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Chapter 1: Introduction 
1.1 Background of the study 
	Research shows that the hospitality industry is incredibly competitive as of present, and hotel’s long-term success relies almost entirely on keeping guests happy so they would want to come back (Ali & Anwar, 2021). When people think about what makes a hotel successful, they usually think of the front-of-house staff, like the reception team or the restaurant staff, because most of the time they are the public face of the business. However, the housekeeping department is truly the operational backbone of any hotel, as without them, a hotel cannot sell its primary product, which is a clean, comfortable guest room (Bharadwaj, 2022). Despite how important the housekeeping department is for securing good online reviews and repeat bookings, housekeepers are often treated as invisible, behind the scenes workers. Room attendants spend most of their shifts working alone in guest rooms, meaning managers and guests rarely see them unless something goes wrong. Therefore, on top of being socially isolated, the job itself is quite exhausting. It involves lots of physical labour, repetitive tasks, strict time limits and sometimes, but in few cases, low pay. Because the job is so demanding, figuring out how to keep the staff motivated is one of the biggest challenges hotel managers face today. 
1.2 Problem statement 
	In a busy housekeeping department, the frontline supervisors are the most important link between upper management’s targets and the staff on the floor. Housekeeping supervisors do not just sit in an office, they are on the floor everyday checking their assigned rooms, dealing with sudden callouts, checking the cleaning standards and trying to hit the time productivity. According to Eva et al. (2019), because they work so closely with the room attendants, the way they talk to their staff, the way they handle pressure and show their empathy completely sets the mood for the whole department. 
	Mayfield (2018) highlights that when a supervisor is supportive of their staff, gives clear directions and notices when someone is working hard, the staff tend to feel more valued and want to do a better job. However, research also shows that when a supervisor is critical, only speaks to staff to tell them off or treats them like machines, morale plummets and people start quitting their job (Nunes & Palma-Moreira, 2024). While there is plenty of research on management styles and motivation in big corporate offices, there is not research done enough about how this works on the hotel floor. Most hospitality studies rely on quantitative surveys, which usually means asking staff to check boxes in a questionnaire, which completely misses the real, messy everyday experiences of hardworking staff. Qualitative research is needed to make sure that housekeepers are listened to, and to explore how their supervisor’s behaviour affects their daily morale. This study aims to fill that gap by looking directly at the relationship between supervisor leadership and employee motivation within the housekeeping department. 

1.3 Significance of the study 
	This study holds both academic and practical significance. From a theoretical perspective, it tests well-known management frameworks withing a low-autonomy operational setting, which has traditionally been under-researched. For hotel managers and HR professionals, this research offers real and practical insights. By identifying specific supervisor behaviour that either enhance or degrade employee morale, this study can help hotels design better training programs for their supervisors, improve communication between staff, stop staff from quitting and ultimately keep room standards high. 
1.4 Research Aim and Objectives 
	The primary aim of this dissertation is to explore how the leadership styles practices by operational supervisor’s influence employee motivation and morale within the hotel housekeeping departments. 
	To achieve this aim, the study will address the following four specific, academically measurable research objectives: 
· To examine the core leadership behaviours and communication styles actively demonstrated by supervisors within a housekeeping department. 
· To analyse how room attendants perceive, interpret and experience the day-to-day leadership practices of their immediate supervisors. 
· To assess the direct impact of these identified leadership styles on the intrinsic and extrinsic motivation levels of housekeeping staff. 
· To evaluate sector-wide frontline management approaches to formulate practical and actionable recommendations for enhancing supervisor training and employee retention in operational hospitality settings. 









Chapter 2: Literature review  
2.1 The frontline leadership hierarchy in hospitality 
	To understand the operational realities of the hospitality sector, a clear academic distinction must be made between high-level strategic corporate leadership and the immediate tactical oversight executed on the frontline. Within mainstream management literature, leadership is predominantly evaluated through executive lens. This traditional focus examines how chief executive officers and directors formulate corporate values, navigate macroeconomic shifts and steer long term organisational performance. However, in labour intensive service environments, corporate strategy retains little practical value unless it is effectively translated onto another shift. As argued by Bharadwaj and Sharma (2022), while high level brandings and corporate frameworks establish institutional guidelines, the baseline operational success of a hotel ultimately hinges on the daily management of back-of-house departments. 
	Supervisors occupy a structurally precarious position within the modern hotel hierarchy. They operate within a distinct organisational friction, tasked with enforcing rigid corporate key performance indicators (KPIs), such as inspection scores, tight labour budgets and strict, rigid time limits, while navigating the delicate interpersonal realities of a diverse, low paid staff. This position is further complicated by what Allan et al. (2021) identifies as a systemic work precarity, characterised by unstable, low-wage and insecure employment conditions. Within the service labour market, supervisors are structurally forced to balance top-down efficiency mandates against the high turnover and precarious employment conditions experienced by entry level staff. 
	Unlike executive leaders who operate from a strategic distance, housekeeping supervisors are deeply embedded in the physical execution of daily operational tasks. Their responsibilities include briefing staff before shifts, distributing physical assets, monitoring cleaning paces and personally auditing finished rooms. Consequently, their leadership is experienced by subordinates not as an abstract corporate philosophy, but as a continuous series of direct face to face interactions. However, despite this immediate impact, historical hospitality literature has frequently neglected this frontline layer, operating under the assumption that corporate leadership paradigms trickle down automatically and flawlessly from the boardroom. Shifting focus to the frontline experience, Grobelna (2020) demonstrates that ground level stressors, specifically excessive workloads and a lack of supervisor support, function as the primary antecedents of emotional exhaustion among frontline hotel workers. Therefore, this review contends that the immediate supervisor’s leadership style functions as an independent, highly volatile variable that exerts a far greater impact on a worker’s daily motivation and psychological well-being than any overarching corporate mission statement. 


2.2 Contemporary leadership paradigms: a critical dialectic 
Transformational leadership
	First introduced by Burns (1978) and later expanded by Bass (1985), transformational leadership theory essentially looks at how leaders inspire their teams to look past personal interests and pull together for the wider organisation. This paradigm relies on four core elements: idealised influence, inspirational motivation, intellectual stimulation and individualised consideration. Across general hospitality research, these transformational behaviours are widely praised for driving employee engagement, boosting local job satisfaction and curbing high turnover (Xian et al., 2020). When properly put into practice, they build a highly supportive workplace culture where employees feel genuinely connected to both their peers and managers, as proved by the findings of Kim et al. (2023) and Wardani et al. (2025). 
	 However, when analysing the specific operational realities of a housekeeping department in a hotel, several structural limitations of this transformational model quickly emerge. Housekeeping work is highly standardised and strictly governed by standard operating procedures (SOPs) that leave no room for intellectual stimulation or creative task alteration. A room attendant cannot independently reimagine how to clean a bathroom or prepare a bed, instead, they must adhere to a predetermined, timed sequence to preserve brand consistency. Furthermore, articulating an inspiring, shared vision is exceptionally difficult when the workforce remains physically isolated in separate guest rooms for the majority of their shifts. Therefore, while transformational theory offers a robust framework for emotional engagement on a conceptual level, its practical utility within low-autonomy, highly repetitive operational environments requires a more localised, qualitative critique.  

Transactional leadership 
	While transformational leadership focuses on shared values, the transactional approach is built on a straightforward economic swap: work for pay. Transactional managers lead through clear quotas and immediate rewards. They track performance closely and step in only when a worker misses the mark, a practice known as management-by-exception. Because modern hotels live and die by metrics, this transactional style is deeply embedded in daily shift management. The housekeeping departments run on unyielding daily targets, such as strict time allocations per room, to strict checklists for amenity placements and zero tolerance policies for cleanliness oversight. 
	 In a typical housekeeping department, transactional leadership operates as a strict, unrelenting loop. It starts when a supervisor sets a quota, often giving an attendant just twenty-five minutes per room, forcing them to work in isolation under intense physical strain and time pressure. Once the room is finished, the supervisor steps in to check the room, looking specifically for dirty spots or skipped steps in cleaning. This kind of oversight usually ends in purely punitive feedback, slowly chipping away at morale shift after shift. As Osazevbary and Osahon (2024) point out, while transactional mechanics are highly effective for hitting daily targets and forcing short-term compliance, they completely fail to build long-term motivation or emotional resilience. Pushed too far, this mechanical approach makes housekeepers feel completely undervalued and replaceable. If their only interactions with a supervisor is a corrective lecture, the workplace relationship becomes entirely punitive, which ultimately fuels workplace anxiety and drives voluntary turnover. 

Authentic and servant leadership 
	To counter the structural limitations of purely transactional frameworks, recent hospitality research has increasingly focused on values driven models, specifically authentic and servant leadership. According to Zhu (2025) authentic leadership prioritises transparency, ethical decision making, genuine behavioural consistency and high emotional regulation. When supervisors demonstrate authenticity, they actively bread down traditional managerial barriers that frequently divide low-wage staff from upper administration. Research done by Almutairi et al. (2024) highlights that this approach establishes a vital psychological safety net on the shift floor, allowing employees to speak openly about workplace challenges, physical injuries and operational bottlenecks without fear of professional backlash.
	Servant leadership goes a step further by flipping the traditional organisational pyramids upside down, drawing on the foundational principles establishes by Greenleaf (1977; 2025). This model requires the leader to prioritise the psychological wellbeing, personal growth and practical needs of their subordinates above everything else, an approach detailed by Eva et al. (2019). In a tiring setting such as the housekeeping department in a hotel, servant leadership manifests as a supervisor who actively focuses on removing daily workplace obstacles. Usually this includes ensuring that when on the shift, the cleaning equipment is fully functional and scheduling or room assigning is done fairly, as well as stepping in sometimes to help clean rooms when there’s not enough staff or the reception requests the rooms fast. By providing tangible, hands-on support and emotional validation, servant minded supervisors directly shield their teams against the intense physical and emotional exhaustion characteristic of hotel work, a strategy validated by Boutell (2025). 
2.3 Psychological frameworks of employee motivation and work strain 
	Employee motivation within hospitality cannot be understood separately from the working conditions experienced by employees. Housekeeping employees often work under strict time pressures, high physical demands and constant performance expectations, all of which can influence their motivation and wellbeing. Leaderhsip plays an important role in shaping how employees experience these challenges, making motivation theories particularly relevant when examining how supervisors influence their teams. Self-determination theory (SDT), as explained by Ryan and Deci (2020), offers a critical foundation for analysing these dynamics, arguing that sustained human motivation depends on satisfying three innate psychological needs, to which those are autonomy, competence and relatedness. Although housekeeping work is often highly structured, with employees expected to follow specific procedures and meet time-based targets, supervisors may still influence motivation by creating opportunities for recognition, providing constructive feedback and developing positive working relationships. Ali and Anwar (2021) argue that employees who feel supported and valued by their managers are more likely to demonstrate stronger motivation and organisational commitment. This suggests that even in roles where employees have limited control over their daily tasks, supervisory behaviour can influence how meaningful and motivating the work becomes. 
	However, motivation within housekeeping departments must also be considered alongside the pressures associated with the role. The Job demands-resources (JD-R) model proposed by Bakker and Demerouti (2023) explains that employee wellbeing is shaped by the relationship between workplace demands and available resources. High job demands can contribute to stress and exhaustion when employees lack sufficient support. In contrast, resources such as supportive leadership, effective communication and recognition can help employees manage these challenges. 
	Within hospitality environments, supervisors often represent the closest link between organisational expectations and employees’ daily working experiences. Yanling et al. (2021) highlight that positive leadership behaviours can improve employee engagement by reducing the negative effects of demanding working conditions. Similarly, Giusino et al. (2021) suggests that workplace wellbeing is influences not only by individual coping strategies but also by organisational practices and leadership approaches. This highlights the importance of examining supervisors not simply as individuals responsible for maintaining standards, but as key figures who shape employees’ daily experiences of work. 
	The relationship between leadership, motivation and workplace stair is particularly relevant in housekeeping because employees frequently operate behind the scenes while managing physically demanding responsibilities. According to Chela-Alvarez et al. (2021), psychical strain, workload pressure and limited recognition are challenges which affect the housekeeping employees. When supervisors focus primarily on productivity and task completion, employees may experience increased pressure and reduced motivation. However, when supervisors demonstrate fairness, provide support and acknowledge their employee’s contribution, they may help create a more positive working environment. Therefore, psychological frameworks highlight that employee motivation is influenced not only by demands of housekeeping work but also by the way the staff are managed within that environment. However, the ability of supervisors to apply motivating leadership behaviours may depend on the wider operational context in which they work. 
2.4 Leadership across different hotel operating contexts  
	Hotel environments differ considerably in terms of operational priorities, employment structures and service expectations. These differences shape the challenges supervisors face and influence how leaderships are experienced by housekeeping staff. As a result, supervisors may need to adapt their leadership approaches depending on the demands and expectations of each environment. Examining different hotel operating contexts therefore provides a useful perspective for understanding how supervisory leadership functions within housekeeping deferments. One important distinction within the hotel sector is between economy hotels, where operational efficiency and cost control are central priorities, and higher-end properties where service quality and guest experience are emphasised. These differenced can influence the extent to which supervisors are able to adopt supportive leadership approaches. For example, economy brands such as IBIS, operated by Accor, operate within a business model where consistency, standardisation and productivity are important for maintaining competitive pricing. Within this environment, housekeeping supervisors are often required to balance strict operational expectations with the need to maintain motivation among the housekeeping team. 
	The emphasis on efficiency within budget hotel environments may crate additional pressure for housekeeping team. Room attendants are commonly expected to complete tasks within certain timeframes while maintaining required quality standards, meaning supervisors may place greater focus on monitoring performance and ensuring procedures are followed. This reflects wider concerns regarding the increasing demands placed on hospitality employees, where job insecurity and limited resources can negatively influence staff and their wellbeing (Giousmpasogiou, 2024). While a focus on targets can support operational consistency, excessive emphasis on performance measures may reduce opportunities for recognition, staff involvement and relationship-building between supervisors and staff. In such settings, leadership can become more transactional, with motivation potentially influenced more by external pressures rather than by a sense of personal value or connection within the organisation. This may increase risks of employee exhaustion, burnout and turnover intentions within the economy sector. 
	However, different challenge emerges within premium hotel settings, where the focus extends beyond efficiency towards delivering a high-quality guest experience. Hotels such as Radisson Blu operate within an upper-upscale market where maintaining service standards requires employees to demonstrate attention to detail, commitment and a willingness to provide additional effort. In these settings, employee motivation becomes particularly important because service quality often depends on the attitudes and behaviours of frontline staff. A purely task-focused approach may therefore be insufficient, as supervisors must also encourage engagement, confidence and a sense of responsibility among the staff. Research suggests that supportive leadership behaviours can be particularly valuable within service environments where staff is required to manage emotional and operational demands (K. E. Green, 2026). Kim et al. (2023) highlight the importance of employee engagement in reducing negative workplace outcomes, while Xian et al. (2020) demonstrate that supportive supervisor behaviours can contribute to lower turnover intentions. Within premium hotel settings, leadership approaches that involve recognition, communication and employee development may therefore help supervisors create stronger relationships with housekeeping teams. This demonstrates that the effectiveness of a leadership style may depend not only on the behaviour of the supervisor but also on the expectations and demands wanted by the workplace. 
	A further complexity within contemporary hospitality is the increasing use of outsourced labour within housekeeping operations. Hotels such as Clayton hotels, operated by the Dalata hotel group, represent a model where external employment arrangements may influence the relationship between supervisors and employees. Outsourcing can provide organisations with greater flexibility in managing labour costs; however, it can also create challenges relating to staff attachment, fairness and workplace identity. Supervisors may find themselves managing employees with different employment arrangements, levels of security and connections to the hotel brand. These differences can create challenges when attempting to apply traditional motivational approaches. For example, opportunities for career development, organisational loyalty and long-term progression may have less influence among staff who experience temporary or uncertain employment conditions (Luwei & Huimin, 2024). Sanon (2013) highlights how housekeeping employees can experience limited visibility and recognition despite their important contribution to hotel settings, while Knox et al. (2014) discusses how fragmented employment structures can affect workers’ experiences of security and belonging. In these circumstances, supervisors may need to focus more heavily on building trust and creating a sense of inclusion among staff who may not share the same views with the workplace. 
	Overall, these examples demonstrate that supervisory leadership cannot be separated from the operational context in which it occurs. While leadership theories provide valuable insight into how managers influence motivation and wellbeing, the practical application of these approaches is shaped by factors such as hotel positioning, service expectations and employment structures. Understanding these differences is therefore essential when exploring how housekeeping staff experience supervisory leadership within different areas of the hospitality sector. 
2.5 Literature synthesis and research gap 
	The literature reviewed throughout this chapter provides valuable insight into the relationship between leadership, employee motivation and workplace experiences within hospitality. However, despite increasing attention towards leadership practices and employee wellbeing, important gaps remain regarding how these relationships are experienced within operational settings. Existing research provides limited understanding of the everyday experiences of room attendants and the supervisors responsible for managing them. 
	Firstly, a methodological gap can be identified within existing hospitality research. Much of the literature examining leadership and employee outcomes relies on quantitative approaches, particularly surveys measuring variables such as job satisfaction, engagement and turnover intentions. Although these studies provide useful evidence regarding broader relationships between leadership behaviours and employee outcomes, they offer limited insight into the personal experiences, perceptions and workplace interactions. A qualitative approach is therefore valuable in exploring how employees interpret behaviours within their daily working environments. Secondly, a hierarchical gap exists within leadership research. Existing studies frequently examine leadership at al organisational or senior management level, focusing on strategic decision-making and broader management practices (Mahmoud, 2025). However, supervisors occupy a unique position within hospitality operations, as they are responsible for translating organisational expectations into everyday experiences for staff. Despite their direct influence on workload allocation, communication, feedback and workplace relationships, supervisors remain comparatively underexplored within existing literature. Finally, a departmental gap remains regarding the study of housekeeping employees. Hospitality research has traditionally placed greater emphasis on customer facing departments, where employee interactions are more visible to guests and directly connected to service encounters (Ewanlen, 2022). In contrast, housekeeping employees often operate behind the scenes despite their essential contribution. The physically demanding nature of housekeeping work, combined with all the other challenges, creates a distinct environment that requires further investigation.
	Therefore, while existing literature provides important theoretical explanations of leadership and motivation, less is known about how supervisory leadership is experienced by housekeeping staff. This research seeks to address this gap by adopting a qualitative approach to explore those gaps within the housekeeping departments. The following chapter outlines the methodological approach adopted to investigate these experiences. 



















Chapter 3: Research methodology  
3.1 Research philosophy and approach 
	Research philosophy refers to the assumptions and beliefs that influence how knowledge is developed and how research questions are investigated. This study adopts an interpretivist philosophy, which recognises that social reality is constructed through individuals’ interpretations, experiences and interactions rather than existing as a single objective truth. Within organisational research, interpretivism is commonly associated with exploring how individuals understand and make sense of workplace situations (University of Nottingham, 2023; C. Nickerson, 2024). An interpretivist approach was considered appropriate because workplace behaviours and relationships cannot always be fully understood through measurable variables alone. Employees may interpret the same management practices differently depending on their personal experiences, expectations and organisational environment. Therefore, understanding workplace phenomena requires attention to the meanings people attach to their experiences. 
	This philosophical position contrast with positivist approaches, which aim to identify measurable patterns and establish objective relationships between variables. While positivist research can provide valuable insight into trends and associations, it can also provide limited understanding of the complexity and context surrounding human behaviour (Park et al, 2019). As this study aims to explore staff perspectives rather than measure the effectiveness of a particular leadership style, an interpretivist approach provides a better understanding. This study therefore adopts a qualitative approach, allowing participants to share their views in detail and helping the research explore workplace interactions more clearly. 
3.2 Research design 
	A qualitative research design was selected because it is suitable for exploring meanings, experiences and opinions, which made it appropriate for this study of workplace issues. The decision to adopt a qualitative was influenced by the exploratory nature of the research. Rather than testing a predetermined hypothesis or measuring relationships between different workplace factors, the study aims to gain a deeper understanding of how employees interpret workplace situations and supervisory leadership. This approach allows participants to describe their perspectives in their own words, providing insights that mat not be captured through quantitative methods. Although quantitative approaches can identify boarder patterns across larger samples, they often provide limited explanation of why staff respond to workplace situations in particular ways. A qualitative approach was therefore considered more appropriate for examining the context surrounding employee perceptions and interactions within a specific organisational setting. Furthermore, as the research was conducted within a single hotel department, the qualitative design allows attention to be given to specific circumstances, relationships and operational conditions that share the research setting. 

3.3 Research method: Semi-structured interviews 
	Semi-structured interviews were selected as the primary method of data collection, as this method provides a balance between structure and flexibility, allowing the researcher to explore consistent topics across participants while also enabling staff to expand on issues they consider important. Compared with structured interviews, semi-structured interviews give participants a greater opportunity to explain their perspectives in detail (Ruslin et al., 2022 & Tegan G., 2022). This is particularly valuable when researching workplace experiences, as discussions may reveal relevant issues that were not initially anticipated by the researcher. At the same time, the use of an interview guide ensures that key areas linked to the research objectives are explored consistently. 
	The interview guide was developed around broad areas relating to workplace relationships, communication, management practices and factors affecting employees’ working experiences. However, questions were designed to remain open-ended to avoid restricting participants’ responses or influencing their answers. Interviews took approximately 15-20 minutes, and due to practical and ethical considerations, they were not audio recorded. Instead, handwritten notes were taken during the interviews and reviewed afterwards to ensure that key points were accurately captured. 
3.4 Sampling strategy and participants 
	A purposive sampling strategy was adopted for this research because it involves selecting participants based on specific characteristics that are relevant to the research objectives. This approach is commonly used within qualitative research where the aim is to gain detailed insight from staff with direct experience of the topic being investigated (Campbell et al., 2020). As this research focuses on how supervisory leadership influences employee motivation within hotel housekeeping departments, participants needed to have experience working under such supervisory management. The study involved 6 – 8 room attendants, and they were required to have worked within the department for a minimum of three months, ensuring that they had sufficient experience to reflect on the leadership shown by supervisors, workplace expectations and their own motivational experiences. 
	The study focused specifically on housekeeping employees rather than managers or supervisors, and this decision was made because the research sought to examine the perspectives of employees who experience workplace practices directly. The sample size of 6 – 8 participants is considered appropriate for this qualitative study, as the aim is to achieve depth and detail rather than statistical representation. A smaller sample allows for more detailed exploration of individual experiences while remaining manageable within the time constraints of an undergraduate research project. However, it is recognised that findings from this sample will reflect the experiences of participants within a specific work setting and it may noy be directly generalisable to all hospitality employees. Due to the researcher’s supervisor role within said department, careful consideration was given to participant recruitment and voluntary participation. Employees were informed that participation was entirely optional and that choosing not to participate will have no impact on their employment, working relationships or future opportunities. This approach aimed to reduce potential feelings of obligation and address the possible power imbalance between the researcher and the participants. 
3.5 Data collection procedure 
	Before data collection commenced, ethical approval was obtained through the relevant university process. Participants were provided with a participant information sheet explaining the purpose of the research, what participation involved, any potential risks and how the information collected would be used and stored. Written consent was obtained before interviews took place, and participants were given the opportunity to ask questions before agreeing to take part. Participants were recruited voluntarily, with care taken to ensure that employees did not feel pressured to participate. This consideration was particularly important due to the researcher’s position within the same working environment. Employees were informed that participation was entirely optional and that choosing not to participate would have no consequences for their employment. 
	Interviews were conducted individually in a suitable private room to encourage open discussion and maintain confidentiality. The semi-structured format allowed participants to respond freely while ensuring that relevant areas were explored consistently. This approach also helped to create a more relaxed setting, which is important when discussing workplace situations that could be sensitive or personal in nature. As interviews were not recorded, written notes were produced each discussion. These notes were reviewed after each interview to ensure relevant information was accurately and key points were not overlooked. Any identifying information was removed during the organisation of data to protect participant confidentiality, and all research materials were stored securely and used only for the purpose of the dissertation. 
3.6 Data analysis: Thematic analysis 
	The interview data was analysed using thematic analysis, and it was selected because it provides a flexible approach for identifying patters and meanings within qualitative data. As described by Braun and Clarke (2006) and Gibbs (2007), thematic analysis enables the researcher to examine common ideas that emerge across participants, rather than focusing only on individual responses. The analysis followed an inductive approach, allowing themes to develop from participant responses rather than applying predetermined categories based solely on existing literature. Initial analysis involved reviewing interview notes and identifying recurring ideas, similarities and differences between responses. These initial observations were then organised into bigger themes that represented significant patterns within the data. 
	The process involved familiarisation with the collected information, generating initial codes and reviewing relationships between codes and developing themes that reflected the overall findings. Throughout the analysis, attention was given to maintaining participants’ intended meanings and avoiding assumptions on the researcher’s own workplace knowledge. Due to the researcher insider position within the department, reflexivity was considered important throughout the analysis process. Reflexivity involves recognising how the researcher’s own experiences and position may influence interpretation and taking steps to minimise personal assumptions. 
3.7 Ethical considerations
	Ethical considerations were incorporated throughout the research process to protect participants and ensure responsible research practice. A key ethical consideration was the potential power imbalance created by the researcher’s supervisory position within the department, as participants may have felt concerned about expressing negative opinions or declining participation. To address this issue, participation was entirely voluntary and the room attendants were informed this will not affect them or their job in any way. Confidentiality and anonymity were maintained by removing any information from the research notes and reporting findings without revealing any identities. Participants were informed about how their information and answers will be used, and that they had the opportunity to withdraw from the study within an agreed timeframe. 
	The research also considered the sensitivity of discussing workplace experiences, therefore the participants were encouraged to provide honest responses, while measures were taken to ensure that the information shared was confidential. All research materials were stored securely and accessed only by the researcher with the purpose of completing the project. The study followed institutional ethical requirements and was conducted only after appropriate approval has been obtained.  
3.8 Methodological limitations 
	Several methodological limitations should be acknowledged. Firstly, the small sample size means that findings cannot be generalised to all hotel housekeeping employees or hospitality organisations. Instead, the study aims to provide detailed insight into participants' perspectives within a specific organisational context. Secondly, the research was conducted within a single workplace environment, meaning that findings may be influenced by the specific organisational culture, management practices and conditions of that setting. A further limitation related to the researcher’s insider position within the workplace, because while familiarity with the workplace may provide valuable contextual understanding, it also creates the possibility of researcher bias or participants modifying their responses due to perceived power relationships. Efforts were therefore made to maintain reflexivity, protect confidentiality and ensure voluntary participation. Finally, the absence of audio recording may have limited the level of detail available during analysis, however, written notes were considered more appropriate due to the ethical and practical considerations. 




Chapter 4: Analysis of Data and Discussion of Results
4.1 Introduction
	This chapter presents the analysis and discussion of the data collected through semi-structured interviews with the housekeeping staff. The purpose of the analysis was to explore how employees perceive supervisory practices within their working environment and how these experiences relate to their motivation, workplace relationships and overall experience of working within a hotel housekeeping department. The interview answers were analysed using thematic analysis, allowing common patterns and important ideas to be identified across participants. Rather than examining individual responses separately, the data was organised into bigger themes that represented shared experiences among the participants. Four main themes were developed from the analysis, those being supportive supervision as a foundation for confidence, recognition and appreciation within daily work, responding to operational pressures through practical leadership and personal pride in maintaining workplace standards. The findings are discussed alongside existing literature to examine how participants experiences compare with previous research on employee motivation, supervisory behaviour and hospitality work environments. Quotations from participants are included throughout the chapter to demonstrate how the themes were developed from the data and to ensure that employees’ perspective remain central the discussion. 
4.2 Supportive supervision as a foundation for confidence 
	One thing that came through clearly in the interview was how important it was for supervisors to create a supportive working environment. Participants did not just see supervision as checking standards or making sure tasks were done properly, but instead, they talked about supervisors who were easy to approach, available when needed and willing to step in and help. Several participants highlighted that support from supervisors helped them feel more confident in completing their responsibilities. For example, Participant 1 explained that supervisors were helpful when employees were unsure about a task, describing their supervisor as “approachable but firm”. Participant 3 similarly noted that supervisors provided guidance rather than simply pointing out mistakes, explaining that supervisors would “check in 2 or 3 times per shift to see if they’re okay or need help”. These answers suggest that participants valued supervisors who were actively involved in employees’ daily experiences rather than only focusing on whether tasks have been completed correctly. 
	This was particularly evident in the way participants described their feedback, with employees appearing to value explanations and opportunities to improve rather than seeing feedback as criticism. Participant 5 stated that supervisors helped employees understand “what needs improving” while still maintaining as positive approach. Similarly, another participant described how their supervisor responded after identifying a mistake: “She was calm, didn’t shout. She showed me what was wrong and how to fix it. I felt a bit embarrassed at first but supported because she taught me instead of just blaming me”. This answer highlights that the way feedback was delivered influenced how employees interpret a supervisor's behaviour. Rather than experiencing correction as a negative interaction, participants appeared to view constructive feedback as an opportunity to learn and improve. 
 The findings support previous research suggesting that supportive management practices can contribute to more positive employee attitudes and stronger workplace situations (Ali and Anwar, 2021). However, the interview answers also offer a more specific insight into housekeeping settings, where supervisors are not only responsible for maintaining the hotel’s standards, but also serve a source of practical guidance during demanding times. Unlike traditional views of supervision as mainly about control and correction, participants described supervisors as people who actively help their employees and create a more cooperative workplace. This suggests that within housekeeping departments, support is shown through everyday interactions rather than through formal motivational practices alone. Small actions, such as checking on employees, explaining tasks clearly and responding positively to mistakes, appeared to influence employees’ confidence and willingness to engage with their responsibilities. 
4.3 Recognition and appreciation within daily work
	Recognition emerged as one of the most consistent themes across the interviews, with participants acknowledging that although completing rooms efficiently and maintaining high standards formed part of their everyday responsibilities, simple expression of appreciation from supervisors had a noticeable impact on their attitude towards work. Recognition was not associated with formal rewards or incentives, but with everyday interactions that made employees feel their efforts had been noticed. Several participants explained that receiving positive feedback after completing difficult tasks encouraged them to maintain high standards. Participant 2 explained that appreciation from supervisors made the room attendants feel like their work was noticed, while Participant 4 suggested that positive feedback helped create a more encouraging atmosphere within the department. Another participant highlighted the importance of small gestures, explaining that a simple “thank you” could make the room attendants feel valued and more motivated to continue performing well. 
	These answers suggest that recognition was viewed less as a reward for exceptional performance and more as confirmation that individual contributions were valued. This is particularly relevant within the housekeeping department, where employees often complete demanding and hard tasks behind the scenes and may receive limited direct acknowledgement from guests. As a result, recognition from supervisors appeared to provide employees with a stronger sense that their work was important to the wider operation of the hotel. However, not all participants felt that recognition was given consistently though. Some said supervisors were quicker to comment when something wrong than when work had been done well, which made it seem as though good performance was simply expected. This did not appear to affect their willingness to do the job, but several participants felt more regular appreciation would life morale and help staff feel more valued. 
These findings align with previous research showing that recognition can strengthen positive attitudes at work and contribute to stronger organisational commitment (Jo & Shin, 2025). At the same time, the interviews suggest that in housekeeping, recognition does not have to take the form of formal rewards. Participants placed more value on small, everyday gestures such a thank you, constructive feedback and acknowledgement of the effort needed to meet demanding standards. In this sense, recognition seems to be part of everyday supervision rather than a separate management practice. 
4.4 Responding to operational pressures through practical leadership
	Operational pressures were described by participants as a normal part of housekeeping work. High occupancy, limited staff, unexcepted absences and heavy workloads all affected the pace and intensity of daily tasks. Even so, employees tend to separate the pressure of the job itself from the way supervisors deal with it. Rather than expecting supervisors to eliminate these pressures, participants valued managers who stayed visible and stepped in when needed. Several participants have noted that supervisors helped by assisting in preparing rooms or adjusted workloads when staffing levels were low. These actions have employee’s confidence that supervisors understood the realities of the job and were not managing from a distance. Participant 3 explained that supervisors would check whether room attendants needed help during the shifts, while participant 6 described supervisors as being willing to “step in when things get busy”.
	These answers suggest that employees valued supervisors who understood the practical realities oh housekeeping work. Supervisors who became involved in daily tasks were seen as more supportive, particularly during busy periods when work was difficult to manage. One participant explained that having a supervisor who helped during challenging periods made the team feel more supported because “everyone was working together”. At the same time, participants recognised that supervisor’s sill needed to maintain standards and ensure rooms were done properly, therefore, effective supervision was described as balancing accountability with practical support, rather that simply focusing on completion targets. 
	These targets support previous research highlighting the importance of supervisor support in demanding hospitality sectors, where employees frequently experience high workloads and workplace pressure (Karatepe, 2013). Overall, this theme demonstrates that employees judged supervisor’s effectiveness through everyday behaviour during difficult situations. Practical leadership appeared to strengthen workplace relationships by showing room attendants that their supervisor understands the realities of housekeeping work. 
4.5 Personal pride in maintaining workplace standards 
	Alongside support and recognition from supervisors, another theme that emerged from the interviews was the personal pride employees associated with maintaining high housekeeping standards. Participants did not describe their role as simply completing rooms according to a checklist but instead emphasised a commitment to ensure that rooms were presented to good standards for the guests. This suggests that motivation within housekeeping was shaped not only by external factors, such as supervisor feedback or expectations, but also by the staff’s own sense of responsibility for the quality of their work. This sense of pride remained evident even during physically demanding shifts. Although participations acknowledge that housekeeping involves pressure, tiredness and heavy work, many still expressed a desire to complete their work properly. Their motivation therefore appeared to come not only from avoiding criticism or meeting management expectations, but also from the satisfaction of producing good-quality work. 
	The interviews also showed that individuals standards were linked to the wider reputation of the housekeeping team. Room attendants described encouraging one another and working collectively to maintain quality, suggesting pride was not only an individual experience but also a part of a shared team culture. When colleagues were seen to value the same views, this appeared to strengthen responsibility across the department. At the same time, the findings suggest that personal pride was not enough on its own. Demanding conditions such as staff shortages and time productivity could make it difficult to maintain standards consistently. As a result, employees still needed supervisors who understood this stress and offered support when required.
	These findings connect with the self-determination theory (Ryan and Deci, 2020), which suggests that staff is more likely to be motivated when they feel competent and find meaning in their work. The interviews indicate that housekeeping staff gained motivation from being able to produce high-quality results and take pride in their contribution. However, the findings also extend this perspective by showing that motivation within housekeeping is not created solely through the supervisor’s practices. Employee themselves actively contribute to maintaining results because they associate quality work with professionalism and personal responsibility. Overall, this theme highlights that housekeeping staff should not be viewed only as individuals responding to work expectations. 
	 













Chapter 5: Conclusion and recommendations
5.1 Introduction 
	This chapter concludes the research by reflecting on the overall findings and considering their implications for hospitality management practice. This study aimed to explore how supervisory leadership influences employee motivation within the hotel housekeeping departments. Rather than examining leadership as a theoretical concept alone, this research focused on how employees experience behaviour within their everyday working environment. The findings demonstrate that motivation within housekeeping is shaped by the relationship between leadership, workplace conditions and employees’ own views of their role. This chapter summarises the overall conclusions of the study, provides recommendations for hospitality organisations and acknowledges the limitations of the research. 
5.2 Conclusion of the study 
	This research concludes that supervisory leadership influences employee motivation by shaping how employees experience their day-to-day work. Rather than operating only through formal policies or management structures, leadership is felt through routine interactions with supervisors and the extent to which these interactions create a positive working environment. The research shows that effective supervision in housekeeping depends on balancing operational demands with attention to staff needs. Supervisors are required to maintain standards while responding to pressures faced by staff, and the study indicates that motivation is stronger when this balance is achieved. 
	The research also shows that housekeeping employees place value on their work and take pride in contributing to hotel performance. The research also explains that motivation is linked to not only to behaviours, but also whether staff feel their role is important within the organisation. Overall, the study demonstrates that the leadership used by supervisors is a important part of employee motivation, but it works alongside other facts such as lots of work, staff and workplace culture. 
5.3 Recommendations 
	Based on the findings, several recommendations can be made for hospitality organisations. For example, hotels should create more opportunities for housekeeping staff to provide feedback and contribute to workplace decisions. As housekeeping staff often work away from guest-facing areas, structured feedback systems could help staff feel more involved and valued. Organisations should also consider developing clearer progression opportunities within the housekeeping department. Creating visible career pathways may strengthen staff commitment and help improve perceptions of housekeeping as a valued area of hotel settings, as well to improve the visibility of housekeeping achievements across the other departments.  

5.4 Limitations and future research  
	This study has several limitations. One limitation is that the research focused on only on housekeeping employees, which means the findings reflect staff perceptions from only one side. Including managers may have provided a more balanced understanding of how leadership is experienced and interpreted in the department. Another limitation is that the study captured participants’ views at a single point in time. Employee motivation and the relationship they have with their supervisor can change depending on workload and work stress, so a longer-term study may have revealed different experiences. 
	The research also relied on self-reported accounts from participants. While this was appropriate for exploring lived experiences, it means the findings are based on personal views rather than direct observations of workplace behaviour. As a result, some responses may reflect individual interpretation of events rather than the full operational context. Future research could explore even more a supervisor’s leadership across different hotel categories. Comparative studies involving multiple hotels could provide an even bigger understanding of how different work settings influence employee motivation and workplace experiences.
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