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Abstract
This research project critically evaluates the impact of staff shortages on service quality within the UK hotel sector, using TY Newport Hotel (The Celtic Collection) as a secondary case study. The study responds to sustained workforce instability evidenced in UK accommodation and food service labour data and sector commentary identifying staffing shortages as an ongoing structural challenge rather than a temporary post-pandemic fluctuation.
The research pursued three objectives: (1) to examine the structural drivers of staff shortages in the UK hospitality industry; (2) to analyse how staffing constraints influence service quality dimensions in hotel operations; and (3) to evaluate organisational responses to workforce shortages and their implications for long-term service sustainability.
Adopting an interpretivist, qualitative secondary research design, the study integrates peer-reviewed hospitality literature, national labour statistics and industry reports. The analysis is theoretically grounded in the Job Demands–Resources (JD–R) model, emotional labour theory and the SERVQUAL service quality framework.
The findings demonstrate that staffing shortages function as structural demand–resource imbalances within hotel employment systems. Insufficient staffing intensifies workload, emotional labour and time pressure, contributing to emotional exhaustion, reduced engagement and increased turnover intention. These psychological mechanisms mediate service quality outcomes, particularly affecting responsiveness, reliability, empathy and service recovery capacity.
A central contribution of the study is the identification of cumulative service quality erosion. Rather than causing immediate operational collapse, staffing shortages generate a gradual relational decline in frontline interactions. Transactional service components may remain operationally intact, while discretionary behaviours, personalised engagement and recovery depth deteriorate incrementally. This pattern poses strategic risk for branded properties such as TY Newport Hotel, where competitive positioning depends on consistent relational service delivery.
Organisational responses such as cross-training, scheduling optimisation and high-performance work systems are shown to provide short-term buffering effects but do not eliminate underlying structural workforce imbalances. Without addressing staffing adequacy at a strategic level, burnout–turnover cycles may persist, reinforcing labour instability.
The study concludes that staffing adequacy should be conceptualised as a foundational service resource rather than solely a cost variable. For TY Newport Hotel, recommendations include establishing minimum staffing thresholds aligned with occupancy forecasting, implementing structured workload review mechanisms, strengthening service recovery autonomy and developing long-term workforce sustainability planning.
Overall, the research advances hospitality scholarship by integrating workforce instability and service quality within a unified analytical framework, reframing staff shortages as a service sustainability risk with strategic implications for hotel operations.
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[bookmark: _Toc222944977]Chapter 1: Introduction
1.1 [bookmark: _Toc222944978]Background and Context
Work–family conflict represents an important structural pressure within hospitality employment systems. O’Neill and Follmer (2020) demonstrate that hospitality roles are characterised by irregular hours, emotional demands and schedule unpredictability, all of which intensify work–family tension. Their multilevel review highlights how persistent job demands and limited organisational support can contribute to strain and reduced psychological sustainability among hospitality employees. Although their study does not directly measure service quality outcomes, it provides important evidence that sustained work pressure may undermine employee wellbeing, which in turn has implications for service consistency in labour-intensive hotel settings.
Recent labour market data indicate that workforce instability within accommodation and food service activities has persisted beyond the immediate post-pandemic recovery period. The Office for National Statistics (ONS, 2025) reports continued volatility in workforce jobs within the sector, while vacancy data demonstrate sustained recruitment pressure compared with pre-2020 benchmarks (ONS, 2026). These patterns suggest that staff shortages in hospitality are not merely temporary disruptions but may represent a structural workforce constraint.
Sector bodies further confirm ongoing recruitment challenges. UKHospitality (2024) identifies workforce shortages as one of the primary operational risks facing UK hotels, particularly in customer-facing roles such as front office and food and beverage. Broader labour supply pressures, including migration policy changes and skills mismatches, have also contributed to staffing instability within service industries (CIPD, 2023).
In labour-intensive service settings such as hotels, staffing shortages not only increase operational pressure but also influence employee workload, emotional labour and discretionary service behaviour. Empirical research in hotel contexts demonstrates that emotional labour strategies and workload are associated with service quality outcomes: surface acting tends to increase emotional exhaustion and reduce perceived service quality, whereas deep acting positively contributes to engagement and quality delivery in service interactions (Wang, 2020; Grobelna, 2021). Consequently, staffing adequacy is closely linked to the sustainability of service quality within hotel operations.

[bookmark: _Toc222944979]1.2 Rationale
Service quality remains central to competitive positioning within the UK hotel industry. Guest satisfaction, repeat visitation and brand reputation are strongly influenced by the consistency and quality of frontline service interactions. While previous research has examined staff shortages and service quality independently, there is comparatively less work synthesising how sustained workforce constraints influence service delivery mechanisms within a specific hotel case context.
Given the ongoing workforce pressures evidenced in UK labour market statistics (ONS, 2026) and sector commentary (UKHospitality, 2024), there is a clear need to examine how staffing shortages translate into operational consequences for hotel service systems. This study therefore seeks to connect macro-level workforce trends with micro-level service delivery implications, using TY Newport Hotel as a secondary case study.

[bookmark: _Toc222944980]1.3 Aim
The aim of this research is to critically evaluate the impact of staff shortages on service quality within the UK hotel industry, using TY Newport Hotel (The Celtic Collection) as a secondary case study.

[bookmark: _Toc222944981]1.4 Objectives
1. To examine the structural drivers of staff shortages within the UK hospitality sector.
2. To analyse how staffing constraints influence service quality dimensions within hotel operations.
3. To evaluate organisational responses to staffing shortages and their implications for service sustainability.

[bookmark: _Toc222944982]1.5 Structure of the Study
This research is organised into five chapters. Chapter One introduces the context, rationale, aim and objectives. Chapter Two critically reviews the literature relating to staff shortages, workload, emotional labour and service quality within hospitality settings. Chapter Three outlines the qualitative secondary research methodology. Chapter Four presents and discusses the thematic findings. Chapter Five concludes and provides evidence-based recommendations relevant to the placement hotel.

[bookmark: _Toc222944983]Chapter 2: Literature Review
[bookmark: _Toc222944984]2.1 Introduction
Staff shortages within the hospitality industry have increasingly been conceptualised as structural rather than temporary phenomena. While early post-pandemic analyses framed labour deficits as short-term disruptions, more recent research suggests that workforce instability reflects deeper employment design challenges within hospitality, including high turnover, emotional labour demands, irregular hours and limited perceived career progression (Baum et al, 2020; Hom et al, 2017; Karatepe and Olugbade, 2009).
UK labour market evidence further supports this structural interpretation. Workforce participation shifts and sector-specific vacancy pressures have persisted beyond the immediate COVID-19 recovery phase (Blundell et al, 2020; CIPD, 2023). Reduced EU labour mobility following Brexit has intensified recruitment constraints within accommodation and food service occupations (Migration Observatory, 2023). These macro-level pressures interact with micro-level job design features to produce cumulative workforce instability.
Given the labour-intensive nature of hotel operations, staffing adequacy functions not only as an operational variable but as a core structural resource underpinning service system performance. This chapter critically synthesises literature across four interrelated domains:
1. Structural drivers of hospitality workforce instability
2. Theoretical frameworks explaining demand–resource imbalance
3. Conceptualisations of service quality in labour-intensive settings
4. Organisational responses to staffing constraints
The review integrates psychological, organisational and strategic perspectives to establish staffing shortages as a systemic risk to service sustainability.

[bookmark: _Toc222944985]2.2 Structural Drivers of Staff Shortages in Hospitality
Hospitality employment has historically been characterised by relatively high turnover rates compared with other sectors. Baum (2015) argues that persistent workforce challenges within tourism and hospitality reflect long-standing reliance on flexible labour structures and limited professionalisation pathways, contributing to cyclical instability. Expanding this perspective, Baum et al (2020) contend that cost-sensitive employment models have reinforced structural workforce fragility across the sector. Employment instability, unsociable working hours and sustained emotional demands are consistently identified as factors influencing employee exit and weakened organisational attachment (Karatepe and Olugbade, 2009).
Drawing on Hochschild (1983), emotional labour can be understood as the organisationally prescribed management of emotional expression during service encounters, requiring employees to align outward displays with institutional service norms. Grandey (2000) conceptualises emotional labour as a form of emotion regulation that requires sustained cognitive effort, suggesting that when employees lack adequate recovery time due to understaffing, emotional resource depletion becomes more likely. Sustained emotional regulation, particularly under conditions of work overload, has been shown to increase exhaustion and reduce job satisfaction in hotel contexts (Karatepe and Olugbade, 2009).
Recent hotel-based research reinforces this structural interpretation. Wang et al (2020) demonstrate that elevated job demands and emotional strain directly affect service performance quality in hospitality settings. Similarly, Jin et al (2021) find that role stress in hotels reduces prosocial service behaviour, which is critical for maintaining responsiveness and discretionary service excellence.
These findings suggest that staffing shortages are not simply numerical gaps in workforce supply, but are linked to deeper organisational and psychological factors affecting employee engagement and retention.
Kim, Leong and Lee (2005) further support this perspective by demonstrating that service orientation and organisational commitment significantly reduce turnover intention within hospitality settings, underscoring the relational foundations of workforce stability.

[bookmark: _Toc222944986]2.2.1 Job Demands–Resources Perspective
Within the Job Demands–Resources framework, workload intensity, emotional strain and time pressure are conceptualised as demands that deplete psychological capacity when not balanced by sufficient organisational resources, thereby increasing strain and weakening engagement (Demerouti et al, 2001). Within hotel contexts, job demands are often amplified by occupancy volatility and guest expectations, making staffing adequacy a critical structural resource.
Karatepe (2013) applies the JD–R model to hotel employees and finds that insufficient resources exacerbate emotional exhaustion, which subsequently reduces service performance and organisational commitment. This theoretical framing supports the argument that staff shortages are not merely operational inconveniences but structural imbalances within the demand–resource system of hotel work.
By situating staffing shortages within the JD–R framework, the relationship between workload intensity and service quality becomes conceptually clearer: when demand exceeds available human resources, behavioural and psychological strain undermine consistent service enactment.

[bookmark: _Toc222944987]2.2.2 Structural Labour Market Context in the UK Hospitality Sector
While staffing shortages in hospitality are frequently discussed in operational terms, labour economics literature suggests that workforce instability reflects structural characteristics of the sector. Human capital theory (Becker, 1964) posits that employees invest in skills when expected returns outweigh costs. However, hospitality roles are often characterised by relatively low wage progression and limited perceived long-term career security, reducing incentives for sustained investment in firm-specific human capital.
Dual labour market theory further differentiates between primary and secondary labour markets (Doeringer and Piore, 1971). Hospitality employment has historically exhibited features associated with secondary labour markets, including high turnover, flexible contracts and limited internal mobility. Such characteristics contribute to cyclical workforce instability, particularly under external shocks such as Brexit-related migration constraints and post-pandemic labour participation shifts.
From a strategic perspective, the Resource-Based View (RBV) conceptualises human capital as a source of sustained competitive advantage when it is valuable, rare and difficult to imitate (Barney, 1991). Persistent staffing shortages therefore represent not only an operational disruption but a potential erosion of strategic resource capacity. Within hotel environments such as TY Newport Hotel, where service differentiation depends heavily on relational consistency and experiential quality, labour stability constitutes a foundational organisational asset.
Integrating labour market theory with hospitality research reframes staff shortages as structural employment design challenges rather than temporary cyclical fluctuations.

[bookmark: _Toc222944988]2.3 Conceptualising Service Quality in Hotels
Parasuraman et al (1988) frame service quality as a multidimensional evaluation process incorporating delivery reliability, responsiveness to guest needs, competence-based assurance, relational empathy and the tangible cues shaping customer perceptions. In hotel environments, these dimensions are operationalised primarily through frontline employee behaviour.
Unlike standardised service systems, hotel service encounters are highly interactive and relational. O’Neill and Follmer (2020) emphasise that service quality in hospitality is embedded in ongoing interpersonal exchanges, making employee engagement central to quality consistency. Discretionary effort, emotional display and service recovery behaviours are especially important during peak demand periods.
Recent empirical work in hotel settings confirms that workload and emotional strain influence service quality outcomes. Wang et al (2020) show that emotional labour strategies affect perceived service quality through their impact on employee well-being and behavioural consistency. Jin et al (2021) similarly identify job stress as a predictor of reduced extra-role service behaviour in hotels.
Therefore, staffing adequacy is not merely an operational efficiency issue; it is structurally connected to the behavioural mechanisms through which service quality is enacted.
Yoon and Suh (2003) demonstrate that organisational citizenship behaviours among frontline service employees are positively associated with perceived service quality, indicating that discretionary behaviours—often constrained under staffing shortages—are central to customer evaluations.

[bookmark: _Toc222944989]2.3.1 Service Recovery and Frontline Discretion
Empirical hotel research indicates that effective service recovery contributes significantly to perceived service quality. Boshoff and Allen (2000) further identify that frontline employees’ perceptions of service recovery performance are strongly influenced by organisational support and resource availability, reinforcing the importance of adequate staffing in recovery contexts. Moreno-Gil, Hudson and Aguiar-Quintana (2006) found that recovery efforts such as promptness, empathy and corrective actions improve customer perceptions of non-tangible service quality, demonstrating the importance of service recovery performance for overall guest evaluations.
Evidence from hotel settings indicates that workload pressure and emotional exhaustion reduce employees’ capacity to engage in effective service recovery behaviours (Grobelna, 2021; Wang et al, 2020). When staffing levels are insufficient, frontline employees have reduced temporal and psychological resources to address service failures, limiting discretionary effort during peak occupancy periods. This suggests that staff shortages may compromise not only routine service delivery but also the system’s resilience during service breakdowns — an issue particularly significant for branded and upscale hotel operations where service differentiation is central to competitive positioning.

[bookmark: _Toc222944990]2.3.2 Service-Dominant Logic and Value Co-Creation
Contemporary service theory further strengthens the conceptual linkage between staffing adequacy and service quality. Service-Dominant Logic (SDL) proposes that value is co-created through interactions between providers and customers rather than embedded solely in tangible outputs (Vargo and Lusch, 2004; 2008). Within hotel environments, service encounters are inherently relational, and value emerges through frontline employee engagement, emotional display and discretionary effort.
Grönroos (2008) extends this perspective by arguing that service logic positions customers as active participants in value formation processes. In this context, employee responsiveness, empathy and service recovery behaviours directly influence perceived value. When staffing levels are insufficient, temporal and psychological constraints may weaken employees’ capacity to engage in value co-creation, reducing relational depth and experiential differentiation.
Additionally, the servicescape framework (Bitner, 1992) highlights how physical and social environments shape service perceptions. While physical elements may remain constant, social interaction quality—largely determined by employee capacity—can deteriorate under work intensification. Thus, staffing adequacy functions not merely as an operational variable but as a core enabler of value co-creation within hotel service systems.

[bookmark: _Toc222944991]2.3.3 Psychological Safety and Service Climate
Organisational climate literature further supports the structural importance of staffing adequacy. Service climate theory demonstrates that organisational support for service excellence predicts customer satisfaction and performance outcomes (Schneider et al, 2005). Subsequent multilevel analysis confirms that service climate functions as a strategic driver of customer satisfaction outcomes, linking internal workforce conditions with external performance indicators (Schneider et al, 2009). When employees perceive strong internal support structures, service behaviours are more consistent and proactive.
Psychological safety describes a shared team-level belief that interpersonal risk-taking will not result in embarrassment or punishment, thereby enabling proactive service behaviours (Edmondson, 1999). Under staffing pressure, employees may experience reduced supervisory availability and limited peer support, potentially weakening psychological safety. This can diminish discretionary behaviours such as proactive service recovery and guest engagement. Consequently, staffing shortages may indirectly affect service climate by altering internal relational dynamics.

[bookmark: _Toc222944992]2.4 Workload, Understaffing and Service Performance
Understaffing increases workload intensity, role breadth and time pressure. In hotel contexts, this often translates into reduced opportunity for personalised interaction and constrained service recovery capacity.
Emotional exhaustion represents the progressive depletion of psychological energy arising from sustained interpersonal and performance demands within service roles (Grobelna, 2020). Employees experiencing sustained pressure are more likely to demonstrate reduced attentiveness and lower discretionary service behaviour. Similarly, Rescalvo-Martin, Gutierrez and Llorens-Montes (2022) demonstrate that performance pressure negatively affects extra-role service behaviour among frontline hospitality employees, indicating that sustained workload intensity can reduce discretionary service effort that supports high-quality guest experiences. 
This suggests that service quality deterioration under staffing shortages may occur gradually. Rather than immediate system collapse, hotels may maintain basic service delivery through work intensification, while relational and discretionary components of quality decline over time. This cumulative erosion poses strategic risks, particularly for upscale and branded hotels that compete on service excellence.
Recent hospitality research indicates that adverse working conditions and reduced organisational support are associated with increased turnover intention among frontline hotel employees (Karatepe and Shahriari, 2014). Although this work focuses on organisational justice and job embeddedness, it highlights how unfavourable employment conditions can weaken retention, thereby destabilising workforce continuity. High turnover disrupts service consistency through the loss of organisational knowledge, skill accumulation and team cohesion, reinforcing the structural vulnerability of labour-intensive hotel operations.
Furthermore, hospitality studies show that employee engagement plays a significant role in shaping service performance outcomes. Lu et al (2016) demonstrate that work engagement is positively associated with job satisfaction and reduced turnover intentions in hotel settings. Because engagement supports consistent service behaviour and discretionary effort, staffing adequacy can indirectly influence service delivery through its impact on employee motivation and retention. When staffing levels support engagement, service performance is more sustainable; when employees experience strain and disengagement, service consistency is more likely to deteriorate.
Collectively, this evidence suggests that service quality decline under staffing pressure is not merely episodic but systemic, emerging from cumulative workforce instability and weakened employee engagement mechanisms.

[bookmark: _Toc222944993]2.5 Organisational Responses to Staffing Constraints
Human resource management (HRM) practices have been identified as potential moderating mechanisms between staffing pressure and service quality outcomes. Sustainable HRM approaches, including supervisor support and organisational recognition, may buffer negative effects of workload (Jin et al, 2021). 
Recent hotel-focused research directly addresses understaffing contexts. Cheng, Chen and Chu (2026) examine perceived organisational support in understaffed hotels and find that supportive climates can mitigate performance decline under labour shortages. However, such interventions do not eliminate workload pressure; rather, they moderate its impact.
Walker and Nickson (2025) further highlight risks associated with cost-driven HR models in UK hotels, arguing that socially irresponsible HR practices can intensify staff dissatisfaction and undermine long-term service sustainability.
Overall, organisational responses may stabilise short-term service delivery, but without structural workforce alignment, service quality sustainability remains vulnerable.

[bookmark: _Toc222944994]2.6 Research Gap
While hospitality literature robustly links workload, emotional labour and service performance, most studies isolate specific constructs such as burnout, prosocial behaviour or engagement. Fewer studies position staffing shortages themselves as structural organisational conditions influencing service sustainability over time.
Additionally, there remains limited UK-specific hotel research integrating national labour market volatility with micro-level service behaviour dynamics. Existing work tends to examine individual psychological outcomes rather than examining how persistent understaffing reshapes service systems.
This study extends existing hospitality workforce research by explicitly conceptualising staff shortages as a structural condition affecting long-term service sustainability within a UK hotel case context.

[bookmark: _Toc222944995]Chapter 3: Methodology
[bookmark: _Toc222944996]3.1 Introduction
This study adopts a qualitative secondary research design to examine the impact of staff shortages on service quality within the UK hotel sector, using TY Newport Hotel (The Celtic Collection) as a secondary case study. The methodological approach is interpretivist in orientation, seeking to understand how structural workforce conditions influence behavioural and service performance outcomes within hospitality contexts.
The decision to employ secondary research aligns with the exploratory and synthesising nature of the research objectives. Rather than generating primary data, the study critically integrates existing empirical hospitality research with industry and labour market evidence to construct a theoretically informed analysis of staffing-related service dynamics.

[bookmark: _Toc222944997]3.2 Research Philosophy and Approach
An interpretivist epistemological stance is adopted to examine how service quality and workforce dynamics are socially constructed through organisational interaction and context (Saunders, Lewis and Thornhill, 2019). Within hospitality research, interpretivist approaches are particularly relevant due to the relational and experiential nature of service encounters.
The study follows an abductive logic. Abductive reasoning allows the researcher to move iteratively between theory and empirical evidence, refining conceptual understanding through comparison and synthesis (Timmermans and Tavory, 2012). This is appropriate given that the study integrates established workforce theories (e.g., JD–R, emotional labour) with contemporary hospitality staffing research.

[bookmark: _Toc222944998]3.3 Case Study Strategy
A single embedded secondary case study strategy was adopted. Case study methodology enables in-depth contextual analysis of contemporary organisational phenomena within real-life settings (Yin, 2018). Although primary data collection was not conducted, TY Newport Hotel serves as a contextual anchor through which broader hospitality staffing literature is interpreted.
The use of a secondary case study approach is justified for three reasons:
1. Staff shortages are sector-wide structural issues rather than isolated organisational anomalies.
2. The research objective is explanatory rather than predictive.
3. Secondary data allow access to broader empirical findings beyond the constraints of one organisational dataset.
A case study design is appropriate where organisational dynamics must be examined within their real-world setting, particularly when the boundaries between phenomenon and context are intertwined (Yin, 2018). Flyvbjerg (2006) argues that case studies generate deep contextual insight that cannot be captured through abstract generalisation alone. In this study, TY Newport Hotel functions as an embedded contextual unit within the wider UK hospitality labour system. The purpose is not statistical generalisation but analytical generalisation — applying established workforce theories to a specific organisational context to refine conceptual understanding. This strengthens the explanatory depth of the research while maintaining theoretical coherence (Siggelkow, 2007; Veal, 2018).

[bookmark: _Toc222944999]3.4 Data Sources and Selection Criteria
The study relies exclusively on secondary data sources, including:
· Peer-reviewed hospitality journal articles
· Industry reports (e.g., UKHospitality)
· UK labour market statistics (ONS)
· Foundational theoretical literature
To enhance methodological transparency, a structured literature identification process was employed. Searches were conducted using combinations of the following keywords:
· “hotel” OR “hospitality”
· “staff shortage” OR “understaffing” OR “work overload”
· “service quality” OR “service performance” OR “service recovery”
· “emotional labour” OR “engagement” OR “prosocial behaviour”
Databases consulted included Google Scholar and major academic publishers (Emerald, Elsevier/ScienceDirect, Wiley, Frontiers). Only peer-reviewed journal articles and authoritative institutional sources were included.
Inclusion criteria:
· Published in English
· Hospitality or hotel-specific empirical context
· Directly linked to staffing, workload, engagement or service performance
· Empirically grounded or theoretically foundational
Exclusion criteria:
· Non-hospitality sector studies (unless foundational theory)
· Purely technological or non-workforce-related research
· Opinion pieces lacking empirical basis
The literature search prioritised studies published between 2005 and 2024, with particular emphasis on research produced within the last decade to ensure contemporary relevance. Studies were screened at title and abstract level for theoretical alignment and empirical robustness before inclusion in the final analysis. Preference was given to peer-reviewed hospitality journals with established academic credibility, including International Journal of Hospitality Management, International Journal of Contemporary Hospitality Management and Cornell Hospitality Quarterly. This structured approach enhances transparency and reduces potential selection bias (Page et al, 2021).

[bookmark: _Toc222945000]3.5 Data Analysis
The study employed thematic synthesis as an analytical strategy. Thematic analysis allows identification of recurring conceptual patterns across qualitative and quantitative hospitality studies (Braun and Clarke, 2006; 2021).
The analysis followed six stages:
1. Familiarisation with literature
2. Identification of recurring constructs
3. Coding of workforce-related mechanisms
4. Categorisation into thematic clusters
5. Interpretation through theoretical frameworks (JD–R, emotional labour)
6. Integration with UK labour market context
Thematic synthesis was employed to systematically integrate recurring conceptual patterns across diverse empirical studies, enabling interpretive comparison while maintaining analytical structure (Thomas and Harden, 2008).
Four primary themes emerged:
· Structural workforce instability
· Behavioural strain mechanisms
· Service delivery degradation
· Organisational buffering responses
While thematic synthesis involves interpretive judgement, efforts were made to maintain analytical consistency by aligning coding decisions with established theoretical frameworks (JD–R, emotional labour and service quality theory). This theory-informed coding reduces subjective bias and enhances conceptual coherence across heterogeneous studies.

[bookmark: _Toc222945001]3.6 Ethical Considerations
No primary data were collected. The study does not involve human participants, personal data or confidential organisational materials. Ethical risk is therefore minimal.
All secondary sources were appropriately cited in accordance with Harvard referencing conventions. The research adheres to principles of academic integrity and transparency in source attribution.

[bookmark: _Toc222945002]3.7 Limitations
The use of secondary data limits the ability to make causal claims specific to TY Newport Hotel. The findings rely on theoretical synthesis rather than direct measurement of local performance indicators.
Additionally, secondary literature may reflect contextual variations across countries and hotel categories. While care was taken to prioritise hospitality-specific research, some general workforce theories were included to strengthen conceptual grounding.
Despite these limitations, the methodology provides a robust framework for analysing staffing shortages as structural influences on service systems.

[bookmark: _Toc222945003]3.8 Research Rigour and Trustworthiness
To enhance methodological robustness, the study draws upon established criteria for qualitative trustworthiness. Lincoln and Guba (1985) propose four evaluative principles: credibility, transferability, dependability and confirmability. Credibility was strengthened through systematic cross-referencing of empirical findings across multiple hospitality studies, ensuring thematic consistency. Transferability is supported through detailed contextualisation of TY Newport Hotel, allowing readers to assess applicability to comparable full-service UK hotel environments.
Dependability was addressed through transparent documentation of search criteria, inclusion thresholds and analytical stages. Confirmability was enhanced through reliance on peer-reviewed empirical evidence rather than anecdotal interpretation. While the study does not claim statistical generalisability, its structured analytical approach supports analytical generalisation within hospitality workforce research (Flyvbjerg, 2006).
These measures collectively enhance research integrity and strengthen confidence in the conclusions drawn.

[bookmark: _Toc222945004]CHAPTER 4: Findings and Discussion
[bookmark: _Toc222945005]4.1 Findings
[bookmark: _Toc222945006]4.1.1 Objective 1: Structural Drivers of Staff Shortages in the UK Hotel Sector
The analysis of secondary academic and industry literature demonstrates that staff shortages in the UK hotel sector represent structural workforce instability rather than temporary recruitment gaps. Workforce data published by the Office for National Statistics (2025) show that Accommodation and Food Service Activities (SIC 55–56) continue to experience elevated vacancy levels relative to several other sectors of the UK economy. Industry commentary from UKHospitality (2024) similarly identifies labour shortages as a sustained strategic concern affecting service delivery capacity across hotels, restaurants and event venues.
Baum et al (2020) argue that labour fragility in hospitality predates the COVID-19 pandemic and reflects embedded employment characteristics, including relatively high turnover, dependence on flexible labour scheduling and constrained career progression structures. Rather than creating workforce instability, the pandemic exposed and intensified pre-existing vulnerabilities. Birdir and Birdir (2024) support this structural interpretation, suggesting that staffing shortages in hospitality are deeply connected to job design challenges, including high emotional demands and comparatively limited job security. Magnini et al (2024) identify misalignment between hospitality career expectations and perceived employment realities as a significant contributor to labour supply constraints, highlighting the importance of career preference drivers in understanding ongoing recruitment challenges.
The Job Demands–Resources (JD–R) model provides a coherent explanatory framework for understanding these structural pressures (Demerouti et al, 2001; Bakker and Demerouti, 2007). Within hotel environments, job demands include emotional labour, guest interaction intensity, time pressure, multitasking and service recovery expectations. Staffing levels function as a core organisational resource that moderates these demands. When staffing is insufficient, resources such as time, managerial support and recovery opportunities are reduced, intensifying emotional strain.
Empirical evidence within hospitality contexts supports this mechanism. Karatepe and Aleshinloye (2009) demonstrate that emotional dissonance and overload significantly predict emotional exhaustion among hotel employees. Kim (2008) finds that emotional labour in hotel settings contributes to burnout, particularly when organisational support is insufficient. Zientara et al (2023) find, in a UK hospitality employee sample, that job stress and dissatisfaction are positively associated with turnover intention, indicating that adverse job attitudes contribute to employees’ likelihood of quitting. Akgunduz and Eryilmaz (2018) further confirm that job insecurity within hospitality settings significantly increases withdrawal behaviours and turnover intention.
Park and Min’s (2020) meta-analysis of turnover intention in hospitality confirms burnout as one of the most consistent antecedents of employee exit. These studies collectively indicate that structural workforce imbalance generates cyclical instability: insufficient staffing intensifies job demands, increases burnout and accelerates turnover, thereby reinforcing labour shortages.
Additional hospitality research reinforces the structural nature of burnout within hotel environments. Babakus et al (2008) demonstrate that frontline hotel employees experiencing high job demands report significantly lower service recovery performance. This finding reinforces the argument that burnout mechanisms extend beyond individual wellbeing outcomes to directly influence frontline recovery effectiveness and guest satisfaction under conditions of sustained workload pressure (Babakus et al, 2008). Similarly, Hwang et al (2014) find that work–family conflict in hotel settings contributes to emotional exhaustion and reduced job performance. These findings further support the cyclical instability model identified in the present study.
The findings therefore support the interpretation that staffing shortages are systemic features embedded within hospitality employment architecture rather than isolated operational incidents.

[bookmark: _Toc222945007]4.1.2 Objective 2: To evaluate the impact of staffing shortages on service quality
The second thematic area concerns the operational and experiential consequences of staffing shortages for service quality.
Across the literature, work intensification emerges as the central mediating mechanism linking staffing levels to service performance. Reduced staffing requires employees to assume broader task responsibilities and operate under compressed service timelines (Baum et al, 2020; Magnini, 2024). According to JD–R theory, increased job demands without proportional resource augmentation predict emotional exhaustion and reduced engagement (Bakker and Demerouti, 2007).
Karatepe (2013) demonstrates that work overload significantly reduces job performance in hotel settings, particularly when work–family conflict is present. Wang (2020) finds that emotional labour under workload pressure negatively affects service performance consistency. Grobelna (2021) confirms that workload and exhaustion undermine service quality delivery in hospitality environments.
Chi and Gursoy (2009) demonstrate that employee satisfaction significantly influences service quality perceptions and customer satisfaction in hotel environments, suggesting that staffing adequacy indirectly affects guest outcomes. Additionally, Salanova et al (2005) show that employee engagement positively predicts service climate and customer loyalty, reinforcing the importance of psychological resource availability under staffing pressure. Jung and Yoon (2014) further identify emotional exhaustion as a mediator between job stress and service performance in hospitality contexts.
Using the SERVQUAL framework (Parasuraman et al, 1988), staffing shortages can be seen to influence multiple service quality dimensions.
Responsiveness:
Understaffed front-of-house environments are associated with longer response times and delayed service recovery (Wang, 2020). When employees are required to manage multiple concurrent service demands, the speed and attentiveness of guest interaction are compromised.
Reliability:
Karatepe (2013) demonstrates that overload increases procedural inconsistency and error likelihood. In hotel environments, such inconsistencies may manifest as delayed room readiness, incomplete service delivery or inconsistent information provision.
Empathy and personalisation:
Emotional exhaustion diminishes employees’ capacity for authentic relational engagement (Kim, 2008; Karatepe and Aleshinloye, 2009). Lin et al (2021) identify weakened internal service climate as a key factor reducing discretionary service behaviours central to personalised guest interaction.
Service recovery:
Moreno-Gil et al (2006) show that effective service recovery significantly shapes perceived service quality and customer loyalty. Under staffing constraints, time and emotional capacity for recovery interactions are reduced, limiting the effectiveness of complaint resolution.
Importantly, the literature indicates that service degradation is often gradual and cumulative. Rather than immediate operational collapse, hotels frequently preserve transactional elements of service while relational and experiential dimensions deteriorate incrementally (Lin et al, 2021). This incremental erosion may not be immediately visible in performance dashboards but may weaken brand differentiation over time.
Within TY Newport Hotel, which operates within a branded portfolio emphasising guest experience consistency, such gradual relational erosion may pose strategic risk even if occupancy and revenue indicators remain stable.

[bookmark: _Toc222945008]4.1.3 Objective 3: To assess organisational responses to staffing constraints
The literature identifies a range of organisational responses to staffing shortages.
Cross-training and role flexibility are widely implemented to enhance operational resilience (Birdir, 2024). Choi et al (2009) demonstrate that labour scheduling optimisation can balance cost efficiency with service quality requirements; however, scheduling efficiency assumes adequate baseline staffing levels.
High-performance work systems (HPWS) are proposed as mechanisms to enhance service climate and engagement. Kloutsiniotis and Mihail (2020) show that HPWS positively influence service-oriented organisational citizenship behaviour among hotel employees. However, HPWS rely upon employees having sufficient psychological and temporal capacity to enact trained behaviours.
Han (2022) emphasises that turnover intention in hospitality remains strongly associated with stress and workload imbalance. Park and Min (2020) confirm that burnout is a consistent antecedent of turnover intention across hospitality studies. Thus, organisational reliance on employee resilience may temporarily stabilise operations but simultaneously increase exit risk.
Research by Kehoe and Wright (2013) indicates that high-commitment HR systems improve performance outcomes; however, their effectiveness depends upon sufficient resource capacity. Alfes et al (2013) further demonstrate that engagement mediates the relationship between HR practices and service performance, suggesting that sustained overload may undermine the intended benefits of HR interventions.
The findings, therefore, indicate that operational and HR adaptations function as buffering mechanisms rather than structural solutions. Workforce adequacy remains foundational to sustainable service quality.

[bookmark: _Toc222945009]4.2 Discussion
[bookmark: _Toc222945010]4.2.1 Structural Workforce Instability as a Service Sustainability Risk
The findings strongly indicate that staffing shortages within the UK hotel industry are not temporary recruitment challenges but reflect structural employment fragility embedded within hospitality labour architecture. While earlier literature frequently positioned turnover as an outcome of poor management or individual dissatisfaction (Han, 2022), the integration of workforce statistics and hospitality burnout research suggests a deeper systemic cycle.
Baum et al (2020) argue that labour precarity, high mobility and emotional intensity are endemic features of hospitality employment. This interpretation is reinforced by Zientara et al (2023), who demonstrate that stress and dissatisfaction in UK hospitality employees are strongly associated with turnover intention. Park and Min’s (2020) meta-analysis further confirms that burnout is one of the most consistent predictors of turnover across hospitality contexts.
However, while these studies establish the burnout–turnover relationship, they rarely extend the analysis to service sustainability implications. The present research advances this discussion by conceptualising staffing adequacy not simply as an HR variable but as a foundational service resource. When staffing levels fall below operational demand thresholds, the demand–resource imbalance predicted by the JD–R model intensifies (Demerouti et al, 2001; Bakker and Demerouti, 2007). The resulting emotional exhaustion undermines discretionary service behaviours that differentiate hospitality experiences from transactional service exchanges.
Thus, the contribution of this study lies in reframing staffing shortages as a service sustainability risk rather than solely a workforce management issue.

[bookmark: _Toc222945011]4.2.2 Cumulative Service Quality Erosion: Beyond Immediate Performance Indicators
A critical insight emerging from the findings is that service quality deterioration under staffing shortages is incremental rather than catastrophic. Existing hospitality literature often examines service failure through discrete events such as complaint incidents or recovery breakdowns (Moreno-Gil et al, 2006). However, the analysis here suggests that staffing shortages generate gradual relational erosion that may not immediately trigger service failure indicators.
Liao and Chuang (2004) demonstrate that service climate significantly shapes frontline employee service performance and customer outcomes. Building on this multilevel evidence, it can be inferred that sustained relational strain under staffing constraints may weaken service climate perceptions over time. Schneider et al (2005) further argue that climate consistency is central to sustained service excellence, reinforcing the strategic risk of incremental relational decline.
Karatepe (2013) identifies work overload as negatively affecting job performance, yet performance measures in many hotel contexts focus on task completion rather than relational quality. Similarly, Wang (2020) demonstrates that emotional labour intensity influences service performance consistency. Lin et al (2021) extend this by linking weakened internal service climate to reduced discretionary service behaviours.
The present study synthesises these findings to argue that service degradation may occur through subtle reduction in empathy, attentiveness and personalised engagement before manifesting in measurable complaint rates. This distinction is strategically important for TY Newport Hotel. As a branded property within a competitive regional market, differentiation relies on consistent relational engagement rather than minimum operational compliance. If staffing constraints gradually erode relational dimensions, the brand promise may weaken even if occupancy and revenue metrics remain stable.
This cumulative erosion perspective addresses a gap in existing hospitality scholarship, which tends to treat service failure as episodic rather than structurally cumulative.

[bookmark: _Toc222945012]4.2.3 Organisational Adaptation Versus Structural Resolution
The literature identifies various organisational adaptation strategies, including cross-training, flexible scheduling and HPWS implementation (Birdir, 2024; Kloutsiniotis and Mihail, 2020). While these interventions enhance operational resilience, the findings indicate that they do not eliminate underlying demand–resource imbalance.
Choi et al (2009) demonstrate that labour scheduling optimisation can support cost control while preserving service standards. However, scheduling efficiency presupposes sufficient staffing volume. When baseline staffing falls below functional thresholds, optimisation strategies redistribute strain rather than remove it.
HPWS literature similarly emphasises engagement as a pathway to improved service behaviour (Kloutsiniotis and Mihail, 2020). Yet engagement cannot sustainably compensate for chronic overload. Karatepe and Aleshinloye (2009) show that emotional dissonance and overload predict exhaustion even in supportive environments. Park and Min (2020) further demonstrate that burnout remains a consistent turnover antecedent regardless of contextual variation.
This suggests that managerial strategies premised solely on employee resilience risk intensifying burnout cycles. For TY Newport Hotel, strategic workforce planning must therefore address structural staffing adequacy rather than relying exclusively on performance optimisation mechanisms.

[bookmark: _Toc222945013]4.2.4 Implications for TY Newport Hotel Operationally
Applying the findings to TY Newport Hotel generates several operational implications.
First, front-of-house departments are particularly vulnerable to relational erosion under staffing constraints. Emotional labour intensity is highest in direct guest interaction roles (Kim, 2008). Sustained workload pressure may reduce attentiveness and proactive engagement at reception and guest services.
Second, food and beverage operations may experience increased variability in service consistency during peak occupancy. Work overload has been linked to reduced reliability and procedural consistency (Karatepe, 2013).
Third, service recovery capacity may decline under staffing constraints. Effective recovery requires time and emotional resources (Moreno-Gil et al, 2006). Understaffed shifts may prioritise throughput over recovery depth, limiting guest satisfaction repair.
Fourth, long-term retention risk may increase if sustained overload is not addressed. Zientara et al (2023) demonstrate that stress and dissatisfaction significantly influence turnover intention in UK hospitality contexts.
These implications highlight the need for TY Newport Hotel to integrate workforce sustainability into service quality strategy rather than treating staffing as a purely administrative function.

[bookmark: _Toc222945014]4.2.5 Theoretical Advancement
This study contributes theoretically by proposing a cumulative service erosion model, integrating workforce instability, JD–R imbalance and service climate mechanisms within a unified explanatory framework. By conceptualising staffing adequacy as a foundational service resource, the research extends existing hospitality workforce literature beyond turnover intention and burnout outcomes to include long-term service sustainability implications.
1. It integrates JD–R theory with service quality frameworks to explain how staffing adequacy functions as a foundational service resource.
2. It reframes labour shortages as a cumulative service sustainability risk rather than episodic operational disruption.
3. It bridges turnover and service quality literatures, which are frequently examined separately (Han, 2022).
By positioning staffing adequacy as central to relational service delivery, this study contributes to understanding how workforce architecture shapes experiential service outcomes.

[bookmark: _Toc222945015]4.2.6 Limitations and Future Research Directions
This study is limited by its exclusive reliance on secondary literature and national workforce datasets. While triangulation across peer-reviewed hospitality research strengthens theoretical integration, the absence of primary employee or guest data from TY Newport Hotel restricts contextual specificity.
Furthermore, much burnout research relies on self-reported measures, potentially introducing response bias (Park and Min, 2020). Future research could incorporate mixed-method approaches combining employee workload metrics with guest experience data to test the cumulative erosion model proposed here.
Longitudinal research would also help determine whether incremental relational erosion under staffing pressure produces measurable brand equity decline over time.

[bookmark: _Toc222945016]CHAPTER 5: Conclusion and Recommendations
[bookmark: _Toc222945017]5.1 Conclusion
This study examined the impact of staff shortages on service quality within the UK hotel industry, using TY Newport Hotel as a contextual case lens and drawing exclusively on contemporary peer-reviewed hospitality research and UK workforce data. The findings strongly indicate that staffing shortages represent a persistent structural feature of the sector rather than a temporary labour fluctuation (Baum et al, 2020; UKHospitality, 2024).
The research demonstrated that staffing inadequacy influences service quality through cumulative and interrelated processes. Reduced staffing levels intensify job demands, increase work overload and limit the time and emotional resources available for guest interaction. Consistent with the Job Demands–Resources framework (Demerouti et al, 2001; Bakker and Demerouti, 2007), sustained imbalance between demands and resources produces predictable outcomes, including emotional exhaustion, reduced discretionary effort and performance variability (Karatepe and Aleshinloye, 2009; Park and Min, 2020).
A key finding is that service quality deterioration under staffing constraints is typically gradual rather than immediate. Empirical hospitality studies show that work overload reduces service reliability and relational engagement before triggering overt service failure (Karatepe, 2013; Wang, 2020). Emotional exhaustion has been shown to weaken frontline service behaviours central to guest satisfaction (Kim, 2008; Jung and Yoon, 2014).
The research, therefore, reinforces the argument developed in Chapter 4: staffing adequacy functions as a foundational service resource. When labour capacity falls below operational demand, relational service elements such as responsiveness, empathy and personalisation become progressively constrained. This is consistent with evidence linking employee wellbeing and service climate to customer outcomes (Chi and Gursoy, 2009; Salanova et al, 2005).
Another central conclusion concerns the masking effect of staffing shortages. Hotels often adapt to workforce constraints through increased role flexibility, service standardisation and informal redistribution of responsibilities (Birdir, 2024). While such adaptations may sustain basic operational continuity, research suggests that prolonged overload increases burnout risk and turnover intention (Hwang et al, 2014; Zientara et al, 2023). Consequently, workforce instability may be reinforced rather than resolved.
Importantly, the study does not argue that staffing shortages automatically produce immediate service collapse. Instead, the evidence indicates incremental relational erosion. Liao and Chuang (2004) demonstrate that service climate shapes frontline performance behaviours, and empirical hospitality research confirms that internal service conditions influence external service outcomes (Kim and Lee, 2009). Sustained workload pressure may therefore weaken climate perceptions and relational consistency over time.
Within the context of TY Newport Hotel, these findings imply that workforce adequacy is not merely an HR concern but a determinant of service sustainability. In business-oriented and branded hotel environments, relational engagement and consistent service recovery are central to competitive positioning. Staffing instability therefore poses strategic as well as operational risk.
Overall, this study contributes to hospitality scholarship by integrating staffing shortages and service quality within a single analytical framework. It reinforces that service quality deterioration under staffing pressure should be conceptualised as a predictable structural outcome rather than an isolated execution failure. By synthesising workforce, burnout and service performance literatures, the research advances understanding of how labour instability shapes experiential service outcomes within the UK hotel sector.

[bookmark: _Toc222945018]5.2 Recommendations and Practical Strategies
Based on the findings and aligned strictly with the evidence discussed in earlier chapters, the following recommendations are proposed for TY Newport Hotel.

[bookmark: _Toc222945019]5.2.1 Treat Staffing Adequacy as a Service Quality Variable
Research consistently demonstrates that employee wellbeing and service performance are interlinked (Karatepe and Uludag, 2008; Park and Min, 2020). TY Newport Hotel should therefore treat staffing adequacy as a service quality determinant rather than solely a cost variable.
Operational planning should incorporate minimum staffing thresholds aligned with occupancy forecasts and guest interaction intensity. Workforce planning models should consider not only task completion but also relational service time requirements. This approach aligns with research indicating that employee satisfaction and service climate influence guest outcomes (Chi and Gursoy, 2009; Salanova et al, 2005).

[bookmark: _Toc222945020]5.2.2 Implement Structured Workload Review Mechanisms
Given the identified role of work intensification in quality deterioration (Karatepe, 2013; Jung and Yoon, 2014), TY Newport Hotel should implement structured workload assessments in frontline departments. These may include:
· Monitoring shift-based workload distribution
· Tracking overtime frequency
· Reviewing role overlap during peak business occupancy
· Assessing time available for service recovery interactions
Regular review mechanisms would enable early detection of relational strain before it manifests in measurable quality decline.

[bookmark: _Toc222945021]5.2.3 Align HR Practices with Operational Capacity
The findings show that training and engagement initiatives have limited effectiveness when staffing shortages persist (Kloutsiniotis and Mihail, 2020). TY Newport Hotel should ensure that development initiatives coincide with sufficient staffing stability, enabling employees to apply learned behaviours consistently.
Retention strategies aimed at reducing burnout risk — including predictable scheduling, supportive supervision and transparent workload allocation — may mitigate turnover cycles (Hwang et al, 2014; Zientara et al, 2023).

[bookmark: _Toc222945022]5.2.4 Strengthen Service Recovery Resilience
Effective service recovery moderates the impact of service failure on guest satisfaction (Moreno-Gil et al, 2006). In staffing-constrained environments, empowering frontline employees with defined recovery authority can maintain responsiveness and reduce escalation delays.
Clear recovery guidelines and delegated decision-making parameters would enhance operational resilience without increasing managerial bottlenecks.

[bookmark: _Toc222945023]5.2.5 Develop Long-Term Workforce Sustainability Planning
Finally, TY Newport Hotel should adopt a proactive workforce sustainability approach. This may include:
· Forecast-based recruitment aligned with seasonal demand
· Collaboration with local hospitality education providers
· Clear career progression pathways to enhance retention
· Cross-department skill development to increase flexibility without intensifying overload
Such measures align with broader industry calls for strategic workforce planning to stabilise service quality performance (Baum et al, 2020; UKHospitality, 2024).
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