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Abstract 

In an industry where personal contacts and relations are key aspects of the service offering retaining 

staff and thus the experience is of utmost importance to maintaining stability. Hence, it can be perceived 

as quite devastating that the Hotel industry seems to have such an issue retaining its staff. Because of 

this overarching issue with high turnover and low retention level, the question at hand is what impact 

does such turnover have on the service quality of the hotel? To approach this question a cross-sectional 

study was created aimed at investigating the perceptions towards employee turnover and retention in 

the Danish Hotel industry. This allowed the study to produce a contemporary picture of the perceptions, 

taking the current situation of Covid-19 into account. Two sets of data were gathered, one qualitative 

set from interviews with Hotel managers and one quantitative set derived from a survey sent out to 

front-line employees from the entire country including the hotels we had interviewed the managers 

from. To generate a theoretical understanding streams of literature from service management, hotel 

management, marketing, and management were utilized. Furthermore, for the scope of the theoretical 

framework, the Service Profit Chain (Heskett et al. 1994; Heskett, Sasser & Wheeler, 2008; Hogreve et 

al. 2017) and Service Climate (Hong et al. 2013; Schneider, White, and Paul, 1998; He, Wenli & Lai, 

2011) was chosen as these constructs are concerned with expanding the importance of the employees 

in regard to the service quality. The findings showed that the managers acknowledge the existence of 

employee turnover in the Danish hotel industry but did not perceive it to be a significant challenge. This 

was due to better working conditions through contractual agreements, flat organizational structures, and 

cultural values. The perception by the managers that employee turnover was not a significant challenge 

in the Danish hotel industry was contradicting the quantitative findings from the front-line employees. 

Here, the findings showed that only 7% did not find employee turnover as a factor in the Danish hotel 

industry. Thus, our findings indicated that employee turnover can be considered as being partly an 

underestimated factor. This was furthermore backed as our findings showed that turnover is 

acknowledged to have a negative impact on the service quality and employee engagement can have a 

positive effect on employee retention thus impacting the service quality. 
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1 Introduction 

1.1 Background 

In today’s competitive (PWC | Report, 2017) and damaged (Mchugh, 2020) hotel industry it has become 

clear that being at the forefront of service quality in one’s ranking is crucial for the success of the Danish 

hotel chains (Danish Competition and Consumer Authority | Report, 2019). Even if the hotels are aimed 

towards budget travelers, business travelers, or high-end leisure travel there is still a certain service 

quality that is expected from the customers. All of the above-mentioned customer segments understand 

that the service quality is not meant to be the same at each hotel, this is what sets them apart. However, 

it is still important to set a standard, a sort of bar for the employees to live up to and aim to keep the 

level at that point.  

 

Furthermore, this leads us to the key aspect of the service quality, which refers to a customer’s 

comparison of service expectations as it relates to a company’s performance (Kotler & Armstrong, 

2010). The hotel and the hospitality sector overall rely on human interactions (O'Fallon & Rutherford, 

2010). Therefore, one of the key assets of a hotel is its staff. The staff is in the end the person that the 

patrons of the hotel will have the utmost contact with and thus, the staff can be viewed as an extension 

of the organization’s brand image (ibid). Hence, one would think that the hotels would put great effort 

and capital into investing in their staff and their capabilities to enhance their service quality, which 

would result in an increased brand image and profitability. Yet, there seems to be a disconnect in this 

logic. 

 

According to the HORESTA, the Danish branch organization for the hotel and leisure industry, from 

2019, there seems to be a labor shortage when it comes to hotel staff. This is not only a Danish problem 

but according to the organization is something that is affecting all of Europe. In 2019 Copenhagen was 

approaching a new hotel boom (Schulz, 2019), and even if the hotels were expanding across the board 

the issue of an employee shortage was ever-present. Thus, it is not far-fetched for one to ask oneself 

how come a booming industry is facing such an issue in a pre-corona economy? There does not seem 

to exist a clear-cut answer as some proponents of the hotel industry would claim that the issue lies 

within employee retention (Chaung & Liao, 2010; Cloutier, Felusiak, Hill, & Pemberton-Jones, 2015), 

and others that the issue lies in the high turnover of employees (Wen, Zhou, Hu, & Zhang, 2020; 

AlBattat, Som, & Helalat, 2014).  

 

However, what is clear is that two large issues existed in the pre-corona Danish hotel industry; employee 

shortage (Schulz, 2019) and employee turnover (Frederiksen, 2017). The correlation between these two 
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problems could be an answer or they could just be coincidences seeing as the market was expanding at 

such a large rate. The industry has always been plagued by an above-average turnover issue compared 

to most industries. One of the main reasons for this is quite simply that the industry attracts a lot of 

young people that are starting their careers or are supplementing their income while studying (Eriksson 

& Li, 2009). These employees have no long-term goals of staying in the hotel industry and thus, could 

be considered a “normal” part of the turnover ratio. Furthermore, there also exists a set of more pressing 

and also more solvable issues namely the industry’s relatively low wages, working conditions, and 

work-related stress (Wen et al. 2020). These are conditions that fit the young worker with no long-term 

goal of staying at the organization; however, an issue appears if the goal of the hotel is to create a 

leveled service quality. For this to be achievable it is of utmost importance that there is a core staff of 

employees that can deliver this sort of service. If a hotel has an issue with its service quality this can 

easily lead to an issue with its brand image and its profitability. 

 

1.2 Problematization 

Thus, understanding what parameters play a part in the profitability of a hotel and how to steer these in 

the right direction becomes crucial for any hotel manager. Hotels can approach this in many different 

ways such as pricing (Espinet, Saez, Coenders, & Fluvià, 2003), location (Yang, Wong, & Wang, 2012), 

and service level (Wilkins, Merrilees, & Herington, 2007). Chiefly, however, the main goal of any 

business in the service industry is to focus on service quality. Hence, one could look towards the 

SERVQUAL model (Parasuraman, Zeithaml, & Berry, 1985) which is an ample multi-dimensional tool 

to measure service performance and quality.  

 

The model puts a lot of emphasis on service quality being the main driver behind the profitability and 

longevity of a service business. The five dimensions of the model being, reliability, assurance, tangibles, 

empathy, and responsiveness (Parasuraman, Berry, & Zeithaml, 1991). Moreover, as noted by 

Ravichandran, Mani, Kumar, and Prabhakaran (2010) the model still holds up several decades later. 

However, the model is heavily focused on the customers of the firm rather than the employees 

themselves. Furthermore, as pointed out by Buttle (1996) the main data captured by the model is that 

of customer satisfaction rather than service quality. Hence, as we are interested in looking at the side of 

the employees, the model and its fallacies make it non applicable to us.  

 

 

Thus, looking at other developments in the field of service quality we find that this can also be achieved 

by combining a focus on profitability, customer loyalty, and employee satisfaction. This is the so-called 

Service-Profit Chain (SPC) which was introduced in 1994 by authors Heskett, Jones, Loveman, Sasser, 
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and Schlesinger. It establishes a relationship between these three focus areas which all affect one 

another. The authors prove how customer loyalty drives profitability and growth, simultaneously 

customer satisfaction drives customer loyalty, finally, that value drives customer satisfaction (Heskett 

et al. 1994). On the employee side, the productivity of the employees drives value, while employee 

loyalty drives productivity, and finally, employee satisfaction drives loyalty (ibid). The criticisms of the 

model have been put forth as the fact that customer satisfaction and customer loyalty are not directly 

correlated but there is a strong relationship between them. Customer satisfaction is a passive condition, 

while loyalty is an active relationship with the firm (Rahim, Ignatius, & Adeoti, 2012). 

 

Hence, when comparing the two main models for measuring service quality the SPC and SERVQUAL 

we can see a contrast in the main foci of the models. This SPC model was later firmly established in 

2008 by Heskett, Sasser, and Wheeler, and the relationship between employee satisfaction and service 

quality was firmly established. The SERVQUAL and its questionnaire-based research aimed at the 

customers (Berry et al, 1990) makes it none fitting for a study based on the perception of employees 

and employers. 

 

We can thus see the importance of diving deeper into the research field of human resource management 

to generate a greater understanding of employee loyalty. By looking at the concept of service climate 

which can be defined as “the employees’ consensual beliefs about the organization’s emphasis on 

service quality throughout the service production, delivery, and consumption process” (Hong et al. 

2013) we have a good academic tool and lens for looking at how employees view the organization or 

in other words their loyalty towards it. Furthermore, classical human resource concepts such as 

employee retention and turnover will also need to be explored to generate a greater understanding of 

the issues at hand. Retention is the ways in which the organization works to keep their employees while 

turnover is the opposite, the workers leaving the organization (Hong et al. 2013; Lioa, 2010; Chuang & 

Liao, 2010). 

 

It will also be important for us to do as Grønholdt and Martensen (2016) and put a Danish lens on our 

research and thus incorporate danish employment research. Hence, we turn to service climate which has 

been proved to be a mediator (Hong et al. 2013) for the SPC. The service climate can thus be viewed 

as a central point for how employees view themselves (Schneder, White, & Paul (1998). Furthermore, 

the service climate is determined by the organizational culture (Hong et al. 2013), such as human 

resource practices (Liao, Toya, Lepak, & Hong, 2009), leadership practices (Bowen & Ostroff, 2004). 

Yet, a crucial element is that of the employees themselves. If the employees have a shared concept of 

duty, commitment, and a positive attitude towards the organization this can have a greater impact on 

the service climate than any organizational culture, the ways in which the organization is viewed by its 

customers and its employees (Chuang & Liao, 2010). By creating a group feeling for the employees 
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they limit burnout and turnover (Wen, et al. 2020) and generate a positive service climate (Chuang & 

Liao, 2010). 

  

Therefore, as the author’s Hong et. al. (2013) themselves proclaim, the service climate could also be 

positively impacted by enhanced operational abilities; such as a focus on employee retention. This is in 

line with Chuang and Lioa’s (2010) who found that a positive service climate mediates a positive service 

to customers. However, as has been shown there are limits to these possibilities (Hogreve et al. 2017). 

Nonetheless, an overarching theme of the previously mentioned literature is its heavy focus on the 

hospitality industry in countries outside of Europe, mainly in the US (O'Fallon & Rutherford, 2010), 

Australian (Davidson, Timo, & Wang, 2010) and China (We et al. 2020) . These are markets with vastly 

different employment cultures and laws (Eriksson & Li, 2009). In Denmark, the country where this 

study takes place the conditions are different, even for hotel workers (ibid). Hence, we aim to bridge a 

gap in the literature by applying and trying the SPC model in a Danish setting with the previously 

mentioned additions to the model. By adjusting the model for a Danish work environment, we aim to 

shed a light on how different working conditions can generate a different result, and thus, we can try 

the SPC model in a Danish setting. Seeing as there is a call from the author's Hong et al. (2013) and 

Hogreve et al. (2017) to create a practical study on the matter and second of all to see if the results will 

be different when applied in Denmark. Therefore, the research question that will guide this study is as 

follows: What effects does high employee turnover have on the service quality in the Danish hotel 

industry? 

 

1.3 Research Design 

To accomplish this task and answer our research question we have conducted a comprehensive cross-

sectional study with the guidance of the hospitality consulting company Telling & Nesager. As a leading 

consulting organization for the hospitality industry in Denmark, they had the practical need for a study 

to be conducted regarding the effects of both employee retention and turnover. Hence, we heeded their 

call for such research and saw an ample opportunity to combine both the academic research gap and a 

practical necessity that was called for from the practitioners in the hotel industry.  

 

The study is based on interviews with executive management at four major Danish Hotel chains. The 

interviews were based on the SPC and human resources and hotel management literature. Through their 

answers and shared knowledge of the Danish hotel industry, we have gathered ample data that allowed 

us to generate a comprehensive image of the market. Based on the answers from our interviews a survey 

was created and sent out to the front-line staff of the hotels. By comparing our two data sets we could 
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bring about a greater understanding of how the employee turnover is perceived in the Danish hotel 

industry, both from a managerial standpoint and an employee standpoint.  

 

1.4 Research Aim 

Our research aims to create a broader understanding of the impact that employee turnover has on Danish 

hotel’s service quality. By doing so we shine a light on two major issues facing the industry, employee 

shortages and employee turnover. We will generate a better understanding of these issues, how they can 

be approached by employers, and how employees themselves perceive these issues. We also aim to 

shine a light on the new additions on the SPC and how this works in a Danish setting. Which in turn we 

believe will lead to greater service quality and profitability for the organization overall.  

 

Furthermore, we believe that this study can also be crucial in understanding how corona has and is 

affecting hotels in Denmark. Having input from both management and staff lets us create a picture from 

top down but also bottom up. With this research we hope that hotels can see and learn from one another 

and be better prepared for a future crisis. 

 

2 Theory Review  

2.1 Hospitality Management 

As our research is chiefly concerned with the study of the hospitality industry and more precisely hotels 

these constructs must be defined and explained in full. Hence, we begin with the broadest of these 

(Hospitality management) and work our way down to the narrower (Hotel management). 

  

2.1.1 Definition of Hospitality Management 

What became obviously clear in our searching through the countless previous studies concerning 

hospitality management is that it is a construct that seems to be quite hard to define, and thus every 

study needs to set up its own boundaries for what it should entail. Brotherton (1999) is a perfect source 

for such a task as he outlines the evolution of term and hospitality which he defines as “A 

contemporaneous human exchange, which is voluntarily entered into, and designed to enhance the 

mutual wellbeing of the parties concerned through the provision of accommodation and food or drink” 
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(Brotherton, 1999 p. 168). This is a broad definition of the subject at hand and works very well with 

our own understanding of the concept. 

                                                                                   

The next step will then be to define Hospitality Management. According to Brotherton (1999), the term 

hospitality management merely implies the fact that there is a profession of management rather than the 

fusion of hospitality and management thus declaring them in separate spheres. Yet, he argues that for a 

manager of a hospitality business to be successful that person must have a firm grasp of what hospitality 

entails. Others have defined it as management-oriented, conservative, and numbers dominated (Lugosi, 

Lynch & Morrison, 2009). Therefore, these authors set out to expand the concept further through a 

critical analysis of the concept of hospitality management which leads them to the evolution of Critical 

hospitality management or CHMR. 

  

CHMR draws on a wider network of academic studies, utilizing mixed methods (quantitative and 

qualitative) rather than only focusing on the numbers, it is more experimental and ethically aware 

(Lugosi et al. 2009). Hence, by approaching our study through a set of both the Brotherton (1999) 

definition of hospitality management and the more contemporary CHMR (Lugosi et al. 2009) we can 

derive an understanding of how we approach this phenomenon in our study. 

  

“A contemporaneous human exchange, which is voluntarily entered into, and designed to enhance the 

mutual wellbeing of the parties concerned through the provision of accommodation and food or drink. 

That is best understood through a network of academic studies that utilizes mixed methods and that 

strives to be experimental and ethically aware.” 

  

Hence, with this definition laid out, we can now continue to approach the construct of Hotel 

Management. This term is concerned with the same overarching themes as hospitality management 

however, it goes deeper into the specifics of the hotel. It entails the organization, management, 

operations, food and beverage, marketing, financial management, and human resource management 

(O'Fallon & Rutherford, 2010). It is the latter of these that we are mainly concerned with within our 

study, but it is important to understand that it is a large field of study that incorporates several aspects. 

  

2.1.2 Hotel Management  

Thus, when we look at Hotel Management from an HR perspective one of the key issues that plague 

this industry, which has already been mentioned before, is that employee turnover (O'Fallon & 

Rutherford, 2010). As employee turnover will be explored and defined in its entirety later in this study, 
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we will not dwell upon the technicalities in this section but rather explore the characteristics of hotel 

management. 

  

In the early 1990s, it became usual to eliminate entire levels of management or combine managerial 

responsibilities to flatten the organization (O'Fallon & Rutherford, 2010). A representation of a typical 

organizational chart of a hotel is presented below (Figure 1). 

 

 

(Figure 1, Typical hotel Organization Chart: O´Fallon & Ruthford, 2010) 

 

The chart shows line functions and staff functions. The line functions consist of the tasks assigned to 

hotel employees that entail regular face-to-face contact with the guests (O'Fallon & Rutherford, 2010). 

These functions consist of the housekeeping, front office, and food and beverage department. The staff 

functions consist of tasks generally behind the scenes of the service encounter and have the main focus 

of activities supporting the line functions (O'Fallon & Rutherford, 2010). These functions consist of 

human resources (Personnel), accounting, marketing and sales, and so forth. A further explanation of 

this division of the front of house and back of house roles will be presented on page 17. 

  

During the last couple of years, there has been an increasing focus on creating innovative and less rigid 

managerial approaches in the hotel industry. Making it the most important focus to acknowledge the 

employees as the utmost important assets in the organization as they are in charge of delivering the 

service experience to the guests (Zhu, Lam, & Lai, 2019), thus the main factor for achieving high guest 
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satisfaction (Davidson, McPhail, & Barry, 2011; O'Fallon & Rutherford, 2010). It has become an 

important focus to selecting the right employees, investing in training, creating empowered employees, 

and recognizing and promoting the employees when it is deserved (Conklin, 2010). Thus, it is argued 

that HR management will be one of the most important focus areas of the hotel managers as this is 

perceived to be one of the most important factors for preventing extensive employee turnover (Conklin, 

2010; Davidson et al. 2011). 

  

2.2 Theoretical Framework 

Now when the concept of hotel and hospitality management has been established, we will move on to 

present the leading theoretical model that has guided us through our research. By utilizing the concepts 

of Service Profit Chain and Service Climate we constructed an academic lens for us to view the issues 

at hand. 

 

2.2.1 Service Profit Chain  

The origins of the SPC (See figure 2 for a visualization of the model), come from a need and desire to 

create a model that could quantify measurements that were previously unquantifiable. Since its 

inception in 1994, the model created by the authors Heskett et al. has been widely adopted by scholars 

within the management and market research field. The construct is aimed at putting hard values on soft 

measures. Hard values can be defined as quantifiable numbers such as the price, weight, and size of a 

product; however, in our case it is putting a numerical value on a soft measure. A soft measure in the 

SPC model can be defined as the loyalty a customer has towards the brand, customer satisfaction, and 

the predominant measure for this study employee loyalty towards the organization (Heskett et al. 1994; 

Heskett et al. 1997). 

 

(Figure 2, Service Profit Chain model visuzailsed source: Hogreve et al. 2017) 

By deploying said construct the goal of measuring customers' value becomes feasible. To measure soft 

values such as loyalty and satisfaction, the chain considers all elements of a service line (Heskett et al. 
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1994). On the customer side, the authors derive profitability, loyalty, and satisfaction (Heskett et al. 

1994; Heskett, Sasser & Wheeler, 2008). Furthermore, the concept also shines a light on the importance 

of the employees, which will be the main focus of our research. On the employee side of the model we 

find, satisfaction, loyalty, and productivity. All of these separate aspects should be seen as crucial and 

affect one another. How these interactions can be viewed in Figure 2, the arrows are the interactions 

that take place between the different measurements. 

Ever since its inception in 1994, the SPC has been tried and developed by many authors including the 

original authors Heskett et al. (2008). By applying the SPC in real-world examples the model has now 

been firmly established as a way of conducting marketing and management research. Finally, it has also 

led to new extensions and theories being added to widen the SPC’s utility and applicability. One of 

these sources of research is the meta-analysis published in 2013 by Hong et al. Their research aggregates 

over 50 previous research papers to generate a broad understanding of the SPC and its viability in the 

business research field. One of the overarching findings is that in the early 2000’s almost all 

organizations have now started to “view service quality or service excellence as a strategic imperative 

or, at a minimum, a strategic opportunity” (Hong et al. 2013 p. 237). 

Moreover, as organizations realize the importance of the service landscape (not just traditional service 

companies but also companies not usually viewed as service organizations) it becomes more important 

than ever to measure one’s service quality (Hong et al. 2013). A great example of a company that has 

wholeheartedly moved in this direction is the Swedish car manufacturer Volvo. The mission statement 

“For a better future. We want to provide you with the freedom to move in a personal, sustainable, and 

safe way” is a perfect example of this transition towards servitization (Volvo “Our story”, 2021). The 

focus of the statement is not on the product (the car) but rather on the service the car provides for the 

company’s customers. 

Thus, Hong et al. (2013) set out to explore what affects and moderates the service profit chain by looking 

at previous research. Among these are concepts regarding service climate, human resource practices, 

and leadership practices (ibid) all of which will be explored in more detail later in this text. For now, it 

is important to understand that their contribution to the SPC is that of the moderating concept of service 

climate meaning that the climate in which the employees operate greatly affects the SPC. Hence, this 

also affects the service quality and in the end the profitability of the organization. 

Similarly, Hogreve et al. (2017) continues in the footsteps of Hong et al (2013) and drives the research 

of the SPC forwards. With their meta-analysis that also includes the Hong et al. analysis they greatly 

expand on their ideas and the applicability of the SPC overall. Their focus is mainly on the employees 

as well and what effect management's relation with employees has on the service outcome. They find 

that “our findings encourage organizations to balance employee satisfaction, operational excellence, 
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and service orientation carefully to optimize their service performance” (c p. 42). This is done for 

several reasons including employee engagement, satisfaction, and retention (which we will explore 

further), and also to enhance the service quality and profitability of the organization (Hogreve et al. 

2017). The main contribution from their side is that of observing and discovering that there is a limit to 

employee satisfaction and its effect on service quality and profitability. At some point, it is no longer 

possible for an already satisfied employee to deliver a better service than before. 

Following along in these tracks, Grønholdt and Martensen (2016) further explored the SPC in a practical 

setting. This study is very well suited for our research as it is a case study that takes place in Hotels in 

Denmark which is the basis of our study as well. Similarly, Hogreve et al. (2017), found that employee 

attitudes have a positive effect on customer loyalty which in turn have a positive effect on profitability 

(Grønholdt & Martensen, 2016). It can thus be established that the SPC works and operates as intended 

by Heskett et al. (1994) in the Danish hotel industry. Furthermore, the authors also found that employee 

attitudes have a positive correlation to customer loyalty and finally alike to Hogreve et al. (2017) that 

there is a limit to employer satisfaction and its effect on customer loyalty. 

Thus, we have now established our theoretical framework of the Service-profit chain, from its inception 

through its evolution and finally in an empirical setting within the Danish hotel industry. We will, 

therefore, continue our exploration of theory by diving deeper into the construct of Service Climate and 

why it is a crucial component for understanding our research study.  

 

2.2.2 Service Climate 

We thus turn to the first established moderator of the SPC (See figure 3) namely the concept of Service 

Climate (Hong et al. 2013). The service climate can be seen as the academic development of Bitner 

(1992) and her theory of the Servicescape. In her groundbreaking article, Bitner puts forth the argument 

that the physical space of a service environment is crucial to the customer and employee’s perception 

of the service that is taking place. Hence, the physical space has an impact on the service quality and 

perception (Bitner, 1992). Therefore, managers and employers need to facilitate a servicescape that is 

in line with the service quality that they are trying to provide. Furthermore, the construct also stresses 

the importance of training and managing employees in such a way so they can also emit the service 

quality that the physical servicescape is set up to emit. 
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(Figure 3, Source: Hong et al. 2013) 

 

It is from this school of thought that the authors Schneider, White, and Paul (1998) bring forth the idea 

that the service climate (See Figure 4 for a visualization) is linked to the customer's perception of the 

service quality. This can thus be seen as an extension and development of the servicescape (Bitner, 

1992). The employees are, however, put in focus here rather than the entire physical space. The service 

climate is defined as “employee perceptions of the practices, procedures, and behaviors that get 

rewarded, supported, and expected concerning customer service and customer service quality” 

(Schneider et al. 1998 p. 151). Practically speaking this means that how the management of the 

organization treats their employees will have a much larger impact on the service quality than any other 

element within the service environment. 

 

 

(Figure 4, Source: He, Wenli & Lai, 2011) 

 

The managerial support, work facilitation, and customer orientation needs to be aligned for the service 

climate to have the greatest positive impact on the service quality (He, Wenli & Lai, 2011). Here we 

see the importance of aligning the HR practices and leadership style of the management to be reflective 
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of the organization's standard. By providing this support for the staff and being oriented towards the 

customers in a similar way the service climate can ultimately improve the levels of service quality across 

the board (ibid). 

  

This concept was thus incorporated into the SPC as a mediator (Hong et al. 2013). This can be seen as 

quite a logical incorporation as the main focus of the SPC is that of employee satisfaction and loyalty. 

In testing their theory Schneider et al. (1998) found that the greater the employee perceived the service 

climate to be the higher the level of both loyalty and satisfaction was. Deploying this reasoning and 

logic to the SPC would thus correspond to both a higher service quality, customer satisfaction, and 

profitability. This is also the case as proven by Hong et al. (2013), the leadership and human resource 

management of the employees had the greatest impact on the positive side of the SPC. 

 

It must also be said that service climate is not only proven to be a mediator for the SPC but it has also 

been proven to work similarly when it comes to employee turnover (Webster, Beehr & Love, 2011). 

Showing the wide applicability and versatility of the construct but also its inherent focus on human 

beings and their interactions with one another. Thus, we will move forward in this text by exploring 

just that, the management of an organization's people or in other terms human resource management. 

 

2.3 Human Resources 

As Service Climate is mainly concerned with the treatment of employees and their relations to their 

superiors thus, moving forward we will explore just that Human Resources. This concept can be seen 

as an enabler for service climate and a crucial component of the employee loyalty gauge. The better the 

employees are treated the higher the loyalty.  

 

2.3.1 Front of House employees 

This paper will primarily focus on the employee turnover concerning the front-line employees, who 

work in the center of the Service Climate and have direct contact with the guests. This space can be 

understood as the front of house functions.  The front of house (FOH) is identified by the actions that 

take place within the service environment where the hospitality impression is performed and where the 

service customer, in this case, the hotel guests, is present (Goffman, 2016). Contrarily, back of house 

(BOH) is identified by the actions that take place outside of the service space and where the service 

customers are excluded (Goffman, 2016). It is acknowledged that FOH and BOH can both be 

understood as taking place in the same service space and as something that is divided architecturally. 
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Thus, the FOH actions take place in the service environment where the guests are present, and the BOH 

takes place outside of the service environment, for example in the back offices (Boon, 2007; Robinson, 

Kralj, Solnet, Goh, & Callan, 2016).  With this distinction, we perceive the FOH employees as the front-

line staff who are in direct contact with guests and thus responsible for the actual service experience, 

and the BOH employees as the staff working outside of the service environment in back-office functions 

supporting the entire service production. The FOH employees are primarily perceived to consist of, but 

not exclusively, housekeepers, receptionists, supervisors, and front-of-house staff in the food and 

beverage department (Robinson et al. 2016). Given the nature of the FOH work, the tasks entail frequent 

and sometimes intense face-to-face interactions and encounter with the guests, which demands certain 

personal traits and often requires a positive attitude no matter the situation (Goffman, 2016; Boon, 2007; 

Robinson et al. 2016; Wan, Wong, & Kong, 2014). 

 

2.3.2 The work environment in the hotel industry 

It is widely acknowledged in the literature that working in the hotel industry can be demanding and 

exhausting for the employees. Especially the FOH employees in the hospitality industry are perceived 

to have poor working conditions because the industry is often characterized by long and unsocial 

working hours. Seeing as it is a 24 hour and seven days a week service product, seasonality and part-

time work, poor salary, non-supportive management style, limited training, and poor career 

opportunities (Brown, Arendt, & Bosselman, 2014; Knox & Walsh, 2005; Davidson et al. 2011; 

Faldetta, Fasone, & Provenzano, 2013). These conditions can be physically, mentally, and 

psychologically exhausting and can lead to stress, burnout, and issues with the work/life balance of the 

employees, which in some instances leads to employees leaving the industry (Wan et al. 2014; O´Neill 

& Davis, 2011). 

 

2.3.3 Turnover 

Hence, we move forth by exploring the research fields of human resource management and its impact 

on the SPC which we have already hinted at is quite large according to the literature. Seeing as service 

work can be fast-paced, dynamic, and often come in bursts of doing very little to instantly doing a lot, 

stress is very prevalent in the workforce (Wen et al. 2020, Riegel, 2010). Stress can be defined in several 

different ways but to limit it for our study we will focus on the positives and negatives and how this 

leads to turnover. If the stress level is reasonable then it can bring out the best in people and push them 

to do more and better work. However, if the feeling of stress becomes overwhelming then it can have 

the opposite effect and hinder work or even make it impossible to complete (Wen et al. 2020).  
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The hotel industry is not immune to this norm in the service industry and thus this phenomenon is 

equally applicable to hotels as to restaurants. Because of this aspect, burnout and employee turnover is 

something that plagues the industry and the front-line employees in particular (ibid). Burnout can be 

defined as a state of emotional, physical, and mental exhaustion leading to an inability to work and a 

loss of motivation. This is often a result of large amounts of stress over a longer period and can often 

be a result of role stress (Wen et al. 2020). Furthermore, role stress can be defined as the pressure that 

employees face when they are unable to learn their roles correctly or not being able to perform all of 

their tasks in a timely and orderly manner. It is also impacted by external factors such as customer 

behaviors, feelings of incorporation within the working team, and the treatment of management. With 

the latter of these factors, we can see that the concept of Service Climate is also prevalent within this 

concept (Wen et al. 2020).  

 

It is argued that turnover has been perceived in terms of two main views in previous research and 

articles. First, the concern for the monetary costs of turnover for the organization. The monetary cost of 

turnover is argued to consist of the actual cost related to separation, the cost of replacing employees 

such as advertising and interviewing, learning curve inefficiencies by new employees, costs connected 

with the temporary disruption of the workforce, and non-quantifiable costs due to diminished image, 

customer loyalty to previous employees (Riegel, 2010; Davidson et al. 2010; Karsan, 2007). The second 

view does not necessarily perceive turnover as undesirable because performance and longevity have an 

inverse U-shaped relationship, which means that performance increases over the short to the 

intermediate term but decreases or stagnates over the long term (Riegel, 2010). Hence, the longer 

employees stay, the less likely they are to demonstrate performance increases. Furthermore, the longer 

the employee stays in the company, the more they cost in raises and increased benefits (Riegel, 2010). 

For organizations subscribing to the last view, the focus is on a strategy that concentrates on achieving 

the right amount of turnover instead of just reducing turnover (ibid). However, Riegel (2010) states that 

both of these views are limited as they perceive turnover as a phenomenon rather than a process. The 

managers are thus concerned with controlling one event rather than the processes involved in the 

turnover which is argued to be a sequence of events. 

  

The reviewed literature acknowledges that there exists a negative perception towards the industry and 

some perceive the industry as the employer of last resort. Thus, the turnover is argued to be caused by 

a transient workforce only working in the industry while preparing for doing something else or waiting 

for better job opportunities to arise (Riegel, 2010; Deery & Shaw, 1999; Brien, 2004). Turnover is 

believed to occur as a result of a complex set of factors that influence employee attitudes and eventually 

affect employee behavior. Another cause of employee turnover is argued to be due to the existence of 

a turnover culture. Deery & Shaw (1999) confirmed the existence of a turnover culture in the hotel 

industry and suggested that the presence of a turnover culture implies that the lack of management and 
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organizational support increases levels of employee stress and thereby the desire to leave the 

organization. Turnover culture is described as a certain form of organizational culture within the hotel 

industry that leads to a general perception of the hotel workforce as being composed of a high level of 

temporary workers who are highly mobile, thus leading to a high workforce turnover (Deery & Shaw, 

1999; Davidson et al. 2010). 

 

Turnover can result from negative attitudes toward the organization and occurs only if an employee can 

actually leave the job. Meaning that the employee has other job options, does no longer need to work, 

or does not want to work anymore. If the employee has limited or no other options for leaving the 

company, they might develop withdrawal behaviors such as complaining, absenteeism, poor 

performance, or unacceptable customer behavior (Riegel, 2010). Companies with high rates of turnover 

are likely to experience several negative consequences. These consequences can harm the other 

employees as well as the organization as a whole. Major issues in the individual effects are attendance 

problems, decreased corporation, decreased work performance and in worst-case scenarios sabotages. 

In the long term, the effects are more systemic and potentially more devastating. High turnover rates 

can worsen existing turnover rates and contribute to system problems such as poor customer relations 

and limiting the ability to develop and implement strategy (Riegel, 2010; Davidson et al.  2010).  

 

The literature points to the evidence that excessive turnover rates can have a substantial negative impact 

on the profitability of the hotel, and that this negative impact is argued to be underestimated amongst 

hotel managers as they often only focus on the directs costs of turnover and neglects the indirect cost 

(Riegel, 2010; Karsan, 2007; Davidson et al. 2010). The direct costs consist of financial expenditure 

regarding pre-departure, recruitment, selection, training, and lost productivity. The indirect costs consist 

of the loss of knowledge, experience, customer relationships which are perceived to be more difficult 

to measure (Karsan, 2007; Davidson et al. 2010). Riegel (2010) mentions that previous research found 

that hospitality employees ranked the following factors as the biggest reason for high turnover rates; 1. 

Treatment by superiors, 2. Amount of work hours, 3. Job pressure, 4. Scheduling, 5. Training, 6. Fringe 

benefit packages, 7. Better opportunities elsewhere, and 8. Physical demands of the job. 

 

Thus, the short-term strategies for controlling the extensive turnover would be focused on these eight 

reasons and working on fair treatment of employees, creating fair and reasonable schedules. However, 

these strategies do not necessarily address the causes of excessive turnover and are likely to have limited 

effectiveness in the long term. Thus, employee retention is described as a key factor for creating 

customer retention which is highly relevant as loyal and returning customers are more profitable 

(Riegel, 2010; Davidson & Wang, 2011; Okea, 2018). Riegel (2010) suggests that acknowledging the 

causes of worker dissatisfaction and attempting to deal with these comprehensively and continuously 

would be a better long-term strategy. Both Riegel (2010) and Davidson et al. (2010) suggest that 
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managers who are concerned about employee turnover should pay attention to providing opportunities 

for advancement, challenging work, and a good working environment instead of solely focusing on the 

extrinsic job factors such as job security and salary.  

 

Moreover, the right employee selection is an important factor for ensuring retention. The focus should 

be on hiring the best employee for the particular job instead of focusing on hiring the best-quality 

employees. It is important to match potential employees to the values of the organization and the 

concrete position as this enhances the likelihood of retaining these employees as well as obtaining high-

quality employees with the desired attitude, personality, and commitment (Riegel, 2010; Phillips and 

Connell, 2003; Davidson et al.  2011). 

 

One of the largest occurring phenomena in the hotel industry that leads to turnover is that of role 

burnout. During very busy hours, employees sometimes cannot complete every task well because of too 

much work or time limits, and then role overload may occur (Wen et al. 2020). If the overload becomes 

a constant state of work, it can lead to role burnout which in the end may lead to the employee 

voluntarily deciding to terminate their employment. To combat this Webster et al. (2011) argue that by 

supporting the workers through strong support systems that aid in relieving the work pressure and 

alleviate negative emotions then employees can adjust to the organization better. Burnout has both a 

positive impact on employee turnover while simultaneously mediating the relationship between role 

stress and employee turnover intention (Wen et al. 2020). When these two factors are applied to the 

SPC we can see a downward spiral on the side of employee satisfaction. If the satisfaction of the 

employees is negatively impacting the service quality due to role stress and thoughts of leaving the 

service level provided will be impacted negatively. Thus, impacting both the service quality and the 

customer loyalty and satisfaction barometer (Hong et al. 2013; Hogreve et al. 2017). 

  

However, as noted by the authors Eriksson and Li (2009), there seems to be a different situation in the 

Danish hotel industry. Due to Denmark’s employment laws and regulation, the authors seem to find 

that this might not be as true as it is in countries outside of Denmark that are the base of our other 

applied literature, countries such as the US (ibid), Australia (Davidson et al. 2011), and China (Eriksson 

and Li, 2009). Thus, some of the main arguments for employee turnover that are given such as high 

demand, low pay, little feedback, and polychronic behaviors (Wen et al. 2020) might be a standard 

outside of the Danish working model.  With these factors in mind, we propose that there might be a 

misalignment between Danish managers in the Hotel industry and the main body of academic literature 

that focuses on the subject. Thus, our first hypothesis is as follows, 

  

H1 Employee turnover is underestimated in the Danish hotel industry  
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2.3.4 Retention 

Therefore, to secure the service quality level of the hotels it is of utmost importance for the management 

of hotels to try to work against the challenge of employee turnover. Thus, employee retention is one of 

the main ways in which employers can combat high employee turnover. By focusing on retaining 

employees that fill the needs of the organization the service levels can be secured (Hong et al. 2013; 

Grønholdt & Martensen, 2016). 

  

One of the most common approaches undertaken by human resource departments and management 

strategies is to focus on the employee satisfaction level within the organization (Chaung & Liao, 2010). 

Employees that are satisfied with their work and feel both entitled and essential within the organization 

and their team will perform better daily and also have fewer thoughts of abandoning the organization 

(Chaung & Liao, 2010; Wen et al. 2020). Furthermore, to take action on how the employees perceive 

their work experience it becomes important for the management to set up clear and actionable paths to 

act on. This means that the goals that the staff are meant to reach must be realistic and feasible given 

the time and resources allocated to them by the company.  

  

By setting up service-oriented HR practices that target service-skilled employees from the start with 

both selection and training. This leads to rewards and evaluation of the employees working much 

smoother and in a more astute way (Hong et al. 2013). It also focuses on transferring power away from 

top management and to the employees encouraging them to enhance their overall performance. 

Consequently, it creates a feeling of community and team which also leads to employees working harder 

for one another and acts as gatekeepers of the service level (Chaung & Liao, 2010; Hong et al. 2013). 

The focus is on both giving the employees authority and self-determination and also on the service tasks 

at hand creates an environment where employers and employees can thrive. 

  

Moreover, for the management to effectively operate within the service-oriented HR practices they need 

to align their leadership style as well. Thus, by applying a service-oriented leadership style that focuses 

on “recognizing and appreciating high-quality service, removing obstacles to service delivery, setting 

clear standards for service quality” (Hong et al. 2013 p. 240) this can be facilitated. This more ethically 

and people-oriented leadership style assists the employees and empowers them by rewards rather than 

punishment. A key- and guiding word in this thought is that of impartial feedback and reinforce positive 

behaviors (Chaung & Liao, 2010; Hong et al. 2013) 

  

Thus, we can see how HR practices and leadership can create a service climate that works for the 

employees to satisfy their work needs which in the end will create a loyal pool of workers. When applied 

to the SPC we see that this, in turn, leads to higher profitability and service levels (Honge et al. 2013; 
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Hogreve et al. 2017).  By creating shared values within the work team one employee's increased 

satisfaction can boost the entire group's feeling and thus, a mutual feeling of giving back to the company 

by performing to their highest ability (Chaung & Liao, 2010). However, it must be stated as previously 

exerted by both Hogreve et al. (2017) and Grønholdt and Martensen (2016) that there is a limit to how 

much the satisfaction of the employees can increase the profitability within the SPC. 

 

Hence, when looking at this from a Danish perspective it is still applicable (Grønholdt & Martensen, 

2016), but it has its limits. As for workers the benefits are still quite low but do include social activities, 

events, and discounts when using the chain’s hotel - which is something that is not equivalent to the 

standard American market (Wen et al. 2020). Therefore, we predict that employee turnover will have a 

direct impact on the service quality level. If retention and satisfaction strategies and schemes utilized 

by the management have no bearing on turnover, meaning that the levels are still high even though these 

measures are put in place. Consequently, we hypothesize that such turnover will affect the service 

quality and hence our second hypothesis,  

 

H2 Employee turnover has a negative impact on the service quality of the hotel  

 

2.3.5 Engagement    

Employee retention can seem like a costly affair and thus we must explore the different ways in which 

employers engage with their employees to generate retention satisfaction. Is this costly? And if this is 

the case is it worth the spending in the end? These are valid questions that previous literature puts forth 

and explores. 

  

First, we have education and training within the organization or that the organization provides the 

employees with external alternatives for these opportunities. These are two options that go hand in hand 

if the management decides to go with the HR and leadership styles presented earlier (Hong et al. 2013). 

Inviting consultants and external training partners is a costly endeavor that has a risk rating associated 

with it. It is not sure that the training ordered will be of the quality that the purchaser was aiming for 

seeing as it is an intangible product. Second, the participants of the training sessions might not accept 

or understand the training given to them meaning that the engagement session did not lead to any gain. 

Hence, in such a scenario it can become a costly situation (Panagiotakopoulos, 2011).  

 

However, the two previously mentioned HR and leadership styles both put training, both ongoing and 

separate event training, at the forefront of the organizational structure. By constantly giving feedback 

to the employee’s feelings of engagement and worth are created (Hong et al. 2013; Chuang & Liao, 
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2010). Additionally, we can see that these sorts of internal service behavior from the management can 

lead to the phenomena of organizational citizenship behavior (Hogreve et al. 2017). This is a 

discretionary concept that encapsulates the ideal service worker within an organization. Employees who 

fall into this category will help their fellow employees while simultaneously preventing the occurrence 

of work-related problems. These are all done without any management intervention and allows for 

greater flexibility within the organization (ibid). Thus, we can conclude that spending money on training 

and education is beneficial.   

  

Another large category of engagement that companies take part in is that of organizational social events. 

These can be large corporate events such as Christmas dinners for all employees in the organization 

(Eriksson & Li, 2009). By engaging the employees in such inter-organizational events people from 

different departments get together that otherwise do not see each other leading to feelings of belonging 

to something larger than what the everyday work usually creates (Chaung & Liao, 2010; Eriksson & 

Li, 2009). 

 

For the SPC we can see that these are activities utilized to increase employee loyalty which would then 

generate higher profit levels (Hong et al. 2013; Hogreve et al. 2017). However, seeing as these programs 

cost money for the company there is a chance that they do not actually generate higher profitability 

from these in the end. Here it becomes crucial to gain an understanding of the employee attitudes. If 

they are already very high then it becomes harder to increase them more (Grønholdt & Martensen, 

2016). Thus, companies need to focus on balancing their employee satisfaction with their operational 

goals (Hogreve et al. 2017). By having high internal service quality levels, the reciprocity the employees 

will give back to the organization in the form of better service will outweigh all the negatives. Therefore, 

we believe that such actions, in turn, will have a positive impact on the overall service quality level of 

the hotel and thus, 

   

H3 Employee engagement has a positive impact on service quality  

 

2.4 COVID-19 

Finally, we must acknowledge that the hotel industry has been especially hard hit by the COVID-19 

pandemic that in writing time is still active and restrictions still enforced in most countries around the 

world. Because of the contemporary nature of the pandemic, there is not much research on the topic, 

but we did not think it fair to leave out a section dedicated to generating a comprehensive understanding 

with the modest research accessible to us. Because of its large impact and the ways that the Coronavirus 

pandemic has challenged the Hotel industry immensely (Hess, 2020), we also need to challenge our 
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previous understanding of the hotel industry. Thus, we propose the following hypothesis changes from 

our understanding and research and how we believe the status quo has changed because of the pandemic. 

  

2.4.1 Crisis Management  

Crisis management in itself is quite an ambiguous managerial approach seeing as completely 

understanding and dealing with a crisis is always going to be difficult (Ritchie, 2004; Chong, 2004). 

Hence, the main object of the study is to prepare managers and employees for these sorts of situations. 

The tourism and hospitality industry are especially prone to be affected by crises. Since a hotel needs 

to be patronized by guests it is directly affected by the natural environment in which the hotel is built. 

Therefore, events such as acts of terrorism, earthquakes, and other natural disasters severely limit the 

ability to operate a hotel (Ritchie, 2004). Furthermore, a more contemporary example is that of viruses. 

Seeing as humans have a complex relationship with the natural system and thus, virus outbreaks are to 

be expected and need to be planned around (ibid). 

  

While it is difficult to forecast and manage a crisis, the disruption and risk of a crisis can be minimized 

by getting a plan or protocol in place and bearing in mind that a crisis is still possible (Ritchie, 2004). 

Thus, Chong (2004) offers a six-step plan to better crisis management. By hedging safe steps for the 

future, crisis management becomes an important part of maintaining an organization's continuity and 

development. The steps include Coping, Rethinking, Initiating, Sensing, Intervening, and Sandbagging. 

Rethinking, initiating, and sensing are the systematic aspects of strategy design, which involves 

strategic plan analysis, environmental analysis, and the selection of a business strategy from a variety 

of options, which is better suited to these actions. While coping, intervening, and sandbagging are more 

consistent with action-oriented policy execution, which encompasses all key tasks such as resource 

deployment and leadership exercise required to carry out the chosen plan (Chong, 2004). 

  

Moreover, organizations and destinations must be flexible and vigilant to design and execute proactive 

plans to deal with chaos and transformation (Ritchie, 2004). Organizations should take a holistic 

approach to crisis management and will need to restructure their management system, as well as 

consider issues such as resource utilization and corporate culture, both of which have an impact on crisis 

management effectiveness (Ritchie, 2004; Chong, 2004). 
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2.4.2 Dealing with Restrictions 

Furthermore, seeing as over 9% of Europe's population is employed in the hotel and tourism industry 

(europa.eu/eurostat) the harsh corona restrictions and lockdowns have had a significant impact on hotels 

and hence on our research. Since the spring of 2020 countries in the European Union have in some form 

closed or limited ports of entry (airports, harbors, and border crossings), imposed national lockdowns, 

and promoted social distancing (Nhamo, Dube & Chikodzi, 2020). This has drastically lowered the 

number of hotel patrons across the board, both leisure and business guests. Which in return has led to 

an upward trend in what has been a steady downwards trend in unemployment in the EU zone 

(Anderton, et al. 2021). Looking at data from HotelRunner the authors have quantitative support that 

shows the steep decrease in bookings which proves two things; firstly, it shows that the government-

imposed lockdowns have had the desired effect, secondly, this effect has been detrimental to the hotel 

industry (Nhamo et al. 2020). Hence, we propose the following hypothesis, 

 

H4a) COVID-19 has changed the relationship in hypothesis 1 (Employee turnover is underestimated in 

the Danish hotel industry) 

 

With the situation at hand in mind, researching how hospitality and service organizations, and in our 

case especially hotels, have dealt with this situation to survive financially is essential in giving this 

study a just and contemporary picture. The first and most crucial for the immediate financial continuity 

of the hotel organization is government-funded aid (Breier, Kallmuenzer, Clauss, Gast, Kraus & 

Tiberius, 2020; Nhamo et al. 2020). This has taken different forms in different countries but is often 

made of stimulus packages which are direct transfers of money from the government to the firm. By 

doing so the hotel can afford to keep paying their staff and pay off short-term credits and other fixed 

costs. The second way governments have assisted hotel organizations is by giving them tax credits or 

even canceling certain government taxes and fees to lower their operating costs (Nhamo et al. 2020). 

  

However, these are only “band-aid” fixes and are not sustainable to the longevity of the industry. Yet, 

nobody can question their importance at the beginning of the pandemic to save thousands of jobs and 

organizations (Nhamo, et al. 2020). However, effectively these aids have been the unemployment rate 

is still on the rise and an ever-threatening gloom seems to be over the European labor force (Mchugh, 

2020). Hence, with fewer employees at hand and the need to let go of some of your experienced working 

staff also propose the following change in relations. Seeing as job insecurity and changes in the 

organization all had negative outcomes on the employee's attitude in relation to the impact on the 

COVID-19 pandemic (Bajrami, Terzi, Petrovi ́, Radovanovi ́, Tretiakova, Hadoud, 2021). We thus 

propose the following change in the hypothesis, 
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H4b) COVID-19 has changed the relationship in hypothesis 2 (Employee turnover has a negative 

impact on the quality level of the hotel) 

 

Looking at new ways to innovate one’s business model is crucial for the longevity of the business and 

will in the end create a more sustainable business (Breier et al. 2020). In the first place, governments 

and hotels started to look internally by boosting their domestic tourism. With the tracing and tracking 

systems that were put in place, it was a safer alternative to let the population travel within their own 

country rather than having foreign tourists moving around (Nhamo, et al. 2020). It offers a faster relief 

than waiting for the major vaccine rollout and additionally, the confidence of international tourists to 

start traveling again. 

  

Secondly, by utilizing business model innovation new and improved systems were put in place in the 

hotels (Breier et al. 2020). Two major ones occurred at the very beginning of the outbreak and were 

crucial for the hotels to even stay open if the government allowed it. These were: contactless check-in 

and payments and new standards for both cleaning and also signage and display of how the new health 

procedures took place (Nhamo, et al. 2020). Others have been more creative and have created ways for 

their regular patrons to keep paying for rooms that they would otherwise have visited (Breier et al. 

2020). By doing so, allowing their favorite hotels a new sort of “line of credit” that they later can collect 

as vouchers for rooms in the future. Hence, we can see that being in a pandemic requires both innovation 

and assistance for the hardest-hit industries to survive. By doing so the industry and jobs can be saved 

and patrons can return to their favorite establishments once “normality” comes back (Breier et al. 2020; 

Nhamo, et al. 2020). Furthermore, with these innovations, we see a more decentralized and less personal 

service environment. However, it has also been shown that the employers that have focused on 

supporting their employee's families and work-life have performed better (Agarwal, 2021). This has 

been especially true when employers have provided social and psychological resources to their 

employees, or in other terms engagement factors. Hence, with this in mind, we have to challenge our 

perception of engagement in the workplace (Gaskell, 2020) and thus propose the following hypothesis 

and change in relations, 

 

H4c) COVID-19 has changed the relationship in hypothesis 3 (Employee engagement has a positive 

impact on service quality) 
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3 Research Methodology 

This part of the research will explain how we designed and conducted our research to ensure a high 

level of reliability, replicability, and validity. 

 

3.1 Research purpose 

The purpose of conducting this research is to produce a greater understanding of employee turnover and 

employee retention within the danish hotel industry. This will be achieved by conducting a cross-

sectional research study focused on obtaining perceptions toward the topic from multiple levels of the 

danish hotel industry. 

 

3.2 Research strategy 

3.2.1 Cross-Sectional Research Design 

The cross-sectional research design was chosen as the study is interested in obtaining multiple 

perspectives towards employee turnover and employee retention from both the managerial and FOH 

levels of the danish hotel industry. In contrast to conducting a case study where the focus is on one 

organization or phenomenon, the cross-sectional research design allows this study to look at multiple 

organizations from multiple angles and employment levels, to gather data concerning how employee 

turnover and employee retention is perceived in the danish hotel industry (Bell, Bryman, & Harley, 

2019; Yin, 2009). Furthermore, this allows the study to focus on the present picture at this present 

moment which is relevant as the study seeks to include how the current covid-19 situation might 

influence these perceptions. Thus, the study is not concerned with comparing how the organizations 

perceive and act towards the topic to determine who handles this challenge in the best way, it is simply 

focused on identifying and describing the perception and acknowledgment of turnover and retention 

(Bell et al. 2019). This will make it possible obtaining a wide range of perceptions facilitating the 

possibility to form a constructive discussion based on the empirical findings. 

 

The cross-sectional research design is often connected to semi-structured interviewing when applied in 

qualitative research studies, other than that this design is often connected to quantitative research 

designs (Bell et al. 2019). As it will be presented later in this section, this study utilized a mixed methods 

research approach in order to achieve the benefits of triangulation. Thereby, cancelling out possible 

limitations from one model by adding benefits from another model and thereby cross-checking the 
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findings to achieve the desired level of validity (Saunders, Lewis, & Thornhill, 2009). According to 

Bell et al. (2019) this is the reason why cross-sectional studies are not clearly divided towards either 

qualitative or quantitative methods, which makes it a relevant method for this study as we apply both 

methods.   

 

3.2.2 Mixed methods research 

This study will utilize a mixed methods research approach in an exploratory sequential design where 

the qualitative method precedes the quantitative, and the quantitative method is used to test and add to 

the findings from the qualitative method (Bell et al. 2019). The findings from both methods will be 

analyzed and discussed both individually and together. This method is chosen to achieve a triangulation 

approach of testing and explaining the findings to find weaknesses or further elaborations in the 

perceptions towards employee turnover and retention from both managerial and front of house levels 

of the hotel organizations in the danish hotel industry (Saunders et al. 2009).  

 

The triangulation consists of the following three legs; 1) literature review of the existing studies 

concerning employee turnover and retention, 2) semi-structured interviews with executive-level HR 

employees, 3) self-completion questionnaire survey with the front of house employees. The qualitative 

method consists of semi-structured interviews with HR managers, Chief of People and Culture, and HR 

consultants from hotel chains with hotels across all of Denmark. The findings from these interviews 

were used as an aiding measurement to structure the questions for a quantitative self-completion 

questionnaire that was sent out to ground floor employees of the same hotel chains who participated in 

the semi-structured interviews (Bell et al. 2019). The mixed-methods approach allowed the study to 

gain perceptions from multiple levels of the organizations, generating a broader picture and identifying 

potential inconsistencies or discrepancies amongst the perceptions from the different levels of the 

organizations, ultimately resolving in a desired increased validity. Thus, the mixed methods approach 

is chosen based on both academic and practical considerations. The predominant academic 

consideration for choosing the mixed methods was also to benefit from relevant concepts of both 

methodological approaches. In a bit narrow-minded way, one might say that one of the main differences 

between these two concepts is argued to be that quantitative uses measurement, and qualitative does not 

(Bell et al. 2019). However, we see several areas where our study will benefit from both qualitative and 

quantitative concepts. 

 

Qualitative research is a research strategy usually engaged to emphasize words rather than numbers or 

quantification, in the collection of data and takes a view of social reality as a constantly shifting and 

emergent property of individuals´ creation (Bell et al. 2019). This makes it the obvious choice for this 
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study as we are interested in obtaining perceptions towards employee turnover and retention from 

individuals working in the danish hotel industry. To obtain these perceptions, we conducted a series of 

semi-structured interviews with individuals working in the managerial levels of the hotel chains in the 

danish hotel industry. The semi-structured interviewing approach allows for a certain amount of 

flexibility, enhancing the opportunity to genuinely reveal the perspectives of the people we are studying 

(Bell et al. 2019; Daymon & Holloway, 2010; Saunders et al. 2009). Thus, asking more general than 

specific questions. The qualitative approach allows us to change directions during the investigation in 

an easier manner than quantitative, thus making it possible to obtain perceptions and insights otherwise 

not possible to obtain. Thus, in this step obtaining the perceptions to describe them in an interpretive 

manner to understand the social world through an examination of the interpretation of that world by its 

participants (Bell et al. 2019). In other words, seeing the topic through the eyes of the people who are 

experiencing the issues, handling the topic on a day-to-day basis, and those people whose actions 

constitute the topic. Thus, obtaining the perceptions towards the topic from the people who experience 

it. Subsequently, the quantitative approach of conducting a self-completion questionnaire was 

conducted to both obtain perception from the front of house employees of the danish hotel industry as 

well as testing the findings from the semi-structured interviews. 

 

The quantitative methods of the self-completion questionnaire were used to test the findings regarding 

the concepts of employee turnover and retention we obtained from the qualitative semi-structured 

interviews. This allowed us to quantify and measure the perceptions from the ground floor employees 

and then analyze if the perceptions from the executive level employees agree with or deviate from these 

ground floor employee perceptions (Bell et al. 2019). Hence, the measurements will indicate a deviation 

in the perceptions if the findings from the semi-structured interviews with executive-level employees 

indicate that employee turnover is not a big challenge in the danish hotel industry, but the findings from 

the self-completion questionnaire indicate that a large group of the ground floor employees is used to 

moving from employer to employer. Thereby, these measurements will provide a more precise 

indication of the relationship between the perceptions towards employee turnover and retention across 

the different levels of employment (Bell et al. 2019). Ultimately, this approach will entail a higher level 

of reliability and validity as the findings are tested and analyzed from multiple levels. 

 

Another justification for the approach of mixed methods research and triangulation is that the HR 

managers might not be interested in revealing that there exists a turnover issue in the organization, thus 

making it useful to test these statements from various angles. Thus, the quantitative method is used to 

fill in the gaps in the findings from the qualitative method (Bell et al. 2019). Under different 

circumstances it could have been possible conducting solely qualitative research, however, due to the 

covid-19 situation, it has become hard getting in contact with hotel employees and convincing them to 

spend time on research, as they are very busy with crucial tasks and ensuring the survival of the hotel 
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in these trying times. Especially concerning the management-level employees. Thus, the mixed methods 

research approach allowed us to obtain more data than would have otherwise been possible in the 

current situation. 

 

3.2.3 Research Philosophy 

In this segment we will present the philosophical research considerations that have been made while 

conducting this research study. 

 

It is crucial to establish the relationship between the research and the theory. The relationship between 

the research and the theory is argued to be deductive as we launched this study by looking at theory 

regarding the chosen topic and subsequently deduced a set of hypotheses from the theory which were 

then tested and translated into operational terms (Bell et al. 2019). The tests consisted of analysing and 

discussing whether the findings from collected empirical data could support or reject the proposed 

hypothesis. Thus, the following process has been utilized: 

1. Theory 

2. Hypothesis 

3. Data collection 

4. Findings 

5. Support or reject hypothesis 

6. Revision of theory 

 

Another important philosophical consideration is regarding ontology and epistemology. Conducting 

mixed methods research entails some ontological and epistemological contradictions which we 

acknowledge (Bell, et al. 2019). However, we apply a less rigid and strict ontological and 

epistemological view and utilize a more pragmatic approach which allows the study to apply the 

methodological approaches most suited to reach the highest reliability and validity (Saunders at al. 

2009). 

 

Ontology is the underlying assumptions that have been made for something to exist and are questioning 

whether the social phenomenon that is being studied should be understood as existing objectively, 

external to observers which are known as objectivism, or whether they exist by the activities of humans 

and the meanings which observers attach to them which is known as constructionism (Bell et al. 2019; 

Saunders et al. 2009). Constructionism regards entities as made real by the action and understanding of 

humans and is focused on how these conditions are created and appear to our eyes (Bell et al. 2019; 

Egholm, 2014). Saunders et al. (2009) gives a similar explanation but identifies it as subjectivism and 



31 

 

regards it as a social phenomenon that is created from the perceptions and consequent actions of those 

social actors concerned with their existence. We will in this study refer to constructionism in this regard. 

We can confirm that employee turnover and retention is acknowledged in hotel industries all across the 

globe and has been described in numerous industry literature and research and is a pre-existing and 

conceptualized phenomenon. Thus, this study is set out in a constructivist path as we are focused on 

investigating the perceptions towards employee turnover and retention that exist amongst the 

individuals working in the danish hotel industry. Therefore, we acknowledge that the participants' 

understanding of this subject is created through their context and the experiences they have from 

working in the industry and represents their current perceptions which are bound to change over time 

(Saunders et al. 2009). 

 

Epistemology is the theory of knowledge and as this study is on the constructionist path of ontology, 

the epistemological path is aimed at gaining knowledge by interviewing social actors in the danish hotel 

industry to obtain the desired perceptions towards employee turnover and retention (Bell et al. 2019). 

As the study is focused on identifying and analyzing perceptions, the purpose is argued to be 

interpretivism as the goal is understanding the human behavior behind the identified perceptions, which 

will be obtained by conducting both semi-structured interviews and self-completion questionnaires 

(Bell et al. 2019; Saunders et al. 2009). The interpretivist position stresses the importance of 

understanding the differences between humans in their role as social actors in the context they inhabit, 

thus this study acknowledges that the participants act according to their context and connection to the 

hotel industry (Saunders et al. 2009).   

 

As there exists literature describing employee turnover as one of the main challenges in the hotel 

industry, and as we have a pre-understanding and assumptions on the phenomenon of the employee 

turnover from working in the industry, it becomes impossible to maintain complete objectivity towards 

employee turnover and retention (Saunders et al. 2009). Moreover, to ensure that the study does not 

suffer from complete subjectiveness this study considers intersubjectivity as its epistemological path. 

Thereby, the subjectivity of the researcher's understanding is combined with the possibility to check 

and investigate the analytical findings of the study. This makes it possible for other researchers to arrive 

at the same findings if the same methodology is applied. Therefore, it is important to explain all 

analytical approaches and procedures to ensure replicability and achieve validity by agreement between 

researchers who raise the analysis from an individual subjective level to an intersubjective level 

(Egholm, 2014).  
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3.2.4 Other Considerations  

Being a part of a consultancy company working within the danish hotel industry and being advised on 

the topic of employee turnover by the partners of this consultancy, who all have extensive experience 

on both an executive and operational level, can provide a pre-understanding towards this topic. Thus, it 

has been important to focus on maintaining an unbiased and objective view towards the topic of 

employee turnover. 

 

3.3 Data collection 

To obtain a complete understanding of employee turnover in the danish hotel industry, we sought to 

gather data concerning perceptions of employee turnover from both managerial and FOH employee 

levels. This was achieved by conducting a series of semi-structured interviews with HR and operations 

managers from Danish hotel chains and subsequently conducting a self-completion questionnaire with 

ground-floor employees. Thus, combining the characteristics and benefits from both qualitative and 

quantitative data collection. The chosen strategy for data collection allowed us to gather cross-sectional 

perceptions towards the subject from multiple angles. 

 

We had the advantage of having the hospitality consulting firm Telling & Nesager connected to us 

during the process of the data collection. Telling & Nesager is a hospitality consulting company located 

in Hellerup, North of Copenhagen. The company was founded by two of Scandinavia’s most 

experienced and respected hotel professionals, who together have more than 50 years of industry 

experience (Telling & Nesager, 2021). The company consists of various subdivisions each managed by 

partners who all have substantial industry experience and thus, make it possible to consult companies 

within the entire hospitality industry in a vast array of areas. Telling & Nesager aided us with guidance 

towards asking relevant questions towards employee turnover from a practical perspective and putting 

us in contact with the respondents. Due to the current circumstances of the Covid-19, it might not have 

been possible getting access to the interview participants without this connection.  

 

3.3.1 Semi-structured Interviews 

Conducting a semi-structured interview made it possible to form a dialogue with the people within the 

danish hotel industry who relates and works with employee turnover as a part of their function at the 

hotel. This made it possible to get first-hand accounts of how turnover is perceived and dealt with on a 

day-to-day basis. When conducting qualitative interviews such as the semi-structured interview it is 
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important to note that no single interview stands alone and the meanings are created based on the 

collected pool of interviews (Bell et al. 2019). 

 

Four interviews were conducted, and the interviews had durations varying from 45 minutes to one hour 

and 10 minutes. We intended to conduct 10 interviews, but it was only possible to get four informants 

to participate. The main reason for the rejections we received was due to time restraints because of the 

covid-19 situation. 

 

3.3.1.1 Sampling 

To obtain the desired level of quality and validity in the collected data, it was important to ensure that 

the interviewees were found within the departments of the organization where the decisions on 

employee turnover and employee retention were being made in order to achieve a purposive sample 

(Bell et al. 2019; Saunders et al. 2009). Purposive sampling suggests that the research participants are 

strategically chosen in terms of their relevance to the research project, which entails that it is not possible 

to generalize to a population (Bell et al. 2019; Daymon & Holloway, 2010). Therefore, the findings 

from the interviews will not be used to describe the general perceptions towards employee turnover by 

HR and operations managers in the Danish hotel industry, but instead contribute to a discussion about 

the overall perceptions that exists in the Danish hotel industry towards the subject.  

 

The four participants of the semi-structured interviews were found in the top level of the HR and 

operations departments of the hotel organizations, thus we applied a homogeneous sampling as the 

participants have similar characteristics in regards to their connection to working with turnover in 

practice (Daymon & Holloway, 2010). Furthermore, to obtain data that represented the hotel industry 

in all of Denmark, the interviewees were chosen from hotel chains with hotels across the entire country 

of Denmark. This made it possible to gather perceptions towards employee turnover from all of 

Denmark, without having to interview managers from hotels all over the country as this would be too 

circumstantial and time consuming. 

 

The sample was initially intended to be larger than four participants. However, due to the Covid-19 

situation it was not possible to persuade more managers to participate as they were extremely busy with 

ensuring the well-being of the hotels and their employees in these trying times of the pandemic. 

However, we found that the four participants had a particular relevance towards our research project 

thus making it possible to conduct a in-depth cross-sectional research design. This is due to the different 

nature of hotels that the four participants represent, thus providing a variation of perceptions through 

the strategic conversations regarding employee turnover during the semi-structured interviews. In order 

to ensure the promised anonymity of the participants we can not explain what hotels the individual 
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participants represent, but we can expose that participants represent a quality/budget hotel, a 

international hotel chain with numerous hotels in Denmark, a budget/discount hotel and a boutique hotel 

chain. Thus, we perceive this to be a relative wide population due to the given circumstances. However, 

still not large enough to make generalizations towards the population of HR and operations managers 

but sufficient to gather in-depth insight and perceptions towards employee turnover making it possible 

to form a discussion from the findings. 

 

3.3.1.2 Interview Guide 

Making an interview guide allowed us to prepare the themes and topics of the questions, before meeting 

with the informants. The themes and topics were developed to get first-hand accounts from the 

informants regarding their perspectives towards employee turnover, retention, and recruiting within the 

danish hotel industry. The interview guide ensured that each interview covered the identified themes 

and topics in the desired line of inquiry. However, the sequencing of the questions was not necessarily 

the same for each participant, but the interview guide ensured that the interview strived towards 

collecting similar types of data from all informants (Daymon & Holloway, 2010; Bell et al. 2019). The 

interview guide contained eight themes with 20 underlying suggestions for questions, however, we did 

not follow the guide strictly as it was more relevant following the development of the conversation, to 

obtain and understand the perspectives of the informant and create collaboratively a meaningful account 

of the topic of research (Daymon & Holloway, 2010). The interview guide can be seen in 8.1 Appendix 

1 - Interview Guide. Due to the semi-structured approach and free-flowing conversation about the 

topics, the interview relied on almost all kinds of question types such as introducing questions, follow-

up questions, probing questions, specifying questions, direct questions, etc (Bell et al. 2019).  

 

The interview guide was sent to the interviewees before the interview to strengthen the dependability 

of the research by ensuring that the informants were prepared for the subjects of the interviews (Bell et 

al. 2019). 

 

3.3.1.3 Online interviewing 

Due to the Covid-19 situation, the semi-structured interviews were conducted through a real-time 

conference video call using Microsoft Teams. This made it possible to conduct the interviews while 

obeying the corona guidelines laid down by the government. This was valuable as it allowed us to access 

the informants in their environment (Daymon & Holloway, 2010). Moreover, it made it more 

convenient for the informants to schedule interviews into a busy day in a challenging time where much 

focus goes into trying to maintain normal hotel operations (Bell et al. 2019). 
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3.3.1.4 Recording & Transcription 

All of the interviews were recorded with the Microsoft Teams recording function. Simultaneously, notes 

were taken during the interviews by the interview assistant, which made it possible to note reactions 

and certain statements relevant to highlight. All of the interviewees were made aware of this before the 

recording started to ensure that they complied with this approach. After each interview, the audio files 

from the recordings were uploaded to the Microsoft Azure transcription tool making it possible to 

convert audio files into word documents. The Microsoft Azure voice-recognition software is still in a 

demo phase, so to ensure that nothing was lost and that all sentences were correctly transcribed and 

divided amongst interviewer and interviewee, all of the recordings and transcriptions were manually 

examined by the interviewer. Ultimately, the transcripts were uploaded to the Nvivo software making 

it possible to code and identify themes. 

 

3.3.1.5 Coding & Thematic analysis 

To produce knowledge from the interviews a thematic analysis was conducted by identifying 

repetitions, transitions, similarities, and missing data across all of the four interviews to identify themes 

that can provide an understanding of how employee turnover and retention is perceived in the danish 

hotel industry (Bell et al. 2019). Each theme was made up of one or more codes linking the interview 

data to relevant subjects in connection to the identified research question. These codes were identified 

after conducting the interviews and during the transcriptions, and the process of open coding consisted 

of reviewing the transcripts and interview notes while giving labels to parts that seem to have relevance 

to the reviewed theory and identified hypothesis (Bell et al. 2019). Thereby, following the deductive 

qualitative research approach. The coding was done in an iterative manner, where the codes and the 

themes were revisited multiple times to reduce redundancy and ensure that only relevant themes were 

identified and analyzed. The themes and the codes were placed in a table by the category of which it 

had a connection to provide oversight of the themes and codes. Subsequently, all codes were entered 

into the Nvivo software making it possible to locate and identify where these codes were placed in the 

transcripts. Ultimately, the themes were analyzed in connection with the review literature to support or 

reject the presented hypothesis. 

 

3.3.1.6 Practical and circumstantial considerations 

Due to the coronavirus pandemic that is present in all aspects of our society at the time of writing this 

paper, we had to make extensive practical considerations. This paper is focused on the hotel industry, 

which can be argued to be one of the most affected industries due to the international traveling 

restrictions and the restrictions posed by the Danish government ordering all restaurants, cafés, and bars 
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to close down. These restrictions are hurting the hotels immensely, and the hotels are struggling to 

generate a profitable amount of sold room nights to maintain normal operations. Thus, it is important 

to acknowledge this situation both in regard to the data collection and the circumstances in which the 

hotel managers participated in the interviews. In connection to this, this paper acknowledges that it 

might be conflicting asking hotel management about employee retention in a situation where a lot of 

hotels are in a situation where they need to fire people and that the hotel management is in a situation 

where potential larger and more critical issues demand more attention.  

 

The interviews were conducted in danish to create a comfortable situation for the interviewees, and to 

make it convenient for them to participate without worrying about interviewing in a foreign language. 

We believe that this was needed to make it attractive to participate in the interview in a situation where 

the HR managers have more than enough on their plates. However, this made it necessary to translate 

the quotations from the transcripts from Danish to English when presenting the quotes as references in 

the thematic analysis. Thus, it is important to acknowledge that some words and meanings might be 

different when translated to a second language (Saunder et al. 2009). Therefore, we made extra efforts 

to ensure that this did not affect reliability by double-checking the translations. 

 

It is acknowledged that the external reliability can be challenged as it is difficult replicating the 

interviews as they are semi-structured and thus differ from interview to interview (Bell et al. 2019) 

 

3.3.2 Self-completion questionnaire 

After conducting the semi-structured interviews with the managerial level employees from the danish 

hotel industry, we prepared a self-completion questionnaire intended to be sent out to ground floor 

employees from the danish hotel industry. This made it possible to get the employee's perspective 

towards the turnover and test the findings from the semi-structured interviews. 

 

3.3.2.1 Sampling 

Under different circumstances than the current of Covid-19, it would have been useful to interview the 

FOH employees from the four hotel chains represented in the semi-structured interview. This would 

have allowed us to identify direct correlations and discrepancies in the perception of the managers and 

the FOH employees towards the employee turnover. However, as the majority of the hotels were shut 

down and the employees repatriated from work during the data collection, this did not appear as a 

feasible approach as the availability of the respondents would have been limited. Thus, to obtain a broad 

data set and a representative sample the survey was distributed amongst ground floor employees 
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working at four represented hotels and hotels from all over the country. This was done in order to obtain 

a larger sample size than would have been possible if we only distributed the survey amongst the ground 

floor employees working at the hotels of the four interviewees from the semi-structured interviews. 

Moreover, this sample allowed us to get the perspective from the employees working in FOH positions 

and thus providing the opportunity of indicating deviations from the perceptions obtained in the semi-

structured interviews. The reason why it is perceived as crucial including the perceptions from the 

ground floor employees is that these are the individuals constituting the turnover. They are the ones 

working in the positions where it is more normal to switch employers, and those who are affected by 

the retention initiatives designed and executed by the executive levels. 

 

As the survey was distributed online through the intranet of the hotels and Facebook groups with hotel 

employees in Denmark it must be acknowledged that we have used a convenience sampling method 

resulting in less representativeness and an unknown sample size (Bell et al. 2019; Saunders et al. 2009). 

Thus, it must be noted that the findings from this sample cannot be accepted as definitive findings 

making it possible to generalize the population but can be used as a springboard for further studies or 

for quantitative support for the qualitative findings (Bell et al. 2019). The only identifiable sampling 

frame before the survey was sent out was that the respondents are all working in the danish hotel 

industry. After conducting the survey, the data showed us geographical information about the 

respondents and if the respondents were working in FOH or BOH and if they were working part-time 

or full-time. Thus, we obtained more information about the sample efter conducting the survey. These 

findings will be elaborated in the analysis part 4.2. 

 

This study acknowledges these limitations of the sample frame but did not find any other feasible 

methods for selecting the sample due to the given circumstances. The chosen method provided the 

possibility of gathering a broad perspective of the perceptions towards the employee turnover and while 

ensuring that the respondents participated in full anonymity to ensure uncensored answers and the fact 

that we needed to gather the findings in a convenient way to the limited accessibility of respondents due 

to Covid-19.  

 

3.3.2.2 Designing the survey 

The survey was designed as an online self-completion questionnaire using the software Qualtrics. Using 

Qualtrics made it possible to ask a variety of question types such as closed questions like multiple choice 

and Likert scale, as well as open-ended questions where the respondents had to formulate their answers 

on their own (Bell et al. 2019). Thus, the questions provided both ordinal variables possible to rank and 

nominal variables not possible to rank. The survey consisted of 15 questions regarding how the 

respondents perceive employee turnover and factors for retention from a ground floor employee 
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perceptive. The questions and the structure for the survey can be seen in 8.2 Appendix 2 - Survey 

Design. It was important for us that the survey was short and precise, which is why we asked no more 

than 15 questions and made it possible to go through the entire survey in less than 5 minutes. This was 

done to ensure that many respondents made through all questions without losing their interest and 

stopped answering halfway through. Another positive factor of using Qualtrics is that even though some 

respondents only made it halfway through, we still receive the answers. 

 

The survey was anonymous, and we did not ask which hotel chain the respondents worked for. This 

was done to make the respondents feel comfortable with sharing their true opinions without worrying 

about their employer knowing about this (Bell et al. 2019). 

 

3.3.2.3 Online distribution 

Using Qualtrics made it possible to design, distribute and monitor the survey in a very efficient way as 

it all took place online. Thus, it was very easy to administer and to ensure a geographically larger sample 

size, flexibility and speed, and timeliness (Bell et al. 2019). Furthermore, due to the covid-19 situation, 

the online distribution made it possible to get in touch with the ground floor employees and obtain 

responses despite the social distancing restraints. Thus, it was a convenient method for both the 

interviewer and interviewees (Bell et al. 2019). 

 

The survey was distributed with a link directing the respondents directly to the questions in the desired 

order. This ensured faster responses at a low cost and with a minimum amount of effort making it 

possible to persuade the participants from the semi-structured interview, to help distribute the survey to 

their colleagues (Bell et al. 2019).  

 

3.3.2.4 Pearson’s r correlation 

To generate statistical data from our survey, we decided to approach it by conducting a correlation test. 

Pearson's r correlation is commonly used when people talk about correlation in a mathematical context. 

This is since it is simple and easy to understand. The association between two variables is essentially 

the linear interaction between them. As a result, if the correlation is positive, it is assumed that if one 

variable increases, the other will increase as well (Bishar & Hittner, 2012). The formula for Pearson's r 

correlation is as follows: 
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For our confidence interval of the correlation, we conducted in our quantitative research we have 

utilized an alpha value of 0.05. This value indicates how far out of the ordinary the observed findings 

would be in order to dismiss the null hypothesis in a significance test. Our test's trust level is related to 

the importance of alpha (Bishar & Hittner, 2012). We used a 95 percent degree of trust in our analysis, 

with an alpha value of 1 - 0.95 = 0.05. 

 

3.3.2.5 Practical and circumstantial considerations. 

As mentioned, conducting an online self-completion questionnaire with Qualtrics made it possible to 

reach more people in these times of covid-19, where social gatherings were restricted and the employees 

in the hotel industry are either working from home, repatriated, or busy at the hotels as they are operating 

with less staff. However, the approach of online surveying has certain limitations that must be taken 

into account. For example, online surveying limits the ways that the interviewer can prompt or prob the 

interviewee making it possible to get further elaborations on the subjects (Bell et al. 2019) 

 

Furthermore, it is acknowledged that due to the Covid-19 situation the FOH employees have been 

experiencing more uncertainty and a complete disruption of the industry in which they work. Thus, the 

current situation must be taken into account when analyzing the findings from the survey. 
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4 Analysis 

The analysis section will provide the analytical findings from both the qualitative semi-structured 

interviews and the quantitative self-completion questionnaire. Thus, this segment will be divided into 

two sections of findings and a final section where the hypotheses are revisited and answered.  

 

4.1 Findings from the Qualitative research 

4.1.1 Employee turnover is underestimated in the Danish hotel industry 

To understand how employee turnover is regarded in the danish hotel industry we investigated how 

employee turnover is perceived by the four informants. In contrast to the reviewed literature, all of the 

informants initially stated that they did not perceive employee turnover as a significant challenge or 

issue within the danish hotel industry. However, employee turnover is acknowledged as a factor that 

needs to be monitored. This section of the analysis will present quotes from the interviews which 

provide an understanding of why employee turnover is not perceived as a significant challenge and why 

it can be considered to be underestimated. 

 

4.1.1.1 A different employment situation  

As described by Eriksson and Li (2009) the danish employment laws and regulations create a different 

employment situation for the employees within the danish hotel industry. In comparison to the industry 

in the US, Australia, and Asia, the danish hotel industry has contractual agreements that provide both 

fair salary and working hours. Thus, it must be acknowledged that most of the literature concerning 

employee turnover stems from countries with inferior working conditions compared to Denmark. The 

Danish contractual agreements play a big role in securing a work environment where the employees are 

paid fairly and have structured working hours. Furthermore, if a person becomes unemployed in 

Denmark there are several means of support that ensure their way of living. These factors are perceived 

by the managers as having great importance in creating a different work environment in Danish hotel 

industry. 

 

“We have agreements here in Denmark. So a number of contractual agreements are provided and a 

trained receptionist is secured a basic salary around 25-26.000 kroner as a starting salary.” 

(Participant 3) 
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“And it is clear that, as an employee you feel good as a person in Denmark, you feel pretty good. For 

example, you are insured if you become unemployed. And there are many other countries where one is 

not. I think it's about the market and what's affecting that market.” (Participant 2) 

 

“So yes, i also think that a lot of our workplaces have arranged conditions. So we have salaries 

according to contractual agreements, they get their vacations and their salary on time so in general we 

have orderly conditions” (Participant 1) 

 

Some of the mentioned factors why employee turnover can be high in the global hotel industry, such as 

salary and working conditions (Brown et al. 2014; Knox & Walsh, 2005; Davidson et al. 2011; Faldetta 

et al. 2013) might not be a contributing factor to employee turnover in Denmark. Generally speaking, 

salary is not perceived as a cause of turnover. Instead, factors such as culture and value are perceived 

to hold greater importance towards maintaining the turnover at a satisfactory level. 

 

“No, and i say that based on the other studies that have been done, that instead it is about being a part 

of something bigger that is more significant. So, salary in itself is not a motivating factor. It is about 

creating an interesting working environment, exciting tasks and progress” (Participant 2) 

 

The danish hotel industry is characterized by having flat organizational structures, which create a certain 

culture within the working environment and the employees are an important factor for creating this 

culture. It is stated that this flat hierarchy and culture is an important factor in why employee turnover 

is not perceived as a significant problem. This notion of the flat hierarchy is backed by the literature 

presented by O'Fallon & Rutherford (2010), who states that the flattening of the organizational 

structures in the hotel industries started in the 1990s. 

 

“We have a very flat organizational structure. When we hire people, we like to hire them in long-term 

relationships, so we make an effort with it and we also hire them because we believe and reckon that 

what they say they can, is also what they intend to do. And if you have challenges, or if you have 

something you do not know, then you ask and we will teach you. And then we have a very large degree 

of freedom under responsibility, so we have such a very informal organization, where we all help and 

have a goal.” (Participant 1) 

 

“It is more the presence I think, and I think it is also crucial in a workplace that you are good to each 

other and take care of each other and are interested in each other.” (Participant 3) 

 

“So the thing about being allowed to contribute with what you can and where your interests lies, apart 

from not just being in the function” (Participant 4) 
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To ensure that the right people are hired to avoid high employee turnover the employees are recruited 

with a focus on the right fit towards the culture and values of the organization. This view is 

acknowledged by Conklin (2010), who mentions selection as one of the most important factors for 

preventing extensive turnover. 

 

“We have five values that we look for when we interview. It is not something that we say to the 

candidates that we have these five values, but the questions we ask are centered around these five 

values, so we get an insight into whether we are on the same page.” (Participant 2) 

 

“We have always focused on saying, well when you become a part of [xx hotels] you are not just 

employed at hotel [xx] og hotel [xx], but that you are employed at [xx hotels], so you are part of that 

entire family composition here.” (Participant 4) 

 

“It is overall in our HR strategy, that we want to be the most trustworthy workplace in Denmark.” 

(Participant 4) 

 

These findings indicate that the characteristics of the work environment and flat organization structures 

in the Danish hotel industry can be considered as having a positive impact on the SPC, as the better 

conditions create a more secure and pleasant work setting making it more attractive staying in the 

industry compared to other countries with worse employment conditions. 

 

4.1.1.2 The employee’s role in the service delivery 

The informants stated that the employees are perceived as a significant factor in delivering a service 

experience, this is living up to the service product expectations and ensuring high guest satisfaction. 

Thus, It is acknowledged that the employees are creating and delivering the main aspects of the 

experience of staying at the hotel (Boon, 2007; Robinson et al. 2016; Schneider et al. 1998). They are 

perceived as the ambassadors of the service experience and therefore also in charge of ensuring that the 

expectations towards the hotel are being fulfilled. 

 

“It is the employees who are our ambassadors, so it is clear that the guest experience is an important 

factor. It is not the hotel itself that you remember when you stay at a hotel, it is the feeling you had when 

you were there, and it is that feeling that will make you come back again. If it has been a nice 5-star 

hotel with a nice 5-star swimming pool, then it is still not what matters to you, it is the service that you 

received.” (Participant 2) 
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“It is the guest who to a great extent defines us, also their values and what they expect is important. XX 

Hotel in XX is a 5-star hotel with a lot of international and fine guests who have high expectations for 

how to be treated, while XX Hotel in XX is a more informal setting. Here we can laugh together in a 

completely different way.” (Participant 2) 

 

“Every time we get a new employee, they have to learn who the regulars are again and again and again, 

and some of the qualities of the regulars, is that they come again because they know people and they 

are happy to come in and the ones who greet them know who they are. This is something you need to 

learn again and again. It definitely has an effect on the guest experience or guest service that we 

provide. So i think that is clearly one of the most important things, this is the actual guest experience.” 

(Participant 4) 

 

Being the ambassador of the service experience and in charge of meeting guests, expectations are 

acknowledged as a great responsibility, which entails certain expectations and demands from the 

employees. 

 

“So just as nice as our industry is, and us who are still in it love it, and it is super exciting, but it is also 

a demanding industry and it is a hard environment to work in, in that way that you stand and walk a 

lot. It is not 08:00 to 16:00, and you cannot always take your break as the guest always comes first and 

we do not have such a thing as a bad day. That simply does not exist in our world out in the operations.” 

(Participant 1) 

 

“We do not have goods that can be placed on shelf, so what is not sold today is a loss.” (Participant 1) 

 

Thus, the nature of the service delivery in the hotel service experience comes with certain expectations 

that the employees need to fulfill. If an employee does not perform per these expectations, they will be 

laid off. These expectations and the working conditions that constitute a specific and demanding 

working environment and can be perceived as a contributing factor to the reasons why the turnover 

occurs (Wan et al. 2014; O´Neill & Davis, 2011). 

 

4.1.1.3 Reasons for turnover 

The informants all placed employee turnover as the least important managerial focus, pre-Covid-19, 

when asked to rank 10 managerial focus areas in a human resource context. Thus, indicating that they 

did not perceive employee turnover as a significant challenge in the danish hotel industry. However, 

when employee turnover was discussed in the interviews, three themes of why employee turnover exists 
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in the hotel industry were discovered. These three themes consist of working conditions, life situation, 

and turnover as a naturally occurring process. 

 

Working conditions 

Hotels consist of a 24-hour service model which includes night and weekend shifts (Brown et al. 2014; 

Knox & Walsh, 2005; Davidson et al. 2011; Faldetta et al. 2013). This creates working conditions that 

are perceived as a factor to why some employees do not envision staying in the industry forever. 

 

“Our biggest challenge is definitely the working hours, we need to have a night manager … I also think 

it is because some think there is too much work during the weekends.” (Participant 3) 

 

“I think it is partly because of the fact that we are a 24-hour business, so we work when other people 

attend Roskilde Festival. And also, during weekends and Christmas … It is not possible to plan long in 

advance. You might not know if you have the Christmas or New Year’s Eve off and then you might need 

to exchange your shift with someone else, so I think it is those issues that apply in relation to your social 

life at least while you are younger. And when you get older, you cannot stand it sometimes.” (Participant 

1) 

 

“So, the adult people we have employed to take our weekday evenings with our regular corporate 

guests, we make sure we do not give them too much weekend work. If they have every other weekend, 

they will not stay with us as if they only have every fourth weekend.” (Participant 3) 

 

These working conditions are perceived to have a direct relation to how long the employees stay 

working at the hotel or even in the hotel industry. This is acknowledged as being a challenge particularly 

relevant in the food and beverage departments of the hotel. This department is perceived as being 

especially difficult attracting and retaining qualified employees.  

 

“In some job functions it has been difficult to attract qualified employees. Especially in gastronomy… 

Chefs have a tendency to follow each other in teams, so it is not uncommon to see the head chef resign, 

and then half of the kitchen follows.” (Participant 2) 

 

“Chefs are by definition nomads, they move, and they have always done so. They move both with a head 

chef or a sous chef and they also move towards a certain head chef or kitchen or development… So, 

chefs were just the biggest problem, and that is of course because they quickly become soldiers to the 

general, and if the general moves, then they move too. It is not up for discussion, that is how it is and it 

is not a problem with the waiters or in any other positions.” (Participant 1) 
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Another mentioned reason for employees leaving in connection to the working conditions is the 

limitations for advancement. In some organizations there simply are limited possibilities of advancing 

vertically from the position of which the employee fulfills. Thus, it becomes enticing to search for 

organizations where advancement would be possible. 

 

“You might be able to become supervisor, but then there are no other positions.” (Participant 3) 

 

“We have fairly small hotels, so if you work here and you desire to become a leader or a hotel manager 

and think I have to develop myself a lot from now until the next 15 years. Then you can not necessarily 

stay in the same place for 10 years. Because there are limits to how many leaders, we need ... So, when 

people come after two years and want to move on. Well then it is a natural part of their development 

and it is quite predictable in our industry that if we keep them for half a year or one year, well then it 

is good.” (Participant4) 

 

The last identified theme of employee turnover caused by working conditions was identified as the 

wrong fit between the employee and the organization. This is argued to be consisting of situations where 

the employee disagrees with procedures or values making them look towards other employers. 

 

“Some are fired because they either do not match into the team or the company or do not perform well 

enough… There are those who stop because they do not like the way we do business or are not inspired 

by it or motivated by it.” (Participant 4) 

 

The findings related to the working conditions can be argued to have an impact on the Service Climate 

as there exists certain expectations towards the hotel service delivery model. The demanding and 

exhausting nature of the 24/7 service delivery can cause the employees to seek other industries, thus 

having a negative effect on the SPC as this would entail higher turnover resulting in loss of knowledge, 

experience and customer relations (Robinson, 2016). 

 

Life situation 

Another reason for employee turnover that is connected to the working conditions changes in the life 

situation of the employees. The informants indicate that there exist three themes in regard to the life 

situation that can be significant for employee turnover and this is family, education, and a foreign 

workforce. 

 

In regard to family it is especially related to the working hours, which can make it difficult to spend 

quality time with the children and in general makes it tough establishing and maintaining good family 

structures. 
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“The biggest challenge with us is the working hours, so if we have a mother who has a couple of 

children, then it is just not that much fun to have a whole lot of evening shifts, because then you have 

to meet at 15:00 and if the children are gone to school, then you do not see them that day. And that is 

not sustainable, so i would say that working hours are actually the biggest challenge." (Participant 3)  

 

“It depends a bit on your family circumstances, because we are in an industry where you work all hours 

of the day, and this does not always fit in the family situation throughout a lifetime.” (Participant 2) 

 

“When young people like you reach a certain age, you also have some children, and they also have to 

be looked after and then it is really difficult to be in our industry. Especially if you have a spouse or 

partner in the same industry, so it is difficult and it is not necessarily because you hate being in the 

industry […] So, at one point they get tired of working Friday night”. (Participant 1) 

 

Having employees who are studying next to working at the hotel is acknowledged to entail a higher 

level of turnover because when the employees finish their education, they typically move on to follow 

a career path connected to their education or search for a full-time hotel position. 

 

“We have the students who are graduating and who either have to go out to work with something 

completely different, or who want to work full-time, but where we can not offer them full-time because 

we do not have the hours for it, so the student part of that is quite classic.” (Participant 4) 

 

“At least 25% of our employees have been service economics students and have had their internship 

with us. And this can be a place to start out, and then you can apply further from there.” (Participant 

3) 

 

It was also stated that employees from foreign countries contribute to a high level of employee turnover, 

as they are typically only in Denmark while they study and move back to their home countries. 

 

“In Copenhagen it is a challenge because there are only foreigners and some of them are on short-term 

stays and some are on long-term stays, so there we really have to go in and read the rules and write 

down the date when they are not allowed to work anymore.” (Participant 3) 

 

“We have the breakfast assistants who set up the buffet and clean the tables. In this part of the company 

or this position there is typically a high level of employee turnover, and this is because the foreign 

employees come to Denmark to study and work besides studying for that year or half a year og two 

years, and then they go home again.” (Participant 4) 
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These findings indicate that the service delivery model of the hotels makes it difficult for some of the 

employees to stay in the industry due to a bad fit towards their life situation. Therefore, the employment 

in the industry might only be relevant in a certain amount of time and then the employees seek industries 

making it possible to achieve a better work/life balance ultimately resulting in a temporary workforce 

(Deery & Shaw, 1999; Davidson et al. 2010). This will have a negative effect on the SPC as this will 

entail loss of experienced workers. 

 

Turnover as a process 

The third theme from the interviews indicating reasons for employee turnover is the acknowledgment 

of turnover as an unavoidable process (Riegel, 2010)  that is indigenous to the industry due to the above-

mentioned two themes of working conditions and life situation.  

 

“Our thoughts are more that we should be really happy that someone goes wholeheartedly and works 

for us for a few years. But then we are also aware that at some point they have to move on, and that is 

perfectly fine. Then I think we are more accepting that this is the way it is, and then we get a really 

good collaboration in the years that they are here.” (Participant 2) 

 

“I have actually gone so far that just before Corona, I said out loud to the management team that when 

we spoke about recruitment, that we will have to accept that the young employees who are entering the 

industry now, are only with us for a few years.” (Participant 2) 

 

“Of course, I would say that we are an organization that really wants to keep our staff. We do a lot to 

keep them and we make an effort for this. But I am well aware that because it is young people they also 

have to go on a sabbatical year in San Francisco or things like that, so we are well aware of this.” 

(Participant 1) 

 

Thus, the findings indicate there is a limit to the degree of advancement the hotels can offer and 

therefore it is acknowledged that it is natural for the employees to move towards an organization where 

it is possible to advance. 

 

“What is difficult sometimes is that if you have an ambitious employee who you have initiated a lot of 

initiatives with to ensure that he stays, but then that person has little patience and wants to move right 

now, and then decides to move to another hotel or brand”. (Participant 2) 

 

“It is not necessarily because they moved to get a higher rank, they might go from a receptionist job to 

another receptionist job, but they experience that they are learning something completely new and 
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something completely different because our hotels are a completely different type of hotel than XX 

hotels are.” (Participant 4) 

 

These findings show that it is acknowledged and accepted that the employees are likely to have a short 

period of employment at the hotel. However, this can have certain positive outcomes as the development 

of the employees is not perceived as an exponential development but instead characterized by the 

development stagnating after a certain period of time (Riegel, 2010). 

 

“That is why we also look at two years as the average for a regular employee. I would say that we are 

lucky if we can keep our employees for 2 years… We will not try to eliminate the turnover completely 

because there must be a natural replacement.” (Participant 4) 

 

“If you are dedicated and go all in, then it is far better to have that person for two to three years, instead 

of having someone who is mediocre and is there for 10 years.” (Participant 2) 

 

Even though the informants initially ranked employee turnover low as a managerial focus area, they 

acknowledge that it is something that they must keep an eye on. 

 

“It is about self-insight and acknowledging whether we have a challenge.” (Participant 2) 

 

“We have not tried to eliminate turnover, but we have probably tried to control it more closely in a form 

where it is a natural replacement and not a forced replacement.” (Participant 4) 

 

“I don't worry about it, but I am aware of it. So, it is not like we do not think about it. It is just not a 

problem, but it can become a problem if you do not focus on it… After all, I want to control employee 

turnover. I do not want to eliminate it, but I want to be able to control it with the opportunities that 

exist.” (Participant 1) 

 

With these findings we can achieve an understanding of how the informants perceive the causes of 

turnover, which shows an acknowledgement of the challenges connected to turnover. It is clear that 

respondents accept the existence of a turnover culture and working conditions making the turnover an 

inevitable factor and process of the hotel industry (Deery & Shaw, 1999 & Riegel, 2010).  

 

4.1.1.4 Acknowledging the financial burdens employee turnover 

As it was identified that the respondents did not perceive employee turnover as a significant challenge. 

However, they did acknowledge that employee turnover can have fairly large financial consequences 
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and burdens. This comes in a two-fold factor; losing the employee because of him or her being a bad 

fit, and the projected cost of having to find a new employee (Riegel, 2010). There is also the factor 

associated with the cost of constantly having to retrain new employees. If the contract is terminated 

within the first months then the employee has cost more than it could have helped the organization bring 

in. 

 

“There will be effects on the financial side, because it costs to lose employees. It is the same with hiring 

the wrong employees. It is a costly affair.” (Participant 2) 

 

“But when we have a high employee turnover, well, then it is that it presents some challenges in the 

form of it costs a lot to recruit an employee and it costs a lot of hours to train an employee, and if they 

then slip when it process is over after 3 months, well then it's just the tunnel with no end.” (Participant 

4) 

 

“It will definitely affect the revenue that comes in. I do not have a second of doubt about that. Because 

if you constantly have new employees, then first of all they do not recognize our guests who come in as 

regulars, and then they have to constantly relate to a new employee and then the guests start to wonder 

if the employees have bad conditions.” (Participant 1)  

 

With these reflections towards the financial burdens connected to the turnover, we can draw on the 

stated consequences by Riegel (2010) about the direct cost of replacing employees. This shows that the 

informants are aware of the fairly crucial consequences that turnover can entail. Connected to the SPC 

we can see that employee dissatisfaction or disloyalty is directly related to turnover, and therefore it 

also has a negative impact on the firm's profitability (Hogreve et al. 2017; Hong et al. 2013). 

 

4.1.1.5 Turnover as a managerial focus 

The respondents agreed that certain aspects of the employment made it possible to retain the employees 

as a means towards keeping the employee turnover at an acceptable level. Here, three themes were 

identified to explain the factors for retention. These themes consist of contractual factors, cultural 

factors, and social factors. These themes will recur later in the analysis in connection to the impact 

employee turnover has on the service quality of the hotels. However, in this part of the analysis, the 

focus is on how the informants perceived retention as a means for controlling the turnover. 

 

Contractual factors 

The contractual factors are in general not perceived as a means for controlling employee turnover, as 

the contracts in the hotel industry are not considered being particularly attractive. 
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“We actually do not provide very good wages.” (Participant 3) 

 

“So, salary is not a factor in that way… The salary can be a parameter for four months, but if you are 

not feeling good about the job, then you are quitting anyway. So, for most people it is [salary] not a 

factor, if you are tired of the place you work it does not matter if you earn 50.000, then you will still be 

tired of the workplace and then it is not worth it.” (Participant 1) 

 

“Well, I do not think it has much to do with salary, because it's quite small, no matter where you get a 

job [in the operations]. But I think maybe it's more about development.” (Participant 4) 

 

A way for ensuring contractual compensation for the low salary, certain benefits are offered to make it 

attractive working for the organization. 

 

“Another component is company benefits. We are covered by the collective agreements, but it is also 

about creating some good package solutions with benefits that make it attractive to be with us, and that 

can be many small things. Then one used most often, and then one most see a lot of value is becoming 

a part of a family with xx hotels that you can travel to whenever you want and stay for almost no 

money.” (Participant 2) 

 

The informants are aware that they are not offering particularly good contracts, and that this is not a 

factor for retention. Moreover, this leads to management looking at different engagement factors and 

retention initiatives. 

 

Cultural factors 

Retention initiatives focused on cultural factors are perceived as more important than contractual factors 

to control employee turnover. 

 

“If you manage to create a good working environment, well then it will affect employee turnover.” 

(Participant 2) 

 

“It is more about closeness, and I think this is crucial in a workplace that you are good to each other 

and take care of each other and are interested in each other.” (Participant 3)  

 

“So the thing about being allowed to contribute with what you can and where your interest lies, instead 

of just being in the function.” (Participant 4) 
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“Our CEOs and GMs are at eye level here in Denmark. We listen to the staff and ensure that they don't 

use chemicals that they are not allowed to use or are called to work within five minutes and have to 

work for 12 hours straight.” (Participant 1) 

 

The culture is often connected to certain company values that are taken very seriously and the employees 

are hired with an intention that they must fit these values to fit culture so they can help carry it forth. 

 

“There are 5 values that we interview for. We don’t really tell the candidate that we have these 5 values, 

but the questions we ask are centered around examples of these 5 values, so we get an insight into 

whether we are on wavelength, so to speak. The 5 values are lead, think, own, collaborate and deliver.” 

(Participant 2) 

 

“We have certain culture carriers that stay with us. And this is something we have to focus on when we 

open new hotels. Then we always have some of the existing employees who is transfered.” (Participant 

4) 

 

Thus, it can be identified that the hotel is focused at creating a certain culture as part of the Service 

Climate which entails the employees to stay at the hotel. This is achieved through a flat organizational 

structure, informal communication and HR initiatives making sure that certain values are sought after 

when recruiting new employees.  

 

Social factors 

The informants argued that the social factors also played an important role in retaining the employees 

in order to keep the turnover low. The social factors included social activities both sponsored by the 

organization and internally amongst the employees, which is believed  

 

“It [social activities] has really brought the organization together and you get learn names from the 

people at the other locations.” (Participant 3) 

 

“We have the classic Christmas lunch every year where people really cut loose and party, we also 

participate in the DHL race every summer. Here we don't just show up and run a lap, we go all in with 

a DJ and a draft beer tap and then we make a huge party while some run laps. These recurring social 

events have an important role in retaining the employees and they make you feel like you are a part of 

something bigger. That you are not just a part of a team with eight members who you work with in the 

restaurant, but that you are actually a part of an entire company, which last time we had a social event 

counted 200 employees.” (Participant 4) 
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The social events are believed to bring the people together and make the employees feel like a part of 

something bigger and a connection to their colleagues. This is perceived to play an important role in 

retention as it builds a community and unique Service Climate which eventually creates a stronger 

feeling of attraction than a company has.  

 

4.1.2 Employee turnover has a negative impact on the service quality of the hotel 

4.1.2.1 Recruiting challenges 

Furthermore, we will be looking at the stage before the employee's tenure at the hotel has started, or in 

other words the recruitment process. As has been previously presented, recruiting the right service staff 

with the correct attitude is of the utmost importance to secure the service quality level that is expected 

by the guests (Hong et al. 2013; O'Fallon & Rutherford, 2010). And finding ourselves in a competitive 

market there are several challenges due to a shortage of staff, especially in the food and beverage 

department that recruiters and HR departments find themselves in: 

 

“But you could say that recruiting has been a problem for a lot of [our] hotels. Immediately [time 

pressed recruiting] and where should we find the staff and so on? But having said that, I immediately 

believe that it is not the whole thing. It isn’t that it is a large problem for the entire operation. Of course, 

when it's that they all open [after the corona restrictions], then there may challenges, but as a starting 

point, it is typically on the F&B side, waiters and chefs where the biggest challenge has been and mostly 

when it comes to chefs because they have become so popular.” (Participant 1)  

 

“But conversely, it is harder to find people who stay longer in the restaurant and in the kitchen and 

especially the chefs I would say. It's almost more important to maintain them just because we can always 

find staff for the lobby and bar, but we cannot always find chefs for the breakfast restaurant.” 

(Participant 4)  

 

Here we can clearly see the importance of retaining and recruiting the correct staff with a long-term 

view or with the tenure tenure/performance philosophy of O'Fallon and Rutherford (2010). It is also 

believed that this will become an even bigger in Copenhagen as the room capacity increases: 

 

"So, recruitment is a big problem, you could say, and will increase due to the accelerated room capacity 

especially, in Copenhagen." (Participant 1) 
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Moreover, once the challenges of finding staff within the highly competitive labor market have been 

overcome then we can start to look into the challenges of finding the correct employee. The quality of 

the employees, are the recruiters looking for a young student worker to mold into their organization? or 

an experienced chef? These questions propose an overarching and large issue that goes hand in hand 

with the Hogreve et al. (2017) extension of the SPC model and the importance of internal service 

quality. The low-quality level calls for extra training expenditure: 

 

“But we do not have a problem with getting applicants, but the quality of them is not very high if we 

have to go beyond our permanent staff, it really isn’t. But we train them ourselves, you could say, so 

they do not have to have industry knowledge when we get them in, so we train them ourselves up to our 

standard. And we are very simplified, you can say in relation to many others [hotels]. It's like 4 days or 

5 days of, we actually do quite well on our way.” (Participant 3) 

 

"But I would say when we go out to find someone, it is a challenge, it is such a very big challenge to 

find someone with good qualifications." (Participant 1) 

 

This situation in the labor market is one of the driving factors for the competitive arrangement that 

exists between the hotel chains to employ high-quality employees. 

 

“So that's why I think you will continue to see that battle for the good talents. At least among those who 

have a strategic approach to their business. I think we are going into an exciting job market, but it will 

be a few months before it really gets going again.” (Participant 2)  

 

Quality of the employees  

Thus, getting the right quality of the employee and the correct match for the values of the brand and the 

organization becomes crucial. This will limit the amount and turnover and create harmony and team 

feelings within the group. A culture of reciprocity and service climate (Hong et al. 2013) will be much 

easier to facilitate.  

 

“In the operation, we think that people can actually learn what they do not necessarily know in the [IT] 

systems or know about cocktails or something, what you can’t teach is about how you look me in the 

eye? Are you smiling? are you happy, can you talk, are you service-minded, do you seem welcoming 

when I meet you and talk to you. it is more important than being able to check a guest in and out of a 

system.” (Participant 4) 

 

“There are 5 values that we interview for. We don’t really tell the candidate that we have these 5 values, 

but the questions we ask are centered around examples of these 5 values, so we get an insight into 
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whether we are on wavelength, so to speak. The 5 values are lead, think, own, collaborate and deliver.” 

(Participant 2) 

 

Thus, we see several of the factors brought up by Chaung and Liao (2010) regarding the focus 

management needs to put on assisting their employees and creating a solid team. We can also see that 

there is a natural focus on SPC within the recruitment process. As (Participant 2) pointed out, they focus 

on finding a person that fits within their five values which can be interpreted as the culture and service 

climate they aim to create (Hong et al. 2013). Moreover, by having an early focus on this they aim to 

keep the employee loyalty levels high from the very beginning of the employee's tenure (Hogreve et al. 

2017). 

 

Financial burdens 

Moving forward we will analyze the financial implications that are involved in the recruitment process. 

These were presented to us in the interviews through two parts. One is the process in itself, being both 

time and resource heavy. Secondly, the fact that training up the new employees in itself is a costly 

endeavor. 

 

“Yes, so there is no doubt, as I mentioned, that it has a huge impact on the economy of it because it is 

expensive to have to train people over and over again and recruit and the whole process there is some 

quality assurance in it.” (Participant 4) 

 

“But it can affect the guests and it also affects the team, it affects the culture, it affects a lot of things 

behind it.” (Participant 4) 

 

“But when we have a high employee turnover, well, then it is that it presents some challenges in the 

form of it costs a lot to recruit an employee and it costs a lot of hours to train an employee, and if they 

then slip when it process is over after 3 months, well then it's just the tunnel with no end.” (Participant 

4) 

 

So, as we can see the price tag of recruiting is high and especially high if the entire process concludes 

with the employee leaving shortly after starting at the hotel. Thus, it becomes a double-edged sword 

were looking for the right recruit is costly with time and money, but so is also looking fast and not doing 

the proper due diligence and ending up with an employee that is trained for 3 months and then leaves. 
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Practices  

Through our analysis, we derived two main themes in how the recruiters of the hotel chains approach 

their recruiting practices. The first of these is to rely on their own experience and the second is to 

acknowledge the process setup through standard procedures and protocol. 

 

When looking at how the HR personnel approaches the recruitment process from their own experience 

different patterns appear when talking about the process. 

 

“[...] because there is room for all of us, so it is not something that is formulated for me. It's probably 

just the experience and the feeling that makes me think if you fit better with [other hotel] than with us.” 

(Participant 4) 

 

To move the process from the hotels to a more centralized approach, leading to the experiences of the 

recruiters weighing in more than the formulated practices. 

 

“We have some good appliances, I would say, set up. It's only 3-4 years since we went from having HR 

people at each hotel, and to centralizing it into one unit. And it is clear that in a centralized function, I 

cannot be in charge of every recruitment, because there are too many hotels.” (Participant 2) 

 

Furthermore, by centralizing the process it also becomes more important to acknowledge the process in 

itself. This means that the HR process is now more focused on preparing the managers for recruiting 

the correct staff.  

 

“So, at that time, the task was to train the leaders so that they can handle this process. At the same time, 

we have a talent acquisition manager for northern Europe, so her duties are also to coach and support 

these leaders in making the right choices in an interview process. So we simply train them in the whole 

process, from writing the job advertisement, to screening and to the interview to refusing.” (Participant 

2) 

 

As we can see by training the staff in such a way, they can combine their expertise within the industry 

with the guiding hand of the HR department of their organization. However, this seems to have 

happened in the larger hotel chains while the smaller ones still leave the recruitment process to the 

individual hotel managers and support them from the headquarters.   

 

“Before Corona in 2020, it was stated in our training plan that we actually had a recruitment day for 

our middle managers, so we kind of took it one level down and said, now we need to focus on that they 

should also be able to recruit the right employees, so we planned a day where we were going to look 
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at, well, how do you pick? what are some criteria we are looking at, what are they? what is it like?, 

what about the personality types you meet when you have to sit and recruit for a team.” (Participant 4) 

 

“The hotel director is the one responsible for the recruitment of their own team, and that is mainly 

because they should be able to look at what are some competencies that we lack both in relation to the 

social and in relation to guests.” (Participant 4) 

 

As we can see, putting the focus on the recruiter to face the issues at hand in recruiting and really 

understand what they need to look for in a recruit is crucial for the success of the recruitment. Clear 

examples of Webster et al. (2011) and how the Service Climate can also act as a mediator for employee 

turnover. By utilizing the experience and knowledge of the team and hiring people that will fit in the 

Service Climate is prioritized. Finding the right fit means that the person will stay longer at the hotel 

and fit the brand that they are portraying thus, increasing the service quality. 

 

“Yes, we make an effort and then we use the time for it immediately, and it is not because we work faster 

and more efficiently, but we do not compromise on what is needed and depending on the position, so 

we do not compromise with references and that sort of thing.” (Participant 1) 

 

The position that the recruiters are looking at also plays a large role in how they approach the situation 

if it is FOH or BOH (Robinson et al. 2016).  

 

“And we do not go in and look, we do not put a team that can only work over the summer, and then they 

are gone again in September, so we go in and look at, well what is the plan, and especially in our full-

time positions.” (Participant 4) 

 

Hence, we can see that the process of recruiting new team members has several variables and that the 

process in itself plus the addition of the experience from the person making the decisions are the most 

crucial. By applying both of these parameters the recruits will have a larger chance of succeeding in 

their role and therefore providing a higher service quality for the hotel. Recruiting per the values ensures 

the service quality levels and it also ensures that the employee stays on longer and that the employee is 

more effective as being efficient is more important than being around. In the end, these are all factors 

that affect the service climate (Hong et al. 2013) and thus, positively affect the SPC by increasing 

employee satisfaction (Hogreve et al. 2017). 

 

Focus  

We now move to the final part of the recruitment process, the selection of candidates, or in other terms 

the focus that the hotel has in searching for through their applications. The first step is to approach the 
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position that is being advertised. One of the main challenges that the service industry faces in this regard 

is its seasonality (Eriksson & Li, 2009), meaning that staff is needed more and less depending on the 

season. The summer is the high demand season while the winter is in lower demand. This leads to it 

sometimes being hard for the hotels to fill the positions. 

 

“But in the summer we need to have [new] someone employed, and of course it is not easy when it is a 

time-limited employment until 30 October. Then there is also no one who quits his job to get such a job. 

So it is clear in the positions that we do not get the good applications for, but it has gotten worse what 

we get, that is it.” (Participant 3) 

 

We can also see that the positions in the hotel industry are ever-evolving and now demands the 

applicants to become more tech-savvy, no matter which department you work in: 

 

“Yes, it will depend on the situation, and based on what position it is. But yes, one has to be more tech 

savvy today. But it is across all functions.” (Participant 2) 

 

The position that needs to be filled can affect how important it is to retain the employee for a longer 

period: 

 

“For example, now I am sitting quite concretely and am in the process of recruiting a hotel manager 

in Billund, and there I make no secret of the fact that we collect long-term solutions. We like to be 

together for a long time. Yes, that's the nature of the job, of course, but if I were to hire a host or a 

housekeeper, I might not say so clearly.” (Participant 1) 

 

Thus, we can see that depending on the position the applicants can vary much and it can be hard to find 

the correct person that will fill the role for a summer position but much easier for a hotel manager 

position. The important part is that the person will fit the service quality level of the hotel (Grønholdt 

and Martensen, 2016). Moreover, this brings forth the question of the personal profile of the candidate 

and is the second level of the focus.  

 

The personal profile is important. Other than general factors such as a clean criminal sheet, they must 

be able to take on several different roles at the hotel.  

 

"They must of course live up to being decent people and have a clean criminal record of course and 

such and have a reasonable background in what they have to do and preferably some experience from 

a service job, so definitely [personality matters].” (Participant 3) 
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“We try to look through them and emphasize what you have to say, service and the administration, you 

have to know both. So we do not have anyone who only works with check-in and some who only works 

with check-out. So they must also be concierge with us because they must be everything, so we look a 

little more at a broader employee." (Participant 3) 

 

“So, we have our company's values, which are responsibility, passion, and care which we in everyday 

speech call APO and it is something we always state and also incorporate in the recruitment process 

in relation to saying what is it we put in the here words, and what do you put in those words or ask what 

responsibility means to you?” (Participant 4) 

 

What are the applicant's previous experiences and are they applicable to the position at hand? 

 

"It's not about saying the right things, but we want to know who you are as a human being, what 

situations you have dealt with before." (Participant 1) 

 

However, other hotels would rather look at the attitude of the applicant rather than the experience: 

 

“But down in the operations, we think that people can learn what they do not necessarily know in the 

systems or with [making] cocktails or something, here it is more important, with how you look me in 

the eye? Are you smiling? are you happy, can you talk, are you service-minded, so do you seem 

welcoming when I meet you and talk to you. it is more important than being able to check a guest in 

and out of a system.” (Participant 4) 

 

Approaching the work as an independent person that takes responsibility for the work performed is very 

important and something that the recruiters look for in the applicants.  

 

“So, take responsibility for your own work and take responsibility for the companies and the guests and 

take care of yourself about your colleagues about the guests, that you have a passion for what you want 

and what you do and that you come to work every morning and open the door and am glad you did not 

come in and think damn now I have to go back to work today.” (Participant 4) 

 

“This is not what our company is built for, and we do not have the time and resources to tell you every 

day what you need to do at your job so that you need to have the drive and the desire and passion to 

take responsibility in everything you do.” (Participant 4) 
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"Broadly speaking, it's about seeing yourself as an empowered person who likes to be on and can make 

the right decisions at the right times and can provide a good service and is passionate about it." 

(Participant 2) 

 

Finally, it is better to have the right employee for a couple of years, rather than having a somewhat off 

fit employee for many years: 

 

“The reason I say it so definitely is because if you are dedicated and go all in, then it is far better to 

have that person for 2-3 years, instead of having someone who is mediocre and is there in Ten years." 

(Participant 2) 

 

A prime example of tenure/performance philosophy (O'Fallon & Rutherford, 2010). The main reason 

this hotel has this mindset is that the person is still seen as a part of the organization even after the 

employment is terminated and thus the relationship on the job and after the job is important. The service 

quality is both on the job and off the job. 

 

"And the person who resigns will always be an ambassador for [the hotel] or an alumni, and that should 

not be taken too lightly." (Participant 2) 

 

Combining the learnings from the analysis of recruiting we can see that it has a direct impact on the 

service quality through its effect on the service climate (Hong et al. 2013). Thus, leading to a direct 

effect on the employee satisfaction and loyalty on the SPC (Hogereve et al. 2017). Recruiters are always 

trying to combat this by hiring the right personnel which can often be easier said than done.  

 

4.1.2.2 Consequences of turnover  

 

Staff experience  

A main consequence of turnover in the hotel industry is that of the loss of human capital (O'Fallon & 

Rutherford, 2010). Meaning that if experienced staff leaves then their expertise leaves with them as 

well, seeing as service is an intangible product and cannot be replicated in the same way by another 

person.  

 

“That you lose knowledge, and you lose experience. You lose the employee's values which are lived out 

in the front and on the floor and where it is so it is not fun to have to change all the time. We do not like 

it and it is really expensive, that is, it is expensive in training and it is expensive in introductions, it is 
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expensive in general, and this and that erodes the strength of the existing ones [in the team].” 

(Participant 1) 

 

Here we also see the impact that one person leaving the team can have on the team as a whole (Grønholdt 

& Martensen, 2016). Losing an employee can destroy the team dynamic and thus making the other 

employees less effective as well.  

 

“And then it's about the practical, a solid team that has been there for a couple of years, they have some 

efficient processes and workflows so you can make things faster and more profitable than a new team.” 

(Participant 2) 

 

Or on the contrary that a new employee or leader gets hired and does not fit in with the team (Riegel, 

2010), leading some of the previous team members to leave as well. 

 

“We have been in situations where we see the largest change of staff, it is typically with a new manager, 

and it can be something as simple as having a team, and then there is one of the employees who is a 

part of the team that is promoted to be in charge of the team or becomes a lobby and bar manager or 

something like that, or that someone comes from outside and is hired in a new role.” (Participant 4) 

 

We could also see that there is a difference in how different hotel chains experience staff expertise loss. 

If the chain is larger then, the loss of one employee will not hit them as hard as if it is a smaller chain 

and every employee is more crucial to the operations.  

 

“That is probably how it is. I also think that it depends on the size of the organization. It is clear that a 

smaller hotel is more affected by the resignation of employees, than a large organization. Because you 

lose some skills and some know-how about the product.” (Participant 2) 

 

“When you are employed somewhere, now we can take our starting point in our hotels, we are quite 

small hotels, so if you come in and have a wish that I should be the manager, I should be the hotel 

director, I want to be a restaurant manager, I have to develop quite wildly from now until the next 15 

years. Well then to get developed, then you cannot necessarily stay in the same place for 10 years. 

Because there are like limits to, so we do not get. We do not need more leaders.” (Participant 4) 

 

We can also see that because the employee feels as though their full potential has been reached at the 

hotel, they need to find a new avenue for their own career and thus decides to terminate their contract.  
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“One can say that when people want to quit after 2 years and want to move on. Well then it is a natural 

part of their development and it is quite predictable in our industry that if we can keep them for half a 

year, we can keep them for a whole year, well then it is good.” (Participant 4) 

 

Also depending on the position that the employee holds, 

 

“You are allowed to play with staff food [as a chef] and be creative and inventive and within some 

limits, but you are not allowed to explore your culinary skills as a chef in a breakfast restaurant. So 

therefore, I also think that we have some who are there for a time, but then they also start to seek new 

jobs because they seek development.” (Participant 4) 

 

The new employee might not be the right fit for the position as the previous one was, 

 

“But we have always focused on additional sales and it would of course be affected by a new employee 

if he or she has never been in a bar before, if he or she cannot figure out how to sell things” (Participant 

4).  

 

Thus, we can see how the staff experience loss can affect the organization, department, and team 

members within the hotel. The impact on the service climate can be twofold in such a situation (Hong 

et al. 2013). It can be both negative and positive. As we have now explored the negative side of the coin 

we will continue to the positive side.  

 

Positive outcomes  

Furthermore, we also realized quite quickly that turnover is not just a negative factor within the hotel 

industry it could often be seen as a positive (Riegel, 2010). As we have already alluded to previously 

when talking about turnover as a process this can be seen as a sort of natural progression. Thus, several 

different positive outcomes can be created due to the process of turnover. 

 

First, we can see that it can be greatly affected by the stage of the career that the employee is in. An 

employee in an early stage of their career such as student workers are not seen as long-term employees 

by the company and thus their turnover is greater than other employees but still seen as a positive aspect. 

 

“They are not supposed to retire with us. So we only look at it positively, you could say. If they stay a 

couple of years, then we think it's nice, because they have learned the correct ways of the trade, if they 

were service economics students. Then they have received free training, so even though it is just the 

summer season, we are happy.” (Participant 3) 
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It also depends on the location of the hotel. 

 

“Yes, so that's often how it happens in Copenhagen, I would say. At least 25% of our employees have 

been service economics students and have had their internships with us. And it can be a place to start, 

you could say, then you can get some internship, and then you can apply further from there.” 

(Participant 3) 

 

It can often depend on the employee as well, we can see that as management one would rather have one 

that performs great under a short period and then get in a new one that gives them theirs all rather than 

having one staying on for a long time but not performing as well (O'Fallon & Rutherford, 2010). 

 

“The reason I say it so definitely is because if you are dedicated and go all in, then it is far better to 

have that person for 2-3 years, instead of having someone who is mediocre and is there in Ten years." 

(Participant 2) 

 

“Also, some quit because they do not like the way we do business or are not inspired by it or motivated 

by it or such. So some are not that fun to talk to and then there are those where it's okay because they 

need something else.” (Participant 4) 

 

“Well, then we get new knowledge, new theory, and we get some fresh blood in, you could say, and I 

see that as a positive thing, and we would not get that if we did not have an employee turnover. So I see 

clearly that there are some good things in also being forced into having to hire new employees.” 

(Participant 4) 

 

“So it is clear we may have some specialist functions that we really want to maintain in some way. But 

having said that, it is clear that no matter what role we have in here, there may be a need for new eyes 

on things or new knowledge.” (Participant 1) 

 

They also acknowledge the fact that in the business it is common to change work quite often and thus 

getting new experience from a different organization can sometimes be quite beneficial.  

 

“No, and it might be hard to say as an HR manager, but no. I would be worried if it was high, but I 

would be able to go in and see why it is high. Are there natural reasons why we lose employees? But at 

the same time, I want to stay, you also have to move on at some point and I have a good example. For 

one of our hotels in Denmark, we have been through a major renewal and renovation process. It was 

also a cultural change process and it required that team to be aware that now we must return to this 5-

star world and atmosphere. It was the [Hotel] we were talking about. A few years ago, the [hotel] was 



63 

 

an old dusty hotel. As there was not really anyone who used it as before. So it is clear that in the process 

of lifting that hotel to a new era, it is also a process that allows one to lose employees, and we did so 

because not everyone bought into the new version of that hotel.” (Participant 2) 

 

“So having seniority, which can be around ten years or something like that, I think that can also be 

viewed as a weakness. I'm not in any way an advocate for that either, but a good combination of some 

years of experience and some new fresh eyes. some who go a little stronger and someone who can see 

some other things and why it works like this there or why we do such?” (Participant 1) 

 

“There can be many positive things in it. In the form that sometimes you need fresh blood, i.e. someone 

new that just comes in and shakes things up a bit. You can quickly get to and go in a groove that says 

that now is what we do, and we have always done, and that is how we must continue to do forever.” 

(Participant 4) 

 

It is a way for employees to develop their skills, but it does not affect the brand of the organization.  

 

“Yes, not necessarily advancing, but at least just evolving [as employees].” (Participant 4) 

 

“So, we typically see a shift in employees, but I do not think that is enough for it to go in and affect our 

brand.” (Participant 4) 

 

“No, I do not think it is either. I do not think it is because of what it is called. I also think it is refreshing 

once in a while to get some new eyes.” (Participant 1) 

 

Thus, the logical conclusion for the management is seeing turnover as something that should be 

controlled but not eliminated as it is still a natural and crucial part of the hotel management system. 

 

“But we will not try to eliminate it completely because there must be a natural replacement.” 

(Participant 4) 

 

“So, I will. After all, I do want to control employee turnover. I do not want to eliminate it that way, but 

I want to be able to control it. With the opportunities that are.” (Participant 1) 

 

Thus, we can see the different effects that turnover has on the staff experience, both the negative and 

positive outcomes that it brings with it. Depending on the (star) ranking of the hotel, the size of the 

chain, the department, the team the employee is in, or the employee's life situation the effect will be 

different. Crucially it is not only the effect that will be different it is also the response of the management 
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that will variate greatly. Losing your head chef might be detrimental while losing one student worker 

from your lobby staff will have a much smaller impact on the overall service quality (Davidson et al. 

2011; O'Fallon & Rutherford, 2010). 

 

4.1.2.3 Factors for retention 

Furthermore, as we continue our analysis of the impact turnover has on service quality we will need to 

examine the reasons why employees choose to stay at their employer. What are the different factors that 

facilitate a work environment that leads to a high degree of employee retention? 

 

Contractual  

We will thus start by looking at the formalized and legal structures that encompass any employment 

which is that of the contractual ones that are set in the employment contract. One of the main reasons 

that a person takes on a job is that of financial compensation (Grønholdt & Martensen, 2016). However, 

this does not seem to be what the management believes to be a main factor for the employees of their 

hotels. 

 

“We actually do not provide very good wages.” (Participant 3) 

 

“Well, I do not think it has much to do with salary, because it's quite small, no matter where you get a 

job [in the operations]. But I think maybe it's more about development.” (Participant 4) 

 

“So salary is not a factor that way. Having said that, it is clear that if one has done something 

extraordinary or through. Then we also have personal bonuses, but as a starting point, we have a 

collective agreement framework for our employees in the operation.” (Participant 1) 

 

Combining the alluded to low wages with the facts that the contracts often come with long working 

hours and often working evenings and night shifts. 

 

“Because they also have a hard time being busy all the time, because a waiter has almost only evening 

work. They have an even bigger challenge.” (Participant 3) 

 

However, there might be bonuses or other incentives for employees that will make them perform well 

or as tokens of appreciation for doing something outside of the ordinary. 

 

“And another component, it is company benefits, we are covered by the collective agreement, but it is 

also about creating some good package solutions, i.e. some benefits that make it attractive to be with 
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us, and that can be many small things. It is used most often, and what many see as a value is that you 

become part of a family with 4,800 hotels that you can travel to whenever you want and stay for almost 

no money.” (Participant 2)  

 

Moreover, if employees show initiative or interest in advancing within the organization, it is possible 

to reach a better position. 

 

"Our middle managers are also typically recruited from employees who have initiatives and are good 

and skilled and show they want something more." (Participant 4) 

 

Internal recruiting is a good incentive to keep employees of high quality within the organization which 

in turn will facilitate a high service climate (Chaung & Liao, 2010; Wen et al. 2020). Furthermore, this 

is one of the main reasons that it is so important to use the extra time to ensure that the hotel employs 

the right people for the position and the organization. 

 

“We have a lot of part-time workers, which is easy to fill through students, but full-time which is like 

the core of the team or those who have to help carry the team. Well, it is a long-term solution and 

therefore it is better to spend a month extra on recruitment and then put out the fires in that month to 

ensure that we get an employee who is the right one. Who is potentially able to stay for 2 years or 5 

years ahead, rather than choosing the best one here and now, which really might only stay for half a 

year. So that's the way we look in the long run.“ (Participant 4) 

 

In addition to finding the correct employees, some positions might be more crucial to retain, thus they 

have better contractual prerequisites.  

 

“We may have some special functions that we want to maintain in some way. But having said that, it is 

clear that no matter what role we have here, there may be a need for new eyes on things or new 

knowledge.” (Participant 1) 

 

And some employees do not possess this attribute and are seen as easily replaceable, especially the 

front-of-house employees (Boon, 2007; Robinson et al. 2016). 

 

"We can easily and fairly quickly train new receptionists, and kitchen staff." (Participant 3) 

 

"Because everything can be learned, and in reality, I would say there are more things to learn when 

you are the lobby or bar host up in our lobby-bar because you have many more tasks." (Participant 4) 
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Hence, we can see that many factors come into play when analyzing the contractual aspects of retention. 

However, there seems to be no consensus on what actually drives retention, and none of the interviewed 

managers believed that the wages which often is a primary goal of any employment (Grønholdt & 

Martensen, 2016), were a reason for employees staying at their jobs. Hence, we conclude that the 

contractual factors have no perceived bearing on the service quality level of the hotels as it has no 

conclusive bearing on the employee retention levels.  

 

Cultural 

 

For that reason, we need to look at other influences that point towards employee retention. One of the 

earliest ones that we recognized in our analysis is that of cultural tendencies playing a large part in why 

employees stay at their job. From the literature, we get that treating your employees well will ultimately 

lead to them performing better (Hong et al. 2013; Chaung & Liao, 2010), and this was something that 

we heard from the interviewees as well. 

 

"So yeah, if you treat your employees well, then they also like to be there." (Participant 1) 

 

“No doubt. If you manage to create a good working environment, well then it will affect employee 

turnover.” (Participant 2) 

 

Here we see strong tendencies of the service climate in the place. Both in the sense that they support 

the fact that treating your employees well and with respect will generate a better work environment. But 

also, what Hong et al. (2013) talk about as good HR practices and good leadership practices that will 

ultimately lead to a better service climate. What we derive from this as well is that relations between 

employers and employees are important and often come from having flat organizational structures 

which in turn leads to higher retention. 

 

“We have a very straightforward dialogue with them [employees], you could say, and I know almost 

everyone. That is since we are very familiar and approachable to them. So, it's not a streamlined 

American hotel. So, we get to know each other somehow.” (Participant 3) 

 

"It is more than presence, I think, and I also think it is crucial in a workplace that you are good to each 

other and take care of each other and are interested in each other." (Participant 3) 

 

“But conversely, it is also the way in which you have the opportunity to have a say in all the things we 

do and that you will be heard if you as a breakfast hostess come and say to your boss, I have a good 
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idea, could we try this out? We do not mind, and we take those things with us. So yes, so the words 

should be a part of you.” (Participant 4) 

 

“But we have a very flat organizational structure. When we hire people, we like to hire them in long-

term relationships, so we make an effort with it, and because we believe and reckon that what they say 

they can. And if you have challenges, or if you have something you do not know, then you ask or tell, 

we will learn it. And then we have a very large degree of freedom under responsibility, so we have a 

very informal organization, where we all help and have a goal.” (Participant 1) 

 

The hotel industry has a special culture because people working with hospitality are required to have 

an interest in other people's well-being as this is the service that is provided (Boon, 2007; Robinson et 

al. 2016). Hence, the requirements put forth are based more on the social skills that the employee 

possesses, and in the end, this leads to certain kinds of people taking on jobs at hotels. 

 

“Once you enter the hotel industry, you get hit by the industry and then you want to continue. So that's 

what we see as our mission.” (Participant 2) 

 

The culture is often connected to certain company values, which are aimed at finding people who 

respond to and understand these values. Therefore, it can be seen as a direct link to the Service Climate 

(Hong et al. 2013). This helps with the retention, as it ensures a better fit between employer and 

employee but also amongst employees: 

 

“There are 5 values that we interview for. We don’t really tell the candidate that we have these 5 values, 

but the questions we ask are centered around examples of these 5 values, so we get an insight into 

whether we are on wavelength, so to speak. The 5 values are lead, think, own, collaborate and deliver.” 

(Participant 2) 

 

“But hopefully someone, what to say, someone can become a culture carrier who stays on and keeps 

going. And that's also something we're focusing on when we open new hotels.” (Participant 4) 

 

Some hotels even have the culture being one of the core pillars of their HR strategy.  

 

"It is the overarching theme in our HR strategy, that we want to be Denmark's most satisfied 

workplace." (Participant 4) 

 

Hence, providing opportunities for the employees to advance can be a tool to facilitate a culture where 

people feel that they can develop themselves in the workplace: 
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“When we opened in Copenhagen, we have always had employees who have applied to be allowed to 

come over to the new hotel. In that way we both return to this with development and that you [the 

employee] feels as though you also move. Even if you do not necessarily move up in the hierarchy, you 

move across the organization and get new challenges. In that way, you also have some culture carriers 

who can take on the brand new team and help to show them how we do things here.” (Participant 4) 

 

Consequently, we can derive that culture in fact has a large part to play in the retention level of the 

hotels. Culture and (service) climate has, in social settings, similar meaning and thus it is not a big 

surprise that the work culture has a direct impact on the service climate of an organization (Hong et al. 

2013). 

 

Organizational Sponsored Events 

A third extracted theme of retention strategies deployed by the management that we interviewed was 

that of organized social activities and events (Eriksson & Li, 2009). The purpose of these events is for 

everyone in the organization to have fun and feel relaxed and not think about the work. However, as 

was pointed out, the main focus of the management to host these events is to create a feeling of 

belonging to something larger than the team they work with daily. This means meeting people from 

other hotels or people from the same hotel that one seldom would work together with. 

 

“Well exactly. It has really united the organization and you have learned some names of people that 

work in other locations.” (Participant 3) 

 

"So these social events which are consistent, I think also have an important role in retaining the 

employees and you feel that you are part of something bigger. That you are not just part of the team of 

8 that stands in the restaurant, but that you were part of an entire company, as last time we had a social 

event there were 200 employees.” (Participant 4) 

 

What we can gather from this small sample of data is that these events are a sort of large organizational 

team-building activity. The main goal of which is to create feelings of inclusion and a sense of meaning 

for the employees (Eriksson & Li, 2009). 

 

4.1.3 Engagement has a positive impact on service quality 

When discussing employee turnover with the respondents from the four hotels, engagement was 

mentioned several times as an important factor for retaining the employees and thus keeping the 
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turnover at an acceptable level. The engagement is acknowledged to consist of initiatives focused on 

creating a feeling of inclusiveness, closeness, and importance for the employees. One of the main ways 

that management indulges in these engagement activities is by having training and education incentives 

for their employees. These can either take the form of one-time events or ongoing training over a longer 

period of time. 

 

4.1.3.1 Education and training as engagement 

Education and training are used to make sure that the employees are well-prepared for the job and know 

how to act in different situations. Training also fills the role of making sure that the employees have the 

skills and necessary knowledge to perform their tasks to the satisfaction of the customers and 

management (Hong et al. 2013; Grønholdt & Martensen, 2016). Thus, providing the employees with 

confidence ensures them in what is expected from them by the management. Furthermore, education is 

also used to grow the employees internally making it possible to advance. 

“So, things have to be in order around you to feel comfortable being at work. And you have to be in 

control of everything and you need to know what kind of guests are in which rooms, so you don't end 

up looking like some idiot if a guest comes with a request.” (Participant 3) 

“All of our employees have access to our intranet and in there, they find all the information about the 

company about our concepts, there are certifications, which is an on-going process, where you go in 

and have to answer a lot of questions about our concepts, first aid, and about how you handle exchanges 

of shifts in the working schedule, how do you talk to your colleagues, and a whole of certifications that 

you have to go through again and again so you reminded of the.” (Participant 4) 

“We value the fact that you grow with us as a company. It is a bit of a parallel to it, it is a well-

established MUS concept, as we do not call it MUS, we call it XX development. Where we both have a 

performance part, but we focus just as much on personal development for everyone. It is so open that 

we directly ask employees what their ambition is? Is that something you want to share with us? How 

can we help you achieve this vision? Then it is quite individual what they envision. We use it actively, 

so many employees grow internally and advance to supervisor and manager and so on.” (Participant 

2) 

“We focus on competence development and people. So, we value when employees come and say, they 

want to be a hotel manager one day or that they want something else, and it does not necessarily have 

to go upwards in the organization. It may also be in the line that one says I just want to be tremendously 

skilled as a receptionist and I want to learn something more. And you know what, we clap in our hands, 
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and then we pay her a salary to go on a course. So that's something we encourage our employees to do. 

And it is clear that, when we take care of our employees, we also have them for a long time.” (Participant 

1) 

 

In connection to HR initiatives making the employees feel like they are evolving as individuals as well 

as in the organization. This can be acknowledged as providing an opportunity to achieve certain aspects 

of self-realization, which can be perceived as more important than the paycheck. Thus, creating a more 

educated and well-prepared staff through training makes it possible to reach a higher service quality as 

you have more motivated and educated employees (Hong et al. 2013; Hogreve et al. 2017). 

 

4.1.3.2 Internal recruitment 

The informants made statements explaining how internal recruitment can be utilized, in order to create 

engagement by offering opportunities to advance within the organization. This argued to happen both 

horizontally and vertically.  

 

“We have some good opportunities to advance within the organization, we have many examples of this, 

and it happens often.“ (Participant 2) 

 

“Also, our middle managers are typically recruited from employees who have shown initiative and are 

good, skilled and show they want something more.” (Participant 4) 

 

“When we have opened [new hotels] in Copenhagen, we have always had employees who have applied 

to be allowed to come over to the new hotel, because in that way we both return to the personal 

development and you feel that you also you develop, even if you do not necessarily move up in the 

hierarchy, you move across the organization and get new challenges that way. Then we also have some 

culture bearers who can train this brand new team and help to show how we do things.” (Participant 4) 

 

“Well, it's not something we've had before, but I've worked a lot with it before. Concepts such as 

competence development and XX our owner, also has a strategy with this. He loves to see people apply 

for positions and then advance to hotel manager one day. We have several of these histories. This is 

our greatest happiness. It's that when we can take someone who started as a receptionist four or six 

years ago and then she's hotel manager today, that's so great!” (Participant 1) 

 

The engagement provides the employees with means to achieve self-realization through personal and 

professional development. This eventually will make it more attractive staying at the hotel, as you feel 

like it is more than just a job, but instead a part of your personal development. It also allows the hotels 
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to retain employees who show strong initiative and have a strong connection towards the values and 

culture of the organization (Hogreve et al. 2017). Thus, the engagement provides the opportunity to 

develop high-level employees who will be able to deliver the desired service quality. 

 

4.1.3.3 Social Engagement creates relationships and loyalty 

As previously mentioned, the social factors amongst the employees play a significant role in employee 

turnover as it is regarded as a retention factor (Eriksson & Li, 2009). The organizational sponsored 

events have no bearing on the work directly such as the training and education but rather only function 

as fun events for the employees. By doing so the employer hopes to create a better group feeling and 

inclusiveness for all employees as these events are often inter-organizational. Some of these events are 

held annually and around the same time every year. Often in accordance with holidays or with the 

beginning of the summer vacation. These are often much larger to scale and the organization spends 

many resources on them.  

 

“We usually host summer parties, but we are not allowed to do that at the moment. We also host some 

big Christmas lunches and some other parties, so the employees also meet across [the hotels].” 

(Participant 3)  

 

“These recurring social events have an important role in retaining the employees and they make you 

feel like you are a part of something bigger. That you are not just a part of a team with eight members 

who you work with in the restaurant, but that you are actually a part of an entire company, which last 

time we had a social event counted 200 employees.” (Participant 4) 

 

Social engagement is perceived to consist of the social bonds that are built amongst the employees at 

the individual hotels but also within the entire organization. This type of engagement builds 

relationships and a feeling of unity and makes it attractive to stay at the individual organization, as it 

transforms the colleagues into friends or even family in some cases (Chaung & Liao, 2010; Eriksson & 

Li, 2009). 

 

4.1.3.4 Engagement as mean for control 

When conducting the interviews, it is clear that the respondents perceived engagement as a key factor 

for increasing employee satisfaction and thus lowering employee turnover. 

 

“We focus to a large extent on engagement, and it is to ensure that we have a team that is motivated to 

get to work. And there are a lot of components to that, it can be developmental, and making sure that 
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the employees are trained and well prepared for the job… It is engagement that is important to us. And 

if the engagement is high, then the employee turnover will be low.” (Participant 2) 

 

“Retention and all this [engagement] is a part of the overall HR strategy.” (Participant 4) 

 

This can be connected to the complications that follow a high employee turnover and the need for 

recruiting new employees. This is argued to be important as it is both expensive recruiting new 

employees and difficult finding high-quality employees. 

 

“We do not have problems with getting applicants, but the quality of them is not very high.” (Participant 

3) 

 

“So, recruitment is a big problem, especially with the increase that will come in room capacity, in 

particular in Copenhagen.” (Participant 1) 

 

“So that's why I think you will continue to see that battle for the good talents. At least among those who 

have a strategic approach to their business.” (Participant 2) 

 

“Yes, so there is no doubt, as I mentioned, that it has a huge impact on the economy of it because it is 

expensive to have to train people over and over again and recruit and the whole process there is some 

quality assurance in it.” (Participant 4) 

 

Thus, engagement can be utilized as a means for retaining the employees to avoid having to go through 

the troubles of recruiting and making sure that you keep those employees that have been undergoing 

training and education. Thereby, keeping the high-quality employees satisfied making it possible to 

achieve a successful utilization of the SPC (Hong et al. 2013; Hogreve et al. 2017). 

 

4.1.4 The impact of Covid-19 

The impact of Corona has greatly affected the hotel industry and thus we ended our interviews by 

incorporating questions regarding how it had affected them as a hotel, what actions they have taken, 

and what they expect for the future. By doing so we can now present an image of how Covid-19 has 

changed the hotel industry and in what ways the management has tried to stay in business. What were 

the strategies and consequences of Corona and what they believe the future will look like?  
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4.1.4.1 Strategies  

First, we will dive into what strategic decisions the hotel management decided to make and how they 

affected the workforce and hotel overall. 

 

Crisis Management  

Thus, we must first look at how the organization utilized its crisis management plans if any were present 

before the pandemic, or what plans were made in early spring 2020. Some were forced to close their 

hotels (Nhamo, et al. 2020) which have been a burden mentally and economically. 

 

“Under the corona, a lot is happening, so some places like Hotel XX, which is that big hotel in 

Copenhagen, is completely closed at the moment and has been for several months, that is.” (Participant 

3) 

 

Others had the ability to turn their hotels into corona-friendly quarantine places for corona patients. 

 

“Among other things, we have an agreement with the City of Copenhagen that we will get covid patients. 

We have a wing that we can close off, with a rear entrance, we have been given a key code, so we have 

got Covid patients. Plus, we've got some from the airport also coming to the country and need to be 

quarantined. They can also book with us on an agreement we have made.” (Participant 3) 

 

Examples from one hotel how it can go from having a closed hotel to having one being turned into 

something completely different shows how agile, versatile, and creative one has to be in times of crisis 

(Breier et al. 2020). On the other hand, when it comes to the employees one of the fundamental first 

steps have been to make sure that the communication to them of what steps the management are making 

has been fluid. 

 

"We have focused on, to constantly communicate with the employees and tell them what is going on." 

(Participant 4) 

 

“It has probably been important that we have been quite transparent, and we have involved the 

employees in this process. I believe in the long run that the way you are treated in a time of crisis is 

crucial for your brand in the future. Because we have to make sure that we treat everyone well and the 

right way. And that is not to say, the industry has been incredibly pressured, and everyone must do what 

they can to survive. But we have to be careful about making sure we do it within reason.” (Participant 

2) 
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“In other words, the communication in it has been important to us, so that people have felt that they 

are safe in their employment.” (Participant 4) 

 

Other challenges have been to create new ways to keep the work flowing within the hotel and still have 

a relevant service quality.  

 

"So we try a little, but it's more the PR value than we think we make money from it. So people know 

we're still open. And then we have some breakfast bags we hand out since we cannot have our breakfast 

restaurant open. But we have made some bags where you get breakfast for 50 kroner. You can take it 

up to the room and so we have kettles and coffee there and you can also get coffee to go." (Participant 

3) 

 

“Yes, we have hotel XX, which is located in Copenhagen, which is open now, and then we have hotel 

XX inside the city, which is also open, and then we have 2 hotels that are in what we call low operation, 

so that is, they are closed down and then their employees have moved to the other 2 open hotels and we 

have done that to keep our employees. So, what has happened is that the employees who were at XX 

have then got a temporary job at XX and those who were at XX, have temporarily moved to XX. And 

this has given us an abundance of employees and wh have thus chosen to go into the scheme called, the 

temporary scheme for the division of labor. So that all employees in the operation are included in a 50 

percent division of labor. So, they go 50% at work and 50% at home on unemployment benefits.” 

(Participant 4) 

 

Clear examples of dealing with a crisis and having to go through drastic decisions in order to stay 

operating (Ritchie, 2004). Others have been to try and engage with the employees with regards to the 

situation and by doing so hoping to increase morale.  

 

“One of the initiatives we have done now is that we have allied ourselves with someone named Mark 

Anthony, who does motivational presentations and development workshops and we have hired him for 

3 workshops where we have run 2 already, and these we run online for all employees.” (Participant 4) 

 

Finally, there has been a lot of uncertainty and it is hard to make any decision in general and rather the 

course of action has been to wait and see how events unfold and make decisions based on the outcome. 

 

“Yes, shall we hire and train someone, or shouldn't we? That is the big discussion at the moment, what 

we should do and what we believe in.” (Participant 3) 
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"That being said, if I put on the company's glasses, then I will also have to be very specific and think if 

hotel XX opened up again or when hotel XX will open up again. The actions of others are important for 

our actions as well."  (Participant 1) 

 

We can see a clear lack of a crisis plan of action Chong (2004). As Corona creates an even playing field 

of uncertainty for all the actions and reactions of other hotel chains directly influence how others act. 

Thus, it is quite interesting for hotels to closely look at what their competitors do and try to emulate or 

come up with their own creative ideas (Breier et al. 2020).  

 

Budgeting  

Moreover, a crucial element of the pandemic has been to engage in budgeting now more than ever to 

make sure to have the liquidity to keep the business afloat in such unknowing times (Breier et al. 2020). 

Several different decisions have been made, some easier and some hard. But the goal has been to 

communicate what is happening and try to save as many jobs as possible.  

 

"From day one, it has been important for us to ensure that everyone is treated fairly and that we do 

what we can to retain and retain not only the employees but also the jobs we have." (Participant 2) 

 

"But they were summoned to a meeting and everyone is informed that they have to go on 50% work 

distribution, and they can choose to say no. But if they say no, then they will be fired, and that was the 

terms of this situation." (Participant 4) 

 

Firing excess staff, for the time being, has been a hard decision for the management but needed when 

the full capacity of the hotel has been impossible to achieve. 

 

"We were a little more hesitant in the beginning and used the help packages. So we are far away from 

having been through the same rounds of cuts [of staff] as others have. That being said, we have adapted 

our organization and of course been forced to say goodbye to some really good employees. But we have 

had a fairly open dialogue from the start, in saying that this is what we stand for together and we know 

not the challenge and it will be tough and we unfortunately, do not know what it will mean for retention 

in the long run." (Participant 2) 

 

“And seen in the light of the corona, for example, we have of course had to terminate some people and 

change some contracts. There are not many, but we have had to, and some of our housekeepers, have 

been out in situations where they may be single parents and may not be able to afford to pay for an 

unemployment fund. It is clear that we are trying to see what else we can do, and we have used the 
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education system a lot in the last year to develop them, teach them Danish and English.” (Participant 

1) 

 

Another strategy to save money has been to decrease employees working hours and pay to ride out the 

worst part of the pandemic.  

 

"Yes, we had two shifts at all hotels, and now we are down to one shift. So we went out of the wage 

subsidiary in June and then we had to adapt the organization instead. It was lucky we did because it 

was a costly affair." (Participant 3) 

 

Or even have employees stay home on furlough. 

 

“Also, especially last summer, where we had the employees at home on furlough.” (Participant 4) 

 

And finally again like in the crisis management section there has been a lot of uncertainty regarding the 

re-opening and how long the budget should and have been stretched out for.  

 

“We had budgeted for it to open up from March, but that is not going to happen now.” (Participant 3) 

 

Technology  

A way to combat the main issue corona has presented, social distancing has been to implement and 

improve upon the technological capacities. This is something that has been seen across the hospitality 

industry (Breier et al. 2020). In a time of crisis implementations of new technologies and business 

models can often happen fast as there is more pressure on fixing an issue (ibid). We can thus see signs 

of this when talking to the management of some hotels.  

 

"I want to highlight it with technology. It will change our industry more in the future. And if you bring 

in more technology or you change something, then it again requires that you have a team that can do 

that part. So we want to look into a time when we need to use some other skills" (Participant 2) 

 

One way to do this has been to implement technological solutions for checking in touch-free without 

any interaction with a receptionist. 

 

“Yes, we have now launched a pilot project on self-check-in, and it is not certain that it will break 

through in all our hotels because personal service is important to us. But it is a supplement and the 

guests who want it can use it.” (Participant 2) 

 



77 

 

"We are also very much like that. What can you say, an organization that believes very much in IT, and 

we also believe that people do not bother to stand in line at check-in. Just as we do not bother to stand 

in line at the airport, so we got some check-in machines, and they work well." (Participant 1) 

 

Or to innovate an old technology such as conference meetings into a more technological part than it has 

been before. By doing so still allowing for some business to keep happening at the hotel. 

 

"Another example [of innovation] is hybrid meetings, where we were some of the first to offer it. The 

fact that you are prepared for virtual meetings, and that you can handle them at one of our hotels is 

crucial in these times. It also requires competencies from the employees who have to set it up or service 

it. So a lot of things are happening on the technology part in particular." (Participant 2) 

 

What we can conclude from this short segment on technological innovation is that in times of crisis it 

is crucial to think outside the box. Hence, looking at Breier et al. (2020) we have some real-world 

examples of business model innovation. As (Participant 2) said the industry is quite lagging in the 

technological field and there was, therefore, a lot of space for innovation. At the same time as he also 

points out, there is still a need for personal contact within the hotel industry. We can therefore also 

conclude that technological advancements will require a balance with human contact. 

 

4.1.4.2 Consequences  

After looking at the initial strategies undertaken by the hotel management, we will now look at the 

consequences of the pandemic, the past, presence, and predicted future. These are a combination of 

decisions made by the management and outside forces such as government and health regulations.  

 

Short-Term Decision Making  

First off, the decision-making process in any crisis is that of quick short-term decisions. This is due both 

to the government restrictions that have been put in place but also since the number of patrons visiting 

the hotels has greatly diminished. 

 

One of the main problems is not being able to make long-term plans regarding future employees. As 

employees have been fired due to fewer guests they will also need to be rehired when the guests come 

back (Agarwal, 2021). However, seeing as the opening plans were not concrete when we held our 

interviews in February it was an overhanging issue that impaired the decision-making process. 

 

"So, we cannot right now at least hire someone new with hopes of many guests coming in April because 

we do not know." (Participant 3) 
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As we have already discussed, the government of Denmark closing down international travel during the 

lockdown of the spring 2020 (Hess, 2020) greatly affected the employees that the hotels already had. 

They had to somehow help the industries that were hit the hardest. Therefore, the hotels were getting 

government aid so that they could save the jobs of employees.  

 

"We were a little more hesitant in the beginning and used the help packages. So, we are far away from 

having been through the same rounds of cuts [of staff] as others have. That being said, we have adapted 

our organization and of course been forced to say goodbye to some really good employees. But we have 

had a fairly open dialogue from the start, in saying that this is what we stand for together and we know 

not the challenge and it will be tough and we unfortunately, do not know what it will mean for retention 

in the long run." (Participant 2) 

 

Another important aspect of a health crisis such as Corona is to be able to adapt to the new health 

standards. Thus, creating safe and healthy ways to continue with the sale of products at the hotels that 

now need to follow these new safety standards that can be updated any day by new government laws 

and restrictions creates a new challenge.  

 

"During the Corona lockdown, we have put a lot of focus on securing upgrades and health measures 

so that we can keep selling drinks, wine, beer, or whatever it may be." (Participant 4) 

 

This is exactly the kind of aid that this industry needs in such times (Nhamo et al. 2020; Breier et al. 

2020). Furthermore, these short-term decisions also impaired the long-term plans of some of the hotels. 

Not being able to open a new hotel as the number of guests will not be high enough to cover the costs 

of the operations. 

 

"I think our opening in Aarhus is the best example of that because after all, we still sit all the time and 

work towards when we should open. But none of us know when we will open.” (Participant 4) 

 

Domestic Tourism  

One of the largest impacts that corona has had on the Danish hotel industry is the surge in Danes going 

on vacation in Denmark. Thus, in the summer of 2020, there was an unexpected increase in domestic 

tourism within the country. 

 

"Yes, almost the same day, but now the sun is shining, now we drive a trip to Aarhus was the mentality 

in Copenhagen." (Participant 3) 
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The hotels that were affected by this sudden surge were not prepared and it created a staff shortage that 

was not planned for.  

 

"But last year, we were completely overrun in Aalborg, Odense, and in Aarhus by guests during the 

industrial holiday. We were not prepared for that at all, so we were just about to give up. So, there was 

someone who got sick from stress in just 3 weeks who is still sick." (Participant 3) 

 

"We had almost a full house in the 400-room hotel in Aarhus, all of a sudden out of nowhere. We could 

not see the bookings in advance at all, but that was because it was the only thing you could do all of a 

sudden. You could not go to Copenhagen." (Participant 3) 

 

The main issue here seems to be that people from Copenhagen decided to go on vacation quite 

spontaneously to the provinces. Not booking in advance meant that the hotels still had vacant rooms, 

but the staff was not scheduled for such an influx. Hence, quick decisions had to be made 

 

Labour Market Disruption  

As we have already shown, a major impact that corona has had is on the labor market as it has been 

greatly disrupted. Both in the present and the future once the restrictions are lifted and tourism goes 

back to a more stable pre-corona level. One of the first issues at hand is the inability of the hotels to hire 

back people until the restrictions are lifted.  

 

"So, we cannot right now at least hire someone new with hopes of many guests coming in April because 

we do not know." (Participant 3) 

 

"I feel like right now we have good staff to cover the staff on maternity leave, which we normally would 

not have received [because of corona]. But it is also clear at the moment when booking begins in 

Copenhagen again, it will be important to be fast in recruiting as all will start at the same time." 

(Participant 3) 

 

“But it also requires that guests come first, so it also in some way helps retain people now and here.” 

(Participant 4) 

 

Moreover, there also seems that staff has been changing work and finding new hotels as a side effect of 

some hotels choosing or being forced to close down while others have stayed operating.  
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“Because there is also some learning in that, we now see in connection with corona. We have said 

goodbye to many employees and some of them have gotten new jobs. For example, out at XX in XX, 

which is a newly opened hotel that opened here in January.” (Participant 4) 

 

Here we can see what Bajrami et al. (2021) showed in their study regarding employment and Covid-19. 

Employees' attitudes have changed towards their employer and sometimes look for other opportunities. 

With these facts in mind, the prospective future perceived by management is that of a race to get the 

best employees. As the employees will have the upper hand as the hotels project a new staff shortage 

will probably arise after the restrictions are lifted. 

 

“So, therefore, I think we will continue to see that battle for suitable talents. At least among those who 

have a strategic approach to their business. I think we are looking into an exciting job market, but it 

will be a few months before it gets going again.” (Participant 2) 

 

"There are many more, very talented people out there who are without jobs today. So, there are 

significantly more, and therefore we should probably be even more skilled all of us because those 

concerned must also find the right thing." (Participant 1) 

 

We also got indications from the interview that the shortage of staff will be experienced differently in 

Copenhagen compared to the provinces of Denmark.  

 

"We have fired some of our core staff, so yes, unfortunately. We had to do so to survive in the situation 

we are in. However, it makes me a bit nervous looking at the labor market in the future. Not so much in 

the province, but in Copenhagen. Clearly." (Participant 3) 

 

"So yes, I think we have the same challenge. That, I think so in one way or another. Because we're just 

turning some of it into something new, there's going to be a lot of increased capacity, but now let's see 

what happens." (Participant 1) 

 

We then asked if there were some employees they thought of as more important to retain than others 

when they had made these hard decisions due to the pandemic. 

 

“That's a good question. You could well assume that, because there will be more rift about them, so it 

does. But again, receptionists are a lot, they are more attached to a workplace than the other employee 

groups.” (Participant 3) 

 

The disparity of the employee shortage will be different for the different departments at the hotel.   
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"But where our challenge will be, I think it's down in our kitchen and our restaurant. Because chefs 

have always been hard to get hold of. Those who want to work in a breakfast restaurant, need it to 

develop, not the end of the career." (Participant 4) 

 

Another issue that arose with the closing of borders is the lack of foreign workers being able to come 

to Denmark. Leading to a shortage due to foreign workers having to leave Denmark. As a large portion 

of the staff at hotels is foreign, both part-time and full-time, it creates a vacuum right now, and also 

when the hotels open up these workers will not be out on the labor market right away and be available 

for work. 

 

“And many of the staff that were fired have traveled home to their homeland now.” (Participant 4) 

 

Moreover, as was pointed out earlier, technology is ever advancing and especially with the new 

implementations that the hotels have started with due to Corona, which in turn can be viewed as a 

business model innovation (Breier et al. 2020). Thus, new skills will also be required as the 

technological level of the hotels is ever increasing. 

 

“Yes, it will be a bit dependent on the situation and based on what position it is for. But yes, one has to 

be more tech savvy today. But it is across all features.” (Participant 2) 

 

Thus, with big changes such as a pandemic, a lot of different factors come into play changing the status 

quo abruptly. The ripple effect of these changes will have long-lasting effects on the hotel industry, and 

it will take more time to recover than simply lifting the restrictions put in place. Therefore, it becomes 

important for employers to keep up relations with their employees (Bajrami et al. 2021). 

 

Post-Corona Tendencies 

Finally, we will look at what will happen after Corona as it is also hotly debated, and we wanted to get 

an insight into what the hotels thought about their future once tourism comes back again. Some believe 

that the entire industry stands in front of a paradigm shift leading to a higher level of technological 

advancement.  

 

“No, I actually think we are looking into a paradigm shift, and now you are sitting on the first floor at 

Telling & Nesager, but I think we are looking into a time where we will need other skills.” (Participant 

2) 
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Furthermore, we got some positive insight into what they believe will happen once it is lifted. They 

predict that there will be an overall industry boom as people will crave and need more social 

interactions. Going on vacation might change but people will want to go to restaurants and hotels so the 

influx of domestic tourism from the summer of 2020 might still be there in the summer of 2021 even if 

international travel is allowed. 

 

"So, there's something social in it, I think, and it's just generally hovering over 'the corona' there's a 

huge need to be social and party and be together and experience a lot of things. Which we have not 

been able to do in the last year." (Participant 4) 

 

If this comes to reality it will lead to more training for the staff as they need to be prepared for the 

overwhelming number of people that will patron their facilities. Supporting staff in their work-life 

presently but also preparing them for the future goes hand-in-hand with Agarwal (2021) and his findings 

regarding support during a crisis situation. Therefore, the hotels that believe this are already starting to 

prepare their staff for such an event. 

 

“Then we also work hard to prepare our current employees for the situation we get into.” (Participant 

4) 

 

“How do you go about it until you just suddenly get knocked over by guests? And how do you get 

yourself trained to remember what it's like to be busy? So we focus on that through workshops and 

hopefully I can give something to our employees so that they also feel that they are more prepared for 

it. So at the end of March, we have a brush up on our concepts to get into the core of what it is we do.” 

(Participant 4) 

 

Thus, this would lead to an increase in the labor pool for the industry as more jobs will be created due 

to the influx of money and increased customer base. This is linked to the problem of the labor shortage 

again. 

 

“As soon as the guests come back, there will be plenty of jobs in this industry again.” (Participant 4) 

 

“Yes, I actually think so. That's what we do. So, we will be back in and we have X number of large new 

projects that are popping up. And its clearly news if some new brands or other things such as new hotels 

are built. It will always draw its pool of employees. So, there may well be some of the hotels that may 

not have done so much, or that may not be so interesting, might be missing a bit, if they are noticeably 

located in cities where new ones are added. So yes, I think we have the same challenge.” (Participant 

1) 
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If this is what is waiting for the hotel industry it seems very much as they will be back on square one 

(HORESTA, 2019) where there is a shortage of employees, especially in the Copenhagen area. It will 

require planning and strategy from the management to be able to provide for the guests once they return 

and to have the correct number of staff on hand to facilitate the service quality they expect.  

4.2 Findings from the Quantitative research 

As mentioned in the methodology, we conducted a self-completion questionnaire with the ground-floor 

employees of the Danish hotel industry. The goal of conducting a survey was to test the answer received 

in the semi-structured interviews with HR and operational managers and get perspectives and insights 

from the FOH employees. As an introduction to the quantitative analysis, we will provide a summary 

of the findings below.  

 

4.2.1 About the respondents 

We received 51 responses and out of these 51 responses, 82% were from the metropolitan area around 

Copenhagen, 2% from Aarhus, and 16% from other parts of the country. Thus, it must be acknowledged 

that we did not succeed in getting a broad geographical representation of Denmark but mainly the 

metropolitan area around Copenhagen. 

 

It was identified that 78% of respondents were FOH employees and 22% were BOH employees. Thus, 

the responses are mainly representing the perspectives of the FOH employees. Furthermore, we found 

that 75% of the respondents were full-time employees and 25% as part-time employees. Thus, the 

responses are mainly representing the perspectives of full-time employees. 

 

When asked for the main reasons why the respondents were part-time employees, 50% answered 

because they were studying, 33,33% answered that it was not possible to get more hours from the 

employer and 8,33% answered that they had other jobs next to the hotel employer. The last 8,33% had 

no particular reason as to why they were under part-time employment (See figure 5). None of the 

respondents were under part-time employment due to impaired work function. 
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(Figure 5) 

 

It was identified that 50% of the respondents had below 5 years of experience of working in the hotel 

industry, 30% had between 5 and 10 years, 7% had between 10 to 15 years, 5% had between 15 to 20 

years and 9% had above 20 years of experience. None of the respondents had below one year of 

experience within the hotel industry. Furthermore, 30% of the respondents estimated that they had been 

working in two hotels in their career, 20% had worked at one hotel, 20% had worked at three hotels, 

11% had worked at four hotels, 9% had worked at five hotels and 9% had worked at over 5 hotels. It 

was identified that the respondents on average had worked in 2,86 hotels in their career.  

 

4.2.2 Respondents connection to turnover 

When asked to estimate how long they on average had been working in the same hotel before shifting 

to another hotel, we found that 49% of the respondents had been working more than 2 years in the same 

hotel before shifting. We also found that 21% worked 18 to 24 months before shifting and 19% worked 

12-18 months before shifting, thus 40% of the respondents shifted between their first and second year 

of working at the hotel. Ultimately, 11% estimated that they shifted hotel employers within their first 

12 months. Thereby, just around half of the respondents stayed over two years before shifting to another 

hotel employer, which can indicate that the turnover usually happens after working one year at the hotel 

as 89% of the turnover is identified to happen after the first 12 months of employment. 

 

In the question concerned with identifying the primary reasons why the respondents had decided to 

change hotel employer, it was identified that the most important factors were: 



85 

 

1. Better salary 

2. Seeking new challenges 

3. Better work conditions 

4. Possibility for advancement 

5. Better value 

6. Better working hours 

 

A Pearson's correlation coefficient test was computed to assess the relationship between how the 

employee perceived turnover within their organization and what factors had led them to look for new 

employers (Reasons for turnover). It was found that perceived turnover and looking for work with better 

wages were moderately positively correlated r(49) = .29, p = .036. the same for the possibility of getting 

new challenges (49) = .39, p = .004. and finally looking for a different work environment r(49) = .37, 

p = p .008. 

Hence, we can see that turnover is statistically significant in relation to the possibility of finding a better 

wage, new challenges, and a new work environment. All factors that fit within the realm of Service 

Climate (Hong et al. 2013) meaning that the service climate is in fact correlated to the SPC in what 

creates employee satisfaction. Furthermore, looking for better opportunities (Wages, challenges, work 

environment) elsewhere is a main factor for turnover for the respondents.  

 

The possibility for better working hours was considered as the most insignificant factor for changing 

hotel employers, which can be argued to be caused by the fact that one can expect the same working 

hours no matter what hotel you work for.  

 

When asked how long the respondents reckoned that they would keep working in the hotel industry 

52% answered that they would work in the industry as long as it made sense for them, 27% reckoned 

that they would work in the industry for the rest of their career and 9% answered that they would stay 

until something better showed up. Only 5% answered that they would work in the industry until they 

finished their education and 7% have not thought about how long they planned to stay in the hotel 

industry. 

 

4.2.3 Respondents perception of turnover in the Danish hotel industry 

The respondents were asked if they believed that the employee turnover was high in the Danish hotel 

industry, and the answer was quite clear that the majority did find it high as only 7% answered no (see 

figure 6). 
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(Figure 6) 

 

4.2.4 Respondents perceptions towards retention 

When asked to rank the main factor for choosing the hotel industry as an employer, the answers gave 

the following ranking in importance: 

1. I like working with people 

2. The service industry has always interested me 

3. I like having variations in my tasks 

4. It was the job that was available at the time 

5. I haven't thought about it 

 

A Pearson's correlation coefficient test was computed to assess the relationship between how the 

employee expected tenure within their organization and why they had chosen to work within the hotel 

industry (Retention factors). It was found that expected tenure and enjoying working in the service 

industry were moderately positively correlated r(49) = .50, p = p < .001. the same for working with 

people (49) = .49, p = .012. and finally having diverse and dynamic work tasks r(49) = .51, p = p .019. 

It is clear that the majority of respondents actively has chosen the industry as an employer due to the 

people's interactions and the tasks connected to the service delivery. It is by far the minority of the 

respondents who have chosen the hotel industry because it was the only option of the employer of last 

resort. 

 

The survey showed that 51% of the respondents felt that their employer made efforts to keep it attractive 

to stay working for the hotel, but also thought that the employer could do more. 34% thought that the 

employer did enough to keep the employment attractive. It was identified that only 15% did not feel 

like the employer did enough to keep the employment attractive. When asked what the employers could 

do in order to make it more attractive to stay, the respondents gave the following insights: 

1. Higher salary 

2. Possibilities for education 
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3. Possibilities for advancement  

4. Better working conditions 

5. Better management 

6. Employee benefits 

7. Better culture 

8. Better working hours 

9. Better boss  

10. More social initiatives 

 

Again, it becomes obvious that the salary plays a part in making the employment more attractive. 

Furthermore, possibilities for education and advancement make up the rest of the top three. At the very 

bottom, we have more social initiatives, which indicates that this does not hold great importance for 

making employment more attractive. 

 

A Pearson’s correlation coefficient test was computed to assess the relationship between how attractive 

the employee perceived their employer and what factors made the employer more attractive (Employee 

engagement factors). It was found perceived attractive work and social events were moderately 

positively correlated r(49) = .53, p = p < .001. the same for the possibility of advancement (49) = .47, 

p = p < .001. employer sponsored training r(49) = .49, p = p .032. and finally for the culture of the 

organization r(49) = .52, p = p 0.021. 

 

4.2.5 Respondents perspectives on the effect of Covid-19 

At the end of the survey, we provided text boxes making it possible for the respondents to come with 

their own thoughts about how Covid-19 affects the danish hotel industry. Both in the short and long 

term and how they saw the future for the hotel industry in general. This provided some interesting 

insights into how the ground floor employees perceive the industry. Thus, the following quotes are 

translated directly from the survey and since the survey was anonymous, we have no way of identifying 

the respondents.  

 

Short term effects of Covid-19 

It is acknowledged that the hotels are suffering greatly on the financial side of the business. The 

employees also understand that budgeting is being utilized and that it needs to be for the company to 

keep going. However, it hits them hard as they are the ones getting fired. 
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“Less money in the pocket, not able to pay the interests which means that the hotels must close. Not 

enough money to support the employees which means that they find other jobs” 

 

“It creates red numbers on the bottom lines and great frustration and concerns, especially around the 

job security in the industry.” 

 

This is perceived to cause some of the experienced employees to leave the industry to go work in more 

stable and financially secure industries that are less affected by Covid-19. 

 

“The experienced staff have found something else with better working hours” 

 

Furthermore, it is acknowledged that Covid-19 will stop the development of the hotels which also 

affects the staff as their personal development will suffer from this as they will have fewer assignments 

and thus the possibility to learn new skills and advance. 

 

“There are very few tasks at the moment, which means that one's personal development in the industry 

is slowed down. At the same time the development of the hotel concepts has stalled a bit, as they do not 

have the opportunity to develop and test new koncepts. This is primarily due to the restrictions.”  

 

It is acknowledged that the hotels will focus more on the domestic guest markets, as the travel 

restrictions will make it difficult to achieve a satisfying revenue from foreign guests. 

 

“The hotels are becoming more cautious, and the focus is shifted towards the domestic market. There 

is more focus on safety and health” 

 

Long term effects of Covid-19 

Even though it is believed that things will return to “business as usual” in the long term, it is also 

recognized that Covid-19 is likely to have some influences in the long term that will constitute a new 

normal for the industry. This is perceived as especially important in regard to the employees and the 

company culture. 

 

“We will return to business as usual and forget to adapt to a new world and won't make the needed 

alterations towards a changed market which will cause people to lose confidence in the hotels.” 

 

“The hotel and managers need to think more about the loyal employees. They need to value their 

employees more!” 
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“I think some of the hotels need to work extra on building the internal culture in each individual chain. 

There will be a need for hiring a lot of new staff, as there still exists an expectation of a great demand 

for hotel rooms, but it will properly first be on full speed from 2022. There will be a need for hiring 

many new employees and therefore the hotels will have to find and build up the internal culture from 

scratch.” 

 

“The employees who are back from before Covid-19, are the ones who really care for the industry. Or 

the ones who cannot find something better for now” 

 

It is also acknowledged that the industry needs to be more innovative in terms of catering to the right 

target groups and their product range, in order to oblige the current market demands. 

 

“More creativity and more focus on staycation and office-stay. The big hotel chains have had the 

opportunity to grow and will take up more space in the market.” 

 

“New product offerings, more focus on safety and possibility for cancelation. Still less employees to 

handle the same number of tasks.” 

 

“It is possible that less will be interested in working in the industry because they fear for potential 

consequences of a new pandemic.” 

 

Expectations for the future of the Danish hotel industry 

The majority of the respondents have faith in the return of the industry, even though it is acknowledged 

that it will take quite some time before it will be back to a comparable level to before Covid-19. It is 

also stated that the Covid-19 might have brought some much-needed innovation to the processes and 

procedures of how the hotels have been operating. 

 

“I am sure the industry will return and with more knowledge and more competent employees. As the 

low staffing in many places resulted in the employees having had to handle more tasks than they have 

previously been trained in. The comeback will come slowly.” 

 

“The industry in Copenhagen has been “lazy” as the guests to a great extent came in by themselves. 

Now the hotels have to innovate and think in new ways. The old hotels that have not been renovated are 

either bought up or forced to renovate. In general, the market is moving towards a greater focus on the 

experiences connected to the hotel accommodation and there will be a greater focus on unique hotels 

that offer something more than a good bed and a good breakfast.” 
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“The unique experience is being weighted higher for leisure travelers. The segment that just needs an 

overnight stay will see more automated solutions with self-check-in and check-out. So, the unique 

accommodation with everything that goes with it is where the market shares can be gained from the 

other types of accommodation.” 

 

It is also acknowledged that it is crucial that the industry gets going again soon and starts generating 

serious revenue. There are simply too few guests to all of the new hotels, and thus some find it a too 

insecure industry and will start looking for other lines of work. 

 

“I hope that the economy surrounding the hotel industry will pick up again, that is that there are guests 

who want to spend money in this sector again. But these are times of crisis in terms of prices and 

competition. Especially in Copenhagen with so many new hotels and so few guests. I myself am properly 

on my way out of the industry, as I find it a risky industry at the moment and because you have to run 

faster than ever before.” 

4.3 Revisiting the Hypotheses  

As our results have now been presented above, we will aggregate the findings and compare these to our 

predetermined thinking i.e., our hypotheses.  

 

4.3.1 Hypothesis 1  

The findings show four main themes connected to how turnover is perceived amongst the managers. 

Firstly, the Danish work environment is perceived as more secure as the salary and working conditions 

are protected through contractual agreements. Second, the demanding 24/7 service model of the hotel 

industry is perceived as the main factor for the turnover that is acknowledged by the managers. Third, 

turnover is perceived as an inevitable factor connected to the hotel industry due to a mobile and 

temporary workforce. Fourth, the managers do not perceive contractual factors such as salary as an 

important factor for controlling turnover. Furthermore, the findings from the quantitative data set shows 

that there is a notion regarding the turnover. Therefore, we can see that there is a misalignment between 

the management and the employees. However, as it is mainly perceived as existing rather than a larger 

issue it has less bearing on the support of the overall answer of the hypothesis.   

 

Common for all of the themes is that the findings show that the considerations towards the consequences 

of the turnover are mainly focused on the direct costs connected to the recruiting and training of new 

employees but ignore the indirect costs of the turnover. The indirect costs of turnover consist of loss of 

knowledge, experience, and customer relationships which in connection to the SPC can be just as costly 
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as the direct costs (Karsan, 2007; Davidson et al. 2010). Therefore, taking the aggregated findings in 

consideration we find that we have partial support for hypothesis 1 Employee turnover is 

underestimated in the Danish hotel industry. 

 

4.3.2 Hypothesis 2 

Main challenges present themselves for the hotel management when it comes to turnover start already 

at the beginning with the recruitment process. Finding candidates that fit the profile and will be a fit 

within the organization will facilitate a lower degree of turnover due to higher employee satisfaction 

(Hogereve et al. 2017). As presented above this will in the end lead to higher service quality as loyal 

and happy workers provide a better service offering. As shown by the quantitative data turnover has a 

negative effect on the employees which in turn will affect their work (Hong et al. 2013).  

 

As a result of the above-presented findings, we can conclude that hypothesis 2 employee turnover has 

a negative impact on the service quality of the hotel - has enough positive evidence from the findings 

and we can therefore state that it is supported. However, it is important to point out that employee 

turnover is considered a natural process in the service industry that also entails some positive outcomes. 

 

4.3.3 Hypothesis 3 

The findings showed indications that the managers used engagement initiatives for retaining the desired 

employees and to control turnover. These indications consist of three main themes. Firstly, the 

engagement initiatives consist of ongoing training and education in order to keep the employees well 

informed of what is expected from them. Second, creating possibilities of advancing internally in the 

organization makes it possible to retain the most skilled employees and put them in higher positions in 

the organization. Third, it is acknowledged that the engagement is focused on creating a feeling of 

personal development, making it attractive to stay with the hotel. 

  

Thus, the findings show that engagement is perceived as a means for providing a possibility for the 

employees of achieving self-realization and that the company is interested in the personal development 

of the employee. Thus, creating a higher job satisfaction which regarding the SPC entails a higher 

service quality (Hong et al. 2013; Hogreve, 2017). Combining these findings with the data from the 

quantitative calculations, we have statistically significant proof of engagement and employee 

satisfaction. Taking into account the SPC (Hogereve et al. 2017) and Service Climate (Hong et al. 2013) 

we can conclude that with the moderate positive correlation of all of our engagement factors that 

hypothesis 3 Engagement has a positive impact on service quality is supported by the findings. 
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4.3.4 Hypothesis 4a 

We can derive from the interviews with the management that Corona has taken up most of their mental 

capacity the last year. It has led to many hard and fast decisions and a lot of uncertainty. But, by utilizing 

tools such as business model innovation (Breier et al. 2020) and getting assistance from the government 

(Nhamo, et al. 2020) some of the worst scenarios could be avoided. Moreover, concerning the 

employees we can also notice that there is much large focus and consideration for the higher turnover.  

 

We can therefore conclude that we have enough evidence to support hypothesis H4a COVID-19 has 

changed the relationship in hypothesis 1 (Employee turnover is underestimated in the Danish hotel 

industry) - This is since it has become a more central part of the management focus due to the pandemic. 

 

4.3.5 Hypothesis 4b 

It is acknowledged that the hotels have been forced into being more innovative to fulfill new demands 

in the disrupted accommodation market. Thus, there is a need for catering to different guest needs and 

offering completely new products. Some of these demands are depending on creating positive guest 

experiences with fewer employees, as the hotels have been forced to let go of employees. Thus, the 

innovation is focused on sustaining the desired service quality of the hotel even though the turnover is 

high. In that sense, Covid-19 has made the hotels develop ways that prevent the turnover from harming 

the service quality. However, at the current stage, it is impossible to evaluate if Covid-19 has changed 

how turnover impacts the service quality as these innovation initiatives are a part of the crisis 

management that is not fully developed (Breier et al. 2020).  

 

Furthermore, letting go of employee's knowledge and experience is lost and this still leads to a lower 

service quality level. Especially in a time when hiring new staff is not an option. Thus, hypothesis H4b 

COVID-19 has changed the relationship in hypothesis 2 (Employee turnover has a negative impact on 

the service quality of the hotel), which cannot be supported by the findings of the analysis. 

 

4.3.6 Hypothesis 4c 

Finally, H4c COVID-19 has changed the relationship in hypothesis 3 (Engagement has a positive 

impact on service quality) - We also find that we do not have conclusive findings to support this 

hypothesis. This is since engagement still has a positive effect on service quality and it also seems to 

have become even more important during the pandemic. Engagement makes it so that the staff can be 
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trained and become better skilled. Social engagement also creates a feeling of unity within the work 

team and a way to get through tough times.  

 

Moreover, the respondents of the survey showed clear indications of how important the various 

engagement factors were in order to make it attractive to stay with the employer. The respondents also 

stated that due to the pressure that the hotel industry is currently under due to Covid-19 many of the 

experienced employees will likely seek more stable and secure industries. Thus, the hotels risk losing 

experienced employees thereby knowledge, experience, and customer relationships which will have a 

negative effect on the service quality (Hong et al. 2013; Hogreve et al, 2017). Therefore, the engagement 

still has a positive impact on service quality as it retains the experienced employees and is more crucial 

during the pandemic. Hence the hypothesis H4c is not supported by the findings of this analysis. 

4.3.7 Summary 

Hypothesis 1: Employee turnover is underestimated in the Danish hotel industry. Partially supported. 

 

Hypothesis 2: Employee turnover has a negative impact on the service quality of the hotel. Supported. 

 

Hypothesis 3: Engagement has a positive impact on service quality. Supported. 

 

Hypothesis 4a: COVID-19 has changed the relationship in hypothesis 1 (Employee turnover is 

underestimated in the Danish hotel industry). Supported. 

 

Hypothesis 4b: COVID-19 has changed the relationship in hypothesis 2 (Employee turnover has a 

negative impact on the service quality of the hotel). Not supported. 

 

Hypothesis 4c: COVID-19 has changed the relationship in hypothesis 3 (Engagement has a positive 

impact on service quality). Not supported.  
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5 Discussion 

This study departed from our research question: What effects does high employee turnover have on the 

service quality in the Danish hotel industry? In the analysis of the empirical data, we have presented 

our quantitative data and explored four themes in the qualitative section: Underestimated Turnover, 

Sustaining Service Quality, Engagement Effects, and COVID-19 Implications. By analyzing the 

interviews through these themes, we created a better understanding of the perception of turnover from 

the management side of the hotels. On the other hand, we have also, through our analysis of the survey, 

generating an understanding from the other side of the spectrum focused on the FOH employees. 

Through these newfound understandings, we drew links between the SPC model and Service Climate. 

The findings will be discussed in two sections, one containing the theoretical implications and one the 

managerial implications of our study. Thus, the purpose of conducting this thesis was to gather 

perceptions from HR managers and FOH employees towards how employee turnover is perceived to 

the service quality of hotels in the Danish hotel industry. Furthermore, in doing so also exploring if 

Covid-19 has affected these perceptions towards employee turnover in connection with the service 

quality. Our research had the scope of explaining the importance of the employees in regards to the 

service quality. This was backed by the statement from Hogreve et al. (2017, p. 42) who encouraged 

organizations to balance employee satisfaction, operational excellence, and service orientation carefully 

to optimize the service performance. 

 

5.1 Theoretical Implications  

With this scope and by applying the SPC and the Service Climate to investigate our research question, 

it became useful to identify what characterized the service climate in the Danish hotel industry. The 

service climate is identified as the “employee perceptions of the practices, procedures, and behaviors 

that get rewarded, supported, and expected with regard to customer service and customer service 

quality” (Schneider et al. 1998 p. 151). Moreover, Schneider et al. (1998) argue that how the 

management of the organization treats their employees has a much larger impact on the service quality 

and is therefore considered this perception of the service climate as more important than the physical 

surroundings of the hotels. Our findings showed that the managers agreed with the employee's impact 

on the service experience and underlined the importance of the FOH employees understanding how 

important their role was in delivering the desired service quality. It was mentioned that there is no such 

thing as a bad day when you work FOH in the hotel, you need to be able to deliver the desired service 

experience even though you have had a tough morning or have been arguing with your spouse. 
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As presented by He et al. (2011) the managerial support, work facilitation, and customer orientation 

needs to be aligned for the service climate to have the greatest positive impact on the service quality. 

Thus, HR practices and leadership is important to ensure that the employees know exactly what is 

expected from them to deliver the desired service quality. The findings gave clear indications that this 

was acknowledged by the managers as they stated that providing the employees with procedures and 

guidelines was one of the most important factors for ensuring the service quality. Hence, applying the 

Service Climate as a means for investigating and explaining the environment of the service quality was 

perceived as very useful. 

 

The findings from the qualitative analysis indicated that the Danish work environment is perceived to 

consist of different and to some extent better conditions than other countries due to the contractual 

agreements, flat organization structures, and cultural and social characteristics of the workspace 

(Participant 1; Participant 2; Participant 3; Participant 4; Eriksson & Li, 2009). However, the nature of 

the work is due to the 24/7 service model of hotels still making it a demanding work environment that 

can make it difficult to manage with both family and social life (Grønholdt & Martensen, 2016; Brown 

et all. 2014; Knox & Walsh, 2005; Davidson et al, 2011; Faldetta et al. 2013). Thus, the findings suggest 

that even though the work conditions are considered better in Denmark, employee turnover is still 

present and should be regarded as an important factor in the Danish hotel industry. This was verified 

by the findings from the quantitative data showing that only 7% of the FOH employees did not find 

turnover as a factor in the danish hotel industry. However, the managers still ranked employee turnover 

as a focus area with low significance and stated that they did not spend much time on this subject. But, 

the managers acknowledged the presence of employee turnover in the Danish hotel industry and stated 

that the turnover was caused by the demanding work environment, mobile, and temporary workforce, 

and limited possibilities for advancement. Hence, the manager's perception of the causes of the turnover 

is corresponding to the reviewed literature by Riegel (2010), Deery & Shaw (1999), and Davidson et 

al. (2010). 

 

A reason why employee turnover is not perceived as a significant challenge by the managers in the 

Danish hotel industry can be explained with the notion from Karsan (2007) and Davidson et al. (2010), 

arguing that managers often only focus on the direct costs of the turnover and neglects the indirect costs. 

Thereby, only focusing on the financial expenditure connected to the pre-departure of the employee 

leaving and the recruiting, training, and lost productivity from the newly recruited employee. Thus, 

neglecting and underestimating the consequences of the indirect costs consisting of the loss of 

knowledge, experience, and the important customer relationships which according to the SPC can be 

just as costly as the direct costs. With this understanding in mind, and the statements from the HR and 

operations managers that employee turnover is not perceived as a significant focus area or challenge we 
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argue that consequences and causes for employee turnover are underestimated by the management of 

the Danish hotel industry. 

 

Employee satisfaction and engagement were widely accepted by the managers as being correlated and 

having a great effect on the service quality. The findings from the qualitative research gave indications 

that the managers all used education, training, internal recruitment, and cultural and social events as 

means for creating engagement making it possible to retain the desired employees. As presented by 

Hong et al. (2013) the employee outcomes in the SPC are derived from job satisfaction and commitment 

towards the organization, which was argued to be caused by the HR practices and leadership 

constituting the Service Climate where the employees work. The importance of employee satisfaction 

in connection to retaining the desired employees is furthermore acknowledged by Hong et al. (2013), 

Grønholdt & Martensen (2016), and Chaung & Liao (2010). They argue that satisfaction and 

engagement constitute some of the main factors for HR initiatives making it plausible to utilize the 

benefits of the SPC, ultimately resulting in the desired service quality. Therefore, the findings support 

hypothesis 3 Engagement has a positive impact on service quality. However, as suggested by the 

presented theory there are certain aspects of the engagement initiatives that the hotel managers should 

be aware of (Hong et al. 2013; Panagiotakopoulos, 2011; Chaung & Liao, 2010; Eriksson & Li, 2009). 

Building engagement through social events provides the opportunity of creating a community amongst 

the employees and thus creating employee loyalty towards til organization (Chaung & Liao, 2010; 

Eriksson & Li, 2009). Doing so also makes it harder for the individual employee to switch organizations 

as this would entail leaving your friends or “family” behind.  

 

Furthermore, it generates a sense of responsibility and loyalty towards your colleagues which leads to 

higher service quality. The individual feels obligated to do a better job or deliver better service, as it 

would also affect your colleagues if you do not deliver the desired service and the team gets a bad 

review. However, it should be acknowledged that such engagement initiatives can be fairly expensive 

and there is no guarantee that all of the employees wish to be a part of such a community 

(Panagiotakopoulos, 2011). The findings indicated that the HR and operational managers perceived 

these social events as holding great importance towards engaging and thus retaining the employees. 

Yet, the quantitative findings from the survey indicated that the FOH employees regarded these social 

events as having the lowest importance in regards to making it attractive to stay working for the hotel. 

 

Therefore, there seems to be a discrepancy in what is perceived as important engagement factors. 

Furthermore, it should be acknowledged that there is a limit to how much satisfaction the employer can 

provide for the employee. If the employee is already satisfied with the salary and accepting the working 

conditions in the industry, which we saw in the quantitative findings then social events might not make 

a big difference for the satisfaction. With these findings, we can conclude that Service Climate does in 
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fact moderate the SPC by making sure that the HR practices and Leadership style of the management 

are directly impacting the service climate and thus the employee outcomes which in turn can be 

interpreted as the employee satisfaction within the SPC. 

 

When looking at both the SPC and the Service Climate, the crisis management initiatives conducted 

under the Covid-19 situation are perceived to have had a negative impact on the service quality. In 

accordance with the SPC, this is due to the loss of experience, knowledge, and customer relations that 

is likely to follow when employees are let go. In regards to the Service Climate, this is due to less focus 

on HR practices and leadership focused on developing the employees to achieve higher levels of service 

quality, as the focus is shifted towards maneuvering the hotel through the crisis. However, this must be 

perceived as unavoidable as ensuring service quality will be less important compared to securing the 

survival of the hotel. 

 

The findings from the quantitative data indicated that the FOH employees were very aware of the 

devastating situation of the hotel industry, which caused insecurities towards their job security and 

personal development. This is likely to cause some hotel workers to search towards other industries less 

affected by Covid-19, ultimately entailing a loss of experienced hotel workers. Even though it was 

identified in the qualitative findings from the interviews, the HR and operational managers indicated 

that a lot of initiatives were made in order to retain as many employees as possible. This was further 

supported by the government aid, even though it was identified that these packages did not suit all of 

the hotels and the processing time for getting the payouts was way too long (Nhamo et al. 2020). 

 

It is identified in the qualitative findings that the hotels have conducted numerous initiatives in order to 

sustain as many employees as possible and ensure that even though there have been no guests at the 

hotels, the time has been used constructively in regards to developing the employees and creating new 

business innovations. Thus, it can be argued that Covid-19 has forced the hotels to engage in innovation 

and re-thinking their business and service models which might cause beneficial results when on the 

other side of Covid-19 (Ritchie, 2004; Chong, 2004; Breier et al. 2020). However, this is argued to be 

too soon to conclude as we are still in the pandemic and thus are not able to have a full picture of the 

effects and consequences.  

 

Finally, we need to comment on the usage of the SPC and Service Climate throughout our research. As 

previously explained it has been a great asset to our study and has aided us in generating an 

understanding of the hotel industry's issue with employee turnover. However, it has not been without 

fallacy and for this reason, we aim to contribute to this model with our findings.  From our understanding 

of the issues at hand, we can see that there is a clear lack of what we call “Contractual measures” from 

the Service Climate model Hong et al. (2013) applied to the SPC. These measures contain all of the 
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hard values of employment such as wages, holidays, scheduling, etc. As was clear from the interviews 

with the managers we can see that they however put the “soft measure” of culture and social interactions 

as the main components of retention and thus employee loyalty. For this reason, we propose an 

extension of the Service Climate model, and as a result of this also the SPC as they are intertwined. 

 

5.2 Managerial Implications  

When examining the answers from the interviews with the answers from the survey we can draw several 

similarities and correlations between the derived data. First off we can see that there is a correlation 

between how management wants the workers to behave, in a social and friendly way and the number 

of workers that answered that they have chosen to work in the hotel industry due to their affection for 

working with people and being employed in the service industry. This is in line with Robins et al. (2016) 

and their definition of an ideal FOH employee that takes the job seriously and focuses on having a 

positive attitude at work. Furthermore, an alignment between employees and employers is the definition 

of a positive Service Climate (Hong et al. 2013) and hence we can also derive this as a major positive 

finding of our analysis. 

 

Furthermore, we can also see an agreement between the part-time employees being mostly students 

working on the side of their studies and the fact that most of the interviewed managers also acknowledge 

this fact. This is of course a major reason, together with the seasonality of the industry, for the large 

turnover that the hotels experience.  

 

Moreover, we can see that with our predetermined thinking regarding the turnover in the Danish hotel 

industry this was supported by the claims made by managers, but not by the employees. Thus, this tells 

us that there could potentially be a misalignment between management and workers regarding the actual 

size of turnover within the Danish hotel industry. Seeing as the turnover is concerning the employees 

themselves and that they perceive it to be an issue means that it is an interesting subject matter. The 

implications of this would require managers to look into this issue further and to create an understanding 

of how such misalignment in the perception of turnover arose in the first place. 

 

We can also see an alignment as well with our second hypothesis regarding the effect turnover has on 

service quality. This came as no surprise as losing talent and skilled workers will undoubtedly decrease 

the service quality of the hotel. Seeing as the product sold is the personal service the employee provides 

(Lugosi et al. 2009). Furthermore, it has to be stated that this is not always negative as if the employee 

leaving the hotel has an unfavorable standing within the group, then it can be the opposite. Yet, the 

overall result of this study shows that it is generally a negative aspect.  
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A not-so-surprising result of our findings was the unanimous support for our third hypothesis regarding 

the positive impact that employee engagement factors have on the service quality of the hotels. We can 

see that the highest correlation between attractive employers and engagement factors was that of culture 

and social events. This goes hand in hand with what several of the interviews also claimed to be 

important factors for engaging their employees. Yet, as we have already pointed out, the single most 

important factor raised by the respondents of the survey (Hotel employees) was that of salary and the 

possibility for further training and advancement within the organization. Once again this points to the 

misalignment of the social engagement factors and the contractual ones. 

 

Moving forward, in regard to the question at large regarding turnover. We can see that the employees 

do in fact perceive turnover at their hotels as something that is quite large seeing that a vast majority 

said yes and ⅖ of all respondents thought that turnover was very large. This is contradicting the 

interviews with the HR and operations managers, as it was argued that they did not perceive employee 

turnover as a big issue in Denmark. 

 

Moreover, we can also identify a discrepancy when it comes to the work hours of the hotel industry. 

Brown et al (2014) describe this as one of the most challenging and bothersome aspects of the industry. 

This is also in line with the answers we got from the managerial level when they were inquired about 

the aspects they thought led to high turnover in the industry. Yet, when reviewing the answers from the 

survey regarding why someone who had left a hotel earlier in their career had done so the choice for 

better working hours had the lowest priority out of the six different choices. However, it was a bit 

surprising to see that a better salary was ranked as the most important factor in why someone would 

leave their organization and move on to another one. This does not correlate with what is perceived as 

important by the interviewed managers who ranked this at the very low end of the spectrum. Thus, we 

can see a clear misalignment here which could be something that could be explored further. 

 

Furthermore, this calls for an investigation into how such discrepancies affect the service level of the 

hotel. In what ways could a potential misalignment in the perception of turnover affect the service 

quality of the employees? What does the fact that managers believed that wages were not a decisive 

factor for turnover yet employees put it as the number one reason for seeking out a new employer mean 

for the service quality? 

 

Moreover, we also need to address another main potential cause that leads to turnover within the hotel 

industry. Could looking for new jobs within the hospitality and service sector that have a better salary 

be a reason for the turnover? As we have already pointed out in our theory review both the concept of 

hospitality is broad (Brotherton, 1999) and can be defined in different ways (Lugosi et al. 2009). Hence, 
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it is not too far-fetched to pose the question that service staff from hotels might search for new 

opportunities in the service field outside of the hotel industry.  

 

When it comes to the effect of Corona, we can see that there is now more of an alignment between the 

two analyses. Mainly this has occurred as a result of managers now having to take turnover into a much 

larger consideration than previously. Therefore, we can conclude that corona, mainly due to the 

budgeting nature of a crisis situation (Ritchie, 2004, Breier et al. 2020), has led to an increase in 

awareness of the subject matter. Furthermore, there also seems to be a consensus of understanding 

among the employees regarding the budgeting and firing of certain staff. There is of course some 

discontent which was expected but mainly the feelings about the future seemed to be positive. 

 

We can also see that there is alignment between the two other hypotheses. Our main findings here have 

been the realization of staff importance when having to limit the numbers meaning that it is easier to 

facilitate an understanding of how much each member of the staff attributes to the overall service quality 

of the hotel. Moreover, it has again proven to be even more important for staff to engage in positive 

engagement factors. This has been executed through different means but mainly through the 

organization being transparent with their decision-making process and having a steady stream of 

communication to the workers. Another example has been that of Participant 4 whose organization 

brought in a motivational speaker to keep the morale up on a company level. These measures are in the 

end all support mechanisms (Agarwal, 2021) that help the employees feel more secure. 

 

Therefore, we can conclude from our predetermined beliefs that we were not too far off from the reality 

of the situation. However, it seems as though some of our ideas can have been skewed by the academic 

literature that we digested early on in the writing process. Yet, seeing as there exist disagreements 

between the employees and employers our thinking was in fact in the middle of these camps putting us 

in a favorable academic situation when examining the data. Being able to look at the answers and 

deriving data from a dual perspective.  

 

Lastly, we need to conclude this discussion in a similar ending to that of the theoretical one. We can 

see that there is also a lack of emphasis on the “Contractual measures” from the managers when looking 

at the managerial implications. This misalignment in the understanding of what factors play into why 

turnover is happening on the level that is combined with what employees find to be the most important 

retention factors could be an answer to the question at hand. Thus, we find that with both a theoretical 

and managerial justification for our extension of the Service Climat model we can now proceed to reveal 

it. 
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6 Conclusion 

Based on the discussions, it is possible to conclude an answer to the research question: What effects 

does high employee turnover have on the service quality in the Danish hotel industry? Indeed, high 

employee turnover has a negative effect on service quality in the hotel industry. However, it is a 

dynamic and diverse phenomenon within the industry as has been presented throughout this thesis. 

Depending on the sort of turnover it can either be detrimental or positive. As our question departed from 

looking at high employee turnover a negative effect concluded to be the answer. However, if looking at 

other levels of turnover the answer would have been different. Thus, the final conclusion to the question 

regarding employee turnover is that if it can be managed to a level where it becomes a process rather 

than a phenomenon this will generate the best results for the hotel. 

 

For our theoretical contribution, we have already hinted at our extension of the models used in the 

discussion. This was done both in regard to our theoretical and managerial implications which both 

point at a misalignment in what we have called “contractual measures” we propose an extension of the 

service climate moderator of the SPC model to include a new set of factors. These will be the contractual 

elements of the employment (See figure 7 for a visualization). 

 

 

(Figure 7, our theoretical extension of Service Climate model from Hong et al. 2013) 

 

With this new element of Contractual Measures, we feel as though we capture an important aspect of 

the Service Climate based on our findings. By incorporating the hard factors that come into play for 

why someone chooses to look for a new employer, such as a higher wage, we feel as though the Service 

Climate model becomes a more complete encapsulation of reality. Especially when incorporated in the 

SPC as a moderator of the Employee Outcomes (Hong et al. 2013). Based on our study a large portion 

of the Employee Outcomes can be contributed to the Contractual Measures and thus we believe that our 

extension of the model will create a fairer picture for future researchers. We also acknowledge that 
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implementing higher wages might not be a possibility for all employers. We, therefore, suggest it as a 

feasible proposition to add engagement factors such as education or similar factors contributing to the 

feeling of personal development for the employees to the Contractual Measures. 

 

Furthermore, to fully understand the consequences of employee turnover and the impact it has on 

service quality, it is concluded to be important to acknowledge the indirect costs of the turnover. This 

is perceived as the main reason why employee turnover is regarded as underestimated in the Danish 

hotel industry. The indirect costs such as loss of knowledge, experience, and customer relations will 

have great negative impacts on the SPC and service quality and should thus be acknowledged when 

working with employee turnover. 

 

Limits and further recommendations  

As we did not get a desirable geographical sample, representing all of Denmark, it was not possible to 

make a correlation test if the geography of the employee had an impact on if the respondents of the 

survey felt like employee turnover was a big thing in Denmark. This was something that was identified 

in the interviews, as the HR and Operations managers stated that the turnover was not a problem outside 

of the metropolitan area of Copenhagen. This would be interesting to test, thus we recommend this as 

an area for further research.  

 

Our quantitative research was focused on the perceptions towards employee turnover in the danish hotel 

industry. Therefore, we did not get a lot of data about how the employees saw how this affects the 

service quality. Thus, it is also acknowledged that further research could be aiming to discover the 

employee's perception towards the impact of turnover on the service quality.  

 

Our focus was on the hotel chains, as this would provide a broad picture of the entire country. Thus, the 

findings come from individuals working at big hotels with many rooms and employees. It would be 

useful to conduct research with the small hotels that have fewer rooms and fewer employees.  

 

We must also recognize that our vision of turnover has been that of looking at employees moving 

between hotels. Meaning that we have missed the turnover that leads employees away from hotels and 

to other service sectors. Thus, to finish off our thesis we would like to recommend for future research 

to look into the movement of employees between different service sectors and how this impacts the 

turnover levels of the hotels. 
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8 Appendix 

 

8.1 Appendix 1 - Interview Guide 

Introduction: 

We are in the process of writing our thesis in our degree Service Management at CBS. Our 

thesis paper will apply service management and hospitality management theories to research 

how employee turnover and employee retention is perceived by the hotel management within 

the Danish hotel industry. 

 

We are conducting a number of interviews with managers and executives from the danish 

hotel industry in order to obtain first-hand accounts of the perception towards employer and 

employee effects on service quality and profitability. The interview is confidential, and the end 

report will not mention your name or the company name. What is being said in this interview 

will be used in order to identify patterns concerning employee turnover, employee retention, 

service quality and profitability in the danish hotel industry. The interview will be transcribed, 

coded and analysed by John and I, and will not be published with the report. The goal is to 

provide a greater understanding towards employee retention in the danish hotel industry, and 

hopefully produce useful knowledge for ensuring high service quality, customer experience 

and operations. 

 

We acknowledge that the hotel industry is widely affected by the covid-19 situation, and we 

acknowledge that all focus is appointed to ensuring the well-being of the business and 

retaining as many of the employees as possible until the hotels can open up again and we 

begin to see a normal traveling pattern. However, we believe that there exists a gap in current 

available research concerning employee retention in the danish hotel industry, and therefore 

find it necessary to further investigate this phenomenon. Thus, we hope that you will 

participate in discussing the following questions. 

 

 

Theme Questions 

Information about the hotel 

(Warm up) 

Can you tell us a bit about your 

hotel/chain/organization? 

● Number of hotels 

● Number of rooms 
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● Number of yearly room nights 

● Location of the hotels 

 

The organizational structure of the hotel? 

● How many employees? 

● What departments does your 

organization consist of? 

 

How are you operating during these times? 

● Closed? Open? 

● Any alternative initiatives to 

maintaining the operations. 

The hotel industry in Denmark 

 

● Before covid-19, the industry was 

highly active with expansion and in 

Copenhagen alone the number of 

hotel rooms has almost been 

increased with 30-40% within the 

last four years according to Horesta. 

● A number of Danish hotels stated 

that they were having a hard time 

ensuring enough staff for their 

hotels. 

○ (https://www.berlingske.dk/bu

siness/hoteller-skriger-efter-

ansatte-vi-skal-bruge-mange-

flere) 

 

○ https://www.horesta.dk/nyhe

der/2019/september/mangel-

paa-arbejdskraft-er-en-

faelleseuropaeisk-udfordring/ 

Pre-covid-19, what were the biggest 

managerial challenges in the danish hotel 

industry? 

 

● How would you rank the following 

challenges from 1-10, where 1 is the 

most important focus. 

○ Quality Assurance 

○ Customer satisfaction 

○ Yield/Revenue Management 

○ Brand management 

○ Employee turnover 

○ Sales management 

○ Food & Beverage 

management 

○ Recruiting 

○ Keeping up with Technology 

○ Marketing 

● Are there important challenges that 

are missing from the list? 

 

If turnover is ranked low ask: 

■ Why do you not 

perceive employee 

turnover as an issue? 

■ Is it not an important 

issue compared to 

other challenges? 

 

Employee turnover From a scale from 1-10, where 10 is the 

highest, how do you perceive high 

employee turnover as a challenge in the 

danish hotel industry in general? 

https://www.berlingske.dk/business/hoteller-skriger-efter-ansatte-vi-skal-bruge-mange-flere
https://www.berlingske.dk/business/hoteller-skriger-efter-ansatte-vi-skal-bruge-mange-flere
https://www.berlingske.dk/business/hoteller-skriger-efter-ansatte-vi-skal-bruge-mange-flere
https://www.berlingske.dk/business/hoteller-skriger-efter-ansatte-vi-skal-bruge-mange-flere
https://www.horesta.dk/nyheder/2019/september/mangel-paa-arbejdskraft-er-en-faelleseuropaeisk-udfordring/
https://www.horesta.dk/nyheder/2019/september/mangel-paa-arbejdskraft-er-en-faelleseuropaeisk-udfordring/
https://www.horesta.dk/nyheder/2019/september/mangel-paa-arbejdskraft-er-en-faelleseuropaeisk-udfordring/
https://www.horesta.dk/nyheder/2019/september/mangel-paa-arbejdskraft-er-en-faelleseuropaeisk-udfordring/
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● If the answer is higher than 5:  

○ Continue with the questions 

below 

● If the answer is below 5: 

○ Why are some hotels stating 

that this is an important 

challenge? 

○ Why is it not an issue in 

Denmark when it is in other 

countries? How are danish 

hotels solving it? 

○ What are you doing, so that 

this is not a challenge in your 

organization? 

 

Do you consider it as an important 

managerial focus? 

● Which department of your 

organization is handling employee 

turnover? 

● Is employee turnover/employee 

retention as a part of the strategy? 

 

What do you think is the main cause for 

employee turnover in the hotel industry? 

● In regards to the organization? 

● In regards to the individual? 

● Job satisfaction? 

● Løn? 

● External factors? 

 

 

What are the consequences and effects of 

high employee turnover?  

● What aspects of the organization or 

operations are most affected? 

● How does it affect the overall service 

quality? 

● How does it affect the customer 

service experience? 

● How does it affect the daily 

operations? 

● How does it affect branding? 

● How does it affect profitability? 

 

Is employee turnover only a negative thing? 
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● Can there be any positive outcomes 

to employee turnover? 

● Is the organization focused on 

eliminating or controlling the 

turnover? 

 

How is your organization engaging in 

controlling or eliminating employee 

turnover? 

● Can it be reduced by the 

organization? 

● What tools or initiatives exist to this 

challenge? 

● Can employee turnover be a 

necessary process? 

Employee retention Do you have initiatives to retain and 

develop your employees? 

● Are there employee groups that are 

more important to retain than 

others? 

● What factors do you perceive as 

important for retention? 

● How do you create incentives for 

retention? 

● How do you perceive salary as a 

factor for retention? 

● Do you offer employee development 

or advancement? 

 

What are the main challenges for retention? 

● The main reason why your 

employees leave the organization? 

● Which groups/departments of the 

organizations are hardest to retain? 

● Is the cost of retention a major 

challenge?  

 

Do you perceive employee retention as a 

solution for turnover? 

● Why? Why not? 

● How does it affect turnover? 

Recruiting 

 

 

How do you ensure to recruit the right staff? 

● What factors are important when 

hiring new staff? 
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● Can you tell us about your recruiting 

policies?  

● Do you empathize how long you 

expect the candidates to stay 

working at the hotel? 

 

Do you consider the Staff as an extension 

of the brand when recruiting? 

Employee / HR Do you acknowledge the quality perception 
of the employees? 

● Are they trained in the quality values 
of the hotel? 

● Are there standards they need to 
follow? 

 
How do you ensure that the employees 
mediate the brand of the hotel to its 
customers? 

Covid-19 

The covid-19 situation has made it 

necessary for many hotels to let go of 

employees. 

 

How do you think that the current situation 

will affect the need for employee retention?  

● Will the challenges of recruiting 

enough employees that were 

experienced before Covid-19 

become redundant? 

● Will there be a bigger need for 

retaining key employees? 

 

 

Post Covid-19 Are there changes that will be made to the 

HR management when things get back to 

normal? 

● Will there be other expectations for 

the applicants? 

● Will there be other skills that the 

potential employees will have to 

manage? 

 

(Looking for patterns, positive and negative) 
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8.2 Appendix 2 - Survey Design 
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