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[bookmark: _Toc191925860]ABSTRACT  

This study investigates the acute staffing shortages and associated employee attitudes at Travelodge’s Chippenham Leigh Delamere M4 Eastbound and Westbound hotels, highlighting the challenges encountered by this prominent UK budget hotel chain. Drawing on a comprehensive literature review, qualitative interviews, HR metrics, and on-site observations, the research identifies key factors—including limited public transport, physically demanding roles, wage concerns, and leadership styles—that contribute to elevated turnover and reduced operational efficiency. Mintzberg’s organizational framework and theories of employee motivation help contextualize the interplay between corporate structures, managerial approaches, and frontline challenges. Findings emphasize that addressing practical issues (e.g., transport incentives, flexible scheduling) alongside deeper initiatives (e.g., staff development, recognition programs) can enhance employee well-being and guest satisfaction. Recommendations advocate a multi-faceted strategy combining data-driven HR practices, situational leadership, and carefully calibrated internal policies to ensure the long-term viability and service quality of Travelodge’s motorway-based locations.
[bookmark: _Toc191925861]1. INTRODUCTION
Travelodge, established in 1985, was the first budget hotel brand in Britain. Over the years, it has grown into one of the country’s largest budget hotel chains, boasting a modern network of more than 600 properties that collectively offer upwards of 47,000 rooms across the UK, Ireland, and Spain. Each year, over 22 million guests choose Travelodge for its conveniently located hotels—whether in major cities, touristic hubs, near airports, or close to important business centres. Exemplifying a commitment to customer satisfaction, 95% of its hotels have achieved a rating of 4 stars or higher on TripAdvisor, reflecting its appeal among both leisure and business travellers who seek value and a comfortable stay (Travelodge.co.uk 2025a) 
Business customers are particularly drawn to Travelodge because the hotel chain maintains a presence in every major city and town in the UK, providing easy access and convenience. Leisure travellers also value Travelodge’s affordability and comfort, often selecting it when visiting family and friends or attending cultural and social events such as weddings, concerts, or sports competitions. Recognizing significant growth potential, Travelodge has announced plans to expand its UK footprint with a further 300 sites. Alongside this expansion, the company continues to revitalize half of its existing room portfolio under a new design standard, with completion targeted by the end of 2024 (Travelodge.co.uk (2025b)
Outside of the UK, the chain has established a profitable foothold in Spain. Travelodge’s recent acquisition of six new Spanish properties doubles the country’s portfolio to a total of 12 hotels, strengthening its international brand presence. Overall, the organization employs over 13,000 team members and emphasizes creating environments where staff can “learn more, earn more, and feel they belong.” Travelodge.co.uk (2025b)
This study will focus on the Travelodge Hotels at Chippenham Leigh Delamere—both Eastbound and Westbound—located along the busy M4 motorway. These two properties serve as a microcosm of the staffing, management, and recruitment challenges that face the wider Travelodge network. By delving into the acute staff shortages and employee attitudes in these specific motorway-based locations, the research aims to illuminate the main issues and provide evidence-based recommendations that can inform broader corporate strategies

[bookmark: _Toc191925862]1.1 Background and Rationale  
Open positions provide the most immediate gauge of unmet labour demand. Following the pandemic, many advanced economies witnessed a sharp rise in unfilled roles, even though their labour markets showed signs of recovery and unemployment rates started to decline (Feist 2024).  Staffing challenges in the hospitality industry are increasingly common due to fluctuating demand, reduced labour pools, and shifts in consumer behaviour. Kusluvan (2003) suggests that the hospitality sector can be broadly characterized as encompassing any establishments that cater to individuals seeking meals, beverages, and accommodations while away from their usual residence.
Travelodge’s Chippenham Leigh Delamere M4 Eastbound and Westbound Hotels face operational and service pressures stemming from acute staffing shortages, which have consequences for employee morale, service quality, and profitability. This study investigates the underlying causes of these shortages, evaluates their impact on both staff and customers, and proposes evidence-based strategies to address them.

[bookmark: _Toc191925863]1.2 Research Objectives and Questions
• To identify the extent and nature of staffing shortages at Travelodge Chippenham Leigh Delamere M4 Eastbound and Westbound.
This objective entails gathering quantitative data on headcounts, vacancy rates, and turnover trends as well as qualitative insights into day-to-day operational challenges. By assessing the scale of these shortages and determining which roles are most affected, the study can reveal how workforce gaps influence hotel performance, customer satisfaction, and overall business continuity. Understanding the causes of under-staffing—be they related to local labour markets, competition, or macroeconomic factors—offers a foundation for targeted solutions.
• To examine staff attitudes and perceptions of workplace culture, management support, and job satisfaction.
Employee viewpoints on their work environment has been explored primarily through personal interactions and conversations with current employees through interviews.   Emphasis will be placed on the influence of leadership styles, training opportunities, workload distribution, and internal communication processes. Investigating how employees feel about their role, the organisational culture, and the level of support they receive from management will help clarify the underlying drivers of morale, motivation, and intention to stay or leave.
• To explore the recruitment strategies currently employed and assess their effectiveness.
This component aims to analyse existing hiring methods such as external job postings, referrals, local partnerships, and social media campaigns. The study will map out the various channels used, the time and cost implications of each, and the corresponding success rates in attracting and retaining talent. By pinpointing strengths and weaknesses in the current recruitment framework, the research will shed light on how Travelodge Chippenham Leigh Delamere can refine its approach to hiring.
• To provide recommendations to improve staffing levels, enhance employee retention, and boost overall service quality.
Drawing on the findings from data analysis and the review of relevant hospitality and human resources literature, the study will propose both immediate and long-term actions to address staffing constraints. Practical measures might include fine-tuning job roles, improving onboarding programs, developing staff well-being initiatives, or adopting more flexible shift patterns. The ultimate goal is to support Travelodge in implementing changes that not only elevate the employee experience but also sustain high standards of guest service and hotel profitability.
[bookmark: _Toc191925864]1.3 Scope of the Study  
The scope includes an examination of existing staffing data (e.g., turnover rates, vacancy rates), qualitative interviews with employees and management, a literature review on best practices in recruitment and retention, and an analysis of the broader local and national labour market context. The study focuses on practical implications for Travelodge and is designed to guide the hotels’ management in resolving staffing and morale challenges.
[bookmark: _Toc191925865]2. LITERATURE REVIEW   

1. [bookmark: _Toc191925866]Budget Hotel Sector and the Travelodge Context
According to Feist (2024), budget hotels have gained momentum in response to travellers’ growing interest in simpler, cost-effective lodging options. Travelodge, founded in 1985, typifies this trend by expanding to over 600 properties throughout the UK, Ireland, and Spain (Travelodge.co.uk, 2025a). Significantly, its stance of providing “a well-priced, well-located stay” (Travelodge, 2025) resonates with guests who prioritize consistent standards and affordability—whether traveling for leisure, business, or family-oriented events. From my placement experience, I observed that Travelodge’s broad presence, especially along major motorways and urban centre locations, further enhances its accessibility in the eyes of cost-conscious customers.
2. [bookmark: _Toc191925867]Staffing Challenges in Hospitality
Persistent staffing shortages and frequent turnover are well-documented within the hospitality industry (Kusluvan, 2003; CIPD, 2019a). External market factors, including low unemployment and competition for frontline staff, exacerbate these issues (Feist, 2024). For motorway-based properties in particular, constrained labour pools affect routine operations, especially when employees rely on personal transportation to reach remote hotels.  My own observations at the site confirmed how physically demanding housekeeping tasks and irregular reception shifts can undermine job satisfaction, reflecting ILO’s (2021) findings on workplace stressors in hospitality. 
3. [bookmark: _Toc191925868]Organizational Structures: Mintzberg’s Five-Part Model
Much of the scholarly discourse on organizational design in service-based industries cites Mintzberg’s (1980c, 1989) framework, which delineates the strategic apex, middle line, operating core, techno structure, and support staff. Travelodge’s corporate Operating Board functions as the strategic apex, while Area Operations Managers link these directives to local hotel managers and frontline teams—the operating core. Meanwhile, specialized departments (e.g., marketing, finance) and outsourced services (e.g., laundry) align with Mintzberg’s techno structure and support staff. During my placement at Travelodge Chippenham Leigh Delamere, I was able to trace how top-level decisions filter down to everyday guest-facing services, strengthening my appreciation for how a well-defined structure can enable (or at times impede) smooth operations.
4. [bookmark: _Toc191925869]Leadership Styles and Their Influence
Leadership approaches in hospitality can substantially influence employee engagement, collaboration, and retention (Gandolfi & Stone, 2018). Building on earlier studies by Lewin and White (1939), Tannenbaum and Schmidt (1958), and Vroom and Yetton (1973), modern scholars point to the value of flexible leadership methods, shifting between autocratic, democratic, and laissez-faire styles as situations demand (Northouse, 2015a; Yukl, 2015). In my own on-site experiences, I noticed that Area Operations Managers often adopted an autocratic stance, while local hotel managers embraced a more participative or laissez-faire approach. This combination, though occasionally clashing, seemed to accommodate immediate operational demands.
5. [bookmark: _Toc191925870]Human Resource Metrics and Turnover
Effective HR information systems are vital in identifying and mitigating turnover issues (CIPD, 2021). Travelodge’s Elementsuite platform integrates employee data—covering attendance, reasons for resignation, and more—to highlight systemic concerns (Elementsuite, 2025). For instance, limited public transport and rigid shift patterns emerged as key grievances, particularly among housekeepers. As Harris (2018) notes, the absence of genuine responsiveness to employees’ concerns accelerates attrition. I frequently saw this happen in real time, when a manager’s inability to address scheduling conflicts contributed to staff unrest.
6. [bookmark: _Toc191925871]Recruitment Strategies and Best Practices                                                                      Literature suggests a variety of methods—ranging from targeted social media campaigns to partnerships with local training colleges—may help fill vacancies quickly. However, a successful recruitment strategy must be paired with effective onboarding and internal career pathways to retain staff (Davila &Pina-Ramirez 2018).
7. [bookmark: _Toc191925872]Theoretical Frameworks on Employee Motivation and Retention
Recent extensions of Herzberg’s Two-Factor Theory emphasize that an environment incorporating recognition, growth pathways, and meaningful work resonates strongly with hospitality employees, who often face intense operational pressures (Codling S, Pinnock J, Barrett E, et al. 2023). Balancing fair compensation with tangible opportunities for advancement can bolster both employee engagement and staff continuity. Zhang, Xie & Huang (2021) further underlines that supportive leadership—characterized by constructive feedback and open communication—fosters loyalty within a high-turnover workforce. 
Maslow’s classic Hierarchy of Needs model show, as suggested by Hutt (2007), intrinsic/extrinsic motivators provide insights on why hospitality employees may be less inclined to remain in their roles. Successfully applying motivational theory in practice can lower turnover. 
Image 1: Maslow’s Hierarchy of Needs (Image generated using Julius.Ai) 
[image: A pyramid of blue rectangles with text]
Reflecting on my placement, I found that even small gestures of recognition positively influenced morale, reinforcing the idea that genuine motivation strategies can reduce the churn prevalent in busy motorway hotels.
8. [bookmark: _Toc191925873]Guest Satisfaction and Staffing Levels
A consistent finding in hospitality research is that staffing levels directly affect service quality.  In cases of understaffing—triggered by absences or resignations—delayed check-ins, slipshod room cleaning, and diminished guest interaction often become noticeable. CIPD (2021) links this phenomenon to higher stress among remaining employees, who must manage heavier workloads at a moment’s notice. From my perspective at Leigh Delamere, such situations visibly eroded morale and occasionally prompted negative feedback, creating a cycle in which a shortfall in staff resources translated into compromised guest experiences.
9. [bookmark: _Toc191925874]Strategic Evaluation: SWOT and PEST Analyses
Researchers endorse SWOT and PEST tools for pinpointing both internal and external dynamics that shape a hotel’s performance (Johnson et al 2011). In Travelodge’s case, a key strength involves its high brand visibility, while the remote location of certain properties presents a notable weakness. At the same time, internal and external technological upgrades (ranging from enhanced HR systems to automated check-ins) indicate potential opportunities, whereas shifts in labour legislation or rising competition from other budget lodging chains loom as threats. Observing how these macro-level factors played out in day-to-day operations underscored for me the importance of adaptive strategies, melded with a strong management framework, to ensure service continuity and staff well-being.
Altogether, the literature portrays a hospitality industry grappling with structural      complexity, evolving leadership demands, and persistent talent shortages—issues strongly mirrored at the Travelodge Chippenham Leigh Delamere sites. Mintzberg’s (1980c) framework clarifies organizational structure, while leadership theories from Lewin et al. and Tannenbaum & Schmidt up to Yukl (2015) explain the varying managerial styles I encountered in practice. Against this backdrop, robust HR metrics (Elementsuite, 2025) shed light on turnover drivers and potential retention strategies, which, if executed effectively, could bolster guest satisfaction and protect corporate reputation (CIPD, 2021). Ultimately, the pathways for improvement—ranging from targeted motivational strategies to carefully planned shifts and career progression initiatives—demonstrate how a clear synthesis of theory and reflection can equip Travelodge to respond nimbly to the multifaceted challenges of a budget motorway hotel.
10. [bookmark: _Toc191925875]Limitations
Although the literature provides a substantial overview of budget hotel growth, staffing complexities, and leadership models, several areas remain underexplored. First, there is limited empirical evidence on how motorway-specific constraints—especially limited local labour supply and public transport—intersect with different leadership styles to shape job satisfaction and retention. Existing studies acknowledge logistical challenges and turnover (Feist, 2024; Hight & Gajjar, 2020), but do not thoroughly assess how site-specific managerial strategies might mitigate these pressures. Second, while Herzberg-inspired frameworks and HR metrics clarify the importance of recognition and career development (Codling S, Pinnock J, Barrett E, et al. (2023); Elementsuite, 2025), research has yet to fully examine how these motivational factors integrate with organizational structures such as Mintzberg’s five-part model (Mintzberg, 1980c). In addition, despite the recognized effect of turnover on guest satisfaction, there is little granularity regarding which specific interventions—beyond generalized “adaptive strategies” (Johnson et al., 2017)—consistently foster better team cohesion and operational resilience in motorway hospitality contexts. Lastly, robust quantitative approaches measuring both employee well-being and service outcomes could complement the qualitative insights offered by current studies, allowing for more nuanced data on the linkage between staff morale, customer feedback, and Travelodge’s broader profitability objectives.
 3. METHODS
[bookmark: _Toc191925876]3.1 Research Design  
The methodology uses the 'Case Study' methodological approach, supported by academic sources to explain its advantages, limitations, and associated techniques. Additionally, it uses a multi methods data collection strategy by means of informal and unstructured interviews with current and previous managers, supervisors and team members, participant observations of operations, and document analysis. Other methods employed included online data netnography, providing a comprehensive discussion of their relevance and application.
[bookmark: _Toc191925877]3.2 Data Collection Methods  
3.2.1 Informal interviews
Managers and staff from different functional areas (housekeeping, reception, food services, front-of-house management) were asked for their views and comments
3.2.3 Secondary Data Collection  
Turnover reports, shift schedules, recruitment records, and customer feedback metrics (e.g., TripAdvisor ratings were examined to highlight patterns correlating with under-staffing. 
3.3 Ethical Considerations  
All participants were informed of the purpose of the study, the voluntary nature of participation, and the confidentiality measures in place to protect their data and identities.


[bookmark: _Toc191925878]4. CASE STUDY HOTEL OVERVIEW AND FINDINGS
[bookmark: _Toc191925879]4.1 Profile of Travelodge Chippenham Leigh Delamere M4 Eastbound and Westbound 
Location and Local Area
Image 2 (Google Maps)
[image: A map of a city]
More akin to motels, a key segment of the hospitality industry, commonly defined by their provision of both lodging and on-site parking for guests (Clemes, Gan & Ren 2011) the Chippenham Leigh Delamere M4 Eastbound and Westbound Travelodge hotels are situated just off the M4 motorway in the Wiltshire countryside, approximately 300 yards apart. Positioned at motorway service areas, these hotels cater to transient guests seeking short-term stays.  
Each property offers quick access to central Chippenham, a historic market town renowned for its medieval architecture and proximity to attractions like Bowood House and Gardens. Other attractions include the Castle Coombe race circuit.  They are also popular locations for seasonal attractions like the Bath Christmas Market.   Guests staying at either location will find themselves conveniently positioned for onward travel or exploring the scenic scenery that Wiltshire has to offer (Travelodge 2025).
Both hotels are popular with corporate clients that tend to stay weekdays from Monday to Thursday, and Dring school breaks, families and holidaymakers likewise appreciate Travelodge’s cost-effectiveness and welcoming atmosphere, frequently opting to stay there when visiting relatives or attending social gatherings, such as weddings, concerts, or sporting events (Travelodge 2025).  Travelodge distils all these different reasons by defining its purpose “is to help people to go and do their thing by being The Brilliant Base. We’re on a journey towards being The Brilliant Base for all of life’s occasions, from celebrating a birthday or visiting the kids at university, to taking a business trip or going to a concert. We concentrate on the essentials; providing our customers with a well-priced, well-located stay they can trust.” Travelodge (2025)
[bookmark: _Toc191925880]4.1.2 Organisational Structure and Staffing Model  
Mintzberg (1989) points out that an entrepreneurial organization’s effectiveness often hinges on five main parts arranged in a mostly linear structure. First, the strategic apex oversees the total planning process and sets the organization’s direction. Next, the middle line functions as an intermediary, funnelling information and directives between the apex and what Mintzberg refers to as the operating core—those directly responsible for carrying out the organization’s primary activities. This model is further bolstered by the techno structure, which addresses specific areas such as marketing, and by support staff, who help enhance and streamline the strategic apex’s performance.

Image 3 Mintzberg’s Organisational Structure Model
                   [image: Diagram of a diagram of a diagram
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Travelodge operates under a multifaceted organizational design with multiple layers of leadership and management. The company follows a top-down approach that involves a lengthy chain of command. Travelodge reports show a board of directors made up of 6 members (three non-executive), and an 8-team operating board. Travelodge (2025)
By examining Travelodge through Mintzberg’s framework (1989b), the Operating Board aligns with the strategic apex, setting overall goals and direction. My own observation during placement suggests that the Area Operation Managers (AOM’s) responsible for specific geographical regions represent middle line, convey directives and feedback between the apex and those performing essential tasks. Frontline employees—such as individual hotel managers (HM’s), receptionists, housekeepers, and service staff—constitute the operating core, carrying out the core functions for which Travelodge exists. Meanwhile, specialized teams in marketing, finance, or human resources take on roles akin to Mintzberg’s techno structure, providing technical and analytical expertise. Finally, the administrative assistants and other support personnel fulfil Mintzberg’s support staff category by aiding and streamlining the efforts of the strategic apex. In this way, Travelodge’s tall and complex structure reflects the primary components of Mintzberg’s organizational model.
Both Leigh Delamere hotels operate under the broader Travelodge corporate structure. However, at the local level hotels, staff are divided into housekeeping, reception, and managerial roles, supplemented by external contractors when necessary.
When analysing the Travelodge Leigh Delamere East and West hotels through the lens of Mintzberg’s (1980c) organizational framework, several clear points of resemblance become apparent:
• Strategic Apex: While these two hotels are managed locally, their decision-making ultimately links to Travelodge’s corporate leadership. The Area Operations Manager (AOM), as the Hotel Manager’s direct line manager functions as part of this strategic apex by shaping overall goals and ensuring alignment with the broader Travelodge network.
• Middle Line: The Hotel Manager and Assistant Hotel Manager serve as the connecting layer between corporate leadership and operational staff. They communicate strategic directives from the AOM down to the site teams and relay site-level concerns back up to the corporate hierarchy. The Hotel Supervisor also fits here, providing additional oversight and acting as an intermediary for day-to-day operational feedback.
• Operating Core: The day and night reception teams and housekeeping staff form the hotels’ operating core—those directly involved in delivering the core service of providing accommodation and guest support. Their work underpins the daily functioning of the hotels and represents the essential reason for Travelodge’s existence.
• Techno Structure: The larger Travelodge organisation offers standardized procedures and guidelines (for areas like maintenance, pricing, or performance metrics), which can be viewed as part of the techno structure. Although maintenance at Leigh Delamere is handled “in-house,” it draws on Travelodge’s organizational systems for scheduling, standards, and training. Similarly, other specialized functions (such as marketing or revenue management) are managed at higher levels of the Travelodge network.
• Support Staff: Outsourced laundry services and other ancillary providers constitute support staff within Mintzberg’s model. Though not on the hotels’ payroll, these external partners perform complementary tasks, assisting the operating core without being fully integrated into the hotel’s direct chain of command.
Thus, the Travelodge Leigh Delamere East and West hotels exemplify Mintzberg’s five-part structure at a micro level. A strategic apex (incorporating the AOM), an intermediate managerial tier (the Hotel Manager, Assistant Manager, and Supervisor), the operating core (day/night receptionists and housekeepers), an overarching techno structure (corporate systems and maintenance protocols), and outsourced support services all work in concert to deliver a coherent and standardized guest experience.
Management Styles and Organisational culture 
Parent and Lovelace (2018) are of the view that organizational culture sets the tone for employee engagement, job satisfaction, and retention. A culture that values open communication, employee development, and recognition can positively influence attitudes and reduce turnover.
During my placement I observed a mixture of leadership styles among management.  Gandolfi and Stone (2018) suggest that leadership requires a deep understanding about the role of people in the ultimate success of the mission and vision of the organization.  Seminal studies by Lewin & White (1939), Tannenbaum &Schmidt (1958), Vroom & Yetton (1973) highlight that leadership styles can be broadly categorized into autocratic, democratic, and laissez-faire. Autocratic leaders maintain tight control and direct subordinates, whereas democratic leaders strive for participation and shared decision-making. Laissez-faire leaders provide minimal oversight, enabling staff to function independently. Tannenbaum and Schmidt’s continuum further explores flexibility in leaders, emphasizing the need to adapt behaviour based on situational demands. Likewise, Vroom and Yetton analyse participative techniques, underscoring how altering the degree of group input can yield enhanced effectiveness across various contexts and outcomes.
My personal observations were that the Area Operations Manager (AOM) appeared to utilise an authoritarian (or autocratic) leadership style with a top-down approach, as described in Northouse (2015a) and Yukl (2015), giving the Hotel Manager (HM) and Assistant Hotel Manager (AHM) limited latitude over decision-making. In contrast, the HMs exhibit more participative or laissez-faire tendencies toward reception and housekeeping staff—again aligning with distinctions outlined in theoretical frameworks by Northouse (2015b). These differences underscore how diverse leadership styles can coexist within one organization, each serving a particular function and context.
[bookmark: _Toc191925881]4.2 HR Metrics and Staff Turnover Rates  
Travelodge uses Elementsuite described as a “comprehensive all-in-one HR platform generally encompasses a wide array of features designed to streamline HR operations and optimise employee management. From facilitating efficient employee onboarding and offboarding processes to tracking time and attendance, managing payroll, benefits administration, performance evaluations, and learning and development initiatives—the platform consolidates essential HR functions under one roof. It also includes employee self-service options, recruitment and applicant tracking systems (ATS), robust analytics and reporting capabilities, and document management features, allowing for a more cohesive and efficient approach to HR management” (Elementsuite 2025).   The HM uses Elementsuite to manage recruitment, attendance, authorised and unauthorised absences, disciplinary, resignations and dismissals.  
Drawing on confidential employee turnover data obtained through privileged access to Travelodge’s internal systems during my placement, it was established that from September 2024 to February 2025, fourteen staff members resigned and one staff member was dismissed, representing fifteen departures in total out of a workforce of twenty-one employees. The bar chart below shows the comparison between the two time periods for each role. We can see that housekeepers had the highest number of departures in both periods, with 15 leaving between January-August 2024 and 9 leaving between September 2024-February 2025.
Image 4: Staff Departures (generated by Julius AI) 
[image: A graph with blue and orange bars]

Image 5: Staff departures (generated by Julius AI)
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The pie charts above provide a percentage breakdown of departures by role for each time period. In the first period (Jan-Aug 2024), housekeepers represented 71.4% of all departures, while in the second period (Sep 2024-Feb 2025), they represented 60% of departures. The second period also shows the introduction of manager departures (20%) and dismissals (6.7%), which weren't present in the first period.
During my assessment of confidential Travelodge records, I noticed clear links between the hotel’s remote motorway setting—where lack of public transport effectively requires staff to have their own car—together with minimum wage pay, physically demanding housekeeping tasks, and rigid shift patterns (e.g., 7:00 a.m.–3:00 p.m. or 3:00 p.m.–11:00 p.m.). These factors appeared to trigger frequent absences, which in turn forced managers to step in unexpectedly or appeal to nearby Travelodge locations for assistance. From my perspective, such overlapping pressures fundamentally contributed to the elevated turnover I witnessed over this period.
[bookmark: _Toc191925882]4.3 Management and Staff Perspectives  
Conversations with current and previous managers at Travelodge Chippenham Leigh Delamere Hotels have often attributed staffing difficulties to the site’s “middle” of the motorway location, which, while great for travellers, restricts the local labour pool due to limited public transport links (CIPD, 2022a; Saito, Brozovic & Baum 2025). These factors compound the challenge of scheduling for round-the-clock operations, where vacant shifts must be filled at short notice.
From the employees’ standpoint, specific grievances revolve around unpredictable timetables, minimal development pathways, and inadequate acknowledgement of their efforts (International Labour Organisation (ILO) 2024;25 Harris, 2021). The resulting burnout, driven by irregular working hours and physically demanding roles, erodes morale when staff feel underappreciated for handling day-to-day operational demands. Thus, managerial viewpoints on external recruitment barriers and employee concerns about internal growth opportunities together illustrate how structural factors, career development, and recognition intersect to affect workforce stability (CIPD, 2022b).
4.4 Observed Customer Service Impacts (Add WISH)
When hotels struggle to maintain consistent staffing levels, guests are often the first to experience the consequences. During my placement, I noticed that skeletal staffing or sudden absences led to hurried room turnovers and rooms and common areas not well cleaned. The tangible outcome was increased irritation among guests who otherwise expected to receive “a clean room, fresh linen and everything working” as Travelodge advertises (Travelodge 2025) an expectation widely shared in today’s fast-paced travel culture (Xu & Li 2016a). Team members frequently stretched themselves too thin, compromising the personal touch that contributes to positive guest satisfaction scores (28 CIPD, 2022c). In many cases, housekeeping delays and lack of frontline coverage created a perception of negligence, eroding trust and diminishing brand reputation. Ultimately, these operational inefficiencies, borne from staffing shortages, filtered directly into the customer experience, undermining both short-term revenue potential and long-term customer loyalty.
[bookmark: _Toc191925883]4.5 SWOT and PEST analysis
During my one-term placement at the Travelodge Chippenham Leigh Delamere hotels, I had the opportunity to witness and reflect upon the various operational and strategic dimensions affecting daily performance. A SWOT analysis—defined as a tool to pinpoint Strengths, Weaknesses, Opportunities, and Threats—helped me appreciate the brand’s consistently high occupancy and well-established processes but also highlighted the challenges stemming from remote location, high staff turnover, and stringent schedules (Johnson et al 2011a). Meanwhile, by conducting a PEST assessment—which examines Political, Economic, Social, and Technological factors—I also recognized how external elements (e.g., minimum wage regulations, changing consumer travel behaviours) can heavily shape both staffing and guest expectations (Ghazinoory, Abdi, Azadegan-Mehr, 2011).
From a learner’s standpoint, I observed that Travelodge’s nationwide brand recognition and standardised offerings (its Strengths) effectively draw in a steady flow of motorway travellers. This strength is enhanced as the Leigh Delamere hotels are only hotels available at the motorway services within 25 miles of the next hotel.   However, the hotels’ remote setting, minimal advancement pathways, and physically demanding housekeeping roles (its Weaknesses) frequently triggered turnover and scheduling stress. The emerging Opportunities, such as cultivating local community partnerships, modernising operational systems, and enhancing employee development programs, could improve recruitment and retention if embraced at a corporate level. Finally, shifts in the broader economic climate or competition from rival budget chains represent real Threats to market share and profitability. Overall, compiling and interpreting this data not only deepened my understanding of hospitality and strategic planning but also underscored how critical it is to address both external pressures and internal dynamics for sustained organizational success.
[bookmark: _Toc191925884]5. DISCUSSION
1. [bookmark: _Toc191925885]Introduction
This section critically interprets the research findings from the Travelodge Chippenham Leigh Delamere Eastbound and Westbound hotels in relation to existing scholarship on staffing constraints, leadership strategies, and workforce retention in hospitality. Drawing on recent academic literature, the discussion highlights how location-specific factors, organisational structure, and HR management approaches intersect to influence staff well-being, operational continuity, and service quality. Limitations of the study are acknowledged, and potential areas for organizational improvement and future research are proposed.
[bookmark: _Toc191925886]2. Interpretation considering Existing Literature
2.1 Location Constraints and Workforce Availability
The present findings underscore the significance of location in the hospitality sector, particularly in motorway-based environments where limited public transport contributes to recruitment and retention challenges. Peetz (2019a) similarly observes that remote or hard-to-reach sites experience greater difficulty in sourcing and maintaining a stable labour force, owing to commute barriers and limited local talent pools. At Leigh Delamere, the reliance on personal vehicles intensifies the perceived burden of low or minimum wage roles, creating a recruitment bottleneck.
• Implication: While location remains a static factor, strategic partnerships with local authorities or rideshare companies can help mitigate commute issues (Richbell & Minchin 2011a). Incentivizing carpool arrangements or offering transport subsidies may expand the potential employee pool and reduce turnover stemming from travel-related obstacles.
2.2 Staffing Shortages, Turnover Frequency, and Resulting Pressures
Quantitative turnover data and qualitative insights revealed frequent departures among housekeepers, resonating with studies showing high turnover in physically demanding hospitality roles (Dogru et al, 2023a). Employees noted insufficient managerial attention to compensation increments, aligning with Armstrong & Taylor (2023), who argues that wage dissatisfaction is a primary driver of attrition in lower-tier service positions. Furthermore, the qualitative evidence indicates that unfilled positions rapidly escalate workload for remaining staff—amplifying stress and prompting further resignations (Goh & Okumus 2020a).
• Implication: Enhancing wages or introducing workload-adjusted pay differentials for more taxing roles may gradually reduce turnover (Wang & Tseng, 2019a). Coupled with improved on-site facilities (e.g., break areas, staff meals), these measures can promote a sense of care and loyalty, potentially halting the cyclical departure pattern.
2.3 Leadership Styles: A Complex Coexistence
The coexistence of authoritarian (top-down) and participative (bottom-up) leadership styles emerged as a consistent theme in this research. These findings resonate with Wang and Tseng (2019b), who demonstrate how mixed leadership approaches can create ambiguity in employee expectations. The Area Operations Manager often exercised a directive, autocratic style, contrasting with the more laissez-faire or democratic tendencies of local Hotel Managers. While the autocratic stance can rapidly enforce company-wide policies, it may stifle employee empowerment (Mullins 2007a).
• Implication: Encouraging a situational leadership framework can help managers alternate effectively between more directive and more inclusive approaches (O’Gorman & Gillespie, (2010a). By training mid-level managers to assess context and shift appropriately, Travelodge can unify management efforts and minimize contradictory directives that impede day-to-day operations.
2.4 Organizational Design Insights
Mintzberg’s five-part model remains a useful lens for understanding hierarchical decision flows in large hospitality chains (Mintzberg, 1989d). At Travelodge, strategic directives from the Operating Board (apex) filter down to site-level management and frontline staff (operating core). However, rigid corporate structures occasionally hamper swift local problem-solving, a challenge (Dogru et al, 2023b). identifies within global hospitality organizations. Although the techno structure (e.g., centralized HR, revenue management) ensures standardization—fundamental for consistent brand identity—onsite adaptability can lag, as local managers often lack the autonomy to respond immediately to surging occupancy or sudden staff absences.
• Implication: A partially decentralized model granting local managers more discretion in scheduling or temporary hiring could bolster operational agility (Armstrong & Taylor (2023b). Through pilot schemes or controlled experiments, Travelodge can gauge whether increasing site-level authority reduces service disruptions without diluting brand standards.
2.5 HR Metrics, Technology, and Evidence-Based Decision-Making
Travelodge’s use of the Elementsuite HR platform illustrates the industry's pivot toward data-driven workforce management (Ozturk, Hancer & Im 2014a). While the system captures employee attendance, turnover trends, and performance evaluations, bridging identified problems and practical solutions is critical. As Goh & Okumus (2020b) points out, information alone does not rectify root issues if organizational culture lacks responsiveness. At Leigh Delamere, the system flagged high housekeeping turnover, yet local management sometimes lacked the resources or authority to institute relevant interventions (e.g., flexible shift bundling or job rotation).
• Implication: Embedding a follow-up protocol is vital, where frequent red flags (e.g., repeated absences under a single manager) prompt targeted action—manager retraining, salary reviews, or one-on-one consultations. In this way, HR technology moves beyond diagnostics and contributes to ongoing solutions (Armstrong & Taylor 2023c).
2.6 Employee Motivation and Retention: A Herzberg Angle
The data supports Herzberg’s Two-Factor Theory by highlighting how both intrinsic (e.g., recognition, growth) and extrinsic (e.g., wages, shift patterns) factors influence retention (Codling S, Pinnock J, Barrett E, et al. (2023).  At Leigh Delamere, minor acts of acknowledgment (e.g., a “thank you” note from the manager) were often cited by employees as morale boosters. Simultaneously, they pointed to stagnation and limited upward mobility as key disincentives. This finding echoes Ozturk, Hancer & Im (2014b) who identify clear career pathways as a crucial component for staff continuity in the lodging segment.
• Implication: Integrating immediate recognition (e.g., monthly achievement awards, skill-based pay raises) with medium-term development schemes (e.g., cross-departmental training, leadership apprenticeships) can foster an environment where staff perceive tangible progression (Wang & Tseng, 2019c). Such blended approaches affirm employees’ longing for both immediate appreciation and future prospects.
2.7 Impact on Guest Satisfaction and Service Delivery
Staffing gaps manifested in delayed check-ins, suboptimal room readiness, and reduced interaction with guests—a pattern consistent with findings by Goh & Okumus 2020c). Once employees are overloaded, they cannot maintain the service standard Travelodge markets. Consequently, guests express dissatisfaction, leading to potential reputational harm (56 Mullins 2007b). Teams who experience constant operational strain may further reduce discretionary effort, exacerbating slipshod cleaning or rushed guest interactions.
• Implication: As the present findings show, addressing labour shortfalls is a frontline challenge. Whether via targeted staff scheduling, “floater” staff rosters for peak times, or better wage incentives, ensuring consistent workforce availability is crucial to fulfilling the brand promise (Armstrong & Taylor, 2023d). Travelodge might also incorporate a proactive approach by analysing guest occupancy forecasts and mobilizing staff accordingly.
2.8 Strategic Tools: SWOT and PEST Revisited
Applying SWOT and PEST to Leigh Delamere’s context helped parse how macro-level forces (e.g., minimum wage policies, rising competition from other budget chains) intersect with internal constraints (Peetz, 2019b). The findings highlight Travelodge’s broad brand visibility and standardized offerings as formidable strengths yet emphasize vulnerabilities tied to remote site management and tight labour markets. According to O’Gorman & Gillespie, 2010b) such analyses must not conclude with problem identification but extend to formulating action plans—an area where some lodging operators falter.
• Implication: To remain agile, Travelodge should regularly revisit SWOT and PEST frameworks, updating them in line with new labour regulations or changes in consumer behaviour. Maintaining fluid synergy between strategic planning and immediate operational adjustments may differentiate those sites that thrive from those struggling with chronic workforce and service issues (Wang & Tseng, 2019d).
3. Alignment with Research Objectives
• Objective 1: Identify Staffing Shortages
Findings showed a pronounced shortage in housekeeping roles: 14 resignations and 1 dismissal out of 21 employees over six months. This aligns with extant research on turnover hotspots within hotels (Dogru et al, 2023d). High physical demands, minimal pay increments, and long commutes all converged, offering a coherent explanation for the scale of under-staffing.
• Objective 2: Examine Staff Attitudes and Job Satisfaction
Staff interviews illuminated a preference for managerial support and recognition, underscoring how intangible factors such as feeling “valued” strongly correlate with retention (Codling S, Pinnock J, Barrett E, et al. 2023) Observational data revealed that top-down approaches from senior managers might overlook frontline staff’s job stressors, weakening morale and fuelling attrition.
• Objective 3: Explore Recruitment Strategies
Existing hiring methods primarily relied on conventional channels (e.g., online postings), with limited effort directed at forging local partnerships or establishing more competitive wage structures (Richbell & Minchin, 2011b). The data suggest that offering transport stipends or localized partnerships could plug labour gaps, but robust cost–benefit analyses are required to sustain profitability.
• Objective 4: Propose Recommendations
Proposed interventions include wage reviews, “express” transport solutions for staff, structured development paths, and flexible rosters. Referring once again to Armstrong & Taylor (2023e) organizations aiming for sustainable retention must holistically tackle pay, work environment, and long-term career growth.
   4. Limitations
4.1 Restricted Case Scope
Analysis was confined to two motorway-based Travelodge properties, limiting transferability to city-centre or international hotel contexts (Yin, 2018). Comparisons with other geographically diverse sites would strengthen the external validity of findings.
4.2 Limited Duration of Observation
Due to the relatively short placement, only a snapshot of turnover trends, scheduling conflicts, and leadership styles was possible. A longer study may reveal seasonal patterns or the impact of new corporate policies over time (Richbell & Mincin, 2011c).
4.3 Potential Response Bias
Interviews were informal, and staff might have been hesitant to share candid views if they feared repercussions. Though anonymity was assured, Dogru et al, (2023e) argue that the dynamic of internal research can generate self-censorship or selective disclosure 
4.4 Managerial Sensitivities
Candid critiques of leadership might have been tempered by concerns over hierarchy or the chain’s public reputation. Future studies might incorporate confidential third-party surveys to mitigate these pressures (Ozturk, Hancer & Im 2014c)
5. Critical Areas for the Placement Hotel Operation
5.1 Transport and Wage Solutions
Findings confirm that the motorway location aggravates staff dissatisfaction, particularly when combined with minimal pay. Collaboration with local councils or taxicab firms for discounted staff transport could mitigate this stressor (Richbell and Minchin, 2011d). In parallel, a small wage premium for challenging shifts or physically demanding roles (e.g., housekeeping) may reduce chronic vacancies (Wang & Tseng 2019e).
5.2 Recognition and Career Progression
A recurring staff request was clearer pathways for advancement (Codling S, Pinnock J, Barrett E, et al. (2023) In a budget hotel context often labelled as “dead-end” work, structured advancement (e.g., housekeeping to supervisor, reception to front-office manager) may boost engagement. Armstrong & Taylor (2023f) suggests that frequent, even small-scale, recognition (reward vouchers, certificates) can reinforce staff enthusiasm in the face of heavy mundane tasks. 
5.3 Decentralized Decision-Making
When confronted with sudden staff shortages, local managers currently have limited autonomy to recruit temp workers or adjust pay rates. Granting carefully delineated powers could expedite problem-solving. As O’Gorman & Gillespie (2010c) emphasize, bridging strategic apex control with site-level flexibility can drive timely interventions, benefiting guests and staff alike.
5.4 Technology-Enabled Continuous Feedback
Elementsuite’s HR dashboards could be expanded to trigger “action items” when certain milestones are reached (e.g., multiple resignations or unfilled roles in a month). This ensures accountability, prompting managers to implement scheduled reviews or open staff forums. Such data-driven immediacy can forestall crises before they undermine service quality (Ozturk, Hancer & Im 2014d). 
5.5 Proactive Service Planning
Adopting a “floater” team approach—where trained staff are deployed cross-functionally during peak hours—could reduce service lapses. If occupancy forecasts indicate higher weekend arrivals, for instance, managers may redistribute reception or housekeeping staff to pre-empt backlogs. This sort of dynamic scheduling also fosters skill variety, a factor known to improve job satisfaction (Mullins 2007c).
[bookmark: _Toc191925887]6. FUTURE DIRECTIONS
• Comparative Multi-Site Analyses
Examining other Travelodge properties—particularly urban or suburban hotels—could discern whether the Leigh Delamere challenges align with broader patterns or remain uniquely motorway-centric (Peetz, 2019c).
• Longitudinal Research
Extending observation beyond one term would capture fluctuations in occupancy and staffing patterns throughout the year, providing stronger evidence on whether recommended interventions yield lasting impact.                    • Quantitative Measures of Leadership and Engagement
Employing validated surveys on leadership effectiveness, job satisfaction, and burnout indices could deepen understanding of how specific leadership behaviours shape staff retention (Wang & Tseng, 2019f).
• Economic Evaluation
Cost-benefit analyses of proposed solutions (e.g., wage top-ups, transport reimbursement) would help Travelodge weigh financial risks against the potential upside of lowered turnover and enhanced guest satisfaction. 
[bookmark: _Toc191925888]7. CONCLUSION

	The findings from the Travelodge Chippenham Leigh Delamere case study underscore the intricate relationships among location-based constraints, leadership dynamics, and strategic HR measures in the hospitality sector. Positioned within the broader discourse on workforce management, organizational structures, and employee motivation, the evidence suggests that maintaining stable staffing levels and delivering good quality guest experiences at a motorway site requires multifaceted, deliberately tailored interventions. Measures such as addressing pay-related challenges, strengthening local recruitment channels, formalizing recognition efforts, and enhancing leadership alignment emerge not simply as isolated initiatives but as key strategic imperatives within the evolving budget hotel landscape. In conclusion, this research affirms that a data-driven, integrated management approach is vital for curbing repeated labour shortages and quality shortfalls, ultimately preserving Travelodge’s brand strength and supporting sustainable growth.
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