisational resilience within hospitality.
While this research provides a rich, contextual understanding of workforce management under constraint, it is not without limitations. The study’s qualitative, desk-based approach, supported by reflective placement insights, relies primarily on secondary data and observation. Consequently, the findings should be viewed as illustrative rather than statistically generalisable. Future research incorporating primary interviews or employee surveys at The George Hotel would deepen understanding of motivational factors and validate the applicability of the identified strategies. Comparative case studies across similar independent hotels could also reveal variations in how local culture, management style, or regional labour conditions influence retention outcomes.
Overall, this discussion underscores that effective staff management during labour shortages and financial pressures depends on a shift from transactional, cost-driven HR practices to relational, people-centred strategies that prioritise wellbeing, inclusion, and recognition. Financial limitations may restrict wage growth, but they do not preclude meaningful investment in human relationships, empathy, and trust. In a sector where both financial and human resources are stretched, these findings highlight that resilience arises not from wealth, but from care, adaptability, and strategic commitment to employee wellbeing.

5. Conclusion. 
The evidence gathered through this research demonstrates that staff shortages in the UK hospitality industry are not a temporary or isolated issue but a deep-rooted, systemic challenge with multiple, interconnected causes. These include structural features such as low pay, insecure contracts, limited progression opportunities, and a historical reliance on flexible or migrant labour, all of which have been intensified by recent political and economic shifts. The aftermath of Brexit, the COVID-19 pandemic, and ongoing inflationary pressures have collectively created a labour market in which the supply of skilled workers remains far below industry demand.
The findings also reveal that financial pressures are both a cause and a consequence of labour shortages, forming a self-reinforcing cycle that constrains organisational capacity to respond effectively. Rising operational costs, wage inflation, taxation, and reduced consumer spending have eroded profit margins, leaving employers with little flexibility to increase wages or invest in training and wellbeing initiatives. In turn, limited pay progression and support contribute to low job satisfaction, high turnover, and difficulties attracting new talent. This circular relationship between financial strain and labour scarcity has become one of the defining challenges of the post-pandemic hospitality landscape.
A PESTLE analysis of the industry context confirms that many of the forces driving this crisis—such as political regulation, economic instability, and social change—are largely beyond the control of individual organisations. Political decisions around immigration and taxation, economic conditions such as inflation and energy costs, and social factors including changing worker expectations all exert powerful external pressure, particularly on small and independent operators like The George Hotel, Lichfield. These businesses often lack the economies of scale and financial resilience available to larger hotel chains, making them disproportionately vulnerable to shifts in labour supply, cost structures, and consumer behaviour.
However, despite these macro-level constraints, the analysis also identifies areas where organisational leadership can make meaningful interventions to enhance workforce stability and engagement. These findings highlight that while small hotels cannot easily change external conditions, they can strengthen internal practices that directly affect employee well-being, motivation, and retention. In this respect, financial and human resource challenges are not parallel problems but two dimensions of the same systemic cycle—where strategic management of people can help mitigate financial strain, and improved employee engagement can, in turn, enhance operational resilience and service quality. The research highlights several effective internal interventions to improve retention and engagement in financially constrained hospitality settings. Work–life balance initiatives such as flexible scheduling and fair rostering reduce burnout and enhance satisfaction (Deery and Jago, 2015; Karatepe, 2012). Wellbeing programmes like The Burnt Chef Project (2024) and Hospitality Action (2024) strengthen resilience and psychological safety, while inclusive and fair practices foster belonging and morale (Fuchs, 2024). Training and development help close the turnover–training gap (Davidson, McPhail and Barry, 2011), and non-financial incentives—such as recognition, housing assistance (Lecot, 2023), and childcare support (Peixoto, 2024)—address employees’ wellbeing and security needs, improving motivation and retention.
Breaking this cycle requires a dual approach that combines macro-level policy reform with micro-level innovation at the organisational level. At the macro level, government action is needed to create a more supportive environment for the sector—through fairer taxation, targeted training initiatives, and policies that improve labour mobility and vocational education. At the micro level, small and independent hotels can adopt non-financial motivation strategies that foster employee loyalty and well-being even when financial incentives are limited.
The case of The George Hotel, Lichfield, illustrates these dynamics at an operational level. The hotel’s small scale, fluctuating demand, and limited budget mirror the challenges faced by many independent establishments. Despite these constraints, the hotel’s emphasis on teamwork, flexibility, and cross-departmental collaboration provides valuable insight into how smaller operations can adapt through creative, people-focused management. However, the findings also highlight that without stronger structural support and more consistent investment in wellbeing and training, such efforts remain limited in their long-term impact.
In conclusion, this research underscores that managing staff in times of labour shortages and financial pressures requires a shift from traditional, financially driven motivation models toward more holistic, non-financial approaches that prioritise wellbeing, inclusion, and recognition. Financial constraints may limit an organisation’s capacity to raise wages or expand benefits, but they do not preclude investment in people through care, communication, and fairness. By fostering a supportive culture that values employees as central to business success, small and independent hotels can build greater workforce stability, resilience, and engagement—even within a challenging economic environment.
Ultimately, the future sustainability of the UK hospitality sector depends on its ability to balance economic survival with human sustainability. Investing in wellbeing and non-financial motivators is not merely a compensatory measure but a strategic necessity—one that enables businesses to retain talent, enhance service quality, and navigate ongoing uncertainty with resilience and purpose.

 6. Recommendations.
Addressing the workforce challenges at The George Hotel requires a holistic, relatively low-cost approach that strengthens employee wellbeing, engagement, and organisational culture. While the hotel cannot control macroeconomic factors such as inflation or labour supply, it can cultivate internal resilience through empathetic leadership, fair scheduling, structured training, and recognition. These actions, grounded in established motivational and HR frameworks, not only improve morale but also enhance service quality and reduce turnover.
Ultimately, in an era where financial incentives are increasingly limited, the success of small and independent hospitality businesses will depend on their ability to motivate through meaning, care, and inclusion. By investing in people rather than paying alone, The George Hotel can build a more stable, engaged, and sustainable workforce—positioning itself as a resilient model within the evolving UK hospitality landscape.
· Strengthen Leadership through Empathy and Servant Leadership.
Effective leadership is essential for maintaining morale in resource-constrained environments. The George Hotel should adopt a servant leadership approach—where managers prioritise the wellbeing, growth, and empowerment of their teams (Blanchard and Broadwell, 2018). This can be achieved through low-cost leadership development focused on emotional intelligence, active listening, and stress awareness. Empathetic leadership has been shown to build trust, increase engagement, and improve service quality (Pătru, 2024). Managers should lead by example, recognising employee effort, promoting respect, and encouraging openness about challenges. In smaller workplaces, where leaders interact closely with staff, these behaviours are particularly powerful in reducing turnover and strengthening loyalty.
Feasibility: Low cost; can be implemented within 1–2 months through short workshops or mentoring sessions. Requires minimal resources but offers high impact on morale, retention, and team cohesion.

· Embed Mental Health Awareness and Communication.
Research indicates that many hospitality workers are unaware of available well-being support (Modern Hospitality, 2024; The Burnt Chef Project, 2023). At The George Hotel, simple communication measures can have a major impact. It is recommended to:
· Display mental health resources prominently (e.g., posters or leaflets for Hospitality Action or The Burnt Chef Project).
· Conduct brief well-being check-ins during team meetings.
· Implement anonymous feedback channels to allow staff to express concerns freely.
· Offer short training sessions in mental-health literacy for supervisors, helping them identify early signs of stress or burnout.
These interventions promote psychological safety and normalise wellbeing discussions—key factors in reducing stigma and absenteeism. They also strengthen the “resources” side of the JD–R model, helping staff cope with emotional and operational pressures.
Best Practice: The Burnt Chef Project (2024) and Hospitality Action (2024) demonstrate effective, scalable wellbeing strategies by integrating Mental Health First Aid training, counselling support, and open communication frameworks. The CIPD (2024) and Acas (2025) further emphasise prevention and early intervention as pillars of “good work.” These examples show that embedding mental health awareness into daily operations improves staff resilience and retention, even in low-cost settings.
Feasibility: Very low cost; can be introduced immediately using free external materials and online training. Minimal time commitment (1–2 hours monthly) with high long-term wellbeing impact.

· Ensure Fair Scheduling and Promote Work–Life Balance.
The unpredictable nature of hospitality work—especially around weddings and Sunday Carvery service—creates fatigue and stress. The George Hotel should formalise fair scheduling practices that balance flexibility with predictability. Recommendations include publishing rotas at least two weeks in advance, offering rest periods between shifts, and accommodating reasonable requests for time off. Where possible, additional “reserve” or on-call part-time staff could be engaged during busy periods to reduce workload intensity.
Work–life balance (WLB) initiatives, even when low-cost, significantly improve wellbeing, job satisfaction, and retention (Deery and Jago, 2015; Karatepe, 2012). Flexible scheduling also supports Maslow’s safety and belonging needs by providing staff with stability and a sense of care from management.
Feasibility: Low cost; requires only managerial coordination. Can be applied within one month and maintained continuously. High impact on fatigue reduction, satisfaction, and retention.

· Develop Scalable Well-being and Recognition Programmes.
Larger hotel chains such as Hilton (“Thrive”) and Accor (“All Heartist”) have comprehensive wellbeing strategies, but smaller hotels can adopt simplified, scalable models. For The George Hotel, this could include:
· Introducing a “wellbeing buddy” system to promote peer support.
· Hosting short, informal wellbeing sessions or workshops led by local experts.
· Recognising positive performance through “Employee of the Month” awards or personal thank-you notes.
These low-cost actions foster belonging, appreciation, and morale. As Deloitte (2022) highlights, investing in wellbeing yields measurable financial returns, with an estimated £5 benefit for every £1 spent. Recognition and inclusion also reinforce intrinsic motivation and commitment, key principles of the JD–R model and Herzberg’s Two-Factor Theory (1959).
Feasibility: Low cost; can be implemented immediately using existing meeting times and local partnerships. Minimal financial input, high motivational return, and visible cultural benefits.

· Expand Training, Onboarding, and Career Development.
A recurring challenge observed at The George Hotel was limited time for structured training, particularly during peak periods. This “sink-or-swim” approach often left new employees unprepared and anxious. A more consistent onboarding and development framework is recommended:
· Implement short induction sessions before new hires begin high-pressure shifts.
· Assign experienced mentors to guide new employees through their first weeks.
· Schedule brief, recurring skills refreshers across departments (e.g., communication, customer service, or teamwork).
These measures directly address the turnover–training deficit cycle identified by Davidson, McPhail and Barry (2011) and enhance self-efficacy, one of the key “resources” in the JD–R framework. Cross-training can also increase operational flexibility, enabling staff to cover multiple functions during shortages.
Feasibility: Moderate cost; can be introduced over 3–6 months using internal expertise. Time investment required initially, but delivers long-term savings by reducing turnover and improving service quality.
· Introduce Housing and Family Support.
The George Hotel could consider forming partnerships that offer practical forms of support and added value for employees.
· Housing Support: Collaborate with local landlords or councils to secure affordable accommodation options for staff, particularly during peak seasons. Housing assistance has been shown to improve recruitment and retention in high-cost regions (Lecot, 2023).
· Childcare and Family Support: Flexible scheduling during school holidays or local partnerships with childcare providers can help parents maintain work–life balance (Peixoto, 2024).
These initiatives align with Maslow’s lower-level needs (security and belonging) and demonstrate care for employees’ personal well-being, enhancing loyalty and reducing turnover.
Feasibility: Moderate cost and complexity; requires external collaboration with local partners. Can be phased in over 6–12 months. Significant long-term impact on retention and recruitment, especially for family employees.

· Foster an Inclusive and Supportive Culture.
Building a positive, inclusive culture should be a strategic priority. Management can cultivate psychological safety by encouraging open communication, recognising achievements, and addressing conflict fairly. Regular team meetings can include feedback discussions, goal-setting, and recognition of staff contributions. Encouraging experienced employees to mentor newer ones can strengthen cohesion and belonging, while promoting gender, age, and cultural inclusivity reflects broader industry best practice (Fuchs, 2024).
These actions align with High-Commitment HRM (Beer et al., 1984), which links empowerment and fairness to higher engagement and retention—key qualities for small, people-focused organisations like The George Hotel.
Feasibility: Low cost; can be embedded into existing communication channels and meetings. Continuous implementation with immediate positive cultural effects.

· Monitor Wellbeing and Engagement Progress.
To ensure sustainability, The George Hotel should regularly evaluate the impact of its wellbeing and retention initiatives. This could include short, anonymous staff surveys, exit interviews, or feedback sessions to identify emerging issues. Tracking turnover rates, absenteeism, and satisfaction levels will help measure progress and maintain accountability.
Monitoring aligns with the CIPD’s (2024) guidance on embedding wellbeing into HR policy through prevention, early intervention, and sustained support. Demonstrating responsiveness to feedback also reinforces trust and transparency, vital components of a supportive culture.
Feasibility: Very low cost; can be implemented immediately using free survey tools and basic HR tracking. Minimal time requirement, high value for continuous improvement and accountability.




Reference list: 
· Acas (2025). Supporting mental health at work: Mental health and the law, last reviewed 16 January. Available at: https://www.acas.org.uk/supporting-mental-health-workplace (Accessed: 15 October 2025).
· Axonify (2024) ‘New Axonify Survey Reveals Hospitality Industry Under Pressure as Workers Face Increased Burnout, Outdated Training and Declining Tips.’ Available at: https://axonify.com/news/hospitality-survey-2024/?utm_source (Accessed: 6 November 2025).
· Allen, D. G., & Bryant, P. C. (2012). Managing employee turnover: dispelling myths and fostering evidence-based retention strategies (1st ed.). Business Expert Press. https://doi.org/10.4128/9781606493410
· Austcorp Executive (2024). Say goodbye to burnout: Utilising the JD–R model to transform your employee’s well-being, 8 July. Available at: https://www.austcorpexecutive.com.au/blog/2024/07/say-goodbye-to-burnout-utilising-the-jd-r-model-to-transform-your-employees-well-being?source=google.com (Accessed: 4 November 2025).
· Ayachit, M. and Chitta, S. (2022). ‘A systematic review of burnout studies from the hospitality literature’, Journal of Hospitality Marketing & Management, 31(2), pp. 125–144. https://doi.org/10.1080/19368623.2021.1957743
· Baker, M. A. and Kim, K. (2024). ‘The impacts of organisational support and customer incivility on employee vulnerability and job performance: The moderating role of employee mental health’, International Journal of Hospitality Management, 118, Article 103686. https://doi.org/10.1016/j.ijhm.2023.103686
· Bakker, A. B. & de Vries, J. D. (2021). ‘Job Demands–Resources theory and self-regulation: New explanations and remedies for job burnout’, Anxiety, Stress, and Coping, 34(1), pp. 1–21. https://doi.org/10.1080/10615806.2020.1797695
· Bakker, A. B. & Demerouti, E. (2007). ‘The Job Demands–Resources model: state of the art’, Journal of Managerial Psychology, 22(3), 309–328. https://doi.org/10.1108/02683940710733115
· Bakker, A. B. & Demerouti, E. (2024). ‘Job Demands–Resources Theory: Frequently Asked Questions’, Journal of Occupational Health Psychology, 29(3), pp. 188–200. https://doi.org/10.1037/ocp0000376
· Bartlett, K. R., Johnson, K. R., & Schneider, I. E. (2016). Comparing strategic human resource development approaches for tourism and hospitality workforce planning. Journal of Human Resources in Hospitality & Tourism, 15(4), 440–461. https://doi.org/10.1080/15332845.2016.1148569
· Baum, T., Mooney, S. K. K., Robinson, R. N. S., & Solnet, D. (2020). COVID-19’s impact on the hospitality workforce – new crisis or amplification of the norm? International Journal of Contemporary Hospitality Management, 32(9), 2813–2829. https://doi.org/10.1108/IJCHM-04-2020-0314
· Bawden, A. (2024). ‘Mental illness costs England £300bn a year, study shows’, The Guardian, 27 March. Available at: https://www.theguardian.com/society/2024/mar/27/mental-illness-costs-england-300bn-a-year-study-shows (Accessed: 15 October 2025).
· Becker, G. S. (1964). Human Capital: A Theoretical and Empirical Analysis, with Special Reference to Education. Chicago: University of Chicago Press.
· Beer, M., Spector, B., Lawrence, P., Mills, D. & Walton, R. (1984). Managing Human Assets. New York: Free Press.
· Best Western. (2025) The George Hotel, Lichfield – Best Western Hotels. Available at: https://www.bestwestern.co.uk/hotels/83789 (Accessed: 6 November 2025).
· Blanchard, K. H. & Broadwell, R. (eds.) (2018). Servant Leadership in Action: How You Can Achieve Great Relationships and Results. San Francisco: Berrett-Koehler Publishers.
· Boogaard, K. (2021). ‘4 Examples of Employee Well-Being Programs in Hospitality’, Hosco: People Management, 21 April. Available at: https://employers.hosco.com/blog/4-examples-of-employee-well-being-programs-in-hospitality (Accessed: 16 October 2025).
· Boxall, P. & Macky, K. (2009). ‘Research and theory on high-performance work systems: progressing the high-involvement stream’, Human Resource Management Journal, 19(1), pp. 3–23.
· Bullock, C. (2025). ‘Hospitality turns to baby boomers to ease staff shortage’, Financial Times, 21 April, p. 17. ProQuest.
· Byfield, N. (2025). The UK hospitality industry in 2025 is grappling with several significant challenges that threaten its stability and growth. LinkedIn, 2 January. Available at: https://www.linkedin.com/pulse/uk-hospitality-industry-2025-grappling-several-threaten-byfield-vnqwe/ (Accessed: 9 October 2025).
· Cai, Z., Mao, Y., Gong, T., Xin, Y., & Lou, J. (2023). The Effect of Servant Leadership on Work Resilience: Evidence from the Hospitality Industry during the COVID-19 Period. International Journal of Environmental Research and Public Health, 20(2), 1322. https://doi.org/10.3390/ijerph20021322
· C.G. Davidson, M., McPhail, R. & Barry, S. (2011). ‘Hospitality HRM: Past, present and the future’, International Journal of Contemporary Hospitality Management, 23(4), pp. 498–516. https://doi.org/10.1108/09596111111130001
· CIPD (2021). PESTLE analysis: How to use it for strategy and planning, 6 December. Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/factsheets/pestle-analysis-factsheet_20221230T092611.pdf (Accessed: 9 October 2025).
· CIPD (2022). Employee recognition and non-financial rewards: An evidence review. London: Chartered Institute of Personnel and Development. Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/evidence-reviews/non-financial-recognition-scientific-summary_tcm18-105469.pdf (Accessed: 30 October 2025).
· CIPD (2024). Supporting mental health at work: Practical guidance, 26 November. Available at: https://www.cipd.org/uk/knowledge/guides/mental-health-support-guide/ (Accessed: 15 October 2025).
· Dabo, M. (2025). Hospitality sector navigates challenges amid market fluctuations. Hotel Management Network, 4 April. Available at: https://www.hotelmanagement-network.com/news/hospitality-sector-navigates-challenges-amid-market-fluctuations/?cf-view&cf-closed (Accessed: 9 October 2025).
· Deery, M. & Jago, L. (2015). ‘Revisiting talent management, work-life balance and retention strategies’, International Journal of Contemporary Hospitality Management, 27(3), 453–472. https://doi.org/10.1108/IJCHM-12-2013-0538
· Demerouti, E., Bakker, A. B., Nachreiner, F. & Schaufeli, W. B. (2001). ‘The Job Demands–Resources Model of Burnout’, Journal of Applied Psychology, 86(3), pp. 499–512. https://doi.org/10.1037/0021-9010.86.3.499
· Denzin, N. K. (2012). ‘Triangulation 2.0’, Journal of Mixed Methods Research, 6(2), 80–88. https://doi.org/10.1177/1558689812437186
· Department for Business, Energy & Industrial Strategy and Department for Business and Trade (2021) Hospitality Strategy: Reopening, Recovery, Resilience. CP 500 (Summer 2021). Available at: https://www.gov.uk/government/publications/hospitality-strategy-reopening-recovery-resilience/hospitality-strategy-reopening-recovery-resilience (Accessed: 6 November 2025).
· Downes, S. (2023). ‘HR has “key role” in tackling UK’s labour shortage as businesses invest in upskilling existing employees and automation’, People Management, 13 October. Available at: https://www.peoplemanagement.co.uk/article/1840667/hr-key-role-tackling-uks-labour-shortage-businesses-invest-upskilling-existing-employees-automation (Accessed: 9 October 2025).
· Dwivedi, R. (2025). ‘Conference Paper: A Complete Guide to Writing, Formatting, and Submitting’, PubScholars. Available at: https://pubscholars.org/conference/conference-paper-a-complete-guide-to-writing-formatting-and-submitting/ (Accessed: 16 October 2025).
· Eastaugh, M. (2025). ‘Shortage of chefs caused by “perfect storm”’, BBC News, 7 October. Available at: https://www.bbc.co.uk/news/articles/c9dxwq47g0lo (Accessed: 8 October 2025).
· Fyfe, W. (2024). ‘I work alone in my pub because of staff shortages’, BBC News, 26 December. Available at: https://www.bbc.co.uk/news/articles/cql50wg9p6wo (Accessed: 8 October 2025).
· Fuchs, G. (2024). ‘Inclusive workplaces can solve the hospitality sector’s staffing problems’, People Management, 20 September. Available at: https://www.peoplemanagement.co.uk/article/1889408/inclusive-workplaces-solve-hospitality-sectors-staffing-problems (Accessed: 9 October 2025).
· Glaeser, E. L. & Tarki, A. (2023). ‘What employers can do to address high housing costs’, Harvard Business Review, 27 March. Available at: https://hbr.org/2023/03/what-employers-can-do-to-address-high-housing-costs (Accessed: 26 October 2025).
· Hancock, A. (2021). UK pubs and restaurants warn of staff shortages. FT.Com.
· Hancock, D. R., Algozzine, B., & Lim, J. H. (2021). Doing Case Study Research: A Practical Guide for Beginning Researchers (4th ed.). Teachers College Press.
· Haynes, R. (2024). ‘Hospitality workers are vulnerable… here’s how we can protect them’, Hospitality Net, 17 December. Available at: https://www.hospitalitynet.org/opinion/4125132.html (Accessed: 9 October 2025).
· Health and Safety Executive (2024). ‘HSE publishes annual work-related ill health and injury statistics for 2023/24’, 20 November. Available at: https://press.hse.gov.uk/2024/11/20/hse-publishes-annual-work-related-ill-health-and-injury-statistics-for-2023-24/ (Accessed: 15 October 2025).
· Hospitality Action (2025) Hospitality Action: Supporting the UK hospitality industry. Available at: https://www.hospitalityaction.org.uk/ (Accessed: 6 November 2025).
· House of Commons Library (2025). Hospitality: Statistics and Policy. Research Briefing 10333, 17 September. London: House of Commons. Available at: https://commonslibrary.parliament.uk/research-briefings/cbp-10333/ (Accessed: 5 November 2025).
· Hui, F. K. P. & Aye, L. (2018). ‘Occupational stress and workplace design’, Buildings, 8(10), p.133. https://www.researchgate.net/publication/327848939_Occupational_Stress_and_Workplace_Design
· Indeed Editorial Team (2024). Job Demand–Resource (JD–R) Model: Definition and Examples. Indeed Career Guide (Canada). Available at: https://ca.indeed.com/career-advice/career-development/job-demand-resource-model (Accessed: 15 October 2025).
· Institute of Hospitality (2024). Mental health issues on the rise, reports Hospitality Action survey, 12 August. Available at: https://www.instituteofhospitality.org/hospitality-action-survey/ (Accessed: 15 October 2025).
· Kumodji, B. D. (2024). ‘Where are the staff? Where did they go?...’, Centre for Brexit Studies Blog, 3 April. Available at: https://centreforbrexitstudiesblog.wordpress.com/... (Accessed: 4 October 2025).
· Lecot, J. (2025). Attract and recruiting talent in France through housing. Eurojob Consulting. Available at: https://www.eurojob-consulting.com/en/a/attract-and-recruiting-talent-in-france-through-housing (Accessed: 26 October 2025).
· London Town Group (2024) ‘Recruitment Challenges and Strategies in the UK Hospitality Sector’, News – London Town Group of Companies, 18 September. Available at: https://www.londontowngroup.com/news/posts/2024/september/recruitment-challenges-and-strategies-in-the-uk-hospitality-sector/?utm_source=chatgpt.com (Accessed: 6 November 2025).
· Lu, J., Guo, S., Qu, J., Lin, W., & Lev, B. (2023). ‘“Stay” or “Leave”: Influence of employee-oriented social responsibility on the turnover intention of new-generation employees’, Journal of Business Research, 161, Article 113814. https://doi.org/10.1016/j.jbusres.2023.113814
· MacDonald, S. & Headlam, N. (2011). Research Methods Handbook: Introductory Guide to Research Methods for Social Research. Manchester: Centre for Local Economic Strategies (CLES). Available at: https://cles.org.uk/wp-content/uploads/2011/01/Research-Methods-Handbook.pdf (Accessed: 16 October 2025).
· Marchington, M. (2021). Human Resource Management at Work: The Definitive Guide (7th ed.). London: CIPD.
· Maslach, C., Schaufeli, W. B. & Leiter, M. P. (2001). ‘Job Burnout’, Annual Review of Psychology, 52(1), pp. 397–422. https://doi.org/10.1146/annurev.psych.52.1.397
· Modern Hospitality (2024). ‘Hospitality workers report surge in mental health and wellbeing issues’, 27 July. Available at: https://modernhospitality.co.uk/hospitality-workers-report-surge-in-mental-health-and-wellbeing-issues/ (Accessed: 16 October 2025).
· Moore Kingston Smith (2024) ‘Addressing labour shortages in the hospitality sector’, Insights, 5 December. Available at: https://mooreks.co.uk/insights/addressing-labour-shortages-in-the-hospitality-sector/?utm_source=chatgpt.com (Accessed: 6 November 2025).
· Office for National Statistics (ONS) (2025). UK Job Vacancies (thousands) – Accommodation and Food Services Activities (Series JP9O). Newport: ONS. Available at: https://www.ons.gov.uk/employmentandlabourmarket/peopleinwork/employmentandemployeetypes/timeseries/jp9o/unem (Accessed: 6 November 2025).
· Okumus, F., Rasoolimanesh, S. M., & Jahani, S. (Eds.) (2022). Advanced Research Methods in Hospitality and Tourism (1st ed.). Emerald Publishing Limited.
· Olanrewaju, P. M. (2024). ‘Everything You Need to Know About Thematic Analysis’, Medium: Design Bootcamp, 21 December. Available at: https://medium.com/design-bootcamp/thematic-analysis-1798722b63a3 (Accessed: 16 October 2025).
· Opus Business Advisory Group (2025). Hotel Sector Report – The Market is Facing Serious Cost Increases, January. Available at: https://opusllp.com/report/hotel-sector-report-market-is-facing-serious-cost-increases/
· Pătru, S. (2024). ‘Empathy in Hospitality Leadership: Elevating Employee Engagement and Guest Satisfaction’, LinkedIn, 3 January. Available at: https://www.linkedin.com/pulse/empathy-hospitality-leadership-elevating-employee-engagement-p%C4%83tru-dfwtf/ (Accessed: 16 October 2025).
· Partridge, J. (2025). ‘“Overheads have gone up”: Britain’s hospitality sector faces tough time this summer’, The Guardian, 2 August. Available at: https://www.theguardian.com/business/2025/aug/02/overheads-britain-hospitality-sector-summer-season-employment-norfolk (Accessed: 9 October 2025).
· Partington, R. (2025). ‘“All the power is with the employer”: why zero-hours workers welcome Labour’s rights bill’, The Guardian, 31 August. Available at: https://www.theguardian.com/uk-news/2025/aug/31/why-zero-hours-workers-welcome-labour-rights-bill (Accessed: 15 October 2025).
· Peixoto, F. (2024). Supporting team members that have kids during the holidays. Globacare, 16 July. Available at: https://www.globacare.co.uk/guides/supporting-team-members-that-have-kids-during-the-holidays (Accessed: 30 October 2025).
· San José State University Writing Center (2021). Methodology Section for Research Papers. Written by Mario John Chris. Available at: https://www.sjsu.edu/writingcenter (Accessed: 30 October 2025).
· Saunders, M. N. K., Lewis, P. & Thornhill, A. (2023). Research Methods for Business Students (9th ed.). Pearson Education Limited.
· Song, Z., Xu, Z., Tang, B. M., & Leong, W. N. (2025). ‘The dilemma of frontline servant leadership: The conflict between top management directives and grassroots employee wellbeing and retention’, PLOS ONE, 20(5), e0323811. https://doi.org/10.1371/journal.pone.0323811
· Strober, M. H. (1990). ‘Human Capital Theory: Implications for HR Managers’, Industrial Relations (Berkeley), 29(2), pp. 214–239. https://doi.org/10.1111/j.1468-232X.1990.tb00752.x
· Taha, N. (2024). ‘Prioritising mental health in the workplace’, MHCLG Digital Blog, 10 October. Available at: https://mhclgdigital.blog.gov.uk/2024/10/10/prioritising-mental-health-in-the-workplace/ (Accessed: 15 October 2025).
· The Burnt Chef Project (2023). Mental Health Survey. Available at: https://www.theburntchefproject.com/learnmore/mental-health-survey (Accessed: 15 October 2025).
· The George Hotel. (2025) The George Hotel Lichfield – Official Website. Available at: https://www.thegeorgelichfield.co.uk/ (Accessed: 6 November 2025).
· UKHospitality (2024). Alleviating Financial Stress: A Key Strategy for Retaining Hospitality Talent. Available at: https://www.ukhospitality.org.uk/alleviating-financial-stress-a-key-strategy-for-retaining-hospitality-talent/ (Accessed: 9 October 2025).
· UKHospitality (2024). Campaigning for Action to Solve Worker Shortages. Available at: https://www.ukhospitality.org.uk/campaigns/workforce/ (Accessed: 8 October 2025).
· UKHospitality (2025). £3.4 Billion Annual Cost Increases Hit Hospitality. Available at: https://www.ukhospitality.org.uk/annual-cost-increases-hit-hospitality/ (Accessed: 9 October 2025).
· UKHospitality (2024) Hospitality Workforce Strategy. Available at: https://www.ukhospitality.org.uk/work/hospitality-workforce-strategy/ (Accessed: 6 November 2025)
· University of Southern California Libraries (2024). Organizing Your Social Sciences Research Paper: The Methodology Section. Los Angeles: USC Libraries Research Guides. Available at: https://libguides.usc.edu/writingguide/methodology (Accessed: 30 October 2025).
· Wang, C.-J. (2019). From emotional labor to customer loyalty in hospitality: A three-level investigation with the JD-R model and COR theory. International Journal of Contemporary Hospitality Management, 31(9), 3742–3760. https://doi.org/10.1108/IJCHM-01-2019-0072
· Ward, M., Murray, A., Sandford, M., Panjwani, A., & Masala, F. (2025) Government support for the hospitality sector. Research Briefing CDP 2025/0147, House of Commons Library, 27 June. Available at: https://commonslibrary.parliament.uk/research-briefings/cdp-2025-0147/ (Accessed: 6 November 2025).
· Wong, A. K. F., Kim, S. (Sam), Gamor, E., Koseoglu, M. A. & Liu, Y. (2025). ‘Advancing employees’ mental health and psychological well-being research in hospitality and tourism: Systematic review, critical reflections, and future prospects’, Journal of Hospitality & Tourism Research, 49(5), pp. 1014–1031. https://doi.org/10.1177/10963480241271084
· 





Appendix A
[image: A graph of a graph showing the growth of a job vacancy

AI-generated content may be incorrect.]
As illustrated , job vacancies in the accommodation and food service activities sector peaked sharply after 2020 and remained among the highest across all UK industries, reaching around 98,000 in mid-2025 (Office for National Statistics, 2025).



Appendix B
	PESTLE Analysis – External Environment Affecting the UK Hospitality Sector and The George Hotel

	Political Factors
	Brexit and immigration reforms have restricted EU labour supply, intensifying recruitment difficulties (House of Commons Library, 2025; Kumodji, 2024). Rising employer costs and taxation, despite partial rate relief, further constrain hotels’ ability to improve pay or wellbeing initiatives (UKHospitality, 2025).

	Economic Factors
	Ongoing inflation, high energy prices, and weakened consumer spending have reduced profitability, limiting wage growth and training investment (ONS, 2025; Resolution Foundation, 2024). This perpetuates Dabo’s (2025) “financial strain–workforce strain cycle,” particularly for small independents like The George Hotel.

	Social Factors

	Post-pandemic employees prioritise wellbeing, flexibility, and inclusion (Deery and Jago, 2015; CIPD, 2024). High workloads and irregular scheduling at The George Hotel mirror sector-wide stress patterns, aligning with the JD–R model’s link between excessive demands and burnout (Bakker and Demerouti, 2007).

	Technological Factors

	Digitalisation and automation can improve efficiency but require financial and skills investment (Downes, 2023). Budget constraints limit adoption at The George Hotel, reflecting the COR theory’s principle that lacking technological resources heightens staff strain (Hobfoll, 1989).

	Legal Factors
	Legislation governing immigration, taxation, and employment continues to shape workforce availability and business sustainability across the UK hospitality industry. Post-Brexit immigration law has tightened visa and sponsorship requirements, creating barriers for small employers seeking to recruit overseas workers (House of Commons Library, 2025). The end of free movement has particularly affected roles such as housekeeping, catering, and kitchen operations, where EU nationals previously formed a significant proportion of the workforce (Kumodji, 2024).
In addition, fiscal legislation—including changes to employer National Insurance contributions, VAT, and business rates—has significantly increased operating costs (UKHospitality, 2025). These statutory obligations, while essential for revenue generation, restrict smaller hotels’ ability to increase wages or invest in wellbeing initiatives. Compliance with complex tax and employment law adds administrative pressure for independent operators such as The George Hotel, which lacks the HR infrastructure of larger hotel groups.

	Environmental Factors

	Sustainability is a growing industry priority, with 93% of operators pursuing energy efficiency and waste reduction (UKHospitality, 2024). The George Hotel’s small-scale initiatives support CSR goals, enhancing reputation and reducing operating costs (Fuchs, 2024).
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