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The hospitality sector is also faced with a growing mental health crisis, and the latter is largely determined by the excessive working hours, high stress levels, and constant emotional labour. Staff members are often required to provide the same level of service during uneven work hours and underpayment, which lead to high turnover rates and widespread burnout. The given research will focus particularly on worker well-being, stigma related to mental health and institutional barriers hindering open conversation and effective assistance. The analysis is based on a PESTEL analytical framework because using a secondary research, peer-reviewed literature, and industry reports, the study examines the political, economic, social, technological, environmental, and legal aspects of the problem. Results demonstrate strong interrelationships between inadequate mental health, high turnover of staff, low service quality, and risk of negative publicity to the employer. Despite the wellness programs adopted in some organisations, the reactions have been haphazard and varied.
Keywords: Hospitality industry, Mental health, Emotional labour, Burn out, Structural reform.



Introduction  
The hospitality industry is an economic sector of critical significance to the global economy, which provides millions of people with jobs and at the same time is one of the most labour-intensive and human-oriented sectors (Elshaer, 2023). The employees of these institutions are in direct contact with the visitors every day in highly stressful settings, in most cases, working long and abnormal hours hence, their high turnover rates and psychosocial burnout. The latter pressures have been exacerbated in the post-COVID-19 context, with the problem of insufficient staffing, significant customer demands, and operational pressures introducing new challenges to the protection of the employee well-being. This growth has increased the situational pressure on the mental health, as hotels and restaurants attempt to maintain the quality of their services, and mentally ill employees (Cooper and Hall, 2019). Moreover, the mental -health crisis has become visible since it is more recognised as a core to sustainability, retention, and organisational resilience (Costa and Costa, 2022). This paper has considered these systemic impediments and goes beyond personal coping styles to present institutional changes at a bigger scale. Its goals include: (i) to debate the implications of mental-health challenges on the hospitality industry; (ii) to examine the existing responses of the industry; and (iii) to suggest strategies of structural change in the long-run.
 Literature Review  
Theoretical Frameworks  
 PESTEL Analysis  
The PESTEL analysis provides a holistic insight into the external forces with direct impact on the mental health of the hospitality industry. There are differences in the labour laws in different jurisdictions that tend to leave loopholes in the coverage of employees (Kwart et al., 2025). Real time booking systems are very efficient in the operations but at the same time can subject them to constant monitoring strains (Filep et al., 2024). Crises related to the environment, like pandemics, also increase the anxiety of staff members, and the legal requirements in relation to employee care are not executed uniformly.  
[image: PESTEL analysis. Source: the authors.]
Figure 1 PESTEL Analysis
Source: Segura et al. (2023)
 Job Demands -Resources (JD-R) Model.  
Empirical studies have validated that the JD -R model explains the occurrence of strain when job demands are high but not balanced by the limited resources. Long shifts, complaints of guests, and multitasking increase the lack of autonomy, insufficient managerial support, and lack of appreciation (Batabyal and Das, 2019). Burnout, stress and turnover intentions increase when the resources can no longer balance the demands. More than 100 empirical studies show that the model has predictive validity. Front-desk clerks in hotels, in particular, tend to have tight workloads and a strict schedule, which leads to the development of emotional exhaustion and the increase of turnover rates (Harju et al., 2021). This model explains why the hospitality industry is particularly susceptible to the chronic stress and turnover.  
[image: The Job Demands-Resources (JD-R) model]
Figure 2 The Job Demands-Resources (JD-R) model 
Source: Hossan et al. (2022)
Mental Health in Hospitality Current State.  
The issue of mental health in the hospitality sector has been an area of concern, and stress, burnout, and anxiety in all occupations are high (Koniari, 2025). These issues cut across hotels, restaurants, bars and event management. The event employees have to deal with unexpected peaks, whereas the hotel employees have to face the guests all the time without a lot of time off. Things have been worsened by the cost-of-living crisis, which has caused the financial insecurity of many employees (Costa and Costa, 2022). Charitable organisations like Hospitality Action have had the highest volumes of calls through the helpline which highlights the depth of the crisis and the urgency of solutions that are systemic.  
Factors that led to the Mental Health Crisis Deepening in the Hospitality Industry
Long working hours, abnormal working schedules, and inadequate compensation are significant sources of stress, which interfere with rest and sleep. Depression and anxiety cost the world about USD 1 trillion in terms of lost workdays due to depression and anxiety (12 billion). Semi-temporary and zero hour contracts, which also come with the ongoing emotional labour in the interactions with guests, also do away with resilience. Mental health aggravated during COVID-19 and most workplaces did not have formal support policies (Villarreal-Zegarra et al., 2022).
[image: Contribution of factors used to explain mental health variance in models of level of mental health and change of mental health (all statistically significant except polygenic risk score in the model of change).]
Figure 3 Contribution of factors used to explain mental health variance in models of the level of mental health 
Source: Marsman et al. (2020)
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The mental health crisis has very serious consequences on the hospitality industry. Burnout is a highly significant predictor of voluntary departure, which worsens staff shortage making many establishments to work fewer hours or close down (Koniari, 2025). When exhausted employees find it hard to meet service expectations, the quality of services declines, and emotional exhaustion is associated with service sabotage. As a result, reputational risks are created, organisations poorly tackling the well-being of staff face recruitment challenges (Tsaban and Shavit, 2025). The hotel occupancy rates were also sharply decreased in the times of the COVID-19 pandemic, and most visitors (58%) reported moderate satisfaction levels, which also depict the impact of the crisis on patronage and the quality of services.
[image: Graphs of COVID-19 Effects on Hotel Services Patronage Source: Fieldwork June 2020]
Figure 4 Graphs of COVID-19 Effects on Hotel Services Patronage 
Source: Danso et al. (2020)
 Research Gap  
Irrespective of the adoption of numerous initiatives, it is shown by empirical evidence that an effective remedy lapse still persists. Wellness interventions, including mindfulness and counselling, and Employee Assistance Programme (EAP) provisions are provided in larger hotel chains (Hospitality Action, 2024). However, their usage is not fixed and stigma still prevents interaction. Effective luxury brands have experimented with flexi-working and wellness apps; however, such efforts are focused on personal coping strategies, as opposed to driving systemic change. Already with the improved support provisions, about half of the employees still note that their mental health worsens, which highlights the insufficiency of existing efforts (The Conference Board, 2022). What is still lacking is industrial policy reform that is based on policy prescriptions, such as the fair rota system, minimum staffing, and duty of care that can be enforced.
Method  
The current study makes use of a secondary research design, which involves the synthesis of information in peer-reviewed journals, industry reports, and other relevant case studies, to examine the issue of mental health crisis in the hospitality industry. Further on, reports of professional associations and charitable organisations, such as Hospitality Action, added to pragmatic views on the industry responses. In the case of a 2024 surge of 25% in calls to Hospitality Action EAP helpline, the severity of staff mental health issues and the ineffectiveness of the current measures were highlighted (Hospitality Action, 2024). The analysis framework will be based on a PESTEL model, which includes political, economic, social, technological, environmental, and legal factors of mental health. However, relying on secondary sources puts restriction, especially that it may be biased in the region and direct employee accounts may not be included, which is inevitable when future primary studies should address this shortcoming (Tribe, 2009).
Theme Impact Analysis  
PESTEL Analysis
Political  
The strategy towards mental health in the hospitality industry is largely determined by political and regulatory frameworks, which are operationalised in the form of labour legislation and occupational health and safety requirements (Thompson and Scott, 2023). The equal priority of physical and mental health has been supported by the Health and Safety Executive in the United Kingdom but this is not formally followed in many hotels. Studies show that mental health services are slightly mirrored in the sectoral safety policies, thus denying many of the employees the formal protection (Elshaer, 2023).  
Economic  
Suboptimal mental health has severe economic effects. The already slim profit margins are destroyed by absenteeism, presenteeism and staff turnover. In the United Kingdom, employers incur an estimated cost of about 51 billion British pounds every year due to poor mental health and that cost is mainly through presenteeism (Deloitte, 2024). Hospitality businesses are also facing more challenges, because training human resource becomes expensive and inconvenient to replace (Batabyal et al., 2019). A hotel chain based in London has recently closed down one of its restaurants due to shortage of labour hence tainting its reputation and streams of income. Subsequently, mental health intervention not only provides ethical returns but also financial returns (in the form of improved productivity and retention) (Elshaer, 2023).  
[image: Factors Influencing Hotel Revenue Management in Times of Crisis: Towards  Financial Sustainability]
Figure 5 Factors Influencing Hotel Revenue Management in Times of Crisis Source: 
Santos et al. (2024)
Social  
The social expectations with regards to the well-being of employees are changing. The newer generations of workers request transparency on mental health, whereas guests are becoming more aware of the connection between the welfare of the staff and the quality of services (Tsaban and Shavit, 2025). Service interactions are more real and human-centered when the employees feel that they are being supported by the organisation hence enhancing employee satisfaction. The level of stigma is still high, which suppresses disclosure. The visualisations represent five employee wellbeing profiles, and it is possible to note that most employees have moderately positive wellbeing whereas flourishing is associated with high positive experiences and psychosocial wellbeing and languishing or apathy are related to lower overall wellbeing. 
[image: Frontiers | Employee Well-Being Profiles During COVID-19 Lockdown: A Latent  Profile Analysis of French and UK Employees]
Figure 6 Employee Well-Being 
Source: Harju et al. (2021)
Technological  
There is a two-fold effect of technology on well-being in the hospitality industry (Filep et al., 2024). Digitised counselling and wellness apps increase accessibility, and artificial-intelligence-based scheduling programs and performance tracking may interfere with autonomy and increase stress. One of the major hotel chains launched a mindfulness and counselling app that initially received a large amount of attention, but most of the employees stated that digital connectivity increased their stress to be available always, which is a growing technostress load (Filep et al., 2024). The graphical data show that the use of digital technology has an uneven effect on the psychological well-being: the neutral effect is observed with moderate screen time (2404 hours), and the more negative effect with longer screen time (more than 6 hours).
[image: Digital and Psychological Well-Being Among Technical University Students:  Exploring the Impact of Digital Engagement in Higher Education]
Figure 7 Digital and Psychological Well-Being Among Technical University Students 
Source: Neagu and Vieriu (2025)
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The effect of environmental pressures on the mental health of staff is vast (Almond et al., 2022). Although sustainability has taken center stage as a hospitality strategy, the welfare of workers has never been touched in the context of sustainability. The COVID-19 pandemic was one of several crises that increased the stress levels and revealed multiple weaknesses in support systems. Climate change also creates risks, such as resorts being faced with floods or fires that drive the workers away and make them more insecure (Elshaer, 2023). The graph that has been provided shows that there was a rise in reported youth mental health concerns after the pandemic in all the countries, with the most significant growth in China, the United Kingdom, and the United States.  
[image: Impact of COVID-19 Confinement on Mental Health in Youth and Vulnerable  Populations: An Extensive Narrative Review]
Figure 8 Impact of COVID-19 Confinement on Mental Health in Youth 
Source: Reiriz et al. (2023)
Legal  
Laws have a duty of care requirement, but most employers do not meet the requirement. Law In some jurisdictions, mental health is recognized under employment law, but litigation is still uncommon since employees are afraid of being fired (Almond et al., 2022). The case of settlements in Australia occurred where a group of restaurant employees filed a complaint regarding excessive work hours and negligence which later caused the introduction of mandatory mental health training to every employee. Even though many hospitality employees complain of mental-health challenges, legal claims are relatively painful, which indicates a misalignment between the prevalence and responsibility (Elshaer, 2023).  
Industry Responses  
The reactions of the industry have been mixed. Other hotels have gone on the offensive, providing wellness programmemes, shorter shifts, or counselling services (Almond et al., 2022). One Scandinavian hotel chain experimented with a four-day workweek and found that it led to a 20%. decrease in turnover in a year. Mental-health challenges have also been identified, creating awareness and leading to a healthier culture in the workplace by training managers to recognise them (Villarreal-, Zegarra et al., 2022). Figure 9 depicts that from 2015 to 2021, the number of students diagnosed with mental-health issues steadily increased, with the prevalence of depression and anxiety disorders as the most widespread and academic distress being also significantly more common in the recent years.  
[image: Mental Health Support in Higher Education during the COVID-19 Pandemic: A  Case Study and Recommendations for Practice]
Figure 9 Mental Health Support in Higher Education during the COVID-19 
Source: Lisiecka et al. (2023)
Conclusion  
The hospitality sector is facing an escalating mental health crisis that is fuelled by the structural factors like long working hours, poor payments, emotional work, and poor organisational policies. This crisis compromises the well-being of the staff, the quality of the provided services, and the turnover rate increases, which poses a great financial and reputation threat to the employers. Although some of the businesses have implemented the wellness programmes, and reforms in policies, the responses are still weak and few in number. To overcome these challenges, a systemic change at the political, economic, and cultural levels is required to ensure the sustainability of operations and healthier working places among employees.  
Recommendations  
Organisational Recommendations.  
Organisations should ensure that mental-health considerations are incorporated into their human-resource policies and put well-being as a structural priority and not a discretionary benefit. It has been shown that organizations with health policies have the opportunity to cut down sick days by about 33‛, which is a definite payoff (SHRM, 2024). As an example, Accor implemented a mental health training of managers in Europe, which led to increased staff morale and retention. Open conversation is also vital since stigma discourages assistance to most employees (Koniari, 2025). 
 Recommendations at an Industry Level.  
At the industry level, the associations should come up with explicit standards on mental health to inform both small and large employers (Almond et al., 2022). The campaigns across the sectors are also essential to decrease the stigma and normalise the idea of seeking support. In the United Kingdom, such as Hospitality Action, there is counselling, which employers partially fund, which illustrates how the shared approach can share the costs and expand access (Hospitality Action, 2024).  
 Policy Recommendations  
The governments are supposed to offer incentives to businesses that invest in the well-being of their staffs like tax breaks to companies with certified mental-health programmes. It is also necessary to strengthen the implementation of working hours and fair remuneration, because excessive overtime is also widespread in the hospitality business (Costa and Costa, 2022). In 2023, almost 60% of employees noted having to work hours that are anti-social and harmful to their health, which is why regulation is needed. Laws must be explicit in the mandatory inculcation of mental-health shields in the duty of care of employers (Almond et al., 2022).  
Future Research  
The study needs to be further developed to determine the long-term payoff of mental-health interventions in the hospitality sector. Recent research concentrates on short-term satisfaction without paying attention to long-term effects on turnover, productivity and quality of service. Transnational research would also be useful since cultural attitudes and labour laws create significantly different situations. An example is to contrast the effectiveness of wellness programmes in Scandinavian hotels with the Asian-Pacific resorts to shed light on variables that are structural and determine the outcomes.
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