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resumo 
 
 

As relações laborais nas organizações contemporâneas têm vindo a sofrer 
mudanças substanciais, das quais resultam implicações complexas para a atração, 
motivação, retenção e desempenho de profissionais altamente qualificados. A 
indústria do T&H, conotada por elevadas taxas de rotatividade e condições de 
trabalho precárias, tem vindo cada vez mais a exigir competências de nível mais 
elevado aquando dos processos de recrutamento. Tendo-se tornado uma escolha 
de carreira com previsão de crescimento, surgem questões relativas à capacidade 
da indústria do T&H contribuir para o desenvolvimento e retenção a longo prazo 
dos seus profissionais.   
Esta investigação tem como objetivo contribuir para uma maior compreensão das 
experiências de trabalho de indivíduos altamente qualificados no setor Hoteleiro e 
sobre como estas experiências têm moldado a sua retenção e a longevidade da 
sua carreira. Este estudo procura, ainda, contribuir com novas perspetivas sobre as 
dinâmicas de desenvolvimento de carreira na indústria do T&H, com base na 
capitalização da formação superior dedicada a esta área.  
Ao adotar uma abordagem epistemológica construtivista-interpretivista, com uma 
orientação crítica, este estudo procura destacar a complexidade subjacente à 
análise dos vários temas abordados. Esta investigação adota, ainda, uma 
abordagem de investigação qualitativa multi-método (QUAL→qual), baseada em 
relatos de três grupos de participantes, selecionados com base num método de 
amostragem intencional: Employees (diplomados atualmente empregados na 
indústria), Leavers (diplomados que já não trabalham na indústria), e Newcomers 
(estudantes do Ensino Superior em T&H), perfazendo um total de 56 entrevistas. 
As entrevistas ofereceram diferentes pontos de vista sobre as suas experiências e 
decisões de carreira, sentimentos e perceções sobre a indústria do T&H. Com o 
objetivo de aprofundar a interpretação destes dados foi desenvolvida uma 
componente suplementar, que envolveu a consulta de um conjunto de peritos e 
atores-chave na indústria.  
Ao estender a investigação existente sobre o desenvolvimento das carreiras, 
intenções de saída e qualidade de vida no trabalho no setor da Hotelaria, este 
estudo contribui de forma relevante para a compreensão da perspetiva dos 
trabalhadores sobre a forma como as carreiras no setor se desenrolam. Os 
resultados do estudo traduzem a natureza multifacetada e complexa das decisões 
e trajetórias de carreira. É dada especial ênfase ao conceito de qualidade da vida 
no trabalho, um tópico ainda pouco explorado em T&H, destacando a forma como 
as pessoas dão sentido e valorizam as suas experiências de trabalho/carreira. Os 
resultados revelam que a interação de vários fatores influencia a relação entre as 
perceções dos trabalhadores qualificados e a avaliação que estes fazem das suas 
experiências de trabalho e das suas intenções relativamente à permanência ou à 
mudança de emprego/carreira. Ao discutir a capacidade da indústria do T&H para 
se manter competitiva como uma escolha de carreira a longo prazo, este estudo 
procura fazer contribuições teóricas e práticas que podem ter implicações mais 
vastas para uma maior valorização das profissões e das carreiras na indústria do 
T&H. 
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abstract 
 

The employment relationship in contemporary organisations is undergoing 
fundamental changes which have complex implications for the attraction, 
motivation, retention, and performance of highly qualified employees. Despite 
its reputation of precarious working conditions and high turnover rates, the T&H 
industry is changing, and higher-level skills are being required. Having become 
a growing career choice, questions arise regarding the industry’s ability to 
contribute to long-term growth and retention of T&H professionals.   
The purpose of this research is to contribute to a deeper understanding of work 
experiences of highly educated individuals in the hotel sector, and on how 
these experiences have been shaping retention and career longevity. This 
study attempts to contribute to offer new insights and nuanced, critical 
understanding of career dynamics in the T&H industry, grounded on the 
capitalisation of dedicated T&H tertiary education.  
A constructivist-interpretivist stance with a critical orientation is taken, seeking 
to highlight the underlying complexity of analysing the various themes involved 
in this study. This research adopts a multi-method qualitative (QUAL→qual) 
research design. The research approach relies on in-depth, first-hand accounts 
of three groups of purposefully selected participants at different career stages: 
Employees (graduates currently employed in the industry), Leavers (graduates 
no longer working in the industry), and Newcomers to the labour market 
(students majoring in T&H-related degrees). The core component of the study 
is based on in-depth interviews with a total of 56 informants nationwide, with 
different job positions in the hotel sector. The three groups offered different 
viewpoints of career experiences and decisions, feelings and perceptions on 
T&H. A supplementary component, aimed at providing deeper explanations 
within the context of the core component, involved the consultation of a set of 
key actors in the T&H industry and experts from different disciplines.  
By extending existing research on Hospitality careers, turnover intention, and 
quality of working life, this study makes a relevant contribution to understanding 
the employee perspective on how Hospitality careers unfold. The study findings 
encapsulate the multi-faceted and complex nature of career decisions and 
trajectories. Special emphasis is given to the cognition of quality of working life, 
a largely untapped topic in the existing T&H literature, informing the way people 
give meaning to work/career experiences. Findings reveal that an interplay of 
factors influence the relationship between graduates’ perceptions and 
evaluation of work experiences and their intentions regarding on job-
occupational permanence or change. By discussing the T&H industry ability to 
remain competitive as a long-term career choice, this study thus seeks to make 
theoretical and practical contributions which may have wider implications for a 
higher valuation of T&H jobs and careers. 
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1.   Introduction 

 

 

1.1 Interest and scope of the research 

The Tourism and Hospitality sector (hereafter T&H) is a major contributor to the GDP of several 

countries, one of the fastest growing sectors of the global economy and it is among the top job 

creating sectors. The sector remained strong and resilient even during the economic downturn 

and was a fundamental contributor to the creation of jobs during that period and subsequent 

economic recovery (United Nations World Tourism Organisation (UNWTO), 2015). In recent 

years Portugal has positioned itself as one of the best tourist destinations in the world and, as a 

result, employment in the Tourism sector has increased significantly. In 2019, the Tourism sector 

grew by 4.2% and contributed 34.6BN Euros to the Portuguese economy, which represents 

16.5% of the total economic activity in the country. The sector employed 902.400 people, which 

corresponds to 18.6% of total employment (World Travel & Tourism Council (WTTC), 2020). 

Solely the Hotels and Restaurants industry employed 320.000 people. The indicators also show 

that 58% of tourism workers are women, 9% more than the national average in the total 

economy (49%) (TravelBI, 2020).  

However, despite the wide recognition of its significant multiplier effect on employment, the 

T&H sector has a reputation of precarious working conditions, namely: low wages, low status, 

low union density, seasonal and short-term contracts, shift and night work that interferes with 

family functioning, high labour intensity or employment in small and medium sized 

organisations, offering fewer opportunities for career development. The nature of T&H work, 

coupled with the rewards it provides (or lack thereof), poses significant challenges to employee 

retention, employee membership status, and career longevity (Cho et al., 2009; Deery & Shaw, 

1997; Hinkin & Tracey, 2000; Yang et al., 2012). Therefore, it is not surprising that the T&H 

industry also has a decades-long reputation of very high turnover rates (Stacey, 2015). Bearing 

this i  i d, o e should uestio  ot o l  the se to s apa ilit  of eati g jo s, ut the ualit  
of the jobs created, which have significant manifold implications: on the wider labour market, 

on organisational effectiveness, and on individual well-being. Subjective experiences of quality 

of working life, as an essential dimension of employee retention and career success, have been 

gaining visibility within Human Resource (HR) management literature, but studies focusing on 

T&H employees are still scarce. 
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Employee turnover is not only a daily concern for the industry practitioners, as it has been 

intensively researched and well documented for decades. Numerous studies have been dealing 

both with turnover in general (Lee, Hom, Eberly, Li, & Mitchell, 2017), and more specifically in 

the T&H industry (Cho, Johanson, & Guchait, 2009; Davidson, Timo, & Wang, 2010; Tracey & 

Hinkin, 2008; Yang, Wan, & Fu, 2012). A turnover culture is deeply rooted in the industry, and 

high rates are often normalised and simply accepted (Iverson & Deery, 1997; Kusluvan, 2003). 

This is of particular relevance if considering that it seems to be generally agreed that a steady 

supply of skilled, motivated and committed labour force is a persistent issue in any industry, 

thus retaining valuable employees has become even more important than ever (Andersen & 

Hjalager, 2001; Scott & Revis, 2008). It also seems to be consensual that providing high service 

quality to all costumers is vital to the success of any T&H organisation (Burke, 2018) and that 

high staff turnover negatively influences service quality E i oğlu, Ako a, & Ta ı e di, . 

Human Resources are the main source of value and competitive advantage in contemporary 

high-contact service organisations, such as hotels, which are highly dependent on people to 

drive innovation, deliver quality tourism services and keep up with global trends. Virtually, all 

companies consider that retaining both their internal and external costumers is critical and 

maintaining a high service quality is paramount. The industry acknowledges the importance of 

HR, but these are still not taken seriously enough (Cooper & Hall, 2008; Stacey, 2015).  

Despite its reputation of precarious working conditions and high turnover rates, the T&H 

industry has become a growing career choice. Although there is still a core pool of low skilled 

jobs, the T&H industry is changing and higher-level skills are been required, offering new career 

opportunities. In Portugal, in 2019, 13% of people employed in Tourism had Higher Education 

qualifications. Although there was a considerable increase when compared to previous years, 

this percentage is still very low when in comparison with the economy as a whole (28%), and 

the country still faces the problem of a shortage of qualified personnel (TravelBI, 2020). In an 

attempt to address these constraints, the provision of T&H management education at a tertiary 

level has grown significantly in recent years, yet little is known of the circumstances of the 

increasing number of graduates from these programmes. The challenge is, therefore, in being 

able to understand what challenges arise for highly educated individuals with regards to career 

longevity in the T&H industry.   

The relationship between talent management and careers in the T&H industry need further 

considerations and discussion, so as to extend beyond the simple notion that the loss of efficient 

staff represents a significant problem. This undoubtfully calls for talent management 

transcending the HR practices that serve merely organisational goals, and allowing individuals 

to develop and manage their own careers instead (Ladkin & Kichuk, 2017). 

Although the concept of career is central in HR management, there is still a great need for a 

deeper unde sta di g of ho  i di iduals  a ee s de elop i  su h a f ag e ted i dust  as T&H. 
Previous studies confirm that the T&H sector offers few structured career opportunities (Ladkin 

& Kichuk, 2017; Ladkin & Riley, 1996; McCabe & Savery, 2007). As it is difficult to find structured 

careers in which workers are given genuine prospects of career development, it is not surprising 

when qualified and talented employees leave (Kusluvan, 2003). This seems paramount in an 

industry that continues to operate in an environment that is often unpredictable and 

characterised by rapid seasonal change and has both quantity and quality labour shortages. 
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These issues must be put into context in face of the highly volatile and unstable organisational 

environment in which contemporary careers unfold (Arthur & Rousseau, 1996; Hall, 2002; 

Sullivan, 1999). Traditional career patterns have been challenged and although boundaryless 

and protean careers have aroused substantial interest, there is still few empirical research on 

these new career patterns, especially in the T&H field (being Mooney and Jameson (2018) one 

of the exceptions found). The a age e t of e  o ga isatio al a ee  is o  ased o  a 
shared-responsibility between the employee and the employer and these new patterns of 

employment relationships led to alterations in psychological contracts. The emphasis is on 

individual agency, self-fulfilment, orientation towards mobility and on the development of skills 

and competencies which are employability and labour market-oriented (Arthur & Rousseau, 

1996; Baruch, 2004; Briscoe & Hall, 2006). With continuous learning and marketability 

underlying the exchange agreement in the new, transactional contracts, individuals are 

expected to engage in ongoing cycles of job search activities which can increase the likelihood 

of voluntary turnover. New career paradigms present, therefore, new challenges for both 

individuals and organisations. 

Considering all the above-mentioned assumptions, this study aims to contribute to the debate 

surrounding the ability, or willingness, of the T&H industry to retain HR with dedicated T&H high-

level qualifications. Following Wilkinson, Redman, Snell and Bacon s  view on the two 

different components of HR Management – the Human component (focused on managing 

employer-employee relationships) and the Resource component (focused on organisational 

practices for managing human capital) – this study is built upon a Human dimension. Developed 

based on a qualitative approach, this research gives voice to a group of individuals at different 

stages of their careers within the hotel sector. In common, they have the fact of having chosen 

to pursue a Higher Education degree and a career in T&H. By telling their career stories and 

experiences in their own words, following their own cognitive constructs and placing special 

emphasis on gendered constructions, this study investigates how these experiences came to 

shape their understanding of quality of working life and permanence in this industry. The role 

of tertiary-le el edu atio  i  e pe tatio s  fo atio , i  a ee  de elop e t, and in the 

decision to leave or to remain in the industry is contemplated. 

Besides the esea he s i te ests a d he  own professional and personal experiences, one of 

the main reasons that, at a very incipient stage, led to the choice of this topic were the apparent 

contradictions visible in Portuguese press reports that, on the one hand, praise the employment-

creating potential of the tourism industry while, on the other hand, voice the employers 

concerns with (qualified) labour shortages, as ell as e plo ees  dissatisfa tio  ith the poo  
conditions offered by such a booming industry. At the same time, a proliferation of opinion 

pieces about the value of HR for the success of any tourism business and the importance of 

retaining qualified workers (discussing various issues such as motivation, satisfaction, 

recognition, engagement, commitment or happiness at work) was also being observed; which 

did not seem congruent with the detrimental reports from the people the researcher knew 

working in the industry. Therefore, the researcher was largely driven by the interest of 

understanding how T&H professionals feel about their careers, in light of the decision and 

subsequent investment of pursuing a T&H degree. This study was also extensively inspired by 

the work of Mooney (2017), Ladkin and Kichuk (2017), and Blomme, Tromp and van Rheede 

(Blomme, Tromp, & van Rheede, 2008; Blomme, Van Rheede, & Tromp, 2009).  
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1.2 Research problem and objectives 

Anchored in a combination of theoretical and philosophical perspectives, and based on 

complementary qualitative methods of inquiry, the purpose of this research is to contribute to 

a deeper understanding of work experiences of highly educated individuals in the hotel sector, 

and on how these experiences have been shaping retention and career longevity. This study 

attempts to contribute to offer new insights and nuanced, critical understanding of career 

dynamics in the T&H industry, grounded on the capitalisation of dedicated T&H tertiary 

education. The research approach relies on in-depth, individual, first-hand accounts of career 

experiences and decisions, feelings and perceptions, of three groups of purposefully selected 

participants offering three different viewpoints of career development and longevity in T&H. 

Special emphasis is given to the cognition of quality of work life informing the way people give 

meaning to these work-/career-related experiences. 

Literature review points out to interconnectedness and a certain complexity of an array of 

concepts and theories related to career choice, career development and work adjustment of 

highly qualified T&H industry employees. This cognition has led to adoption of a more holistic 

research of how individuals perceive, experience, and respond to their career development in 

the sector. Despite the predominantly inductive-driven approach that was employed in this 

investigation, literature review was central not only in catching up with the relevant body of 

theory and research, but also in outlining the various themes that had been identified as 

important to address the research problem, as illustrated in Figure 1.1.  

For clarification, the te  highl  edu ated  is used i  this stud  to efe  to i di iduals ho hold 
a university T&H-related degree (i.e., dedicated qualifications, such as, for example, Hospitality 

Management, Tourism, Travel and Tourism, etc. degrees), at undergraduate and/or post-

graduate level, relying on the assumption that the decision to choose a T&H university degree is 

linked to the intention to pursue a career in this industry. In this study, these individuals are also 

referred to as graduates. 

I  tu , the te  a ee  is also used he e to efe  to esea h pa ti ipa ts  o k e pe ie es 
o e  ti e i  the hospitalit  i dust  ot a oss the i fo a ts  hole o ki g life, hi h a  
include other occupations). In light of this, careers are interpreted as being defined by a given 

professional occupation (in this case, T&H) to which the acquisition of specific knowledge and 

expertise within specific professional boundaries (by the means of a Higher Education T&H-

related degree) is associated. Hence, when informants are labelled as Leavers, this means that 

these individuals went through occupational/career change.  
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Figure 1.1 | Concept map 

Source: Own construction 

 

This study takes as its starting point the following research question: To what extent is the T&H 

industry being successful in retaining and capitalising on staff with dedicated T&H high-level 

qualifications and what implications does it have for individual career development? In order 

to answer this question, the following general objectives have been defined, which in turn 

consist of a more specific set of objectives (presented in section 5.2.1, Table 5.2): 

i. What moves individuals towards a degree and a career in T&H? 

ii. How do highly educated individuals conceive quality of working life in the Hospitality 

industry? 

iii. In what ways do the experiences of highly educated individuals influence their decisions 

on job/career permanence or termination? 

iv. How do Hospitality careers unfold for highly educated individuals? 

By discussing the T&H industry ability to remaining competitive as a long-term career choice, 

this study thus seeks to make theoretical and practical contributions which may have wider 

implications for a higher valuation of T&H jobs and careers.  
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1.3 Methodology overview 

The methodology adopted in this study is described with further detail in Chapter 5, which is 

entirely dedicated to presenting the rationale for the methodological choices underpinning this 

empirical investigation. In this section, the methodological approach is just briefly presented. 

Figure 1.2 offers a general overview of the main decisions informing the research approach 

adopted in this investigation with the purpose of answering the aforementioned research 

questions.  

A constructivist-interpretivist stance with a critical orientation was adopted in this study, seeking 

to highlight the underlying complexity of analysing the various themes involved in this study. 

Hence, it has been considered relevant to use different forms of information collection and 

analysis, resulting in a somewhat distinctive approach both to qualitative research and to 

multi/mixed method research. This research adopts a – qualitative, inductive-sequential, 

complementarity-aimed – multi-method research design, built on multiple data sets. The 

empirical study is set on a preliminary research (see section 5.5, Preliminary research), a QUAL 

data generation phase (the core component of the study; see section 5.5.1) and a qual data 

generation phase (the supplementary component; see section 5.5.2). Interviews were chosen 

as the primary tool for data collection. Considering the esea he s reflexivity, data collection 

is based on an interactive and co-operative researcher–participant relationship (thus often 

labelled of data construction), which is central in qualitative approaches.  

 

 

Figure 1.2 | Overall methodological approach 

Source: Own construction based on Saunders et al. (2016) 

 

At an initial stage, exploratory interviews and conversations where held with fellow academics 

and experts, the purpose of which was to gather preliminary data about themes of greater 

concern and possible barriers that would direct the scope of the later data collection. The core 

component is based on in-depth interviews with a total of 56 informants nationwide, with 
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different job positions in the hotel sector, at different career stages: Employees (i.e., u e tly  
employed in the industry), Leavers (i.e., fo e  employees, who left the industry and decided 

to pursue a different career), and Newcomers (i.e., students who had a first contact with 

hospitality work (e.g. internship) and can become future workers in the industry). Research 

participants were selected purposively. The main criteria for choosing the participants was the 

eligibility as highly educated, following the definition previously presented. Therefore, all 

interviewees hold a Higher Education degree in the T&H field or, as in the case of Newcomers, 

are close to graduation and completion of their degrees. The supplementary component 

involved the consultation of a Key-Informant panel, composed of a set of key actors in the T&H 

industry and experts from different disciplines. These informants were asked to reflect and 

comment on the various scenarios emerging from the preliminary analysis of the data collected 

in previous phases.  

Data collection/construction took place between November 2018 and June 2019. Interviews, 

conducted either in person or by web conferencing, provided an opportunity to explore how 

participants evaluate their career development, as informed by their personal expectations, 

experiences and conceptions of quality of working life. Data analysis was carried out alongside 

data collection and an interim analysis informed adaptation of the topic guide and on-going 

sampling. The point of which data saturation/informational redundancy – where no new insights 

emerge from the analysis of an additional case (Given, 2008; Sandelowski, 1995) – was achieved, 

has decided the final sample size. An adapted thematic analysis, combined with narrative 

elements, was used to offer new or deeper explanations about the phenomenon that is being 

studied. Qualitative data were analysed with the assistance of the qualitative data analysis 

software NVivo 12. Coding was both deductive, based on themes commonly used in the 

literature, and on new themes which were identified from the data. 

 

1.4 Structure of the thesis 

This thesis is organised in five parts and nine chapters, which are divided into several sections 

each. In this introductory chapter, corresponding to the first part, the theme, interest and scope 

of this study is presented. The objectives of the research, the research process and 

methodology, and the concept map informing the empirical research, are also summarily 

presented.  

The second part of this thesis refers to the literature review, which sets the context for and 

constitutes the theoretical background of this study. Chapter 2 is devoted to the understanding 

of career development in T&H. The literature review in this chapter is focused on the main career 

theories and concepts of career development, the nature of T&H employment, the motivations 

to choose a T&H career, and the importance of a graduate level skilled workforce in a context 

marked by significant changes in employment relations.  

Quality of working life (QWL) is the object of Chapter 3. In this chapter, the relevance and 

conceptualisation of QWL are analysed, reviewing main theorisations and related studies 

relevant for the research. Based on the extant literature, the dimensions and factors of analysis 

of the QWL concept are identified and described.  
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In Chapter 4, literature on expectations and psychological contract is analysed and discussed. 

An extensive review focused on employee turnover as a potential negative outcome of unmet 

expectations and psychological contract breach is presented, describing the main theories and 

foundational models of employee turnover. An opposite view, focused on positive outcomes of 

met expectations and psychological contract fulfilment, is also highlighted, namely in the form 

of positive job experiences such as employee engagement. 

In Chapter 5, the methodology followed in research is explained, describing and discussing the 

philosophical position underlying the research, as well as the research strategy, methods and 

techniques concerning the collection/construction and analysis of data. At the end of this 

chapter, a critical assessment of the methodological process is also made, considering issues of 

credibility of the results, the esea he s positionality, ethics, and limitations.  

The third part of the thesis is dedicated to the presentation, analysis and discussion of the results 

obtained from data collection/construction. Chapter 6 characterises the processes of career 

decision-making and antecedents of career decisions, focusing on T&H as a career choice. The 

education-to-work transition process, with a special emphasis on the impact of active learning 

experiences, is also analysed.  

In turn, Chapter 7 focuses on the esea h pa ti ipa ts  subjective experiences of QWL, as an 

essential dimension of employee retention and career success, and as a multidimensional 

construct. “i  ajo  di e sio s a e e plo ed a d the di e sio s that ost i pa t i di iduals  
work experiences and retention, hence underpinning career longevity in the T&H industry, are 

identified. 

Chapter 8 reports on resea h pa ti ipa ts  a ee  development, following their trajectories and 

decisions, particularly with regards to withdrawal and permanence, both in their 

jobs/organisations and in a T&H career, and to their attitudes at work. Emphasis is also placed 

i  esea h pa ti ipa ts  perceptions on employee turnover and retention and on the image of 

the T&H as a valuable career. The role of T&H dedicated Higher Education in the construction 

and development of T&H careers is also addressed in this final chapter of findings.  

Finally, and according to the defined objectives, Chapter 9 has in the synthesis of the results and 

findings, the starting point for determining the implications of this research. Reference is also 

made to limitations of the study and to recommendations which are considered of interest for 

future research. These concluding remarks seek to summarise the main conclusions and 

recommendations of the study. 
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2.   Tourism and Hospitality careers 

 

 

2.1  Introduction 

Retention of valuable and qualified employees has become increasingly challenging in light of 

labour shortages, workforce demographic shifts, and modern career concepts which are based 

on increased mobility and short-term transactional relationships between the employer and the 

employee. The concept of career is central in HR management but is somewhat a relatively 

poorly studied phenomenon in T&H, as there is still few information on how jobs in the industry 

develop into careers. Chapter 2 contributes therefore to the understanding of career 

development in T&H. 

This chapter is divided in three parts. The first part addresses career theories and concepts of 

career development. The most relevant careers theories – such as “upe s “elf-concept Theory 

of Career Development, the Social Cognitive Career Theory or the Theory of Vocational Choice 

and Adjustment – are outlined, and contemporary careers concepts – Protean, Boundaryless, 

Proactive and Kaleidoscope careers – are explored. The applicability of a boundaryless career 

attitude towards a career in T&H is also discussed, as it is considered relevant for a deeper 

understanding of how employees perceive and manage their personal career development in 

this sector.  

In the second part, the nature of T&H employment is outlined as a starting point to set the 

context of careers in T&H. Despite the diversity of activities and occupations within T&H, it is 

possible to identify a set of employment characteristics that are both transversal and widely 

mentioned within tourism employment literature. Thus, a list of characteristics that are 

considered to have an influence on career development a d i di iduals  career decision-making 

are highlighted. The motivations to choose a career in T&H are also addressed, with a particular 

focus on the image and the attractiveness of the industry to potential employees, and the 

accessibility of jobs. The third part is devoted to the discussion of talent management and 

human capital issues in T&H organisations. Considering the growing provision of degree-level 

T&H education, this section briefly addresses the importance of a graduate level skilled 

workforce and the role of Higher Education Institutions and their curricula in defining stude ts  
career paths. Contemporary career development is also considered to be influenced by 

significant changes in mainstream employment relations, as well as cultural, social, and 

demographic changes; these topics are, therefore, addressed in this section.  
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2.2  Career concepts and theories 

The career concept is central in HRM and several definitions can be found in the literature, as 

this concept is dynamic and evolves as individual expectations, organisational practice and social 

interaction change. Careers reflect the relationships between people and the providers of an 

official work position, and how these relationships change over time. An established definition 

is that of Arthur, Hall and Lawrence (1989, p. 8), who defi e a ee  as the e ol i g se ue e of 
a pe so s o k e pe ie es o e  ti e . This description is somewhat simple but highlights two 

central and more complex themes: that of work and how work influences how we experience 

other people, organisations and society; and that of time, as rather than adopting a static view 

of work arrangements, provides a moving perspective over the course of a pe so s life. Collin 

(2006) defi es a ee  as i di idual o k histo ies, se ue es of a d patte s of o upatio s 
and work positions, and upward progress in an occupation or in life ge e all  p. , more far-

reaching tha  just a jo , while for Baruch and Rosenstein (1992, cit. by Baruch, 1996, p. 40), a 

a ee  is a p o ess of de elop e t  a  e plo ee alo g a path of e pe ie e a d oles i  o e 
or more organisatio s . 

Careers also represent the coexistence and interdependence of the objective and the subjective, 

being partly under the control of the individual, and partly under the control of external 

actors/factors. The su je ti e ie  efle ts the i di idual s o  se se a d disti ti e 
understanding of his/her career and desired outcomes or achievements, while the objective 

view focus on more or less tangible indicators (positions, situations, and landmarks) that reflect 

shared social understanding (Arthur et al., 1989; Arthur, Khapova, & Wilderom, 2005; Collin, 

2006). These indicators are interestingly presented by Barley (1989, p. 49 cit. by Arthur, 

Khapova, & Wilderom, 2005) as la d a ks fo  gaugi g a pe so s o e e t th ough the so ial 
milieu . Hence, career is a socially constructed phenomenon, both personally and socially 

important, that is constantly up for re-negotiation, or sensemaking (Arthur et al., 1989). The 

concept of career is therefore two-sided, as all careers have objective and subjective features 

that togethe  fo  the asis of a  i di idual s a ee . 

At the individual level, this series of work-related experiences and activities is central to the 

definition and growth of the individual identity. A a ee  is p ope t  of a  i di idual athe  of 
an organisation. I di idual a ee s a e o p ised of pe so al hoi es, a ilities a d de isio -

making processes that occur continuously throughout a  i di iduals  o ki g life. These 
i di idual hoi es a e the d i i g fo e ehi d a ee  p og essio  a d de elop e t  (Riley, 

Ladkin, & Szivas, 2002, p. 112).  

Within the broad field of career theory, career development is an essential component of HRM 

and is closely aligned with career planning, career choice and career progression (Ladkin & 

Kichuk, 2017; Lent & Brown, 2013). From an organisational perspective, career development is 

concerned with how individuals manage their careers within/between organisational structures, 

and how organisations structure the careers of their members. From a personal perspective, 

career development is concerned with how individuals manage their careers, and how 

individuals view and direct their own careers based on their goals, values, beliefs, aspirations, 

etc. This means that there is a shared responsibility for career development, that rest both with 

the individual and the organisation (Ladkin & Kichuk, 2017, p. 72).  
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Careers are the outcome of structural opportunities available to an individual and these 

opportunities are not infinite; they are determined by the size and structure of the industry or 

profession which the individual is qualified for. The structural opportunities in an industry – such 

as the size of the industry, the size of organisations, the degree of fragmentation, knowledge 

requirements or technological specificity – provide the framework for any occupation. To a 

certain extent, internal and external labour markets provide the opportunities from which 

career decisions can be made (Riley et al., 2002). In turn, individual ability and ambition will 

determine how people make choices within these structural opportunities. Labour market and 

structural opportunities are presented by the industry context but it is a range of personal 

choices, opportunities and o st ai ts that ake o e pe so s a ee  diffe e t f o  othe s 
(Ladkin & Kichuk, 2017).  

In earlier studies, the existence and social legitimacy of a career was exclusively tied to an 

organisation or institution (public and private) and those working outside these settings would 

not have their work trajectories recognised as careers. This was the case of liberal, self-

employed professionals, service providers or those with a discontinuous working path, although 

some have seen their careers recognised as such, due to professional identity (Super, 1957). 

Even though patriarchal ideas of long-term job security still subsist, institutions are starting to 

assume mo e e gaged a s to a age thei  e plo ees  a ee s. This attitude e og izes that 
the i stitutio  as ell as its e plo ees eed to o k joi tl  i  o de  to eet ea h othe s 
requirements (McGuire, 2014). Present-day working styles show that individuals are more prone 

to frequently change organisations throughout their working lives. This shows it would be 

favourable for institutions and employees alike to consider their needs and goals as having the 

same importance (Ladkin & Kichuk, 2017). 

Certain types of industry frameworks, such as large organisations, promote bureaucratic career 

structures, whereas fragmented structures, marked by small units, low technologic levels and 

homogeneous distribution of knowledge, typically engender propensity for mobility. A  
analysis of hotel labour markets behaviour suggests that the structure of the hotel industry is of 

this [latter] type and encourages self-di e ted o ilit  (Ladkin & Riley, 1996, p. 444). 

Major theories of career development, choice, and adjustment 

As the field of career theory has become quite vast, there are several theories of career choice 

and career development and it is beyond the scope of this work to cover various types of career 

theories in depth and detail1. As far as the most renowned theories are concerned, those 

pictured in Figure 2.1 merit special mention; for each, a brief overview is provided as follows 

and in Table 2.1. 

 

 

1 For some remarks on possible conceptual revisions to some of these seminal theories considering their continued 

applicability in a changing work environment, see Sullivan (1999).  
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Figure 2.1 | Major theories of career development, choice, and adjustment 

Source: Own construction 

 

“upe s Career Development Theory (Super, 1957; Super, Savickas, & Super, 1996) (also referred 

to as Self-concept Theory of Career Development or Life Space theory), one of the earliest 

theories of career development using a life-span approach, is based on the premise that 

individuals move though distinct career stages across the course of their lives. Super also stated 

that individuals express their self-concept (the understanding of themselves) in vocational 

choices, which evolves over time, meaning that people will seek work roles in which they can 

express themselves; work motivation will be related to the degree individuals believe they are 

implementing and developing their self-concept.  

This process can be summarised in four career stages2: (i) exploration, a period of engaging in 

self-examination and study to define career preferences, defining a vocational goal, and 

completing appropriate education and training/skill development; (ii) establishment, a period of 

becoming employed in the chosen field of work, striving to secure o e s positio   performing 

satisfactorily, and pursuing changes for further advancement; (iii) maintenance, a period of 

continuous adjustment, holdi g o  to o e s positio , st i i g to ai tai  o e s a hie e e ts, 

and updating competencies; and (iv) disengagement, a period of reduced outputs and transition 

into retirement Š e ko, . This was also one of the first theories to equate that careers 

de elop ithi  the o te t of othe  life do ai s a d life oles; i di iduals  motivation is 

controlled by the centrality or importance of work, or of other life roles, in their lives, and 

diffe e t oles a e gi e  diffe e t le els of p io it  a oss o e s life. The efo e, o k is gi e  
different importance by different people (Lent & Brown, 2013). “upe s o eptual f a e o k 

was developed under the assumption that careers are linear, vertical, and develop within a 

single organisation. The model was later adjusted to integrate a broader spectrum of life 

experiences and to address social influences3. Super also came to acknowledge that stages may 

not be chronological, but task-oriented, as some individuals may engage in new careers in their 

 

2 There is a fifth life stage, growth, which is in fact the first in the life cycle, corresponding to childhood and pre-

adolescence, in which the first understandings of the world, including of work, are formed; however, not so central 

in career development and, therefore, omitted.  
3 “upe s i itial odel as de eloped a d tested with white, male, middle-class individuals who represented the 

dominant culture; thus, generalisation to women and other social classes was somewhat questionable. 



 15 

middle adulthood, thus going through exploration and establishment again (Ayres, 2006; 

“ulli a , ; Š e ko, . 

Still within the context of developmental theories, a collaboration between Super and Savickas 

(Super et al., 1996) established the grounds for a more flexible approach to career constructions. 

With social constructionism as its base, rather than viewing careers as objective, as a sequence 

of positio s that o e o upies a oss ti e, “a i kas  (2005) Career Construction Theory (CCT) 

looks at careers as subjective, as stories that people tell about their working lives, creating a 

career narrative, built on past memories, present experiences and future aspirations. More than 

a sum of experiences, this subjective career translates into how people pattern their experiences 

into a cohesive whole narrative that produces a meaningful story. The author therefore 

ad o ates that a ee s do ot u fold, the  a e o st u ted as i di iduals ake hoi es that 
express their self-concepts a d su sta tiate thei  goals i  the so ial ealit  of o k oles  
(Savickas, 2005, p. 43). The notion of career stages persists, but there do not have to be 

necessarily sequential or related to one another.  

CCT seeks to explain occupational choice and work adjustment in light of contemporary 

employment relations, increasingly based on flexibility and mobility, going beyond Person-

Environment and vocational development models (which CCT incorporates) that place emphasis 

on commitment and stability. CCT looks at individuals from three perspectives: differential 

(focusing on the what of vocational behaviour), developmental (the how), and dynamic (the 

why), under the labels of vocational personality types, career adaptability, and life themes. From 

the perspective of individual differences in traits and u de pi ed i  Holla ds  (1959) RIASEC 

framework (described further below), CCT examines what different people prefer to do, by 

addressing the myriad of individuals  career-related abilities, needs, values, and interests. From 

the perspective of developmental tasks and coping strategies, CCT analyses how individuals cope 

with vocational development tasks, occupational transitions, and work trauma. Career 

adaptability addresses the attitudes, competencies, and behaviours that individuals use in fitting 

themselves to work that suits them. CCT thus focuses on the matching process between the 

person and the occupational role, viewing career construction as a series of attempts of the 

individual to validate his/her self-concept. From the perspective of psychodynamic motivations, 

e e gi g f o  “upe s  o k, CCT adopts a narrative perspective to examine the dynamic 

processes through which life themes inform subjective meaning on vocational behaviour. As 

career stories reveal the themes that individuals use to make meaningful choices and adjust to 

work role, the life theme component focuses on why individuals integrate work into their lives 

in distinct ways (Savickas, 2005, 2006).  

By focusing on the meaning that individuals assign to their vocational behaviour and 

occupational experiences across the multitude of jobs they occupy during their work life, CCT 

analyses how individuals use their vocational personalities to adapt to this sequence of 

job/occupation transitions without losing their sense of self. Therefore, CCT offers three central 

perspectives on the self, postulating that individuals actively construct their career identities by 

enacting three different roles: as social actors, who delineate an objective story about the 

sequence of positions occupied from school through retirement, focusing on the incorporation 

of role models and built reputation; as motivated agents, who focus on the strivings and on the 

positive and negative career-adaptative behaviours; and as autobiographical authors, who 
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portrait their own unique and meaningful career story through reflexivity (i.e., i di iduals  
reflections on their own life stories) (Savickas, 2013). 

The Theory of Work Adjustment (TWA) (Dawis, 2005; Dawis & Lofquist, 1984) belongs to the 

class of Person-Environment Fit (or Trait-factor) theories, being dedicated to the study of the 

match or fit between, and interaction of, the individual and the environment; in this case, the 

work environment or work organisation. Therefore, TWA is aimed at explaining career 

development and satisfaction in terms of person-environment correspondence and has been 

widely used by career counselling professionals to assist people in the process of adjustment to 

their work environments and of making vocational choices. 

One of the underlying assumptions of TWA is that people have requirements (needs) which they 

attempt to meet through the work environment; if these requirements are fulfilled, this will 

result in satisfaction for the employee. Therefore, satisfaction is assumed to be a function of the 

o espo de e et ee  the i di idual s o atio al eeds o  alues a d the rewards obtainable 

from the work environment. In turn, the work environment has also its own requirements, that 

if fulfilled  the e plo ee s skill set, result in a state of satisfactoriness. By incorporating 

satisfactoriness, TWA also i o po ates the e plo e s  pe spe ti e, i.e., the extent to which the 

worker is able to satisfactorily perform job responsibilities, which is hypothesised to be a 

fu tio  of the o espo de e et ee  a  i di idual s a ilities a d the e ui e e ts of a 

particular job. Both factors vary over time and depend on individuals and environmental 

influences. Consequently, there are four possible and cyclical states in which the employee can 

find him/herself: satisfied and satisfactory, satisfied but unsatisfactory, dissatisfied but 

satisfactory, or dissatisfied and unsatisfactory; only the first state conducts to maintenance 

behaviour (i.e., behaviour aimed at maintaining the interaction, which the authors present as 

tenure), whereas the other three, that evidence different combinations of dis-satisfaction and 

dis-satisfactoriness, are expected to result in adjustment behaviour (i.e., behaviour directed at 

changing the situation, as for example, looking for a new job) (Dawis, 2005; Dawis & Lofquist, 

1984).  

As TWA was revised and expanded, it developed into an interaction theory, consisting of two 

models: (i) the predictive model, [which] focuses on the variables that explain whether 

individuals are satisfied with their work environments and whether they are satisfactory to their 

work environments, which in tur  p edi ts i di iduals  te u e i  thei  o k e i o e ts ; and 

ii  the process model, [that] focuses on how the fit between individuals and their environments 

is attai ed a d ai tai ed  (Dawis, 2005; Swanson & Schneider, 2013, p. 30).  

Another well-known Person-E i o e t Fit theo  is Holla d s (1959, 1997) Theory of 

Vocational Choice and Adjustment (also known as Theory of Vocational Personalities), one of 

the most widely researched and applied theories of career development. Holland postulated 

that vocational interest is a fundamental component of o e s pe so alit , suggesti g that 
people will want to work in a work environment that matches their interests and where they 

can exercise their skills and abilities, and express their attitudes and values; this perspective is 

si ila  to TWA s otio  of o espo de e. Those ho fi d a o k e i o e t that match their 

personality are more likely to experience vocational stability, satisfaction, persistence and 

higher achievements (Nauta, 2013; Shahnasarian, 2013).  
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Holla d s theo  conceptualises vocational interests and vocational environments in terms of 

their resemblance to six ‘IA“EC  typologies, which form a hexagon in a specific order: Realistic 

(R; related to outdoor and technical interests), Investigative (I; intellectual, scientific), Artistic (A; 

creative, expressive in literary, artistic, musical, or other creative areas), Social (S; interest in 

working with people), Enterprising (E; interest in persuasion, leadership), and Conventional (C; 

enjoyment of detail, computational activity, high degree of structure) (Betz, Fitzgerald, & Hill, 

1989). Each type has a unique combination of preferred activities, self-beliefs, abilities, and 

values. As people look for congruence between their interest and their occupational 

environments, Artistic types, for example, are expected to dominate Artistic environments 

(Nauta, 2013; Shahnasarian, 2013). “i ila ities et ee  the t pes a  also e des i ed i  
terms of basic dimensions such as people oriented (social, enterprising) versus non-people-

oriented (realistic, investigative) and intellectually oriented (investigative, artistic) versus 

p a ti all  o ie ted o e tio al, ealisti  (Betz et al., 1989, p. 33). Although some individuals 

may fit a single type, most people combine various personality types and their chosen 

occupation may also fit with more than one category; for example, Artistic people may also be 

compatible with Investigative and Social environments. Some people may even resemble to all 

the types to some degree. The closest the resemblance to a single type, the higher the degree 

of differentiation of a person or an environment is. This hexagon model also allows Person-

Environment congruence and consistency to be estimated: the shorter the distance between the 

personality type and the occupational type, the closer the relationship; the more adjacent the 

types on the hexagon, the more consistent, or the more compatible interests, personal 

dispositions, or job duties are (Nauta, 2013; Shahnasarian, 2013). A fourth diagnostic indicator 

i  Holla d s theo  is identity. Regarding personalities, identity refers to how clear and stable a 

pe so s goals, i te est a d tale ts are defined, whereas regarding environments, identify refers 

to how clear, integrated and stable over time organisational goals, tasks and rewards, are 

(Holland, 1997; Nauta, 2013).  

Focused on the triadic interaction among person, environmental, and behavioural influences in 

career development, and anchored in general social cognitive theory, the Social Cognitive 

Career Theory (SCCT) (Lent, 2013; Lent, Brown, & Hackett, 1994) offers a comprehensive 

framework to understand the development of: career interest (how basic academic and career 

interests develop), career choice (how educational and career choices are made, in what way 

some paths become attractive and viable and others less likely to be pursued), and  performance 

(how academic and career success is obtained, which level or quality of attainment individuals 

achieve). The authors have initially designed three segmental models (named interests, choice, 

and performance models) which put different emphasis on three core, cognitive-person, 

variables: self-efficacy, outcome expectations, and personal goals. SCCT focuses on how these 

variables interact with other aspects of the person and with his/her environment (e.g., 

race/ethnicity, culture, gender, ability, personality traits, educational experiences), alongside 

the i di idual s learning experiences, in shaping his/her occupational paths. Self-efficacy refers 

to a set of self-beliefs that are linked to particular behaviours or courses of action. Outcome 

expectations refer to beliefs about the consequences or outcomes of performing particular 

behaviours (e.g., what will happen if I do this?). Personal goals a  e defi ed as o e s 
intentions to engage in a certain activity or produce a given outcome (i.e., choice-content goals; 

e.g., to pursue a given academic degree) or to attain a certain level or quality of performance 
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(i.e., performance goals; e.g., to receive an A in a particular course) (Lent, 2013, pp. 118–119; 

Lent, Brown, & Hackett, 2006, p. 750). Although “CCT e phasizes i di iduals  agency, it also 

equates environmental facilitators and barriers that may either enable or limit their ability to 

influence and control their own career development.  

SCCT was later expanded to include two new models: a model of satisfaction, which focused on 

fa to s that i flue e people s e pe ie e of satisfa tio , o  ell-being, in educational and work 

settings (Lent & Brown, 2008), and a model of career self-management, that focus on a broad 

array of adaptive career behaviours (e.g., career decision-making, job finding, balancing work-

life demands, retirement planning) that people employ to adjust to work environments and 

thrive over their career lifespan (Lent & Brown, 2013; Lent, Ezeofor, Morrison, Penn, & Ireland, 

2016). The original interconnected models of career and academic interest, choice, and 

pe fo a e emphasized content aspects of career development, that is, the types of activity 

domains toward which people are drawn, and at which they are likely to succeed and persist, in 

educational and occupational settings . The e  odels put a  i easi g fo us o  process 

aspects of career development, such as the means by which people help to regulate their affect, 

adapt to changing circumstances, and direct their own goal-relevant behaviour at school and 

o k  (Lent et al., 2016, p. 47).  

Contemporary career perspectives 

Over the years, careers are altering in shape and in form, and employees are now more likely to 

value professional mobility and expect to change jobs more frequently than they did in the past, 

ou te i g the p e ale e of a jo  fo  life  ultu e. As a esult of ha ges i  e plo e t 
relations, in particular mass-downsizings and the growing use of temporary employees, and a 

reflection of contemporary work practices (which section 2.4.2 elaborates with greater detail), 

the popula  ie  of the p o ise of job security in return for hard work, or an organizational 

a ee  i  etu  fo  lo alt  a d ha d o k  is i  de li e (Sturges, Conway, Guest, & Liefooghe, 

2005, p. 822) a d is ei g epla ed  e  a ee  patte s, su h as protean careers and 

boundaryless careers. These modern career perspectives have emerged and become popular in 

the organisational literature over the past two decades, and are based on increased mobility 

and short-term transactional relationships between employer and employee, and develop 

beyond a single organisation or occupational setting (Ladkin & Kichuk, 2017). These new career 

types describe career attitudes, not vocational behaviour, but can be key drivers in indirectly 

affecting career outcomes via actual behaviour (Briscoe, Hall, & Frautschy DeMuth, 2006).  

The traditional understanding of a career suggests relatively clear career paths and a view of 

career advancement as vertical, linear, and bounded by working lifetime membership in a single 

organisation or in a small number of organisations. This concept has been traditionally applied 

to managerial, technical, and professional occupations within large, bureaucratic organisations. 

Success was therefore defined by the organisation and measured by promotions, progression to 

higher status jobs and increased wages (Hall, 2004; Seibert, 2006). It is now widely recognised 

that careers no longer follow universal or normative stages, but are rather increasingly 

individual, fragmented, multidirectional, iterative, and labour market-oriented (Cappelli, 1999; 

McGuire, 2014; Riley et al., 2002). Conventional professional paths have not ceased to exist, 

they have simply been amplified by a varied set of career patterns, such as the protean, the 

boundaryless or the kaleidoscope careers. 
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Table 2.1 | Synopsis of the major theories of career development, choice and adjustment 

Career Development Theory | Super (1957) 

 Developmental career theory 

 Career development is a process that takes place over the life span  

 Vo atio al hoi e is a p o ess of i ple e ti g a d de elopi g o e s self-concept 

 Work motivation is a function of the extent to which people can express themselves at work 

 Postulates the existence of four career stages, each comprising different developmental tasks: 
Exploration, Establishment, Maintenance, and Disengagement 

 Careers develop within the context of other life domains and life roles and different roles have 
diffe e t le els of e t alit  i  o e s life 

Career Construction Theory | Savickas (2005) 

  Developmental career theory; e pa ds “upe s earlier conceptions  

 Individuals build their careers by imposing meaning on their vocational behaviour and occupational 
experiences 

 Careers are postulated as subjective, as people pattern their experiences into a cohesive whole 
narrative that produces a meaningful story 

 Provides a way of thinking about how individuals make career choices from three perspectives: 
differential (vocational personality), developmental (career adaptability), and dynamic (life themes) 

 Individuals actively construct their career identities by enacting three different roles: actors, agents 
and authors 

Theory of Work Adjustment | Dawis and Lofquist (1984, 2005) 

  Person-environment fit/trait factor theory 

 Work adjustment is a continuous and dynamic process by which people achieve and maintain 
correspondence with the work environment  

 Work adjustment is i di ated  the i di idual s satisfa tio  ith the o k e i o e t (i.e., the 
degree the work environment meets the requirements of the individual), a d  the i di idual s 
satisfactoriness (i.e., the degree the individual meets the ability-requirements of the work 
environment) 

 Tenure is a function of satisfaction and satisfactoriness, thus the most basic indicator of 
correspondence between the individual and his/her work environment 

 Consists of both a structural/predictive model and a process model 

Theory of Vocational Choice and Adjustment | Holland (1959, 1997) 

  Person-environment fit/trait factor theory 

 Personality types are the major influence in career choice development 

 Occupational achievement, stability and satisfaction depend on congruence between one s 
personality and the work environment 

 Vocational interests and vocational environments are conceptualised in terms of their resemblance 
to six typologies: Realistic, Investigative, Artistic, Social, Enterprising, and Conventional (RIASEC); 
types of work environment correlate directly to personality types 

 Four diagnostic indicators assess the interaction between the person and the work environment: 
differentiation, congruence, consistency and identity 

Social Cognitive Career Theory | Lent and colleagues (1994, 2013) 

  Comprehensive framework to understand the development of career and academic interest, choice 
and performance 

 Three core, cognitive-person, variables interact with other aspects of the person and with his/her 
e i o e t, alo gside the i di idual s lea i g e pe ie es, i  shapi g his/her occupational paths: 
self-efficacy, outcome expectations, and personal goals 

 Consist of three original segmental models, emphasizing content aspects of career development: 
interests model, choice model and performance model; and two additional models, focused on 
process aspects of career development: satisfaction model and career self-management model 

Source: Own construction based on the authors previously mentioned in this section 
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The protean career is centred on Hall s (1976, 2002) conception of psychological success driven 

by individual and proactive career management, as opposed to career development dependent 

upon a given organisation, involving multiple job and organisational changes. The protean career 

emphasizes a self-directed approach to the career, in which the individual career actor, the 

person, and not the organisation, is in charge. The main success criteria are subjective (i.e., 

psychological success, defined based o  the pe so s o  alues  as opposed to objective 

success that is measured or defined externally (through, for example, salary, position or 

promotions). (Briscoe & Hall, 2006; Briscoe et al., 2006; Hall, 2004).  

Protean careers involve two broad attitudinal dimensions, quite similar to the elements of the 

boundaryless career: (i) a values-driven attitude and (ii) a self-directed attitude toward career 

management (Briscoe & Hall, 2006). Having a values-driven career orientation means that 

individuals make career decisions based on their own, personally meaningful, terms (as opposed 

to organisational values, for example), that translate into feeling of career success. Self-directed 

career management occurs when individuals take the initiative for managing their vocational 

behaviour, exploring career options and making career decisions according to their personal 

values. For individuals who hold protean attitudes, these personal values are relevant to their 

whole life space, rather than just focused on employment; these individuals are also more likely 

to be proactive and independent, rather than looking for external assistance in career 

management (Briscoe & Hall, 2006; Greenhaus, Callanan, & Godshalk, 2010). People a  e 
higher or lower, weaker or stronger, in terms of being values driven, and/or self-directed in 

career management …  a d it is the u io  of su h attitudes a d behaviours that results in one 

being considered to fully demonstrate a protean career orientation  (Briscoe & Hall, 2006, p. 8). 

The boundaryless career concept was first introduced by Michael Arthur and his colleagues in 

the mid- s (Arthur, 1994; Arthur & Rousseau, 1996), to describe the notion that careers are 

not bounded and transcend the scope of a single employer/organisation. Employees proactively 

manage their own careers, and the focus is on taking advantage of a series of employment 

opportunities beyond the boundaries of the employment environment, both within and across 

organisations, as a mean for success. Therefore, individuals who demonstrate a boundaryless 

career orientation are not likely to engage in a lifetime career in one or two organisations, but 

to fulfil their potential in multiple jobs and organisations (Arthur, 1994). This boundaryless 

career attitude refers to both organisational mobility preference (i.e., physical mobility) and a 

boundaryless mindset (i.e., psychological mobility). This notion of psychological 

boundarylessness does not necessarily imply physical nor employment mobility, it just entails 

predisposition and a comfortable or enthusiastic attitude towards frequent interorganisational 

mobility. However, the predisposition to physically cross organisational boundaries and unfold 

a career across several employers, is also key in a boundaryless career attitude (Briscoe et al., 

2006). This e  a ee  philosoph  e a es ot o l  the otio  of the o ilit , ut also 
changes in the psychological contract that has been mediating the expectations of both 

employers and employees (see section 4.3.3).  

Just like with protean careers, Sullivan and Arthur (2006, p. 23) advocate that a ou da less 
career can be viewed and operationalised by the degree of mobility exhibited by the career actor 

along both the physical and psychological continua . In a simplistic way, the interdependence 

between physical and psychological mobility can be placed and measured in four quadrants 
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(high/low psychical mobility and high/low psychological mobility). One can also refer to 

boundaryless careers in situations when individuals are involuntarily forced or voluntarily 

choose to leave their employers, therefore putting an end to career advancement within that 

organisation (Tams & Arthur, 2006).  

For Feldman and Ng (2007), boundarylessness can be an attribute both of the work environment 

a d of the i di idual s o k histo , as boundaryless careers can be function of both: (i) the 

permeability of institutional labour markets, that is the number of alternative 

jobs/organisations/occupations and corresponding ease or difficulty of entry; and (ii) the 

plasticity of i di iduals  a ee  paths, hi h efe s to the f e ue  a d deg ee of hange across 

a pe so s o k histo . 

The concepts of protean and boundaryless career may, to some extent, overlap one another and 

are usually presented as opposed to the notion of traditional career (Greenhaus et al., 2010). 

While the protean caree  a  e i te p eted as o ie tatio  o  attitude to a ds o e s a ee  that 

results in certain career behaviours, the boundaryless career generally involves boundary-

crossing behaviours; however, both of these new career realities require individuals to take 

responsibility for their personal career decisions and development. Briscoe and Hall (2006) 

presented a matrix of 16 possible combinations resulting from the overlap of protean and 

boundaryless career orientation, according to the likelihood that these can be found in 

contemporary career contexts (high, medium, or low likelihood; being those career profiles 

considered to be medium or high further explored by the authors). Each of the combinations 

represents a career profile that is high or low in four quadrants: values driven and self-directed, 

for protean careers, and psychological and physical mobility, for boundaryless careers. This 

overlap represents a myriad of possibilities, that is, even though an individual could display 

protean attitudes and makes individualistic choices, they may not favour multidisciplinary 

cooperation. Similarly, one could embrace a boundaryless mindset and, at the same time, 

depend on one organisation to grow his or her career. The authors also highlight the role that 

context (namely of Western and Anglo cultures versus other cultures) plays in the definition of 

the protean and boundaryless metaphors (Briscoe & Hall, 2006). 

Despite the predominant focus on the potential positive aspects associated with boundaryless 

careers, Sullivan (1999) draws attention to the little research devoted to the potential downside 

of boundaryless careers, such as the underemployment of workers, the potential reduction in 

organisational training and development programs, and the lack of personal identification with 

a firm. Some authors are also of the opinion that there is no such thing as boundaryless careers, 

even for highly skilled and highly mobile individuals, as careers are always bounded by cognitive 

limitations, prior career history, occupational identity and institutional structures (King, Burke, 

& Pemberton, 2005).  

Wiernik and Kostal (2019) also propose that protean and boundaryless career orientations – 

protean self-directed, protean values-driven, and boundaryless psychological mobility – load 

onto a general factor, which the authors labelled proa ti e areer orie tatio . Protean career 

orientation and psychological mobility largely overlap, whereas only boundaryless physical 

mobility preferences were found to be weakly related to the other construct. Rather than on 

atte pti g to solel  fo us o  the t aditio al p otea – ou da less  odel that o te plates 
protean orientations and psychological mobility separately, Wiernik and Kostal (2019) not only 
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found better fit, but also similar patterns of relations with personality characteristics and career 

eha iou s a d out o es, he  appl i g a  alte ati e p oa ti e a ee  o ie tatio -physical 

o ilit  p efe e es  odel.  

Although co o l  efe ed to as e  o  o te po a , these o epts a e ot e essa il  
recent in time, but such terms have been adopted to impose some discontinuity with earlier 

periods. In fact, when it comes to T&H, Mooney and Ryan (2010) argue that the boundaryless 

career has been a characteristic of the hotel management career over the last century, as well 

as Mainiero and Sullivan (2005), who claim that, out of necessity, women have been using the 

boundaryless career model for decades.  

Although not benefiting of the same visibility with research about careers, a third career concept 

has also been proposed, not an extension of the protean or boundaryless concepts, but rather 

an alternative approach to examine careers: the Kaleidoscope Career Model (KCM) (Mainiero 

& Sullivan, 2005). Noticing that women and men describe their careers differently, with 

o e s a ee  histories being more relational than those of men (which are predominantly 

sequential in nature), Mainiero and Sullivan (2005) developed the KCM to understand the opt-
out  o  a ee  i te uptio  phe o e o  that has ee  affe ti g highly trained women, mostly 

working mothers. Using the metaphor of a kaleidoscope, which produces changing patterns 

when the tube is rotated, the KCM explains how individuals shift the pattern of their careers by 

rotating different aspects of their lives to arrange their roles and relationships in new ways. 

Rather than follow the organisational career model, women decided to pursue alternative 

options to find more fulfilling jobs that better fit their lives, their families, and their interests; 

however, organisations still play an important, more supportive, role, in helping employees 

achieve balance and fulfilment in their careers.  

According to the KCM, individuals focus on three parameters (needs-related) when making 

career decisions: (i) authenticity, defined as o g ue e et ee  o k a d o e s pe so al 
values (being genuine and true to oneself); (ii) balance, referring to the pursue of equilibrium 

between work and non-work demands; and (iii) challenge, which refers to stimulating work, 

career advancement and self-worth (by demonstrating responsibility, control, and autonomy). 

These three parameters form the ABCs of Kaleidoscope Careers. A pe so s eed fo  authe ti it  
juxtaposes against a fa il s eed fo  ala e, which intersects ith a  i di idual s eed for 

challenge (Mainiero & Sullivan, 2005, 2006). These three parameters are simultaneously active 

over the i di idual s life span but have different degrees of influence on career decisions or 

transitions depending on how predominant these are i  that i di idual s life, at that pa ti ula  
time of his/her life. O e  the ou se of the life spa , the kaleidos ope s pa a ete s shift i  
response to the o te t of that pe so s life, with one parameter, considered more meaningful 

and priority, moving to the forefront. The others remain active, but their intensity reduces and 

take a secondary role on the background (Mainiero & Gibson, 2017; Mainiero & Sullivan, 2005, 

2006). 

The KCM has revealed that men and women prioritize different parameters at different career 

stages, suggesting that women tend to follow a beta kaleidoscope career path (family-focused): 

challenge issues are more intensely felt in early career stages, balance becomes more salient in 

mid-career stages, and authenticity arises later in their careers. In turn, for men, an alpha career 

patterns is expected (career driven): focus on challenge from early to midcareer, followed by 
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authenticity, and then balance later in their career; however, some men can also exhibit beta 

career patterns (which have been particularly observed for younger generations) (Mainiero & 

Gibson, 2017; Mainiero & Sullivan, 2005, 2006). Research on the KCM has noted that, in addition 

to gender differences, generational differences can also be perceived, with members of 

Generation X showing significantly higher needs for authenticity and balance than Baby 

Boomers, thus placing more value on family-friendly work environments (Sullivan, Forret, 

Carraher, & Mainiero, 2009; Sullivan & Mainiero, 2007) (see also section 2.4.3). 

Walsh, Sturman and Carroll (2011) posit that individuals who manage their own careers will 

likely look for employers that allow them to develop their human capital mix by performing 

intrinsically challenging work that provides them opportunities to learn and grow, and by 

engaging in learning-oriented relationships with colleagues, supervisors, and clients. In addition, 

the career actor will likely value the opportunity to obtain valued extrinsic rewards in exchange 

for the work he/she performed, as a means for living his/her desired lifestyle.  

A summary of key features distinguishing between traditional and non-traditional, 

contemporary, careers is outlined in Table 2.2. 

What type of career orientation does T&H promote? 

The boundaryless career perspective is particularly relevant to industries with unpredictable, 

oppo tu isti  a kets, hi h, i  a se se, is the T&H se to s ase. The i di idual de elops a 
personal reputation for being a key resource and develops a portfolio of experiences and 

expertise; skills, employability and marketability constitute, therefore, important attributes of 

the boundaryless career (McGuire, 2014). Although referring to the need of further studies 

addressing emerging career attitudes, Andersen and Hjalager (2001), ad o ate that due to its 
structure, rapid shifts and the social character of its jobs, tourism seems to be an industry that, 

more than any other industry in the economy, attracts the ultramobile, the virtual, and the 

ou da less  p. . 

But when trying to identify which contemporary career models would best fit a T&H career, it is 

necessary to understand how a T&H career looks like. This career has unique attributes that are 

shaped by a highly variable context and combination of skills that hospitality work requires, 

which in turn must be analysed in a context of changing employment, technology, vocational 

education and demographics (an overview is provided in section 2.4) (Baum, 2002). In such a 

fragmented industry, research on how people develop their careers is quite scarce; the 

exception are hotel managers, due to the fact that the hotel sector presents one of the more 

structured employment sectors in terms of a developmental hierarchy and hotel managers 

exhibit easy to trace career patterns (Ladkin & Kichuk, 2017). However, not all types of managers 

ha e ee  gi e  the sa e atte tio , a d a al sis fo usi g o  fe ale a age s  a ee s i  the 
light of new career concepts, such as the boundaryless career, are even more limited (Carvalho, 

Costa, Lykke, & Torres, 2018).  

Following her study on the longevity of hospitality careers that provided an in-depth analysis of 

career theories, Mooney (2014) found no support for hospitality careers with a protean 

orientation, possibly due to the fact that this career model is based on notions of self-fulfilment. 

Moreover, although the author considers that the boundaryless career theory may provide a 
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viable framework to study contemporary hospitality careers, as hospitality careers demonstrate 

features associated with new careers, such as high mobility, she also advocates that the 

boundaryless term may be misleading and boundaries do exist. It is rather suggested the 

hospitality career path still follows an upward, traditional career trajectory, from entry-level 

positions to senior management (Mooney, 2014). This idea may conform with what Sullivan and 

Baruch (2009) describe as hybrid careers, referring to careers that contain aspects of both the 

traditional and non-traditional (protean or boundaryless) career concepts. By deconstructing 

boundaryless and protean career orientations, Briscoe and Hall (2006) also show that both 

within and across these contemporary career metaphors, individuals may exhibit more profiles 

as the result of different combinations; this seems to be applicable to the multitude of jobs and 

career paths that are likely to be found in the T&H industry.  

 

Table 2.2 | Traditional career perspectives versus non-traditional career perspectives: key features 

Traditional career perspectives 

 Long-term employment in one or in a small number or organisations 

 Employer-employee relationship is based on job security-loyalty exchange 

 Linear, upward, hierarchical progression 

 The o ga isatio  takes espo si ilit  fo  e plo ees  a ee  pla i g a d a age e t 

 Success and progression are measured by promotions, increased status, increased wages and perks 

 Face time/physical presence is used as a proxy for performance and ambition 

 Age accompanies career stages, which have a fixed duration and sequence 

 Work identity and an a u ulatio  of so ial apital that flo  p i a il  f o  o e s u e t e plo e  

(emphasis on firm specific skills) 

New career perspectives 

 Work in many organisations, jobs and contexts (successive and multidirectional employment 

situations and varying levels of interorganisational mobility) 

 Short-term employment commitments/less job security  

 More ambiguous employer-employee relationship 

 Flat, lean organisational structures (fewer opportunities for vertical mobility with the same 

employer) 

 Increasingly diversified workplaces (increased number of minorities) 

 Proliferation of international careers 

 Self-fulfilment and values-driven careers; main success criteria are subjective, with a focus on 

intrinsic rewards 

 Performance outcomes become more important than being physically present in the workplace 

 Individual agency/ career self-management (individuals, not organisations, take the responsibility 

for planning and managing of their own careers) 

 Career decisions seek to more easily accommodate family and/or personal lives and circumstances  

 Customised and alternatives work arrangements 

 Self-development and readjustment of skills and competencies to gain career capital/ 

competencies are employability and labour market-oriented (emphasis on transferable skills) 

 New psychological contracts 

Source: Own construction based on the authors previously mentioned in this section 
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Job movement, at all levels and either with one employer of between a variety of organisations, 

is a key and traditional characteristic of hospitalit  o ke s  a ee  patte s (Baum, 2015; 

Rowley & Purcell, 2001). This is reinforced by the predominance of small business units in many 

of the sub-sectors, which make it inevitable for employees to move between companies to 

develop their portfolio of expertise (Rowley & Purcell, 2001). This has been the case of hotel 

managers or chefs, whose careers are likely to involve mobility between and within 

organisations, but with little movement outside of the hotel sector (Ladkin & Riley, 1996). This 

propensity for mobility has been supported by McCabe and Savery (2007), who identified a new 

career pattern – presented as an extension of the boundaryless career and termed butterflying 

– when tracing the job movement of professionals in the convention and exhibition industry. 

The career structure of these professionals was described as horizontal, vertical, diagonal and 

intra-sectorial, without any specified career journey. The term butterflying refers to having more 

than one career route through various sectors, where individuals flutter between sectors 

essentially to build-up human capital and according to the opportunities of employment 

(McCabe and Savery, 2007). This notion of butterflying is supported by Carvalho, Costa, Lykke 

and Torres (2018), who found that the career paths of most of the women senior managers in 

Portuguese hotels and travel businesses who they interviewed, are not confined within the 

boundaries of a single organisation, but rather move between organisation; most of these 

moves happened due to the lack of vacancies at the top that could allow progression, but were 

still perceived as beneficial.  

However, at the lowest levels of hospitality work, mobility may be a disadvantage rather than a 

career advantage. Not only many contingent hospitality workers have a succession of low paid 

jobs that do not lead to higher ranked jobs in the hierarchy, as well as many careers at lower 

levels (e.g., room attendants, kitchen porters) are not recognised as real careers (Mooney, 

2014). Career paths in hospitality are not very clear and little is known about how careers 

develop in the sector (Ladkin & Kichuk, 2017; Mooney, 2014) (see also section 2.3.1, (Un)clear 

career routes). 

 

2.3  Tourism and Hospitality as a career choice 

The image of an occupation is a critical element in career choice decisions and its reputation is 

related to both its content and its wider setting, particularly its social prestige. The tasks and 

duties that its practitioners must carry out, its contribution to society, the level of remuneration 

it is reputed to receive, or the lifestyle enjoyed by those enrolled in it, are key components in 

defining the image of a particular occupation. This image is neither permanent or unambiguous, 

and most certainly varies amongst individuals, and even between countries (Riley et al., 2002, 

p. 18). 

In T&H, this is particularly relevant for attracting and recruiting talent, as the industry takes in a 

large proportion of first-jobbers. Occupations with a positive image are obviously attractive and 

the T&H employment appears to have two different readings: on the one hand, T&H jobs have 

a glamourous image, frequently associated with opportunities to travel, to meet people, to 

use/learn foreign languages or to perform non-routine work; on the other hand, negative 

aspects such as low pay, long hours, unpredictable shifts, menial work, insufficient training or 
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limited career progression opportunities, are often highlighted. Very often, these negative 

aspects become decisive factors in career choice as the positive aspects are generally considered 

less important when choosing a job (Boardman, Johns, & Petre, 2015; Kusluvan & Kusluvan, 

2000; Riley et al., 2002). However, T&H occupations do possess certain qualities which make 

them attractive for those considering employment in the sector. Both job characteristics and 

motivations to choose a career in T&H are further explored in sections 2.3.1 and 2.3.2. 

Misconceptions and lack of information about career opportunities usually aggravate the 

se to s diffi ult  i  att a ti g tale ted g aduate, hile the a o e-mentioned negative aspects 

are also inherently associated with perceptions of T&H jobs as temporary employment and high 

turnover. Many occupations are seen as transitory or as contingent work, and many people work 

in the sector for short periods of time as a preparation for a career in another field (Riley et al., 

2002). The sector still faces the critical issue of positioning itself as a desirable career option, as 

the ou da ies et ee  hospitalit  o k as a jo  a d hospitalit  o k as a a ee  a e 
frequently blurred (Mooney, 2016, p. 10).  

 

2.3.1  Job profiling: working in T&H 

Notwithstanding technological innovation and change in the organisation of work, the T&H 

industry is known for being labour intensive, given to the importance and irreplaceable role of 

pe so el se i e i  se i e deli e , he e the te  people i dust  is adopted. It was being 

argued that the capital invested in the T&H industry creates more jobs than the same capital 

when invested in other industries, and tourism is a constant key support against unemployment. 

This labour intensity varies according to different factors, namely the type and stage of tourism 

development, infrastructure development level, and type of establishment (Kusluvan, 2003). 

Labour costs (i.e., payroll costs) are, therefore, the major expense that T&H businesses need to 

handle, and economic upturns and downturns have direct and immediate consequences on 

those employed (Solnet, Kralj, & Baum, 2013).  

Although some exceptions can be found, due to the diversity of working environments in the 

i dust , the T&H la ou  a ket i  de eloped ou t ies is p edo i a tl  des i ed as a eak  
labour market. The labour market comprises the total working environment at local, regional, 

national or transnational level, consisting of all industry sectors and their personnel 

requirements, and covering both an external and an internal dimension. Internal labour markets 

refer to the labour market inside organisations, which have their own set of rules regarding 

promotion criteria, training opportunities, pay differentials or how jobs are evaluated. Internal 

labour markets can be classified as strong or weak, being weak labour markets characterised by 

features such as unspecified hiring standards, multiple ports of entry, low skill specificity, no on-

the-job training, no fixed criteria for promotion, pay differentials varying over time, flexible 

roles/responsibilities or use of part-time, casual or outsourced staff. These rules determine the 

movement of people and the rewards for jobs, and partly explain the employment 

characteristics across different sub-sectors of the economy. Therefore, in this case, the 

employment characteristics of the T&H industry (Baum, 2008; Solnet et al., 2013), namely those 

set out in Figure 2.2, are presented next.  
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Figure 2.2 | Employment characteristics of the T&H industry 

Source: Own construction 

 

Heterogeneous nature of the sector 

Influencing the employment characteristics of the tourism sector is the key premise that this is 

the most diverse sector, comprising a multitude of different activities, providing an indication of 

the vast array of job opportunities. Although all of them rooted within the services domain, 

tourism is composed of many branches and not only includes accommodation and food services, 

but also the activities of travel agencies and tour operators, passenger transportation and 

cultural, sport and recreational services. The hospitality industry can comprise a variety of fields, 

ranging from tourism, hotel management or event planning, to culinary arts, restaurant 

management, sports or gaming. And the same is verified in the number of available hospitality 

positions, ranging from front-of-the-house to back-of-the-house jobs, such as chefs, wait staff, 

receptionists, accountants, marketers or managers, considering that not all workers perform 

service tasks (Riley et al., 2002; UNWTO & International Labour Organization (ILO), 2014). This 

variety of jobs is positive for job seekers, allowing them to more easily find jobs that meet their 

needs and match their skill sets (Lacher & Oh, 2011). Lacher and Oh (2011) also advocate that 

this diversity may favour locals to fill most of the available positions, as opposed to more 

specialised industries that look, and often import, workers with unique skills.  

The tourism sector also involves different types of establishments (both in size as in business 

type), forms of employment, contractual obligations and working arrangements. In addition, 

tourism employment patterns significantly differ between regions within the same country and 

between seasons of the year, and also depend on service standards, type of product or type of 

clientele (Riley et al., 2002; UNWTO & ILO, 2014). This also means that big differences are also 

perceived between the various subsectors when it comes to HRM practices (Baum, 2007).  
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Dual structure operation (business size and ownership) 

The tourism industry is characterised by a dual structure, as at most destinations large and 

multinational firms operating on the global scale co-exist with a large number of local, small and 

often family-owned businesses, with the latest clearly dominating the sector in terms of number 

of establishments (Riley et al., 2002). Firm size is, therefore, a fundamental influence on tourism 

employment, and not only small-scale employers offer limited opportunities for promotion, 

advancement, training, or transfer to other departments, as the dominance of small businesses 

leads to unavoidable challenges in relation to lack of career pathways and informal approaches 

to employment practices in relation to recruitment, performance appraisal and training 

(Partington, 2017). Small businesses often lack the capacity (including business skills), resources 

(including financial capital) and commitment to effectively support the Human Resources 

development. Economic pressures take over small businesses as, unlike large national or 

multinational companies, there is no oppo tu it  fo  loss a so ptio  o  oss‐su sidizatio  f o  
othe  u its. Ho e e , ot all s all usi esses  featu es a e ad, as the e plo ee-employer 

relations may be more personal and collaborative in such settings, as some best practices can 

come from more informal approaches (Kusluvan, 2003; Partington, 2017).  

Fu the o e, e plo e t i  the tou is  i dust ies i ol es a disproportionately high degree 

of employers/owner/proprietors, as well as own-account workers (self-employed), i.e., those 

who work on a contractual basis for a specified period of time but where there is no formal 

employer-e plo ee elatio ship  (UNWTO & ILO), 2014, p. 28). But even though the sector is 

dominated by small businesses, a significant proportion of the workforce is employed by large 

organisations, employing more than 250 employees, which may be instrumental in delivering 

good practices and convey a better image of the sector (Partington, 2017).  

Long working hours culture 

In Portugal, people work on average 46.5 hours per week, a significantly high number when 

compared to the 38.6 hours economy-wide, and even when compared with the average across 

EU-28 countries (38.0 hours per week in the sector and 37.7 hours per week in the economy as 

a whole). Due to consumer demand patterns in hotels, restaurants and other leisure services, 

several authors (Costa, Carvalho, & Breda, 2011; Mooney, 2009; Zhao & Ghiselli, 2016) refer to 

the long, irregular and unsociable hours faced by T&H employees, in the form of split-shifts, 

rotating-shifts, weekend shifts, night-shifts, or work during holiday periods, when other people 

are often at leisure, as one of the factors contributing to the negative image of the sector. Most 

hospitality services, namely hotels, operate a 24/7, 365 days a year system, which highly impacts 

labour availability, scheduling and rostering, and working conditions and benefits. These long 

and irregular hours are often combined with heavy workloads, routine work and insecurity at 

work (related to increased change of injuries, work-related illness – especially stress –, and 

violence and harassment) (ILO, 2010; OECD, 2017).  

This long working hours culture (which includes ha i g o e s pe fo a e a d dedi atio  
evaluated by the hours spent at work (Zhao & Ghiselli, 2016)) heighte  st ess o  o ke s ith 
family responsibilities, particularly women who carry the majority of the care burden for 

hild e  a d the elde l  as ell as fo  household ho es . Thus, it is u ial fo  these o ke s to 
rely on family support or on private or public services to assist them with childcare (ILO, 2010, 
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p. 14). The literature notes the high prevalence of work/family conflict in hospitality work, due 

to the 24/7 nature of the business, the existence of a fa e-ti e  ultu e and little family-friendly 

support (Zhao & Ghiselli, 2016), which is considered to be a major contributor to the high 

turnover plaguing the T&H industry (Blomme, van Rheede, & Tromp, 2010; Deery & Jago, 2009).  

However, some authors also posit that the term unsocial working hours sounds so negative 

because it takes as reference the so- alled i e-to-fi e  jo s, a d does ot o side  so e of the 
benefits of working outside a regular/fixed work schedule, such as travelling to work before or 

after the rush hour, or having free time during the daylight hours or on week days (Jones, 

Haslam, & Haslam, 2017; Harbourne, 1995, cit. by Partington, 2017). In addition, it should be 

considered that in tourism the boundaries between work and leisure time are somewhat 

narrow, as hospitality work involves a high degree of work related to socialising, and some 

individuals may spend part of their leisure time at workplace, considering working hours as 

leisure, especially when customers are friends or acquaintances (Riley et al., 2002).  

Part-time vs. full-time work 

Traditionally, 35 or more hours a week has been considered as full-time employment but, in 

some countries, notwithstanding the compliance with national laws, the requirements that 

specify what constitutes a full-time employee a e left to e plo e s  o side atio  as lo g as 
they consistently apply the same criteria to all employees. In turn, part-time work corresponds 

to when the normal working hours are less than the normal working hours of full-time 

employment in a comparable situation, and its main purpose is to reinforce service provision in 

specific moments, benefiting of extra staff at lower cost. Besides full pay, more benefits accrue 

for full-time workers then part-timers, including training and promotion opportunities.     

As presented in a 20154 OECD report (Stacey, 2015), an analysis of available statistical data on 

tourism employment5 for EU-28 countries (averages reporting to 2013) show that people 

working in hotels and restaurants are more likely to work part-time (32.9%) compared with 

workers in the overall economy (20.3%). In Portugal, contrary to the literature review, according 

to which there is plenty of part-time employment in the tourism sector, there is a reverse trend, 

with only 11.8% of part-time workers, compared to the 14.3% in the overall economy. However, 

within the EU, the tendency to work part-time highly varies from country to country.  

Although there are some circumstances in which part-time work is involuntary and constitutes 

the only jobs available, not all people working part-time are looking for full-time work. Working 

part-time may be a personal preference for some people who are looking to fit their jobs with 

personal and family responsibilities (e.g., childcare), illness or education (ILO, 2010; Stacey, 

2015). However, part-time employment can have variation in quality and context, as some part-

time jobs may be designed to attract valued workers who prefer working part-time, while others 

 

4 When not mentioned, statistical data presented in this sub-section, 2.3.1, refers to the year 2015. 
5 In this OECD report (Stacey, 2015, p. 25), for statistical purposes, the hospitality sector – accommodation and food 

service activities – is used as a proxy for tourism, in the absence of more detailed and comparable information on 
tourism related employment. As the sector comprises different industries, but not all activities of these industries can 

be attributed to tourism, the author warns that these data (drawn from OECD, EUROSTAT and ILO data bases), present 

an incomplete picture of tourism employment and the analysis presented in this report should be understood in this 

context.   
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are designed to allow employers to secure competitive advantage through low remuneration 

costs and temporal flexibility (Lucas, 2004). The stereotypical view asserts that women are 

particularly attracted to part-time jobs because they have to accommodate domestic 

espo si ilities; ho e e , this idea is halle ge  se e al autho s, to ho  o e s hoi e is 
constrained by the lack of alternatives and weak bargaining position (see Walsh, 1999). In 

Portugal, a study based on official statistics from the Employment Survey carried out by the 

National Institute of Statistics in Portugal (INE), from 1998 to 2009, identified that the main 

reasons for working part-ti e i  the o e all e o o  e e pe so al easo s ; ho e e , i  the 
tourism sector, to be engaged in studying or training was the primary reason mentioned by male 

part-timers (what may suggests that men expect better job opportunities once they finish their 

studies), while part-time was an option for women only when they cannot find a full-time job 

and, therefore, not a real choice (Costa et al., 2011). 

Seasonal and short-term nature of employment 

HR planning is particularly complex and challenging for tourism businesses, which activities can 

be highly seasonal, whether on a daily, weekly or monthly basis, i.e., suffering of cyclical 

variations in tourism demand (Lee & Farnsworth, 2003). In addition, some establishments 

provide year-round service, while others work on a non-permanent, seasonal basis (e.g., skiing 

resorts). The resort to short-term tactics of non-standard employment (such as temporary, 

seasonal or part-time workers, or even on call employees in case of unforeseen costumer 

demand) is, therefore, a common practice (Cooper & Hall, 2008). The industry also heavily relies 

on a secondary labour market, which is made up with people who resort to T&H for short-term 

employment (e.g., students, housewives), who are prepared to accept low wages as they are 

not primary breadwinners (Boella & Goss-Turner, 2005). The share of people in temporary work 

or with a work contract of limited duration in hotels and restaurants is also higher, both for the 

EU-28 average (22.6% compared with 13.7% in the economy as a whole) and for Portugal (31.9% 

compared with 21.4%). Portugal, Spain and Italy, for example, are amongst the countries with 

lower rates of people employed throughout the whole year (68.1%, 62.1% and 69.8%, 

respectively), which is a result of changing seasons at regions that heavily rely on beach tourism 

(Stacey, 2015).  

In turn, job tenure in the sector is low, with people more likely to spend less than two years 

working with the same employer, both in EU-28 countries (42.7% compared with 22.5% in the 

overall economy) as in Portugal (34.3% compared with 19.6%) (Stacey, 2015). Temporary 

employment and high turnover are also inherently associated with limited opportunities for 

promotion and career progression. 

As with part-time work, temporary work may be a desirable arrangement for some groups (e.g., 

students who try to split their time between education and a job, tourists seeking transitory 

employment), matching the needs between employers who may prefer seasonal take-up of 

workers for busy periods and workers who are looking for more flexible arrangements.  

However, this predominance of on-call, casual, temporary, seasonal and part-time employment 

is typically related to job instability and a greater lack of employment opportunities, lower 

income security compared to a permanent contract, comparatively low pay (frequently below 

the national average) and highly variable income levels depending on the type of contract, 

limited career opportunity, a high level of subcontracting and outsourcing, and a high turnover 
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rate (ILO, 2010).  Job instability is a direct consequence of seasonality and related job and work-

flow fluctuations, and these feelings of insecurity have been leading employees to hold lower 

levels of loyalty to their current organisations and to more easily switch one job to another 

(Maden, 2014; Stacey, 2015). However, for some workers the constant fluctuation in consumer 

demand means lack of routine and improvisation and flexibility are considered positive features 

of the job (M. Riley et al., 2002). 

Youth/entry-level employment 

The nature of employment in the tourism sector (e.g., part-time, seasonal, casual) tends to 

attract younger adult workers and migrant workers. The T&H industry is one the major 

employers of young people; considering the age profile of the tourism workforce, it is perceived 

that this is much younger than for the economy as whole. In EU-28, just under a half of people 

working in tourism (45.8%) is between 15 and 34 years of age (compared to a bit less than a 

third, 31.9%, in the overall economy). In Portugal the difference is not so significant for this age 

group, 15-34 years (35.0% compared with 26.7%), but rather for the group between 15 and 24 

years of age (12.5%; more than twice the share economy-wide, 5.4%) (Stacey, 2015).  

Besides T&H work can be an easy way to earn ready money in travel breaks, school breaks or 

gap-years, the industry is also acknowledged as a relatively accessible entry point into 

employment (e.g., little or no prior knowledge or skills are required), often representing young 

people s fi st o ta t ith the working life or facilitating their transition process from education 

to full-time employment. Also exit can be quite easier than in other sectors, as young workers 

can leave at relatively low personal and professional cost. Youth labour if also often more 

affordable to many tourism businesses, especially SMEs, representing lower labour costs 

(Robinson, Baum, Golubovskaya, Solnet, & Callan, 2019). However, if on the one hand it offers 

the opportunity for people to up-skill and move up the value chain, there is also the concern 

that young individuals get caught in a cycle of low paid, part-time and temporary work (Stacey, 

2015).  

T&H businesses are highly dependent on a young workforce, not only due to economic and 

strategic reasons, but also to aesthetic labour considerations, but many developed countries are 

now facing the consequences of a sharp drop in birth rates and a rapidly-ageing population 

(Robinson et al., 2019; Solnet, Baum, Robinson, & Lockstone-Binney, 2015). The industry 

o kfo e is thus deali g ith fe e  ou g people e te i g the o kfo e a d …  o e olde  
o ke s ha i g to o k e o d t aditio al eti e e t ages , hi h i ease is ei g p o oted 

in most EU countries as result of pension crisis (Solnet et al., 2015, 2013). The T&H i dust s – 

as well as the general – working population is now comprised by different generations, who 

coexist in the same workplace: Generation Z (now entering labour market), Generation Y, 

Generation X and Baby Boomers (now heading towards retirement); the latter three are the 

most represe ted i  toda s o kpla e. Co se ue tl , se e al studies ha e egu  to i estigate 
this multi-generational workforce in the T&H industry (e.g., Barron, Leask, & Fyall, 2014; Goh & 

Lee, 2018; Gursoy, Chi, & Karadag, 2013; Maxwell, Ogden, & Broadbridge, 2010). A brief profile 

of each generation is discussed below, but emphasis is given to Generation Y, given its currently 

do i a t positio  i  toda s o kfo e a d the fa t that it ost oti ea l  diffe s f o  p e ious 

generations. 
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Unskilled or semi-skilled nature of jobs 

Considering the highest level of formal education attainment6, it is observed that a significant 

share of people working in tourism, in EU-28, has completed upper secondary and post-

secondary non-tertiary education, with corresponds to an intermediate level of formal education 

(54.2%, compared to 48.7% in the wider economy). The biggest variation between the tourism 

sector and the overall economy, at the European level, is on the other two sides of the scale: 

only 14.4% of people working in hospitality have completed some form of tertiary qualification 

(compared with 32.0% economy-wide) and 31.4% have only completed lower secondary 

education or below (compared with 19.3% economy-wide). In Portugal, concerning the first and 

second stages of tertiary education (the highest level), the situation is identical, with a very low 

share of tourism workers holding a tertiary-level degree (6.9%, compared with 21.3% in the 

o e all e o o . Ho e e , o e i g the lo e  le els of edu atio s, Po tuguese o ke s  
formal qualifications do not differ so significantly between the tourism sector and the economy 

as whole, but rather in comparison with the European reality: 68.2% of people working in hotels 

and restaurants in Portugal, have only completed pre-primary, primary and lower secondary 

education (compared to 55.9% in the overall economy, and more than twice than the EU-28 

average) (Stacey, 2015).  

The predominance of tourism workers with low academic qualifications is related to the high 

availability of low-skilled jobs, that require little or no formal training and few conceptual or 

knowledge-driven attributes, although many tourism jobs require a combination of soft and 

technical skills, as well as higher level skills. Due to the perception of hospitality work as 

unskilled, the industry poses low entry barriers, but given the diversity of activities in the tourism 

sector, employment may range from unskilled to highly skilled positions. About a quarter of 

service positions are estimated to be supervisory or skilled occupations at managerial, 

professional, or technical levels. However, some employers are sceptical about formal 

qualifications, as they do not perceive them as a guaranty of good performance or fit to the job 

from the new employee. It is frequently assumed that the knowledge and skills required to work 

in T&H can be easily learned by on the job training, without formal education or training (ILO, 

2010; Kusluvan, 2003; Partington, 2017; Stacey, 2015).  

The poor employment conditions that label the sector are also due to the transferability of skills; 

a concept that has different meanings for different authors: for Kusluvan (2003) the T&H 

industry requires skills that can be put to use across multiple occupations in or out the industry 

(e.g., retailing, banking), which make available a large pool of workers that can be recruited; 

whereas for Riley (2000) the kind of skills that most workers in the T&H industry possess are 

confined to the industry (thus encouraging high mobility within the industry, in particular for 

low-skilled job positions). Although a number of authors question this low-skilled stereotype in 

the context of hospitality, considering that this represents a technical and western-centric 

perception of work (e.g., Baum, 2008), this profile of jobs is clearly closely linked with the low 

status of tourism employment and, consequently, poor working conditions in general, and low 

 

6 Levels as considered by the OECD: levels 0-2: Pre-primary, primary and lower secondary education; levels 3-4: Upper 

secondary and post-secondary non-tertiary education; levels 5-6: First and second stage of tertiary education. 
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pay in particular, creating a circular logic that does not value formal education in the tourism 

and hospitality field.  

Very often, the ease of access to semi or unskilled job positions is perceived as an opportunity 

for people to enter the labour market, gain experience, develop skills and in time move into 

higher level, better paid jobs, whether if those workers stay in the tourism sector or move to 

other sectors. In recent years, employers have also been placing emphasis on more generic, soft 

skills (e.g., ability to follow instructions, willingness to learn, ability to be flexible and adaptive) 

(Partington, 2017; Stacey, 2015). By way of example, Stacey (2015) highlights an analysis of U.S. 

Bureau of Labor Statistics data by the United States Travel Association, in 2012, which has found 

that workers whose first job was in the travel industry progressed further in their careers than 

those who started working in other industries (although not distinguishing if they stayed within 

the travel industry or not). This analysis suggested that the opportunity to work in the sector 

equips workers with a full range of skills and prepares them to succeed in any job, in the long 

term. This is particularly due to soft skills that many sectors value in their employees, but only 

the tourism sector is able to develop in such high degree.  

(Un)clear career routes 

As previously discussed on section 2.2, career progression is often used to describe the process 

of making progress toward better jobs, implying an upward trajectory, and while some 

occupations have clear career pathways and are clearly perceived as professional careers (e.g., 

airline pilots, medical practitioners, teachers), other do not. This is the case of many T&H 

careers, which develop in a more ad hoc way with greater fluidity and variability. Not only the 

tourist industry does not have its own distinct career system with clear internal career paths, as 

it shares its labour market with other sectors (Andersen & Hjalager, 2001; Ladkin & Kichuk, 

2017). Hence, this is one of the main reasons for the poor image of this sector. The diversity 

associated with T&H employment – involving a multitude of different activities, types of 

establishments, working arrangements and employment contracts – provides a wide range of 

job opportunities. As these can be difficult to categorise, career paths are also not very clear and 

little is known about how careers develop in the sector (Ladkin & Kichuk, 2017). There is a stigma 

in the hotel industry that the non-permanent nature of some jobs indicates the industry does 

not offer solid careers (Brien, 2004). The exception is with career in hotel management, which 

is a somewhat clear, structured and target career choice, with an easily observable 

developmental hierarchy, and that has received considerable attention in hospitality literature 

(e.g., Ladkin & Riley, 1996; Mkono, 2010); yet, some authors consider that the point in which 

workers evolve into managers is still blurred (Mooney, 2014). 

Besides the strong difficulties in attracting and recruiting, it is not surprising when qualified and 

talented employees leave the T&H sector, as it can be difficult to find structured careers in which 

workers are given genuine prospects of career development (Kusluvan, 2003). Moreover, career 

advancement opportunities are important characteristics of a job, as they can lead to increased 

earnings and other desirable job attributes (McGinley, Hanks, & Line, 2017; Richardson, 2008). 

This is exacerbated by the predominance of small firms that account for about half of the 

employment offer but employ less than 50 people and offer limited career prospects. Only a few 

usi esses offe  a age e t a ee s i  ulti-layered organisations at individual unit, multi-

u it, iddle, a d se io  a age e t positio s  (Lashley, 2013, p. 284). 
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However, although T&H generate primarily entry-level jobs, these can be important career 

steeping-stones, particularly for the young and/or newly-graduates, helping the in building 

stronger resumes and in gaining a wider set of transversal skills (Lacher & Oh, 2011; Robinson et 

al., 2019).  

Image and status of hospitality work 

Analysing the image of tourism and hospitality jobs is complex as it encapsulates certain 

contradictions, with both truthful and fictional elements. On the one hand, that image is of 

glamour, while on the other, it portraits low status and little respect for its workers, carrying the 

stig a of se itude  (Riley et al., 2002). The type of work involved in the hospitality sector has 

been historically associated with servility, involving cooking, serving, and cleaning tasks, 

the efo e di t  jo s , hi h a e p edo i a tl  asso iated ith o e s o k. It is a lot a out 
handling issues that relate to the anticipation and satisfaction of customer needs at the time 

a d poi t of se i e deli e  (Baum, 2008, p. 721). However, for individuals who consider 

dealing with costumers to be their vocation, and like being in the front-line of service delivery, 

a job in T&H naturally becomes very attractive (Riley et al., 2002).  

Although with little empirical evidence, previous research posit that this low status is context-

influenced and overall perceptions of the status of hospitality work are merely subjective 

judgements. For example, in Anglo-Saxon and oriental countries (mainly those influenced by 

Confucianism), T&H are considered low in social status; in Latin American countries they benefit 

from modest respect; and still in others, these jobs have higher status, as they are believed to 

offer better work prospects than other traditional industries (e.g., Bali, Hawaii) or perceived as 

compatible with the local culture, as hospitality (being hospitable) is a fundamental part of the 

cultural identity (e.g., Mauritius) (Kusluvan, 2003). This view is also supported by Penny Wan, 

Wong, and Kong (2014), who conducted a study in Macau with 205 students at two major 

universities. Due to the acute labour shortage that followed the liberalisation of casino licensing 

in Macau in 2002 and the rapid growth in the numbers of casinos and hotels, employers started 

offering higher salaries and better benefits. The authors found that there was a significant 

relationship between the perceived social status of the industry and career prospects, as well as 

pe ei ed a ee  p ospe ts e e a sig ifi a t dete i a t to stude ts  o it e t to the 
industry.  

However, it is also argued that within the sector itself, and as a result of the many activities it 

comprises and also depending on broader economic and social circumstances (e.g., level of 

dependence on tourism of the region/country), some jobs may get to enjoy higher status and 

are perceived as desirable occupations, such as jobs in government organisations, 

managerial/supervisory positions in the accommodation sector, jobs in central operations of 

tour operators, museum curators, tourism consultants, airline pilots or elitist tour guiding 

(Baum, 2007; Kusluvan, 2003).  

This is because, despite the predominant negative discourse, there are also some glamorous and 

positive aspects surrounding T&H work, such as the opportunity to travel, meeting different 

people and nationalities, the prestige of working in foreign owned firms, speaking foreign 

languages, dressing up nicely, to be in an attractive and exotic environment, to be in contact 

with rich and famous people, or the intrinsic rewards associated with helping customers (Dewar, 
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Sayers, & Meyer, 2002; Kusluvan, 2003). In one of the few studies highlighting more enjoyable 

and positive attributes of working in the hospitality sector, Mkono (2010) starts from the 

premise that there is a significant proportion of workers and managers who choose to work in 

the sector for their whole working lives because they are happy doing so. In her study with 

Zimbabwean hotel managers, the author has found that the main reasons why these 

professionals were happy with their careers were: the constant interaction with people from 

various countries, cultures, and lifest les; o ki g i  a i e  e i o e t ostl  elated to the 

aesthetic quality of the work environment, such as hotels in resort areas); the perks (e.g., high 

quality meals at work, holiday packages, free or discounted accommodation); challenging and 

stimulating work, including the chance to express individual creativity; glamour and prestige (to 

e asso iated ith lu u  a ds o  ele it  jo s, su h as chefs); rewarding social and 

professional networking opportunities; the global nature of the sector and associated mobility 

(fostering career growth opportunities); the dynamic and exciting nature of the sector (contact 

with innovative settings and services and opportunities to learn); and working with a diverse 

workforce.  

Wage levels 

When it comes to pay in the hospitality sector, considerations often start as negative, as it is 

argued that a large part of the jobs are poorly paid and that there is an unreliable relationship 

between pay and tenure and between pay and skill (Riley et al., 2002). For hospitality workers, 

in most OECD countries, the wages are lower than the national average (up to around 37% lower 

than average earnings in the economy as a whole, and up to 60% lower in some countries). In 

Portugal, the ratio of accommodation and food services activities to total economy earnings was 

of 72% in 2013 (Stacey, 2015) and is the third worst paid economic activity, when comparing net 

monthly wage gains between economic activities (Costa et al., 2011). 

The high proportion of micro-or small-sized firms in the hospitality sector can partly explain the 

low pay experienced by the workers, together with the lower and seriously undervalued skills 

required to work in the sector. Also the incidence of marginal workers such as young, women, 

casual employees, students, part-timers and migrant workers, who have little bargaining power, 

contribute to driving down the pay in the sector (Partington, 2017). Furthermore, although some 

economic theories, such as that of labour market equilibrium, hold that the market will adjust 

to labour shortages by increasing wages to attract manpower, this is not so clear and certain in 

sectors such as tourism, in which the wage structure is relatively low (Murray, Elliot, Simmonds, 

Madeley, & Taller, 2017). 

On the other hand, people working in the hospitality sector frequently have access to full 

remunerations packages that include not only basic pay, but also gratuities or tips, and other 

fringe benefits (mainly non-monetary and informal), that are not captured in official data. This 

may be the case of free meals and lodging, free staff uniforms (and sometimes dry cleaning), 

discounts on overnight stays, sick pay schemes, private medical insurance or discounts on gym 

membership (Partington, 2017; Stacey, 2015). Nevertheless, workers in the hospitality sector 

usually enjoy fewer benefits when compared with other sectors (Partington, 2017).  



 36 

Trade union membership 

Although being among the top-job creating sectors, the T&H workers are less likely to be 

organised in trade unions than workers in other sectors and the unionisation of the T&H sector 

is at very low levels (Boella & Goss-Turner, 2005; Lucas, 2004). Gaining access to a critical mass 

of employees is very difficult and seriously limits any company-wide or sector-wide social 

dialogue and can be detrimental to negotiate more favourable working conditions or to get 

more favourable collective bargaining agreements. This low union density may be justified by 

several factors such as: the fragmented and heterogeneous nature of the sector; the 

predominance of small and medium sized organisations and their wide geographical dispersion; 

the existence of different ownership models (in particular, the increase of franchising); the 

reluctance to unionize and limited industrial relations experience of some groups of employees 

(e.g., the young, minorities); the predominance of a paternalistic management style and weak 

internal labour markets; high levels of part-time work; high labour turnover; the way work is 

structured around flexible patterns to match stochastic demand; or the use of subcontracting, 

outsourcing or internships which divide workers into different segments (Boardman et al., 2015; 

Kusluvan, 2003; Lucas, 2004). 

But even when agreements with trade unions are in place, workers do not play a significant role 

ithi  the sphe e of i flue e  of la ge o po atio s. I  thei  e ie  of e a ples of trade unions 

involvement in hospitality supply chains, Boardman et al. (2015) ould t fi d e pli it e a ples 
or reliable rates of unionization (when found, where incredible low). 

Gendered nature of employment 

According to the UNWTO (2016), the majority of people employed in tourism worldwide7 are 

women, both in formal and informal jobs. Tourism offers women – who are, in many contexts, 

a socially disadvantaged group – several opportunities for income-generation and 

entrepreneurship. The share of women in the tourism workforce is quite high both in Portugal 

as in EU-28 and in most OECD countries. On average, women account for 54.1% of employment 

in the tourism sector in EU-28 (compared with 45.7% in the overall economy) and for 57.6% in 

Portugal (compared to 47.5%) (Boardman et al., 2015; Stacey, 2015). Portugal has one of the 

highest female employment rates in the European Union, particularly in full-time employment, 

and a high participation of working mothers. It is the country where motherhood most increases 

o e s likelihood of ei g e plo ed (Carvalho, Costa, Lykke, & Torres, 2019; Costa, Carvalho, 

Caçador, & Breda, 2012; Stacey, 2015). 

As in other sectors, female tourism workers are also more likely to work in part-time, non-

regular, jobs (Stacey, 2015). The same trend is observed in the Portuguese tourism sector, in 

which men prevail as own-account workers and employers, while women predominate as 

employees and unpaid family workers (Costa et al., 2011). Although tourism is an important 

source of employment for women and part-time work may be suitable for female workers with 

care responsibilities, due to the flexibility it can provide when managing household work and 

 

7 This generalisation should be interpreted with caution, as in some countries, due to cultural reasons and gender 

roles, employment of women in front-line positions is not accepted/appropriate (Kusluvan, 2003).  
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family/childcare, this tends to be more precarious work, to yield low earning, and to limit career 

prospects (Costa et al., 2011; ILO, 2010; Stacey, 2015).  

The tourism sector is characterised by significant horizontal and vertical segregation, resulting 

in a gender pyramid with women poorly represented in the highest levels of employment and 

management and highly concentrated in lower level, unskilled and typically caring roles 

(Carvalho, Costa, Lykke, & Torres, 2014; Stacey, 2015) – such as chambermaids or waitresses – 

o  gla o ous  oles, su h as e eptio ists o  sales a d a keti g staff (Kusluvan, 2003). 

Although women have higher levels of education than men, they are more frequently assigned 

low qualified jobs, while men detain executive and management positions. This situation is 

particularly relevant within the hotel sector (Carvalho et al., 2014). Besides carrying out a large 

amount of unpaid work in family tourism businesses (Robbins & Judge, 2013), women also tend 

to be assigned the most vul e a le jo s, he e the  a e o e likel  to e pe ie e poo  o ki g 
conditions, inequality of opportunity and treatment, violence, exploitation, stress and sexual 

ha ass e t  (ILO, 2010, p. 14). These risks, mostly associated with the gla ou ous  oles, a e 
rei fo ed  the se ual o je tifi atio  of o e , ho a e e pe ted to d ess i  a  att a ti e  
manner and to look beautiful (Kusluvan, 2003). The ai  auses u de l i g ge de  i e ualities 
pointed out in the literature are the splitting of tasks between men and women, gender 

stereotypes, practices embedded within corporate culture, structural characteristics of 

companies, and the fact that, though apparently gender-neutral, companies and society itself 

reproduce gender  (Costa et al., 2012, p. 72). A more detailed analysis on gendered processes 

i  o ga isatio s i flue i g o e s a ee s is p ese ted i  section 2.4.3 (Gendered careers). 

This cycle of segregation also contemplates equal pay, as women in the T&H sector are paid on 

average 25 per cent less than male workers for comparable skills (ILO, 2010). In Portugal, 

o e s pa  is o siste tl  lo e  (Carvalho et al., 2014) and female tourism workers earn from 

23 to 26 per cent less than male workers in net monthly wages (Costa et al., 2011). Moreover, 

studies suggest that overt discrimination may be the main reason underlying the gender pay gap 

in the tourism sector in Portugal (Carvalho, 2017; Santos & Varejão, 2007). The gender pay gap 

has recently been the focus of much political and public attention, and many countries have 

been promoting legislative and non-legislative initiatives to fight gender-based discrimination. 

Portugal is one of the countries that has been taking measures to tackle the gender pay gap. 

One of the most recent steps taken, was Portugal becoming a member of the Equal Pay 

International Coalition (EPIC) in May 2019.  

 

Overall, and similarly to what is portraited by most authors, the preceding review of T&H 

employment (for which a summary is provided in Table 2.3 seems to be predominantly negative. 

However, positive aspects or mitigating circumstances to different features of T&H work can 

also be found, and next section (2.3.2) aims to offer some insights on why prospective 

employees seem to view T&H as a worthwhile and attractive career. It is important to stress that 

(as explored in section 3.2) this type of characteristics might be evaluated through an objective 

and/or subjective lens, and may differ according to individual needs, preferences or 

i u sta es. These ha a te isti s a  the efo e e e t i flue e o  i di iduals  a ee  
choices, although these are not necessarily given the same importance by different people.  
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Table 2.3 | Summary of employment characteristics in the T&H industry 

Heterogeneous nature of the sector Dual structure operation 

 Multitude of activities 

 Great variety of jobs 

 Different forms of employment, contractual 

obligations and working arrangements 

 Business size and ownership (large and 

multinational firms vs. large number of local, 

small and often family-owned businesses) 

 Many informal employer-employee 

relationships 

Long working hours culture Part-time vs. full-time work 

 24/7, 365 days a year operation  

 Long, irregular and unsociable hours (split-

shifts, rotate-shifts, weekend shifts, night shifts, 

work during holiday periods) 

 Time spent at work vs. time for other life roles 

 Increased likelihood of working part-time 

 Preference for working part-time or full-time 

 Different implications on pay levels, training and 

promotion opportunities 

 

Seasonal and short-term nature of employment Youth/entry-level employment 

 Cyclical fluctuations of tourism demand 

 Non-permanent operation associated with non-

standard employment arrangements 

 Temporary work 

 Job tenure and job stability 

 Attraction of younger workers and migrant 

workers 

 Accessible entry way to employment 

 Association with lower labour costs 

 

Unskilled or semi-skilled nature of jobs (Un)clear career routes 

 Still low academic qualifications 

 Perceptions of T&H as low-skilled 

 Sceptical employers about formal qualification 

 Transferability of skills  

 Great variety of career paths 

 Fluid, variable and poorly structured careers 

 High rates of entry-level jobs 

 Predominance of small firms limiting career 

prospects  

Image and status of hospitality work Wage levels 

 I age of gla ou  s. stig a of se itude  

 Attractive to service-oriented people 

 Ma  jo s asso iated ith o e s o k 

 Lower wages than in the general economy 

 Unreliable relationship between pay and 

tenure/skill 

 Many fringe benefits complement 

remuneration packages 

Trade union membership Gendered nature of employment 

 Deeply low levels of unionisation 

 Many workers with little bargaining power 

 High female employment rates 

 Flexibility vs. casualisation 

 Significant horizontal and vertical segregation 

 Jo s  ul e a ilit  e.g., harassment) 

 Gender pay gap  

Source: Own construction based on the authors previously mentioned in this section 
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2.3.2  Motivations to pursue a career in T&H and conceptions of the industry 

Making a good, or bad, career decision will have a significant impact in o e s life and if hospitality 

graduates are entering the T&H sector without an accurate understanding of it, this can be one 

of the main causes why so many entrants leave the sector, despite their investment in 

specialised education and training. This is particularly relevant when considering that a high 

proportion of T&H management graduates drop out (e.g., King, McKercher, & Waryszak, 2003; 

Sinéad, Deegan, O Lea , & Deega , ; “tu ges & Guest,  or that an also high number 

of students choose not even to work in hospitality, and chose working in other areas instead 

(e.g., Richardson, 2008, 2009).  

While a ee  de elop e t efe s to o e s e pe ie e efo e, du i g a d, espe iall , afte  
choosing a career, career choice can be seen as the process of selecting and entering a particular 

a ee  path, hi h a  o e lap o  ot ith o e s edu atio al life. This period of academic 

preparation can be considered part of the larger career development process (Lent & Brown, 

2013). Lent and Brown (2013) remark two fundamental issues of career choice (p. 10): 

i. It is not necessarily a static or one-time process, as many people revise their choices 

over time, for various reasons (e.g., to pursue work that better fits their interests and 

talents, to shift paths after involuntary job loss, or to re-enter the workforce after 

raising children); 

ii. It has at least two phases: setting a goal and taking steps to implement this goal 

(through, for example, additional training or job search).  

This complex and evolving process of organising information, processing knowledge and 

experience, deliberating among alternatives and making a commitment to a course of actions, 

is also referred to as career decision-making (Harren, 1979) and it includes a variety of 

individual, developmental, social, and environmental variables. Social Cognitive Career Theory 

(Lent et al., 1994) is, in this context, a particularly relevant theory that may lead to a better 

understanding of these processes by which people make choices and persist at career and 

educationally relevant endeavours. Career commitment is another relevant driving force in 

shapi g p ofessio als  a ee  hoi es as they pursue various jobs. Commitment to a career is 

associated with the development of personal career goals; as individuals  ide tifi atio  ith 
these goals is high, they are also highly motivated to achieve them despite the eventual setbacks 

they might encounter (Colarelli & Bishop, 1990; Goulet & Singh, 2002).  

The motivation literature, in particular the Self-determination theory (SDT) (Ryan & Deci, 

2000b), a broad theory of human personality and motivation, also distinguishes between two 

p i a  t pes of oti atio  that ep ese t the i di idual s pe eptio s of the easo s o  goals 
why he/she takes a specific course of action, like choosing a career in a given area: intrinsic and 

extrinsic motivations. Intrinsic motivation refers to doing something because it is inherently 

satisfying, fun or enjoyable, rather than because of any external reward or benefit – in this case, 

like choosing a career in T&H because it is interesting and challenging. For example, in a study 

with 525 event management students from five US universities, Stone, Padron, Wray, La Lopa 

and Olson (2017) found that an enjoyable job, pleasant working environment, and an exciting 

job were the most important attributes for choosing a career in this field.  
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Extrinsic motivation refers to doing something to attain some separable outcome – such as 

choosing a career in T&H because it has good prospects for career progression or a good starting 

salary (Ryan & Deci, 2000a). Brand reputation is also a factor that may affect job choice 

intention, as employers with more attractive brands are more likely to obtain recognition from 

job seekers. This strategy, known as employer branding8, allows undergraduates to get familiar 

with organisational cultural, values and other relevant characteristics, which may help them to 

decide which firms they would like to apply for jobs (Lin, Chiang, & Wu, 2018). Other well-known 

theoretical frameworks that categorise work-related needs, su h as Maslo s (1943) need 

theory or Hackman and Oldha s Jo  Cha a te isti s theo  (1975, 1980), are addressed in more 

detail in section 3.3.  

There are a number of studies exploring the careers goals, work-related expectations, 

preferences and/or perceptions of readiness (i.e., feeling duly prepared to enter the labour 

market) of students enrolled in T&H management programmes (a key source of potential 

employees, and possibly managers, for the industry), especially the degree to which they wish 

to develop careers in the T&H industry. If students made a deliberate decision to choose a 

degree in this field, it seems clear that, at some point, they have contemplated the possibility of 

pursuing a career in the T&H industry. Despite the increasing demand for T&H management 

programmes, most of these studies are based on the premise that the hospitality industry 

does t see  to e the ost fa ou ed a ee  t a k fo  a  g aduates, a d fou d that a  
T&H students choose not to follow a hospitality career after they graduate (Costa, Breda, Malek, 

& Durão, 2013; King et al., 2003; Kusluvan & Kusluvan, 2000; Richardson, 2008, 2009). This is 

just one more of the most worrying signals that the T&H industry is failing to attract and retain 

highly qualified, adequately trained and motivated labour (Nachmias, Walmsley, & Orphanidou, 

2017; Walsh, Chang, & Tse, 2015).  

For example, Richardson (2008) found that more than 50 percent of Australian T&H students 

were considering careers outside the industry; moreover, more than one-third of these students 

claimed they would not be working in the hospitality industry once they graduated. Most 

alarmingly, King et al. (2003) found that up to half of all graduates (from two samples, at two 

Australian HE institutions) either never enter the T&H industry or drop-out within 3-5 years after 

graduation. Richardson (2008) has also found that having direct experience working in the 

industry may cause students to acquire negative views toward pursuing a career in it, as 46% of 

respondents with previous work experience claimed not to be interested in pursuing a career in 

T&H anymore; for almost most of them (96%), it was precisely this experience of working in 

industry, the main reason behind their decision. Also Nachmias et al. (2017), based on 24 in-

depth interviews with UK and Cypriot students, revealed significant concerns with regard to the 

hospitalit  u i ulu  a d stude ts  le el of p epa ed ess to ake a  effe ti e t a sitio  i to 
the industry. Findings indicated that most of the students had completely unrealistic 

expectations at the beginning of the study programme (the role of expectations in shaping 

i di iduals  attitudes to a ds T&H o k a d a ee s is fu the  e a i ed in section 4.3.3).  

 

8 Employer branding is a process of placing a positive and distinctive image i  people s i ds, hi h g a ts o pa ies 
competitive advantage in the war for talent, as these are more likely to attract job seekers (Lin et al., 2018). 
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Richardson (2009) reinforces this idea that T&H students are unclear about careers and working 

conditions in the hospitality industry, as the findings from a study with 379 students from eight 

Australian institutions indicate students might not have a clear idea of careers and working 

conditions in the hospitality industry. For example, although 93% of respondents considered 

very important to find a job that is enjoyable, only 39% believe they will actually find an 

enjoyable job in the T&H industry. The same was observable regarding the importance of high 

earnings over the length of career, which was very important to almost 98% of these students; 

yet perceived as a probable only for about 40% of them. In another study, based on 28 in-depth 

interviews conducted at 5 different universities in the UK, Nachmias and Walmsley (2015) also 

found support to the idea that most students (n=26) are not only strongly willing to change 

industry or a career trajectory in order to progress with their career, as they considered that the 

transferable skills gained on a hospitality degree can allow them to find better employment 

opportunities outside the industry.  

Although a significant number of studies reveal that T&H undergraduate students tend to have 

a negative image of the industry (Kusluvan & Kusluvan, 2000) and become less interested in 

sele ti g hospitalit  as thei  fi st a ee  hoi e, e eptio s a  e fou d. Lu a d Adle s (2009) 

study in China found that the majority of students were interested in pursuing a career in the 

H&T industry and expressed a desire for an advanced degree. Blomme, Van Rheede and Tromp's 

(2009) study in the Netherlands with first-year students, graduates and workers in the 

hospitalit  i dust , fou d that all th ee g oups hold a positi e ie  a out the jo  o te t of 
their (future) job in the hospitality industry. They all agree to some extent that their (future) job 

is o p ehe si e, di e se a d halle gi g  p. . Of the fi st-year students, almost two thirds 

indicated genuine intention to work in the T&H industry; of the graduates, 83% indicated that 

they intended to work in the industry (however, the authors note that a share of the answers 

may include the undecided, as no answering option was included to distinguish those).  

According to a study focused on the employment situation of tourism graduates and 

expectations of students enrolled in tourism-related degrees (Costa et al., 2012), it was observed 

that, within the broad set of activities comprising the tourism sector, students showed higher 

preference for working in travel agencies and tour operators, accommodation, recreation and 

leisure services, and national tourism organisations. Some areas are mostly preferred by male 

students (e.g., food and beverage, transportation, deconcentrated organisations of central 

government, and development agencies), while other are mostly preferred by female students 

(e.g., travel agencies and tour operators, or recreation and leisure services). Accommodation is 

the area were most of the graduates working in tourism were employed (Costa et al., 2012).  

Riley, Ladkin and Szivas (2002) highlight that the accessibility of T&H occupations is an important 

factor in career decision-making, because of the relative ease of entry and inter-industry 

mobility (people coming from other professional areas, with transferable skills). This is closely 

tied to the great variety of skills and to the low skill levels that the sector accommodates. The 

T&H industry carries an implied promise of skill development. Not only entry is easy, as the 

required skills can be easily learnt on the job 9 and anyone can become a manager or an owner 

 

9 The autho s also e a k that fo  e plo e s this a  also ea  hi i g u skilled staff a d el  o  o -the-

jo  t ai i g . 
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The p o ess is fu the  fa ilitated  the di e sit  of o ga isatio s a d o upatio s hi h 
encourages mobility. Constant organisational and occupational mobility creates regular 

a a ies fo  e o e s  (Riley et al., 2002, p. 26). On the other hand, contemporary 

employment relationships suggest that people are also motivated by opportunities to develop 

their human capital, becoming important to understand what they want and can learn from 

their jobs, and to perform intrinsically challenging work (Ladkin, 2011; Walsh, 2016). In line with 

new career concepts that advocate that individuals manage their own career paths,  

strengthening their human capital, gaining experience and remaining marketable become 

important trade-offs in employer-employee relationships (Sturges, Guest, & Mac Davey, 2000; 

Walsh, 2016). Toda s o k o ditio s i pel o ke s to alue f eedo  a d g o th, su je ti e 
career success, and mobility, above more conventional values like security, higher pay and titles 

(Hall, 2004).  

Non-routine work environments, as opposite to monotonous occupations such as factory work, 

and enjoying dealing with people are also frequently mentioned aspects that contribute to the 

attractiveness of T&H jobs. Not only most T&H jobs grant some degree of autonomy and 

opportunity for personalisation, but also a large proportion of these involve direct contact with 

customers, which grants variety and opportunities for socialisation (Chuang & Dellmann-Jenkins, 

2010; Riley, 2000; Riley et al., 2002). To some extent, this enjoyment in working with people can 

also be interpreted as service orientation, which Walsh, Chang and Tse (2015) have found to 

positively i pa t stude t s intention to join the hospitality industry after graduation. 

Service/customer orientation refers to basic individual disposition (not only at group level) to 

deal with customers, by being courteous, helpful, dependable, likable, self-controlled, problem-

solving oriented and keen to deliver high service quality. Individuals with higher service 

orientation, are more likely to be attracted to service-based work and find it interesting and 

meaningful (Lin et al., 2018; Walsh et al., 2015, 2011).  

Personal attributes are frequently discussed in relation to job choice. Some authors, for 

example, refer to industry-person congeniality as an important aspect in determining the 

attractiveness of T&H jobs. Inter-person congeniality is an individual trait based in the 

assumption that o e s pe so alit  at hes the spe ifi  e ui e e ts of a given career, in this 

case, a T&H career. Similarly to service orientation, this may include the ability to enjoy the job, 

do derive pleasure in service-based work or to produce satisfied customers (Nair, Choudhary, & 

Prasad, 2017). Nair at al., (2017) are of the opinion that although this is an inherent quality of a 

person, it can be moulded, and schools play a key role in giving students the opportunity to see 

how their personality can meet the requirements of the industry and develop a positive attitude 

towards a career in T&H. In a study with Australian T&H undergraduate students, Richardson 

(2008, p. 34) found support to all of these assumptions: many students (72.9%) believe that 

there is a good fit between their personality and character and the types of jobs available in the 

industry; almost all students (89.5%) believe that they will get an opportunity to use their skills 

and abilities working in the industry; and many students (74.4%) state that they get pleasure out 

of seeing satisfied customers. These findings are closely aligned with Holland s theo  (1959, 

1997; see section 2.2), which assumes that people that find a good fit between their personality 

t pe Holla d s theo  proposes six personality types ranging from more people-oriented to 

non-people oriented types and intellectually oriented to practically oriented types) and their 

occupation, are more likely to a hie e satisfa tio  a d pe eptio s of su ess ith o e s a ee . 
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In fact, the rationale of this line of research is aligned with Person-Environment fit theories in 

general, which posit that individuals are active managers of their own careers and will choose 

jobs/careers that best match their skills, their needs and personality characteristics (Walsh et 

al., 2015) (the person-job fit approach is briefly described in section 3.2).  

 

2.4  Challenges of contemporary HR management 

In such a highly fragmented sector such as T&H, human resource development issues are a 

fundamental concern for all businesses, large and small (Stacey, 2015). When asked, for sure 

ost a age s ill state that thei  usi esses  g eatest asset is thei  e plo ees, alo g ith the 
k o ledge, skills a d e pe ie e the  held. People a e a u i ue sou e of alue a d 
competitive advantage, driving innovation, delivering quality tourism services and supporting 

sustai a le tou is  de elop e t  (Stacey, 2015, p. 23). And when they walk out the door, it is 

very likely that those valuable organisational resources walk out with them. However, several 

authors (e.g., Baum, 2007; Hinkin & Tracey, 2000) also posit that many managers are 

unconvinced, unwilling, or unable to view employees as an asset to their organisations, and view 

them instead as costs.  

As labour shortages have emerged as one of the critical challenges worldwide, talent 

management has grown considerably in the last two decades. Despite an overview of the 

literature in the area of talent management between the years 2001 to 2012 provided by 

Thunnissen, Boselie and Fruytier (2013a) came out with only one article (in 62) addressing talent 

management within the scope of T&H, Deery and Jago (2015) consider that has been some 

research done in the area; they just point to a different focus from that of the mainstream 

management literature. 

Dealing with talent has always been challenging, and although not new, this topic remains 

popular and contemporary. The business and employment context have changed, mostly 

characterised by macro-environmental changes, changes in the way firms are organised (see 

section 2.4.2) and demographic transformations (see section 2.4.3), and with it the role and 

relevance of talent.  

Talent management is, the efo e, a  o ga isatio al i dset that seeks to assu e that the 
supply of talent is available to align the right people with the right jobs at the right time, based 

o  st ategi  usi ess o je ti es  (Baum, 2008, p. 720). The popularity of talent management in 

the past years has resulted in a variety of definitions; yet, all interpretations point towards 

attracting, identifying, recruiting, retaining/engaging, and developing high potential and high 

performing individuals who are of value to sustain organisational goals and competitive 

advantage (Gallardo-Gallardo & Thunnissen, 2016; Walsh, Sturman, & Longstreet, 2010).  

More than reducing costs – which can be one of the potential approaches but maybe not the 

more effective –, o e of the ost i po ta t a s of de elopi g diffe e tiatio  i  toda s highl  
competitive market is by providing an exceptional service. In this regard, human resources are 

indispensable instruments, in particular line-employees who are in close contact with 

costumers. Poor management, under-compensation and lack of appreciation are frequent 

reasons that do not move employees to deliver this exceptional quality service, and together 
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ith the se to s la ou  i te sit  a d its la our market characteristics, put significant strain on 

businesses to attract, retain and develop a skilled workforce over the time. Competent and loyal 

employees will stay with organisations that provide a supportive work environment that affords 

opportunities to grow and develop (Hinkin & Tracey, 2000; Stacey, 2015). But on a more positive 

note, and although the sector heavily relies on casual and outsourced staff in an attempt to 

minimise labour costs, it is believed that, in light of the current labour shortages, the 

competition for the best people will increase and this may turn out to be positive at least for 

core staff, both full or part-time, who may see improvements in pay, benefits, and working 

conditions (Partington, 2017).  

In the Human Resources practitioner literature, many organisationally specific definitions of 

talent exist, highly influenced by the type of industry or occupation. An in-depth review of the 

talent in a business context can be found in the work of Gallardo-Gallardo, Dries and González-

Cruz (2013), who discuss different approaches to the conceptualisation of talent and group them 

into i  a  o je t  app oa h (i.e., talent as characteristics of people, such as natural ability, 

mastery, commitment or fit), e sus ii  a  su je t  app oa h i.e., talent as all people or talent 

as some people). The objective approach is related to the AMO paradigm, which proposes that 

e plo ee pe fo a e is a fu tio  of the e plo ee s a ilit  A , oti atio  M  a d 
opportunity (O) to perform , while the subject approach reflects the basic assumptions of 

human capital theory and focuses on valuable, scarce, inimitable and difficult-to-replace 

individual employees  (Thunnissen, Boselie, & Fruytier, 2013b, p. 327).  

In this thesis, following Gallardo-Gallardo et al.'s (2013) categorisation, talent is interpreted as 

characteristics of people, particularly skills, competences, abilities and knowledge that can be 

acquired and developed through formal education and specialised training, that allow them to 

perform certain tasks. The influences of specialised T&H high-level education on shaping talent 

and on career development are particularly addressed in the next section (2.4.1).  

Organisations that invest in building a supportive and more personal relationship with their 

employees, invest in training, hire people who can learn (not only experienced people), take the 

responsibility for career development together with the employee, care about knowing why 

people a e ot happ  i stead of i stigate the  to just lea e , a k o ledge e plo ee s 
o t i utio , edit e plo ees  erit or have a positive attitude towards people who are leaving 

(investigating the reasons why), are more likely to become an employer of choice. Not only is 

assumed that an employer of choice would be able to attract the best talent and retain new 

employees, as to improve current e plo ees  pe fo a e  i esti g i  thei  oti atio , 
satisfaction, loyalty and development (Phillips & Connell, 2003a).  

In recent years, people have called for human resources to be relabelled as the talent or human 

capital function [emphasis added], with a focus on workforce, people and competencies  

(Ulrich, 2014, p. 4). The 21st century is widely known as the beginning of the Knowledge 

Age/Economy, in which human capital and intellectual property are key components, thus 

meaning an ever-increasing demand for a well-educated and skilled workforce across the whole 

economy. However, Baum (2008) advises that, in the context of T&H, there should be some 

caution in the interpretation of these premises, namely because talent does not necessarily 

mean the same thing as it might in other sectors of the economy. For Baum (2008) the challenge 

for the tourism sector is in evaluating the skills and know-how that underpin its business 
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operations, namely what does talent mean in this sector, and how such talent can be most 

effectively developed across its workforce. Moreover, in T&H, the author posits that talent 

eeds go e o d te h i al skills a d i o po ate e otio al, aestheti  a d i fo atio al 
processing and analysis dimensions with a strong focus on the delivery of service to diverse 

o su e s  p. . This idea is reinforced by Swarbrooke (2017, p. 35), who advocates that 

the word talent was not frequently used with regard to T&H, as the focus was on individuals 

ith a set of te h i al o pete es, togethe  ith a ge e al se i e e talit  [a d that] was 

expected that over a period of years those who did particularly well in their areas of technical 

expertise or departments would rise to management positions . 

When discussing talent management and human capital issues in T&H organisations, employee 

turnover is undoubtedly one of the most critical matters. Up-skilling people to become more 

proficient in their jobs, valuing and rewarding professional competence and supporting career 

development can improve the image of employment in the sector and create a more positive 

e uit e t a d ete tio  le  (Stacey, 2015, p. 10). Hence, and together with education and 

training, opportunity for professional development and advancement are key dimensions of job 

quality (as further discussed in section 3.4). High skilled workers have access not only to more 

jobs, but also to better quality jobs, in comparison to low skilled workers, who are at a 

disadvantage in what refers to earnings, labour market security and quality of working 

environment (Stacey, 2015). And although seasonal and part-time employment may be 

espe iall  att a ti e fo  those o  the pe iphe  of the o kfo e, ualified o ke s lea e fo  
those same reasons (Kusluvan, 2003). The efo e, the se to s su ess also depe ds o  its a ilit  
to empower and develop young talents. Improvements in the quality of labour will be more 

important than the quantity of labour. 

The hospitality industry offers diverse career opportunities and not only the industry turnover 

may represent an opportunity for many workers to look for better positions by moving between 

companies, as most hotel groups have long-term expansion plans in their own country or other 

countries. Although the most recent economic slowdown has had significant adverse effects on 

employment, T&H companies continued searching for the most talented staff (Walsh et al., 

2011). 

 

2.4.1  T&H education and the graduatisatio  of the la our arket 

Recent years have seen increasing emphasis on access to Higher Education and on the 

importance of a graduate level skilled workforce, mostly as result of 20-year governmental 

policies designed to widen access and increase participation in Higher Education across Europe, 

and there is still little knowledge of how formal education influences career opportunities and 

career behaviour. G aduates a e pe ei ed as potential key players in the drive towards 

enhancing value-added products and services in an economy demanding stronger skill-sets and 

ad a ed te h i al k o ledge , ut if once only a very restricted number of persons belonged 

to this elite , we now operate in a crowded graduate labour market (Eurico, da Silva, & do Valle, 

2015; Tomlinson, 2012, p. 408). 
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In some professions, holding a degree is a mandatory prerequisite for entry, while in others it 

increases the propensity of individuals to get a better position in the labour market and higher 

earnings both in the short and long term (Purcell, Elias, & Wilton, 2004; S. Robinson, Murrells, & 

Clinton, 2006). The T&H sector is not an exception, and the growing provision of degree courses 

have been a route for qualification and professionalisation, despite the provision of degree-level 

T&H education being a somewhat recent phenomenon (King et al., 2003). In Portugal, the first 

T&H a helo s degree is traced back to the 1986, granted by private Higher Education 

Institutions, or to 1988, granted by public institutions (Correia, 2017).  

Although many of the occupations are low skilled and the majority of workers have no formal 

qualifications, there is evidence to suggest that many people working in the industry are highly 

educated (González, Sánchez, & López-Guzmán, 2016;  Szivas, Riley, & Airey, 2003). T&H jobs 

have been gradually experiencing what Tomlinson (2012) describes as g aduatisatio , when 

referring to jobs that were previously typically not held by graduates, and now are, despite the 

corresponding outcomes and rewards often being less than expected. This trend has been 

reflected in an increase in the number of tertiary education institutions offering T&H-related 

studies, and in addition to pol te h i s, a  u i e sities a d te h i al i stitutes o  offe  a  
array of hospitality-related qualifications such as undergraduate and postgraduate degrees in 

hospitalit  a age e t, gast o o  a d uli a  a ts  (Ayres, 2006; Petrova & Mason, 2004; 

Thompson, Poulston, & Neill, 2017, p. 111). In Portugal, in the academic year 2019/2020, 42 

undergraduate degrees within the scientific areas of T&H (Tourism and Leisure (30), Hotels and 

Restaurants (12)), were made available in public universities and polytechnics, accounting for 

1,568 openings in the whole country (DGES, 2019)10.  

However, there is still a significative predominance of T&H workers with low academic 

qualifications, which is related to the high availability of low-skilled jobs that require little or no 

formal training and few conceptual or knowledge-driven attributes, although many tourism jobs 

require a combination of soft and technical skills, as well as higher level skills. Due to the 

perception of hospitality work as unskilled, the industry poses low entry barriers, but given the 

diversity of activities in the tourism sector, employment may range from unskilled to highly 

skilled positions. About a quarter of service positions are estimated to be supervisory or skilled 

occupations at managerial, professional or technical level (ILO, 2010; Stacey, 2015). However, 

Brien, Thomas and Brown (2017) interestingly note that defining hotel jobs as low-skilled may 

be beneficial for hotels to justify the low levels of pay, when in reality low-skills is not what hotels 

are looking for in prospective employees.  

Furthermore, some employers are sceptical about formal qualifications, as they do not perceive 

them as a guaranty of good performance or fit to the job from the new employee, and consider 

vocation, flexibility, mobility, work experience and operational competences more relevant than 

academic achievements (Ayres, 2006; Kusluvan, 2003; Nachmias et al., 2017; Petrova & Mason, 

2004). It is frequently assumed that the knowledge and skills required to work in T&H can be 

easily learned by on the job training (ILO, 2010; Kusluvan, 2003; Partington, 2017; Stacey, 2015). 

This view is enhanced by the fact that many hospitality managers do not have appropriate 

 

10 Portuguese General Directorate for Higher Education. 
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qualifications themselves and fail to meet the demands of managerial work, perpetuating an 

a ateu  a age ent style (Guerrier & Deery, 1998). 

Qualification is pivotal to keep employees competitive in a continuously changing economic 

environment and to ensure the standard of service quality that is delivered to customers. Skills 

development aims to prepare graduates for future job responsibilities through the acquisition 

of new competences, knowledge, experiences, and attitudes. Curriculum design is often the 

out o e of a t ia gula  elatio ship et ee  stude ts, i dust  a d the a ade , hi h 
esults i  a st o g o atio al a d the efo e p a ti al  fo us i  hospitalit  p og a es  

(Thompson et al., 2017, p. 119). University departments delivering T&H programmes often 

struggle to compete with other bachelor of business-related programmes, as they need to show 

their relevance to the academic community as well as to the industry. The traditional skill-based 

fo us of hospitalit  p og a es has ee  g aduall  ha gi g to eet the i dust s eeds fo  
more general managerial skills and interpersonal competences, as for example problem-solving 

skills, flexibility, social skills or adaptability (Ford & Bach, 1996; Swarbrooke & Gibson, 2017). 

The T&H field also de a ds tale t skills sets in creative areas such as technology innovation 

and applications, e-marketing, financial and revenue management and planning, but these are 

la gel  o o  ith othe  se to s a d ot spe ifi  to the i dust  (Baum, 2019, pp. 3928–
3929), which makes T&H graduates to encounter competition from graduates holding specific 

degrees in each one of these areas.  

Cu i ula ust efle t stude t s e pe tatio s a d the i dust  eeds, p o idi g the skills a d 
k o ledge that is eeded to fit  hospitalit  o ga isatio s, a d p epa i g oth ope atio all  
skilled and business-oriented graduates. Hospitality programmes are also expected to transmit 

fundamental cultural traits of the industry, so students can be more closely aligned with work in 

firms that comply with these characteristics (Dawson, 2014; Nick & McKechnie, 1995). 

Therefore, the practical components of hospitality management courses are an important part 

of student development and education  (Thompson et al., 2017, p. 111).  

In a study involving 73 hospitality practitioners (most of them hoteliers), Lefever and Withiam 

(1998) found that the industry consider that students are quite well-prepared to engage in 

hospitality work, showing an excited and energetic attitude; at the same time, they have shared 

o e s ega di g stude t s te de  to o e esti ate o  i flate  their abilities and to have 

unrealistic high expectations for their first jobs. Results have shown that the effectiveness of 

hospitalit  edu atio  u i ula is uite depe de t o  the a ade ia s a ilit  to p o ide stude ts 
not only with appropriate technical skills, but also realistic views of the industry. Tourism 

graduates working in charter airlines who were interviewed by Peita and Mason (2004) reported 

that their employers see little or no relevance of a tourism degree to their businesses, which 

was mentioned as an advantage but not as a prerequisite. It is suggested that these perceptions 

may be due to e plo e s  little understanding of what tourism degrees involve, and to stude ts  
inability to convincingly show that they possess the required skills.  

The role of Higher Education in meeting the needs of both the industry and the graduates has 

been receiving growing attention (Correia, Salgado, & Costa, 2017; Swarbrooke & Gibson, 2017; 

Thompson et al., 2017). In a study aimed at analysing the articulation level between hotel groups 

operating in Portugal and hospitality management programmes offered by Portuguese Higher 

Education Institutions of the public subsystem, Correia (2017) has verified that many T&H Higher 
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Education programmes have been designed and implemented without properly taking into 

account the needs of the industry. This is in line with recent formal assessments11 of T&H degree 

programmes, which have disclosed marked mismatches between the knowledge, skills and 

competences that graduates are provided with and those that the industry requires (Correia, 

2017).     

The se to s idel  e og ised diffi ulties i  etai i g g aduate e t a ts, which resulted in loss 

of valued skills and knowledge and in a greater questioning of the worthiness of the investment  

made in o e s careers (Sturges & Guest, 2001; Tomlinson, 2012). Academic discrepancies 

merged with labour mobility are to blame for the expertise gap where overeducated workers 

accept short-term jobs and eventually move on to greater jobs once they obtain enough 

experience. Plus, a ade i  ualifi atio  a  i p o e i di iduals  hu a  apital a d i ease – 

also by making them more aware of – thei  e plo a ilit  pote tial , as o e e plo a le  
people may desire to get a job elsewhere (Baruch, 2009). Higher Education is suggested to raise 

i di iduals  e pe tatio s a d lead to aspi e fo  jo s that suit thei  ualifi atio s; the i flue e 
of Higher Education is particularly salient for the younger and expected to differ between man 

and women. However, these studies also remark that having higher levels of education does not 

necessarily lead to gender equality in the labour market (Costa et al., 2012; González et al., 

2016). In fact, female graduates are less likely than male graduates to build a career in 

mainstream management, in spite of having a large presence in Higher Education, since 

inequalities of access are reinforced by subsequent early career moves. Ofte , fe ale g aduates  
experiences during their supervised work experience year are negative and it is less common for 

them to get the type of job they desire. Additionally, it is harder for them to be rewarded with 

job offers with high salaries and benefits (Purcell, 1996). 

Career management is also essential for the development of graduate talent, allowing both 

hospitality organisations to strengthen their talent pool, through the recognition of the potential 

and value of talent, and individuals to focus on their career progression and to be prepared to 

take on managerial positions in the future (Scott & Revis, 2008). This is particularly relevant in 

an era characterised by shifting demographic patterns and changing generational attitudes (see 

section 2.4.3), when career progression is less anchored around single organisations and specific 

job types, and individuals need not only to be more adaptative and plan for their own careers, 

but to continually build up their knowledge and skills, and therefore maintain their employability 

(Tomlinson, 2012). …  adequate education, upgrading training offers and enhancing career 

perspectives in the tourism sector and at workplace level  have been stressed by policy-makers 

such as the ILO or the OECD as fundamental to improve the quality of work and the image of the 

sector (Stacey, 2015, p. 15). 

 

2.4.2  The changing nature of work relations 

Market-led economic forces have led to globally significant changes in internal and external 

labour markets, putting a great pressure in many employment sectors that has been particularly 

 

11 In Portugal, the Agency for Assessment and Accreditation of Higher Education – A3ES is the responsible body for 

promoting and ensuring the quality of higher education provision (see https://www.a3es.pt/en). 
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affecting qualified workers. This pressure refers both to the implementation of restructuring 

strategies aimed at reducing labour costs (such as offshoring, downsizing and outsourcing, which 

in turn result in layoffs, forced occupational mobility and involuntary part-time jobs) and to the 

rise of more flexible job arrangements. Therefore, mainstream employment relations have 

changed significantly, and standard contracts with long-term career prospects and job stability 

have been increasingly replaced by more precarious situations such as temporary agency-based 

work, part-time work, fixed term contingent work and independent contracting (Feldman & Ng, 

2007; Lucas, 2004; Siegrist, 2016).  

This is particularly relevant in the T&H industry, which companies, due to problems in 

recruitment and retention of staff, aligned with an increasingly competitive market that puts 

pressure on service quality, have started to introduce more flexible practices (Boardman et al., 

2015; Cooper & Hall, 2008; Michael & Lockwood, 1997). T&H businesses adopted an approach 

that relies on part-time, casual and short-contract staff, in a as needed or on call basis, as an 

attempt to adjust operations to fluctuating levels of tourism demand, by providing the necessary 

numerical variation of employees. It is therefore common to find companies that rely on a o e , 
functional and flexible, workforce, o ple e ted  pe iphe al  e plo ees, that provide 

numerical flexibility (Yvonne & Lockwood, 1989). Resorting to informal labour markets also 

became a frequent option to managers, who have been relying on networking, 

recommendations and word of mouth to avoid formal, and more expensive, hiring (Boardman 

et al., 2015; Cooper & Hall, 2008). Glo all , hospitalit  o ga isatio s ha e flatte ed thei  
organisational structures, removed tiers of middle management, outsourced departments and 

asualised  u h of their workforce (Mooney, 2014, p. 43).  

Outsourcing is, precisely, one of the factors that Cappelli (1999) believes to have contributed to 

the growth of market-based employment relationships. The author argues that it is not that 

contemporary terms and conditions employment got worse than before; instead, change is the 

esult i  the de li e i  e plo e s  a ilit  to a age e plo e t a d a ee s i side thei  
organisations, whereas external labour markets gained relevance in shaping jobs and careers, 

to the e te t of i flue i g e plo ees  o pe satio  a d de elop e t. 

As a result, the first decade of the twenty-first century was marked, worldwide, by a HR crisis in 

T&H, even though this has proven to be one of the most resilient industries. By the year 2000, 

and even before the global financial and economic crisis of 2008/09, there were already 

predictions of labour shortages to come, which would increase the competition for qualified 

employees and make employee retention a priority for companies (Hinkin & Tracey, 2000). The 

crisis of 2008/09 has not only precipitated unemployment, but has also had a heavy impact on 

the quality of jobs in many OECD countries, namely through increased job insecurity, lower 

opportunities for training, more difficulties reconciling work and family responsibilities, or 

greater financial strains for workers and their families due to reduced earnings, and even shaped 

talent management and work organisation. There were significant transformations in labour 

policies and labour management that have led to an increase in inequalities, particularly in 

southern Europe and among women (Leschke & Jepsen, 2012; Stacey, 2015).  

Even at times of high unemployment and availability of workforce, employee turnover has 

continued to plague the T&H industry, and many countries were, and still are, faced with the 

paradox of having difficulties in recruiting and retaining skilled workers (Stacey, 2015). In the 
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UK, for instance, although it was expected that as labour became scarcer, employers would seek 

to improve the attractiveness of their job offers, this has not happened and many workers 

persist in low-skill, low-wage and low-prospect jobs (CIPD, 2017). At the same time, the rapid 

increase of unemployment weakens the relative position of workers vis à vis employers, forcing 

them to accept worse working and employment conditions, with a negative impact on job 

quality  (Muñoz de Bustillo, Fernández-Macías, Antón, & Esteve, 2009, p. 7). 

The reasons for this HR crisis in tourism are complex and interlinked, rooted on the type of work 

that services industry involve, the working conditions, the dominance of small businesses and 

the shifting demographics and social attitudes, which highly affect the pool of employable and 

suitably qualified workers (Cooper & Hall, 2008). In Canada, for example, the Canadian Tourism 

Research Institute (2016) has projected a potential labour shortage, suggesting that over 

240,000 jobs specific to the tourism industry may be unfilled between 2010 and 2035, which 

represents over 10% of all tourism jobs available (Murray et al., 2017). Combined with a 

deceleration in the growth of the total labour force, due to an aging workforce (that is not being 

replaced due to low birth rates, in an industry that is heavily reliant on young workers), this 

trend is particularly worrying for the tourism sector. This is also the reality of many countries, 

including Portugal, that besides battling with an aging population, is also well known as a net 

exporter of tourism labour (Cooper & Hall, 2008). The repercussions of the Coronavirus disease 

(COVID-19) pandemic for HR are still to be known, but it can be anticipated that a changed 

workforce in changing organisations will pose additional challenges to the T&H industry. 

The T&H sector also has a reputation of relying on poorly structured recruitment policies, 

namely the general lack of systematic selection procedures, often obsolete. Although the 

tourism industry has been experiencing countless changes over the years, it is also innately 

conservative and resistant to change. In some sectors, particularly accommodation and 

restaurants, many companies retain HRM styles from past decades and do not properly 

acknowledge that it is in human capital and knowledge that competitiveness depends on, 

resulting in continuously poor productivity, working conditions and remuneration – with these 

problems being particularly acute for SMEs, which support the majority of tourism jobs (Baum, 

2007; Cooper & Hall, 2008). With the growing resort to outsourcing processes12 – for instance, 

in the accommodation sector, housekeeping is one of the areas in which resorting to external 

servicing is more common, especially in large hotels –, some questions have also been raised 

about the working conditions of these employees, who are not considered to be under the 

responsibility of the hotels as they are employed by their sub-contractors (Cañada, 2018; 

Partington, 2017). 

Following a doi g o e ith less  app oa h, a  e plo ees ha e een facing increased 

workloads, longer work hours and greater stress, without an accompanying increase in 

resources (Harrington & Ladge, 2009). Harrington and Ladge (2009) also emphasize the role 

globalisation has been playing in most e plo ees  mindsets, fostering a culture of ope atio  i  

 

12 With the aim of cost saving and/or of eliminating the distraction of having to manage peripheral functions, 

outsourcing allows businesses to strategically use outside vendors to perform service activities in highly specific areas 

(Davidson et al., 2011). 
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global teams that require working longer days and being available during non- o k hou s  p. 
152).  

Technology has also been changing the nature of many tourism jobs and generating new 

business models, but its impacts have been mixed. Whereas some industries face revolutionary 

changes that alter the nature of the jobs and skill requirements (e.g., the printing industry, with 

the change from metal print to electronically print, or the manufacturing industry, with the 

introduction of automatized product lines), others experience gradual change and traditional 

roles coexist with more technologically advanced jobs. Tourism employees have been gradually 

working alongside technology and have no choice but to adapt themselves, despite the majority 

of jobs remain physically demanding, and emotional, social and technical skills continue to be 

required (Cooper & Hall, 2008; Hinkin & Tracey, 2000; Riley et al., 2002).  

This technological ascendency can be less evident in front-line service than in behind-the-scenes 

jobs, as well as in many operations high-tech and low-tech live together (Cooper & Hall, 2008). 

In hotels, major effects are perceived in marketing, reservations and financial departments, but 

areas such as reception or kitchen maintain both traditional roles while taking advantage of 

technology. This means that the T&H industry is likely to experience technological diversity while 

not necessarily changing the role descriptions of jobs (Riley et al., 2002). Some tourism jobs may 

be most at risk of being technological substituted13 than others in the short-term (e.g., travel 

agents, reservations agents, museum attendants) (Riley et al., 2002), while others continue to 

be more easily performed by humans. This is because while artificial intelligence is expected to 

easil  ha dle people s inquiries and complains, but some simple physical tasks may be more 

complex for machines than for humans. However, Webster and Ivanov (2020) suggest that it 

may just be a matter of cultural/social mind-set shift, using the example that, at this moment, 

robots cannot change sheets in a bed, but hotels can still bypass the need for workers to do it, 

by handling their guests clean sheets and asking them to make their own beds in exchange of a 

given cost advantage. In the future, as tasks are expected to become increasingly automatized, 

this type of trends may even contribute to the development of market niches, with some 

consumers being keen to pay more for high-touch, personal, hospitality experiences, while 

regular consumers will experience high-tech hospitality (Ivanov & Webster, 2019).  

Although the substitution of human labour can happen, the use of technology does not 

necessarily mean that human capital is not involved anymore. According to Ivanov and Webster 

(2019), the use of technology implies changes in the skills required to perform the job, due to 

de-skilling (meaning that less skilful employees can do the job) or up-skilling (meaning that more 

or different competences are required). The authors list a number of trade-offs for each 

scenario. De-skilling may allow companies to enlarge the pool of potential employees that can 

be hired, to be more competitive, to decrease salaries and reduce costs, or to practice lower 

prices. However, this a  i ease e plo ees  resistance and fear of automation, triggering 

tensions, if perceived as a threat. This can increase their turnover intentions and, consequently, 

impact psychological climate, innovation and service quality. In turn, up-skilling means that 

companies have to invest i  e plo ees  (re)training, which is likely to increase their bargaining 

power, employability and salaries. Cost are expected to be the same or lower if the combined 

 

13 Technological substitution means total replacement of a person by technological tools (Riley et al., 2002).  
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productivity of these up-skilled employees and technology is higher than their costs for the 

company (Ivanov & Webster, 2019). Riley et al. (2002) remark that human capital is a reactive 

a ia le, a d if a hi es a e used o  o k p o esses si plified, the  pe so al p odu ti it  a  
be increased. This is the st aightfo a d effi ie  ase he e i eased skill o  si plifi atio  
i eases output  (Riley et al., 2002, p. 32). But for those thinking of technology just as a means 

for cost saving (in which the decreased use of HR can be included), multi- or up-skilling 

employees may require a much more significant investment. Riley et al. (2002) also posit that 

de-skilling or up-skilling depends on the type of work unit. Standardised units may need lower 

levels of human capital, but complex units with a wide range of services – in which most T&H 

business fit – might require high human capital and, therefore, different skills or retraining. In 

sum, a significant and continuous human capital investment is required to endow the workforce 

with the fundamental characteristics to maximize the full potential of technology benefits. 

In light of demography issues that have been reshaping the labour market and leading to labour 

shortages, technology is also suggested to be particularly useful in helping companies 

reorganising their operations in order to need fewer employees; for T&H, this can mean 

edu i g the i dust s depe de  fo  hu a  la ou . Substituting people through technology 

seems a more viable and socially accepted14 solution to labour shortages (Ivanov & Webster, 

2019).  

Overall, from a HR management perspective, the introduction of robotics, artificial intelligence 

and service automation technologies on business processes within the T&H industry can impact: 

ti e spe t ith tasks that do t add alue i  te s of eati it  o  e e ue ge e atio , the ole 
of human resources (enhancing them, rather than replacing them), recruitment and dismissal 

processes, organisation of companies (new departments, job positions, communication links), 

the required number of employees in various departments, the required skills of employees, 

a d e plo ees  e epti e ess to a ds te h olog  (Ivanov & Webster, 2019).  

From an educational perspective, education systems will also have to adapt to technological 

developments in order to adequately prepare students for working with and using technology, 

by improving their technological understanding and building their digital literacy. Although 

automation will gradually shape the labour market, both cognitive and soft skills will play a more 

prominent role. Education is currently very time-limited and focused on young people, but 

workers  adaptation and re-skilling will require new forms of adult, mid-career, education 

experiences (Servoz, 2019).  

Technology has changed the organisation of work, leading to flatter processes of decision 

making, more flexible working methods, easier and regular communication (including across 

national borders), and permanent connection between employees and their companies. 

Advances in information technology also increase the portability of work, which may have a 

more positive or negative reading; if in one hand, it allows employees to work from home or 

other remote locations, on the other, it also results in increasingly blurred boundaries between 

work and non-work spheres. This is because tools like emails and cell phones have allowed 

employees to be electronically connected to work and their organisations on a 24/7 basis, which 

 

14 In comparison with producing people or importing people (see Ivanov & Webster, 2019 for a more complete 

description of different solutions to plummeting populations).  
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may lead to overload, more hours of work and additional challenges in work-life conciliation 

(Greenhaus & Kossek, 2014).  

Besides economic circumstances, technological developments and demographic changes, the 

human capital in T&H is facing other challenges – such as changing lifestyles, increased mobility 

(including workers with different cultural backgrounds and training (e.g., immigrants)), demand 

patterns and travel behaviours, emergence of new markets, or pressure to deliver high quality 

tourism experiences to visitors – that are transforming the skill needs in the sector, the nature 

of tourism jobs, the composition of the tourism workforce and our conception of careers 

(McGuire, 2014; Siegrist, 2016; Stacey, 2015). As diversity in personnel increases (more women 

in all levels of organisations, greater use of outsourcing and part-time workers) careers are now 

a esult of a ide  e pe ie es e o passi g activities and life roles such as volunteering work, 

periods of entrepreneurial activity and career breaks to engage with family and caring 

responsibilities  (McGuire, 2014, p. 55). 

In Portugal, some efforts have been undertaken to better understand how to adjust the human 

esou e pla i g age da to ide  t e ds, o e e a ple ei g the stud  Bette  “kills, Best 
Tou is , de eloped  the Po tuguese Tou is  Co fede atio  “ta e , , p. . 

 

2.4.3  Managing diversity at the workplace: Gendered careers 

Besides internal pressures, such as the ever-increasing pressure on financial performance, 

organisations are being subject to increasing pressure from the external environment, with 

cultural and demographic changes being among the most common sources.  

Major changes have occurred in the society in the last decades. Women are increasingly 

represented in the workforce, particularly in managerial-level jobs. Important changes also 

occurred in the household (e.g., decline in the percentage of male wage-earners, increased 

responsibility for aging parents), as well in family structures (e.g., decrease in family sizes). These 

aspects affect the ways individuals see their career unfold, and the blurred boundaries between 

work and home spheres in T&H jobs reinforces this trend (Ayres, 2006; Bakas, Costa, Durão, 

Carvalho, & Breda, 2018; Veijola & Jokinen, 2008). However, few research has been devoted to 

o e s a ee s i  tou is  (Carvalho, Costa, Lykke, Torres, & Wahl, 2018; Mooney, 2014; 

Mooney & Ryan, 2009; Purcell, 1996; Segovia-Pérez, Figueroa-Domecq, & Fuentes-Moraleda, 

2014; Segovia-Pérez, Figueroa-Domecq, Fuentes-Moraleda, & Muñoz-Mazón, 2019), and 

research focusing on the analysis of their careers in light of new career concepts, such as the 

boundaryless career, are even scarcer (Carvalho, Costa, Lykke, & Torres, 2018).  

Although o e s p ese e i  the T&H o kfo e has i p o ed ua titati el  a d 
ualitati el , o e  o ti ue to e ou te  a host of a ie s att i uta le to la ou  a ket 

dis i i atio  (Santero-Sanchez, Segovia-Pérez, Castro-Nuñez, Figueroa-Domecq, & Talón-

Ballestero, 2015, p. 234). The T&H industry is often said to offer women good employment 

opportunities, ut so e uestio s a  e aised o  ho  o e -f ie dl  the T&H i dust  
actually is (Carvalho, Costa, Lykke, & Torres, 2018). On the other hand, the T&H industry should 

recognize the vital importance of gender equality on the global context of sustainability and the 
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Sustainable Development Goals, as drivers for increasing its benefits and successful business 

(UNWTO, 2017). 

Organisational practices such as those commonly found in the T&H industry (e.g., long, irregular 

and unsocial working hours), together with gendered stereotypes about male a d fe ale s 
supposed characteristics, and cultural and societal conceptions of women as primary caregivers, 

disproportionately disadvantage this group. Therefore, not only recruitment practices in T&H 

are influenced by stereotyped gender roles, but also career advancement. As partially exposed 

in section 2.3.1 (Gendered nature of employment), the T&H industry is highly marked by strong 

horizontal and vertical segregation. Men are over-represented in managerial positions, at the 

top of the hierarchy. Women are more frequently employed in typically female areas, lower 

ranked within organisational hierarchies (both in status and in required skills), with worse 

employment conditions and lower wages (Carvalho et al., 2014; Jordan, 1997; Mooney & Ryan, 

2009; Purcell, 1996). Therefore, when it comes to developing, retaining, and advancing female 

talent, organisations have been shown to underperform (Walsh, Fleming, & Enz, 2016).  

Feminist studies (Acker, 1990; Carvalho et al., 2019; Morgan & Pritchard, 2019; Pritchard, 2014; 

Wahl, 1998) have been showing that organisations are not gender-neutral, and actually 

reinforce gender differences, gendered power relations and the male-dominated gender order. 

Ma age s f e ue tl  st ess that the  ostl  alue a didates  skills, ualifi atio s a d attitudes 
he  e uiti g, thus de i g the i flue e of ge de  upo  thei  o eptio s of thei  ideal 
o ke . Ho e e , when analysi g a age s  defi itio s of ideal  tou is  e plo ees it is 

possi le to ide tif  o st u ted ge de ed e sio s of hat o stitute ideal o ke  
characteristics. At a fi st gla e, hat see s ge de - eut al  o epts a e, i  fa t, pe petuati g 
the male hege o ,  e uati g o l  as uli e ha a te isti s i to the ideal o ke  dis ou se 
(Costa, Bakas, Breda, Durão, et al., 2017). One of the most salient characteristics is flexibility. 

The nature of tourism businesses, which are available 24 hours a day, seven days a week, places 

a g eat e phasis o  e plo ees  fle i ilit  – that is, flexibility to be available to any work 

demands. However, due to social reproductive gender roles typically assigned to women, 

women find it more difficult to comply with this ideal tou is  o ke  odel, hi h lea l  has 
consequences on how their careers develop (Costa, Bakas, Breda, Durão, et al., 2017). According 

to some authors, this flexibility may also refer to geographical mobility (Mooney & Ryan, 2009; 

Mónica Segovia-Pérez et al., 2014). 

Increased gender equality is not usually perceived as having an economic value for 

organisations, which may justify that gender equality-specific policies are still at a very early 

development stage. However, some managers admit that these issues frequently fall within 

a keti g st ategies to i p o e o pa ies  i age, ut a e ot take  se iousl  e ough (F. Bakas 

et al., 2018). Furthermore, some caution should be taken when applying policies that promote 

more flexible work arrangements for female employees, as managers can be perpetuating 

stereotyped gender roles that imposed on women the responsibility for primary childcare 

(Costa, Bakas, Durão, & Breda, 2015). 

Women are affected at different career stages and at different stages of their lives by the glass 

eili g  phenomenon, which can be roughly described as an invisible barrier that women and 

other minorities find when trying to advance to the highest-level positions in organisational 

hierarchies (Costa, Durão, et al., 2015; Cotter, Hermsen, Ovadia, & Vanneman, 2001; Mooney & 
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Ryan, 2009; Mónica Segovia-Pérez et al., 2014). Even the few women who find their way through 

a d sta d a o e  this glass eili g o ti ue to fight ge de -related inequalities and 

discrimination (Carvalho, Costa, Lykke, Torres, et al., 2018). Segovia-Pérez et al. (2014) propose 

that the factors underlying the formation of the glass ceiling, that may act both as facilitators 

a d o st ai s to o e s ad a e e t, a  e di ided i to: 

i. Internal factors, referring to those over which women have some degree of control. 

Among these factors, human capital (namely age and educational level) and family-

related factors (motherhood and distribution of family responsibilities and domestic 

work) can be found; and  

ii. External factors, efe i g to those fa to s ith di e t i flue e o e  o e s a ee s 
but over which they have more limited control. These include sociocultural factors 

(related to gendered stereotypes, roles, and processes), corporate culture (rooted in the 

country specific context in which it operates) and organisational policies (recruitment 

and promotion practices, mentoring programmes, equality policies).  

Findings from a study (Carvalho, Costa, Lykke, & Torres, 2018) aimed at analysing women 

a age s  a ee s i  tou is  o ga isatio s sho  that thei  a ee s follo ed th ee ai  t pes 
of paths, sometimes combining more than one type: linear careers (within the same 

organisation, male-dominated at the very top); job rotation across companies (also male-

dominated); and entrepreneurship (which is a perceived as a career stage and not an isolated 

event in their professional lives, with women themselves being at the top of their small-sized 

usi esses . The autho s used the ou da less a ee  odel to a al se a age s  a ee s 
paths and patterns of high inter-organisational mobility, concluding that most of their moves 

were not limited within the boundaries of an organisation, but rather happened between 

organisations, with career progression being more the result of job rotation than of climbing the 

career ladder, depending on promotions. Although some of these moves were due to the lack 

of opportunities to progress within the organisatio al hie a h , o ilit  as ofte  ega ded 
as a  i po ta t a ee  asset ; a d e e  he  o ilit  does ot ea  up a d p og essio  
somewhere else, it is associated with other valuable benefits, such as learning experiences, 

intrinsic rewards or important contacts (Carvalho, Costa, Lykke, & Torres, 2018, p. 9). Following 

another main tenet of boundaryless careers, that employees proactively manage their own 

a ee s, Ca alho, Costa, L kke a d To es s (2018) study also revealed that women strongly 

emphasised their own agency and active role in career-making, advocating that their 

achievements are the outcome of individual characteristics (e.g., effort, hard work, competence, 

dedication, agency) and wish to take hold of fulfilling challenges. In the hospitality sector, at 

career-entry stage, gender is found to be both a privilege (e.g., easy entry to a eas ese ed  fo  
women because women are percei ed to ette  at h su h positio s  e ui e e ts  and a 

penalty (e.g., sexual harassment from male co-workers in male-dominated areas). Gender is also 

found to regulate promotional opportunities, and not merit, as it is frequently presumed 

(Mooney, Ryan, & Harris, 2017). 

Reporting on in-depth interviews with female executives in the hospitality industry in Spain, 

Segovia-Pérez et al. (2019) also p oposed a holisti  app oa h to des i e o e s a ee  
de elop e t, g oupi g the ai  a ie s affe ti g o e s a ee s a d ep ese tatio  i  
decision-making positions, within the following levels: 
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i. Individual, hi h efe s to o e s self-perception, self-imposed barriers that lead to 

lack of confidence about their own management orientation and capabilities; 

ii. Interactional, referring to expected gender roles and stereotyping, expected behaviour 

associated with leadership style and family support;  

iii. Institutional, which include industry-specific factors, such as typical female occupations, 

long working hours, and constant need for availability; and 

iv. Intersectional, which includes two factors – gender roles and work-life balance – which 

are believed to be influenced and reinforced by factors on all individual-interactional-

institutional levels.  

Work-fa il  ala e, as a  o sta le to o e s a ee  p og essio , has ee  gi e  spe ial 
emphasis in many studies. Having children, in particular young children, may have a greater 

i pa t o  o e s a ee s tha  o  e 's (Costa et al., 2012; S. Mooney, 2009; Mooney & Ryan, 

2009). Working mothers are more likely to exit the workforce than non-mothers or men, or, as 

for female managers, to be less represented or to earn less than their male counterparts (Walsh 

et al., 2016). After reaching a certain point in their careers, women might not even want to 

progress further within the industry, which may be due to not seeing other women in top-

management positions, not perceiving benefits in advancing (from what they see from other 

women in higher level positions or what they do not see), for anticipating increased difficulties 

in  reconciling career and family, or for believing in the widespread idea that women cannot 

pursuit motherhood and a career at the same time (Mooney, 2009; S. Mooney & Ryan, 2009). 

I  a  ase o e  o ke s a e pe ei ed as less a aila le [o  as a lia ilit ]  e uite s due 
to [this] supposed social reproductive responsibilities, irrespective of whether they have them 

o  ot  (Costa, Bakas, Breda, Durão, et al., 2017, p. 73). 

 

2.5  Summary 

Significant changes in mainstream employment relations have prompt a reconceptualization of 

careers. During the twentieth century, a career meant a sequence of positions, a linear path 

through the entire work life, in one or in a small number of organisations. This traditional, 

bureaucratic career has been replaced by more embracing notions of career, and despite there 

is no single pattern dominating contemporary careers, these share a number of trends, such as 

the increased likelihood of frequent mobility beyond the borders of a single employer, or the 

accumulation and rearrangement of skills, knowledge and abilities to meet the demands of a 

changing workplace. Protean, Boundaryless or Kaleidoscope career orientations are, therefore, 

widely discussed modern career perspectives (Arthur, 1994; Defillippi & Arthur, 1994; Hall, 1976, 

2004; Mainiero & Sullivan, 2005; Sullivan, 1999). These e  a ee  o epts a e examined as 

potential orientations towards careers in T&H.  

Therefore, in this chapter, major theories of career development, choice, and adjustment, as 

well as concepts of career and career development have been reviewed. There is a great need 

for a deeper understanding of the career development path in an industry as fragmented as 

T&H, previous studies pointing out to the fact that the T&H sector offers very few structured 

career opportunities (Ladkin & Kichuk, 2017; Ladkin & Riley, 1996; McCabe & Savery, 2007).  

Being as difficult as it is for workers to be given genuine prospects of career development, it is 
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everything but surprising to have competent and qualified employees resign (Kusluvan, 2003). 

Discussions concerning the relationship between talent management and careers in the T&H 

field are still limited, not extending beyond the recognition that the loss of talented staff is a 

significant problem. This appears to be paramount in an industry that continuously operates in 

an often-unpredictable environment, characterised by high seasonality and both quantity and 

quality labour shortages. This chapter also sets the context for T&H as a career choice, by 

exploring the specific characteristics which are considered to shape the employment quality in 

this industry (such as long working hours culture, seasonal and short-term nature of 

employment, wage levels or the gendered nature of employment, just to name a few) and the 

motivations underpinning a decision to pursue a career in the T&H industry (which are function 

of both the attractiveness of the industry, accessibility of jobs and personal attributes). 

There is a pressing need of talent management to move forward from a collection of HR 

practices that serve only organisational goals and allow individuals to develop and manage their 

own careers instead (Ladkin & Kichuk, 2017). Therefore, more than approaching employees as 

o je ts that s eed to e a aged  o ga isatio s, tale t management must consider 

i di iduals  o  i te ests, eeds, p efe e es a d a ee  aspi atio s (Thunnissen, 2016). In 

addition, for development plans to be successful, over-generalisation should be avoided; 

strategies should be segmented to target different generations, career stages, personal needs 

and lifestyles (Hatum, 2010). T&H careers have unique attributes that are shaped by a highly 

variable context, which have been also examined in this chapter, particularly in relation to 

significant changes in mainstream employment relations, demographics, technology, and 

education.   
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3.   Quality of life and well-being at work 

 

 

3.1  Introduction 

Wo k is a  i po ta t pa t of hu a  life, a d i di iduals  positi e o  egati e e aluatio s of thei  
work are largely reflected in other spheres of their lives. Over the past few years, the meaning 

of quality of working life (QWL) has undergone great changes, and issues such as happiness and 

well-being at work have been subject of a lot of debate, which has led to an increase in concerns 

a out e plo ees  o k e pe ie es. Not only perceptions of QWL i flue e people s areer 

decisions, as QWL is considered an important HRM strategy for high employee retention and 

high employee satisfaction, with strong repercussions on organisational effectiveness. Also 

divided in three parts, Chapter 3 contributes, therefore, to gain a deeper insight into the most 

sig ifi a t issues i flue i g e plo ees  e aluatio s of thei  QWL. 

The first part addresses the conceptualisation of QWL and its development over time, referring 

to the e isti g fa il  of o epts, dis ussi g both its objective and subjective nature, and 

drawing attention to other influential approaches in theoretical and empirical research on job 

quality, namely job satisfaction and person-job fit.  

The second part of the chapter presents the most relevant theoretical approaches devoted to 

the measurement of QWL, systematizing different views on the core constituents of QWL. More 

specifically, special reference is made to Walto s odel , Ha k a  a d Oldha s 
motivational theory (1975, 1980) and “i g  et al. s  eed-satisfaction and spillover theory-

inspired model. Attention is also given to some of the most influential models stemming from 

occupation health psychology research and commonly applied to assessments of the quality of 

the working environment and work characteristics, namely: the Job Demand–Control–(Support) 

model, the Effort–Reward Imbalance model and the Job Demands–Resources model.  

The third section is then dedicated to the analysis of the multidimensionality of QWL, namely to 

the identification of the main dimensions of job quality. These dimensions are drawn from the 

extant literature, both more generic and industry specific, although studies addressing QWL of 

T&H employees are rather scarce. The nature and characteristics of T&H employment presented 

in the previous chapter have also informed the selection of this set of dimensions.   
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3.2  Bad jobs vs. good jobs: the growing debate on quality of working life 

Work plays such a very important role in the life of a person, as an integral part of our everyday 

life and our livelihood. We invest a significant part of our life preparing (through education and 

internships) and devoting ourselves to work. On average one spends around at least eight hours 

per day in the workplace (without considering commuting time), for about 35 or more years; 

that is one third of our entire life and does influence the overall quality of our life. Employees 

now enjoy the prospect of 60-year careers; this enjoyment may yield both a positive and 

egati e i te p etatio . E e  i  ti es of e o o i  du ess, the ast ajo it  of the adult 
population age 25–  is e plo ed i  so e apa it , i.e., most adults have a job and even 

although the time spent at work obviously varies by the person and occupation, we spend more 

time working than in any other waking activity (Judge & Kammeyer-Mueller, 2012, p. 373). It is 

due to this significance of work in the lives of most people that workplace well-being and job 

quality have become such important issues that constitute specific areas of prominent policy-

makers such as the International labour Organization (ILO) or the Organisation for Economic Co-

operation and Development (OECD).  

Not o l  o k takes o e  people s ti e a d e e g  ut also thei  ide tities, hi h is e ide ed 
 ho  ost people espo d to the uestio s What do ou do?  o  What a e ou?  (Judge & 

Kammeyer-Mueller, 2012, p. 343). In most studies about quality of life, attitude towards work is 

also found to be closely linked to life satisfaction (Sirgy, 2012).  

It is increasingly recognised that the quality of jobs is significant because it influences attitudes, 

behaviour and outcomes for both individuals and institutions. Investigation towards the creation 

of better jobs  has been increasing across the EU and other most developed countries. 

P o oti g ette  ualit  jo s has ee  a e t al ai  of the Eu opea  U io s e plo e t 
strategy since 2000  (Holman, 2012).  

The OECD is actively working to bring job quality to the forefront of the policy debate, urging its 

e e  ou t ies to desig  poli ies that seek to sti ulate o e a d ette  jo s to eate 
sustainable and equitable future employment, promoting stronger, more inclusive growth and 

providing a key link between the economy and well- ei g  (Stacey, 2015, p. 17). In turn, the ILO 

posits that workers well-being is a key factor for organisational long-term effectiveness and the 

aim of measures for workplace well-being is to complement Occupational Safety and Health 

measures to make sure workers are safe, healthy, satisfied and engaged at work (ILO, n.d.). Even 

before the current global economic downturn, both these international bodies, and the EU have 

been collaborating on statistical indicators for measuring and ways to promote employment and 

de e t o k 15 among their member countries.  

How to do it is the big challenge, as the definition of uniform or comparable measurement 

methods and the design of any actions and interventions to improve the quality of jobs, rests on 

agreeing on a definition of what o p ises a good jo  (CIPD, 2017; Jones, Haslam, & Haslam, 

 

15 Mo e detailed i fo atio  a out the o ept of ILO s decent work is provided at: 

http://www.ilo.org/global/topics/decent-work/lang--en/index.htm  

Fo  a ief o e ie  a out de e t o k  please see: 

https://www.eurofound.europa.eu/observatories/eurwork/industrial-relations-dictionary/decent-work  
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2017; Santero-Sanchez, Segovia-Pérez, Castro-Nuñez, Figueroa-Domecq, & Talón-Ballestero, 

2015). One of the more far reaching indices is the European Working Conditions Survey (EWCS), 

promoted by the European Union Agency EUROFOUND, which has been used for the last 20 

years and addresses the differences between broad groups of workers. Portugal takes part of 

this survey since its first edition in 1990/1991, but at the national level, no job quality indices 

are available. 

The efforts to conceptualise and operationalise QWL have thus been divided between academic 

and institutional initiatives (e.g., the launch of EWCS i  , ILO s o ept of De e t Wo k 
launched in 1999 or the EU s fo us o  jo  ualit  as a esult f o  the Lis o  T eat  i  , 
which have evolved in parallel (Burchell, Sehnbruch, Piasna, & Agloni, 2014). This conceptual 

multiplicity poses challenges both for the scientific understanding of job quality, as for the 

capacity of policy interventions to improve it.   

This is pa tiall  due to the e iste e of a fa il  of o epts  that a  e fou d i  oth a ade i  
and grey human resource, organisational behaviour or quality of life literatures, covering very 

broad to more narrow approaches and all containing various dimensions, such as, but not 

limited to: job quality, quality of work/working life, decent work, fair work, good work, work 

well-being, fulfilling work, meaningful work, and quality of employment. The scope of this family 

of concepts is multi-focus and multi-level, ranging from a focus on workers, to the immediate 

worksite, to the employer organisation or to the economy and society (CIPD, 2017; Nadler & 

Lawler III, 1983).  

Sometimes these different concepts are distinct, sometimes overlap, sometimes they are 

synonymous, sometimes they are used interchangeably, and sometimes are simply 

overstretched by researchers and policy-makers (CIPD, 2017). In some cases, the differences are 

not necessarily conceptual, but semantic (e.g., work well-being, well-being at work or employee 

well-being). The frequent colloquial use of this plethora of terms makes often difficult to 

ascertain their specific conceptual or theoretical sense. In other cases, quality of working life  is 

more frequently applied to subjective assessments, whereas job quality  or ualit  of o k  are 

associated with objective assessments and te s su h as de e t o k  o  ualit  of 
e plo e t  have been subject of mixed approaches (Burchell et al., 2014). This objective-

subjective dichotomy is addressed further down the current section. 

All these concepts have been widely discussed by numerous researchers with different 

disciplinary perspectives, which difficult the systematic compilation of information on this 

matter. Defining such concepts might seem apparently simple, as everyone understands what 

they consist of, although they might mean different things to different actors, whether these 

are scholars, workers, social partners or policymakers. Therefore, not only several concepts 

exists, as there are multiple definitions, conceptualisations and measurements for each of them 

(examples of more in-depth compilations can be find in Martel and Depuis (2006), CIPD (2017) 

or Sirgy (2012)).  

In this work, the designation quality of working life was adopted as the preferred concept, as it 

was considered to better and more noticeably encompass references to the job (that includes 

both the work developed under a specific set of terms and conditions and employment in a 
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particular organisation) and to the occupation (employment in a particular sector, referring to a 

category of jobs).  

QWL has been gaining visibility as an important construct within HRM and although there is still 

no formal definition, industrial psychologists and management scholars generally agree that it 

deals with employee well-being and improved working conditions and differs from the concept 

of satisfaction (Sirgy, Efraty, Siegel, & Lee, 2001). Few examples from the multitude of 

conceptual definitions of QWL are summarized in Table 3.1.  

 

Table 3.1 | Synopsis of some frequently quoted QWL definitions 

Author(s)  Definition 

Nadler and Lawler III | 1983 

 QWL is a way of thinking about people, work, and organisations. Its distinctive elements 
are (1) a concern about the impact of work on people as well as on organizational 
effectiveness, and (2) the idea of participation in organizational problem solving and 
decision making. (p. 26) 

Kiernan and Knutson | 1990 

 QWL is a  i di idual s i te p etatio  of his/he  ole i  the o kpla e a d the i te a tio  
of that role with the expectations of others. A quality work life means something 
different to each and every individual, and is likely to vary according to the i di idual s 
age, career stage, and/or position in the industry. (p. 102) 

Sirgy, Efraty, Siegel and Lee | 2001 

 QWL [means] employee satisfaction with a variety of needs through resources, 
activities, and outcomes stemming from participation in the workplace. (p. 242) 

Martel and Dupuis | 2006 

 QWL, at a given time, corresponds to a condition experienced by the individual in his or 
her dynamic pursuit of his or her hierarchically organized goals within work domains 
where the reduction of the gap separating the individual from these goals is reflected 

 a positi e i pa t o  the i di idual s ge e al ualit  of life, o ga izatio al 
performance, and consequently the overall functioning of society. (p. 355) 

Ahmad | 2013 

 QWL is generally associated with a series of objective organizational conditions and 
practices that enables employees of an organization to perceive that they are virtually 
safe, satisfied and have better chances of growth and development as individual human 
beings. (p. 73) 

 

Both Nadler and Lawler III (1983) and Kiernan and Knutson (1990) emphasize the subjective 

nature of QWL. However, Nadler and Lawler III defi e QWL as a a  of thi ki g , hi h is also 
complex and subjective notion as difficult to operationalise as QWL. Martel and Dupuis (2006) 

and also Kiernan and Knutson (1990) highlight the dynamic nature of QWL, while Sirgy et al. 

(2001) and Ahmad (2013) place satisfaction as underlying QWL.   

Nadler and Lawler III (1983), who have been involved in early debates surrounding the 

conceptualisation of QWL, also make two interest remarks regarding their proposal of a 

definition. First, the authors point out that being focused on QWL goes beyond concerns with 

productivity or organisational enhancement, because the focus is on individual outcomes, i.e., 
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not only how people can do work better, but also how work can contribute for people to be 

better. Second, they advocate for participation in the process of organisational decision, which 

does not mean participation in all decisions, but involving people in the process of making 

important decisions that affect them and their work (Nadler & Lawler, 1983). 

The concept of QWL emerged from psychology, then migrated to sociology and industrial 

relations. Although the expression quality of working life was not used then, its origins are 

rooted in the early twentieth century, with studies by the sociologist Elton Mayo at Western 

Ele t i s Ha tho  pla t (who demonstrated the importance of the human factor at work, 

namely the influence of groups individual behaviour). The concept was born in a context of poor 

industrial relations and worker motivation and was, therefore, centred in obtaining a better fit 

et ee  te h i al a d so ial s ste s i  o kpla es a d i p o e people s o k o ditio s. 

Initially, the QWL movement sought to address worker alienation in an industrialized society 

which favoured technological advancement, productivity, and economic growth. The initial 

concept had a limited focus on job design, aiming to improve what is now referred to as 

o k/e plo ee e gage e t  (CIPD, 2017); Walton, 1973).  

Gradually it extended to a drive for a wider social change and is broader than the aims of 

unionization movement; it evolved to emphasize the human dimensions of work – feelings, 

attitudes and motivations – by focusing on the quality of the relationship between the worker 

and the working environment (Martel & Dupuis, 2006).  For some authors, the QWL movement 

was only initiated in the 1960s, with the work of Eric Trist and colleagues at the Tavistock 

Institute of Human Relations, in London, who developed a sociotechnical16 research tradition 

ased o  the a al sis a d edesig  of o k as a a  to i p o e o ke s  satisfa tio  a d ell-
ei g. This movement emphasized upon improving the workplace conditions to meet the 

expectations of a more affluent and well-educated workforce and also live up to the 

e pe tatio s of the o ga izatio al eeds fo  i p o ed ualit  a d p odu ti it  (S. Ahmad, 

2013, p. 74).  

Nadler and Lawler III (1983) made one of the first systematisations of the different meanings 

that QWL had been assigned to over a 20 year-period of study, as presented on Table 3.1. 

Ho e e , esea h o e  the last th ee de ades, has ot o fi ed the autho s  last p edi tio , 
with a growing number of studies being published since then. In the recent years, QWL has 

generated wide scale interested from researchers, practitioners and policymakers.  

One of the issues that emerges from the debate surrounding the dimensions that constitute the 

o ept, is that if a good jo  has a  objective or a subjective facet; namely whether dimensions 

should be restricted to the intrinsic characteristics of the jobs themselves or extended to also 

include consideration of degree to which the job meets the needs or preferences of the 

individual worker (CIPD, 2017; Santero-Sanchez et al., 2015). Vinopal (2012) stresses that due to 

this dual nature, these objective and subjective dimensions should be examined together and 

their mutual relationship, clearly analysed.  

 

16 To find more about the Socio-Technical Model please see Trist, E. (1981). The evolution of socio-technical systems: 

a conceptual framework and an action research program. Journal of Issues in the Quality of Working Life Occasional 
Paper, Issue 2. 



 63 

Table 3.2 | Different meanings of QWL over time 

QWL as a Variable 

1959-1972 QWL as a  i di idual s ea tio  to o k o  the pe so al o se ue es of the o k 
experience; focus on the impact of work on the individual; organisational actions 

towards quality of work under evaluation. 

QWL as an Approach 

1969-1974/75 QWL s fo us as still o  the i di idual athe  tha  o  o ga isatio al out o es, ut 
at the same time meaning joint labour-management cooperative projects, aimed at 

improving outcomes for both the individual and the organization; QWL as a result of 

collaborative work. 

QWL as a Method 

1972-1975 QWL as a set of methods, enhancing approaches, or technologies for the work 

environment and making it both more productive and more satisfying; QWL as 

synonym of autonomous work groups, job enrichment or design of workplaces as 

integrated social and technical systems (inspired by the work of Eric Trist). 

QWL as a Movement 

1975-1980 QWL as o e of a  ideologi al state e t a out the atu e of o k a d the o ke s 
relationship to the organisation; ideals such as participate management and industry 

democracy were frequently evoked. 

QWL as Everything 

1979-1982 QWL is seen as a global concept and is frequently perceived as a panacea for coping 

with problems, foreign competition, grievance quality problems, low-productivity 

rates, and just about everything else; all organisational efforts towards development 

and effectiveness may be labelled QWL and high expectations are created (although 

no innovation can embrace all these domains). 

QWL as a Nothing 

1982 and 

beyond 

The inevitable failure of some QWL projects (to be expected in any innovation) are 

envisioned a d QWL s potential inability to deliver on some of the promises could 

lead to a growing disbelief, or even aversion, to the concept. 

Source: Nadler and Lawler III (1983, pp. 22–24) 

 

The objective t aditio  fo uses o  the esse tial aspe ts of o ki g life that eet o ke s  eeds 
from work – such as salary, working hours and their flexibility, legal protection of workers, type 

of work contract, and so on –, aiming to obtain a measure of job quality based on hard data and 

i depe de t of o ke s  i di idual i u sta es. These featu es a  thus e o se ed at 
micro, meso and macro levels. In a macro-perspective, the quality of a job may be viewed against 

the backdrop of the labour market (EUROFOUND, 2012; Vinopal, 2012) (Table 3.3). 

Consequently, the subjective17 perspective can only be measured on the individual level, as it is 

ased i  the utilit  that ea h o ke  de i e s f o  his/he  jo , a d this utilit  is pe ei ed to 
be subjective as each worker has preferences over different job features. There are opposing 

arguments regarding if utility can be directly measured, with some authors arguing that it can 

be revealed through actions and behaviours towards work, and others preferring to use 

 

17 “elf- epo ted a ia les a e so eti es efe ed to as su je ti e , ut this is a pote tial sou ce of confusion when 

su h epo ts a e a out o je ti e jo  featu es. ‘athe , su je ti e  is a te  that should e ese ed fo  epo ts of 
feeli gs, pe eptio s, attitudes o  alues  (EUROFOUND, 2012, p. 10). 
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measures of well-being, including feelings and emotions, or job satisfaction (EUROFOUND, 

2012). 

Researchers from the subjective tradition believe that the objective approach considers jobs as 

unbiased, ignoring individual features such as gender, race and class. This divergence is crucial 

as the defi itio  of good  o  ad  jo s is ot o ious: o ke s  assess e ts of jo  ualit  a ies, 

goes beyond the working environment per se and reflects a broad of personal characteristics 

and i u sta es CIPD, , p. . These assess e ts also i o  o ke s  aspi atio s a d 
expectations about the quality of their job (Santero-Sanchez et al., 2015). As a consequence, the 

terms and conditions of work and employment that might be perceived as objectively poor/bad, 

can be subjectively experienced by the job-holders as positive/good, and vice-versa. 

 

Table 3.3 | Working life quality levels 

 Unit of analysis Objective characteristics Subjective characteristics 

Micro-level Individual 
Salary/wage 

Job characteristics 

Satisfaction with salary 

Evaluation of relations at 

the workplace 

Etc. 

Meso-level Company, location 
Average salary 

Jobs on offer 
N.a. 

Macro-level State, country 
Unemployment rate 

Level of legal protection of 

workers 

N.a. 

Source: Vinopal (2012) 

 

Jones, Haslam and Haslam (2017) share this vision, arguing that the right jo , i.e., how well a 

jo  suits a pa ti ula  i di idual, e o es a o e i po ta t easu e tha  good jo , hi h 
cannot exist as a universal construct due to the wide variation between individuals in their 

p efe e es a d d i e s. Co se ue tl , eithe  the pe fe t jo  e ists, o l  the est jo  fo  a 
pa ti ula  i di idual i  a pa ti ula  situatio  p. . The authors give the example of the highly 

comprehensive model of job quality proposed by Mũoz de Bustillo, Ferńndez-Maćas, Ant́n 

and Esteve (2011), in which jobs that involve evening or weekend working are scored as being 

disadvantageous, when there may be individuals who actually prefers such work arrangements.  

Furthermore, Royuela, López-Tamayo and Suriñach (2009), who computed a composite index 

for quality of working life a d o pa ed the esults of the i de  ith o ke s  su je ti e 
perceptions of job satisfaction, e a k that if a  o je ti el  ad situatio  is ot pe ei ed as 
such by individuals, there will not be a strong stimulus for significant change.  

Furthermore, standard analysis of the labour market usually focuses on quantity, on the 

aggregate labour market outcomes that are available in official statistics: the number of jobs 

and their correlates, that is, employment and unemployment rates. But, in fact, different jobs 

have different bundles of positive and negative attributes, and even these attributes evolve over 

time along with the structure and regulation of the labour market. Thus, what at present may 

be o side ed a e age o  good ualit  jo s ight, as ti e goes , tu  i to iddli g  o  e e  
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ad  jo s, leadi g to a p o ess of so ial dissatisfa tio  e e  i  a o te t of high e plo e t 
and stable working conditions  (Muñoz de Bustillo, Fernandez-Macias, Esteve, & Anton, 2011, 

pp. 449–450; Walton, 1973). 

Anchored on more subjective aspects, there are two other influential approaches in theoretical 

and empirical research on job quality: job satisfaction and person-job fit. 

Although job satisfaction has become a proxy for well-being and is the most commonly 

investigated aspect of well-being by academics and policy-makers, when looking at QWL 

literature, it seems consensual that it differs from the concept of QWL (Clark, 2015; Muñoz de 

Bustillo & Ferńndez-Maćas, 2005; OECD, 2017; Sirgy et al., 2001). Although there is a strand of 

lite atu e that alidates jo  satisfa tio  as a elia le easu e of ho  o ke s  eall  feel about 

their job, there are also conflicting views in determining if job satisfaction is a feature or an 

outcome of QWL. Using job satisfaction, in particular the declared level of satisfaction of the 

worker with his/her job, as an overall indicator of job quality is one of the most common 

approaches for defining job quality. However, this option has its shortcomings and although an 

index of job satisfaction18 can be very useful for contrasting and externally validating the results 

of a job quality index, is not enough. One of the critiques directed at this approach is that, in 

some countries, very important differences in terms of work and employment conditions do not 

exert a socio-economically significant effect on reported job satisfaction, therefore not 

reflecting the real quality of jobs with different attributes (CIPD, 2017; Clark, 2015; Muñoz de 

Bustillo et al., 2011). Comparisons across individuals may also be difficult, as job satisfaction 

a  also efle t i di iduals  e pe tatio s that a e ased o  o pa iso s ith thei  p e ious 
jo s, ith efe e e g oups o  ith othe  jo s a aila le i  the la ou  a ket  (OECD, 2017, p. 

100). Other authors (e.g., Martel & Dupuis, 2006) highlight that the way satisfaction is measured, 

generally on a continuum, makes it inappropriate for measuring dynamic constructs such as 

QWL. 

Some conceptualisations posit that QWL is essentially determined by i di iduals  affe ti e 
responses to their work environment (for example, QWL is the outcome when an employee 

experiences plenty of job uplifts/positive affect and little job hassles/negative affect), whereas 

perceptions of specific features of the work environment and organisational climate are instead 

more strongly related to job satisfaction (Sirgy, 2012). Locke (1976) advocated that overall job 

satisfaction can be interpreted as a weighted sum of job outcomes over different aspects of the 

job (e.g., pay, promotion, security); the weights are the job values, which refer to how important 

different job outcomes are for workers. Hierarchical theoretical concepts of QWL put job 

satisfaction as a middle link on the scale from life satisfaction –> job satisfaction –> satisfaction 

with specific features of work (Muñoz de Bustillo & Ferńndez-Maćas, 2005). For Sirgy at al. 

(2001), the focus of QWL is e o d jo  satisfa tio , i ol i g the effe t of the workplace on 

satisfaction with the job, satisfaction in non-work life domains, and satisfaction with overall life, 

personal happiness, and subjective well- ei g  (p. 242). 

 

18 The Job Description Index (cf. Smith, Kendall & Hulin, 1969) is one of the most popular measures of quality of 

working life, involving five constructs related to satisfaction with work, pay, promotion policies, supervision, and co-

workers. 
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Dissatisfaction with work is also considered to be the consequence of excessive levels of 

horizontal and vertical specialisation in rationalised organisations, which result in content, 

autonomy, and humanisation-deprived jobs. Quality of working life is presented by Hales (2001) 

as one of the fundamental principles of despecialised work organisations19 a d des i ed as the 
conviction that work organization must reconcile the interests and goals of both employers and 

employees and thus strike a balance between the pursuit of efficiency and economic 

performance on the one hand and providing work is fulfilling, satisfying and well rewards on the 

othe  p. . 

The basic premise of the person-job fit approach is that well-being can be conceptualised as the 

match between the characteristics of the worker and those of the job, which is measured in 

subjective terms; i.e., workers are asked to assess how much they value each work-related 

attribute (such as pay, autonomy or skill use) and the extent to which these attributes are 

available in their work environment. This approach stems from Person-Environment fit theories, 

which hypothesizes that individual behaviour is driven by the perceived congruence or match 

between the person and the environment one functions in, and also concerns more specific 

notions of fit, including person-job fit, person-organisation fit, person-group/team fit, person-

supervisor fit, person-culture fit, person-vocation fit or person-industry fit. Although some of 

these domains may be referred, analysing more specifically each of them is beyond the scope of 

this study (for a meta-analysis, see Kristof-Brown, Zimmerman and Johnson (2005)).  

One category of theories linking well-being with quality of life that has been subject of a lot of 

research focuses on the concept of engagement (see section 4.3). These theories imply that the 

employees become cognitively and affectively involved in work-related activities; the greater 

their involvement in these activities, the greater the well-being. In relation to engagement 

theory, one can argue that employees who are engaged in their jobs are likely to experience a 

higher level of well-being and happiness than those who are less engaged (Stairs & Gaplin, 2010).  

 

3.3  Models and measures of QWL 

The evolution of the concept of QWL has been mirrored by several studies and theoretical 

approaches devoted to the measurement of the concept, with different authors also differing in 

the views on the core constituents of QWL (Van Laar, Edwards, & Easton, 2007). The wide range 

of factors proposed by these various authors, without being industry specific, are predominately 

motivational factors, which if present contribute for positive evaluations of the work experience. 

Although several definitions, measures and even indexes of job quality exist, there is no 

consensus about what job features constitute this obviously multidimensional concept. Some 

measures rely on a single indicator, while others use multiple indicators, but even when 

composite figures are used, there are challenges and disagreements around the weighting of 

each indicator, as the relative importance of these dimensions is not necessarily the same for 

 

19 Together with the ideology of empowerment, flexible work methods, recombination of works tasks (horizontal 

despecialisation), recombination of planning, control and execution (vertical despecialisation), and high-involvement 

employment relationship. 
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everyone or even for the same person at different times (Clark, 2015; Findlay, Kalleberg, & 

Warhurst, 2013; Muñoz de Bustillo et al., 2009). 

Those that were identified as the most influential approaches in theoretical and empirical 

research on QWL are listed in Figure 3.1 and briefly described hereafter. 

 

 

Figure 3.1 | Major theoretical frameworks of Quality of Working Life 

Source: Own construction 

 

Although it was first proposed in the 1970s, Walto s odel (1973) remains one of the most 

renowned and used models, considered by many as a very complete and broad framework. This 

framework for analysing the salient features of the QWL, is consisted of eight major conceptual 

categories: (i) adequate and fair compensation; (ii) safe and healthy working conditions; (iii) 

immediate opportunity to use and develop human capabilities; (iv) future opportunity for 

continued growth and security (career opportunities and planning programs); (v) social 

integration in the work organisation (nature and influence of personal relationships); (vi) 

constitutionalism in the work organisation (framing rules and regulations intended at the 

p ote tio  of  o ke s  ights ; (vii) work and total life space (refers to what is now commonly 

termed work-life balance); and (viii) social relevance of work life (perceptions of the social 

responsibility of the employing organisation). The author also draws attention to the 

interrelationship and trade-offs among these eight criteria, remarking that some may be 

positively correlated, while others may seem apparently inconsistent, in particular when one 

may need to be subject to decline in order to other be improved (e.g., heavy emphasis on 

constitutionalism may promote impersonality, reduce social integration or limit more flexible 

work arrangements) (Walton, 1973). 

Also Maslow (1943), with the hierarchy of needs, and Herzberg (Herzberg, 1966; Herzberg, 

Mausner, & Snyderman, 2011), by introducing the Two-Factor Theory of work motivation, have 

contributed for this field of research; their models complement one another and laid the 

foundations of the so-called need-satisfaction theory, that would become one of the dominant 

approaches in the QWL literature (Loscocco & Roschelle, 1991; Sirgy et al., 2001).  
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Ha k a  a d Oldha s oti atio al theory (1975, 1980) is also frequently evoked in QWL 

studies. These organizational psychologists developed the Job Characteristics Theory (JCT), 

advocating that five core job dimensions – skill variety (use of a number of different skills and 

talents at work), task identity (opportunity to do a job from beginning to end, with a visible 

outcome), task significance (impact that the work has on the lives or work of other people), 

autonomy (degree to which the job provides substantial freedom, independence, and 

discretion) and feedback (obtaining information about the effectiveness of job performance) – 

prompt three psychological states, i.e., experienced meaningfulness, experienced responsibility 

for work outcomes, and knowledge of results of work activities. In turn, these psychological 

states lead to or have an effect on five on-the-job outcomes or results: intrinsic motivation, 

performance, satisfaction, and absenteeism and turnover (see Figure 3.2) (Hackman & Oldham, 

1975).  

 

 

Figure 3.2 | Ha k a  a d Oldha s Job Characteristics Theoretical Model 

Source: Hackman & Oldham (1975, p. 161) 

 

Satisfaction, in particular, is measured both generally and specifically; specific measures of 

satisfaction in this model include: job security, pay and other compensation, peers and co-

workers, supervision, and opportunity for growth and development. Hack a  a d Oldha s 
(1975) model further suggests that the relationship between core job characteristics and the 

critical psychological states, as well as between these and personal and work outcomes, is 

stronger for individuals with high growth need strength, i.e., those who are highly motivated to 

learn and grow on the job. 
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Buildi g o  Ha k a  a d Oldha s odel, Sirgy et al. (2001), developed a comprehensive 

measure of QWL based on both this need-satisfaction theory and on the spillover theory20 (also 

known as theory of side effects or transfer model). As previously seen, the need-satisfaction 

theory argues that people have basic needs they seek to fulfil through work. The basic premise 

of the autho s  o st u ts a d easu e is that employees derive satisfaction from their jobs and 

are likely to enjoy a sense of QWL to the extent that their jobs meet these needs. In turn, the 

spillover approach to QWL suggests that satisfaction in one life domain (e.g., work) may 

influence satisfaction in another (e.g., family, leisure, social, health, financial). The authors also 

discuss the existence of horizontal spillover and vertical spillover; horizontal spillover is the 

influence of one life area on a eigh ou i g  a ea e.g., job satisfaction influencing feelings of 

family life satisfaction, and vice versa), whilst vertical spillover refers to the hierarchy of life 

do ai s i  people s i ds that has o e all life satisfa tio  at the top  a d the spill o e  of 
(dis)satisfaction feelings from each life domain to the most superordinate domain (Figure 3.3).  

 

 
Figure 3.3 | “i g , Ef at , “iegel a d Lee s  easu e of QWL: a te edents and consequences 

Source: Sirgy et al. (2001, p. 249) 

 

More specifically, the authors conceptualise QWL in terms of satisfaction of seven needs, 

totalling 16 need-satisfaction dimensions: (i) health and safety needs (protection from ill health 

and injury at work and outside of work, and enhancement of good health); (ii) economic and 

family needs (pay, job security, and other family needs); (iii) social needs (collegiality at work 

and leisure time off work); (iv) esteem needs (recognition and appreciation of work within the 

 

20 The spillover theory is just one of the theoretical models that have been proposed to understand the potential 

i flue e of o k o  a pe so s othe  sphe es of life; other are the compensation model, the segmentation model or 

the accommodation model (see Martel & Depuis, 2006). 
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organisation and outside the organisation);  a tualizatio  eeds ealizatio  of o e s pote tial 
within the organization and as a professional); (vi) knowledge needs (learning to enhance job 

and professional skills); and (vii) aesthetic needs (creativity at work as well as personal creativity 

and general aesthetics). This QWL easu e s o ologi al p edi ti e  alidit  was tested 

through hypotheses deduced from spillover theory, namely by analysing the effects of the need 

satisfaction with a number of factors – work environment, job requirements, supervisory 

behaviour and ancillary programs – o  e plo ee s o e all o k-related need satisfaction, on 

organisational commitment, on job satisfaction, on satisfaction in non-work life domains, and 

on life satisfaction (Sirgy et al., 2001).   

Advocates of the right  jo  thesis, also previously mentioned, Jones, Haslam and Haslam 

(2017), proposed a model that distinguishes between core features, which are important for 

almost all workers (e.g., job security, personal safety, work intensity, e ough pa  to eet o e s 
eeds  a d jo  fit  featu es, hi h a e subject to more individual variation (e.g., autonomy, the 

opportunity to form close relationships). The model, developed from interviews with blue collar 

workers (occupations where employees are not required to have high levels of formal 

education), also identifies a number of influencers, which were appointed by interviewees as 

reasons for prioritising particular job features, including: personal circumstances or family 

factors, age and stage of life, past experience, personal health, nature of work, personality and 

gender. 

When the focus is on the quality of the working environment and work characteristics and its 

i pa t o  o ke s  ell-being and their psychological and physical health conditions, there are 

also three very influential models that should be referenced: the Job Demand–Control–
(Support) model, the Effort–Reward Imbalance model and the Job Demands–Resources model. 

Rooted in occupational stress studies, Karasek s (1979) Job Demands–Control (JCD) model 

focuses on two dimensions of the work environment – (psychological) job demands (which 

refers to workload, primarily with respect to the intensity and time pressures in work) and job 

control (sometimes termed decision latitude or discretion, efe s to a pe so s a ilit  to o t ol 
his/her work activities) –, and it is based on the assumption that job control can buffer the 

impact of high levels of job demands, therefore reducing the risk of strain and enhancing 

emplo ees  satisfa tio  th ough the oppo tu it  to e gage i  halle gi g tasks, as well as to use 

all available skills and learn new ones. This model hypothesises that high-strain jobs result from 

the combination of high job demands and low job control, while active-learning jobs result 

combination of high job demands and high job control (Figure 3.4).  

This is because although jobs may be intensively demanding, if task enjoyment, learning and 

personal growth are also high, energy gets converted into effective action. As research 

developed to overcome some limitations, a third dimension – social support – was later added 

to the model; this expansion granted the model a new designation: Job Demand–Control–
Support (JCDS) model (Johnson & Hall, 1988; Karasek & Theorell, 1990). The expanded model 

h pothesises that iso-st ai  jo s  a e ha a te ised  high de a ds, lo  o t ol, a d lo  
support (or isolation); therefore, the JDCS model states that social support moderates the 

negative impact of high strain.  
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Figure 3.4 | Ka asek s  jo  st ai  odel 

Source: Karasek (1979, p. 288) 

 

The Effort–Reward Imbalance (ERI) model (Siegrist, 1996, 2017) (Figure 3.5) emphasises the 

importance of norms of reciprocity, rather than the control structure of work. The basic premise 

of this model is that an imbalance between work efforts and the rewards from work violates this 

norm of reciprocity (high cost/low gain), thus ha i g egati e o se ue es fo  o ke s  health 

(e.g., cardiovascular health, psychiatric disorders, burnout). Therefore, perceived fairness 

between required efforts (both extrinsic job demands and intrinsic motivation to meet these 

demands) and received rewards (money, esteem or approval, and status control) is the main 

tenet of this model. The ERI model also introduces a personal coping pattern – overcommitment 

– which may moderate the association between effort–reward imbalance and employee 

wellbeing, as consciously or unconsciously, [individuals] may strive towards continuously high 

achievement because of their underlying need for approval and esteem at work …  [which] 

o t i utes to high ost/lo  gai  e pe ie e at o k e e  i  the a se e of e t i si  p essu e  
(Siegrist, 2016, p. 10). 

 The severity of the effects of this failed reciprocity will be higher if workers experience 

difficulties in finding alternative choice in the labour market (also referred to as dependency) or 

if they are exposed to a highly competitive job market (which may lead to the second condition 

of failed reciprocity proposed by the author, named strategic choice, which refers to the 

acceptance of high cost/low gain on behalf of improving chances of career promotion) (Siegrist, 

2017). Although some overlap exists, this model differs from the concept of Organisational 

Justice, as it is applied to social exchange beyond work-related organisational contexts and 

considers stressful effects of threats to social status (Siegrist, 2015).  
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Figure 3.5 | The model of Effort–Reward Imbalance at work 

Source: Siegrist (2017, p. 27, modified from Siegrist, 1996) 

 

Inspired by job design and job stress theories, the Job Demands–Resources (JD-R) model 

(Demerouti, Bakker, Nachreiner, & Schaufeli, 2001) is one of the most widely known models to 

e plai  o ke s  ell-being, aimed at providing a more general conceptual framework than its 

preceding models by integrating the key tenets of Job Demands–Control (Karasek, 1979), Job 

Characteristics (Hackman & Oldham, 1980), Conservation of Resources (Hobfoll, 1989) and 

Effort-Reward Imbalance (Siegrist, 2017) models into a single, overarching framework. 

The JD-R model has its roots on the research on job burnout – in fact, Demerouti et al. (2001) 

first referred to it as the Job demands–resources model of burnout –, but has been adopted by 

several researchers to explore the antecedents of work engagement and other types of 

employee well-being (Bakker & Demerouti, 2014; Schaufeli & Bakker, 2004) (the expanded 

version of JD-R model including work engagement is further explored in section 4.3.1). The OECD 

itself has been making an extensive use of this model for describing the quality of the working 

environment (i.e., the non-economic aspects of employment) (OECD, 2017).   

This model is based in the equilibrium between the resources that are made available to the 

employees, and the demands they are subject to in their working environment. Job demands 

refer to physical, phycological, social or organisational facets of work that require substantial 

physical and/or mental effort (e.g., time pressure, shift work, emotionally demanding 

interactions with clients or customers). When exceeding or falling below resources, demands 

may lead to decreased well-being and become job stressors (Demerouti et al., 2001). Job 

resources are the physical, phycological, social or organisational aspects of work (e.g., social 

support, autonomy, quality of the relationship with the supervisor, performance feedback, 

participation in decision making) that not only reduce job demands and its associated costs, but 
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are also instrumental in achieving work-related goals or stimulate personal growth, learning and 

development; when lacking, may lead to disengagement (Demerouti et al., 2001).  

A second proposition of the JD-R theory also postulates two central explanatory mechanisms: a 

health impairment process, which proposes that high job demands lead to strain and health 

impairment; and a motivational process, which posed that high resources lead to increased 

motivation and higher productivity. It is also proposed that the interaction between job 

demands and job resources is important for both the development of job strain and motivation; 

several job resources may buffer the impact of several job demands on job strain, and different 

types of job resources and job demands may interact in predicting job strain. In addition, job 

resources gain motivational potential particularly when confronted with high job demands 

(Bakker & Demerouti, 2007, 2014) (Figure 3.6). 

The model has been revised several times and extensive research has been contributing to the 

identification of potentially relevant job demands and resources, widening the range of job 

demands and job resources initially proposed; this is also where the flexibility of the JD-R model 

lies, as any demand or any resource may affect employee health and well-being, which can be 

applied to all work environments and tailored to any specific occupations (Bakker & Demerouti, 

2014).  

 

 

Figure 3.6 | The Job Demands–Resources model (main early propositions represented) 

Source: Bakker and Demerouti (2007) 

 

Rooted in the person-job approach and developed within the scope of research on job correlates 

of burnout, another worth mentioning theoretical framework is the Areas of Work-life (Leiter 

& Maslach, 1999, 2004; Maslach & Leiter, 1997). The authors focused on the degree of 

experienced congruence between the person and six domains of his/her job environment; these 

domains being: workload (widely discussed feature, occurring when demands exceed 

resources), control (which was the focus of the JDC theory), reward (monetary, social and 
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intrinsic rewards), community (overall quality of social interaction at work), fairness (respect and 

confirmation of self-worth), and values (requirements of the job versus personal principles) 

(Leiter & Maslach, 1999, 2004). The authors posit that incongruities between the person and the 

job in at least one of these areas21, are predictive of burnout, whereas congruities are predictive 

of engagement and fit (Leiter & Maslach, 2004; Maslach & Leiter, 2008; Maslach, Schaufeli, & 

Leiter, 2001). 

Job quality and theories in European context 

More specifically directed at the T&H industry, Santero-Sanchez et al. (2015) proposed a 

Composite Index of Job Quality aimed at reflecting the i dust s situation in a single measure. 

The development of this theoretical framework was focused on an objective perspective of job 

quality determined by the intrinsic characteristics of each job position and its relation to the 

ha a te isti s of the e plo ee, a el  the e plo ee s ge de . Five variables were identified 

as significantly contributors to job quality in the hospitality industry: employment income and 

other emoluments, working hours and work-life balance, job security, skills and training, and on-

the-job safety at work and gender equality. Data was retrieved from the Spanish Longitudinal 

Sample of Working Lives (LSWL) 2011 data set, which provides information on objective working 

conditions a d o ke s  a ee  histo . Work week duration was found to be the most important 

contributor to job quality in the industry, considering that part-time work particular affects 

women. Results also confirmed that women held lower quality jobs than men and suggest that 

jo  ualit  a ies a oss a pe so s a ee , as the gender gap widens with age (Santero-Sanchez 

et al., 2015). 

Job quality is a contextual phenomenon, that not only differs among persons – whose individual 

assessments also vary, depending on their individual circumstances, such as age, life stage, 

fa il /pe so al elatio ships, lo atio  a d thei  alues  o  life a d o k – but also differs 

among occupations and labour market segments, societies and historical periods (CIPD, 2017; 

Findlay, Kalleberg, & Warhurst, 2013). While la our-market policies, labour codes and firm-

level practices shape the working environment at both the macro (country) and meso 

(organisation) levels, paid work is carried out by individual workers in specific contexts that may 

differ widely even within the sa e ou t , se to  o  fi  (OECD, 2017, p. 92). Using data from 

the European Working Conditions Surveys (EWCS) 2005 data set, Holman (2012) draws on 

institutional theory (which suggests that a ou t s i stitutio al regime will influence the level 

of job quality in that country) to explain job quality differences among 27 European countries in 

the patterns of job types. Results indicated that social democratic institutional regimes 

(Denmark, Finland and Sweden) have the greatest proportion of high-quality jobs (66.1%), 

followed by continental (Austria, Belgium, France, Germany, Luxembourg and the Netherlands; 

52.1%) and liberal (Ireland and the United Kingdom; 47.8%) regimes. Lower proportions are 

found in transactional regimes (eastern European countries22; 33.5%) and southern European 

regimes (Cyprus, Italy, Greece, Malta, Portugal and Spain; 30.2%). The author also developed a 

taxonomy of job types, which are based on a unique combination of work and employment-

related factors: active, saturated, team-based, passive, insecure and high-strain. Looking more 

 

21 None of which being specifically suggested as the most critical predictor. 
22 Bulgaria, Czech Republic, Estonia, Hungary, Latvia, Lithuania, Poland, Romania, Slovakia and Slovenia. 
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specifically to southern European regimes, in which Portugal is included, a particularly high 

proportion of passive-independent jobs (29.5%) and insecure jobs (21.9%) are found. Hol a s 
(2012) jo  t pe ta o o  suggests that, although the e a  e o e t pe of high-quality job in 

Europe (i.e., active jobs), there are two moderate-quality job types (i.e., saturated and team-

based), and three low-quality job types (i.e., passive-independent, insecure and high-st ai  (p. 

496).  

Making the connection with HR management theories, high-commitment jobs are suggested to 

correspond to active, saturated and team-based jobs, whereas low-commitment jobs resemble 

to passive-independent, insecure and high-strain jobs. Correspondence is also found with three 

of the four job types of the Job Demands–Control (JCD) model (section 3.3, Figure 3.4): active, 

passive and high-strain jobs. Passive-independent jobs, for example, are classified as low quality, 

for combining low job resources and low job demands with little skill development and low pay 

(Holman, 2012).  

Cross-national differences within Europe are also found to be rooted in the employment policies 

(e.g., full employment policies, employment rights, welfare provision) and the relative capacity 

of organised labour of each institutional regime (Gallie, 2007; Holman, 2012). According to 

employment regime theory, as a esult of diffe e es i  edu atio  a d t ai i g s ste s a d 
a age ial p a ti es , in comparison with other regimes, job quality and employee skill levels 

in southern European regimes are expected to be low. Southern European regimes are described 

as having: relatively little state intervention with regard to the regulation of working conditions; 

low capacity of organised labour to influence working conditions; limited state-sponsored 

training and education; reduced incentives for employers to invest in training due to low job 

security; and little initiative of employees for lifelong learning (Holman, 2012, p. 481). 

 

3.4  Key dimensions of QWL: what job aspects matter the most in T&H? 

Quality of working life is necessarily a multidimensional concept and translates into the sum of 

multiple aspects that one person values, affecting both the employment relationship and the 

work itself. Although a range of features can be easily identified as contributing to job quality to 

some extent, getting to a shortlist of the most relevant dimensions will always be influenced by 

the backgrounds and perspectives of each author (Jones et al., 2017). Thus, different disciplines 

make different interpretations and focus on different measures: economists typically focus on 

pay (e.g., Clark, 2005), psychologists favour job satisfaction (Holman, 2010), and sociologists – 

u de pi ed  the i t i si  ualit  of o k  – consider skill, autonomy or job content, instead 

(e.g., Gallie, 2007). Even within the same discipline, there might be divergences (CIPD, 2017; 

Findlay, Kalleberg, & Warhurst, 2013; Muñoz de Bustillo et al., 2011). Other authors have paid 

greater attention to the impact of psychosocial demands, such as evidenced in models such as 

the Effort-Reward Imbalance (Siegrist, 1996, 2017) and the Job Demands-Control (Karasek, 

1979; Karasek & Theorell, 1990), or to the impact of job resources (Bakker, van Veldhoven, & 

Xanthopoulou, 2010). Thus, this multidimensional concept has to be analysed by taking a 

variety of aspects into account: the objective characteristics of employment; the specific 

characteristics of the job; and the subjective evaluation of these characteristics by the individual 

worker  (Royuela et al., 2009, p. 227). 
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Although the growing recognition that investigating what contributes fo  e plo ees  ell-being 

is paramount to promote positive work-related behaviours, such as work engagement, 

organisational commitment or intention to stay, studies addressing quality of working life of 

T&H employees are scarce. Among the few there is Wan and Chan s (2013) qualitative study 

with 40 employees from six casinos in Macau, which has identified four dimensions of QWL and 

17 attributes that casino employees considered to be important, namely: (i) job characteristics 

(more rest time and regular shift work); (ii) HR policies (adequate and fair pay, fringe benefits, 

rewards and incentives, fair and clear promotion criteria, career advancement opportunities, 

training and staff activities); (iii) work group relationships (cooperation, respect and recognition, 

care and support, supervision, communication); and (iv) physical work environment (choice of 

smoking/non-smoking work area, better rest area, and computers with Internet connection).  

These dimensions largely meet those also identified by Kandasamy and Ancheri (2009), who 

conducted a (also qualitative) study with 64 hotel employees and 84 hospitality management 

students who have experience working in the industry, and whose content analysis yielded 8 

dimensions of QWL (and 28 related attributes). The dimensions were job characteristics, person-

job fit, company image, HR policies, physical working conditions, work-life balance, work group 

relationship and interaction with customers.  

Based on surveys with 406 frontline employees and 48 supervisors from a large-size hospitality 

service business-group in Taiwan, Hsiao, Jaw, Huan and Woodside (2015) proposed that 

configurations of seven work facet-specifics influence happiness-at-work (reported by 

employees) and work performance (assessed by managers), namely: supervisor support, quality 

of interpersonal relationships, physical work environment, joining social activities with 

colleagues, peer conflict and demands of teamwork (e.g., sharing information and 

responsibilities).  

More generally oriented to work stress and well- ei g, O Neill a d Da is s (2011) interviewed 

164 managers and hourly workers from 65 different hotels and identified interpersonal tensions 

at work and overloads (e.g., technology not functioning) as the most common work stressors. 

Managers reported higher levels of work stress than hourly employees, which might be due to 

the higher levels of responsibility of their role, and interpersonal tensions at work were also 

found to be linked to lower job satisfaction and greater turnover intentions O Neill & Davis, 

2011). This is also supported by Nitzsche, Ribeiro and Laneiro (2018), who have found that 

supervisor and co-worker incivility were significant positive predictors of emotional exhaustion 

(stronger for supervisor incivility) and cynicism (strongly reported for co-worker incivility) among 

hotel Portuguese employees.  

Resulting from a review of the extant literature, both more generic and industry specific, Figure 

3.7 points out the main conceptual dimensions of QWL identified. No specific order or weight 

was assigned to this list of dimensions and a more detailed description for each dimension is 

found further below. As Walton (1973) also remarks, besides eventual interrelationship, 

depending on the work context or groups of individuals, QWL dimensions can generate new and 

different sets of factors, and can assume one or more hierarchies of significance. Therefore, not 

only the following dimensions have been selected because of the strong evidence that they 

promote employee well-being and positive job attitudes, but also because they are presumed 
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to be particularly relevant within T&H settings, considering the nature of T&H employment (as 

seen in section 2.3.1).  

 

 

Figure 3.7 | Dimensions of QWL 

Source: Own construction 

 

Job content and work organisation 

A considerable body of literature has focused on characteristics of the role/job and specific tasks 

being performed, mainly positioned as job demands or job stressors. In the hospitality industry, 

employees often perform routine tasks and are given little autonomy in carrying out their work 

(Hinkin & Tracey, 2000). Jobs highly differ in how much they enable workers to use and develop 

their skills and knowledge, which affects their ego involvement, work engagement, self-esteem 

and challenge obtained from the work itself (Kahn, 1992; Walton, 1973). In this dimension, job 

features such as workload and work intensity, skill variety and use, job discretion and autonomy, 

and task clarity and performance feedback, are included. 

Work intensity encompasses hours of work (including any mismatch between actual and desired 

hours, as well as experienced hours of work rather than contractual hours), time pressure, 

tightness of deadlines, speed of work and effort required to accomplish work task (Clark, 2015; 

Holman, 2012; OECD, 2017). Although features related to working time, such as duration of 

work, scheduling, flexibility, pace of work or workload (referred to as role demands in several 

studies), are listed within this dimension, they are also found in work-life balance studies as 

important factors influencing non-work life.  

I te si e o k a  i g highe  pa , e ha ed p o otio  oppo tu ities a d highe  e o o i  
output  (OECD, 2017, p. 124), but it is also considered to directly influence the amount of time 

available for non-work activities, or lead to work accidents, sickness leaves and absenteeism. 

Overload, i.e., people having to do too much in too little time with too few resources, has a 
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consistent relationship with exhaustion, by depleting the capacity of people to meet the 

demands of their job (Leiter & Maslach, 2004). 

When in association with skills level and opportunity for skill use, work intensity is also related 

to job challenge demands. It is important that workloads, whether quantitative or qualitive, are 

adapted to the resources and/or the abilities of the individual and the needs of the position, 

resulting in well-balanced task complexity and cognitive demands (Holman, 2012; Santero-

Sanchez et al., 2015). Intrinsically challenging work, variety (skill and task variety, non-repetitive 

work, variation in job content and location), use of different/multiple skills and talents of the 

person, role responsibility, and opportunities for planning (rather than just implementation), are 

core job characteristics frequently associated with job-related well-being (Clark, 2015; Hackman 

& Oldham, 1975; Kahn, 1990; OECD, 2017; Walton, 1973; Warr, 1999). Meaningful tasks let 

individuals feel a sense of competence and growth because they require both conventional and 

creative competences. This mix of mastery and challenge a  o t i ute to e plo ees  
engagement, as well as to experiences of flow (Sonnentag, 2017). 

Job/task discretion and autonomy, is a function of the style of leadership both at organisational 

and other levels, and refer to the degree of flexibility and control23 that employees are given to 

make adjustments to their task boundaries and work processes (including working methods, 

effort, pace, quality standards or social interactions), according to their personal needs, abilities, 

preferences and circumstances. This allows employees to play an active and proactive role in 

influencing, redesigning and changing certain aspects of their jobs, which helps them to cope 

with high job demands, particularly with regards to the negative effects of high work intensity 

(Chiang, Birtch, & Cai, 2014; Hackman & Oldham, 1975; Jones et al., 2017; Leiter & Maslach, 

2004; OECD, 2017; Walton, 1973; Warr, 1999). To Hales (1998), discretion (as choice over how 

work is carried over) and participation (voice in organisational decision-making) are key 

management practices connected with employee empowerment, which relies on giving workers 

the freedom and resources to control the circumstances of their own work. To Holman (2012), 

discretion and autonomy are related to personal control, together with absence of close 

supervision, self-determination/self-control, participation in decision-making and freedom of 

choice. Wrzesniewski and Dutton (2001) call this process of employees shaping their own jobs 

as jo  rafti g . These authors advocate that employees craft their jobs by making physical and 

cognitive changes in the tasks and/or relational boundaries of their work. Such actions affect 

both the meaning of the work (i.e., individuals  understandings of the purpose of their work) 

and one s work identity (i.e., how individuals define themselves at work). 

Task/role clarity – sometimes referred to as environmental clarity or task identity by other 

authors (e.g., Warr (1999) or Hackman and Oldham (1975), respectively) – refers to whether 

work tasks and role expectation are well defined and well communicated to workers, involving 

information about the work process and expected results, as well as information about required 

behaviour and consequences of behaviour (OECD, 2017; Walton, 1973; Warr, 1999). Some 

authors (Hackman & Oldham, 1975; Walton, 1973) also consider the degree to which the job 

involves completion of whole tasks, rather than some parts of a meaningful task, i.e., the extent 

to hi h o e a  see o e s o k f o  egi i g to e d.  

 

23 The role of control is pivotal in the Demand-Control theory of job stress.  
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Feedback on how the employee is performing the job is a fundamental component of this 

dimension. Feedback involves obtaining direct, clear and regular information, either from their 

immediate supervisors or through formal assessment tools and other human management 

practices (Hackman & Oldham, 1975; OECD, 2017; Warr, 1999). Effe ti e feed a k fosters 

learning, increases job competence and the likelihood of being successful in achieving work 

goals, and improves communication … ; conversely, a lack of feedback may cause role 

ambiguity  (i.e., being unclear or uncertain about what is expected from oneself at the 

workplace) and stress. Regular feed a k a  also edu e o ke s  te de  to o  a out 
work when at home, thereby reducing home-work interference, and buffer the negative 

consequences of work overload and exhaustion  (OECD, 2017, pp. 132–133). 

Pay and fringe benefits 

Primarily, employment is a way of earning, so it comes as no surprise that pay is a constant in 

certainly all models of quality of life and well-being at work (Burchell et al., 2014; Clark, 2005; 

Walton, 1973; Warr, 1999), as well as it is a frequently identified factor when labour shortages 

are discussed (George, 2015). A  e plo e s a ilit  to offe  a  att a ti e compensation and 

benefits package can play a key role in attracting and retaining talented employees. When 

companies pay wages that are below industry standards it sends the message that their work is 

not valued (Messmer, 2003).  

From an objective and measurable perspective, extrinsic rewards, including basic pay, 

performance-related pay, overtime, bonus pay, pay raises and fringe benefits (such as social 

security provision, accommodation subsidies, annual leave, health plans, training grants, 

o k a s o pe satio , p o otio  p og a es or child care), often act as central 

determinants of perceptions of career success and a key component of Human Resources 

practices to promote employee commitment, satisfaction and retention (Choi, Cheong, & 

Feinberg, 2012; Nickson, 2012; Santero-Sanchez et al., 2015; Walsh, 2016). Some compensation 

plans also include an equity ownership-stake such as stock options, profit sharing, or manager 

partner programs (Murphy & Williams, 2004). In his Two-Factor Theory, Herzberg (1971) 

considers these as hygiene factors, which although do not motivate or cause satisfaction, 

prevent dissatisfaction. Pay and insufficient rewards were identified in several studies as a 

strong predictor of employee turnover (e.g., Campion, 1991; Hausknecht, Rodda, & Howard, 

2009; Li-Ping Tang, Kim, & Shin-Hsiung Tang, 2000). 

Job-holders have prospects of receiving adequate and fair compensation, not only in 

accordance with the efforts and contributions made, but also enough to fulfil their basic 

requirements and preferred lifestyles. Although these are somewhat relative and ideology-

influenced notions, Walton (1987) describes adequacy as the extent to which income meets 

socially determined standards of sufficiency or the subjective standards of the recipient, while 

fairness refers to the extent to which the compensation for a certain work is consistent with the 

pay for other work. No consensual measures to judge adequacy are found but for fairness, 

several standards can be used, such as the supply/demand for particular skills, the ability to pay 

(i.e., more profitable organisations should pay more), shared productivity gains, the 

proportionality between levels of salary, or the evaluation of a job based on the relation 

between pay, required training, job responsibility, unfavourable working conditions or other 

factors (George, 2015; Walton, 1973). Perceptions of fairness and transparency related to the 
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amount and distribution of resources (not limited to pay) are also further explored in 

employment-related literature as procedural justice (e.g., Rhoades, Eisenberger, & Armeli, 

2001).  

Levels of salary may also have different implications for different workers depending on each 

ou t s s ste  of i o e ta  edit o  the e iste e o  ot of so ial p og a es (Muñoz de 

Bustillo et al., 2011). For Kalleberg (2011), the existence of opportunities for increases in 

earnings over time is also an important feature of this dimension. 

George (2015), however, remarks that the role of compensation does not, however, appear to 

be straight forward, referring to studies in which while citing a number of others in which pay 

it s ot  itself a ke  fa to  i  ete tio .  

Recognition and appreciation for work 

Genuine, consistently and frequently applied formal and informal recognition programs provide 

management with a powerful tool to influence employees to adopt the o ga isatio s values 

and mission (Herzberg, 1966). It seems common sense, that people enjoy going to work and feel 

that their efforts are acknowledged, appreciated and rewarded. Several studies show that T&H 

employees o plai  a out ei g u de -valued; unappreciated; and not recognized, respected, 

o  e a ded o  pa  ith thei  effo ts , hi h a  e due to lo  p estige t pi all  associated 

with T&H jobs (Kusluvan, Kusluvan, Ilhan, & Buyruk, 2010, p. 198). 

There are two basic types of rewards that can be used to positively reinforce performance-

enhancing behaviours: tangible/monetary and socio-emotional/non-monetary rewards. Often 

overlooked, these non-monetary rewards include attention, genuine recognition for a job well 

done, compliments, certificates of achievement, awards, meetings to celebrate successes, 

respectful treatment, coaching and feedback. This type of rewards have no associated cost, 

everyone can use them, recipients will not likely feel overwhelmed by them, and may even be 

more valued than tangible rewards because they are highly personalised (Luthans, 2000).   

Luthans (2000) refers to recognition as an important leadership tool, used to sustain motivation 

via the demonstration, to employees, of the link between performance and rewards. The author 

refers to his previous work, in which he has found that effective leaders – those delivering quality 

results through satisfied and committed employees – put their efforts in communicating with 

employees on a regular basis and reinforcing their value-enhancing behaviours. In this study, 

the author asked the participants to indicate (in multiple choice format) which type of 

recognition they would prefer, and although the most mentioned were tangible recognition 

rewards (like a gift certificate) or public acknowledgment, many written answers in the othe  
category provide an indication that social recognition is highly valued. Examples of these 

answers are: just so eo e sa i g tha ks , o e espe t , a i e ote  o  a lette  f o  the 
President or a pe so al tha ks .  

The OECD s (2017) Inventory of Survey Questions on the Quality of the Working Environment 

also mentions intrinsic rewards, which refer to the extent workers find value and purpose in 

what they do, and find their work interesting and useful to others. In the Job Characteristics 

Model (Hackman & Oldham, 1975, 1980), task significance is the denomination used to describe 

the degree to which workers perceive that their job is important and is recognised as such by 
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others. This idea is also closely related to another possible conceptualisation of employee well-

being: meaningful work.  

Meaningfulness of a job refers to when more than yielding an economic benefit, jobs are viewed 

as a calling and workers are given the opportunity to make meaningful contributions to their 

organisations, to their clients or the wider society, which is considerably different from the 

simple attempt to make workers satisfied or happy with their jobs (Kara, Uysal, Sirgy, & Lee, 

2013; Sirgy, 2012). In sum, giving workers the opportunity to make meaningful contributions, to 

experience their jobs as important and useful, to perceive their position as socially valued, and 

to feel that they are receiving a return on their investments (physical, cognitive, emotional) on 

role performances, are also relevant forms of recognition of their value, which it s expected to 

contribute to their motivation and engagement and to protect them from psychological 

exhaustion and distress (Kahn, 1990; OECD, 2017; Warr, 1999). 

Recognition can also assume the form of representation and voice, by including employee direct 

consultation and involvement in decision-making (CIPD, 2017; Hales, 1998; Maynard & 

Parfyonova, 2013). In the aforementioned OECD s (2017) Inventory, mentions can also be found 

ega di g i di iduals  oppo tu it  fo  self-realisation, which refer to the extent to which workers 

are able to contribute to work tasks by applying their own ideas and perform at their best. 

Opportunities for advancement, development, and growth 

Drawing from the former discussion on career development in T&H and the impact of unclear 

career structures on the poor image of the sector, recruitment and e plo ees  attitudes at work 

(sections 2.2 and 2.3.1), the enjoyment of progressive people management practices takes on 

great importance in assessments of QWL. Following an upward trajectory, progress through a 

career is based on ever improving occupations and status, with the access to some supervisory 

and managerial positions being restricted by formal education prerequisites (Ladkin & Kichuk, 

2017; Walton, 1973).  As individuals gain more experience, they take on more challenging roles 

and responsibilities, usually rewarded with higher levels of pay  (Ladkin & Kichuk, 2017, p. 73).  

Employee development refers to the process of providing experiential learning and growth 

opportunities to employees, hi h is iti al fo  ad a i g i  o e s a ee  a d e ha i g 
o ke s  ell-being. More specifically, training and learning opportunities are crucial for 

preventing skill obsolescence, gaining transferable job skills, reducing the risk of unemployment, 

and increasing work motivation and chances for promotion. In many studies, this was a 

significant predictor of overall job satisfaction, perceived organizational support, trust, 

organisational commitment, and emplo ee s i te tio s to remain with the organisation (Cheng 

& Brown, 1998; Costen & Salazar, 2011; OECD, 2017). 

Walton (1973) makes an interesting distinction between some key criteria in keeping 

e plo ees  i te est i  thei  o k a d a ee  pu suits: de elop e t the e te t to hi h o e s 
a ti ities ai tai  a d e pa d o e s capabilities), prospective application (the expectation to 

use new or expanded knowledge in future work assignments) and advancement opportunities 

(socially recognised opportunities both for organisational and career progression). The 

International Social Survey Programme, one of selected international and national surveys 

analysed by the OECD (2017) regarding the measurement of the quality of the working 
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environment, also includes additional reference to the degree to which one is able to use past 

work experience and skills in the current job and whether the current job is helpful for a new 

job. 

Training involves providing employees not only with the basic knowledge and skills they need 

to pe fo  thei  duties to the o pa s sta da ds, ut also o t i utes fo  reducing mistakes 

and yielding more effective employees (Costen & Salazar, 2011). Workplace learning can be both 

formal and informal. The first refers to structured training opportunities, paid or provided by 

the employer, which can be assessed in terms of incidence (i.e., frequency and up-to-datedness), 

duration (i.e., the length of training received) and quality (i.e., the extent to which training raises 

earnings capacity and skills). Informal learning takes place through immediate work activities 

and the social relations embedded in them (i.e., on-the-job training with co-workers and 

supervisors or other forms of on-site training (e.g., self-learning, on-line tutorials)) (OECD, 2017, 

p. 140). Investment in training often clashes with the high turnover rates affecting the T&H 

industry, caught up in a vicious circle: due to ongoing cycle of replacement, employers do not 

perceive benefits in investing on training, as people do not remain long enough to be proficient; 

a d fo  ei g a poo  t ai e , the se to  also fails in retaining staff, who look for better 

conditions somewhere else (Partington, 2017). 

The content of training and development programmes can include language courses, quality 

management, health, stress handling and telephone etiquette or other job-related skills. From 

their research on Australian and Singaporean hotel i dust ies  Human Resources programmes, 

Cheng and Brown (1998) report that much of the training is done in-house (except for managers 

and supervisors, to whom training is provided by external actors), and special emphasis is put 

on the involvement of line employees.  

In this dimension of QWL, opportunities for self-realisation are also considered as relevant 

features of career advancement. These refer to the extent employees feel that they perform at 

their best, by personally contributing to work tasks, applying their own ideas, and shaping the 

product of their work (OECD, 2017). 

Job security 

Job (in)security is frequently used as a proxy for job quality, as it refers to people s e aluatio  
of their current employment conditions and perception of their future in their current job from 

positi e a d egati e pe spe ti es  (Zeytinoglu et al., 2012, p. 2810). Closely connected with 

career advancement, as presented in the previous item, the terms of employment may include 

both objective and subjective aspects, such as perceptions of job (in)security.  

The objective dimension of job security refers to contractual stability, which is mostly 

dete i ed  the t pe of e plo e t o t a t as defi ed i  the o ke s  -laws, working 

full-time hours and paid and unpaid overtime. Judging from the vast amount of research they 

have prompted, job duration and permanent/temporary employment24 are two variables of 

particular relevance to the hospitality industry (Santero-Sanchez et al., 2015). The subjective 

 

24 Which may present various forms: permanent full-time, permanent part-time, permanent seasonal, temporary full-

time, and temporary part-time (Santero-Sanchez et al., 2015). 
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dimension is determined by individual differences across different organisational settings and 

refers to perceptions of job insecurity, i.e., o ke s  a ti ipatio  o  fea  of losi g thei  jo s 

within the foreseeable future, e.g., in the next 3, 6 or 12 months. Feeling confident that their 

job position will be steady available as long as they want to continue working there or feeling 

confident that they will not likely be laid off, are examples of perceptions of job security 

(Zeytinoglu et al., 2012).  

Thus, it is not surprising that job insecurity is one of the most important and common work 

stressors and its long-term effects on individual health and well-being are comparable to the 

effects of unemployment itself. As seen in section 2.4.2, the transformations in the nature of 

work occurring in most economically developed parts of the world over the last decades are the 

cause of feelings of uncertainty, stress and anxiety for many workers, both regarding the 

existence (the job itself) and the features of their job (stability, promotions). This later refers to 

potential worsening of working conditions, lack of career opportunities or decreasing salary 

(Adewale, 2015; Cheng & Chan, 2008; OECD, 2017).  

According to the OECD (2017, p. 139), these worries are generally well founded, as research 

has sho  that o ke s  pe ei ed jo  i se u it  is a st o g p edi to  of futu e jo  losses, 
indicating that employees have a good sense of the prospects of their workplace . Therefore, 

job insecurity can hamper the psychological contract  at work, undermining the effort-reward 

ala e a d lo e i g o ke s  o it e t a d dis etio a  effo t. Job security is also an 

important variable in many turnover models, as relating to increased job search behaviours and 

increased likelihood of turnover (Arnold & Feldman, 1982; Murphy, Burton, Henagan, & Briscoe, 

2013), as well as to other several important outcomes, such as job satisfaction, organizational 

commitment, and performance Mu ph  et al., ; Vujičić, Jo ičić, Lalić, Gagić, & C eja o , 
2015).  

Also Zeytinoglu et al. (2012), in a study involving 5-star hotel front-line staff and airline cabin 

crews, among employees from other sectors, have found significant and positive association 

between job security and intention to stay. Job security appears to be marked by gender 

differences, as some studies and databases show that more male workers benefit of permanent 

contracts as compared to female workers, as well as men are more likely to be organised in trade 

unions, thus benefiting of higher influence leverage for protecting their working conditions 

(Cañada, 2018; OECD, 2017; Santero-Sanchez et al., 2015). 

Although Walto s odel  also contemplates security on its own, associated with 

development and advancement opportunities, there is another interesting dimension which is 

also considered to be related, in a broader sense, to this concept: constitutionalism in the work 

organisation. According to this author, framing rules and regulations intended at the protection 

of  o ke s  ights a d of the e plo e s , to so e e te t , pe so al p i a  ega di g o ke s  
off-the-job behaviour and actions of his/her family members), free speech (the right to dissent 

openly form the views of superiors without fear of reprisal), equity (in all matters, including 

compensation schemes, symbolic rewards and – again – job security) and due process 

go e a e  the ule of la  athe  tha  the ule of e , sta d out as ke  ele e ts of 
constitutionalism in providing higher QWL. Free speech is pa tl  i  li e ith Kah s (1990, p. 

708) notion of psychological safety, which refers to feeli g a le to sho  a d e plo  o e s self 
without fear or negative consequences to self-i age, status, o  a ee , as trust, engagement in 
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processes of change and self-expression are dependent on consistent, predictable and clear – 

therefore, safe – work contexts. 

In this dimension of QWL, geographic security (i.e., linkages to a particular area on a long-term 

basis or proximity to o e s ho e) (Hausknecht et al., 2009) and collective representation by 

trade union (namely the existence of social dialogue and worker involvement, collective 

bargaining and relations with unions) (Baum, 2015; Boardman et al., 2015; Douglas, Haar, & 

Harris, 2017) are also considered as features of job/employment security.  

Interpersonal and supportive relations at work 

The nature of personal relationships is an unavoidable dimension within the framework of social 

organisations, and i flue es e plo ees  identity and self-esteem. Not only social interactions 

are frequently seen as common work stressors, as e plo ees  e aluatio s of thei  jo s a e 
shaped by their perceptions of support provided by their organisations (Walton, 1973); thus, the 

dynamics between an individuals and his/her peers might lead to adjustment and attachment 

or alienation from the workplace (Porter & Steers, 1973). These interactions cover various types 

of workplace relationships and different types of support (e.g., reciprocal help, socio-emotional 

support, instrumental support, openness, respect); therefore, social support25 can be 

considered in itself a multidimensional concept, encompassing variables such as organisational 

support (support from the employer/management), supervisor support, support from co-

workers, and support from customers.  

Social support includes having a friendly atmosphere among the staff, having a sense of 

community, e og izi g the alue of e plo ees  o t i utio s, a d providing employees with 

opportunities to interact with colleagues, make friends and collaborate on work-related tasks 

(Eisenberger, Huntington, Hutchison, & Sowa, 1986; OECD, 2017; Walton, 1973; Warr, 1999). It 

also means that organisations are perceived as attaching importance to their personnel, pay 

them fairly, and care for their needs and expectations, and supervisors are interested in 

e plo ee s goals, personal growth and well-being (Daskin & Tezer, 2012). Sirgy (2012) also 

mentions the impact of teamwork on satisfaction with work, as this is a certain degree of felt 

interdependence of functions, tasks, and shared decision-making, fosters reciprocal trust and 

respect among team members.  

Social support buffers the negative consequences of both extensive job demands, and 

intimidation (i.e., malicious behaviour aiming to instil fear) and discrimination (i.e., less 

favourably treatment or prejudice due to race, gender, religion, origins, disability, life style or 

physical appearance) at the workplace (OECD, 2017; Walton, 1973). Although discrimination and 

stereotyping in the workplace is more frequently associated with factors such as gender or race, 

Wilks and Neto (2013) advocate that age (in particular with reference to older individuals) can 

as-much influence work-related well-being. Co-worker support is particularly relevant in 

abusive supervision work contexts, reinforcing positive behaviour with the aim of developing 

 

25 Perceived Organisational Support (POS) is at the core of the Organisational Support Theory, which explains 

relationships between employers and employees based on social exchange. POS refers to the degree to which 

employees believe their work organisation values their contributions and cares about their well-being (Eisenberger 

et al., 1986). 
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positive relationships. In the T&H context, workplace environments are characterised as 

iole t , a d di tato ial, u f ie dl , uncivil and hostile behaviour have been associated with 

supervisors, particularly in high power distance cultures (Xu et al., 2015). Employee 

representation and voice may also be relevant in this context, when workers are able to 

communicate and discuss work problems and matters affecting their work with the 

a age e t, e ha i g e plo e s  a a e ess of thei  eeds (OECD, 2017; I. Williamson, 

Burnett, & Bartol, 2009). Consequently, an ethical company culture is also perceived as a key 

component of this dimension of QWL. 

It is also considered relevant that references are made to appropriate styles of leadership – 

positive and effective – and good managerial practices, as important components of this 

dimension (Kara et al., 2013; OECD, 2017). Good management practices include taking (good) 

actions to organise work, resolve conflict, treat workers with respect, and encourage them to 

take part in organisational decisions  (OECD, 2017, p. 132). To this, Jones et al. (2017) add the 

need for managers to provide recognition and to be fair and reasonable.  

The availability of support also helps employees to reduce costumer-related stressors, to deal 

with customers  e uests a d o plai s and resolve service failures, particularly for employees 

who have intense face-to-face or voice-to-voice interactions with customers (Karatepe, 2012) 

(see also Emotional labour in next sub-section, Health, job stress and emotional demands). 

Social support is not exclusively work-related, and may include support from family, spouses or 

partners (Seiger & Wiese, 2009), as well as supervisor work-family specific support, which is 

considered to alleviate work-family conflict experiences (for example, by approving family-

related requests or by alleviating high workloads) (Goh, Ilies, & Wilson, 2015). 

Health, job stress and emotional demands 

I  te s of i pa t o  people s health a d ell- ei g, a good  jo  ould e o e hi h had a 
positive impact on health, rather than just not having adverse effects (Jones et al., 2017). The 

significant changes of employment relations and working conditions (section 2.2), together with 

an increased economic competition and pressures for cost-containment, have been pressuring 

workers with higher workloads and work intensity. These pressures often go along with job 

insecurity and have long-term effects on health and well-being, that go far beyond traditional 

occupational diseases and include a wide spectrum of work- elated st esso s that affe t people s 
perceptions, cognitions, emotions, and motivations (Siegrist, 2016). The safeguard and 

i p o e e t of o ke s  health a d ell-being, is presented by several authors as one of the 

main duties of any employer, relating healthy and safety working conditions with reasonable 

working hours and reduced risks of illness and injury (CIPD, 2017; Clark, 2015; Lee, Back, & Chan, 

2015; Santero-Sanchez et al., 2015; Walton, 1973). 

There is substantial empirical evidence to show that psychosocial risk factors at work predict 

undesirable physiological conditions, and more specific studies on work stress in the hospitality 

industry have found relations of work-related to severe health implications, associated with 

physiological symptoms such as headaches, fatigue, indigestion, ulcers, blood pressure, heart 

attacks and strokes O Neill & Da is, 2011). Undesirable psychological responses (e.g., anxiety, 

depression, and burnout) among employees are also acknowledged as a consequence of 
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o upatio al st ess, a d a  ha e a det i e tal effe t o  i di iduals  pe so al li es, pote tiall  
resulting in divorce, substance abuse and suicide (Hwang, Hyun, & Park, 2013; Newton & Teo, 

2014). Furthermore, occupational stressors have been shown to negatively influence employee 

attitudes (e.g., job dissatisfaction, organisational commitment) and employee behaviours that 

have implications for organisational effectiveness and productivity (e.g., increased levels of 

workplace accidents, higher rates of absenteeism and turnover, reduced job performance) 

(Gabel Shemueli, Dolan, Suárez Ceretti, & Nunñez del Prado, 2015; Mohamed, 2015; Newton & 

Teo, 2014).  

The hospitality industry can be highly stressful, particularly when employees are not capable of 

handling the stressors associated with hospitality jobs, namely the long working hours, night and 

evening shifts, work overload, antisocial working hours, interaction with demanding customers 

o  e e  o fli t ith o e s pe so al values. Additional burden on employees is also placed by 

strong seasonality, as most establishments are not fully staffed during peak demand periods 

(Baum, 1999). Work stress can be a particularly acute problem in customer-oriented fields 

because employees often experience conflicting demands of customers. For contact employees, 

providing a friendly service at all times, especially when dealing with angry or uncivil costumers 

and having to restrain their temper, can be emotionally draining (Deery & Jago, 2009; Kao, 

Che g, Kuo, & Hua g, ; O Neill & Da is, ; Pa ti gto , ; )hao & Ghiselli, . This 

is often referred to as emotional labour, a concept that has been well documented amongst 

hospitality employees, as they are expected to express feelings such as enthusiasm, friendliness 

and cheerfulness despite negative emotions that they may experience.  

Another concept that is usually associated with job stress is that of job burnout, extensively 

studied by Occupational Health or Industrial/Organisational Psychologists. It is argued that 

burnout is an occupational hazard that results from chronic exposure to stressful working 

en i o e ts, espe iall  fo  o ke s ho do people- o k  of so e ki d  (Maslach & Jackson, 

1981, p. 99). This type of jobs are usually characterised by high job demands and low resources, 

as the p e aili g o s a e to e selfless a d put othe s  eeds fi st; to o k lo g hou s a d 
do whatever it takes to help a client or patient or student; to go the extra ile a d to gi e o e s 
all  (Maslach & Leiter, 2016, p. 1; Maslach et al., 2001). Burnout can arise from unsuccessful 

management of chronic work-related stress, resulting in a psychological syndrome26 

characterized by symptoms such as: overwhelming exhaustion, feelings of cynicism and 

detachment from the job, and a sense of ineffectiveness and lack of accomplishment (Maslach 

et al., 2001).   

In general, burnout represents a mismatch between what a person wants to do and what that 

person must do, so that it arises when there is significant disharmony between the nature of a 

pe so s jo  a d the ha a te isti s of the pe so  doi g the jo , i.e., what a person has to do, 

versus what a person wants to do. Research has demonstrated that burnout is also seen as 

contagious and has a negative spillover effect on people s non-work lives, as well as it is also 

frequently and positively associated with turnover (Maslach et al., 2001).   

 

26 Burnout was included in the 11th Revision of the International Classification of Diseases (ICD-11) by the World 

Health Organization as an occupational phenomenon (yet, not classified as medical condition): 

(https://www.who.int/mental_health/evidence/burn-out/en/).  

https://www.who.int/mental_health/evidence/burn-out/en/
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Work-life balance 

Issues relating to obtaining a work-life balance27 have received increased attention over recent 

years, and there is a whole strand of research associated with work-life balance, mostly focusing 

on work time arrangements, such as work duration, intensity, scheduling, and flexibility (CPID, 

2017). In the T&H field, due to irregular working hours, heavy workloads and frequent overtime, 

this is a topic of utmost importance. Whe  ou o i e the su sta tial shift i  the p ese t da s 
social and economic circumstances, an increase of tension in work and family responsibilities 

(more women working outside their homes, more dual-career couples, taking care of the elderly, 

some companies needing their employees to work longer hours) can be observed (Yavas, 

Babakus, & Karatepe, 2008). According to Sullivan and Mainiero (2007), who proposed the 

Kaleidoscope Career Model, workers are changing their jobs every 4.5 years, and many of those 

job changes are prompted by a desire to allow a better balance between work and family life. 

I di iduals  o k e pe ie es a  ha e positi e o  egati e effe ts o  othe  sphe es of his/he  
life. As these spheres are limited by personal time and energy, they can conflict or compete, 

which constitutes the so-called work-non-work conflict (Tsaur, Liang, & Hsu, 2012; Walton, 

1973). Walton (1973) describes the concept of balance between work and total life space, as 

work schedules, career demands and travel requirements that do not take off-work, leisure or 

family time or a regular basis, or as promotions that do not require repeated geographical 

moves. According to Greenhaus and Beutell (1985), there are three forms of work-life conflict: 

time-based conflict (caused by an uneven distribution of time, resulting in insufficient time to 

each role a person plays), strain-based (state of tension that one role causes, which may affect 

another role) and behaviour-based (specific behaviour associated with one role that cannot 

meet the behavioural expectation of another role).  

There is a plethora of studies which have investigated work-family conflict – in which role 

pressures from work and family domains are, to some extent, mutually incompatible, and 

participation in one of the roles is made more difficult due to participation in the other – 

(Blomme, Sok, & Tromp, 2013; Deery & Jago, 2009; Greenhaus & Beutell, 1985; Guest, 2002; 

Mesmer-Magnus & Viswesvaran, 2006; Tromp & Blomme, 2014; Zhao & Mattila, 2013; Zhao, 

Qu, & Liu, 2014), and some research has even been particularly focused on the directionality of 

the conflict, namely if it is work-family or family-work oriented (García-Cabrera, Lucia-

Casademunt, Cuéllar-Molina, & Padilla-Angulo, 2018; Karatepe, 2013; Yavas et al., 2008; Zhao & 

Ghiselli, 2016). Other studies have been directed to other forms of inter-role conflict, such as 

work-leisure conflict (e.g., Lin, Huang, Yang, & Chiang, 2014; Tsaur et al., 2012).  

When the goal is to create a family-friendly environment, increasing balance and reducing 

conflict, there are two types of initiatives: (i) a family-friendly culture, based on organisational 

and supervisor support regarding good work-family balance (e.g., supportive and flexible 

supervisors and co-workers, non-penalisation for employees who make use of family-friendly 

work arrangements, not linking career opportunities with visibility and working long hours); and 

(ii) family-friendly policies, programmes or benefits, which may include flexible work 

arrangements (e.g., flextime, compressed workweeks, permanent part-time work, 

 

27 Although o k is a  i po ta t pa t of o e s life, ith efe e e to the o k-life balance concept, life should be 

understood as a non-work domain, as opposed to work-life. 
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telecommuting, and job-sharing), family/medical leaves (e.g., extended maternal/paternal 

leaves), dependent care assistance (e.g., childcare/elder care referral services, on-site childcare) 

or resource services (e.g., seminars or assistance programmes) (Blomme et al., 2013; Kossek, 

Pichler, Bodner, & Hammer, 2011; Mesmer-Magnus & Viswesvaran, 2006). In their research 

about work-non-work interference, Tromp and Blomme (2014) have been adopting different 

te i olog , usi g ho e  i stead of fa il . A o di g to the autho s, this is particularly 

relevant for highly educated staff, as the defi itio  of ho e  e o passes a wider variety of 

possible situatio s that a e o e i  li e ith toda s ha gi g ho e do ai s e.g., dual-earner 

couples, couples living apart together, single parents, co-parenting couples).  

 

Table 3.4 summarizes the aforementioned QWL dimensions. A set of characteristics/themes is 

assigned to each dimension, which also individually represent terms that are commonly used in 

the employment-related literature. 
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Table 3.4 | Summary of the QWL dimensions and related themes 

 
1 | JOB CONTENT AND WORK ORGANISATION  

 Job characteristics and job design/crafting 

 Opportunities to make full use of individual skills and training provided 

 Adequate workload (adapted to the resources and/or skill level) and cognitive demands 

 Working hours arrangements  

 Task discretion/autonomy or flexibility in decisions regarding their work activities 

 Role/task clarity and complexity and performance feedback 

  
2 | PAY AND FRINGE BENEFITS 

 

 Wage level and type of payment (e.g., fixed salary, performance pay) and satisfaction with pay 

 Transparency and fairness of pay, i.e., pay is set by a fair method and is proportional to contributions made) 

 Ade ua  of pa  to the la ou  a ket, e o o i  situatio  of the e plo e  a d e plo ees  basic 

requirements/needs 

 Incentives and fringe benefits (e.g., health cover, meals, profit sharing, bonuses, subscriptions) 

  
3 | RECOGNITION AND APPRECIATION FOR WORK 

 

 Genuine performance and dedication appraisal, credit and praise 

 Tangible/monetary and socio-emotional/non-monetary rewards 

 Incentives for personal and professional development 

 Meaningfulness and perceptions of value, purpose and utility of the job 

 Representation and voice 

  
4 | OPPORTUNITIES FOR ADVANCEMENT, DEVELOPMENT AND GROWTH 

 

 Continued personal growth and skill development, through training and learning opportunities  

 Opportunities to take on more challenging roles and responsibilities (usually associated with supervisory or 

managerial positions, higher status and higher levels and pay) 

 Career prospects with the same employer (through promotions) or with different ones 

 Opportunities for self-realisation 

  
5 | JOB SECURITY 

 

 Perceptions of threat of job loss and concern over the future continuity of the current job 

 Contractual stability (e.g., type of employment contract, working full-time hours) 

 Perceptions of staff turnover (critical job positions subject to dismissals) 

 Wo ke s  ights a d p ote tio , i ludi g olle ti e ep ese tation by trade union 

 Equity and perceptions of discrimination (based on gender, age, family situation, etc.)  

  
6 | INTERPERSSONAL AND SUPPORTIVE RELATIONS AT WORK 

 

 Work group relationship (e.g., teamwork, respect, non-abusive and non-discriminative workplaces) 

 “upe iso s o pete e, ho est  a d suppo t i ludi g leade ship st le  

 Organisational support, ethical and supportive company culture 

 Interaction with customers 

  
7 | HEALTH, JOB STRESS AND EMOTIONAL DEMANDS 

 

 Safe and healthy working conditions  

 Physical and psycho-social work intensity, pressure and demands 

 Self-reported exhaustion and stress (including lack of energy, fatigue and lack of interest) 

 Perceived impact of work on health/the extent to which work pressures and demands are perceived as acceptable 

a d ot e essi e o  st essful  (including emotional labour) 

  
8 | WORK-LIFE BALANCE 

 

 Extent to which work-life conflicts with non-work life (e.g., work-family life, work-leisure time) 

 Fle i ilit  to eet e ui e e ts f o  ultiple oles i  o e s life 

 Availability of time and energy to engage in non-work activities  

 Family-friendly environment (family-friendly culture/policies, programmes or benefits) 

 Location of the place of work (convenience, proximity, commuting time) 

Source: Own construction based on the authors previously mentioned in this section 
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3.5 Summary 

This chapter offers a review of the literature related to the conceptualisation of quality of 

working life (QWL), exploring its relation to influential approaches such as job satisfaction and 

person-job fit. The most relevant theoretical approaches devoted to the measurement of QWL, 

f o  Walto s (1973) seminal work to more contemporary models, such as the ight  jo  thesis 

by Jones, Haslam and Haslam (2017), are explored. The lack of consensus around this concept 

definition and measurement is also due to its complex, multidimensional and dynamic nature. 

Even if jobs are theo eti all  ide tified as good , the  a  ot suit e e  pe so  ho holds a d 
performs those jobs e ause su je ts  ite ia a d e aluatio  a  ha ge o e  ti e, due to 
ha ges i  efe e e poi ts, to ha ges i  the pe so s pe spe ti e a d p io ities, to ever 

growing needs of each person, and in response to changing conditions (CIPD, 2017; Jones et al., 

2017; Martel & Dupuis, 2006; Santero-Sanchez et al., 2015). As employment is also embedded 

ithi  spe ifi  i stitutio al, e o o i  a d ultu al o te ts, the e a e ha a te isti s  hi h a e 
likely to differ from country to country and to influence how different people evaluate their 

situation (Burchell et al., 2014; Muñoz de Bustillo et al., 2009). 

In general terms, the quality of a job refers to the extent to which a set of work and employment-

elated fa to s o t i ute to, o  det a t f o , o ke s  ell-being, and foster positive attitudes 

to a ds o e s jo -occupation (CIPD, 2017; Holman, 2012; Muñoz de Bustillo, Fernández-Macías, 

Esteve, & Antón, 2011). The objectives of the present study are particularly aligned with the 

st a d of lite atu e that postulates that QWL is esse tiall  dete i ed  i di iduals  affe ti e 
responses to work, as well as with the definition of QWL proposed by Nadler and Lawler (1983), 

due to the focus on the outcomes for the individual. Besides focusing on productivity or 

organisational enhancement, i.e. how people can do work better, the emphasis is also in the 

positive impacts deriving from work, meaning how work may cause people to be better. That is 

why the resources and conditions that organisations offer to their employees are very likely to 

affect not only their physical well-being (e.g., economic and safety needs) but also their 

psychological and spiritual well-being (e.g., growth needs) (Kara et al., 2013). 

QWL has been gaining visibility as an important construct within HR management. However, 

despite the growing recognition that QWL is an essential dimension of employee retention and 

employee satisfaction, with strong repercussions on organisational effectiveness, studies 

focusing on T&H employees are still scarce. Empirical research addressing quality of life and well-

being in tourism has traditionally focused on residents of host communities and tourists (e.g., 

Uysal, Sirgy, Woo, & Kim, 2016). In this chapter there was also a focus on the main dimensions 

i flue i g e plo ees  e aluatio s of thei  QWL i  light of industry-specific characteristics of 

T&H. As the result of a comprehensive literature review, eight main conceptual dimensions of 

QWL were identified, which have informed protocols for data generation in the empirical study: 

(i) job content and work organisation; (ii) pay and fringe benefits; (iii) recognition and 

appreciation for work; (iv) opportunities for advancement, development and growth; (v) job 

security; (vi) interpersonal and supportive relations at work; (vii) health, job stress and 

emotional demands; and (viii) work-life balance.   
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4.   Orientation towards work, organisations, and careers 

 

 

4.1 Introduction 

A growing body of research has been evidencing, at a higher or lower degree, that many 

employee and organisational outcomes, such as work attendance, intention to quit, intention to 

stay, employee turnover, employee engagement, job satisfaction, organisational commitment, 

job involvement and effort, prosocial and organisational citizenship or job performance and 

productivity, are closely linked with employee well-being and perceived QWL. This final chapter 

of the literature review aims to address some of these outcomes, as a means for a better 

understanding of the balance of power in the contemporary employer-employee relationship. 

Changes in career structures which have led to significant changes in psychological contract 

make it significantly more challenging to reduce high turnover rates – which are exceptionally 

high and problematic for the T&H industry – and to retain valuable employees. This has 

implications for the lo ge it  of T&H a ee s a d e plo ee s oti atio  a d desi e to invest in 

work-related positive attitudes, issues that are addressed across this chapter.    

Chapter 4 is divided in three parts. The first part is dedicated to expectations, a fundamental 

issue in all employment relationships that may contribute to explain perceptions and evaluation 

of work experiences, as well as the turnover phenomenon. Expectancy theory is explored, as 

well as the role of realistic job previews and the relevance of psychological contracts within 

these exchange processes. The second part presents an extensive review focused on employee 

turnover as a potential negative outcome of unmet expectations and psychological contract 

breach; more specifically: its conceptualisation, costs and consequences, and determinants – 

with emphasis given to the main turnover theories and foundational models, since the 

pioneering turnover model of March and Simon (1958) to the paradigm shifts introduced by the 

U foldi g Model of Volu ta  Tu o e  a d the o ept of jo  e edded ess. More 

contemporary approaches on why individuals choose to remain with their organisations are also 

included. The third and last part briefly addresses the psychological bond between employers 

and employees, focusing on positive job experiences, such as work engagement, that have a 

great potential for reducing employee turnover and promoting employee retention and talent 

development.  
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4.2  Managing expectations  

Needs a d e pe tatio s fo  the asis of i di iduals  oti atio al d i i g fo e a d the o goi g 
fulfilment of these needs and expectations at work is a source of motivation. These ever-

changing, and, often conflicting, needs and expectations can be categorised in several ways 

(Mullins, 2001). One of the most common is the basic distinction between extrinsic and intrinsic 

motivation; the former refers to tangible rewards, whereas the latter relates to psychological 

rewards and internal feelings (please refer to section 2.3.2 for a more detailed description).  

All i di iduals a  i  thei  i ds a o ati e ie  of hat o k should e. This o ati e 
view, or set of expectations, is forged by myriad social influences, including upbringing (e.g., 

parental influences), education, past experiences, and even socio-economic trends. [Moreover] 

these expectations become the backdrop against which employees compare their daily 

e pe ie es at o k . E pe tatio s de elop o e  ti e th ough a ious so ial e pe ie es a d 
are generally and overarchingly applied to any prospective work context (Green, Finkel, 

Fitzsimons, & Gino, 2017, p. 9). It should also be expected that each employee has a somewhat 

different set of expectations depending on his/her own values and needs at any given time 

(Mowday, Porter, & Steers, 1982). 

Expectancy theory has been a widely used, perhaps the dominant, conceptual framework to 

u de sta d hu a  oti atio s i  o k o ga isatio s. It has ee  used to e plai  ho  u h 
effort is expended to do a job, how individuals decide to enter (or leave) both occupations and 

o ga izatio s, a d, less ofte , ho  satisfied people a e ith thei  jo s  (Wanous, Keon, & 

Latack, 1983, p. 66). Expectancy theory was central in the development of turnover models, such 

as the Intermediate Linkages Model of Mobley et al. (1979) o  “tee s a d Mo da s  
model (as seen in section 4.2.2); in the former the authors placed special emphasis in the 

anticipation of future outcomes, while in the latter job expectations and values are considered 

to e at the ea l  egi i g of the i di idual s de isio  to sta  o  to leave.   

I di iduals  eha iou s a e i flue ed  the e pe ted esults of thei  a tio s, a d the asi  
tenet of this theory is that motivation is determined by the perceived – which may be not 

necessarily the real – strength of the link between effort expended, performance achieved, and 

e a ds o tai ed. The possi ilities that a  e plo ee s e pe tatio s a e et a e also depe de t 
on how realistic or unrealistic these expectations are; that is, how clearly the employee fully 

understands what is expected from him/her, and what the organisation offers in return (Porter 

& Steers, 1973).  

Rooted on research on employee withdrawal, namely absenteeism and turnover, Porter and 

Steers (1973) conceived the concept of met expectations as the dis epa  et ee  hat a 
person encounters on this job in the way of positive and negative experiences and what he 

e pe ted to e ou te  p. . Po te  a d “tee s (1973) posited that he  a  i di idual s 
expectations are not substantially met, his/her propensity to withdraw from the job will 

i ease. The i di idual s de isio  to pa ti ipate o  to ithd a  ill e the esult of p o esses 
of balancing potential or received rewards with desired expectations. The findings of Porter and 

“tee s   e ie  poi ted to the e t alit  of the o ept of et e pe tatio s i  the 
withdrawal decision and revealed that employees place high relevance on their expectations 

mostly regarding pay, promotion, supervisory relations, and peer group interactions. 
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It is also possible to describe expectations based on the moment when they are formed 

regarding organisational entry, being pre-entry and post-entry expectations the most commonly 

used (Sutton & Griffin, 2004). Sutton and Griffin (2004) describe pre-entry expectations as those 

referring to newcomer expectations, formed before organisational entry, while post-entry 

expectations were described as those perceptions formed after a specified period of work in the 

organisation. The authors still remark that the term met expectations is used to describe pre-

entry and post-entry expectations, as well as differences and interactions between the two.  

But the first explicit formulations of expectancy theory applied to organisational behaviour were 

proposed by Victor Vroom (1964). Vroo s VIE odel – standing for Valence, Instrumentality 

and Expectancy –, in particular, has been the subject of numerous empirical studies, despite the 

fact that its components are somewhat abstract and there is little consensus on how to interpret 

and measure them (Van Eerde & Thierry, 1996). Individuals subjectively combine these three 

constructs to determine the extent to which they should exert a given level of effort; Vroom 

(1964) referred to this as motivational force.  

In theory, Vroom (1964) has actually presented two models, the first for the prediction of the 

valences of outcomes (including the valence and instrumentality dimensions), and the second 

for the prediction (which further included expectancy). An outcome is simply anything an 

individual might want to attain (Mitchell & Beach, 1976). Although this model can be used to 

predict the valence of any outcome, it has been applied most frequently to the prediction of job 

satisfaction, occupational preference, or the valence of good performance (Mitchell & Beach, 

1976, p. 235). More in particular (Mitchell & Beach, 1976; Mullins, 2001; Van Eerde & Thierry, 

1996; Vroom, 1964): 

i. Valence efe s to a pe so s feeli gs, st e gth or affective (positive or negative) 

orientations towards specific outcomes, interpreted as the importance, attractiveness, 

desirability, or anticipated satisfaction with outcomes. It should also be noted that 

valence is not the same as the value of the outcome for the individual, valence refers to 

the anticipated satisfaction associated with an outcome, while value is the actual 

satisfaction resulting from attainment of the outcome; 

ii. Instrumentality refers to the perceived degree of probability that a first-level, 

performance-related, outcome will lead to the attainment of a second level, need-

related, outcome. For example, good performance is instrumental in leading to the 

satisfaction with pay or promotion; 

iii. Expectancy relates to the perceived degree of probability that a given level of effort or 

an action, will lead to the desired outcome or performance (Figure 4.1).  

In his review, Vroom (1969) found a consistent relationship between job dissatisfaction and 

turnover, and by placing it within this theory framework, the author conceived that the 

probability of resignation was a function of the difference in strength between the force to 

remain and the force to lea e. The fo e to e ai  as assu ed to e efle ted i  jo  
satisfaction levels. The force to leave, on the other hand, was thought to be influenced by the 

valence of outcomes that an individual cannot attain without leaving his or her present position 

a d  the e pe ta  that these othe  out o es a  i  fa t e attai ed else he e . It as 
suggested that measurements of the expectancy/valence framework would better predict the 
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out o e of a  i di idual s de isio  to sta  o  to lea e tha  ould easu ements of job 

satisfaction alone (Mowday et al., 1982, p. 112).  

 

 

Figure 4.1 | A basic model of expectancy theory 

Source: Mullins (2001) 

 

As e pe ta  theo  spe ifies ho  a  i di idual hooses  a o g se e al ou ses of a tio , it 
can also be applied to studies of occupational and organisational choice (Wanous et al., 1983). 

A o di g to V oo s o eptualizatio , hoosi g a jo  is depe de t o  hethe  the e e ists a 
better alternative. Wanous et al. (1983) suggest that expectancy theory may be more 

appropriate for explaining occupational or organisational choices than for explaining work 

motivation or job performance; one of the reasons the authors used to justify this stance is that 

hoosi g a  i stitutio  is ette  o t olled  the i di idual tha  o e s jo  pe fo a e, as the 
latter is probably controlled by outer aspects.   

Literature on expectations has focused mainly on the effects of met and unmet expectations 

and their expected outcomes. Met expectations have been associated with organisational 

commitment, job-satisfaction, self-efficacy, motivation, performance and retention, while 

unmet expectations have been associated with absenteeism, intentions to quit and turnover 

(Porter & Steers, 1973; Sturges et al., 2000; Wanous, Poland, Premack, & Davis, 1992). The 

i flue e of e pe tatio s o  e plo ees  e otio al e pe ie es at o k has also ee  li ked to 
job burnout, as the result of idealistic or unrealistic expectations (Maslach et al., 2001), and to 

work engagement, as the result of confirmed expectations that are associated with energy and 

positive emotional responses (Green et al., 2017). 
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As per Steers and Mowday (1981), expectations are influenced by three factors: (i) individual 

characteristics; (ii) available information about job and organisation (factor which is referred to 

as realistic job previews and is further detailed below); and (iii) alternative job opportunities (see 

also section 4.3.2).  

Realistic job previews 

Some authors contend that job expectations are influenced by the knowledge that employees 

have about the job and the organisation, both at the time of organisational choice and entry, 

and during reapp aisal pe iods th oughout o e s a ee  (Mowday et al., 1982). This idea is in 

line with the research on realistic job previews, a notion that has been widely explored with 

regards to employee attraction and recruitment.  

Realistic job previews are intended to provide the individual with realistic pre-employment 

expectations about what type of job environment one is entering, so that he/she does not get 

disappointed by his/her own set of unmet expectations. Prior and accurate information on the 

nature of the job, expected roles, type of rewards that one can possibly receive in exchange of 

his/her participation, the likelihood of achieving success and the personality profile required 

thereof, and on the positive and negative aspects of the job, is one of the ways of creating 

realistic job previews. Other way can be through real experiences of what a certain job is like. 

These can be provided by work simulations, work tours or internships (Dickerson, 2009; Porter 

& Steers, 1973; Wanous et al., 1992). 

Realistic job previews represent, therefore, a way of creating met expectations (Dickerson, 2009; 

Steers & Mowday, 1981; Wanous et al., 1992). These realistic expectations also encourage self-

selection, by helping prospective employees to make a more informed career decision when 

seeking for a job position. Therefore, it is possible that even prior to employment, individuals 

can conclude that the outcomes they may attain in a given organisation, the rewards that the 

organisation offers, do not justify the effort to join in the first place (Earnest, Allen, & Landis, 

2011; Porter & Steers, 1973). When applying expectancy theory to choosing among job offers, 

Vroom (1969) used instrumentality to refer to the expectation of certain outcomes that would 

occur if one joined a certain organisation (based on the likelihood of certain outcomes being 

present in that given organisation).  

Another positive consequence of realistic job previews may be the perceived honesty of the 

organisations. By providing open and realistic, even if negative, assessments about the job and 

work environment, organisations can be seen as trustworthy and honest, which may foster 

loyalty and encourage retention (Earnest et al., 2011). On the other hand, prior knowledge is 

expected to result in a greater degree of congruence between individual role and reward 

expectations and later job experiences, therefore yielding lower likelihood for job turnover and 

greater likelihood for successful recruitment, job/career satisfaction and occupational retention 

(Dickerson, 2009; Phillips, 1998; Porter & Steers, 1973; Wanous et al., 1983). 
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4.2.1 Expectations and experiences in T&H 

T&H is an educational popular choice, with students exhibiting high enthusiastic and high 

expectations about their future work opportunities. However, many graduates seem to become 

quickly disillusioned with this field of employment, therefore contributing to the high turnover 

rates in the industry. Several researchers suggested the discrepancy between what students and 

newcomers expect and what they experience once in the job, is one of the main reasons why 

people leave the T&H industry; sometimes is enough fo  e plo ees to lea e that the  do t 
experience at a high enough level factors which they consider important (Blomme et al., 2009; 

Dewar et al., 2002; Iverson & Deery, 1997; Kusluvan & Kusluvan, 2000).  

Previous research has examined attitudes towards career in the hospitality industry and found 

that stude ts  pe eptio s a d e pe tatio s of a ee s a d o ki g o ditio s i  the hospitalit  
industry might not be very clear, therefore reporting not being willing to remain in the industry 

(Richardson, 2008, 2009). Expectations were, therefore, considered significantly relevant for 

career choice (Richardson, 2009). But while some authors (e.g., Kusluvan & Kusluvan, 2000) 

suggest that realistic expectations may influence hospitality graduates to remain in the T&H 

industry, others (e.g., Dickerson, 2009; Lu & Adler, 2009; Roney & Perin Öztin, 2007) found that 

even when students are provided with more realistic expectations and have some work 

experience, they might also form negative perceptions of the industry.  

When comparing the employment situation of tourism graduates and expectations of students 

enrolled in tourism-related degrees in Portugal, Costa et al. (2012) show that students who 

would like to hold a leadership position at work represent a higher proportion of respondents 

than in the graduates subsample (and more in particular, 5.3% higher for male students and 

3.3% higher for female students). With regard to expected salaries, in comparison to the real 

sala ies epo ted  tou is  g aduates, stude ts  e pe tatio s fo  their first job after finishing 

their degree cannot be said to be unrealistic; 39.6% of male students and 42.1% of female 

students placed their expectations within the 600-899 Euros range. However, five years after 

graduation, students expect a significant raise in their salaries (with 36.1% of male students and 

35% of female students expecting to move to the 1200-1799 Euros) when, in reality, a significant 

proportion of graduates earnings are below this level and even less than 599 Euros. Although 

women expect lower salaries than men do, the real gender gap is much wider than their 

e pe tatio s e eal. Hospitalit  as the stude ts  ost p efe ed field of a ti it , a d it as 
indeed the subsector in which most graduates are employed. Although recreation and leisure 

services, or public sector organisations (e.g., national, regional and local tourism organisations) 

also gathered the preference of a lot of students, they do not employ a significant number of 

graduates (Costa et al., 2012). 

In a study with 360 US students, Chuang and Dellmann-Jenkins (2010) found that previous work 

experience was positively related to career intentions, suggesting that these experiences could 

foste  stude ts  o fide e i  thei  apa ilities a d help the  uild ealisti  e pe tatio s of the 
industry. This idea is also supported by Brown, Bosselman and Thomas (2016), who advocate 

that internships allow students to better confirm their career expectations. On the other hand, 

Robinson, Ruhanen and Breakey's (2016) ualitati e stud  has figu ed that stude ts  a ee  
aspirations had changed after undertaking their internships, as the majority expressed the 

desire to pursue a career in tourism, instead of a career in hospitality. Based on these premises, 
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tourism and hospitality management programs in postsecondary education usually include an 

experiential component, in an attempt to more effectively prepare the students for the 

demands of the industry (Dickerson, 2009; Thompson et al., 2017). Several authors (Chuang & 

Dellmann-Jenkins, 2010; Kusluvan & Kusluvan, 2000; Lu & Adler, 2009) have been also 

emphasizing the importance of on-the-job experience in addition to education for the same 

reasons.  

Although the longitudinal study by Irving and Meyer (1994) was not industry specific (as a 

diverse group of students, recently graduated and recently employed in various industries, was 

used), it showed that strong positive or negative experiences in early stages of employment had 

a stronger effect on the decision to stay or to leave than the confirmation (met) or 

disconfirmation (unmet) pre-entry expectations.  

P io  esea h has also epo ted ge e atio al diffe e es i  e plo ees  pe spe ti es a d 
expectations (Lub, Bal, Blomme, & Schalk, 2016), although much of the research found pertains 

to Generation Y, a.k.a. Millennials. For Generation Y, Higher Education is suggested to be a 

sig ifi a t fa to  i flue i g e pe tatio s  fo atio . This g o i g u e  of highly-educated 

employees tend to have higher career expectations as well as to request a higher quality of their 

personal life outside of work, putting more importance on time-off-work for relaxation and to 

spend with family and friends (Wong & Ko, 2009). Based on the views of undergraduate students 

with work experience in the hospitality industry, Maxwell et al. (2010) posit that for Generation 

Y, meeting personal goals and receiving good pay are both important career entry expectations 

and long-term career aspirations. Although these employees do not appear to work long hours, 

they want to work hard and have a good work-life balance. Particularly for women, enjoy 

challenging work, fairness, clarity and equality in career progression are also important.  

Fo usi g o  the i flue e of the so ioe o o i  o te t o  Mille ials  a ee  e pe tatio s 
(although the study is not specifically applied to the T&H industry), De Hauw and De Vos (2010) 

found that recession was related to lower levels of optimism. Throughout times of recession, 

Millennials are expected to lower their work-life stability assumptions. Nonetheless, their 

assumptions concerning work content, training, career growth and financial benefits remain 

high, which suggests that such expectations are largely embedded within the generation.  

T&H workers also likely to experience higher levels of unmet expectations, especially early in 

their career. A 3-year longitudinal study examining pre- and post-entry attitudes and 

expectations of tourism graduates in New Zealand, in order to determine the degree of fit 

between employees and employment in the T&H industry, has found that students are generally 

satisfied with their working conditions. However, students tend to have unrealistic expectations 

about the salary they will receive upon graduation. Results also revealed that pre-entry 

perceived importance of opportunities for combining work and leisure (e.g., travel, outdoor 

work) decreased after job entry, while intellectual challenge and the opportunities for 

promotion significantly increased (Dewar et al., 2002). Blomme et al. (2009) have also examined 

the differences between pre-entry expectations of first-year students and graduates, and post-

entry expectations of people working in the hospitality industry; overall, students hold more 

positive views towards almost all job factors (namely, job content, development opportunities, 

salary and career opportunities) than do current workers. Results of the study also suggest that 

development opportunities related to pre-entry expectations and career opportunities are 
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unmet expectations, while expectations related to salary are not likely to become unmet 

e pe tatio s as it as t a easo  to de ide hethe  to o k i  the hospitalit  i dust  o  ot  
(Blomme et al., 2009).  

If workers are changing their career paths because their pre-entry assumptions are not satisfied, 

then maybe modifying work environments is not enough to stop employee turnover. Perhaps 

these odifi atio s eed to e e te ded to the s hool s ste , he e stude ts  p e-entry 

expectations are being developed (Blomme et al., 2009). 

 

4.2.2 The psychological contract  

The heto i  of the e  a ee s  p oposes that i di iduals a e e pe ted to take espo si ilit  
for managing their own careers, and organisations are no longer expected to offer careers for 

life. Although the majority of individuals still experience a full-time job with the same institution, 

the psychological contract has changed significantly (Tams & Arthur, 2006). The t aditio al  
o t a t as ased i  the e ha ge of lo alt  fo  jo  se u it . I  tu , u de  the e  o t a t, 

e plo ees e ha ge pe fo a e fo  e ha ed e plo a ilit , as o ti uous lea i g a d 
skills acquisition make them more marketable in the external labour market (Sullivan, 1999; 

Tams & Arthur, 2006).  

Psychological contract theory has also been used as a descriptive framework for the 

e plo e t elatio ship a d fo  e plai i g o ke s  e pe tatio s, attitudes a d eha iou s, 

with psychological contract fulfilment being positively associated with job satisfaction, 

organisational commitment, job performance, organisational citizenship behaviour or 

decreased intentions to leave (Robinson, 1996; Thunnissen, 2015). Underpinned by expectancy 

theo , the ps hologi al o t a t is i flue ed  o e s desi ed goals a d out o es, hile the 
e pe ie e of these goals a d out o es dete i es the i di idual s oti atio  to o k a d 
his/her behaviour at work (Lucas, 2004). 

The psychological contract is a form of employer-employee exchange which focus on 

e plo ee s pe eptio s of utual o ligatio s et ee  the t o pa ties, hi h goals espe ti el  
determine the specific terms of the contract. These obligations are commitments to future 

action and refer to attitudes and intentions (Rousseau, 1989). As in what is its most widely 

k o  defi itio , the ps hologi al o t a t has ee  des i ed as a  i di idual s eliefs, 
shaped by the organisation, regarding terms and conditions of an implicit and reciprocal 

exchange agreement between the individual and the organisation (Rousseau, 1989, 1995).  

These contracts start being developed during recruitment but, unlike pre-entry expectations, 

are formed through interactions with the employer and made of expectations which are 

implicitly or explicitly promised by the employer. Since then the contract will change as the 

relationship evolves, until one of the parties breaks the link (Robinson, 1996; Sutton & Griffin, 

2004). As su h, a ps hologi al o t a t e e ges he  the e plo ee elie es that a p o ise 
has been made and a consideration offered in exchange for it, binding the parties to some set 

of e ip o al o ligatio s  ‘ousseau, , p.  Figure 4.2). Although the psychological 

contract is not the same as a the formal, written legal contract, and may not be enforceable, is 

very real to the individuals who hold it (Blomme et al., 2009; Coyle-Shapiro, 2006). 



 99 

Psychological contracts, which comprise perceived obligations, must be distinguished from 

expectations, the general beliefs held by employees about what they will find in their jobs and 

organisations. Although psychological contracts can produce some expectations, not all 

expectations emanate from perceived promises, and expectations can exist in the absence of 

perceived promises or contracts. Pre-entry expectations, such as high salaries, good co-workers, 

and affinity to the job, can emanate from a variety of sources, including past experiences, 

observations by friends and social norms. Psychological contracts, instead, involve beliefs about 

what employees believe they are entitled to receive, or should receive, because they perceive 

that their employer have promised to provide those things. Thus, only the expectations that 

emanate from perceived implicit or explicit promises by the employer are part of the 

psychological contracts (Robinson, 1996). 

Belief that reciprocity will occur can be a precursor to the development of a psychological 

contract. However, it is the individual's belief in an obligation of reciprocity that constitutes the 

contract. This belief is unilateral, held by a given individual, and does not constrain those of any 

other parties to the relationship. These are beliefs or perceptions regarding promises and 

acceptance. Each party believes that both parties have made promises and have accepted the 

same contract terms; each party considers that they share the same interpretation of the 

contract. However, this does not necessarily mean that both parties share a common 

understanding of all contract terms (Robinson & Rousseau, 1994).  

Certain factors promote the individual s belief that a contract exists. If an overt promise is made 

(e.g., a commitment to computer training for a new hire made during a selection interview), the 

more explicit and verifiable it is (e.g., in writing or in front of witnesses) the stronger will be the 

belief in the existence of a contract (Rousseau, 1989, p. 124). Employer branding is a notion that 

a  also i flue e ps hologi al o t a t s fo atio , as so e e pe tatio s a  a ise f o  the 
alue i di iduals  pla e o  e plo e  a d i age and its capability of delivering promises 

(Martin, 2009).  

 

Figure 4.2 | De elop e t of a  i di idual s ps hologi al o t a t 

Source: Rousseau (1989) 

 

Riley et al. (2002) highlight that, for being based on assumptions, psychological contracts are 

imprecise and open to misinterpretation. Moreover, the level of imprecisions is determined by 

the nature of the work/technological process in which the job exists, with some jobs originating 

more imprecise contracts – which is the case of T&H jobs – than others. The highly the 

imprecision, the more difficult is for management to apply formal control processes.  
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Building on social exchange and the norm of reciprocity, a parallel can also be drawn between 

economic and social exchange and the two existing types of psychological contracts, which can 

be differentiated based on their focus, time frame, stability, scope, and tangibility (Coyle-

Shapiro, 2006; Greenhaus et al., 2010; Rousseau, 1995):  

i. Transactional contracts are short-term and mainly characterised by economic and 

extrinsic exchanges, i.e., performance-based pay. This terms of this type of contract are 

tangible and remain static over the length of the relationship. Lower levels of 

commitment are expected from both parties, and allowance for easy exit is implicit. The 

scope of the contract is narrow, and little spillover between work and personal life is 

observable. T&H seasonal workers are a good example of employees who engaged in 

this type of contracts (they are hired for a specific period of time, to deliver a specific 

output and their employment situation is not likely to affect their personal life (in 

contrast to being a doctor, for example)).  

ii. Relational contracts are open-ended and long-term. Its content of what is exchanged 

within this contract evolves over the course of the relationship, thus being more 

ambiguous. Employees are hired under the view that they can develop and remain with 

the employer during their whole professional life. These contracts are thus 

characterised by a mix of non-monetizable factors, such as loyalty or commitment, and 

financial rewards. As the employment relationship is more likely to contribute to 

e plo ee s self-identify and self-esteem, higher spillover between work and personal 

life is observable. 

As previously mentioned, in light of the changes in employment relations and career structures, 

as well as due to growing organisational needs for flexibility, relational contracts have been 

gradually replaced by more transactional contracts (Greenhaus et al., 2010).  

The lack of fulfilment of aspects of the psychological contract will lead to what is called a 

violation or breach of the contract. By not honouring the psychological contract terms, 

organisations or other parties are not reciprocating e plo ee s o t i utio  as he/she elie ed 
they were obligated to do, which is perceived as a trust violation. This psychological contract 

ea h is a su je ti e e pe ie e; it s the e plo ees  elief that a ea h has happe ed that 
may affect their behaviour, regardless of whether that belief is legitimate or whether an actual 

breach occurred (Robinson, 1996; Rousseau, 1989). As a o se ue e, e plo ees  attitudes a e 
likely to change; more specifically, terms of the contract are likely to be redefined more towards 

transactional terms, turnover is likely to increase, and performance and organisational 

commitment and citizenship are likely to decrease (Robinson, 1996; Robinson & Rousseau, 1994; 

Rousseau, 1989). This pattern of behaviour is somewhat similar to unmet expectations leading 

to undesirable behavioural effects (Green et al., 2017).  

 

4.3  Leaving or staying: conceptualisation, causes and consequences of 

employee turnover  

The easo  fo  the o sta t a ee  shift i  toda s o kfo e ight e the desire to discover an 

ideal job that satisfies o e s job-related needs/desires. Recognizing the importance of these 
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needs/desires is an immense responsibility for institutions focused on fulfilling their employees 

and retaining talent in this unstable business macro-environment (Maden, 2014). 

Not only turnover confronts organisations with escalating costs and low productivity, as it may 

also lead to the degradation of service quality and subsequently loss of costumers and 

competitiveness, particularly in service industries in which employees are the first-contact 

public voice and image of their organisations, thus directly influencing the company 

performance (Kim, 2014; Maden, 2014; Tews, Michel, & Stafford, 2013). By adopting more 

effective employee management policies, T&H businesses can aim to maintain a high level of 

service and remain competitive. An organisation needs to make employee retention a priority 

particularly after it invests on training, which will also help strengthen its image and reputation 

(Vasquez, 2014). Therefore, employee turnover has been a subject of research for several years 

in the T&H industry and although turnover is seen as a usual phenomenon in the service industry 

in general, it has been noted to be exceptionally high in the hospitality industry over the last 

decades and higher than in other industries. The nature of T&H work, coupled with the rewards 

it provides (or lack thereof), can make it challenging to for professionals to stay committed to 

their organisations and develop satisfying, sustained careers in this industry (Cho et al., 2009; 

Deery & Shaw, 1997; Hinkin & Tracey, 2000; Yang et al., 2012).  

However, some worrying numbers lead us to question the actual capacity of the T&H industry 

in remaining competitive as a long-term career choice. For example, according to Tracey and 

Hinkin (2008), over 25% of employees leave their firms each year, many of those often choosing 

to work in other industries. In turn, and most alarming, Blomme (2006) found that after 6 years 

from graduation, 70% of graduates (from a Dutch hotel school) were no longer employed in the 

hospitality industry. Moreover, according to a Gallup s (2013) study, 63% of employees 

worldwide reported not being engaged at work and 24% even felt actively disengaged.  

Turnover – Concept 

More than 60 years after the turnover concept started to be debated in organisational and HR 

management literature, scholars still focus their attention on this research topic. The earliest 

turnover models, proposed by organisational psychologists, are traced back to the second half 

of the twentieth century, and by 2017 there were already more than 2,000 articles published on 

the topic (Lee, Hom, Eberly, Li, & Mitchell, 2017). This extensive research demonstrates that this 

is still a key issue for academics and has revealed a growing interest from practitioners in the 

most diverse industries across the globe.  

Turnover is the result of a withdrawal decision process that Price (1977, p. 4) has defi ed as the 
o e e t of e e s a oss the ou da  of a  o ga isatio , i  hi h e e s  efe s to 

i di iduals, e plo ees of a gi e  o ga isatio , a d o e e t  a  e pe ei ed oth as 
accession and separation actions. This separation implies a form of membership suspension or 

total disconnection, and does not comprise transfers within the organisation or other forms of 

internal mobility (Mobley, 1982). For Tett and Meyer (1993), this separation represents the 

termination of the psychological contract between the employee and the employer organisation 

(a topic that will be further detailed in section 4.3.3). Separation is specifically mentioned, as 

most of the research on turnover focus on members leaving the organisation, rather than those 

entering (Price, 2001). Mobley (1982) and Price (2001) also place emphasis on the nature of this 
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membership, which should involve a monetary compensation, therefore excluding  other ties 

such as students, volunteers or trade union members. Turnover is just one of the forms that 

withdrawal behaviour can assume, as the result of alienation, disengagement or under-

identification from/with work, comprising a set of actions that employees take to separate 

themselves from work or from a given organisation, which can range from tardiness (showing 

up late) or absenteeism to low job performance or counterproductive work behaviour/service 

sabotage (Bothma & Roodt, 2012; Kao et al., 2014; Robbins & Judge, 2013).  

As turnover is often perceived as the result of a sequence of influential and psychological 

aspects, it is important to distinguish voluntary from involuntary turnover, which accounting and 

consequences for organisations (and individuals) are very distinct. For Morrell, Loan-Clarke and 

Wilkinson (2001), this dichotomous classification is particularly necessary when turnover is 

thought to be associated with specific factors, such as organisational commitment, or to be 

preceded by a psychological state, such as intent to quit, in order to avoid biased assessments 

of the nature of the employment relationship for different types of leavers.  

Voluntary turnover usually takes the form of resignation and occurs when an employee takes 

the decision to leave the organisation E i oğlu et al., , thus representing voluntary exit, 

an exercise of choice and the result of a decision process (Morrell et al., 2001). These leavers are 

also o o l  efe ed to as uits  (Price, 2001). Maertz and Campion (1998, p. 50), criticizing 

the lack of explicit criteria to defi e olu ta  tu o e  a oss studies, efe  to it as i sta es 
wherein management agrees that the employee had the physical opportunity to continue 

e plo e t ith the o pa , at the ti e of the te i atio .  

In turn, involuntary turnover occurs when the employer makes the decision to lay-off or dismiss 

an employee (besides situations of death, ill-health or retirement), either for reasons in which 

the employee has little or no personal say (such as the real or perceived need for retrenchment, 

restructuring or downsizing) or for reasons specifically associated with the employee (such as 

poor performance, insubordination, at-will employment clauses, staff conflict or theft) (Mobley, 

1982; Morrell et al., 2001). Although in most literature turnover voluntariness is typically 

considered dichotomous (i.e., voluntary or involuntary), Maertz and Campion (1998) are of the 

opinion that this dimension of turnover should be measured on a continuum, as the many 

reasons behind turnover decisions may have both voluntary and involuntary aspects. 

Within the scope of HR Management and related disciplines such as Business Management, 

Industrial Psychology or Organisational Behaviour, voluntary turnover has been receiving much 

more attention as a research topic for presenting a theoretical structure that can be easily 

understood because of the homogeneity of research subjects (Price, 1977), but mainly for its 

potential managerial implications in terms of prediction, control and policy design. Although 

some theorists suggest that most turnover is voluntary (Price, 1977), when looking at workers 

and organisations in general, the instances in which employees have been forced to leave are 

likely to be more representative than those in which employees have chosen to leave (Morrell 

et al., 2001). Some authors seem to consider that involuntary turnover cannot be controlled 

either by the employee or the company itself (e.g., Mobley, 1982), while others place it within 

the control of the management (e.g., Holtom, Mitchell, Lee, & Eberly, 2008; Rowley & Purcell, 

2001).  
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This is where organisational concerns about the avoidability of turnover, namely voluntary 

turnover – a.k.a. a oida le tu o e  –, lie (Hom, Mitchell, Lee, & Griffeth, 2012; Price, 2001), 

and why it is important for managers to understand what type of intervention can be planned. 

This is exemplified by Morrell et al. (2001) who stress that if a company is able to identify 

situations of unavoidable voluntary turnover (e.g., cessation due to relocation by a spouse), it 

would be more beneficial to manage turnover post hoc and focusing on minimising the 

disruption and inconvenience of the lost – that constitutes a control approach –, rather than 

spend resources on theorised preventative measures (e.g., increasing pay) – which is intended 

as a prevention approach. However, these authors also point that although this division is not 

lea , a  assess e t of a oida ilit  ould help a age s to e og ise i sta es of tu o e  as 
symptomatic of underlyi g p o le s  a d to a oid eedless a d pote tiall  ha ful ha ges p. 
221). Voluntariness is also important to be considered as most turnover models apply to self-

motivated employment termination (Tett & Meyer, 1993). 

Turnover intention 

This withdrawal can assume a physical or mental form. For employees that do t ha e the 
possibility or opportunity to leave their jobs, the possible short-term choice is 

psychological/attitudinal withdrawal, such as the desire to quit, the intent to find alternative 

employment, or presenteeism (Daskin & Tezer, 2012; Johns, 2010).  

Behavioural intention is a reliable determinant of actual behaviour. Mobley (1982) formally 

established the academic status of turnover intention in the studies of turnover and more than 

 ea s of esea h e ealed o siste t e ide e that a  e plo ee s og itio  of tu o e  i.e., 

intention) is the strongest predictor of actual turnover and the direct antecedent variable of 

turnover behaviour (Griffeth, Hom, & Gaertner, 2000; Mobley, Griffeth, Hand, & Meglino, 1979; 

Tett & Meyer, 1993). In fact, meta-analyses (e.g., Griffeth et al., 2000; Steel & Ovalle, 1984) show 

that intentions to quit were identified as a major predictor of actual turnover in countless 

studies. Therefore, and with the adoption of a proactive stance, as opposed to a reactive one, 

many conceptualisations and enquiries focus on turnover intentions rather than actual turnover. 

Several studies have been examining the relationship between turnover intent and actual 

turnover, but measuring them separately, although actual turnover is expected to increase as 

intents also do. 

Both Mobley, Horner and Hollingsworth's (1978) and Mowday, Porter and Steers' (1982) 

definitions converge at the point that turnover intention is a subjective estimation of an 

employee regarding the probability of holding a conscious and deliberate intention to leave 

his/her job at some point in the near future. Also Tett and Meyer (1993) emphasize the 

conscious and deliberate wilfulness of terminating employment with a given company. Intention 

to quit may be therefore perceived as a form of voluntary turnover.   

This intention to leave – concept that is interchangeably used with turnover intention – is 

considered as the last step in a sequence of withdrawal cognitions, in which search (either 

passive or active) for alternative employment in other organisations and thoughts of quitting, 

are also included (Mobley et al., 1978; Tett & Meyer, 1993). Therefore, employee turnover 

should not be seen as a time-bounded event, but as the outcome of a process of disengagement 

that may last for an undefined period of time, that can take days or years until the actual decision 
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to leave is made. Steers and Mowday (1981) further note that some authors (e.g., Mobley, 1977, 

Mobley, Homer & Hollingsworth, 1978, Fishbein, 1967, or Hom et al., 1979) even make more 

elaborate distinctions between desire to leave and intent to leave, with the former being 

des i ed as a  i di idual s attitude to a d the a t of uitti g a d a  i ediate dete i a t 
of i te t to lea e, a pe spe ti e that see s to eet Mae tz a d Ca pio s (1998) suggestion to 

perceive turnover voluntariness on a continuum instead of as an isolated occurrence. 

Especially for smaller employers, it can be difficult to offer clear opportunities for career 

development and progression, so it can be expected that employees will move from one 

employer to the other, but still remaining within the industry; this can be referred to as 

circulation, rather than turnover (Boella & Goss-Turner, 2005). These patterns of transition 

between, or even within, organisations th ough the ou se of a p ofessio al s o k life a  also 
be analysed on the grounds of career mobility. Moving across jobs and/or occupations – in 

which individuals collect a variety of work experiences and skill sets – is expected to become the 

rule, rather than the exception (Sullivan, 1999), and this is precisely the assumption at the core 

of boundaryless careers.  

Intention to stay 

By contrast, intention to stay is often found in literature as the reverse psychological state, 

efe i g to e plo ees  awareness and deliberate willingness to stay and maintain their job. 

Although most scholars just presume that staying is the mere opposite of leaving, some authors 

suggest that turnover and retention should be more properly viewed as related, but not 

necessarily reciprocal, processes (Cho et al., 2009; Steel & Lounsbury, 2009; Tett & Meyer, 1993). 

Alongside intention to leave, empirical studies have demonstrated that intention to stay is one 

of the best single predictors of actual turnover (Igharia & Greenhaus, 1992; Tett & Meyer, 1993). 

However, although there is a significant body of research on the causes why people voluntary 

leave, e plo ees  intention to stay has been receiving considerably less attention as a research 

topic in comparison to e plo ees  intention to leave. With regard to the T&H industry, the 

studies of Cho et al., 2009, Demir, Demir and Nield (2015) or Kim and Jogaratnam (2010) are 

some of the few exceptions.  

Demir et al. (2015), who analysed the relationship of person-organisation fit and hotel 

e plo ees  i te tio  to e ai , oth di e tl  a d through organisational identification, 

presented intention to remain as an indicator of responsibility awareness (contributing to 

reduce absenteeism, lateness or task neglection, for example), job satisfaction, identification 

with the organisation and strong job-employee fit. This assumption that employees who 

perceive a better fit with their organisation are more likely to stay is supported by other authors 

(e.g., Chew & Chan, 2008). Based on a study with non-supervisory hotel and restaurant 

employees in the US, Kim and Jogaratnam (2010) reported that intrinsic motivation and 

supe iso  leade ship e e ged as the ost sig ifi a t p edi to s of e plo ees  i te t to sta . 
In a study aimed at examining whether the predictors that decrease employee intention to leave 

(namely perceived organisatio al a d supe iso s  suppo t, a d o ga isatio al o it e t  
ould also i ease e plo ees  i te tio  to sta , Cho et al. (2009) found that despite the 

negative effect on intention to leave, only perceived organisational support had a positive 

impact on intention to stay. These findings support the notion that employees who perceive 
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high organisational support tend to be loyal to the organisation and put on their efforts to 

maintain membership. 

Chew and Chan's (2008) research, where a Delphi technique was used, reported a number of 

issues that were identified by 13 experts (e.g., academics, HR managers and organisational 

psychologists) as important for employee retention, namely: satisfying work environment, 

training and career development opportunities, reward and recognition, good pay and 

conditions, good working relationships, good resources, state of the art equipment, status, 

challenging job and autonomy.  

Largely after the work of Mitchell, Holtom, Lee, Sablynski and Erez (2001), there is now increased 

interest in explaining why employee choose to remain with an organisation. The authors 

proposed the new construct of job embeddedness, which describes the broad set of forces that 

influence people s de isio  to maintain their current employment situation (see section 4.2.2; 

The shift towards Job Embeddedness).  

Job mobility 

Employee voluntary turnover is one possible lens to look at changes in employment status, but 

mobility is also an important perspective to consider, especially within the context of careers 

research. As a result of a growing focus on boundaryless careers, particular emphasis is placed 

on interorganisational mobility. Employees are now more likely to value professional mobility 

and expect to change jobs more frequently than they have been in the past […], and this high 

degree of mobility can have implications for individual employees, organisations, and entire 

industries  (McGinley & Martinez, 2018, p. 1108). 

A potentially more damaging form of turnover is career change, which is defined as the 

movement to a new occupation that is not a part of an expected or typical career progression 

(McGinley & Martinez, 2018). “o e autho s des i e these a ee  ha ges as o ple  jo  
mobility, as it involves a change in both industry and occupation, and not just merely job or 

employer shifts (Neal, 1999). Combined with the transitory nature of much work within the T&H 

industry, high career change rates may exacerbate the already high costs of turnover (McGinley 

& Martinez, 2018).  

Neal (1999) developed a model of mobility, based on two main assumptions: (i) workers are 

concerned about their match with their current careers, i.e., how well one is suited for that type 

of work; (ii) workers are also concerned about their match with their current employer, i.e., how 

well one works with o e s olleagues a d ho  ell o e is suited to the o k e i o e t that 
the organisation offers. The model yields an optimal job search strategy that involves two stages: 

co ple  jo  ha ges happe  ea l  i  a o ke s  a ee , he  o e searches for a career, and 

only when a suitable career match is found, workers start to look for potential employers. When 

suitable career matches are found it means that future job changes should simply involve 

changes of employers (Neal, 1999). 

According to Delfgaauw (2007), the motives for job change of workers who stay in their industry 

differ from the motives of workers who change industry, especially when jobs within an industry 

have features in common. This provides employee with enough information about other jobs in 

a certain industry, updating their expectations. When salaries, work environment, stress, 
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responsibilities, a d o ditio s atte  i  a  e plo ee s de isio  to uit a jo , the  a e o e 
likely to switch to another industry. On the other hand, when they are not happy with training 

opportunities, the atmosphere at work, amount of work or travel (to and from work) time, they 

are more likely to remain in the same industry (Delfgaauw, 2007). 

Although recognitions that the construct career mobility has been used to include almost any 

kind of change in job duties, Feldman and Ng (2007) distinguish between job, organisational and 

career/occupational change. According to the authors, job change refers to substantial changes 

in work responsibilities, hierarchical levels, or titles within an organisation, including internal 

promotions, transfers, and demotions. Organisational change refers to any change in the 

employing firm, which may or not involve job change as well. In turn, occupational change (term 

that the authors prefer in relation to career change, which is more ambiguous) is related to 

major transitions in career paths, that require new skills, routines, and work environments, as 

well as new training, education, or vocational preparation (Feldman & Ng, 2007). 

With regards to factors influencing mobility within the T&H industry, two points of view are of 

special importance. The first is related to the growth that the T&H industry has been 

experiencing in recent years, which has been significantly high in Portugal in recent years. 

According to research conducted by the World Travel & Tourism Council (WTTC), in 2018, the 

Travel & Tourism sector in Portugal grew by one of the highest rates in Europe. Tourism has 

contributed to one in five of all jobs in the country and produced 1 Euro in every 5 Euros (WTTC), 

2019). The emergence of new firms or the growth of existing firms is expected to increase both 

internal and external mobility; the latter due to perceptions of more job opportunities available 

in the external labour market (Feldman & Ng, 2007) (see also section 4.2.2; sub-section 

Perceived job alternatives). The second has to do with the rigidity and permeability of 

occupational mobility structures (Feldman & Ng, 2007). As described previously, the T&H sector 

is characterised by low levels of rigidity and higher levels of permeability, especially due to the 

low entry barriers, the predominance of low-skilled jobs, the use of a secondary labour market, 

and perceptions of the status of hospitality work as low and transitory.  

Other authors (e.g., Duncan, Scott, & Baum, 2013; Ladkin, 2011; Veijola & Jokinen, 2008) have 

also been examining other perspectives on mobility, namely within the mobilities paradigm, 

such as migrant labour and transnational movement of individuals involved in the T&H industry. 

Increased mobility within and between countries, including sanctioned and unsanctioned 

migration, is and will continue impacting population change with regards both to age and ethnic 

profiles. This is particularly relevant for the T&H sector in developing countries, which 

competitiveness might be restrained due to the continuous departure of key workers (Solnet et 

al., 2015, 2013). With strong social and cultural implications, these reflections are very 

important for a better understanding of the complexities of T&H work, being, however, beyond 

the scope of this work. 

 

4.3.1  Implications, costs, and consequences of employee turnover 

The implications of turnover can take various forms and may have repercussions on different 

dimensions. The most immediate consequences are obviously assigned to organisations, but 
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impacts are also perceived for individuals and for the broader society, as turnover can also be 

an indication of the stability of employment in a specific industry (not only turnover can be 

measured for individual companies, as well as for an industry as a whole). These impacts are 

well documented in the literature, although organisational theorists have been more interested 

in predicting employee attitudes and behaviours than in understanding their consequences 

(Phillips & Connell, 2003c). 

Flamholtz (1973) was one of the first to put forward models that summarise the original and the 

replacement costs of human resources. Original costs refer to the acquisition and development 

(through direct and indirect costs of training) of employees, while the replacement costs 

incorporate both the original investment and termination costs of an employee and the 

acquisition and development of a substitute. Cascio (1991, cit. by Tziner & Birati, 1996, p. 114) 

also made one the most significant contributions in this respect, by proposing a mathematical 

model that consists of categories of expenses which sum should constitute the overall cost of 

employee turnover, namely: separation, replacement, training and reduced productivity costs.  

Building on the work of Cascio (1991) and Wasmuth and Davis (1983), Hinkin and Tracey (Hinkin 

& Tracey, 2000, 2005, 2006; Tracey & Hinkin, 2008) developed an expanded model consisting of 

five major cost categories: pre-departure, recruitment, selection, orientation and training, and 

productivity loss. This model was followed by the development of a web-based computer 

programme, specifically designed for the hospitality industry, which allows to assess the average 

cost of turnover for any number of positions and to run compa iso s, as ea h atego  
comprises several cost categories (i.e., formulas) that when combined would provide a 

easo a le esti ate of the total ost of tu o e  28 (Hinkin & Tracey, 2000, 2005). 

Although costs vary by industry, position or geography, most organisations face, to some extent, 

separation/pre-departure costs, recruitment/attraction/selection costs, and hiring/orientation 

and training costs. Although these direct costs are substantial, most literature puts special 

emphasis on the indirect effects of turnover, which result from operational disruption and have 

strong implications on organisational performance. Hindered performance can be due to 

vacancy costs, pre-departure productivity loss, learning curve (cost incurred and lost revenue), 

errors/mistakes, supervisory and peer disruption, loss of knowledge and expertise, 

demoralisation of organisational membership or loss of client relationship (Hinkin & Tracey, 

2000; Phillips & Connell, 2003b, 2003c; Staw, 1980; Tracey & Hinkin, 2008). These indirect costs 

have been shown to account for the largest percentage of the costs and are perhaps the most 

difficult to access and monitor (Phillips & Connell, 2003c; Tracey & Hinkin, 2008). Apart from 

productivity losses, operational disruption negatively impacts job satisfaction, organisational 

commitment, and particularly in the T&H industry, where the relationship between employees 

 

28 This 10-minute and eight screens tool, which was named Turnover Cost Evaluator and made available at the Cornell 

University Center for Hospitality Research website, allows practitioners to accurately compute all of the costs 

associated with the departure and replacement of an employee and immediately visualise and print the results 
(Hinkin & Tracey, 2005). Ma age s a  also use this tool to eate hat if  s e a ios to dete i e ho  u h a  
i ease o  de ease i  the tu o e  ate ight affe t the o e all ost . The autho s ha e also een using the 

programme and subsequent web-based version to collect data and test the proposed methodology (Hinkin & Tracey, 

2006, p. 9). 
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and customers is critical, may cause a deterioration in the quality of service and the of the 

organisation E i oğlu et al., ; Ki , . 

As it is believed that employees who perform better in their jobs have more external 

employment opportunities available than poor performers, high turnover is generally presented 

as harmful to firm performance (Holtom et al., 2008). Losing employees that are highly skilled 

may lead to the erosio  of the o pa s i pli it k o ledge ase, as the ta it k o ledge that 
was accumulated by the employee during the duration of employment is lost, thus hindering 

the de elop e t of o ga isatio al o pete ies a d the o pa s o petiti e ad a tage 
(Blomme et al., 2010; Walsh et al., 2010). 

Furthermore, when key members leave, not only the organisation loses human capital as the 

morale of remaining employees is also affected. This happens either when the curiosity about 

the reasons why a colleague is leaving distracts them from their tasks, or when team members 

are forced to take on the workload of departing colleagues, solve problems caused by their 

departure or do some of the work of the new employees, often neglecting their own 

responsibilities to the costumer while doing so (Hinkin & Tracey, 2000; Phillips & Connell, 

2003a). Ultimately, turnover may provoke a chain-reaction or a reflective sentiment among the 

remaining members, making them question their own motivations to stay, when another 

individual as considered that job as not desirable anymore. Former co-workers may re-evaluate 

their position in the organisation and possibly develop negative job attitudes (Staw, 1980; Steers 

& Mowday, 1981). Following these assumptions, and although most research is focused on 

turnover as an individual phenomenon, there is also a line of research dedicated to the study of 

collective turnover, which is defined by Bartunek, Huang and Walsh (2008, p. 6) as the tu o e  
of two or more organizational members in close temporal proximity based on shared social 

p o esses a d de isio s to lea e a  o ga izatio . He e, the pe ei ed easo s of tu o e  is 
a key moderator, highly influencing demoralisation among other employees, as individual 

factors (e.g., family problems, location, economic conditions) are less likely to result in 

demoralisation than organisational factors (e.g., nature of the work, pay or leadership 

behaviours) (Staw, 1980). The impact will be higher as more cohesive the work group is, or as 

higher the organisational social status of the departing member is (Bartunek et al., 2008; 

Mobley, 1982; Staw, 1980).  

At the end of the line, high turnover may have a tremendous negative impact on the quality of 

customer service and lead, in turn, to a drop-in customer satisfaction, to the loss of regular 

customers and to a decline in company profit. This impact is particularly relevant when there is 

high turnover of front-line employees, who are key providers of external customer service and 

a e o sta tl  i ol ed i  fi e-fighting when their departments are staffed with inexperienced 

e plo ees , thus ei g o e sus epti le of e pe ie i g u out (Hinkin & Tracey, 2000, p. 20; 

Phillips & Connell, 2003a). When there is the need to fill in vacancies quickly, managers often 

incur in little-weighted and indiscriminate hires, which only compromises the service experience 

(Tews, Michel, & Allen, 2014). The hotel industry, in particular, traditionally relies on casual 

employees, who are engaged by the hour at will and have multiple jobs, as a means of achieving 

labour flexibility and filling in job vacancies. Naturally, this poses additional challenges in terms 

of training effort, company loyalty, quality of service and productivity (Davidson et al., 2010). 
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Globally, high turnover may cause severe damages in the image of a company, and a bad 

reputation in recruitment channels can be difficult to revert (Phillips & Connell, 2003a).  

Both when the departure is voluntary or involuntary, there are usually some problems that could 

have been avoided, and that create a huge variety of negative implications for individuals who 

made the decision of leaving his/her job.  

As most employee benefits are related to tenure, starting a new job implies losing the benefits 

tied to the p e ious o ga isatio  a d esetti g the lo k . The sa e a  e o se ed ega di g 
career progression, as changing to a different organisation may involve starting from a lower 

base, which may represent a setback in career development, payroll status or even in the 

p ofessio al s self-esteem. Some individuals also leave their jobs without immediate 

employment alternatives, which may result in increased financial difficulties (Mobley, 1982; 

Phillips & Connell, 2003a). In dual-income households, one of the members of the couple 

changing to a different job (possibility with different employment conditions and location) may 

also impact on the career of the spouse or have further implications in social and family support 

systems (Mobley, 1982). For many workers, the workplace is their primary – and sometimes, the 

only – social network, which means that moving to a different organisation will mean cutting-

off these ties and losing the emotional support they provide (Phillips & Connell, 2003a).  

Quitti g a  also esult i  high le els of st ess a d a iet , as sig ificant energy is expended on 

fi di g e  jo s, a d adjusti g to e  situatio s , as ell as it i plies gi i g up k o  outi es 
and inter-pe so al o e tio s at o e s p e ious pla e of e plo e t , e e  he  it s a 
desired transition (Holtom et al., 2008, p. 233). Leaving employees who used to work in 

developing projects or innovative practices may also experience feelings of wasted effort and 

time after working in a given organisation (Phillips & Connell, 2003a). On the other hand, 

employees may have also set high expectations about the chosen job alternative, which may 

have come to be dashed by the reality of the new organisation, and frequent job changes may 

also not be easy to explain to potential future employers (Mobley, 1982).  

Studies addressing the impact of turnover are dominated by a concern with its detrimental 

effects on costs and expenses and on organisational effectiveness, and both the impact of the 

voluntary turnover and involuntary turnover to an organisation is enormous (Cho et al., 2009). 

Nevertheless, it would be too simplistic to face turnover as a negative issue since in a market 

economy, a reasonable degree of employee turnover has also positive implications for 

organisations, provided that it is kept to a certain manageable level (Lv, Xu, & Ji, 2012). I  
toda s ha gi g o ld of o k, easo a le le els of e plo ee-initiated turnover improve 

organizational flexibility and employee independence, and they can lessen the need for 

management-i itiated la offs  (Robbins & Judge, 2013, p. 28).  

The benefits of turnover have received less attention than the costs, as they are somewhat less 

obvious and even more difficult to quantify. Increased performance, reduction of entrenched 

conflict, increased mobility and staff morale, and higher potential for innovation and adaptation, 

are some of the potential positive impacts of turnover for employers (Staw, 1980).  

If in one hand, the turnover of capable and high skilled employees is considered a loss to the 

company, the turnover of incapable or complaining employees is an opportunity to hire new 

employees and reach more desirable outcomes (Kim, Im, & Hwang, 2015). If the right people 
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are leaving, it creates an opportunity to replace underperforming individuals by someone with 

higher skills or motivation (Robbins & Judge, 2013).  

Although the traditional perspective presents the performance of a new employee as initially 

low, that will only reach the level of the preceding employee after a certain period of time and 

after gaining some experience, there are some potential gains in performance to which little 

attention is given to. A new employee may be more highly motivated than the departing 

employee or even possessing greater abilities and up-to-date training. This can be particularly 

relevant for high contact jobs, such as those in the tourism and hospitality field, where 

employees can become psychologically burned out over time (Staw, 1980).  

F o  a  e olutio a  pe spe ti e, tu o e  a  also e useful to eak  the ho oge eit  i  
the profile of older organisational members, who can be highly committed to previous practices 

and policies (which may have been successful in the past but are currently outmoded or 

inappropriate) and are highly resistant to change. Usually, the higher the hierarchical level in 

which turnover occurs, the biggest the changes in organisational policy are. In lower levels, 

turnover is less likely to provide much change, as these roles do not exert so much influence on 

othe s. Ho e e , the potential for innovation does exist on all organisational levels with many 

valuable i p o e e ts o i g f o  iddle a d lo e  le els  (Staw, 1980, p. 264). With regards 

to the succession policy, it should be noted that while inside succession may be beneficial for 

staff o ale, it a  edu e the pote tial fo  adaptatio , as the e  ole o upa t it s likel  to 
have the same background, experiences and policy commitment as his/her predecessor. An 

outside replacement is more likely to bring new perspectives and less likely to conform (Staw, 

1980). 

Instead of been considered a cost to the organisation, turnover may also contribute to the 

reduction of entrenched conflict – which can be both hierarchical (e.g., between workers and 

supervisors) and lateral (e.g., among workers in the same department) –, when it helps to 

resolve deep-seated conflicts among organisational members. In situations of unresolved strife, 

when one party decides to leave rather than continuing the fight, this may actually help to 

stabilise the organisational environment and even also proves to be beneficial for the individuals 

involved (Mobley, 1982; Staw, 1980).  

Even when the people leaving are cherished by their co-workers or considered valuable to the 

organisation, their exit may leave vacant positions that otherwise would not be available. As 

little turnover may not give room for the organisation to promote highly competent employees, 

the departure of some employees may be determinant of internal promotion opportunities. 

However, this is only likely when there is little organisational growth (and there is no rapid 

expansion by acquisition) and policies of inside succession are privileged (Staw, 1980). Turnover 

can also be considered beneficial to organisational performance when it is preferable that 

disgruntled employees leave, rather than engaging in other withdrawal and counterproductive 

behaviours, such as absenteeism, lateness, sabotage or production deviance (Mobley, 1982).   

For an employee, turnover can also be positive when he/she has outgrown opportunities in a 

given organisation and can advance his/her career in other organisation, looking for example, 

for employment with better pay, more challenging tasks or a more supportive and pleasant 

organisational climate. Changing to a different organisation may also reduce stress levels and 
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a iet  a d sol e a  e isti g o fli ts, hi h a  i p o e the i di idual s ps hologi al ell-
being. When successful in finding another job, individuals may also feel more self-confident and 

efficient, as well as proud before his/her family and friends for taking a better job position 

(Mobley, 1982). 

In sum, given the extensive potential consequences of employee turnover (which disruptive 

power is consensually considered to be higher than the benefits) and the different instances of 

quitting, organisations should focus their efforts at the individual level, identifying who they 

most want to prevent from quitting and the reasons driving the desire to leave. This will allow 

them to determine if they desire to take some action to avoid turnover (as in some situations 

orga isatio s o t ish to stop poo  pe fo e s f o  lea i g  a d hat i du e e ts the  a e 
willing to offer to make valuable employees stay.  

These debates between the negative and positive impacts of turnover relate to the functionality 

of turnover, highlighting the need of differentiating leavers in terms of their productivity and 

assessing the extent to which they are or not an asset to the organisation (Hom et al., 2012; 

Morrell et al., 2001). The impact of turnover varies based on many factors, such as the difficulty 

in replacing high-skilled workers or the amount of training required for some job positions. Using 

the restaurant and fast food industry as an example, due to the predominance of transient and 

low-skilled staff, workers are frequently replaced without major impacts for both parts, as 

limited training is required to reach full productivity and leavers can easily find similar 

employment options. In contrast, as result of a more appealing job offer or lack of opportunities 

for career progression, if a company loses knowledgeable and experienced personnel, especially 

when they occupy positions of responsibility, this may impact the business at many levels and 

for an indefinite period of time. Estimates of the losses for an employee may vary from a few 

thousand dollars to more tha  t o ti es the o ke s sala  depe di g o  the i dust , the 
content of the job, the availability of replacements and other factors (Holtom et al., 2008). 

Robbins (1995) cit. by Yang, Wan and Fu (2012), for example, pointed out that overall costs 

associated with employee turnover range 1.2 to 2 times higher than the annual salary of the 

former employee, with an average cost of 1.5 times higher. 

Therefore, dysfunctional turnover refers to harmful results to an organisation, while functional 

turnover results in the possibility for improvement in human resource management by 

facilitating the exit of low-performing employees. However, the distinction between functional 

a d d sfu tio al lea e s is o l  ele a t he  tu o e  is t a  a ute p o le , as opi g a d 
retention initiati es a e i ele a t if the e is t suffi ie t la ou  po e  (Morrell et al., 2001).  

 

4.3.2  Determinants of voluntary turnover: main theories and foundational models 

O ga isatio s  urge for greater control over voluntary turnover has inspired a considerable 

amount of research on this topic and many theories have been put out in an attempt to 

understand the turnover phenomenon. Most of turnover models describe the turnover 

phenomenon as a multistage process composed of attitudinal (e.g., affective disposition such as 

satisfaction), intentional (e.g., intention to leave) and behavioural (turnover) components that 

flow towards the decision to quit or stay, focusing on the moderating or predictive role of a vast 
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number of competing antecedent variables which are mainly defined by interactions between 

the employees and their work environment.  

When analysing the vast literature on turnover, Morrell et al. (2001) highlight two dominant 

perspectives or traditions of turnover research: the economic/labour market school and the 

psychological school. Labour market accounts are more typically determinist as they place more 

emphasis on externally determined variables, such as opportunity or unemployment (e.g., 

labour supply and demand, job search, availability of job opportunities or perceived 

alternatives). Psychological accounts (e.g., March & Simon, 1958; Mobley, Griffeth, Hand, & 

Meglino, 1979; Price & Mueller, 1986; Sheridan & Abelson, 1983) are essentially voluntarist, the 

focus is on employees and they emphasize the decision dimension of turnover, the role of 

individual choice and affective issues. Therefore, the first preclude the use of selective human 

esou e st ategies a d thei  solutio s a  e e o d the o pa ies  a ilit  to i flue e la ou  
market variables, whereas the former allows an effective management of turnover, by giving 

firms the possibility of allocating resources on a specific employee or group of employees 

(Morrell et al., 2001). 

The o e  do i a t odels that ha e shaped the esea h o  tu o e  – as pictured in Figure 

4.3 – are chronologically listed and briefly introduced below. These models had a profound 

impact on subsequent theorizing and on the work of many later authors. 

 

 

Figure 4.3 | Major theoretical frameworks of voluntary turnover 

Source: Own construction 

 

Ma h & “i o s (1958, 1959) Turnover Model 

The first complete and stand-alone turnover theory was proposed by James March and Herbert 

Simon in the 1950s (March & Simon, 1958), and it has influenced many of the theories of 

turnover that would follow. In their now classic book Organizations, they presented a literature-

ased odel of the de isio  to pa ti ipate , i  hi h the pe ei ed desi a ilit  of o e e t 
and the perceived ease of movement in and out of an organisation (concepts which today are 

typically labelled as job satisfaction and perceived alternatives (Holtom et al., 2008)) are the two 

end-stage processes at the centre of this model. Mainly influenced by the theory of 

Organisational Equilibrium of Barnard (1938), March and Simon argued that all employees 
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confront two fundamental decisions in their interactions with a company: the decision to 

produce and the decision to participate. The de isio  to p odu e i ol es hethe  e plo ees 
are willing to work as hard and produce as much as the organization demands. The decision to 

participate concerns whether various participants – primarily employees, but March and Simon 

also discussed customers and investors – hoose to e ai  ith the o ga izatio  o  lea e  (D. 

E. Bowen & Siehl, 1997, p. 57). 

Ma h a d “i o  theo ised a out a state of e uili iu  et ee  a  i di idual s o t i utio  to 
an organisation (e.g., work) and the organisational compensation/inducements (e.g., pay) which 

is provided in return; thus, individuals decide to quit when this compensation is considered to 

be no longer balanced with the contribution. This balance was described by the authors as being 

function of two motivational dimensions: perceived desirability of movement, which is 

influenced by job satisfaction and the possibility of intra-organisational transfer (evidently 

dependent on the size of the organisation), and perceived ease of movement, which is 

determined by the number of perceived opportunities available outside the organisation (see 

Figure 4.4).  

 

 

 

Figure 4.4 | Ma h a d “i o s tu o e  odel 

Source: Own construction based on Mobley (1982) and Morrell et al. (2001) 

 

Some authors (e.g., Lee & Mitchell, 1994) consider that the success of this model may have 

overly influenced the subsequent conceptual models and that it failed in including important 

variables (e.g., different forms of organisational commitment), but despite offering a static and 

perhaps too simplisti  ie , a d although fe  studies ha e di e tl  tested it, it s i po ta e 
elies o  the u e  of ideas hi h it i o po ates that a e still the o je t of tu o e  
esea he s  atte tio  (Morrell et al., 2001, p. 232).   
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Porter-Steers Met Expectations Theory (1973) and subsequent work 

Lyman Porter and his associates have proposed several key constructs that profoundly shaped 

tu o e  theo  a d esea h u til toda . I flue ed  V oo s E pe ta  theo  (see section 

4.3.3), Po te  a d “tee s  (1973) theo  p ese ts e plo ees  u et e pe tatio s  as the d i i g 
factor in influencing turnover decisions, in which met expectations are considered as a 

dis epa  et ee  hat a pe so  e ou te s o  his jo  i  the a  of positi e a d egati e 
e pe ie es a d hat he e pe ted to e ou te  p. 2). Porter and Steers (1973) have 

p oposed fou  le els  o  atego ies of fa to s that e e fou d to affe t ithd a al a d that 
appear to be widespread throughout the various facets of the organisational structure:  

i. Organisation-wide factors (pay and promotion, job security, and organisational size); 

ii. Immediate work environment factors (supervisory style, work unit size, and the 

nature of peer group interaction); 

iii. Job-related factors (general nature of the work, job stress and repetitiveness, job 

autonomy and responsibility, and role ambiguity and conflict); and 

iv. Personal factors (age, tenure with the organisation, similarity of job and vocational 

interest, personality characteristics, and family considerations). 

These four categories essentially group possi le i te al  a ia les, as the  a e elated to the 
i di idual s ide tifi atio  ith a o k situatio . Although considered pertinent in the analysis of 

ithd a al eha iou s, e te al  a ia les e.g., economic conditions, availability of job 

opportunities) were not included in their framework. The more closely the job fulfils the 

e plo ees  i itial e pe tatio s, the g eate  it ill e thei  jo  satisfa tio ; he  a  i di idual s 
expectations29 are not substantially met, the propensity to withdraw will increase. This model 

has become a central theory of job satisfaction and stimulated Realistic Job Previews theory and 

research (see also section 4.3.3)  (Hom, Lee, Shaw, & Hausknecht, 2017). 

Porter and his colleagues (Porter, Crampon, & Smith, 1976; Porter, Steers, Mowday, & Boulian, 

1974) also pioneered the research on organisational commitment (see section 4.3.2) as an 

attitude that could explain different portions of turnover variance than job satisfaction. Their 

seminal work has evolved into a new strand of research on organisational commitment and was 

expanded by other scholars (Hom et al., 2017). Later, Dalton, Krackhardt and Porter (1981) also 

came to challenge the assumption that turnover was always dysfunctional and urged the need 

to further examine the quitters, thus presenting the idea that the loss of surplus, low-quality, or 

costly labour (i.e., functional turnover) could eventually enhance organisational performance 

(Hom et al., 2017).   

Mobley, Griffeth, Hand and Meglino's (1979) Intermediate Linkages (Expanded) Model  

William Mobley (1977) is the author of the, considered by many, most influential single paper 

on turnover (Hom et al., 2017). Co eptuall  i flue ed  Ma h a d “i o   a d Lo ke s 
(1976) job satisfaction construct, Mobley posited that the relation between satisfaction and 

turnover was not simple and straightforward, and he was the first to theorise that turnover 

intention is the direct antecedent variable of turnover behaviour, thus being the proximal and 

 

29 cf. Locke (1976) for more specific distinction between different levels of expectations. 
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strongest predictor of leaving. I  his o igi all  du ed I te ediate Li kages Model , Mo le  
(1977) theorised about a sequence of withdrawal cognitions and job-search behaviours that 

would intervene between the experience of job dissatisfaction and the decision to quit30. 

Later, and together with his colleagues (Mobley et al., 1979, 1978), an extended version of the 

model was proposed. As a result of several refinements, and following conceptual traditions in 

the domain of attitude theory (Steel & Lounsbury, 2009), this was considered as a ground-

breaking content model in clarifying a large array of distal causes why people quit their jobs and 

still i flue e toda s esea h o  oluntary turnover (Hom et al., 2017; Morrell et al., 2001). 

This model suggests that there are four core antecedents for the decision to quit: job 

satisfaction, expected utility of alternate roles within the organisation, expected utility of 

alternate roles outside the organisation, and non-work values and roles (Figure 4.5) (Mobley, 

1982)31. I  the expanded model, employee values, job perceptions, and labour market 

pe eptio s o i ed to i flue e ithd a al i te tio s ia the li kages  (Holtom et al., 2008, 

p. 237).  

This model allows scoping for individual differences, as the authors considered that some factors 

might influence employees in different ways and not equally apply to all organisational 

members. For example, whereas in other models routinisation is considered to negatively 

influence job satisfaction (see Price and Mueller, 1986), Mobley and his colleagues posit that 

one individual may find routine demotivating, while another may consider it as a sign of stability. 

Although these differences in perceptions may place problems in rendering some variables, this 

may increase the potential of this model to understand, rather than to predict turnover (Morrell 

et al., 2001). Expectancy theory was also central in the development of this model, as emphasis 

in the anticipation of future outcomes is also placed by the authors. Satisfaction is a present-

oriented evaluation but by itself does not address the expectancy of future satisfaction, 

considering the impact of changes over time. According to this, it is possible for an individual to 

be dissatisfied at work, yet to remain in the expectation that things will improve or that an 

eventual positive utility may come (e.g., promotion). On the contrary, it is also possible for an 

individual to be satisfied at work but still looking for a more satisfying employment situation or 

facing the expectation of things getting worse (Hom et al., 2017; Morrell et al., 2001).  

Mobley et al. (1979) were among the first to identify potential moderating effects on the 

turnover decision (e.g., non-work values, gratification, impulsive behaviour) as well as 

suggesting alternative withdrawal behaviours such as increased absenteeism (Holtom et al., 

2008). By including economic, individual, environmental and organisational variables, as well as 

emphasizing values and expectancy, the complexity and comprehensiveness of this model also 

becomes its main limitation (Mobley, 1982). Therefore, empirical assessment of the model as a 

whole is difficult and subsequent research has only validated or partly validated portions of the 

odel. Although e pi i al fi di gs ha e ee  o t adi ti g Mo le s li ea  p og essio  of 
mediating processes and new alternative structural configurations have been suggested over 

 

30 Evaluation of job; experienced job dissatisfaction; thoughts of quitting; evaluation of subjective expected utility of 

job search and costs of quitting; search intentions; evaluation of alternatives; comparison of alternatives versus 

present job; intention to quit/stay; and quit/stay. 
31 For a more detailed description of these four core areas please see Mobley (1982). 
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the years, his constructs and measures are still present in modern theory and work (Morrell et 

al., 2001). 

 

 

Figure 4.5 | Mobley et al. s (1979) expanded model 

Source: Mobley (1982) 

 

Price-Mueller Causal Model of Turnover (1986) 

O e of the ost idel  a epted theo eti al odels, P i e a d Muelle s (1986) work places 

e phasis o  a al si g the ausal dete i a ts of [ olu ta ] tu o er, and outlining the causal 

path a s et ee  a te ede t a ia les a d the ulti ate depe de t a ia le tu o e  
(Morrell et al., 2001, p. 234). I  o pa iso  ith Ma h a d “i o s, P i e a d Muelle s ausal 
and structural approach offers a much more dynamic account of turnover, formally reflecting 

the ie  that tu o e  is the out o e of a  e plo ee s de isio  p o ess.  
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Their model is the result of the extension and refinement of earlier frameworks (Price, 1977; 

Price & Mueller, 1981) a d had its fou datio s i  a st u tu al  odel of tu o e  that ega  to 
be developed by Price in 1972. Capitalizing on his sociology background and informed by an 

extensive and methodical review of literature and empirical data from a broad range of 

dis ipli es, P i e  ide tified a o p ehe si e list of dete i a ts of tu o e . I  P i e s 
model, the organisation is the unit of analysis (together with its subunits, such as departments 

and work colleagues) and impacts for individuals and society were not included (Price, 1989). As 

with many models, some shortcomings emerged when testing the model (including the lack of 

occupational heterogeneity of the sample, which was restricted to hospital staff) and, over time, 

Price and Muller revised and enhanced their framework by adding other exogenous and 

endogenous variables. 

These researchers placed the causal determinants of their model – the exogenous variables – 

into three major groups: environmental (opportunity and kinship responsibilities), individual 

(general training, job involvement, and positive and negative affectivity), and structural 

(autonomy, justice, stress, pay, promotional chances, routinisation and social support) factors. 

Job satisfaction, organisational commitment, search behaviour and intent to stay were 

advanced as endogenous/intervening variables, whose values were determined by the other 

variables in the model and that work as moderators between the causal determinants and the 

depe de t a ia le tu o e  (Price, 2001) (Figure 4.6).  

 

 

Figure 4.6 | P i e a d Muelle s ausal odel of tu o e  

Source: Own construction based on Price (2001) 

Figure key: (+) Positive relationship; (-) Negative relationship; * Only supervisory support has impact on 

job satisfaction and organisational commitment. 
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Mo e tha  fo usi g o  attitudi al auses, P i e a d Mulle s theo ies e phasized ke  
environmental drivers, with potential to result in practical models that could assist managers in 

their efforts to reduce voluntary leaving, and that still influence modern research on external 

i flue es of tu o e . This odel aptu ed ot o l  o kpla e e.g., integration, pay) and 

labour market (job opportunity) causes but also community (kinship responsibility) and 

o upatio al p ofessio alis  d i e s  (Hom et al., 2017, p. 533). Other theorists consider, 

however, that besides the summation of empirical findings and rigorous testing of causal 

pathwa s, P i e a d Mulle s o k ight ha e ide ed its pote tial if fu da e tal theo  of 
behaviour and action – like that of Ma h a d “i o s – as t issi g (Morrell et al., 2001).   

Steers & Mowday s (1981) Model of Turnover  

Critiquing the fragmented developments on turnover theory by that date, Steers and Mowday 

(1981) attempted to incorporate previous turnover models into a comprehensive process model 

of voluntary employee termination. Steers and Mowday (1981) theorised both about turnover 

as well as accommodation, thereby presenting their model in two parts: (i) the procedures by 

which employees decide to stay or leave an organisation; and (ii) the procedures by which 

employees learn to cope with their participation decision once it has been made.  

By gathering the existing literature on the topic, they proposed a sequence of variables leading 

to e plo ees  sta i g ith o  lea i g a  o ga isatio , a d i luded so e u ique features 

(Figure 4.7). Three main segments compose their model (Hom et al., 2017; Lee & Mowday, 1987; 

Steers & Mowday, 1981): 

i. (a) Job expectations and values, (b) organisational characteristics and experiences and 

 jo  pe fo a e le el, e e p ese ted as dete i a ts of e plo ees  affe ti e 
responses to their jobs. Steers and Mowday put special emphasis on the job 

performance level, a gui g that a high jo  pe fo a e a  heighte  o e s 
expectations concerning organisational rewards, while poor performers may adopt a 

ho a es?  attitude o  t  to atio alise thei  poo  jo  attitudes this is a u  jo  
a a . Jo  e pe tatio s and values in particular, are influenced by (a) individual 

characteristics (e.g., age, sex, education, family responsibilities), (b) available 

information about a job and an organisation32, and (c) alternative job opportunities. 

ii. E plo ees  affe ti e espo ses to the job affect their intention to stay/to leave, and this 

relation is moderated by non-work influences (e.g., t a sfe e e of o e s spouse . The 
role of several job attitudes, such as job satisfaction, organisational commitment and 

job involvement, were discussed. Although most models present termination as 

inevitable once an employee is dissatisfied, the affective responses may alternatively 

lead a dissatisfied employee to promptly try to change the situation or eliminate those 

aspects of the work situation that are compelling him/her to leave (e.g., attempted 

intra-o ga isatio al t a sfe , atte pts to est u tu e o e s jo  o  jo  espo si ilities, 
threatening to leave), to withdraw in other way (e.g., absenteeism, drug abuse or 

 

32 Follo i g the lite atu e o  ealisti  jo  p e ie s , these odelle s o side  that he  people a e ette  i fo ed 
about prospective jobs, they are more likely to develop realistic job expectations that can be more easily met by the 

organisation (Steers & Mowday, 1981).  
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alcoholism, sabotage, slow-downs) or to cognitively re-evaluate the job more 

favourably, which could influence subsequent attitudes.  

iii. Turnover is ultimately determined by the intention to leave the organisation and by job 

search success, i.e., the existence of alternative job opportunities (presented in the 

model as a moderator). Alternative job opportunities in particular, are primarily 

determined by (a) individual characteristics and (b) labour market and economic 

conditions. However, Steers and Mowday posited the existence of multiple turnover 

routes as the sequence of variables may differ across individuals (e.g., for some 

employees the intention to leave may lead them directly to quit, even without another 

job offer, while other employees may initiate the search for a more attractive job, 

leaving only after acquiring a new job). Feedback loops were also outlined in this model, 

showing other ways of managing dissatisfaction besides leaving. For example, with 

regard to the availability of alternative job opportunities, if the market conditions 

change and the employee is presented with the possibility of a new position, his/her 

expectations may increase; but if the organisation finds difficult to meet these 

e pe tatio s, the e plo ees  attitudes a  ha ge a d the desi e/i te tion to leave is 

reinforced.  

 

 

Figure 4.7 | “tee s a d Mo da s odel of tu o e  

Source: Mowday et al. (1982) 

 

Lee & Mit hell s (1991, 1994, 1999) Unfolding Model of Voluntary Turnover  

B  the ea l  s tu o e  esea h as so e hat statio e , u til Lee a d Mit hell (1994; 

1999) challenged the prevailing paradigm and put forth a radically new turnover theory to 

e plai  o ga isatio al atta h e t, k o  as the U foldi g Model of Volu ta  Tu o e  
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(Morrell et al., 2001), partly based upon some of the ideas presented by Mobley (1977), Steers 

and Mowday (1981), and Hulin and his associates (1985). Up to this moment, traditional 

turnover theories hold that quitting was a processed initiated by job dissatisfaction, followed by 

search of alternatives, and completed with an evaluation of these alternatives based on their 

subjective expected utility (attractiveness vs. risk).  

I flue ed  i age theo 33 of decision making, Lee and Mitchell portray human decision-

making as a nonlinear process, proposing that turnover may not always be the result of 

accumulated job dissatisfaction (but of other factors instead), may occur without much 

deliberation at all (without comparing alternatives), and may be based in a compatibility 

judgment (Holtom et al., 2008; Lee, Mitchell, Wise, & Fireman, 1996). Focused on how people 

leave their jobs, this model and its key constructs have been endorsed by scholars and 

practitioners, becoming the dominant turnover perspective. 

Lee and his colleagues (Lee & Mitchell, 1994; Lee, Mitchell, Holtom, McDaniel, & Hill, 1999; Lee 

et al., 1996) were also pioneers in using qualitative methodology for validating turnover models, 

by conducting interviews with leavers and, based on pattern matching, determining that the 

majority of leavers followed one of four theorized paths (Hom et al., 2017). The odel s ajo  
o po e ts i lude sho ks to the s ste  – a shock being a jarring event (internal or external) 

that initiates the psychological decision process involved in quitting a job – and the amount of 

psychological analysis that precedes a decision to quit and the act of quitting (which can vary 

from a simple and quick judgment to a highly rational, expected-value comparison of 

alternatives) (Lee et al., 1996). Each path, as depicted in Figure 4.8 and briefly explained below, 

summarizes how employees interpret their work environments, by describing possible 

combinations of shocks (or no shocks), and how they identify decision options and enact 

responses (Lee & Mitchell, 1994; Lee et al., 1996): 

i. Path #1 (Script + Shock) – Some shocks activate a pre-existing action plan, to which the 

authors refer to as a matching script, and i du e lea i g; et, this sho k does t eed to 
e su p isi g o  egati e. Fo  e a ple, a fe ale e plo ee a  ha e pla ed i  so e 

detail how she would stay home for a few years to raise her first child upon becoming 

pregnant (a script); when pregnancy actually occurs (a shock), the script is enacted by 

he  a tual uitti g . This pa ti ula  e a ple also e phasizes that so e lea e s ot 
always quit for other job, but rather exit the workforce for full-time schooling or stay-

at-home parenting (Lee et al., 1996, p. 7); 

ii. Path #2 (Shock + Image violation) – A shock prompts an employee to reassess the quality 

of his/her basic attachment to the organisation, making him/her question the desire to 

be a member. This reassessment occurs in the absence of job alternatives and results in 

the binary outcome of staying or quitting. These shocks, usually negative, may cause the 

individual to believe that there is a mismatch between his/her values, goals, or goal 

strategies; the employee leaves or stays depending on the discrepancies emerging from 

comparison process. For example, an employee is bypassed for promotion (a shock), 

 

33 According to image theory (Beach, 1990), people are constantly bombarded with information that could potentially 

lead to changes in behaviour. Most of the time the status quo is maintained and information that suggests changes 

is screened and rejected, rarely forcing people into decision modes (T. W. Lee & Mitchell, 1994). 
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thus feeling that his/her career has been seriously hindered (an image violation), which 

makes him/her decided that is no longer possible to continue in that company.  

iii. Path #3 (Shock + Image violation + Disaffection + Job search + Evaluation of alternatives 

+ Offers in hand) – A shock prompts an employee to assess if a basic attachment could 

be formed with another organisation, making him/her question the desire to leave the 

current organisation. This assessment occurs in the presence of at least one specific job 

alternative (which may include unsolicited job offers). In contrast to decision path #2, 

decision path #3 involves three sets of judgements and there have no immediate 

outcomes as staying or leaving. In the first set, if there is fit of values, goals, or goal 

strategies, the employee stays; if not, the employee engages in some level of 

disaffection, which prompts the examination of job alternatives. In the second set, the 

employee assesses the fit between images and possible job alternatives for 

compatibility. Here, of there is a fit, the employee further scrutinises the fitting 

alternative; if not, the employee rules out the alternative. In the third set, the 

alternatives are analysed based on their subjective expected utility and the employee 

chooses the option that is judged to better fit his/her preferences. In the end, either the 

current organisation is judged better and the employee stays, or another organisation 

is judged better and the employee leaves. For example, a woman is transferred to 

another location (a shock) and becomes unhappy (misfit between shock and images), 

which drives her to read employment advertisements. When alternatives are located, if 

considered acceptable but no better than the current situation, she stays; if considered 

acceptable and better than the present situation, she leaves.  

iv. Path #4 – No sho k is i ol ed a d a  assess e t of o e s fit to the jo  o u s g aduall . 
O e  ti e, some employees may come to believe that they no longer fit in their jobs, 

e ause thei  alues ha e e o e o p o ised o  thei  goals a e ot ei g ea hed . 
This may have two possible outcomes: if there is fit, the employee experiences job 

satisfaction; if there is not fit, some job dissatisfaction is suggested. In a no-fit scenario, 

decision path #4 can produce two sub-paths. In Path #4a (Image violation + 

Disaffection), the employee may judge to be highly dissatisfied and simply quit, 

regardless of the presence or absence of alternatives. In Path #4b (Image violation + 

Disaffection + Job search + Evaluation of alternatives + Offers in hand), people engaged 

in quitting processes as described by the traditional turnover models. Theoretically, this 

path begins with some level of job dissatisfaction, which leads to lower organisational 

commitment, job search activity, perception of the feasibility of mobility, intention to 

leave, and higher likelihood of quitting.  

In an extensive critical review on voluntary turnover research, Holtom et al. (2008) do 

acknowledge the existence of accumulated evidence supporting the key elements of this model, 

in particular the shock concept, built from numerous samples (though limited to Western 

societies).  
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Figure 4.8 | Decision paths of the Unfolding Model of Voluntary Turnover and its characteristics 

Source: Lee and Mitchell (1994) 

 

Perceived job alternatives 

Job and employment security are also key concepts in the discussion on turnover, because even 

individuals employed in insecure jobs may not perceive their situation as bad, if they consider 

having chances of finding a good job elsewhere. Besides, whereas job security means to continue 

employed in the same job, employment security refers to availability of other jobs within the 

labour market.  

Not surprisingly, alternative job opportunities are a common constituent of almost all main 

models of turnover (March & Simon, 1958; Mobley et al., 1979; Steers & Mowday, 1981). The 
greater the number of attractive job alternatives, the more demanding an individual may be 

he  e aluati g his o  he  u e t jo  o  jo  offe  (Steers & Mowday, 1981). The attractiveness 

of alternative jobs also changes over time, because as time goes by, expectations tend to 

become more realistic, employees are more knowledgeable about their organisation and 

employees are more likely to develop behavioural commitments that make it less attractive to 

leave the organisation and find employment somewhere else. Therefore, the relevance of 

alternative jobs is higher at the stage of organisational entry (Mowday et al., 1982). However, 

as see  i  “tee s a d Mo da s  odel of tu o e , a feed a k loop ega di g the 
availability of alternative job opportunities can also occur, meaning that if an employee is 

offered a new and attractive alternative position, his/her expectations on the current job are 

likely to change and the organisation may find difficult to meet these expectations, what will 

possibly increase the desire and intent to leave.  

A  e plo ees  de isio  to lea e a jo  a  also e i flue ed  o te tual fa tors such as 

employability and labour market conditions. In this regards, another label that shows similarities 
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with perceived job alternative is self-perceived employability34, i.e., i di iduals  pe eptio s of 
their chances of obtaining a new job. Rothwell and Arnold (2007) defi ed e plo a ilit  as the 
extent to which people possess the skills and other attributes to find and stay in work of the kind 

the  a t  p. . This otio  is often associated with new models of work and career that go 

e o d o ga isatio s  li its, su h as the ou da less a ee , a d o ilit  og itio s. The 
authors have also proposed that self-perceived employability comprises two sets of dimensions. 

The first, elate to i te al la ou  a kets, i ludi g i di iduals  self-perceived valuation of their 

own utility to their employing organisation, and the value the organisation attributes to their 

occupation or occupational group. The second, relate to external labour markets, including 

i di iduals  self-perception of their worth, based more on their personal skills, and the value 

that e te al la ou  a ket assig s to people ith the i di idual s o upatio al e pe ie e 
(Rothwell & Arnold, 2007). For Feldman and Ng (2007), the permeability of institutional labour 

markets, that is the number of alternative jobs/organisations/occupations and corresponding 

ease or difficulty of entry, is one of the major components of the boundaryless career concept.  

Some authors argue that alternative employment opportunities influence turnover behaviour 

and satisfaction becomes the best predictor of turnover during periods of high economic 

opportunity, with a strong negative correlation between unemployment rates and voluntary 

turnover rates being observed (Maertz Jr. & Campion, 1998; Morrell et al., 2001). However, this 

relation between unemployment and turnover should be carefully analysed, taking into 

consideration other variables such as the type of industry and even different types of firms 

within the same industry, because although aggregate-level economic-demographic studies 

show that labour market conditions significantly impact turnover rates, when analysing the 

decision-making process that individuals follow in determining if they stay or if they quit, it was 

found that actual unemployment rates do not affect actual individual-level turnover (Holtom et 

al., 2008).  

The shift towards Job Embeddedness  

Aiming for a more comprehensive understanding of organisational attachment – because the 

psychology of staying differs from that of leaving – , and departing from the Unfolding Model – 

an approach to how people leave –, Mit hell et al. s (2001) contributed to a paradigm shift, with 

the conceptual lens being then turned to why people stay. Their analysis was grounded in the 

development, measurement and test of a new construct: job embeddedness. 

Job embeddedness refers to the combination of three distinct forces that make people desire 

to maintain their current employment situation: (i) the extent to which people are linked with 

other people or activities; (ii) the extent to which their jobs and communities fit with other 

aspects of their lives; and (iii) the ease with which these same links can be broken, that is, what 

they would sacrifice if they left. The authors even use the analogy of being trapped or stuck in a 

net or in a web to describe what it is to be highly embedded. The authors have labelled these 

three above-mentioned dimensions as links, fit, and sacrifice, respectively. By considering that 

 

34 Here, the use of employability refers to the individual perspective, but other stances can be adopted. At national 

workforce level, employability refers to government policy, whereas within HR management employability is an HR 

strategy proposed as an alternative to career or job-for-life (Rothwell & Arnold, 2007). 
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each dimension derives both from organisations and communities (e.g., fit to the organisation, 

fit to the community), a three-by-two matrix is created with a total of six dimensions. More 

specifically: 

i. Links refer to formal and informal connections that a person has with institutions or 

other individuals. The higher the links, that is, the more connected an individual is with 

the organisation (e.g., belonging to work groups, support from supervisors) and to the 

community (e.g., non-work friends, spousal employment, church groups), the stronger 

an employee will be bounded to the job and/or organisation.  

ii. Fit is defined as the individual s pe ei ed o pati ilit  ith the o ga isatio  a d the 

community; the authors theorised that e plo ee s pe so al alues, career goals and 

future plans need to be congruent with those of the organisational culture and with the 

demands of the job, as well as they need to think they (and their families) fit the 

community in which they live. The higher the fit, the stronger an employee will feel 

personally and professionally tied to the organisation.  

iii. Sacrifice refers to the perceived material or psychological costs of leaving; the more an 

employee perceives to be giving up on benefits and advantages that usually are 

associated with tenure, to be incurring in personal losses (e.g., giving up colleagues or 

projects), or to lose the sense of belonging to a community or desirable community 

attributes (e.g., school quality, neighbourhood safety), the more difficult it is to switch 

jobs. Community sacrifices becomes particularly relevant when the employee need to 

relocate and move to other home or city (D. Ghosh & Gurunathan, 2015; Mitchell et al., 

2001).  

All put together, the greater the perception of fit, the number of links, and the desire to avoid 

sacrifices, the greater the forces towards job embeddedness will be. This has incremental effects 

on turnover beyond satisfaction and commitment. These dimensions are also concerned with 

both on-job and off-the-job experiences (Mitchell et al., 2001). On-the-job influences include, 

for example, bonds with co- o ke s o  fit et ee  o e s skills a d the de a ds of the jo ; off-

the-job influences, such as personal, family and community commitments (Holton, Mitchell, & 

Lee, 2006).  

Besides theory development, Mitchell and his colleagues (2001) also provided empirical support 

for the job embeddedness construct. Drawing on data from two samples, of retail and hospital 

employees respectively, the authors reported that job embeddedness was reliably measured as 

an aggregated score across the proposed six dimensions, which was also correlated with 

intention to leave and subsequent voluntary turnover. The test has also revealed that job 

embeddedness can significantly predict turnover after the effects of gender, satisfaction, 

commitment, job search, and perceived alternatives had been controlled. Further research 

confirmed job embeddedness usefulness to improve retention, attendance, organisational 

citizenship behaviours35, and job performance (Lee et al., 2004). Lee et al. (2004) also considered 

 

35 Organisational citizenship behaviour deals with discretionary, not-contractually defined individual actions, 

behaviours that go beyond typical or expected in-role performance. These behaviours, not directly or explicitly 

e og ised  the o pa s fo al e a d s ste , although ot iti al fo  the jo , o t i ute positi el  to 
organisational efficiency and effectiveness via resource transformation, innovation and adaptability (Organ, 1988). 
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on and off-the-job separately, reporting that on-the-job embeddedness predicts citizenship 

behaviour and in-role job performance, even above satisfaction and commitment; in turn, off-

the-job embeddedness predicted absences and turnover, also more significantly than 

satisfaction and commitment did. 

Although job embeddedness shows, at first, some similarities with other job attitudes, namely 

job satisfaction or organisational commitment, especially in what refers to organisational-

related sacrifice, there also many differences, as for example the fact that these job attitudes 

only assess on-the-job dimensions or the fact that the authors focus more on contextual 

influences, thus being the embeddedness dimensions less affective-oriented (Mitchell et al., 

2001). Since the concept of job embeddedness has been put forward, other scholars have also 

been focusing on different foci of embeddedness, such as organisational, occupational and 

career, family or community embeddedness (Feldman & Ng, 2007; Lee, Burch, & Mitchell, 2014).  

 

4.3.3  Employee turnover in T&H businesses 

As previously seen in section 4.2.1, either voluntary or involuntary, the impact of turnover can 

be substantial. Information on turnover – oth o  the fa to s i flue i g e plo ees  e it o  
willingness to, and on turnover rates – may endow organisations of a higher or lower ability to 

manage turnover effectively. When confronted with high turnover rates, managers have to deal 

with a continuous cycle of recruitment, selection and training that strain their organisations and 

costs escalate.  

Several studies report that employee turnover rates in the T&H sector can range between 60% 

and 300% (Pang, Kucukusta, & Chan, 2015; Yang et al., 2012), with sub-sectors such as 

restaurants, cafes and catering businesses registering extremely high losses, as there are often 

seen as a transitional employment solution for young people between the completion of their 

school studies and the formal beginning of their careers, or as part-time or summer jobs. This 

means that although employers are dealing with poorly skilled staff that is very likely 

experiencing their first professional activity and are not committed to a particular industry, 

these workers are perceived as transient, their exit is expected, and turnover is easily managed. 

I  this ase, so e efe  to i ulatio  to defi e this o e e t of e plo ees ho a e ot lost 
to the i dust , as opposed to tu o e  (Boella & Goss-Turner, 2005). This also means that the 

tourism sector benefits both from a primary labour market, made up of all those that pursue 

study programmes and aspire to work in this field, and from a secondary labour market, 

comprising these transient workers who will likely not engage in tourism-related activities in the 

long run. 

According to the estimations of Hinkin and Tracey (2000), and although varying from position to 

position and depending on the complexity of the task, turnover costs are substantial even in 

entry-level positions for relatively simple jobs. In one of their studies with full-service hotels in 

Miami and New York, the overall average cost of turnover for a front-desk employee was nearly 
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one-thi d of the positio s a ual sala . Hi ki  a d T a e  (2006) also highlighted what they 

believed to be the first study examining the cost of employee turnover in the hospitality 

industry, performed by Wasmuth and Davis (1983), a three-year study of voluntary turnover in 

five departments in each of 20 hotels located in North America and Europe, in which overall 

turnover averaged 60%. Food and beverage, front-office, and housekeeping were the 

departments with disproportionate rates of turnover above that average, with the average cost 

of replacing an hourly line employee being estimated at USD 1,500 and at USD 3,000 for a 

salaried staff member In New Zealand, for example, the hospitality sector had a turnover rate 

of 29.2% for 2006 as opposed to a 16.7% national average for all sectors (Statistics New Zealand 

(2006) cit. by Williams, Harris, & Parker, 2008).  

Tracey and Hinkin (2008) also found that, although costs vary substantially for different property 

types (e.g., standard, resort, motel), the cost of turnover is generally highest for complex jobs in 

large upscale hotels and, for example, a front-desk job could cost more than USD 12,000 to 

replace when considering recruitment and replacement costs and productivity loss. Still 

according to the same authors (Tracey & Hinkin, 2008), turnover rates in hospitality contexts 

can go down to 25% when it comes to managerial positions, going up to 50% for entry-level 

employees and, ultimately, up to 120% in quick-service restaurants. Based on a sample of 64 

hotels, also Davidson et al. (2010) indicated that the turnover expenses could reach 

approximately USD 110,000 a year for managerial staff and USD 656,000 for line employees, per 

hotel, accounting for an astonishing value of USD 7 million and USD 42 million a year, 

respectively.  

Drawing on data from a three-year nation-wide project held in Portugal about the employment 

situation of tourism graduates and expectations of students enrolled in tourism-related degrees, 

Costa et al. (2013) report that a high percentage of tourism employed graduates (26.8%) are 

working outside the tourism field, although half of these graduates had started their 

professional activity in the industry. More female graduates were found working outside the 

tourism field (28.6% versus 27.8%) (Costa et al., 2012). It was found that graduates working 

outside the tourism industry face less adverse conditions concerning their working schedule 

(working less hours per week and in unsocial hours) and are more represented in higher 

hierarchical positions. However, not all perspectives are negative for tourism workers, with 

results also showing that in comparison with graduates working in the tourism industry, those 

working in other areas earn lower wages, are more exposed to poorer contractual situations and 

reveal lower satisfaction levels with their jobs. These findings may evidence saturation of the 

labour market or perceptions of lack of recognition of tourism degrees, given that working 

outside the sector does not seem to be yielding higher salaries or relevant better working 

conditions (Costa, Breda, et al., 2013).  

Nevertheless, the high turnover levels of the industry are naturally linked to the nature of the 

jobs and working conditions (discussed in section 2.3.1). Previous researchers suggested a 

discrepancy between what employees expect and what they experience as one of the reasons 

why hospitality employees leave the hospitality industry. In addition, factors employees find 

important, but do not experience at a high enough level, may lead the employees to search for 

a job elsewhere (Blomme et al., 2009; Kusluvan & Kusluvan, 2000).  
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More in particular, Hinkin and Tracey (2000) point poor supervision and little responsibility, 

mundane and repetitive jobs, or inadequate compensation for work that involves intensive, and 

often stressful, interaction with costumers, as the main reasons for high turnover. Others have 

also portrayed hospitalit  as pass-th ough  i dust , a  e plo e  of e essit , fo  o ke s 
who are just making their way to other careers (Woods, 1999 cit. by Kusluvan, 2003).  

Rowley and Purcell (2001) posit that for most individuals, the decision to quit the hospitality 

industry is a trade-off et ee  these positi e a d egati e featu es, also alled as pull  a d 
push  fa to s. These autho s st ess, that i  hat efe s to the hospitalit  i dustry in particular, 

the use of intrinsically transient staff, local competition for labour, and mobility and career 

progression are causes of a positive turnover culture, while changes in ownership and 

leadership, stress and burnout, false expectations, and poor management practices come up at 

the other end of the spectrum. Push and pull factors are also strongly influenced by labour 

market conditions, as in a tight labour market is not so likely that employees respond as strongly 

to push-factors, and pull-factors need to be very clear to and specific to drive resignation; i.e., 

in times of higher job uncertainty, it is less likely that an employee would leave without a clear 

job offer by another company. Other researchers studying employee turnover in the hospitality 

industry found three pull factors supporting the turnover intention, namely age (young age 

profile and part time employment status), low unemployment or remuneration (low pay being 

directly linked to low satisfaction and exit) (Williams et al., 2008).  

Despite the vast research on employee turnover, less is known about employee retention. 

However, some studies on the fa to s that a  p edi t e plo ees  ete tio  o  thei  illi g ess 
to stay with their organisations, can also be found. In an extensive analysis of open-ended 

response from more than 24,000 hospitality employees, Hausknecht, Rodda and Howard (2009) 

identified 12 factors possibly predicting retention; the most frequently mentioned retention 

factor was job satisfaction (liki g o e s jo ; referred by 51% of all respondents), followed by 

extrinsic rewards (amount of pay and benefits; 41%), constituent attachments (attachment to 

supervisors, co-workers or costumers; 34%), organisational commitment (identification and 

involvement with the organisation; 17%), organisational prestige (organisation perceived as 

reputable; 13%), lack of alternatives (unavailability of other jobs; 10%), investments (length of 

service; 9%), advancement opportunities (potential of upward progression; 8%), location 

(p o i it  to o e s ho e; 8%), organisational justice (fairness; 7%), flexible work arrangements 

(nature of work schedule or hours; 7%), and non-work influences (responsibilities outside the 

organisation; 3%).   

Cho et al. (2009) compared the determinants of intent to leave versus intent to stay among 

hospitality employees. Results suggested that perceived organisational support and 

organisational commitment could contribute to decrease intention to leave, while only 

organisational support positively impacted intention to stay, reinforcing the assumption that the 

factors affecting intention to leave are not reversely the same influencing intention to stay.   

Further research that can contribute to uncover key reasons why those working in the T&H may 

want to remain in their jobs and with their organisations, therefore providing valuable 

recommendations for organisations to fight turnover-related issues, is still necessary.  
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4.4  Investing in career- and work-related positive outcomes 

Withi  toda s usi ess e i o e t, o e of the ost i po ta t fa to s of o ga isatio al 
success is a highly motivated, committed, productive and innovative workforce. This is especially 

relevant for T&H businesses, labour intensive, and employees are expected to possess some 

qualities specific to the type of service provided, which requires them to perform intellectual, 

physical and emotional labour.  

Deloitte s epo t, Global Human Capital Trends (2017), highlights that, especially under the 

growing influence of Millennials at the workplace, employees expect a more productive, 

e gagi g a d e jo a le o k e pe ie e. Thei  su e s espo de ts o side ed e gage e t 
as one of top priorities, and employee experience as a major trend; however, although almost 

80% of the executives rated employee experience as important or very important, only 22% 

admitted that their companies were excellent at building a differentiated employee experience. 

The Towers Perrin Talent Report (2003), whose study involved more than 35,000 employees in 

the US, also revealed that less tha  a fifth of the espo de ts a e highl  e gaged ; ho e e , the 
study has also found that 66% of those highly engaged employees plan to stay with their current 

employers (compared to 12% of disengaged employees).  

Although traditional research on employee turnover and occupational well-being has tended to 

emphasize the negative – i.e., negative attitudes or mental strain as causes of leaving – attention 

has recently turned to more positive job experiences, such as work engagement, empowerment, 

psychological capital or social support (e.g., Mills, Fleck, & Kozikowski, 2013; Robertson, Birch, 

& Cooper, 2012; Stairs & Galpin, 2010). Although the new career theory defines careers based 

on their lack of allegiance to a single employer, the notion of the (over) committed employees 

remains relevant nowadays, explaining how people now perceive their jobs and consequent 

work arrangements. Although contemporary organisations advocate for more flexible 

arrangements, the way researchers think about employee engagement and motivation is still 

underpinned by organisational fit (Mooney, 2014). Many researchers focus on the idea that in 

work settings, the level of congruence an individual establishes with his/her job, and the 

organisation he/she works for, highly influences work outcomes (Kristof-Brown et al., 2005; 

Kristof, 1996).  

Understanding and maximining e plo ees  alue and prioritising their motivation is vital both 

for employee retention and talent development. Motivation can be roughly looked at as a 

complex mixture of desires, needs, goals, will, dedication and effort; it is also what defines the 

level of effort allocated to, persistence in, and initiation of behaviour (both in terms of mental 

behaviour of turnover cognitions and physical behaviour of actually leaving) (Carl P. Maertz & 

Griffeth, 2004), and what triggers the necessary actions for talent to manifest itself, so 

employees at all levels work to the top of their potential (Gagné, 2010). Underlying motivational 

theories (see Figure 4.9 for some examples) is the general ideal of intensifying and directing 

people s pote tial to a ds the a hie e e t of o ga isatio al goals. 
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Figure 4.9 | Most influential theories of motivation 

Source: Own construction based on Mullins (2001, p. 228) 

 

Motivational constructs focus on what drives people, both internally and externally, to invest 

themselves at work and productively perform tasks that meet organisational requirements and 

goals, thus contributing to their own growth and development and that of those organisations 

(Kahn, 1992). In an attempt to understand how to promote people s atta h e t to thei  o k 
and/or organisations, many researchers have focused on work attitudes that are important at 

different levels, such as job satisfaction (Cranny, Smith, & Stone, 1992; Judge, Thoresen, Bono, 

& Patton, 2001; Edwin A. Locke, 1969), organisational commitment (Allen & Meyer, 1990; Meyer 

& Allen, 1997; Mowday, Steers, & Porter, 1979) or job involvement (Kanungo, 1979, 1982; 

Lawler & Hall, 1970; Lodahl & Kejnar, 1965) (see section 4.3.2).  

Adopting the same stance, Kahn (1992, p. 321) refers to psychological presence at work  to 

describe the experiential state enabling organization members to draw deeply on their 

personal selves in role performances, i.e., express thoughts and feelings, question assumptions, 

innovate . The author posits that the more fully present at work, more fully employees are able 

to place themselves into their performance, thus manifesting personally engaging behaviours. 

Four dimensions underline this psychological presence: attentiveness (engaging in open and 

non-defensive behaviour), connection (putting self in the place of another person, bonding, 

experiencing empathy), integration (putting physical, intellectual and emotional dimensions of 

o e s self togethe  at work) and focus in role performances usi g o e s fa ilities to help other, 

maintaining the integrity of the person and integrity of the role).  

Likewise, Ulrich (2014) employs the same a alog  of ei g the e  to describe commitment 

to a ds o e s o k. When dwelling on individual contribution for organisational success, Ulrich 

(2014) posited that talent is a function of threes concepts: competence (ability to do the work), 

commitment (willingness to do the work) and contribution (finding meaning and purpose in 

o e s o k . Co pete e ea s that i di iduals possess the right knowledge, skills and values 

required for that specific job at that given moment, thus contributing for good decision-making. 

Commitment is what makes competent people work harder, do what they are asked to do, but 

most important, doing it right. Co it e t is ased o  uildi g a  e plo ee alue 
proposition to ensure that employees who give value to their organisation will in turn receive 

alue a k  (Ulrich, 2014, p. 2). Nevertheless, although competence and commitment have long 

been supporting pillars for talent, the author also advocates that for younger employees, in 

particular for members of Gen Z, contribution is fundamental to maintain their interest in what 

they are doing and improve their productivity. A sense of contribution through work can be 

found when employees feel that their personal needs are being met and work is perceived as a 
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setti g fo  fi di g ea i g i  o e s life. This e uatio  is ultipli ati e, i.e., all concepts need to 

be managed together and if one is missing, the others will not replace it or compensate it enough 

(Ulrich, 2014).  

Anchored on work attitude and turnover literatures, and based on psychological mechanisms 

motivating behaviour, Maertz Jr. and Griffeth (2004) identified eight motive categories, or 

Forces, that can potentially explain why employees quit or stay with organisations; the proposed 

framework consists of affective, calculative, contractual, behavioural, alternative, normative, 

moral/ethical and constituent forces. In Table 4.1, the short description provided by the authors 

for the motivational mechanisms underlying each force type is presented.  

 

Table 4.1 | Mae tz J . a d G iffeths    Fo es  framework  

Type of force Motivational mechanism for attachment and withdrawal 

Affective forces  Hedonistic approach–avoidance mechanism. Positive/negative emotional 

responses toward the organisation cause psychological comfort or discomfort 

with membership. Emotional comfort motivates approach or staying; discomfort 

motivates avoidance or quitting. 

Calculative forces Rational calculation of the probability of attaining important values and goals in 

the future through continued membership. Favourable calculation of future 

value/goal attainment at the current organization motivates staying. 

Unfavourable calculation of future value/goal attainment motivates quitting. 

Contractual 

forces 

Perceived obligations to stay with the organisation under the psychological 

contract or withdrawal response to organisational breaches of the psychological 

contract. These depend on a norm of reciprocity. 

Behavioural 

forces 

Desire to avoid the explicit and psychological costs of quitting brought on by 

investments in membership or by past behaviours that favour/oppose 

membership. Higher costs motivate staying, while lower costs or behaviours 

opposing membership motivate quitting. 

Alternative forces Magnitude and strength of self-efficacy beliefs about obtaining alternative 

jobs/roles: the level of valued outcomes that may be provided by alternatives and 

the certainty of obtaining these alternatives. Lower S-E → sta i g; highe  “-E→ 
quitting 

Normative forces  Meeting the perceived expectations of salient others outside the organisation that 

include or imply either staying or quitting, assuming some motivation to comply 

with these expectations. 

Moral/ethical 

forces 

Maintaining consistency between behaviour and values regarding turnover. These 

values range from quitting is bad/persistence is a virtue  to changing jobs 

regularly is good/staying long causes stagnation . 

Constituent 

forces 

Moti atio  to e ai  o  uit depe ds o  the e plo ee s atta h e t to i di idual 
co-workers or groups within the organisation. Attachment to the constituent 

means attachment to the organisation, unless the constituent shows signs of 

leaving. 

Source: Maertz Jr. and Griffeth (2004, p. 669) 

 

Rooted in the concept of participation, Allport (1945) discussed the difference between being 

a ti e, pa ti ipa t a d ea ti e. Whe  the o k-situation in which the individual finds himself 
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realistically engages the status-seeking motive, when the individual is busily engaged in using 

his talents, understanding his work, and having pleasant social relations with foreman and 

fellow-worker, then he is, as the saying goes, ide tified  ith his jo . He likes his o k; he is 
a so ed i  it; he is p odu ti e  p. . To a hie e this i d-set, it s ot e ough to e task-

involved, ego-involvement is also necessary; reaction is the outcome of absence of ego-

involvement.  

Hales (2001) has also posited that high-involvement employment relationships, as one of the 

fundamental principles of despecialised work organisations, configure employment as long-term 

commitment, that goes beyond economic attachment and entails loyalty and obligations both 

on the part of employers and employees. The author lists fair pay, good working conditions, 

recognition and praise, employment security, and opportunities for training and development, 

as conditions that must be met in order to foster this high involvement (Hales, 2001).  

The role of exchange processes in organisations has been the focus of a significant body of 

literature, with the concepts of social exchange (Blau, 1964) and reciprocity (Gouldner, 1960) 

being widely used to describe the motivational basis behind employee behaviours and positive 

attitudes. The Social Exchange Theory (SET) has been frequently applied to diverse areas, such 

as psychological contracts (e.g., Rousseau, 1995) and organisational support (e.g., Wayne, Shore, 

& Linden, 1997), or to explain why employees choose to become more or less engaged in their 

work and organisation (e.g., Saks, 2006). O e of the asi  te ets of “ET is that elatio ships 
evolve over time into trusting, loyal, and mutual commitments. To do so, parties must abide by 

e tai  ules  of e ha ge. …  I  this a , ules a d o s of e ha ge a e the guideli es  of 
exchange processes (Cropanzano & Mitchell, 2005, p. 875). Saks (2006) argues that one way for 

individuals to repay their organisations for receiving particular resources is through 

engagement.  

SET also suggests that employees enter a relationship with an employer to obtain some type of 

benefits or rewards. When organisations are willing to provide employees with the benefits and 

resources they expect, these generates feeling of commitment, attachment and obligation in 

the employees, which can stimulate positive attitudes and behavioural responses that, in turn, 

contribute to the performance of the organisation (Blau, 1964; Cropanzano & Mitchell, 2005). 

As opposed to the tangible, short-term, benefits in economic exchanges, this social transactional 

relationship is discretionary and supported by a norm of reciprocity, which specifies that the 

favourable treatment from one party generates favourable treatment in return (Gouldner, 

1960). This is also applicable to the reverse, as poor or negative behaviour would be reciprocated 

for perceived negative behaviour. Therefore, employees respond according to their perceptions, 

i.e., their commitment to the organisation will be strongly influenced by their perception on the 

o ga isatio s o it e t to the  (Eisenberger et al., 1986). These processes are also at the 

base of the formation of a psychological contract between the employee and their employer 

(see also section 4.3.3).  

This reciprocal interdependence is in line with Robinson, Perryman and Hayday's (2004) 

description of engagement as a two-way relationship dependent on choice: organisations can 

choose the type of engagement they want to foster; employees can choose to repay their 

organisation in varying degrees, in response to the resources they are provided by the 

organisation. In recent years, there has been a growing interest in employee engagement, which 
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became a business buzzword applied by HR practitioners, consultancy firms and the popular 

business press. In the 1930- s, the thesis of happ  p odu ti e o ke  as i  ogue a d the 
focus was on job satisfaction, whereas in the 1970- s, the atte tio  shifted fo  the a  fo  
tale t  a d the ole that o ga isatio al o it e t ould pla  i  it; this shift happened mainly 

for the weak relation found between job satisfaction and performance, and due to the 

recognition that people could be unhappy with their organisation but not necessarily with their 

job. At the turn of the millennium, due to the changes in employment relationships, e plo ees  
growing qualifications, and growing emphasis on productivity and efficiency, the focus shifted 

once more, towards employee engagement. It became more important to have employees 

highly engaged with their work, rather than just in maintain long-term membership to the 

organisation (Meyer, 2017). Although employee engagement has stolen the spotlight from 

organisational commitment, commitment is still quite relevant nowadays. Although employer-

employee relationships have changed, organisations still compete for attracting and retaining 

the most talented individuals, and employee commitment is not only relevant when direct 

towards the organisation, but also towards policies, projects or goals (Meyer, 2017).  

Employee engagement 

The extensive body of evidence on engagement36 suggests that it consists of positive behaviour 

or a positive state of mind at work, linked to a range of organisational outcomes as well as work-

related measures of individual well-being (Clark, 2015; Harter, Schmidt, & Hayes, 2002). The 

concept of work engagement37 emerged within the field of positive psychology, which 

introduced a shift in the traditional focus on mental illness and human weaknesses towards well-

being, mental health and optimal functioning (Seligman & Csikszentmihalyi, 2001). E e da  
connotations of engagement refer to involvement, commitment, passion, enthusiasm, 

a so ptio , fo used effo t, zeal, dedi atio , a d e e g  (Schaufeli, 2013, p. 15).  

Kah s  eth og aphi  stud , i  hi h he i te ie ed su e  a p ou sello s a d 
members of an architecture firm about their moments of engagement and disengagement at 

work, is advanced as the earliest theory of employee engagement. Kahn (1990) first described 

engagement as the way and degree people invest themselves in their work to achieve personal 

and career benefits. Rooted in role theory and in Ha k a  a d Oldha s (1980) proposal that 

jo  ha a te isti s d i e e plo ees  attitudes a d, su se ue tl , eha iou s, Kahn (1990) 

conceptualised that there were three psychological conditions that help to explain the variance 

in people investing or not themselves in their work role performances, that is, justifying their 

engagement or disengagement at work: 

i. Meaningfulness – the feeling of receiving return on investments of one s self in role 

performance, which is influenced by the nature of the job (i.e., task and role 

characteristics); 

 

36 The term employee engagement, work engagement or engagement are used interchangeably to refer to the 

engagement construct unless it is clearly state otherwise. 
37 I  this stud , the te s e plo ee e gage e t  a d o k e gage e t  a e used i te ha gea ly; however, some 

authors (e.g., Schaufeli, 2013) do distinguish them. For Schaufeli (2013), employee engagement refers to the 

elatio ship ith o e s work, and work engagement includes the relationship with the organisation; this distinction 

brings this latter concept closer to other concepts such as organisational commitment.  
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ii. Psychological safety – feeling able to show and employ one s self without fear of 

negative consequences, mainly influenced by the social environment (i.e., interpersonal 

relationships, group dynamics, management style, and social norms); 

iii. Availability – feeling able to show and employ one's self without fear of negative 

consequences, which depends on the personal resources that people can bring to their 

role performance, such as physical energy. 

In a nutshell, workers will be more engaged at work in situations where they experienced more 

psychological meaningfulness and psychological safety, and when they were more 

psychologically available. Engaged employees are thus expected to put much effort into their 

work because they identify with it.  

I  the o l  e pi i al stud  to test Kah s  theo , Ma , Gilso  and Harter (2004) found 

that the three psychological conditions – meaningfulness, safety, and availability – were 

significantly related to engagement, with meaningfulness displaying the strongest relation. 

The most dominant conceptualisation of engagement derives from the work of Schaufeli and his 

colleagues (Schaufeli & Bakker, 2004; Schaufeli, Salanova, González-Romá, & Bakker, 2002). 

These researchers viewed work engagement as a motivational construct on its own right, 

defi i g it as a positi e, fulfilli g, o k-related state of mind that is characterized by vigour, 

dedi atio , a d a so ptio  (Schaufeli et al., 2002, p. 74). The first half of this definition suggests 

that engagement is a positive and fulfilling affective state, similar to job satisfaction, while the 

second half reflects action-oriented behavioural tendencies. The engagement construct is 

operationalised as comprising three dimensions – vigour and absorption in, and dedication to, 

o e s o k. Mo e spe ifi all : 

i. Vigour is characterised by high levels of energy and mental resilience while working, the 

illi g ess to i est effo t i  o e s o k, a d pe siste e i  the face of difficulties;  

ii. Dedication refers to a st o g i ol e e t i  o e s o k, accompanied by feelings of 

significance, enthusiasm, inspiration, pride, and challenge; 

iii. Absorption relates to a pleasant state of total concentration and immersion in o e s 

work, whereby time passes quickly, and one is unable to detach oneself from work 

(Schaufeli & Bakker, 2004, p. 295).  

Vigour and dedication are considered as the core dimensions of engagement, whereas 

absorption is described as resembling to flo 38 (Csikszentmihalyi, 1975), a state of optimal 

experience and complete absorption in job-related activities that contributes positively and 

significantly to subjective well-being; however, while flow is a more complex concept and refers 

to short-te  peak  e pe ie es, a so ptio  is a pe siste t state. The whole concept of 

e gage e t is ot a o e ta  o  spe ifi  state of i d, ut athe  a o e pe siste t a d 
pervasive affective-cognitive state that is not focused on any particular object, event, individual, 

or behaviour (Schaufeli et al., 2002, p. 74). Absorption is also the most controversial dimension, 

as there are some doubts on whether this is an independent dimension or rather an output of 

the other two. Following the three-component proposal of Schaufeli and colleagues, 

 

38 More specifically about the concept of flow, which is not within the scope of this study, the reading of 

Csikszentmihalyi, M. (1975) and subsequent work of the author (1982, 1990, 1997), is recommended.  
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engagement is operationalized with the Utrecht Work Engagement Scale (UWES), a self-report 

instrument that includes the three abovementioned dimensions. An alternative instrument for 

the assessment of work engagement is the Oldenburg Burnout Inventory (OLBI) (Demerouti & 

Bakker, 2008), which has been originally developed to assess burnout, but includes positively 

and negatively phrased items that can be used to assess engagement as well. 

One of the most renowned streams of research on engagement comes precisely from the 

occupational health psychology literature, which conceives job engagement as the positive 

antithesis of burnout (chronologically, after Kahn (1990), this is the other major early 

developmental theory on employee engagement). According to Maslach and Leiter (1997), 

burnout is an erosion of engagement and the three dimensions of engagement – energy, 

involvement and efficacy – are direct opposites of three dimensions of burnout. Whereas this 

approach views work engagement as the opposite or positive antithesis of burnout, Schaufeli et 

al. s (2002) view considers engagement and burnout as independent states, while still 

maintaining that engagement is the opposite of burnout (negatively related to it). 

Burnout is experienced in response to chronic job stressors and is defined as a psychological 

syndrome of emotional exhaustion (fatigue, tiredness), cynicism/depersonalisation 

(indifference or distant attitude towards work), and inefficacy (reduced accomplishment) 

(Maslach, 1998; Maslach & Jackson, 1981). Maslach and Leiter (1997) consider burnout and 

engagement to be the opposite poles of a continuum; therefore, low scores on exhaustion and 

cynicism, and high scores on efficacy, are indicative of engagement, whereas high scores on 

exhaustion and cynicism, and low scores on professional efficacy, are indicative of burnout. In 

other words, energy turns into exhaustion, involvement turns into cynicism, and efficacy into 

ineffectiveness. In other words, people who have high levels of engagement will inevitably have 

low levels of burnout, and vice versa. Follo i g Masla h a d Leite s  app oa h a d using 

the Maslach Burnout Inventory (MBI) (Maslach et al., 2001; Maslach & Jackson, 1986) – the most 

prevalent measure of burnout – as a bipolar instrument that assesses burnout as well as 

engagement, vigour is advanced as the direct positive opposite of exhaustion (the continuum 

that is spanned by exhaustion and vigour has been labelled activation), and dedication as the 

direct positive opposite of cynicism (the continuum that is spanned by cynicism and dedication 

has been labelled identification). For reduced professional efficacy and absorption, which are 

the third characteristics of burnout and engagement respectively, this polarity effect is not 

equated (González-Romá, Schaufeli, Bakker, & Lloret, 2006).  

Saks (2006) was the first in the academic community to combine previous theories of employee 

engagement (thus arguing that engagement was developed from cognitive, emotional and 

behavioural components) and to propose an empirical model to test antecedents and 

consequences of employee engagement. Building on Social Exchange Theory, he was also the 

first to distinguish between types of engagement, namely job (performing the work role) and 

organisational (performing the role as a member of the organisation) engagement. Macey and 

Schneider (2008) were also the first authors to conceptualize trait, state, and behavioural 

engagement, as separate yet related constructs, that together underpin the development of 

employee engagement.  

As depicted in Table 4.2, defi itio s of e gage e t ge e all  efle t t o esse tial ualities: i  
a positive and energized work-related motivational state, and (ii) a genuine willingness to 
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o t i ute to o k ole a d o ga izatio al su ess  (Albrecht, 2010, pp. 4–5). Bakker (2009) 

evokes that engaged workers perform better than non-engaged worker because they often 

experience positive emotions (e.g., happiness, joy, enthusiasm), experience better health, 

create they own job resources, and transfer their engagement to the other members of their 

work team, as also to their clients. Work engagement is primarily related to intrinsic rather than 

extrinsic motivation. 

 

Table 4.2 | Synopsis of the most frequently quoted definitions of engagement 

Author(s)  Definition 

Kahn | 1990 

 Pe so al e gage e t is the si ulta eous e plo e t a d e p essio  of a pe so s 
p efe ed self  i  task behaviours that promote connections to work and to others, 

personal presence, and active full role performances. (p. 700) 

Schaufeli, Salanova, González-Romá and Bakker | 2002 

 E gage e t is …  a positi e, fulfilli g, o k-related state of mind that is characterized 
by vigour, dedication, and absorption. (p. 74) 

Harter, Schmidt and Hayes | 2002 

 Employee e gage e t efe s to the i di idual s i ol e e t a d satisfa tio  ith as 
well as enthusiasm for work. (p. 269) 

Saks | 2006 

 [Engagement is] a distinct and unique construct that consists of cognitive, emotional, 
and behavioural components that are associated with individual role performance. (p. 

602)  

Macey & Schneider | 2008 

 [Trait engagement] can be regarded as an inclination or orientation to experience the 
world from a particular vantage point (e.g., positive affectivity characterized by feelings 
of enthusiasm) and [it] gets reflected in psychological state engagement [affective 
satisfaction, involvement, commitment, empowerment]. …  ps hologi al state 
engagement is an antecedent of behavioural engagement, which [is defined] in terms 
of dis etio a  effo t …  o  a spe ifi  fo  of i -role or extra-role effort or behaviour 
(p. 5-6). 

 

Engaged employees are highly energetic and enthusiastic about their work. According to a study 

conducted by the UK-based Institute for Employment Studies, when referring to engaged 

employees, HR professionals think of individuals that demonstrate: (i) belief in their 

organisation; (ii) desire to work to make things better; (iii) understanding of business context 

a d the igge  pi tu e ; i  espe tful of, a d helpful to, olleagues;  illi g ess to go the 
e t a ile ; a d i  keepi g up to date ith developments in the field (Robinson et al., 2004) 

(Figure 4.10). Because of their positive attitude and high levels of energy, engaged employees 

create their own feedback mechanism and their enthusiasm is also expressed outside work, in 

other activities such as hobbies or physical exercise. Although working hard and feeling tired, 

engaged employees perceive their tiredness as a pleasant state associated with positive 

accomplishments (Bakker, 2010). Besides, the o e highl  e gaged the e plo ee, the o e 
likely he or she will be to say positive things about the organization, thereby contributing to the 



 136 

development of a positive employer brand; want to remain within the organization, thereby 

minimizing turnover; and regularly exert a superior level of effort, thereby potentially 

influencing such variables as service quality, customer satisfaction, productivity, sales, 

p ofita ilit , et .  (Christensen Hughes & Rog, 2008, p. 749). 

 

 

Figure 4.10 | Characteristics of an engaged employee 

Source: IES (2003) cit. by Robinson et al. (2004) 

 

The benefits of enhanced employee engagement have been linked to the employee (e.g., better 

psychosomatic health) (Hakanen, Bakker, & Schaufeli, 2006; Schaufeli & Bakker, 2004), but 

mainly to organisation-level outcomes such as productivity, profitability and financial returns 

(Harter et al., 2002; Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009b), task and overall 

performance (Bakker & Demerouti, 2008; Rich, Lepine, & Crawford, 2010; Salanova, Agut, & 

Peiró, 2005), decreased absenteeism, turnover intentions and actual turnover (Bakker & 

Demerouti, 2008; Harter et al., 2002; Saks, 2006; Schaufeli & Bakker, 2004; Yalabik, Popaitoon, 

Chowne, & Rayton, 2013), increased organisational citizenship behaviours (Bakker, Demerouti, 

& Verbeke, 2004; Rich et al., 2010), positive job attitudes (e.g., job satisfaction, organisational 

commitment) (Demerouti, Mostert, & Bakker, 2010; Saks, 2006; Yalabik et al., 2013), and even 

increased customer satisfaction and customer loyalty (Bakker & Demerouti, 2008; Harter et al., 

2002; Salanova et al., 2005).  

Although virtually all studies on work engagement report multiple benefits, some authors 

(Bakker, Albrecht, & Leiter, 2011; Madden & Bailey, 2017) raise questions of whether it can be 

a da k side  of o k e gage e t, as u ealisti  opti is , o e o fide e o  high le els of 

arousal may have adverse effects on health and productivity, thus leading to poor performance, 

risk-taking, inappropriate behaviours or poor judgement. High levels of absorption can also 

make employees become so immersed in their work that they forget about rest and personal 
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elatio ships. Although e gaged e plo ees a e ot o kaholi s, the  a  e o e -e gaged  i  
their work, and let it interfere with other spheres of their lives (Bakker et al., 2011). There is a 

thin line between engagement, over-engagement, workaholism, and even disengagement. 

Disengagement refers to a personal choice, a state of low or non-existent energy, and 

u illi g ess to i est o e s self i to o k (Green et al., 2017; Madden & Bailey, 2017). In turn, 

workaholism is a compulsive desire, an inner drive – not socially produced – that pushes 

individuals towards work. Workaholism encapsulates a compulsive tendency to work 

excessively. Engaged employees also work hard, are involved, and feel happily engrossed in their 

work – which is similar for workaholics – ho e e , fo  o kaholi s, o k i  ot fu , it s a  
addiction, and working hard is an obsession (Bakker, Schaufeli, Leiter, & Taris, 2008; Madden & 

Bailey, 2017; Schaufeli, 2013). Madden and Bailey (2017) also note that some organisations can 

try to subvert the tenets of engagement; though it seems management is interested in 

e plo ees  happi ess a d ell-being, the real goal is actually an receptive and compliant 

workforce. 

Theoretically, work engagement is proposed to develop as a function of the same job resources 

that boost motivation (Hackman & Oldham, 1980; Schaufeli & Bakker, 2004). Much research on 

the antecedents of engagement suggests that the balance between job demands and available 

resources leads to work engagement (Bakker, Demerouti, & Sanz-Vergel, 2014; Rich et al., 2010; 

Schaufeli & Bakker, 2004). 

Following the burnout-antithesis approach, Maslach et al. (2001) suggested that burnout arises 

from chronic mismatches between people and their work setting in terms of some or all of six 

areas of work-life (section 3.3): workload, control, rewards and recognition, community and 

social support, perceived fairness, and values. The greater the match between a person and 

these six areas, the greater one s engagement (Figure 4.11); the greater the mismatch, the great 

the likelihood of burnout. Both engagement and burnout are also expected to mediate the link 

between these six domains and various work attitudes and health outcomes. 

 

 

Figure 4.11 | Six areas of work-life and their association with employee engagement 

Source: Own construction based on Maslach et al. (2001) 
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Also deriving from the burnout literature, the most frequently used theory of employee 

engagement is the Job Demands–Resources (JD-R) model (Bakker & Demerouti, 2007; 

Demerouti et al., 2001) (see also section 3.3, where a short description of this model and its 

premises has been already provided). Since its early development, and due to the possibility of 

application to various occupational settings, the JD-R framework has been used in a number of 

studies (see Bakker & Demerouti, 2014), was subject to extensions and matured into a theory. 

A o di g to its autho s, this theo  allo s to u de sta d, e plai , a d ake p edi tio s a out 
employee wellbeing (e.g., burnout, health, motivation, work engagement) and job 

pe fo a e  (Bakker & Demerouti, 2014, p. 8).  

At the heart of the JD-R model lies the assumption that although every occupation has its own 

characteristics and unique environment, the characteristics of any work environment can be 

classified in two general categories: job demands and job resources. When meeting job 

demands is associated with high effort, depletion of energy and high physiological and/or 

psychological costs, these may turn into stressors and generate negative responses (e.g., 

depression, anxiety, exhaustion, burnout). In turn, when available – that is, employees have both 

access to them and knowledge to use them –, job resources (such as social support, autonomy, 

skill variety, performance feedback, or learning opportunities) not only help to reduce job 

demands and its costs, but also play a salient role in initiating a motivational process that leads 

to employee work engagement, positive attitudes and well-being, and lowers the potential for 

burnout (Bakker & Demerouti, 2007, 2008). The interaction between job demands and job 

resources is important for both the development of job strain and motivation, as job resources 

may buffer the impact of job demands on stress-related reactions. Job resources also particularly 

influence motivation or work engagement in situations of high job demands (Bakker & 

Demerouti, 2007) (Figure 3.6 and Figure 4.12). As Schaufeli (2017) otes, high job demands and 

poor job resources contribute to burnout, whereas only abundant job resources (and not low 

job demands) contribute to work engagement  (p. 121). 

This motivational process links job resources with organizational outcomes, such as job 

performance, extra-role performance or turnover intention, via engagement (Figure 3.6). 

Following this premise, job resources can both function as intrinsic and extrinsic motivators. Job 

resources play an intrinsic motivational role because they satisfy basic needs and foster 

e plo ees  g o th, lea i g a d de elop e t; for instance, proper feedback fosters learning, 

which increases job competence. They also play an extrinsic motivational role, because they are 

instrumental in successfully completing tasks and achieving work goals and job requirements; 

for instance, supportive colleagues or a supportive supervisor may increase the likelihood of 

ei g su essful i  a hie i g o e s o k goals. By feeling intrinsically and/or extrinsically 

motivated, employees are more likely to drive themselves to engage with their work (Bakker et 

al., 2011; Bakker & Demerouti, 2007; Schaufeli & Bakker, 2004). 

An important extension of the original model and theory was the inclusion of personal 

resources, to make the distinction between workplace resources, available at the work setting, 

and specific personality traits that the individual brings with him/her to work. Personal resources 

are therefore individual differences, such as self-efficacy, resilience, optimism, or organisational-

based self-esteem, that are believed to be activated by job resources and to be related to work 

engagement (Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2007, 2009a) (Figure 4.12).  
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Bakker and Demerouti (2017) emphasise that the first 10 years of research with JD-R theory 

produced evidence for the first six propositions (Table 4.3), but longitudinal studies conducted 

by several scholars provided evidence that lead to further refinements. The original JD-R model 

took a top-down perspective of job design in organisations, in which the organisations oversaw 

the design of both the job demands and resources of their employees, who were basically 

reactive to it. By considering that individuals are also often proactive and take personal initiative 

to change their current situation, the authors added a bottom-up approach and introduced job 

crafting in the model. They argued that by engaging in job crafting behaviours, employees can 

opti ize thei  o ki g e i o e t a d sta  oti ated, that is p oa ti el  i ease thei  jo  
resources (e.g., ask for feedback and help) and challenge job demands (e.g., start a new project, 

learn to master a new skill), and decrease their hindrance job demands (e.g., reduce workload 

a d u eau a  (Bakker & Demerouti, 2016, p. 276).  

 

 

Figure 4.12 | The Job Demands–Resources model (latest version identified at the date of the study) 

Source: Based on Bakker and Demerouti (2008, 2016) 

 

Looking on the other hand to the health-impairment process, there is also a body of research 

indicating that employees under stress perceive and create more job demands over time, which 

Bakker and Costa (2014) suggested to be the result of self-undermining behaviour. The authors 

argue that self-undermining behaviour is the consequence of high levels of strain (e.g., 

exhaustion), resulting in added obstacles that may undermine performance (e.g., mistakes, 
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creation of conflicts, poor communication), which perpetuates a vicious cycle of even higher 

levels of strain and more job demands. These considerations led to the inclusion of the 8th, and 

last (to date), proposition of the JD-R theory (Table 4.3) (Bakker & Costa, 2014; Bakker & 

Demerouti, 2016). 

 

Table 4.3 | Summary of the propositions of the Job Demands–Resources theory 

Proposition 1 All types of job characteristics can be classified in one of two categories: job 
demands and job resources 

Proposition 2 Job demands and resources instigate two very different processes, namely a 
health-impairment process and a motivational process 

Proposition 3 Job resources can buffer the impact of job demands on strain 

Proposition 4 Job resources particularly influence motivation when job demands are high 

Proposition 5 Personal resources such as optimism and self-efficacy can play a similar role as 
job resources 

Proposition 6 Motivation has a positive impact on job performance, whereas job strain has a 
negative impact on job performance 

Proposition 7 Employees who are motivated by their work are likely to use job crafting 
behaviours, which lead to higher levels of job and personal resources and even 
higher levels of motivation 

Proposition 8 Employees who are strained by their work are likely to show self-undermining 
behaviours, which lead to higher levels of job demands, and even higher levels 
of job strain 

Source: Based on Bakker and Demerouti (2016, pp. 274–276) 

 

Studies specifically directed at the T&H industry have been increasing in recent years and focus 

on the relationship of employee engagement with job satisfaction (Burke, Koyuncu, Fiksenbaum, 

& Tekin, 2013; Lee & Ok, 2016; Moura, Orgambídez-Ramos, & Jesus, 2015), organisational 

commitment (Lee & Ok, 2016), psychological capital (Karatepe & Karadas, 2015; Paek, 

Schuckert, Kim, & Lee, 2015), intention to leave/intention to stay (Burke et al., 2013; Park & 

Gursoy, 2012) and work-family and family-work conflict/facilitation (Burke et al., 2013; Karatepe 

& Demir, 2014). The linkage of generational differences with employee engagement has also 

been the focus of some of the research in this field (Bartunek et al., 2008; Maxwell et al., 2010; 

J. Park & Gursoy, 2012). 

Just to name a few, a study with full-time frontline hotel employees in Turkey, Karatepe and 

Demir (2014) found that employees with core self-evaluations are highly engaged in their work, 

which positively contributes to an easier integration in both family and work roles. Findings from 

another study conducted with Turkish front-line hotel employees also revealed that work 

engagement was significantly related to job satisfaction, employee use of voice behaviour, 

intent to stay, and lower levels of work-family and family work conflict (Burke et al., 2013).  

In a cross-sectional study with 152 Portuguese hotel employees, work engagement was found 

to significantly predict job satisfaction. Results also supported the JD-R model by demonstrating 
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that positive outcomes, such as job satisfaction, may be predicted by the motivational process 

and job demands (Moura et al., 2015). Findings from a study with contact employees (working 

on hotel receptions and restaurants, this time on Spain) showed that organisational resources 

(namely training, autonomy, technology) and employee engagement contribute to predict 

service climate, which in turn predicts employee performance and then customer loyalty 

(Salanova et al., 2005).  

When investigating the relationship between hotel employee engagement and several positive 

organisational outcomes, Lee and Ok (2016) have also found that engagement was directly and 

positively associated with intrinsic rewards, leader-member exchange39, job satisfaction, and 

organisational commitment. Employment engagement was also indirectly associated with job 

satisfaction and organisational commitment, through leader-member exchange, as well as to 

organisational commitment, through job satisfaction.  

Although it has been shown to be a conceptually and empirically distinct construct, work 

engagement has been argued to substantially (conceptual and empirically) overlap these other 

motivational constructs (i.e., job satisfaction, organisational commitment and job involvement) 

(Hallberg & Schaufeli, 2015; Harrison, Newman, & Roth, 2006; Newman, Joseph, & Hulin, 2010; 

Robinson et al., 2004). At an individual-level organisational research, job satisfaction, 

organisational commitment, and job involvement – the three most commonly studied job 

attitudes – fo us o  e plo ees  o ie tatio  to a ds thei  o k a d thei  o ga isatio s 
(Newman et al., 2010) and can be indicative of positive perceptions of career development and 

QWL (Loscocco & Roschelle, 1991) (see section 4.3.2). Some include engagement in the set of 

the most important work-related attitudes, together with job satisfaction, organisational 

commitment or job involvement (e.g., OECD, 2017; Robbins & Judge, 2013), whereas others, 

such as Saks (2006) argue that engagement is not an attitude, but rather the degree to which 

individuals are absorbed in the performance of their work roles.  

Given the theoretical and empirical proximity among job satisfaction, job involvement, and 

organisational commitment (in particular affective commitment), Newman and colleagues 

(Harrison et al., 2006; Newman et al., 2010) proposed that these three attitudes can be 

combined in a single higher-order attitude factor – hi h the autho s la elled A-fa to  A 

standing for job attitude) –, and that engagement is closely related, or perhaps a constituting 

element, of this A-factor. The authors advocate that the employee engagement construct is 

nearly redundant with a higher-order job attitude construct. Newman et al. (2010) used meta-

a al sis to e te d Ha iso  et al. s  attitude–engagement model, showing that the A-

factor robustly predicts a broad criterion of behavioural engagement (defined by focal job 

performance, citizenship behaviour, lateness, absence, and turnover) (Figure 4.13). 

 

 

39 Leader-member exchange refers to dyadic relationship between leaders and each member of their work group (Lee 

& Ok, 2016). 
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Figure 4.13 | The updated attitude–engagement model 

Source: Newman et al. (2010) 

 

Jo  satisfa tio  a d o ga isatio al o it e t, ide tified as fu da e tal e aluatio s of o e s 
job experiences, were initially indicated as underlying overall job attitude (Harrison et al., 2006); 

due to theoretical and empirical redundancy with the other two attitudes, job involvement was 

later incorporated into the higher-order attitude factor (Newman et al., 2010).  

Based on the tenets of attitude theory – that is, broad attitudes predict broad behavioural 

criteria (cf. Fishbein & Ajzen, 1975) –, Newman et al. (2010) proposed that a broad behavioural 

criterion that describes the overlap among job performance, organisational citizenship 

behaviour, and withdrawal (lateness, absence, and turnover), would be predicted by a broad job 

attitude. This behavioural criterion, which was labelled by the authors as E-Factor (E standing 

for behavioural engagement , efle ts i di iduals  te de  to o t i ute ith desi a le i puts 
from their work roles. Therefore, A-Factor is an important predictor of the E-Factor. 

 

4.5  Summary 

Deloitte s Global Human Capital Trends (2015) posits that the ala e of po e  i  the 
employer-employee relationship has shifted making today s employees more like customers 

partners than su o di ates  p. . For business organisations, a motivated and productive 

workforce is key to gain and maintaining sustainable competitive advantages, and it is becoming 

increasingly clear for organisations that many workplace problems draw from a lack of 

commitment to the needs of their workers (ILO, n.d.; Kara et al., 2013). Modern career 

philosophies not only embrace the notions of mobility, agency and career self-management, but 

also involve changes in the psychological contract that has been mediating the expectations of 

both employers and employees. Even if full-time employment with a single organisation may 

continue to be a prevailing experience for many individuals, psychological contracts have 

significantly changed. The nature of T&H work, coupled with the rewards it provides (or lack 

thereof), poses significant challenges to the management of employee turnover and retention, 

employee membership status, and career longevity (Cho et al., 2009; Deery & Shaw, 1997; 
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Hinkin & Tracey, 2000; Yang et al., 2012). Although high turnover rates are seen in several 

i dust ies as o al , as a ha a te isti  of the i dust  itself, e essi e le els of tu o e  a e 
not beneficial. The study of turnover has a rich theoretical history and many organisational 

theorists have been focusing on developing and estimating content and process models aimed 

at understanding the factors that can explain and predict employee turnover to some degree.  

Part of this chapter has, therefore, focused on the concept and main theories and foundational 

models of employee turnover. Although decisions to leave can be influenced by external, 

unexpected or random events, non-work related variables, or impulsive (or more relaxed) 

e plo ee s attitudes to a ds o k, ost of the u e t do i a t odels fo us o  the ole of 
antecedent factors. These are the core of content models that focus on why individuals quit, 

while process models focus on how individuals arrive at their final decisions to quit (Griffeth, 

2000; C. P. Maertz & Campion, 2004; Morrell et al., 2001). Largely supported by the tenets of 

the expectancy theory, which can be used to explain occupational or organisational choices 

(Wanous et al., 1983) and in which some turnover models are also rooted (Mobley et al., 1979; 

Steers & Mowday, 1981), a special emphasis was given to job expectations, in particular to the 

concept of met expectations. Met expectations, whether at pre-entry and post-entry levels are 

of utmost importance in job/organisational/career withdrawal decisions (Porter & Steers, 1973; 

Sutton & Griffin, 2004). These expectations develop over time through various social 

experiences and depe d o  ea h i di idual s o  alues a d eeds at different moments of 

his/her life (Green et al., 2017; Mowday et al., 1982; Steers & Mowday, 1981). The role of 

expectations in the study of the psychological bond between employers and employees are also 

explored in this chapter, as understandi g a d a i i i g e plo ees  alue a d p io itisi g 
their motivation is vital both for employee retention and talent development. The paradigm shift 

that resulted in an increasing focus on why people stay was also explored in this chapter and 

provided the basis for establishing the connection of employee retention with positive job 

outcomes such as work engagement.  

Chapter 4 is the final chapter of the literature review. The next chapter discusses the research 

methodology applied in this study.  
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5.   Methodology 

 

 

5.1  Introduction 

Previous chapters presented a review of the literature considered relevant for this research, 

which has also informed the methodological options hereby described. This chapter outlines the 

methodology and epistemological assumptions on which this research project is based. 

A constructivist-interpretivist stance with a critical orientation was adopted in this study. 

Building on multiple data sets, a qualitative, inductive-sequential, complementarity-aimed, 

multi-method research design, and thematic analysis combined with narrative elements, were 

employed to explore the experiences of highly educated individuals at different stages of their 

careers within the hotel sector, and to investigate how these experiences came to shape their 

understanding of quality of working life and permanence in this industry. The purpose of this 

chapter is therefore to offer a rationale for the methodological choices underpinning this 

empirical investigation, which aims to build up new or deeper explanations about the 

phenomenon that is being studied. This chapter is therefore structured as follows.  

Firstly, in section 5.2, the research framework is presented, in which the definition of the 

research problem, the fields of study addressed in the literature review, and the research 

questions and objectives are explained. In section 5.3, the philosophical assumptions grounding 

this study are explained, leading on to a discussion of prevalent research paradigms in social 

sciences, in general, and in Tourism studies, in particular. The research process and strategies of 

inquiry are described in section 5.4; in particular, the choices for the adoption of a qualitative 

approach and a multi-method design are explained.  

This is followed by the description, in section 5.5, of the stages that form the basis of the 

empirical study, and specificities on the methods and techniques adopted are given. The 

esea h pa ti ipa ts  p ofile is also des i ed he ei . “e tio  .  is dedi ated to the p o edu es 
regarding data analysis and interpretation, referring to how the adopted methodology led to 

the findings and discussion presented in chapters 6, 7 and 8. Finally, in section 5.7, the chapter 

concludes with some considerations on validity and trustworthiness of the research, 

esea he s positio alit  a d efle i it , ethi al issues a d li itatio s. 
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5.2  Structuring the research framework 

Although there is no general agreement on the number or denomination of the stages making 

up the process of scientific research, it is generally recognised that it develops in a sequence of 

steps. Moreover, although this process is generally described as rational and straightforward, 

this is rarely the case, and for this reason it should interpreted as flexible, emergent, and 

adaptable in face of unexpected circumstances, opportunities and problems.  

There seems to be a general agreement that the process of planning a research typically 

includes: the formulation of a research problem/question, review of related research, 

clarification of central concepts, selection of research design and data collection techniques, 

selection of relevant site(s) and subjects, collection of relevant data, analysis and interpretation, 

conceptual and theoretical work, and writing up findings and conclusions. In comparison with 

the stepwise design of quantitative studies, qualitative studies require more iterative and 

cyclical approaches to sampling, data collection, analysis and interpretation (Bryman, 2012; 

Creswell, 2007; Patton, 2014; Pizam, 1994). This thesis was no exception, and a great deal of 

adaption and on-going adjustment was necessary. A graphical overview of the overall research 

process adopted when developing this study is presented in Figure 5.1, on the following page. 

All the steps are described in detail along the following sections. 

Any scientific investigation starts with the identification of a research topic, which may be 

informed by a practical concern or some scientific or intellectual interest of the researcher. Thus, 

the formulation of a clear and well-defined scientific problem – an interrogative sentence or 

statement that asks about the relation between two or more variables – is the first, and the 

most important step in the planning of a research investigation, as it will determine, to a large 

extent, the research methods to be used in the study (Pizam, 1994) (see section 5.2.1). 

This research aims at contributing to a deeper understanding of work experiences of highly 

educated HR in the T&H industry, and of ways these experiences have influenced career 

dynamics in the sector. By combining theoretical and philosophical perspectives and the 

complementary qualitative research methods, the study intends to offer nuanced and critical 

new insights concerning career retention and longevity in the hotel sector, grounded on the 

capitalisation of T&H tertiary education. The research approach is based on in-depth, individual, 

first-hand narratives of career experience, decisions, perceptions and feelings, conducted with 

three groups of carefully selected participants, offering three different viewpoints on the 

subject. The highlight is on the cognition of quality of working life, informing on the meaning 

and importance given to work-/career-related experiences. 

The progressive design of the research problem, which implied redrafting the research question, 

was based on exploratory readings (Quivy & Campenhoudt, 1988), particularly of Tourism, 

Human Resources Management and Organisational Psychology literature. This comprehensive 

exploratory literature review, occasionally accompanied by discussions with peers and experts 

on the various topics of this study, allowed not only justifying the relevance of this work for 

tourism research, but also setting the conceptual basis for the development of the research 

specific objectives and methodology.  
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Figure 5.1 | Structure outline of the research process  

Source: Own construction based on Coutinho (2011), Creswell (2012), Morse (2010a), Pizam (1994), 

Quivy and Campenhoudt (1988) 



 148 

5.2.1  Research aims, research questions and objectives 

To explore the complex career dynamics in the T&H industry, the overall aim of this study and 

the key research questions underpinning the inquiry were then outlined, as presented in Table 

5.1 and Table 5.2 as follows. 

 

Table 5.1 | Research problem, general objective, and unit of analysis 

Research problem 

To what extent is the T&H industry being successful in retaining and capitalise on staff with dedicated 

T&H high-level qualifications and what implications does it have for personal career development? 

Overall research aim 

To understand the dynamics of retention and capitalisation of a growing workforce with T&H dedicated 

educational background and long-term career ambitions.   

Unit of analysis 

Experiences and subjective meanings of highly educated Employees, Leavers, and Newcomers in the 

hospitality industry (particularly in the hotel sector). 

 

Table 5.2 | Key research questions and corresponding specific objectives 

Research questions Specific objectives 

RQ1. What moves individuals 

towards a degree and a 

career in T&H? 

 To examine the image of the T&H industry as a first choice for long-term career 
i  light of i di iduals  i te ests, motivations, and future prospects. 

 To understand challenges underlying career decision-making in the context of 
a changing labour market. 

 To analyse the process of education-to-work transition of prospective 
graduates. 

RQ2. How do highly 

educated individuals 

conceive quality of working 

life (QWL) in the Hospitality 

industry? 

 To identify key-dimensions of QWL.  

 To investigate how do individuals perceive their QWL in the Hospitality 
industry. 

 To examine conceptions of the quality of the employee-employer relationship 
considering the changing nature of employment relations. 

RQ3. In what ways do the 

experiences of highly 

educated individuals 

influence their decisions on 

job-career permanence or 

termination? 

 To interpret the different meanings that individuals ascribe to staying or 
quitting their job-occupation, informed by their perceptions and evaluation of 
work experiences. 

 To a al se the e te t to hi h o eptio s of QWL shape i di iduals  career 
adjustment and willingness for job-occupational permanence or change. 

 To explore contemporary view on employee turnover and retention in T&H.  

RQ4. How do Hospitality 

careers unfold for highly 

educated individuals? 

 To a al se i di iduals  sto ies of thei  a ee  t aje to ies, ide tif i g 
structural, social, and individual factors impacting Hospitality careers. 

 To investigate the dynamic nature of career construction in the Hospitality 
industry and which type of career orientation it enables.  

 To characterise the role of T&H higher education degrees in career 
construction and development.  
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5.2.2 Critical literature review: fields of study and conceptual framework 

A comprehensive literature review, embedded in three main thematic areas, as presented in 

Figure 5.2, was conducted in the first part of this thesis report. At a preliminary stage, this 

literature review was aimed at: (i) identifying the existing theoretical frameworks relating to the 

topics being studied in each of these areas; (ii) locate the study within existing knowledge and 

establishing links to other studies, hence identifying/confirming gaps in knowledge; (iii) assisting 

the formulation of the research questions and objectives; (iv) defining key concepts; and (iv) 

developing the conceptual framework that guides this study. Subsequently, this literature 

review has also informed the following: (i) research design and strategies of inquiry that best fit 

the objectives of the study; (ii) data generation/collection, particularly guiding interview 

protocol design; and (iii) data analysis, by serving as a basis to potential themes anticipation and 

to findings discussion and interpretation.  

 

 

Figure 5.2 | Literature review: main areas/disciplinary fields of analysis 

Source: Own construction 

 

This literature review has shed light on the complexity and interweaving of the many concepts 

and theories relating to the career choice, career development and work adjustment of highly 

educated individuals. This has oriented the researcher towards a more holistic understanding 

and portraying of how people experience, perceive, and respond to their career development in 

the T&H industry. Table 5.3 outlines the main themes approached within Chapters 2 and 4. 

Considering that this is an applied investigation in the Tourism field, as well as the fact that 

occupation and industry-specific structure may enable certain career orientations, some of the 

specificities of Tourism and Hospitality as a field of study are briefly addressed below, also aimed 

at justifying the narrowing focus towards the hospitality industry, and onwards on the hotel 

sector, that was employed in this study.  
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Table 5.3 | Detailed framework of literature review 

 Chapter 2 

Tourism and Hospitality 

careers 

Chapter 3 

Quality of life and well-being 

at work 

Chapter 4 

Orientation towards work, 

organisations and careers 

Topic 

 

The nature, structure, and 

development of careers 

Quality of working life/ 

Employment-related 

experiences 

Negative and positive work-

related outcomes 

Disciplinary domains 

 

 Tourism 

 HR Management 

 Vocational Psychology 

 I/O Psychology 

 HR Management 

 HR Management 

 I/O Psychology/ 

Organisational behaviour 

 Tourism 

Main themes 

 

 Career development and 

work adjustment 

 Work and employment 

characteristics in T&H 

 Motivations to pursue a 

career in T&H 

 Investing in high level 

qualifications/graduate 

talent management 

 Diversity at the workplace 

 Bad jobs vs. good jobs 

 Objective vs. subjective 

well-being 

 Influential models and 

measures of QWL 

 Main dimensions of QWL 

in T&H 

 

 Employee turnover vs. 

retention 

 Influences/implications 

on career 

decisions/career longevity 

in T&H 

 Positive organisational 

behaviour/positive job 

attitudes 

 Expectations and 

reciprocity 

Source: Own construction 

 

Tourism and Hospitality: contextualizing research design and data collection choices 

As a field of study and research, the complexity of tourism studies draws in its interdisciplinary 

nature and in their reciprocity and mutuality. Due to its near relationship to other social 

sciences, tourism can be observed from a wide range of perspectives, from a variety of 

disciplines such as Education, Sociology, Economics, Psychology, Geography, Urban and regional 

planning, Business, or Hotel and restaurant administration, among several others (Jafari & 

Ritchie, 1981).  

Over the years, the tourism concept has broadened into holistic and systemic interpretations 

and the systems approach has been adopted by many researchers to describe and model the 

complex and dynamic nature of the tourism phenomenon, including both elements of demand 

and supply (Goeldner & Ritchie, 2011; Gunn & Var, 2002; Inskeep, 1991; Leiper, 1979; Mill & 

Morrison, 1985; Wall & Mathieson, 2006). Leiper (1979) pioneered the modelling of tourism as 

a system, in what is still one of the most cited models. This system describes the movement of 

the traveller from the region of origin to the region of destination, thus passing through a transit 

oute egio . Leipe s f a e o k i ludes fi e disti t ele e ts i  the tou is  s ste  that a e 
dependent on each other – tourists, a tourist generating region, a transit route region, a tourist 

destination region and the tourism industry (later revised by the author to tourism industries 

(Leiper, 2008)) – and affect and are affect by other environments (e.g., human, socio-cultural, 



 151 

economical, technological, physical, political, legal). Within a destination, several sub-systems 

can be found, corresponding to different products or sub-sectors: tourism marketing, tourist 

careers (transportation), tourist accommodation, tourist attractions, miscellaneous tourism 

services and tourism regulation (including government and education) (Leiper, 1979).  

Goeld er a d ‘it hie s (2011) framework on the tourism system is of particular relevance for 

this research, for contemplating the role and the careers of the people working in the tourism 

industry. Goeldner and Ritchie (2011) put forward a complex diagram detailing the different 

components, as well as the processes and outcomes of the tourism phenomenon (Figure 5.3), 

in which the tourists and the travel experiences they seek when travelling to a destination are 

at the core.  

 

 

Figure 5.3 | The tourism phenomenon: components of tourism and tourism management 

Source: Goeldner and Ritchie (2011) 

 

Accommodation, tourism services, transportation, entertainment, food services, adventure and 

outdoor recreation, attractions, events, and travel trade, are the operating sectors of the 
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tourism industry. These operating sectors are responsible for delivering high-quality memorable 

experiences which are the essence of what the authors called spirit of hospitality: 

All of the foregoing segments, sectors, and organisations require people to make the 

various processes work and to make the broad range of activities and experiences 

a aila le to t a elle s. It is these e pe ie es  that a e the tou is  p odu t, the 
intended outcome of the tourism phenomenon. The people in the tourism industry who 

provide these experiences, as in any industry, must perform a vast number of 

organisational functions. These functions range from relatively simple jobs to highly 

sophisticated and demanding tasks.  (Goeldner & Ritchie, 2011, p. 15). 

Going beyond the simple provision of a service, the term hospitality, as in hospitality industry, 

is intrinsically linked to the way people in the industry provide the service, which is critical to the 

usto e s o e all e jo e t of the e pe ie e, thus t a slati g i to usto e  satisfa tio  a d 
loyalty (Dawson & Abbott, 2011). Tourism and hospitality jobs are co-related, having both 

unique as shared features, and tourism careers frequent overlap with hospitality careers, with 

hospitality comprising the sub-sectors that better perform in terms of employment (Swarbrooke 

& Gibson, 2017). As per Mullins (2001) hospitality is a collective, all-embracing nomenclature, 

for a larger grouping of organisations that provide different types of services for tourists. Within 

the hospitality industry, the accommodation sector – in particular hotels – enjoy greater 

visibility than other sub-sectors, both for being at the heart of tourism activities, as one of the 

basic needs of tourists (Jafari, 1974; Swarbrooke & Gibson, 2017), and for their direct influence 

in the tourism development of destination areas (Fyall, 2018; UNWTO & ILO, 2014).  

Following the objectives of this thesis, the term(s) tourism and hospitality are used in aggregated 

form, as hendiadys, not only to especially emphasise the focus on the hospitality sector (in which 

the empirical work of this research is focused on; see section 5.5), but also to allow for a more 

holistic view of career development and quality of working life issues (considering aspects that 

are transversal to various tourism industries) (Figure 5.4). 

 

 

Figure 5.4 | Research focus with the Tourism field guiding the empirical study 

Source: Own construction  
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5.3  Research philosophy and methodological approach 

At the beginning of any research project, the researcher is faced with the major challenge of 

developing a reasonable understanding of complex research philosophies and approaches in 

order to choose the most appropriate one. Many of the fundamental challenges a social science 

researcher faces relate to decision-making and justification for the research strategy and 

methods adopted, and an understanding of the theory and philosophical foundations of social 

science research which is key in rendering transparency and accountability to the research 

process (Crotty, 1998). The esea he s de isio s a d a tio s a e ased o  a s ste  of 
principles, beliefs and values that not only defines his/her worldview, but also allow him/her to 

think about and make sense of the complexities of the world (Corbetta, 2003; Goodson & 

Phillimore, 2004; Guba & Lincoln, 1981; Patton, 2014).  

This system of beliefs is known as paradigm; a term that was popularized by the work of the 

physical science, historian and philosopher of science Thomas Kuhn, who wrote the influential, 

but also controversial book The Structure of Scientific Revolutions in 1962 about the radical shifts 

in thinking within physical sciences. This term has then become popular as a way of describing 

the various points of view that researchers take in their search for explanations. Paradigms are, 

therefore, conceptual frameworks shared by members of a research community, which 

determine how a given phenomenon should be studied and which standards and methods 

should be used to study it in order to make science evolve (Kuhn, 1970). One of the functions of 

a paradigm is, therefore, to establish acceptable research methods and techniques within a 

discipline, legitimising it (Corbetta, 2003). Pa adig s a e deepl  e edded i  its p a titio e s  
so ializatio , he e hoosi g a esea h pa adig  that is o g ue t ith o e s eliefs a out the 
nature of the world is key to ensure a strong research design (Patton, 2014). 

Ontological, epistemological, and methodological considerations 

There are five main interconnected assumptions governing an inquiry paradigm that all research 

philosophies make: ontology, epistemology, axiology, methodology, and methods. Therefore, 

different research philosophies can be distinguished by the differences and similarities in their 

ontological, epistemological, and axiological assumptions. Collectively, these provide a 

framework to guide the researcher in the development of strategies, methods and practices, 

and to which Figure 5.5 provides an overview. The essence of these elements relates to:  

i) the nature of the knowledge, reality and/or social world, and what can be known about 

it (ontology);  

ii) the nature of knowledge and construction of knowledge (what constitutes acceptable, 

valid and legitimate knowledge), including the relationship between the researcher and 

what can be known (epistemology);  

iii) the role of values and ethics within the research process (axioloy); 

iv) how can the researcher find out about what can be known (methodology and methods) 

(Creswell & Poth, 2018; Lincoln & Guba, 1985; Saunders, Lewis, & Thornhill, 2016).  

Episte olog  guides ethodologi al hoi es, is a iologi al a d elies o  the esea he s 
definition of reality, i.e., the ontology of the researcher, and therefore, epistemological and 

ontological issues tend to emerge together and shape the paradigm which will guide the 
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research (Crotty, 1998). Although quite loosely referred to in the literature, methodology 

constitutes an approach to inquiry, an explanation or justification for the methods to be 

adopted. Anchored in specific disciplines, methodology shapes and is shaped by research 

objectives, questions, and design. In turn, methods are the procedures, tools and techniques 

which produce data, whose meaning derives from the methodology within which they are 

employed (Carter & Little, 2007; Goodson & Phillimore, 2004) (Figure 5.5). 

 

 

Figure 5.5 | Philosophical assumptions guiding research and paradigm choice 

Source: Own construction based on Crotty (1998) and Lincoln and Guba (1985)  

 

Among the philosophical perspectives that have accompanied the growth of social and human 

science since its origins, there are several frames of reference. Each one of these paradigms 

p o ides fle i le guideli es that o e t theo  a d ethod a d help to dete i e the 
structure and shape of a  i ui  (Goodson & Phillimore, 2004, p. 34). Despite positivism and 

interpretivism being considered the founding paradigms of social research (Corbetta, 2003), 

these philosophical frameworks are also socially constructed and change over time and space, 

wherefore some scholars advocate the conceptualisation and operationalisation of new and 

more inclusive paradigms (Johnson & Onwuegbuzie, 2004). Different research philosophies and 

interpretation frameworks, underpinned by different ontological and epistemological 
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assumptions, were analysed in order to determine the most adequate paradigmatic position to 

support this study. Appendix I presents an overview of the fundamental differences in operating 

premises between the leading frameworks in social sciences. This is, however, a non-exhaustive 

list. Beside, organising paradigms into neat categories can be problematic, as some paradigms 

are seen as such in their own right, while others are new perspectives of existing paradigms, and 

some methodologists and science philosophers may choose more than others to detail different 

strands of some of these philosophical stances.  

For example, qualitative methodologists Lincoln, Lynham and Guba (2018), who have 

(re)organised their categorisation over the years, generally describe five paradigms: positivism, 

postpositivism, critical theories, constructivism, and participatory views. Creswell and Poth 

(2018) (considering that Creswell has also provided many formulations over the years) refer to 

four main interpretative frameworks – postpositivism, social constructivism, transformative 

frameworks, and postmodern perspectives –, further complemented with pragmatism, feminist 

theories, critical theory and critical race theory, queer theory and disability theories. Within 

business and management research, Saunders et al. (2016) outline five research philosophies: 

positivism, critical realism, interpretivism, postmodernism and pragmatism. In the psychology 

field, Ponterotto and Grieger (2007) specify positivism, postpositivism, constructivist-

interpretivist and critical-ideological paradigms. Drawing from tourism studies, Tribe (2001) 

identifies three paradigms – scientific positivism, interpretive method, critical theory – while 

Jennings (2009) more extensively distinguishes between positivism, postpositivism, critical 

realism, pragmatism, chaos and complexity theory orientation, critical theory, social 

construction, postmodern perspectives, and participatory views.  

Positivism relates to the philosophical stance of the physical and natural science, which is based 

on the belief that there is a singular and objective reality, a single truth, that can be discovered 

ith the app op iate e pe i e tal ethods. It takes the ie  that a eal  o ld e ists e te all  
to the researcher and independently of how the world is perceived and conceptualised by 

people. Therefore, this worldview is impartial and value-free, relies on the hypothetico–
deductive method to test pre-established hypothesis, and its end-product are law-like 

generalisations (Lincoln et al., 2018; Saunders et al., 2016; Veal, 2018). Exclusively drawn up by 

quantitative research, positivism has been the dominant force in science for more than 150 

years (Ponterotto, 2005). Typically, two versions of positivism are presented: the original 

nineteenth century version, also labelled classic positivism, and its twentieth century 

reformulation, labelled post-positivism. Post-positivist researchers agree with the main tenets 

of the positivist paradigm, holding that there is an independent and objective reality to be 

studied, but admit that it can never really be fully apprehended or understood. Post-positivists 

are also more reflexive, acknowledging contextual influences and the fallibility of observations 

(Creswell & Poth, 2018; Gray, 2013; Lincoln et al., 2018; Ponterotto, 2005). Post-positivists thus 

hold a dete i isti  philosoph  i  hi h auses p o a l  dete i e effe ts o  out o es  
(Creswell, 2014, p. 36). Critical realism is a related tradition of post-positivism with an 

emancipatory role, that claims that reality is shaped by culture, language and political interests. 
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Constructivism40/interpretivism, which encompasses a number of more specific movements, 

emerged as a reaction to positivism and empiricism by contending that knowledge and truth 

a out the so ial o ld a e ot a tuall  dis o e ed ut athe  eated th ough the esea he s 
interaction with the studied phenomenon. In contrast with (post)positivism, by subscribing to a 

realist ontology, the constructivism/interpretivism paradigm assumes multiple, apprehendable, 

and equally valid realities. Its epistemological position is subjective, holding that there can be as 

many realities as there are participants, and lived experiences must be understood from the 

point of view of those who live them (Lincoln et al., 2018; Ponterotto, 2005; Schwandt, 1998; 

Willis, 2007). These su je ti e ea i gs a e ot si pl  i p i ted o  i di iduals ut a e fo ed 
through interaction with others (hence social constructivism) and through historical and cultural 

o s that ope ate i  i di iduals  li es , hi h akes the  appear natural and inevitable 

(Creswell, 2014, p. 37; Schwandt, 1998). The constructivist/interpretivist inquiry paradigm relies 

on a holistic-inductive approach, and the research process is reflexive and highly value bounded 

(Creswell & Poth, 2018; Goodson & Phillimore, 2004; Lincoln et al., 2018). The end-product of 

constructivist/interpretivist are not universally applicable theories, as time- and context-free 

generalisations are neither desirable nor possible, but rather new, rich and contextually – 

culturally and historically – situated understandings. Qualitative research generally draws on 

constructivist/interpretivist beliefs (Crotty, 1998; Lincoln et al., 2018). 

Critical inquiry frameworks, traced back to Frankfurt School and largely influenced by 

postmodernism, emphasise the world-making role of power relations, control and ideology that 

a e assu ed to do i ate o e s u de sta di g of the so ial o ld (Kincheloe & McLaren, 2003; 

Ponterotto, 2005). By having historically evolved (hence the historical realism ontology), social 

st u tu es e.g., lass, a e, ge de  a e take  as eal , atu al and inevitable, and influence the 

way people make sense of their lives and choices; these constructions are distorted because 

they have been shaped by ideological factors, but make people unknowingly participate in 

systems of dominance and oppression, therefore having real consequences (Caton, 2014; 

Kincheloe & McLaren, 2003). Radically reflexive, by accepting different ways of thinking and 

giving voice to alternative worldviews, critical theory seeks transformational change, 

emancipation and social justice for marginalised groups (Gray, 2013; Lincoln et al., 2018; 

Ponterotto, 2005). Critical theory should, however, be interpreted broadly, as there are many 

schools of thought and no single theory (Kincheloe & McLaren, 2003).  

Driven by a similar social reconstructionist agenda, there is transformative theory, an umbrella 

approach41 that places central importance on the lives and experiences of marginalised groups. 

O tologi all , the t a sfo ati e pa adig , a gues that the e a e ultiple ealities that a e 
socially constructed, but it is necessary to be explicit about the social, political, cultural, 

e o o i , eth i , a ial, ge de , age, a d disa ilit  alues that defi e [those] ealities  
(Mertens, 2007, p. 2016). Knowledge rests on respectful interactions between a reflexive and 

ethical researcher and the research participants. It reflects asymmetric power relations in a 

complex cultural context, aiming at linking the results of social inquiry to action and advocating 

 

40 Often also referred to as constructionism, despite differences exist (cf. Young & Collin, 2004). 
41 Rooted in feminism, critical race theory, post-colonial and indigenous theory, queer theory, and disability theory. 
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social justice and emancipation (Mertens, 2007, 2009). Transformative was proposed by 

Mertens as a suitable paradigm for mixed methods research (R. F. Hall, 2013; Mertens, 2007).  

Much (or most) mixed method approaches are also rooted in some version of pragmatism, an 

approach that advocates that improving practice is more important than epistemology purism, 

and different approaches and methods can, or must, be integrated in the same study. In 

pragmatic research, research philosophies can remain separate, but can also be mixed or 

combined into another research design (Johnson & Onwuegbuzie, 2004; Onwuegbuzie & Leech, 

2005; Teddlie & Tashakkori, 2003). P ag atis  is ot o itted to a  o e s ste  of 
philosoph  a d ealit  a d the esea he  is free to choose multiple methods and multiple 

sources of data collection, if considered the best to meet the specific nature of their research 

problems (Creswell & Poth, 2018, p. 64). Pragmatism focus on what works, on practical solutions 

and implications for real social problems. Knowledge is relational, temporal, contextual, and 

emphasis is placed in communication and shared meaning making (Creswell & Poth, 2018; 

Teddlie & Tashakkori, 2003). The main tenets of pragmatism are also related with the notion of 

bricolage, which is briefly addressed later in this section.  

Paradigmatic and methodological approaches in Tourism research  

In the early stages of tourism studies and research, roughly until the late twentieth century, 

positivism and postpositivism held a dominant position as major paradigms of influence. These 

approaches, targeted at producing standardised and robust theory-testing systems, were 

o alised a d legiti ised th ough the se e al i stitutio s  of esea h a d pu li atio , a d 
professional organisations, therefore privileging quantitative research methodologies and 

methods for long time (Jennings, 2009; Tribe, 2005). It was mostly in the latter quarter of the 

twentieth century, that other philosophical frameworks with different paradigmatic foci and 

methodological traditions – namely qualitative and mixed methods methodologies – took root 

as the esult of ou te -discourses and debates, which had previously emerged in the 1980s 

from environmentally and socially situated framings, [that] started to challenge the orthodoxy 

of tourism as solely a business-focused phenomena [as initial studies were business studies 

applied to a tourism context (Tribe, 2005)] to be understood primarily from post/positivist 

age das . This is the ase of iti al ealis , p ag atis , haos a d o ple it  theo , iti al 
theory orientation, constructivism/interpretivism, postmodernism, or participatory paradigms 

(Jennings, 2009, p. 684). 

Although much of the seminal work in tourism studies was initiated through qualitative 

research, it was more likely to be published in non-tourism journals (Riley & Love, 2000). 

Qualitative inquiry is often undervalued and labelled as a poor alternative to scientific, rigorous, 

unambiguous ua titati e studies, espe iall  e ause ualit  is a  elusi e pa a ete  fo  
comparing research and qualitative techniques took more time to be well defined (Jennings, 

2009; Riley & Love, 2000). Over the past decades, this assumption has been increasingly 

questioned in many social science disciplines (e.g., education, sociology, anthropology, and 

consumer behaviour), and qualitative research is now seen as a process, more than just merely 

a method, adjunct to quantitative research; tourism scholars were, however, somewhat 

reluctant in adopting and accepting paradigmatic and related methodological diversity 

(Jennings, 2009; Phillimore & Goodson, 2004; Riley & Love, 2000).  
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With the shift towards qualitative methodologies and research, tourism studies have advanced 

a iti al tu   de o st ati g g eate  efle i it  a d g eate  o side atio  of ge de , lass 
a d a e , as ell as sea hes fo  e  odels  of esea h  (Ateljevic, Harris, Wilson, & Collins, 

2005; Bianchi, 2009; Jennings, 2009, pp. 682–683; Tribe, 2005). According to Wilson et al. (2019, 

p. 5) this is also the moment (early 2000s onwards) when tourism researchers start to question 

methods and methodologies, awakening to matters of ontology and epistemology, and 

developing reflexive and embodied critiques and accounts in tourism.  

This iti al tu  eso ates ith T i e s (2005) e  tou is  esea h  o  ith De zi  a d 
Li ol s (1998, 2018)42 isis of ep ese tatio  o e t. The fo e  e phasises the 
emergence of more reflexivity, and the adoption and growing dissemination of innovative and 

radical lines of enquiry, and the latter is marked by traits such as: the challenging of social 

esea h s igou  a d ge e alisa ilit ; the e e ge e of efle i it , e odi e t a d pe so al 
biography of researchers; the recognition of multiple interpretations; or the raising of questions 

around issues of gender, class and race (namely the impact embodied characteristics have on 

data generation and interpretation) (Denzin & Lincoln, 2018; Phillimore & Goodson, 2004).  

I  the late s a d ea l  s, ualitati e a d ua titati e age das ha e ee  halle ged 
 the use of ethodologi al  t ia gulatio  i  tou is  esearch studies, particularly using 

mixed methods (generally quantitative followed by qualitative methods) in research 

p oje ts/age das  (Jennings, 2009, p. 683). As result, both the transformative (Heimtun & 

Morgan, 2012) and the pragmatism (Pansiri, 2006) paradigms have been gaining ground in 

tourism studies. 

In addition, Davies (2003) also remarks that tourism industries highly differ from conventional 

industries, and positivist approaches, despite suitable for revealing trends and data-descriptive 

insights, may have difficulties in accommodating characteristics such as the changing nature of 

tourism firms, dynamic features of markets, the highly perishable nature of tourism products, 

technological change, the wide variety of business practices (e.g., outsourcing), changing 

institutional arrangements or behavioural characteristics. 

Adopting a constructivist-interpretative stance 

There is no single best research philosophy, as each contributes to a unique and valuable way of 

seeing the world, and the researcher should thus choose the one that better conveys his/her 

eliefs, assu ptio s a d ie s of the o ld. Follo i g i  the esea he s efle i it  add essed 
in section 5.7 with more detail), (ii) the research question and objectives of this study presented 

in section 5.2, and (iii) in line with the frameworks suggested by Crotty (1998) and Lincoln and 

Guba (1985) – as graphically presented in Figure 5.5 –, the inquiry framework was established, 

 

42 Denzin and Lincoln (1998, 2018, p. 44) divide the history of social research into eight to nine historical phases, which 

the  efe  to as the o e ts of ualitati e esea h : the t aditio al –1950), the modernist or golden age 

(1950–1970), blurred genres (1970–1980), the paradigm wars (1980–1985), the crisis of representation (1986–1990), 

the postmodern (1990–1995), postexperimental inquiry (1995–2000), the methodologically contested present 
(2000– 2004), paradigm proliferation (2005–2010), the fractured, posthumanist phase that battles managerialism in 

the audit-driven academy (2010–2015), and an uncertain, utopian future, where critical inquiry finds its voice in the 

public arena (2016–). Wilson et al. (2019, pp. 4–5) ha e e e tl  offe ed a  alig e t of De zi  a d Li ol s 
moments of qualitative research to Tourism studies.  
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underpinning a constructivist-interpretivist paradigm choice. The rational for this choice is 

described in Table 5.4. 

 

Table 5.4 | Philosophical assumptions orienting the adoption of a constructivist-interpretivist stance 

Philosophical 

assumption 

Rationale 

Ontology: Relativism 

 This thesis focuses on the perceptions of highly educated individuals relating to their 

experience as hotel staff. In line with the relativist ontological position of 

constructivism, these perceptions are viewed as subjective, influenced by the context 

in relation to which they are observed, i.e., by an external and variable reality (in 

particular the social environment; e.g., national/regional context, hotel sector work 

cultures, educational background). Therefore, multiple viewpoints and meanings of 

the same phenomenon exist in the minds of the different groups of participants, which 

the researcher conducting this study aims to elicit. Multiple interpretations of these 

meanings also exist, which the researcher does not attempt to read as if constituting a 

single, universal truth that could be determined by a process of measurement. A thick 

description of the career dynamics in T&H and its complexity in its unique context was 

sought instead.  

Epistemology: Social constructivist/ dialogic interaction 

 Pa ti ipa ts  pe eptio s a e shaped  i di idual e pe ie es a d i te a tio  ith 
other social actors (e.g., co-workers, supervisors, family members, the researcher 

herself). In this investigation, meaning is co-constructed from the narratives of the 

parti ipa ts a d the esea he s i te p etatio  of their lived experiences in different 

contexts and cultures. Intense interaction between the researcher and the participants 

was sought through comprehensive and deep dialogue (in particular, in-depth 

interviews). 

Axiology: Value- o ded, resear her s alues a d li ed e perie e a k o ledged 

 As the epistemology underlying a constructivist position requires intensive researcher–
pa ti ipa t i te a tio , esea h is auto ati all  i flue ed  the esea he s values 

and her own lived experiences. Looking for mutual understanding, the researcher 

recognises that her interpretation flows from her personal, cultural, and historical 

experiences, by acknowledging and describing her position to the participants in the 

study as an integral part of the research process (see also Positionality in section 5.7). 

Methodology: Qualitative, inductively-driven, multi-method design 

 Given the centrality of researcher–participant interaction, the constructivism-

interpretivism paradigm assumes a naturalistic (Lincoln & Guba, 1985) set of 

methodological procedures such as the in-depth face-to-face interviewing strategy 

which was adopted in this study. The process of meaning construction is based on 

pa ti ipa ts  o  oi es a d o ds. Ai i g fo  la ifi atio  a d a o e o p ehe si e 
understanding of the specific context in which participants work and live, a 

supplementary method was also used (key informant interviews). Meaningful patterns 

and themes that contribute to an understanding of how participants make sense of 

their career experiences were revealed through thematic analysis. These 

methodological choices are described in more detail in section 5.4. 

Source: Own construction 
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One limitation assigned to constructivism-interpretivism is that this theoretical perspective, 

despite considering contextual grounding (which is essential for u de sta di g people s 
interpretations of given phenomena and life situations), and overcoming the unequal power 

relations between the researcher and the researched (that characterises positivism), lacks 

critical orientation and implicitly neglects the impact of hegemony and ideology on knowledge 

and social reality, therefore not addressing issues such as power or agency (Caton, 2014; Tribe, 

2004). Classic constructivist-interpretivist researchers do not seek to challenge dominant 

discourse or transformation of exploitative social structures, assumptions that boosted the role 

of critical inquiry in further enhancing the practicability and transformational power of research 

(Caton, 2014; Lincoln et al., 2018). However, critical qualitative inquiry, involving inter- and 

cross-disciplinary moves, has grained grounds as an integral part of an international, interpretive 

public social science discourse (Denzin & Lincoln, 2018; Schwandt, 1998). Hence, and as further 

detailed below, critical theory knowledge claims were also considered in this investigation.  

Bricolage – borrowing viewpoints from critical theory 

Not ithsta di g the i po ta e of u de sta di g the pa adig  u de pi i g o e s esea h, 
which will defi e ot o l  the stud s ethodolog  a d ethods, ut also a  of the sta da ds 
by which the study will be evaluated, it would be too simplistic to assume that each research 

would fall neatly under a single paradigm (Morrow, 2005). As many philosophical orientations 

exist nowadays, researchers may feel that more than one paradigm resonates with their 

personal sensibilities (Caton, 2014). As there is no single set of methods that can provide the 

ight  a s e s to the esea h uestio s, a d the need to move towards more transdisciplinary 

and multi-method research is increasingly being proposed, the researcher can work between 

and within competing and overlapping perspectives and paradigms, thus presenting him/herself 

as bricoleur (Denzin & Lincoln, 2018; Kincheloe, 2001; Snape & Spencer, 2003). Building from 

postmodern conceptions, bricolage requires that a research topic is approached from multiple 

disciplinary perspectives, which implies borrowing both multiple methods of inquiry and 

employing diverse theoretical and philosophical underpinnings (Kincheloe, 2001). An 

interpretive bricoleur produces a bricolage by finding and combine different set of 

representations, which, just like as a puzzle, are put together, providing a complete picture as 

possible of a complex social phenomenon (Denzin & Lincoln, 1998, 2018; Goodson & Phillimore, 

2004).  

Constructivism and critical theory are often portrayed as radically differing philosophical 

traditions, particularly with regards to their ontological assumptions and research aims. 

Epistemological, constructivists and critical theorists converge in the belief that researchers and 

their values are inevitably intertwined with the social phenomena being studied (Caton, 2014; 

Lincoln et al., 2018), but scholars like Kincheloe and McLaren (2003), Caton (2014) or Howell 

(2016) are also of the opinion that further convergence points can be found if interpretations 

are made more loosely. The influence of perspectives such as postmodernism or 

poststructuralism have encouraged researchers towards critical thinking, criticality in the 

research process, and reflexivity in their role as knowledge producers but also as voices of 

authority. As understanding meaning is central both to constructivists and to many critical 

theo ists, then what is called into question philosophically is not the nature of reality [i.e., 

o tolog ] ut the atu e a d o se ue es of ea i g  (Caton, 2014, p. 131). Each perspective 
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thus acknowledges the real existence of multiple meanings, as well as recognises real 

consequences as flowing from those meanings. Neither constructivist or critical theorists are 

o e  of la elli g these ultiple o st u tio s as t ue o  false , ut athe  as ette  o  
o se , depe di g o  the atu e of the out o es p odu ed  (Caton, 2014, p. 132). As in 

constructivism, critical theorists advocate a reality that is constructed within a social–historical 

context, yet conceptualised within relations of power, in which various identities and 

subjectivities – e.g., gendered/racialized/ethnic/classist/ homophobic – are formed (Ponterotto, 

2005). Lincoln et al. (2018) also remark that just like positivism and postpositivism are clearly 

o e su a le pa adig s, ele e ts of i te p eti ist/ post ode , iti al theo , 
constructivist, and participative inquiry can fit co fo ta l  togethe  p. .  

In mainstream management and HR development research, the ontological and epistemological 

positivist perspectives have been dominant, and the increased use of qualitative methods 

a age e t is o o l  i te p eted as a pu el  i st u e tal p o ess, o je tive, politically 

eut al, si pl  o e ed ith ethods to e su e o t ol a d effi ie  i  o ga isatio s  
(Valentin, 2006, p. 17). As interpretive frameworks are not believed to pay enough attention to 

the a s i  hi h people s u de sta di gs a e shaped  the st u ture and culture of the 

institutions in which they live and work, growing emphasis has been placed on critical 

perspectives as means to question established social orders, management practices, ideologies, 

discourses and institutions (Valentin, 2006). 

With regards to theory-driven tourism research, as previously mentioned, interpretive, 

alternative and critical modes of enquiry have gradually emerged (Tribe, 2004). By drawing on a 

variety of compatible theoretical offerings to yield cumulative insights on complex situations, 

pluralistic or eclectic research is deemed appropriate and desirable in order to meet the 

complexity and heterogeneity of the tourism field (Tribe, Dann, & Jamal, 2015), and several calls 

for T&H studies to take more critical paths of inquiry have been made (Ateljevic, Morgan, & 

Pritchard, 2007; Tribe, 2005; Wilson, Harris, & Small, 2008; Wilson, Small, & Harris, 2012). A 

positive sign is that constructivism and critical theory are in fact two increasingly popular 

research approaches within tourism studies (Caton, 2014). Since the study of hospitality might 

have broader social effects and not only being limited to organisational and managerial 

implication, an increasing international academic interest in the study of hospitality from a wider 

range of social science perspectives, has also been observed (Baum, 2015; Baum & Hai, 2019; 

Baum, Kralj, Robinson, & Solnet, 2016; Ladkin, 2011; Lashley, 2007; Solnet et al., 2015). 

The esea he  o du ti g this thesis also a ti ipated that ultiple ea i gs of pa ti ipa ts  
career experiences and decisions would be identified. She did not aspire to reveal a single truth 

or to describe a single reality, but rather to provide new insights and nuanced understandings 

of career dynamics in the T&H industry. The researcher has also considered that this should 

include being critically reflexive about employment relationships in T&H, particularly with 

regards to those relationships which are mediated by power relations that are socially and 

historically constituted, so that research can also produce practical, pragmatic knowledge. 

Directly or indirectly, and independently of whom exerts it, the use of power in influencing 

behaviour is a pervading feature of work organisations (Acker, 2006; Armstrong & Taylor, 2014). 

There are different types of power and different power relationships at the workplace, and 

structural determinants of the social environment are responsible for perpetuating hierarchical 
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power relations, such as those related to gender roles, for example (Acker, 2006; Dundon et al., 

2017; Lucas, 2004; Willis, 2007). Gender, race/ethnicity, age, disability, sexual orientation and 

religion are example of (in)equality and diversity dimensions that underly power imbalance 

towards employees (Acker, 2006; Kirton & Greene, 2015). Despite the widely debated 

problematic nature of work in T&H, poor employment conditions and inequality associated with 

T&H jo s, as et ies of po e  a d di isio s of la ou  that ha e g o  u de  o ditio s of 
neo-li e al apitalis  a d glo alisatio  a e o o l  o e looked a d iti al esearch in this 

field remains scant (Bianchi, 2009, p. 487; D. Williamson, Rasmussen, & Ravenswood, 2017). 

Critical research takes on the necessity of critique of the current ideology, with the objective of 

exposing dominating or oppressive relationships in society (Willis, 2007), including employment 

relations.  

Co side i g the ge de ed atu e of T&H e plo e t e ide i g o e s dis i i atio  a d 
disadvantage on multiple grounds (section 2.3.1) and the gendered power relations influencing 

o e s a ee s i  this i dust  se tio  . .  p e iousl  oted i  Chapte  , this i estigatio  
places special emphasis on gendered constructions of the research participants.  

By resorting to bricolage, the researcher also ack o ledges that esea h is a  i te a ti e 
p o ess shaped  o e s pe so al histo , iog aph , ge de , so ial lass, a e, a d eth i it  a d 
those of the people i  the setti g , hile e og izi g that i olage is ultu all , te po all , a d 
structurally defined, historically situated, and should strive for constructive action (Denzin & 

Lincoln, 2018, p. 47). In this thesis, mostly built on a complementarity rationale (with a view to 

elaboration, clarification and richness-enhancing), the notion of bricolage has not only 

underpinned the combination of theoretical and philosophical perspectives, but also the 

adoption of complementary methods of inquiry: 

i) A critical (particularly gender-sensitive) lens was combined with a constructivism-

interpretivist stance in understanding the way participants make sense of their work 

experiences in the hotel sector, in specific contexts and moments. 

ii) A sequential, inductively-driven, multi-method qualitative strategy was implemented, 

based on a combination of QUAL (in-depth interviews with highly educated individuals) 

and qual (key informant interviews) (strategy that is specifically addressed in section 

5.4.2) integrated through thematic analysis (option/procedure that is described in 

section 5.6.2).  

 

5.4  Research approaches and strategies of inquiry 

Having established a constructivist-interpretivist approach as philosophical grounding for this 

investigation, section 5.4 is devoted to describing the rationale for the adoption of a qualitative 

approach and a multi-method design. The overall strategy of this thesis is mostly based on 

C es ell s (Creswell, 2014; Creswell & Poth, 2018) and Saunders et al. (2016) frameworks for 

research and on an extensive review and assessment of different methodological orientations 

and their alignment with the research question and objectives of this study. As interpretivist 

research seeks methodologies that enable a deep understanding of the meaning individuals or 

groups ascribe to a social or human phenomenon, qualitative methodological approaches and 
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methods are best suited for addressing research questions designed to explore, interpret, or 

understand the social context (Creswell & Plano Clark, 2018; Crotty, 1998; Ponterotto, 2005). 

 

5.4.1  Adopting a qualitative approach  

As seen in the previous section, quantitative and qualitative approaches derive from different 

traditions of scientific philosophy, and philosophical underpinnings of qualitative research hold 

as their core assumption that reality is multiple, contextual, and socially constructed. Qualitative 

research generally draws on post-positivist or interpretivist/constructivist beliefs which require 

holistic study and naturalistic inquiry (Davies, 2003; Denzin & Lincoln, 2018; Willis, 2007), but 

similarly to quantitative research, qualitative research may also be used within realist and 

pragmatist philosophies (Saunders et al., 2016).  

Qualitative research is often referred to as naturalistic, because researchers operate within a 

real-world setting or context, which the research does not attempt to affect, control or 

a ipulate, i  o de  to esta lish t ust, pa ti ipatio , a ess to ea i gs a d i -depth 

u de sta di g  (Patton, 2014; Saunders et al., 2016, p. 168). It is holistic because researchers 

gather data on multiple aspects of each case, event or setting being studied that, despite being 

treated as unique, provide a comprehensive and complete picture of the whole (Patton, 2014). 

It is also referred to as interpretive since researchers seek to make sense of the subjective and 

socially constructed meanings that people assign to their experiences, and consequently, to the 

phenomenon being studied, using their everyday language (Braun & Clarke, 2013; Saunders et 

al., 2016).  

For those undertaking a qualitative study, Snape and Spencer (2003) posit that more important 

than finding a single definition for qualitative research, it is taking into account the main 

distinctive elements that allow defining qualitative research as such, namely those described in 

Figure 5.6.  

Yin (2011) sha es “ ape a d “pe e s ie , et listi g fi e additio al featu es that ha a te ise 
qualitative research, which have highly oriented this thesis: 

i) “tud i g the ea i g of people s li es, u de  eal-world conditions – in this thesis this 

is done by dealing with the recollection of different groups of participants, at different 

a ee  stages  i.e., diffe e t ie poi ts of the sa e phe o e o , a out thei  
personal experiences when performing their work roles;  

ii) Representing the views and perspectives of the participants – by gathering in-depth, 

individual, first-hand accounts of career experiences and decisions and positioning 

herself (the researcher) as an integral part of research process; 

iii) Covering the contextual conditions within which people live – by taking into 

consideration the social, institutional, and environmental systems (e.g., family, cultural, 

o ga isatio al  ithi  hi h pa ti ipa ts  o k life take/took pla e a d that st o gl  
influence them;  

iv) Contributing insights into existing or emerging concepts that may help to explain human 

social behaviour – mainly by exploring the little known influence of quality of working 

life on people s a ee  assess e t a d su se ue t de isio s, hi h ha e a k o k-on 
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effect on positive organisational behaviour and employee retention/turnover 

intentions; and 

v) Striving to use multiple sources of evidence rather than relying on a single source alone 

– by adopting a complementarity-aimed multi-method approach in order to reinforce 

the stud s edi ilit  a d t ust o thi ess. 

 

 

Figure 5.6 | Distinctive features of qualitative research 

Source: Own construction based on Snape and Spencer (2003) 

 

Qualitative data is primarily gathered in oral or written form, from documents, observation, 

entries from social media or interviews with participants, which are usually transformed into 

written texts through transcription, for analytic use aimed at extracting the meanings of these 

texts (Polkinghorne, 2005). The number of data collection methods that each study implements 

is contingent on the purpose of the research; therefore, while some studies may employ only 

one method (e.g., interviews) aiming to explore personal stories and worldviews, other studies 

may employ at least three different methods (e.g., interviews + participant observation + focus 

groups), in order to gather a broader spectrum of evidence and perspectives to enhance the 

credibility and trustworthiness of the analysis (Saldaña, 2011).  

In this thesis, primary data was collected via in-depth interviews with three groups of 

participants (followed by supplementary key informant interviews, as detailed in sections 5.4.2 

and 5.5). These were considered the methods that would provide more valuable insights into 

the complexity of personal career experiences, via the stories told by individuals, by making their 

voices heard and by revealing underlying dimensions and meanings of different career patterns. 
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These methods were also considered the most suitable ones for explo i g ho  pa ti ipa ts  
opinions and perspectives are formed in which context and, consequently, for answering the 

hat? , h ?  a d ho ?  uestio s that ha a te ise ualitati e i ui ies (Creswell, 2014; 

Marshall, 1996; Snape & Spencer, 2003).  

In qualitative research, the unit of analysis refers to the person, collective, or object that is the 

target of the investigation. Polkinghorne (2005) posits that the unit of analysis in qualitative 

research is experience, not individuals o  g oups. Qualitati e studies a  i  the ki ds of 
experience they investigate; yet, their interest is about the experience itself not about its 

distribution in a population. Some studies focus on displaying the constituent and relational 

aspects that make up an experience, and other studies focus on exhibiting an experiential 

p o ess  (Polkinghorne, 2005, p. 139). In this thesis, the unit of analysis consists of the 

experiences of highly educated Employees, Leavers, and Newcomers in the hotel sector. The 

primary focus of data collection – considering that both sampling strategies and sample size are 

dependent on prior decisions about the most appropriate units of analysis (Patton, 2014) – are 

highly educated i di iduals  o k e pe ie es i  the hotel se to , ho  these i di iduals a e 
affected by the meanings they assigned to these experiences, and how these meanings impact 

career decisions.  

The research process typically involves emerging questions and procedures, with data being 

olle ted i  the pa ti ipa t s atu al setti g o  o te t. The esea he  positio s hi /he self 
and bring his/her own values (see section 5.7) into the study while collecting and interpreting 

the data, therefore emphasizing the value-laden nature of inquiry (Denzin & Lincoln, 2018). Data 

analysis inductively moves from narrow units of analysis (e.g., significant statements) to broader 

themes (e.g., meaning units). As further described in section 5.6.2, thematic analysis (Braun & 

Clarke, 2013; Patton, 2014) was considered the most appropriate approach to find substantively 

meaningful patterns and themes that could contribute to a deeper understanding of 

pa ti ipa ts  e pe ie es a d ea i g-making. This choice was shaped by the research 

objectives and by the theoretical and strategic framework that guided research design decisions. 

With respect to the approach to theory development, qualitative inquiry is particularly oriented 

toward exploration, discovery, and inductive logic. In inductive research, also called theory-

building research, analysis begins with specifics observations of data from which the researcher 

infers theoretical concepts, patterns, and associations. Meaningful categories or dimensions 

emerge from the patterns the researcher finds through open-ended observation, without 

presupposing in advance what those dimensions will be. Moreover, the researcher seeks to 

understand the multiple interrelationships among these dimensions, without making prior 

assumptions about the nature of these relationships (Patton, 2014; Snape & Spencer, 2003).  

Inductive analysis contrasts with the hypothetical-deductive approach that typically orients 

quantitative research, therefore also called theory-testing research. Deductive research is a 

logically derived process in which the investigator specifies, in advance (before data collection) 

and based on an explicit theoretical framework that will allow him/her to understand 

observations or cases, which research hypothesis will be tested, which variables are important 

and what relationships among those variables can be expected (Patton, 2014; Snape & Spencer, 

2003). 
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However, although qualitative research is often viewed as predominantly inductive, and these 

two approaches reflect different ways of shifting between data, inductive and deductive 

processes are not mutually exclusive (Snape & Spencer, 2003; Yin, 2011). Although there is a 

clear epistemological, theoretical and methodological rupture between inductive and logical-

deductive methodologies, these two approaches should not be considered today as opposites, 

since they influence one another and can be combined at different stages of the qualitative 

research process (Guerra, 2006). This latter assumption was also made by the researcher, as 

although an inductive reasoning prevails in this study, both inductive and deductive approaches 

were combined in an iterative process, at different stages of the investigation.  

Although many of the theories and concepts previously discussed in the literature review, from 

Chapters 2 to 4, are not new to the literature, an inductive reasoning was adopted aiming at 

identifying themes and explaining patterns that could contribute to the development of a richer 

theoretical perspective than the already existing one. As will be further described in section 

5.4.2, both the core and supplementary components of the qualitative multi-method design 

adopted in this investigation have an inductive theoretical drive. Deductive inferences were 

developed throughout the research process, such as in designing the research framework 

(theory preceding observation and devising of concept map, supplementary component design), 

and in category development within data analysis (both inductive and deductive logic were used 

to create and refine categories, and more fully interrogate the data).  

One of the greatest strengths of qualitative research, due to the use of inductive probing, is the 

ability to ask questions, clarify expressions or meaning and to give voice to research participants 

by telling their stories in their own words and cognitive constructs (Guest, MacQueen, & Namey, 

2012). According to Veal (2018, pp. 135–136), qualitative methods are particularly appropriate 

when the focus of the research is on meanings and attitudes, when the situation calls for 

exploratory theory building rather than theory testing, or when the researcher accepts that the 

concepts, terms and issues must be defined by the subjects themselves and not by the 

researcher in advance. In this thesis, this was, for example, the special case of QWL, where the 

i te ie  p oto ol as o ie ted to g asp i di iduals  o  o eptio s of this o ept, usi g 
their own words. 

The choice for a qualitative approach was therefore the result of the alignment between the 

belief system, i.e., the paradigm underpinning this research approach, the research question(s), 

and the research approach which is also described in this chapter. This choice was considered 

the most suitable one for this thesis due to the T&H i dust s a ee  idios asies, i  pa ti ula  
because of the individualistic, dynamic, and context-specific nature of such career experiences, 

and of the multiple career orientations that T&H enable.  

 

5.4.2  Following a multi-method design 

The nature of social research itself prescribes that the research process is highly subjective and 

there is no single set of methods that can assure total insight. The research must instead take 

into account this subjectivity, his/her ethics, value and politi s, a d use a a ge of app op iate 
i te o e ted i te p eti e ethods to a i ize u de sta di g of the esea h p o le  



 167 

(Goodson & Phillimore, 2004, p. 34). In general, mixed methods research constitutes a 

commonly used strategy within social research methods, that evolved from a combination of 

methods of inquiry to a methodological orientation with its own worldview, vocabulary and 

techniques (Teddlie & Tashakkori, 2003). Mixed methods research is predominantly defined as 

a cross-paradigmatic, concurrent or sequential combination of quantitative and qualitative 

methods with equal or dominant status (Bryman, 2012; Creswell, 2014; Teddlie & Tashakkori, 

2009). Most authors usually postulate three research methodological approaches: qualitative, 

quantitative, and mixed methods; quantitative and qualitative approaches usually being 

represented in different ends of a continuum, and mixed methods residing in the middle. 

Ad o ates of this atego isatio  usuall  lassif  i ed ethods esea h as a  app oa h to 
inquiry involving collecting both quantitative and qualitative data, integrating the two forms of 

data, and using distinct designs that may involve philosophical assumptions and theoretical 

f a e o ks  (Creswell, 2014, p. 32). In the commonly used mixed methods notation system, 

each method is referred to as Qual or Quan (or QUAL and QUAN to emphasize 

dominance/primacy) for qualitative and quantitative research, respectively (Morse, 2003). 

However, discussions and controversies related to nomenclature and terminology in mixed 

method research are not new, with different research methodologists employing different 

terms and definitions43. The editors of the SAGE Journal of Mixed Methods Research (one of the 

reference journals in this field), Fetters and Molina-Azorin (2016), dedicated an editorial to 

revisit terminology used in mixed research, after ten years of publication. According to them, 

multiple methods research refers to all various combinations of methods, involving more than 

one data collection procedure. These can include two or more exclusively qualitative approaches 

(Qual plus Qual), two or more quantitative approaches (Quan plus Quan) or a combination of 

qualitative and quantitative (Qual plus Quan, hence mixed methods). Therefore, mixed methods 

are thereby presented by Fetters and Molina-Azorin (2016) as a category of multi-methods or 

multiple methods research.  

Morse (2003, 2010b), however, contends that this definition is by no means restricted to the 

o i atio  of this t o li es of i ui ,  stati g that he  speaki g of i ed ethods 
design, we are not talking about mix-and-match research (with strategies liberally selected and 

combined); rather, we are talking about using supplemental research strategies to collect data 

that would not otherwise be obtainable by using the main method and incorporating these data 

i to the ase ethod  (Morse, 2003, p. 191). The author posits that mixed methods can be 

i te p eted as a  esea h that i ludes diffe e t t pes of data, app oa hes to a al sis, o  
research conducted on two different populations or groups, whether it is qualitative or 

ua titati e  (Morse, 2010a, p. 340). According to Morse and Niehaus (2009), mixed methods 

research is aimed at systematically using two or more methods to answer the same research 

question, including two or more quantitative or qualitative methods (Quan plus Quan or Qual 

plus Qual), or it uses both qualitative and quantitative methods (QUAL plus QUAN). For these 

authors, while mixed method refers to a single project with a core and a supplemental 

 

43 For a deeper examination and discussion on the diverse stances and definitions of mixed methods see Creswell 

(2013) Khoo-Lattimore, Mura and Yung (2019) or Johnson, Onwuegbuzie and Turner (2007) (this latter authors, in 

particular, compiled and subsequently analysed 19 definitions of mixed methods research as provided by the leader 

methodologists in this field). 
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component, multiple method research refers to two complete, yet related, methods 

(quantitative and/or qualitative) for conducting two independent research projects over time 

(Morse & Niehaus, 2009). 

Other research methodologists, such as Teddlie and Tashakkori (2003), Hunter (cited by R. B. 

Johnson, Onwuegbuzie, & Turner, 2007) or Saunders et al. (2016), also use the term multi-

method research when referring to studies using different styles of research (different project 

data collection procedures or research methods) combined in the same research project, each 

of which from the same QUAN or QUAL tradition, and therefore restricted to the same 

worldview (Quan plus Quan, Qual plus Qual). According to Saunders et al. (2016), a qualitative 

research design using a single data collection technique and the corresponding qualitative 

analytical procedure should be labelled as mono-method, while using more than one qualitative 

data collection technique and corresponding analytical procedure would grant it the 

denomination of multi-method qualitative study. Figure 5.7 offers an overview to this 

categorisation scheme. 

 

 

Figure 5.7 | Methodological choice 

Source: Saunders et al. (2016) 

 

With this categorisation in mind, this thesis adopts a multi-method qualitative strategy. The 

rationale for this choice is primarily based on the specific research objectives of this study. More 

specifically, the researcher was interested in studying more than one group of subjects, the 

stud s theo eti al f a e o k is ooted i  se e al o epts, a d the esea h uestio s ta get 
ultiple di e sio s of pa ti ipa ts  e pe ie es; su h issues i ease the o ple it  of the 

study, therefore supporting the relevance of such research design (Morse & Niehaus, 2009). The 

esea he  e a ks, ho e e , that despite la gel  d a i g o  Mo se s (Morse, 2010b, 2010a; 

Morse & Niehaus, 2009) framework for research design (which is described by Morse under the 

denomination mixed methods design), the use of the terms multi-method or multiple methods 

research was preferred in order to reinforce differentiation from the typical Qual plus Quan 
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approach. Nevertheless, much of the mixed-methods specific literature is applicable for the 

generality of multiple methods and therefore also cited in this thesis44. 

Considering the rationale for conducting a multiple methods research and the objectives of this 

thesis, a multi-method design was chosen with complementarity as the main purpose in mind. 

A popular classification of purposes and rationales for conducting mixed method research that 

is still widely used today is that of Greene, Caracelli and Graham (1989), who identified five 

broad purposes for broad purposes, as presented in Table 5.5. In a complementarity mixed-

ethod stud , diffe e t ethods a e used to measure overlapping but also different facets of 

a phenomenon, yielding an enriched, elaborated understanding of that phenomenon. This 

differs from the triangulation intent in that the logic of convergence requires that the different 

methods assess the sa e o eptual phe o e o  (Greene et al., 1989, p. 258). 

 

Table 5.5 | Purposes for mixed-method evaluation design 

Purpose Rationale 

Triangulation 

 Seeks convergence, corroboration, correspondence of results from different methods 

studying the same phenomenon. 

Complementarity 

 Seeks elaboration, enhancement, illustration, clarification of the results from one 

method with the results from the other method. 

Development 

 Seeks to use the results from one method to help develop or inform the other method, 

where development is broadly construed to include sampling and implementation, as 

well as measurement decisions. 

Initiation 

 Seeks the discovery of paradox and contradiction, new perspectives of frameworks, the 

recasting of questions or results from one method with questions or results from the 

other method. 

Expansion 

 Seeks to extend the breadth and range of inquiry by using different methods for 

different inquiry components. 

Source: Greene et al. (1989, p. 259) 

 

Follo i g Mo se s (2010a, 2010b) o el p oposal, the defi i g ha a te isti  of i ed ethod 
research design is that it involves a primary or core method combined with one or more 

strategies drawn from a second, different method for addressing the research question by either 

olle ti g o  a al sis data  (Morse & Niehaus, 2009, p. 14). In other words, and similarly to the 

choices made in this thesis, a mixed method design comprises:  

 

 

44 Instances when reference to mixed methods is made within this section are an attempt to maintain coherence with 

the terminology used by the cited original authors.  
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i) A o e o po e t, the a k o e  of the p oje t; plus 

ii) A supplementary component, an incomplete method introduced to expand the scope 

of the project (Figure 5.8).  

The core component is the primary or main study, complete on itself, that is used to address 

most of the research questions. This component is always dominant and conducted with a 

standard of rigour that allows it to stand on its own and even be published independently. It 

relies on standard qualitative methods (e.g., grounded theory, phenomenology) and derives 

from observation, focus groups or semi structured interviews, and so forth (Morse, 2010b, 

2010a; Morse & Niehaus, 2009). 

The supplementary component provides explanation or insight within the context of the core 

component, therefore enhancing the understanding of the phenomenon under investigation. It 

o sists of esea h st ateg ies  that a e used ithi  a othe  ualitati e ethod athe  tha  
a complete method as such), such as a particular style of interviews or an observational 

te h i ue  (Morse, 2010b, p. 484). Despite this component is said not to be complete to be 

interpreted alone, for some reason such as lacking saturation or being too narrow to be of 

interest by itself, it is still capable of providing valuable and adequate answers, tailormade for a 

specific project, so that researchers have confidence in the data (Morse, 2010b, 2010a; Morse 

& Niehaus, 2009).  

 

 

Figure 5.8 | Main dimensions of mixed method design 

Source: Own construction 

 

Research design is directed by and extends from the research question(s). If the research 

question is descriptive and interpretative, then the theoretical drive of the research will be 

inductive. Theoretical drive is the conceptual direction of the overall research – which can be 

inductive or deductive – and this direction should be particularly evident in the core component, 

but the supplementary component can be based in different assumptions, which should be 

followed throughout the supplementary method (Morse, 2010a; Morse & Niehaus, 2009). As 

the theoretical drive guides the use of the core method of the research, one can talk about 

qualitatively-driven or quantitatively-driven research. The core component is represented by 

upper case letters – QUAL, QUAN – and the supplemental component by lower case letters – 

QUAN-qual, QUAL-quan (Morse & Niehaus, 2009) (Figure 5.8 . The p i a  ha a te isti  is that 
both the core component and the supplementary component have an inductive theoretical 



 171 

drive. That means that the project is exploratory descriptive, with a goal that may range from 

i h des iptio  to theo  de elop e t  (Morse, 2010b, p. 484). 

With regard to the mode in which core and supplementary components are synchronised, mixed 

methods can also exhibit a simultaneous/concurrent or sequential design (characteristics that 

are also referred to as the pace of the design). While in simultaneous design, the core and the 

supplementary components are conducted at the same time, in sequential design, the 

supplemental component takes place after the core component has been completed. When a 

project is paced simultaneously, this is indicated with a plus sign (+); when pacing is sequential, 

this in indicated with an arrow (→) (Creswell & Clark, 2007; Morse & Niehaus, 2009) (Figure 5.8). 

By intersecting a research paradigm, theoretical drive and pacing, eight potential combinations 

emerge (see Table 5.6). Johnson, Onwuegbuzie and Turner (2007) also equate the existence of 

qual-status simultaneous (QUAL + QUAN) or sequential (QUAL → QUAN, QUAN → QUAL) design 

(therefore not considering the existence of a core, dominant component).  

 

Table 5.6 | Types of simultaneous and sequential mixed method designs 

Different paradigms Same paradigms 

QUAL + quan QUAL + qual 

QUAL → quan QUAL → qual 

QUAN + qual QUAN + quan 

QUAN → qual QUAN → quan 

QUAL + QUAN  

QUAL → QUAN  

QUAN → QUAL  

Source: Own construction based on Morse (2010a) and Johnson, Onwuegbuzie and Turner (2007)  

Table key: UPPER CASE – core/dominant component; lower case – supplemental component;  

(+) simultaneous design; (→) sequential design 

 

Another fundamental concept in mixed methods research, according to Morse and Niehaus 

(2009), is the point of intersection, that is the point where the analysis of both the core 

component and the supplemental component meet. This corresponds to what the authors call 

results point of interface, in which the findings from the core component form the theoretical 

base of the results, and the results from the supplementary component add and complement 

to the former. In QUAN + qual and QUAL + quan approaches, there is also an analytic point of 

intersection, corresponding to the transformation of the results from the supplementary 

component from textual to numeric data, for subsequent incorporation with results from the 

core component (Morse & Niehaus, 2009) (Figure 5.8). A relevant note to consider for data 

analysis is that data sets from both components should be kept separate until the point of 

i te fa e. I  additio , data f o  the o e o po e t a e g ouped fo  all participants, and 

analysed by content or thematic analysis, according to the method used. That is, these data are 

not analysed participant by participant. Rather, data from all participants are pooled as the 

atego ies o  the es a e o st u ted . The same happens for the supplemental component, 
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with data being pooled for all participants (Morse, 2010b, pp. 486–487). Therefore, for 

sequential designs, integration occurs in the results interpretation phase.  

In this thesis, the core component consists of in-depth and semi-structured interviews with 

three groups of participants, and the subsequent supplemental component consists of key-

informant interviews developed f o  the pa ti ipa ts  i te ie s. The efo e, the sele ted 
research design is QUAL → qual, meaning inductive-sequential design, where both components 

are qualitative. Interviews, which are one of the most common forms of data collection in 

qualitative research, were chosen for their orientation towards the recollection of first-hand, 

pa ti ipa ts  pe spe ti es (Saldaña, 2011). As far as research implementation is concerned, a 

two-phased structure is more straightforward, because the researchers conducts the two 

methods in separate phases and collect different data at a time (Creswell & Plano Clark, 2018). 

A QUAL → qual design is deemed appropriate when different types of data (to obtain different 

points of view) or different levels of analysis (e.g., micro and macro) are used within the same 

project (Morse, 2010a). As mixed method research selects one of the several combinations of 

qualitative and quantitative methods (Creswell, 2014; Teddlie & Tashakkori, 2009), this study 

adopts a somewhat distinctive approach to qualitative research and contributes to 

contemporary multi/mixed method research development.  

The empirical research presented in this thesis is the outcome of the combination of three stages 

of data making and analysis, as depicted in Figure 5.9. An initial stage involved a preliminary 

research which informed the subsequent approaches, mostly based on informal conversations 

with different actors and collection of relevant press articles. As this preliminary research was 

mainly used for the purpose of assisting research design and developing the instruments for 

data collection in the phases that followed, this is not to be interpreted as a stand-alone research 

method and consequently does not fit in the notion of multi- or mixed method design. 

Developed and conducted at a second stage, Phase I refers to the core component of the 

empirical study, which data is used to address the research questions. This phase involved in-

depth and semi-structured interviews with three sub-samples/groups of participants 

purposefully selected to take part of this study. Lastly, Phase II refers to the supplemental 

component, which data is incorporated with findings from Phase I, with the aim of more 

comprehensively understand and describe the phenomena being investigated (namely by 

adding a oade  s ope , the efo e e ha i g esea h s i h ess a d p a ti a ilit .  

Multi-method qualitative studies are commonly adopted in other fields, such as nursing45 and 

health care research (Phillips, Dwan, Hepworth, Pearce, & Hall, 2014), ut to the esea he s 
knowledge, these are quite scarce in research on T&H careers and work-related phenomena. 

Some examples involving hospitality employees were found, although not explicitly described 

by the authors as having either multiple, multi or mixed method design. Dimitrov (2012) 

conducted a case study in a US-based hotel to explore sources of meaningfulness at the 

workplace, according to the perceptions of hospitality employees from different national 

cultures, involving personal statements, interviews, complete observations, and document 

analysis in the process of data gathering. Golubovskaya, Robinson and Solnet (2017) conducted 

 

45 Which is precisely the field of Janice Morse, one of the major advocates of this research strategy. 
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a dual-stage semi-st u tu ed i te ie  stud  i  Aust alia, to e plo e f o tli e hotel e plo ees  
perspectives of the meaning of hospitality.  

 

 

Figure 5.9 | Multi-method research design overview 

Source: Own construction 

 

Within the tourism field, in general, and following a systematic literature review of mixed 

methods research in tourism, Khoo-Lattimore, Mura and Yung (2019) found that around 61% of 

the 96 tourism research papers employing this strategy adopted sequential designs, and five of 

these adopted a QUAL → qual approach. The authors report that 88.5% of the analysed articles 

do not contain in-depth information about the paradigms underpinning mixed methods 

research (Khoo-Lattimore et al., 2019). Among these five examples of studies employing 

ualitati e ulti/ i ed app oa hes i  tou is  esea h, the e a e: Ha a a d ‘o le s (2015) 

two-stage mixed method study involving interviews with place brand practitioners in DMOs and 

web-page o te t a al sis, ai i g at uildi g a Pla e B a d We  Model; ‘ishi a d Gau s (2012) 

multi-method study on emerging sales and marketing challenges in the hospitality industry, 

combining a focus group, personal interviews and a thematic analysis of web customer reviews; 

o  Podoshe s (2013) examination of dark tourism motivation through participant observation, 
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nethnography and content analysis (including of documentary films). The following sections 

provide the rationale for each method hereby introduced as part of the multi-method qualitative 

strategy.  

 

5.5 Research methods: Data generation 

After stating the purpose and questions of the research, different data collection methods 

should be analysed to determine which are more appropriate and useful for each specific inquiry 

(Saldaña, 2011). I  QUAL-qual mixed method design, the design is dictated primarily by the 

method but also from the objectives or goals of the study, subsequently the study question, 

from what is known (the literature review), and from the research context, by the 

li itatio s/ad a tages of the esea h pa ti ipa ts a d setti g  (Morse, 2010b, p. 486). In 

comparison with the stepwise design of quantitative studies, qualitative studies require a more 

flexible research design and iterative and cyclical approaches to sampling, data collection, 

analysis and interpretation (Bryman, 2012; Creswell, 2007; Marshall, 1996; Patton, 2014). Data 

collection constitutes a series of interrelated activities aimed at gathering appropriate 

information to answer research questions (Creswell, 2007), such as those depicted in Figure 

5.10. Methods of data generation are not only flexible but also sensible to the social context in 

which data are produced, typically requiring close contact between the researcher and the 

participants. The researcher is the main data collection instrument, examining why and how 

social phenomena occur, and what those phenomena mean to the people being studied (Snape 

& Spencer, 2003).  

 

 

Figure 5.10 | Typical data collection procedures 

Source: Own construction based on Creswell (2007) 
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The present section addresses the several design stages applied to this research project, 

describing data generation techniques and procedures, a d the atu e of the sa ple . Although 
also part of the research strategy, for a more harmonious organisation of this chapter, data 

analysis techniques and details are described in the following section, 5.6.  

Preliminary research 

Aiming to improve the final research design, a brief exploratory, preliminary research was 

conducted. The main objective of this preparatory phase was to familiarise the researcher with 

the specific context in which the study was going to be developed, allowing her to acquire 

multiple insights on the topic, to better position and prepare herself as interviewer, to 

(dis)confirm some initial ideas, and to more precisely formulate the research objectives 

(Coutinho, 2011).  

The development and refinement of the main data-collection methods and tools, as well as the 

selection of research participants, were informed by: 

i. Informal qualitative approaches, namely discussions and informal, conversational style, 

interviews with: T&H management specialists (professionals with extensive consultancy 

experience in the fields of hotel HR and financial management), T&H educators, hotel 

managers, and industry workers with variable tenure and different job positions; 

ii. Newspaper clippings (within popular and specialised press) of HR management, 

employment and labour market issues and challenges in the Portuguese T&H industry 

within the last four years (since around 2015).  

 

5.5.1  Phase I – QUAL data generation (core component of the study) 

Not o l  a ee s u fold diffe e tl  fo  diffe e t people, as diffe e t easo s u de l  people s 
decision to leave or to remain with their organisations. Besides, not all aspects of a job are 

equality important to everyone. Therefore, information on career construction and 

development, and information on work-related well-being and attitudes, can be obtained by 

directly asking workers about these issues (Clark, 2015). Figure 5.11 provides an overview of the 

research strategy adopted in this thesis for data generation in Phase I, which consist of the core 

component of this investigation project.  
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Figure 5.11 | Research strategy overview for Phase I 

Source: Own construction 

 

Selecting the method: In depth and semi-structured interviews 

Selecting a method means to choose the formal method that will allow the research question to 

be a s e ed the ost p e isel  as possi le. A o di g to Mo se s i ed ethod desig  
framework, this is particularly relevant in the core component (Morse, 2010b). Most qualitative 

research studies rely on interviews with su je ts, as this data olle tio  ethod is a  effe ti e 
a  of soli iti g a d do u e ti g, i  thei  o  o ds, a  i di idual s o  g oup s pe spe ti es, 

feelings, opinions, values, attitudes, and beliefs about their personal experiences and social 

world, i  additio  to fa tual i fo atio  a out thei  li es  (Saldaña, 2011, p. 32). According to 

Jennings (2005), interviews are a method of choice within the social sciences and, consequently, 

also within tourism research, being adopted as main method by more than 80% of qualitative 

tourism articles published between 2007 and 2017 (Wilson et al., 2019). 

For Kvale (1996), the purpose of the i te ie  is to o tai  des iptio s of the life o ld of the 
i te ie ee ith espe t to i te p eti g the ea i g of the des i ed phe o e a  pp. -6). 

In-depth, one-to-one interviews provide an opportunity to obtain rich contextual accounts of 

indi iduals  e pe ie es a d to u de sta d the a s i  hi h the  ake se se of, a d eate 
meanings about, these experiences (Creswell & Poth, 2018; Qu & Dumay, 2011; Saldaña, 2011; 

Seidman, 2006). Interviews yield direct responses from people about their experiences, 

opinions, feelings, and knowledge, endowed with sufficient context to be interpreted (Patton, 

2014). In-depth interviews seek to probe deeply than questionnaire-based interviews, therefore 

encouraging respondents to talk and explain their answers, instead of just recording simple 

answers (Veal, 2018). This tool was therefore considered the most suitable one to explore what 

subjective meanings the three selected groups of participants ascribe to their career 

experiences, and how they evaluate the quality of their work lives in some detail. This evaluation 

process is informed by their personal expectations and experiences. In-depth interviews are 

focused on specific themes and aim at obtaining a profound and thick descriptions of specific 

situations, rather than general opinions (Kvale, 1996).  

The type of interview used in a given study will depend on the objectives of the researcher, who 

can choose from structured, semi-structured and unstructured interviews (Jennings, 2005; 

Saldaña, 2011). Semi-structured interviews (Figure 5.12) are typically associated with the 

constructivist/interpretivist paradigm and involve the use of predetermined open-ended 
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questions. However, the researcher is free to vary the order or wording of the questions, to 

modify the style or pace, to seek clarification, to ask follow-up or probing questions, or to ask 

additional questions or to explore new paths that emerge during the conversation that might 

not have been considered initially (Qu & Dumay, 2011; Saldaña, 2011). This was the interview 

style adopted in this investigation.  

I  o pa iso  to uestio ai es, i te ie s a e opti al fo  olle ti g data o  i di iduals  
personal histories, perspectives, and experiences, particularly when sensitive topics are being 

explored, as in this thesis. Interviews stand out for their flexibility, as the direct contact between 

the interviewer and the interviewee allows the former to adjust the questions and/or request 

for additional information whenever it is considered to be important, but also make research 

more expensive, both in time and costs, thus limiting the number of participants (Coutinho, 

2011). By asking open-ended questions, interviews are also more effective than questionnaires 

i  eli iti g a ati e data that allo s esea he s to i estigate pa ti ipa ts  ie s i  g eate  
depth, disclosing important and often hidden facets of human and organisational behaviour 

(Kvale, 1996; Qu & Dumay, 2011).  

 

 

Figure 5.12 | Characteristics of semi-structured interviews 

Source: Own construction based on Jennings (2005) 

 

The OECD (2017), on their Guidelines on Measuring the Quality of the Working Environment, 

present qualitative interviews as one of the most suitable tools for assessing what aspects of the 

working environment are more relevant for workers in specific occupations. Interviews are 

des i ed as s all-scale surveys of specific groups of the population dealing with a specific 

issue  that a  also assist esea he s i  de elopi g su e  uestio s to e applied to a ge e al-
population survey (OECD, 2017, p. 174).  
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Selecting the research participants 

In qualitative research, only a subset of the population is selected. Which, how and how many 

people a e sele ted is depe de t o  the stud s esea h o je ti es a d the ha a te isti s of 
the study population (such as accessibility, size, or diversity). In a qualitative approach the terms 

sample or sampling are commonly used, but it should be interpreted in a broader sense. Sample 

usually encapsulates the notion that the selected individuals are representative of the 

population, which is usually only observable in quantitative approaches (Guerra, 2006; 

Polkinghorne, 2005). Selection of participants or selection of individuals is more accurate; 

nevertheless, in the interest of simplification, whenever the term sampling is used in this thesis, 

it should be understood in a wider sense46. 

The sampling methodology applied in this research was chosen for being considered the best to 

assist the researcher in understanding the central phenomenon being studied and answering 

the research questions (Creswell, 2012). It was designed bearing in mind some concerns which 

have inspired the use of different sampling techniques. On the one hand, selection of 

participants was expected to afford multiple opportunities for comparative analysis, while on 

the other hand, the definition of some shared characteristics was expected to limit excessive 

a ia ilit  ithi  the pa ti ipa ts  p ofile that ould o p o ise fi di g o o alities i  the 
patterns of people s e pe ie es a d pe eptio s. I  ualitati e i ui , the pu pose is ot 
generalisation to a population, but an in-depth exploration of a phenomenon (Creswell, 2012).  

The sample for this study was selected employing a non-probabilistic, purposeful sampling 

method. This sampling strategy is typically used when the researcher wants to discover, 

understand, and/or gain insight of a specific population, and is therefore compatible with the 

constructivist-interpretive paradigm. In purposeful sampling, elements of the population are 

selected according to predefined criteria; these criteria are rather pragmatically and 

theoretically defined than probabilistic. The cases that make up the sample are selected 

according to the judgement of the researcher, who relies on cases that are considered to be 

knowledgeable and informative about the phenomena investigated, as in this study. The 

research process is also an iterative one; as data is being collected and analysed, new 

comparisons are made, and new elements are chosen to incorporate the sample (Coutinho, 

2011; Marshall, 1996; Polkinghorne, 2005; Saunders et al., 2016). In this study, sampling also 

occurred both before and during data collection. Creswell (2012) classifies snowball sampling as 

a type of purposeful sampling that typically occurs after data collection has started to locate 

other participants that the researcher could not find directly. A purposeful sampling method 

combined with snowballing techniques was, therefore, used in this study to recruit three groups 

of individuals who had different types of working relationships with the T&H industry as 

participants. More specifically, snowballing techniques were used to find eligible participants 

pa ti ipa ts  ecruitment is described below with more detail).  

 

46 The same should be considered for the term data, which has been adopted from quantitative practices, but in 

qualitative research would be more appropriately referred to as accounts, for example (Polkinghorne, 2005); or for 

the term inquiry in relation to research, as the latter is tainted by positivism (Denzin & Lincoln, 2018). Nevertheless, 

in this thesis such distinction is not made, and the aforementioned terms are used interchangeably.  
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On-going interim analysis of the data being collected informed the subsequent sampling and 

data collection decisions, until data saturation/informational redundancy, which determined 

the final sample size (see following sub-section on Constructing the data: Conducting the 

interviews for a further description). Participants who were thought to fill in, expand, or 

challenge the initial description, were selected (Polkinghorne, 2005); for example, as it was 

considered relevant to recruit participants from different locations across the country, 

additional efforts were made towards regions with less representativeness. 

Purposeful sampling can be done on the basis of extreme cases, heterogeneity (maximum 

variation), homogeneity (maximum similarity), critical cases, theoretical cases or typical cases. 

In this study, a maximal variation (heterogeneity) sampling was used both before and during 

data collection. Maximal variation sampling presupposes the identification of individuals that 

differ on some characteristics or trait, allowing the selection of individuals that display different 

dimensions of those characteristics or traits, in order to get variation on dimensions of interest 

(Creswell, 2012; Patton, 2014; Saunders et al., 2016). This is a type of purposeful sampling aimed 

at assisting the researcher in developing many perspectives over the phenomenon being studied 

(based on a broad range of subjects), describing both the uniqueness of each case while also 

looking for common themes across variations (Creswell, 2012; Patton, 2014; Polkinghorne, 

2005).  

This choice of sampling techniques was believed to allow the researcher to capture a wider 

diversity of views, perceptio s, a d e pe ie es, hile ala i g out the pa ti ipa ts  
demographic profiles, their work experience, and the roles they played within the hospitality 

industry. Typically, in qualitative research, events, incidents, and experiences, not people per se, 

are the objects of purposeful sampling. Therefore, sample size may refer to number of persons, 

but also to numbers of interviews, observations or events (Sandelowski, 1995).  

Given the impossibility of conducting a longitudinal study, mostly due to calendar constraints, 

three groups of highly educated individuals at different phases of their careers were targeted, 

yielding therefore three groups of participants who were all differently positioned in relation to 

their career paths (Figure 5.13): 

i. Newcomers to the labour market, i.e., students majoring in T&H-related degrees;  

ii. T&H graduates currently employed in the hospitality industry; 

iii. T&H graduates former employed in the hospitality industry. 
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Figure 5.13 | Sub-groups selected to participate in the study 

Source: Own construction 

 

Within the hospitality industry, participants were chosen from the same occupational field: the 

hotel sector47. Hotels were chosen as the research setting due to the pivotal role that 

accommodation plays within the T&H industry in terms of job creation (section 5.2.1). Besides, 

because the hotel sector presents one of the most structured employment sectors in terms of a 

hie a h , aki g it easie  to t a e a ee  patte s. Medium to large hotel companies offer a 

range of different functions for employment (for example front office, food and beverage, 

human resources management, finance and accounting, sales and marketing, housekeeping 

etc.) and recognised job levels (for example, operative, supervisor, department section head, 

depa t e t head, assista t a age , deput  ge e al a age , ge e al a age  (Ladkin & 

Kichuk, 2017, p. 75).  

The screening criteria described in Table 5.7 were used to select informants. As sampling in 

qualitative research should be oriented by the study purpose, research questions and 

fundamental theory, these selection criteria were also planned according to the 

recommendation of several authors (e.g., Flick (2007); Kvale (1996); Patton (2014); Polkinghorne 

(2005)) and examples from previous studies (e.g., Blomme, Van Rheede, & Tromp (2009); 

Nachmias, Walmsley, & Orphanidou (2017); Sturges & Guest (2001)). These characteristics 

intended to produce a varied sample, thus lending richness to the data, as valued in interpretive 

research (Creswell & Poth, 2018). 

Within the hotel sector, only individuals with working experience in Hotel establishments (see 

footnote no. 3) were considered eligible; however these could be hotels with any classification 

(ranging from one to five stars, or Pousadas) and with any type of affiliation (independent hotels, 

 

47 According with the Portuguese Tourist Accommodation Legal Framework the following categories exist: Hotel 

establishments (which include Hotels, Apartment hotels and Monument and historical hotels (Pousadas)), Holiday 
villages, Resorts, Manor houses and country tourism, Tourism in rural space (including Agritourism and Rural hotels), 

Camping and caravan sites. I  this stud , o l  the Hotel esta lish e ts  t polog  as o side ed. I  Po tugal, this 
category of accommodation is mandatorily classified from one to five stars (except for Pousadas), which reflect the 

quality of facilities and service standards.  
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local/national chain hotels or international chain hotels), so that the existence of patterns 

associated with business scale of operations, and their corresponding human resource policies, 

could be eventually identified.  

In addition to the selection criteria described above, an attempt was made to recruit informants 

all o e  Po tugal, i  o de  to ha e all ou t s se e  egio s NUT II  ep ese ted: No te No th , 
Centro (Central Portugal), Lisboa (Lisbon), Alentejo, Algarve, Madeira and The Azores (Açores)48 

(Figure 5.14). Different regions exhibit differences in terms of tourism development and 

destination structure, which is reflected in different patterns and challenges in tourism 

employment; by recruiting informants working in different geographical contexts, some 

valuable insights are expected to emerge from the collected data. 

 

Table 5.7 | Selection criteria of participants for the study 

Sample group Cumulative sampling criteria 

Leavers  Informants must hold a university T&H-related degree, at undergraduate and/or 

post-graduate level (e.g., Hospitality Management, Tourism, Travel and 

Tourism); 

 Informants are no longer employed in the hospitality industry, but must have 

been employed at a hotel, regardless of their job position, for a minimum period 

of two years (consecutively or not) or for, at least, two employing organisations; 

 Informants must have voluntarily left their job, with the deliberate intent to get 

a job in a different occupational field (not hospitality). 

Employees  Informants must hold a university T&H-related degree, at undergraduate and/or 

post-graduate level;  

 Informants must be employed49 at a hotel, regardless of their job position. 

 Job tenure was not a criterion for exclusion, but participants with a minimum of 

12 months work experience were favoured50. 

Newcomers  Informants must be undergraduate or postgraduate51 students in a T&H-related 

degree; 

 Informants must already have had a first on-the-job experience while studying 

(e.g., internship, summer job, part-time job) in a hotel (no minimum or 

maximum time of training defined). 

Source: Own construction 

 

 

48 Madeira and The Azores are Atlantic archipelagos of two and nine islands, respectively, and Autonomous Regions. 
49 For the purposes of this study, employee refers to a paid worker with a single employer. Individuals engaged in 

other types of working relationships, such as workers with more than one employing organisation (e.g., part-time 

contracts with more than one firm) or outsourcing/temporary agency workers, were defined as not eligible. 
50 Exception was made for three participants whose profile was considered of interest for the sample, by setting the 

minimum period of work experience at 6 months.  
51 Postg aduate stude ts e e o side ed eligi le as, ostl  due to the offe  of i teg ated aste s deg ees i  a  
Universities, several students enrol in postgraduate studies before officially entering the labour market.  
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Once the eligibility criteria were defined, potential participants were located and recruited in 

different ways. Most of the respondents were directly invited to participate in the study (with a 

first approach by telephone and/or email), using several strategies: 

i. Some participants were personally invited by the researcher, as they were part of her 

personal and/or professional networks (e.g., former classmates, former co-workers, 

acquaintances, personal friends); 

ii. Members of the above-mentioned networks also acted as intermediaries in chain 

referral (snowballing strategy), introducing the researcher to other people who could 

potentially contribute to the study; 

iii. T&H course coordinators and professors were contacted in order to disseminate the 

esea he s i itatio  a o g thei  stude ts; 
iv. Extensive searches were conducted on LinkedIn, analysing potential pa ti ipa ts  

profiles, and sending invitations to those complying with the selection criteria; quite 

time-consuming, this was however the least successful approach, but despite not 

gathering a significant number of participants, it contributed to increase variety 

espe iall  geog aphi al  i  the pa ti ipa ts  p ofile.    

Although not many, some respondents volunteered to take part in the study (i.e., took the 

initiative to contact the researcher), as a result of public posts in groups of T&H professionals on 

social networks (Facebook, LinkedIn).  

Defining the overall themes: The interview protocol  

Structuring the interview in a consistent and systematic manner, similarly to a checklist of topics, 

facilitates asking multiple participants the same questions and collect the same general topics 

of information from each interviewee. At the same time, the improvised conversation to which 

semi-structured interviews give room to, may also generate unexpected insights for further 

inquiry (Qu & Dumay, 2011; Saldaña, 2011; Veal, 2018). 

An interview plan/protocol incorporating a series of broad themes to be covered, established 

prior to analysis, was the major research tool in this study. Open-ended questions pertaining to 

career construction and permanence in the T&H industry were derived from a review of the 

lite atu e, the esea he s o  e pe ie e, dis ussio s ith the ad iso  tea , a d a 
preliminary research (section 2.4.1), addressing a range of subjects. Three versions of the same 

interview were prepared, with minor adjustments, according to the three targeted groups (as 

seen in Figure 5.13 and Table 5.8): Employees, Leavers and Newcomers. Participants were 

engaged in a conversation focused in five major thematic areas/sections:  

i) The fi st a ea o e ed i fo a ts  a ati es o  thei  a ee  sto  a d o espo di g 
career paths since graduation (for newcomers, the focus was on their first hands-on 

experience); more comprehensive and detailed accounts were more likely to 

spontaneous address some of the subsequent questions.  

ii) The se o d a ea o p ised uestio s ased o  ide tif i g i fo a ts  a ee  i te ests 
and motivations to pursue a T&H career, including the positive features that attracted 

them to the industry; the role of T&H Higher Education in career construction; and 
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career expectations and plans, including expectations about desired job positions and 

extent to which pre-entry expectations were met. 

iii) The third area included questions focused on the determinants to pursue, move on 

from, or return to (as for Leavers), a T&H career; perceptions of alternative 

opportunities, employability and personal costs associated with leaving; and the 

perceived influence of social constructions such as gender and age on career 

development.  

iv) I  the fou th a ea, uestio s ta geted i fo a ts  ie s o  e plo ee ete tio  a d 
future scenarios for the T&H, including: anticipated challenges; perceptions on 

employee turnover and image of the industry; and good practices regarding corporate 

human resource policies and measures aimed at encouraging retention and helping 

employees to effectively perform their roles that respondents were acknowledgeable 

about. 

v) The fifth a ea o e ed the i fo a ts  o  o eptio s of quality of work life, aiming 

to unveil the multiple meanings that this concept may have to different individuals.  

Th oughout these fi e a eas, the fo us o  the pa ti ipa ts  pe ei ed QWL as kept, ith the 
objective of identifying the dimensions that may have an impact in shaping individuals 

experiences and in employee retention. Therefore, in some cases, specific follow-up questions 

were made regarding issues such as job content, pay and other rewards, different forms of 

recognition, opportunities for advancement and promotion, job security, peer and supervisory 

relationships, job stress or work-life balance, following the dimensions identified by the 

researcher and described in section 3.4.  

The last section of the interview aimed at profiling both the professional and/or biographical 

backgrounds of the participants. The former, included several items pertaining work-related 

characteristics, such as job position, years of T&H work experience, years working for the current 

employer, contractual situation or wage level; while the latter included several items pertaining 

to demographic characteristics such as gender, age, kinship relations and details on academic 

qualifications. 

Table 5.8 (divided in three parts that should be interpreted as a single table) provides an 

overview of the underlying themes and groups to whom they are applicable to. Some questions 

were explicit in the interview guide, while others were in the form of topics. Due to the iterative 

process between deductive and inductive approaches used in this research, the order of the 

questions and the complementary/follow-up topics were under some changes along the 

interviewing process. 

Informants who were working in a hotel at the time of the study, were asked both about their 

careers in the industry, focusing on both past experiences and experiences with the current 

employer. Former employees were asked similar questions, but with a focus on their previous 

experiences and perceptions when they were working in hotels. Newcomers were asked about 

their expectations and intentions to pursue a career in the T&H industry, building on their first 

on-the-job experiences. 
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Table 5.8-1 | Overall themes of the interview instrument(s) for Phase I – Themes I and II 

Themes Sub-themes 
Applicable 

to 
Content/Objective 

Main reference 

authors 

I. 

Career story 

Employees 

Leavers 
 Professional backgrounds and career paths 

Ladkin, 1999; Ladkin & 

Kichuk, 2017; Mooney, 

Harris, & Ryan, 2016; 

Mooney & Jameson, 

2018 Newcomers  First on-the-job experience 

II. 

Career 

planning 

and 

initiation 

Career 

interests and 

motivations 

Employees 

Leavers 

Newcomers 

 Motivations to pursue a T&H career 

 Image of T&H as a first choice for long-term career 
employment 

 T&H as a potentially attractive career option when 
compared with other fields/as an employer of 
choice 

Kim, McCleary, & 

Kaufman, 2010; 

Kusluvan & Kusluvan, 

2000; Mooney & 

Ja eso , ; O Neill, 
2012; Riley, Ladkin, & 

Szivas, 2002; Rodrigues, 

Guest, & Budjanovcanin, 

2013 

Education 

and training 

Employees 

Leavers 

Newcomers 

 Importance of T&H Higher Education and 
influence in career construction  

 Importance given to T&H (higher) education by 
employers 

 Characteristics of a successful employee 
(perceptions on the qualities and skills employers 
are looking for; skills upgrading) 

Costa et al., 2017; Costa, 

Breda, Malek, & Durão, 

2013; Costa, Carvalho, 

Caçador, & Breda, 2012; 

Kasper-Brauer & 
Leischnig, 2016; Kong & 

Baum, 2006; Lashley, 

2015; Nachmias et al., 

2017; Nelson & Dopson, 

; O Lea  & Deega , 
2005; Petia & Mason, 

2004; Purcell, Elias, & 

Wilton, 2004; Wang, 

2013; Weaver, 2009 

Career 

aspirations 

and 

fulfilment 

Employees 

 E plo ees  e pe tatio s set a d o espo di g 
sense of fulfilment 

 Mismatch between pre-entry and post-entry 
expectations  

 Pe eptio s o  e plo e s  o e s ith 
e plo ees  a ee  p ospe ts a d e pe tatio s 

Blomme et al., 2009; 

Brown, Bosselman, & 
Thomas, 2016; Costa et 

al., 2012; Dewar, Sayers, 

& Meyer, 2002; Iverson 

& Deery, 1997; Jenkins, 

2001; Kusluvan & 

Kusluvan, 2000; 
Nachmias & Walmsley, 

2015; Richardson, 2009; 

Robinson, Ruhanen, & 

Breakey, 2016 

Leavers 

 Fo e  e plo ees  e pe tatio s set 
 Mismatch between pre-entry and post-entry 

expectations 

 Pe eptio  o  e plo e s  o e s ith 
e plo ees  a ee  p ospe ts a d e pe tatio s 

Newcomers 

 P ospe ti e e plo ees  e pe tatio s set  
 Impressions from first contact with the labour 

market 
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Table 5.8-2 | Overall themes of the interview instrument(s) for Phase I – Themes III, IV and V 

Themes Sub-themes 
Applicable 

to 
Content/Objective 

Main reference 

authors 

III. 

Career 

construction 

and critical 

moments 

Determinants 

to pursue, 

move on 

from, or 

return to, a 

T&H career 

Employees 

 ‘easo s u de l i g e plo ees  i te tio s to sta  
or to leave their job (with reference to current 
employer) and/or occupation (with reference to 
T&H)  

 Frequency with which employees think about 
quitting their job-occupation 

 Most enjoyable and satisfying features of the job-
occupation  

Chew & Chan, 2008; Cho, 

Johanson, & Guchait, 

2009; Deery & Jago, 2015; 

Deery & Shaw, 1997; 
Hausknecht, Rodda, & 

Howard, 2009; Mohsin, 

Lengler, & Kumar, 2013; 

O Lea  & Deega , ; 
Rowley & Purcell, 2001; 

Sturges & Guest, 2001; 
Tracey & Hinkin, 2008; 

Williams, Harris, & Parker, 

2008 

Leavers 

 ‘easo s u de l i g fo e  e plo ees  de isio  to 
leave their job (with reference to last employer) 
and/or occupation (with reference to T&H)  

 Intentions to return to a T&H career in the future 

Newcomers 

 Intention to pursue a T&H career after graduation 

 Likelihood and/or desire to be employed in a 
permanent position by the same organisation 
where first work experience took place 

Perceived 

costs and 

alternatives 

Employees 
Leavers 

 Perceptions of alternative job opportunities 

 Personal costs or implications associated with the 
withdrawal from the job (with reference to 
current/latest employer) and/or occupation (with 
reference to T&H)  

Feldman & Ng, 2007; 

Hogan, Chamorro-
Premuzic, & Kaiser, 2013; 

Iverson & Deery, 1997; 

Mowday, Porter, & Steers, 

1982; Rothwell & Arnold, 

2007; Steers & Mowday, 

1981 

Employees 
Leavers 

Newcomers 

 Perceptions of job availability and mobility (ease of 
labour market entry/move and/or to find a 
desirable job) 

Job-

occupational 

attitudes 

Employees 

 Characteristics of a committed/engaged worker 

 Extent to what T&H employees feel committed to 
and engaged at work 

Hughes & Rog, 2008; J. 
(Jay) Lee & Ok, 2016; 

Robinson, Perryman, & 

Hayday, 2004 

Awareness of 

gender and 

age-related 

influences 

Employees 
Leavers 

Newcomers 

 Perceptions of differences between men and 
women with regards to opportunities and 
constraints in workplace behaviour and career 
advancement 

 Perceptions of the influence of age in workplace 
behaviour and career construction/advancement 

Barron, Leask, & Fyall, 

2014; Gursoy, Chi, & 

Karadag, 2013; Kara, 2012; 
Lub, Bal, Blomme, & 

Schalk, 2016; Morgan & 

Pritchard, 2019; Solnet, 

Kralj, & Baum, 2013 

IV. 

Employee retention and 

future prospects 

Employees 
Leavers 

Newcomers 

 Challenges and implications of employee turnover 

 Perceived avoidability of employee turnover 

 I sights o  ho  to oost T&H a ee s  lo ge it   
 Insights on how to improve the image of T&H as an 

employer of choice 

Baum, 2019; Chew & Chan, 

2008; Davidson, McPhail, & 

Barry, 2011; Findlay, 

Warhurst, Keep, & Lloyd, 

; O Lea  & Deega , 
2005; Sullivan, Carden, & 

Martin, 1998; Thunnissen, 

2015; Ulrich, 2014 
Employees 

Leavers 

 Identification of HRM best practices for effective 
high skilled employee retention 

 Ways to promote employee engagement, 
organisational commitment, and other positive 
attitudes at work 

V. 

Quality of work life 

Employees 
Leavers 

Newcomers 

 Conceptions of quality of work life/Identification 
of various aspects of working life that most matter 
to hotel employees (most important job 
resources) 

 Conceptions of quality of the employee-employer 
relationship 

Kandasamy & Ancheri, 

2009; Lee, Back, & Chan, 

2015; Wan & Chan, 2013; 

Weaver, 2009; Zelenski, 

Murphy, & Jenkins, 2008 
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Table 5.8-3 | Overall themes of the interview instrument(s) for Phase I – Theme VI 

Themes Sub-themes 
Applicable 

to 
Content/Objective 

Main reference 

authors 

VI. 

Research 

parti ipa ts  
profile 

Professional 

background 

Employees 

Leavers* 

 Work experience in the T&H sector (years) 

 Union membership 

 Organisational tenure/seniority (years) 

 Job title/position and department 

 Job level/supervisory duties 

 Frequency of customer interaction 

 Employment contract 

 Average number of hours worked per day 

 Working schedule characteristics: shift work, 
night shifts, frequent work at evenings, 
frequent work at weekends and holidays, 
frequent overtime work 

 Wage (6 response categories) 

Deery & Shaw, 1997; 

EUROFOUND, 2012; 

Iverson & Deery, 
1997; Kim, 2014; 

OECD, 2017 

Socio-demographics 

Employees 

Leavers 

Newcomers 

  Age and gender 

 Marital status and family responsibilities 
(number and age of children) 

 Nationality and municipality of residence  

 Level of education, type of educational 
institution, degree, sub-field within T&H and 
year of completion** 

Source: Own construction 

Table key: *With reference to the last hotel job; **When Entrants, expected year of completion. 

 

Constructing the data: Conducting the interviews 

Data collection started on November 2018 and was completed by June 2019, and a total of 56 

interviews were conducted, either in person or by web conferencing (video call via Skype or 

Messenger). A pilot test was conducted in September 2018 with a view to identify any errors, 

to test the relevance and clarity of the questions and to refine them to avoid misunderstanding 

during data collection. A small test sample of three hotel employees, who were not included in 

the final sample, were asked to answer the questions, and provide feedback. Wording was 

slightly modified, and some additional answer options were added. As an example, the option 

e e ptio  of fi ed o ki g hou s  was included in the list of possible responses regarding 

working schedule characteristics (section VI of the interview protocol). It was also particularly 

interesting to note that respondents considered difficult and ambiguous to indicate the average 

number of hours worked per week (also in section VI), as due to rotating shifts, not all working 

weeks have the same duration, and the number of weekly worked hours and days-off highly 

varies. For the purposes of tool refinement, the question thus refers to the average number of 

hours worked per day. This pre-test also helped to anticipate the average response time, which 

was later transmitted to the participants. 

Before starting the interview, the participants completed and signed a consent form, and 

received a simplified copy of the interview protocol, aiming to offer the interviewee a broad 

view of the questions to be placed, and an information letter (Appendix II) covering a set of 
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topics pertaining: i) the purpose of the research; ii) anonymity and confidentiality issues; iii) 

dissemination of results; iv) interview expected length52; v) audio-recording consent; and vi) 

respo si ilit  fo  the stud  esea he  o ta t details a d supe iso s  i fo atio . 

In qualitative research, information is recorded on self-designed protocols that help the 

researcher organise information reported by participants to each question (Creswell, 2012). All 

interviews were conducted individually by the researcher and were audio-recorded with the 

consent of the participants, using the audio recorder Audacity. Handwritten notes were also 

taken. The interviews took a minimum of 25 minutes and maximum of 100 minutes.  

After establishing rapport with the participants through a short introductory conversation, the 

interviews were conducted in a flexible and informal manner, to allow participants to be 

spontaneous, honest, and uninhibited to reveal their views. Questions were not asked in a 

standardised way; these were instead used as gateways for dialog that would reveal the 

pa ti ipa ts  e pe ie es. Whe e e  i te ie ees aised issues o  di e tl  p o pted  the 
questions, they were allowed, and even encouraged, to comment on them. Most of the 

interviews started with biographic questions (section VI of the interview protocol), proceeded 

ith a o e ge e al e uest fo  a sho t des iptio  of the pa ti ipa ts  a ee  sto  se tio  I , 
and from there to the other questions. Follo i g B au  a d Cla ke s e o e datio , all 
i te ie s e e losed ith a lea -up  uestio  e.g., I elie e all of  uestio s a e o e ed; 

et, is the e a thi g else ou d like to sa  o  a  fi al thoughts ou d like to sha e that e 
ha e t dis ussed ?  as a ea s to o tai  so e u a ti ipated data o  to ide tif  fu the  issues 
that participants considered particularly relevant for them.  

Data analysis was carried out alongside data collection and an interim analysis informed 

adaptation of the topic guide and on-going sampling. The total combined number of 

interviewees was 56, the breakdown being: 30 Employees, 14 Leavers and 12 Newcomers.  

The point of data saturation or informational redundancy – where no new insights, themes, 

patterns, categories or explanations emerge from the analysis of an additional case, or the 

information provided becomes redundant – determined the final sample size (Given, 2008; 

Kwortnik, 2003; Marshall, 1996; Mason, 2010; Sandelowski, 1995). Although there are not 

e pli it guideli es fo  dete i i g data satu atio , it thus elates to the deg ee to hi h e  
data epeat hat as e p essed i  p e ious data . I  a ati e-type thematic approaches to 

analysis, as the one adopted in this investigation, more than focusing on analytical, recurrent 

themes, a specific focus on continuous strands within individuals accounts is also needed 

(Saunders et al., 2018, p. 1897). Notwithstanding the interpretive perspective adopted in this 

thesis, which aims to obtain rich personal accounts, saturation was determined in relation to 

the es a oss pa ti ipa ts  ie s; ho e e , the poi t at hi h i te ie s as o side ed 
o pleted e e also dete i ed  data satu atio  ithi  ea h pa ti ipa t s a ou t. This 

implies that data collection and analysis should take place simultaneously to some extent, so 

the researcher can take data collection decisions accordingly (Given, 2008; Kwortnik, 2003; 

Sandelowski, 1995).  

 

52 45 minutes for Employees and Leavers and 30 minutes for newcomers. 
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Despite data saturation being more about the depth of the data, rather than about the numbers 

per se, sample size is an important issue in qualitative research. This is because qualitative 

analysis is case-oriented (not variable-oriented), aiming at maximising understanding of the one 

in all of its diversity (Sandelowski, 1995). Some authors advocate that an appropriate sample 

size for a qualitative study will be the one that more adequately answers the research question 

(Marshall, 1996), while others refer to a number of issues that can influence it – such as 

background of the researcher, the scope of the study, the nature of the topic, the quality of 

interviews, the number of interviews per participant/the study design, the use of shadowed 

data, the sampling procedures, or the researcher experience (Marshall, Cardon, Poddar, & 

Fontenot, 2013; Morse, 2000). For example, different kinds of purposeful sampling influence 

minimum sample sizes; the specific case of maximum variation sampling usually requires the 

largest minimum sample, as the more variability is desired, the more sampling units will be 

required to reach saturation (Patton, 2002; Sandelowski, 1995).  

Ensuring that there is enough data is a fundamental precursor to credible analysis and reporting 

in qualitative studies, but there is little agreement on which sample sizes are needed (Marshall 

et al., 2013). Sample sizes should not be too small that informational redundancy or theoretical 

saturation is difficult to achieve and leave important views uncovered, neither too large that 

data becomes repetitive and superfluous, hindering the deep, case-oriented analysis that is 

expected from a qualitative inquiry (Mason, 2010; Sandelowski, 1995). Although the 

recommendations by qualitative methodologists highly vary with regards to the minimum 

i te ie s that should e o du ted, a la ge u e  of a ti les, ook hapte s, a d ooks 
recommend guidance and suggest a he e f o   to  pa ti ipa ts as ade uate  (Dworkin, 

2012, p. 1319). Dete i i g ade uate sa ple size i  ualitative research is ultimately a matter 

of judgment and experience in evaluating the quality of the information collected against the 

uses to hi h it ill e put , togethe  ith esea h ethod a d sa pli g st ateg  e plo ed 
(Sandelowski, 1995, p. 179), especially as there is limited practical guidance to show researchers 

when saturation has been reached – this is where the main weakness of saturation as a marker 

of quality in terms of methodological transparency in qualitative studies lies (Bowen, 2008; 

Mason, 2010). 

Taking other qualitative studies as reference, Wan and Chan (2013) interviewed 40 casino 

employees (including managers, supervisors and dealers) from six major casinos in Macau to 

assess their perceptions of quality of work life; Knox, Warhurst, Nickson and Dutton (2015) 

interviewed 76 housekeeping workers in four hotels in the UK and 30 housekeeping workers in 

three Australian hotels (including department managers, supervisors and room attendants) to 

examine the objective and subjective dimensions of job quality for room attendants; Robinson, 

Kralj, Solnet, Goh and Callan (2016) conducted 25 semi-structured interviews in full-service 

hotels in Australia, aiming to identify similarities and differences in attitudes between three 

frontline hotel worker groups (housekeepers, front office employees and food and beverage 

front-of-house staff); and Sturges and Guest (2001) conducted 50 interviews aimed at exploring 

what facto s e e ost likel  to i flue e g aduates  de isio s to sta  ith o  lea e thei  fi st 
employer (five different organisations from different operation areas) in the early years of their 

career.  
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Besides the interview guide itself, a post-interview protocol was also conceived for application 

after each interview session. This was aimed at taking some additional notes and register any 

fi st i p essio s hile the sessio  as still f esh i  the esea he s i d, fo  late  o pa iso  
across all intervie ees. This as also a  i su a e  p o edu e to e alte ati el  used i  ase 
of the audio recording fails. The following issues were covered by this postscript: duration of the 

interview, location and atmosphere, impressions about the interviewee (disposition to 

talk/motivation to take part on the interview, gestures/non-verbal signs, interaction during the 

interview/difficult moments) and main points discussed in the interview. Participants did not 

receive monetary compensation or other. 

As data collection issues, the researcher acknowledges the occurrence of some of the 

constraints described by Creswell (2007), such as: (i) the challenging logistics of the interviews, 

which involved travelling to different locations of the country to meet the interviewees (the 

researcher privileged face-to-face meetings and most of the travels took place within the North, 

Central and Lisbon regions), and creative schedule management (some interviews needed to be 

re-s heduled o i g to i u sta es e o d the esea he s o t ol ; ii  the e te si e ti e-

consuming process of verbatim transcription, which the researcher personally carried out as 

soon as possible after each interview (described below in section 5.5 ; o  iii  a keti g o e s 
experiences, as it is difficult for many interviewees to stick to the most relevant facts or 

information when describing their personal experiences, which required the researcher to 

decide when to carefully lead the conversation towards a different topic.  

Profiling the research participants  

A short description of the three groups of participants in the study is provided in Tables 5.9 to 

5.11 (see Appendix III fo  a o e detailed e sio . The pa ti ipa ts  egio  of o igi  a d thei  
socio-demographic profile, according to their gender and age group (generational cohorts), are 

pictured in Figure 5.14 and Figure 5.15.  

 

Table 5.9 | Majo  ha a te isti s of the stud s i fo a ts: Leavers 

Leavers 

Name (alias) Gender Age Job title 
Years in the 

industry 

Years out of 

the industry 

Alice Female 35 Receptionist 5 1 

Marco Male 24 Receptionist 6 1 

Julia Female 39 Hotel/Unit General Manager 10 5 

Laura Female 35 Food and Beverage Manager 10 1 

Cecilia Female 26 Waitress and barmaid 2 1 

Amanda Female 44 Assistant Hotel Manager 16 10 

Martin Male 43 Hotel/Unit General Manager 11 6 

Sabrina Female 42 Assistant Hotel Manager 9 3 

Clara Female 33 Assistant Hotel Manager 7 5 

Joel Male 43 Purchasing Clerk/Executive 3 12 

Olivia Female 35 Assistant Hotel Manager 7 7 

Clarice Female 40 Receptionist 7 8 

Virginia Female 46 Guest Relations 5 23 

Veronica Female 46 Receptionist 2 18 

Source: Own construction 
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Table 5.10 | Majo  ha a te isti s of the stud s i fo a ts: Employees 

Employees 

Name (alias) Gender Age Job title 
Years in the 

industry 

Years with current 

employer 

Elisa Female 33 Front Desk Supervisor 11 11 (7) 

Lucas Male 28 Receptionist 4 4 

Angelo Male 23 Receptionist 1 < 1 

Barbara Female 31 Web sales Executive 6 < 1 

Rita Female 32 Sales and events Executive 10 2 

Miguel Male 38 Receptionist 2 < 1 

Eva Female 21 Receptionist < 1 < 1 

Hugo Male 24 Receptionist 2 1 

Samuel Male 31 Receptionist 4 3 

Aurora Female 31 Receptionist 3 3 

Adriana Female 36 Sales and events Manager 10 10 (8) 

Maria Female 51 Hotel Deputy Manager 27 27 

Marisa Female 35 Assistant Hotel Manager 13 13 

Celeste Female 39 Hotel/Unit General Manager 17 3 

Victor Male 53 Hotel/Unit General Manager 28 14 

Benjamin Male 33 Doorman 10 5 

Gabriel Male 35 Food and Beverage Manager 21 8 

Amelia Female 28 Receptionist 3 2 

Thomas Male 32 Waiter 9 < 1 

Vincent Male 37 Hotel Deputy Manager 7 2 

Bruno Male 43 Hotel/Unit General Manager 9 1 

Octavio Male 43 Hotel/Unit General Manager 21 7 

Michael Male 26 Purchasing Clerk/Executive 3 3 

Valentina Female 25 Sales and events Executive < 1 < 1 

Jaime Male 24 Assistant F&B Manager 5 < 1 

Daniel Male 40 Hotel Deputy Manager 15 3 

Manuel Male 32 Hotel/Unit General Manager 7 6 

Vera Female 26 Reservations Clerk/Executive 3 1 

Leticia Female 24 Receptionist 2 2 

Xavier Male 42 Hotel/Unit General Manager 25 < 1 

Source: Own construction 

 

Table 5.11 | Majo  ha a te isti s of the stud s i fo a ts: Newcomers 

Newcomers/Students 

Name (alias) Gender Age 
Number of 

internships 

Internships 

duration 

(months) 

Education level 

Rafael Male 19 1 3 Undergraduate 

Alexandra Female 21 2 8  Undergraduate 

Leonardo Male 23 2 8 Undergraduate 

Claudia Female 20 1 5 Undergraduate 

Mario Male 26 1 3 Undergraduate 

Carla Female 21 1 3 Undergraduate 

Emilia Female 23 1 4 Postgraduate 

Oscar Male 22 2 3 Undergraduate 

Edgar Male 21 3 9 Undergraduate 

George Male 22 4 15 Undergraduate 

Andrea Female 25 1 3 Postgraduate 

Abel Male 20 1 2 Undergraduate 

Source: Own construction 



 191 

 

Figure 5.14 | Research participants distribution per region (regions in which participants work/study) 

Source: Own construction 

 

 

Figure 5.15 | Sociodemographic profile of research participants53 

Source: Own construction 
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The heterogeneity of the Employees and Leavers groups was also enhanced by the inclusion of 

both back and front-of-the-house staff in the sample, as well as a variety of functional levels 

(staff/operational, supervisory, and managerial) and job positions (15 different positions) 

(Figure 5.16). Newcomers completed from 1 to 4 different internships over their Higher 

Education programme, which were hosted by up to 6 different departments and ranged from 2 

to 15 months of length. These internships characteristics and experiences are latter described 

in section 6.4.2 with more detail. 53 

 

 

Figure 5.16 | Employees and Lea e s  professional profile: nature of the job 

Source: Own construction 

 

53 The distinction between Younger Millennials (born from around 1986 to 1999) and Older Millennials (born from 

1979 to 1986) is based on the so-called Millennials divide: individuals who were born before or during 1986 were 

around 21-22 years old when the financial crash of 2008/09, which might have had a significant impact in their early 

careers.  
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5.5.2  Phase II – qual data generation (supplementary component)  

Aiming at enhancing trustworthiness of the findings (a topic that is further explored in section 

5.7) by combining more than one point of view or perspective of the same phenomenon, a 

second-round of data collection was carried out. A dialogic, conversational style, key informant 

panel method was used to extend the investigation. This strategy was not necessarily oriented 

at confronting the findings from Phase I – as this stud  p i ileged pa ti ipa ts  oi es a d 
accepted their accounts as reflecting their constructions of reality – , but rather at seeking for 

elaboration and clarification, as a way of achieving a more far-reaching and rigorous analysis, 

following a logic of complementarity (Coutinho, 2011; Denzin & Lincoln, 2018; Greene et al., 

1989).  

Phase II therefore involved the consultation of a set of key actors in the T&H industry and 

experts54  from different disciplines, to reflect and comment on the various scenarios emerging 

from the preliminary analysis of the data collected in previous phases. Results from Phase I (and 

from the Preliminary Research phase to some extent) were blended with those from Phase II, 

thus consolidating the analysis of the findings and the formulation of conclusions. The 

researcher believes that this dynamic process of interaction with various stakeholders, would 

facilitate her interpretation of the data, maximising confidence in the research findings. Besides, 

this would allow to formulate a more holistic and complete picture of career construction and 

development in the T&H industry, while strengthening methodological validity, reliability and 

accuracy of the study (Denzin, 2009). Figure 5.17 provides an overview of the research strategy 

adopted for data generation in Phase II, which consists of the supplemental component.  

 

 

Figure 5.17 | Research strategy overview for Phase II 

Source: Own construction 

 

Selecting key informants 

This approach involved a series of face-to-face interviews with individual experts and 

representatives of different types of stakeholder-organisations, who were invited to examine 

and share their thoughts on the preliminary findings from Phase I. This sampling approach, 

 

54 Which was announced to participants as scenario discussion with expert panel. 
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which is a type of purposeful sampling that is usually used in combination with other 

approaches, as it is the case here, is referred to as key informants, key knowledgeables, or 

reputational sampling (Patton, 2014). 

Parsons (2008) des i es a ke  i fo a t as a pe so  ith ho  a  i te ie  a out a 
pa ti ula  o ga isatio , so ial p og a , p o le , o  i te est g oup is o du ted  p. . As i  
this study, key informants act as a proxi for their associates at a given organisation or group. Key 

informants for this study were not randomly selected, but rather chosen for their knowledge, 

experience, or expertise on the research topics. Their representativeness of such individuals is 

dependent on characteristics that are theoretically relevant (e.g., their status or position within 

an organisation) (Marshall, 1996; Parsons, 2008; Patton, 2014). As suggested by Parsons (2008), 

the mix of persons to be interviewed should reflect all possible sides of the issue being studied. 

As in Phase I data was obtained from three groups/sub-samples representing the e plo ees  

perspective (those who work, have worked and may work in the future in the hotel sector), it 

was considered that including other, more wide-ranging, macro-level views, such as the 

e plo e s  perspective, would represent an opportunity to uncover deeper meaning in the data.  

Remarking that this selection is inevitably subjective and judgmental, different individuals with 

special expertise in fields considered relevant for this study, whose contribution was believed to 

ette  o ple e t a d o te tualise Phase I pa ti ipa ts  ie s, e e hose , ased o : thei  
extensive knowledge of the dynamics and challenges of HR Management in the T&H industry; 

their job position/role within the organisation they represent; and the type and degree of 

interaction with other key-actors of the industry. Selecting the key informants followed the 

identification of groups/types of stakeholders perceived as relevant for the discussion of the 

research topics, as those depicted in Figure 5.18.  

 

 

Figure 5.18 | Groups of key informants participating in Phase II 

Source: Own construction 

 

After discussing and analysing several possibilities with the advisory team, the researcher has 

gathered a key informant sample of eight expert panellists: 
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i) Two of the largest employers in the hotel sector, in Portugal (which are also two of the 

biggest hotel groups operating in the country); 

ii) One of the most influential business associations in the T&H industry; 

iii) One of the largest labour unions of the industry55; 

iv) One governmental organisation that combines several institutional competences 

related to the potentiation of the T&H industry, including the education and training 

domains; 

v) One Human Resources expert with 25 years of experience in the hotel sector56; 

vi) One expert in the field of T&H Higher Education with recognised experience in university 

teaching and research57; and  

vii) One Organisational Behaviour expert with pertinent expertise and research applied to 

the T&H field58. 

Defining the themes for discussion 

Key informants in the abovementioned fields, were invited to provide insights, share their 

experiences, and articulate their thoughts on the preliminary analysis of the findings from Phase 

I. The interviews did not follow a pre-defined script of questions and answers. Therefore only a 

few topics to be discussed existed, which served as a basis for guiding the interviews in order to 

allow further insights to emerge.  

These topics derived from a preliminary analysis of the findings from the interviews with 

Employees, Leavers, and Newcomers in the hotel sector, and were sent in advance to the 

participants. Questions covered the major themes presented in Table 5.12.  

Conducting the key informant interviews 

The eight scenario discussions were conducted in the period from September to November 

2019, all face-to-face, and data collection procedures at this stage where quite similar to those 

of Phase I. The participants received a six-page presentation dossier (Appendix IV) beforehand, 

covering a set of topics pertaining: 

i) The purpose and relevance of the research; 

ii) A des iptio  of the stud s phases; 
iii) More detailed information about Phase I, namely the topics of the interview protocol 

a d pa ti ipa ts  p ofile fo  the th ee su -groups; 

iv) Te s a d o ditio s of pa ti ipatio , i ludi g the eeti g s e pe ted du atio , audio-

recording procedures, anonymity, and confidentiality issues59,  

 

55 Despite the e plo ees  perspective being already represented in the interviews from Phase I, it was believed that 

the view of an organisation representing a wider range of workers, with specific knowledge on collective bargaining, 

o ke s  ights, a d othe  e plo e t a d legal issues, would add value to the discussion.  
56 Having worked in several widely reputable international and national hotel groups, as well as in other sectors. 
57 In fields such as curricula development, curricular internships, competencies and skills for the T&H industry or 

labour market integration and employability; with more than 20 years of experience in the T&H education and 

practice. 
58 Research related with topics such as organisational psychology, organisational customer orientation, leadership, 

HR management, emotional labour and quality of work life. 
59 According with the EU Regulation 2016/679 of the European Parliament and of the Council of 27 April 2016, on the 

protection of natural persons with regard to the processing of personal data and on the free movement of such data. 
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v) Dissemination of results; 

vi) ‘espo si ilit  fo  the stud  esea he  o ta t details a d supe iso s  i fo atio . 

Participants were also asked to complete and sign a consent form before starting the interview, 

with copies made available for both parties, and all key-informant interviews were anonymised 

due to confidentiality issues. As contextual data, only the gender, age, number of years working 

in the T&H industry (when applicable), and qualifications (level and educational area) were 

asked from the participants. All meetings were audio-recorded with the consent of the 

participants, using the audio recorder Audacity, and handwritten notes were also taken. The 

meetings took a minimum of 45 minutes and maximum of 150 minutes.  

 

Table 5.12 | Overall themes of the interview instrument(s) for Phase II 

 Expert panellists 

Themes 

Employers 

represent. 
Union Institutional HR expert HE expert OB expert 

The role of Higher 

Education X X X X X X 

Key competences 

and preparation for 

the labour market 

X  X X X  

Turnover and 

retention of qualified 

staff 

X X X X  X 

Career longevity and 

quality of work life 
X X  X  X 

Contemporary work 

relations and careers 
X X  X X X 

Structural 

constraints of the 

sector 

X X X X X X 

Source: Own construction 

 

5.6  Research methods: Data analysis and interpretation  

Qualitative analysis involves interpreting data of qualitative inquiry – interviews, documents, 

etc. – to find meaningful patterns and themes that contribute to the understanding of how 

people and groups make sense of the world they live and work in (Patton, 2014). The chosen 

methods of analysis and interpretation should reflect the complexity, detail and context of the 

data, building explanations focused on meanings rather than on cause (Snape & Spencer, 2003). 

Researchers should consider that different methods of analysis will result in different accounts 

of the same data, and consequently different readings of the same phenomenon. Inductive 

qualitative analysis, in particular, can follow very distinct paths, as interpretation develops 

mostly from emergent categories and theories from the data, rather than from a priori defined 

categories. The analysis process involves, therefore, careful and purposeful selection of methods 

for data analysis, which reconnect with the theoretical and strategic framework that guided 
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research design and the inquiry questions (Carter & Little, 2007; Patton, 2014; Snape & Spencer, 

2003).  

 

5.6.1 Pre-analysis considerations  

Transcription of the data 

T a s i i g is the p o ess he e  e o di gs of esea h o e satio s i te ie s, fo us 
groups) are turned into textual material (transcripts), which then become the primary data for 

su se ue t a al sis  (Poland, 2008, p. 884). This is an initial analytic and interpretative process 

in qualitative research, but researchers should keep in mind that transcripts are artificial 

o st u tio s f o  a  o al to a itte  fo , hi h a e highl  i flue ed  the esea he s  
theoretical assumptions, and interviews continue to be the core of the research. It is 

recommended that interviews should be transcribed as accurately as possible, despite some 

elements in oral speech being likely to be lost (e.g., irony) (Kvale, 1996).  

Consequently, data analysis and interpretation in this thesis, especially when informing Phase II, 

started with the transcription of the interviews. Transcriptions were personally conducted by 

the researcher, immediately after each interview, whenever possible. Transcribing the 

interviews allowed the researcher to reflect about her interviewing style, improving it for the 

interviews that followed, and to become more familiar with the data, contributing to the 

preliminary analysis in which Phase II was underpinned on (Braun & Clarke, 2006).  

Phase I i te ie s  audio e o ds e e t a s i ed esse tiall  follo i g a  
orthographic/verbatim st le. ‘esea he s o e ts a d a otatio s e.g., o e al o  
emotional elements of the conversation) were also added to the transcripts to facilitate 

subsequent data analysis and writing. All the 56 in-person interviews from Phase I produced 

around 47 hours of recording and 427 single-spaced pages of transcripts in Portuguese. 

Transcripts were returned to participants upon request, for comments; no modifications or 

o e tio s e e suggested. Pa ti ipa ts  spee h as ide tified  the alias assigned to each of 

them. Phase II interviews, with eight key-informants, were transcribed selectively, meaning that 

only the i fo a ts  ideas e e t a s i ed, o e i g the essage ithout alte i g the 
meaning but involving some slight paraphrasing. This process yielded around 11 hours of 

recording and 42 single-spaced pages of transcripts. These transcripts were made available for 

key-informants for review and further comment.  

By using a transcription notation system, the researcher seeks to ensure that oral speech was 

clearly and consistently converted into written language, meaning that the process is thorough 

and meticulous (Braun & Clarke, 2013). The transcription notation used in this study was 

inspired in the Jefferson Transcription System (Jefferson, 2004). Despite this notation system 

being more commonly used in phonetic or paralinguistic styles (in which both what was said and 

how it was said are recorded) (Braun & Clarke, 2013), the researcher attempted to transcribe 

spoken words yet retaining some of the authenticity of the oral speech by registering intonation, 

hesitation and other elements that were considered relevant for interpretation, hence the 

inspired adjectivisation. Other symbols used (defined by the researcher) are described in the 

following notation key: 
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word  Underlying indicates emphasis in the speech 

((word)) Double parentheses indicates additional comments (contextual or interactional) 

from the researcher/transcriber 

(LLL) Lette  L  i  pa e theses is used to ep ese t laughte  ithi  the talk 

word Italics indicates metaphors or analogies 

o d  Single quotation marks are used to simulate (real or hypothetical) speech 

pertaining to oneself or others 

Host Na e Host  as used to ide tif  i te ie e s spee h uestio s, state e ts . 

All interviews were conducted in Portuguese, but data reporting was to be written in English. As 

it would be unnecessary, impractical, and probably detrimental for interpretation, to translate 

all transcripts, only selected excerpts (those featuring in the final analysis) were translated into 

English. These translations were double-checked by native English speakers, not only to verify 

their reliability, but also as an attempt to assure that the translations were fully conveying the 

original ideas and emotions. 

Qualitative data were imported into the qualitative software package NVivo 12 – a QSR 

I te atio al s ualitati e data a al sis soft a e desig ed to assist in systematically exploring 

large bodies of textual data –, and interpreted using thematic analysis (Braun & Clarke, 2006). 

Some specificities and implications of using a computer assisted qualitative data analysis 

software (CAQDAS) are discussed further below.  

The use of computer assisted qualitative data analysis software (CAQDAS) 

When performing thematic analysis, or qualitative data analysis in general, researchers are 

required to be capable of managing large amounts of information and coding data in both 

flexible and robust ways, so codes and categories can be easily reorganised, searched, and 

retrieved. Several CAQDAS packages are now available and have thus become a growing choice 

for many qualitative researchers (Ayres, 2008b). These software packages act as data 

repositories that also allow researchers to code and index them, perform different types of basic 

functions (such as keyword searches, word count or searches for patterns of words, coding, or 

attributes), (re)organise categories and themes, display possible interrelationships (e.g., cross-

references, relations with attributes such as demographic information), and even to more easily 

return to the data set in the future for additional questioning. Benefits of using these tools also 

include time saving, as analysis are likely to be undertaken more quickly when compared to 

manual analysis (Saldaña, 2011; Veal, 2006). The greater the volume of data, the more helpful 

such tool will be (Patton, 2014). Another advantage of CAQDAS is that major analyst decisions 

made by the researcher can be recorded, an audit trail can be left, and the analytic process 

replicated (Leech & Onwuegbuzie, 2007) 

Nevertheless, one should keep in mind that computer software does not analyse data at higher 

conceptual levels by itself; such responsibility lies with researcher. Therefore, computer 

software  will only assist the analysis and be as effective as the researcher him/herself can be 

(Jennings, 2005; Patton, 2014; Saldaña, 2011), as systematic and mechanical analysis do not 



 199 

epla e the esea he s  fle i ilit , eati it , i sight, a d i tuitio  i  i te ogati g the data 
(Leech & Onwuegbuzie, 2007). Working with computer software also implies additional 

precautions regarding backing-up procedures both for original and edited materials. Particularly 

for first-time users, learning complex instructions and multiple functions of CAQDAS while 

having to deal with coding and analysis, can be quite challenging. When using CAQDAS, it is 

e o e ded that ha d-copy printouts of code lists and coded data be generated occasionally 

to [enable the researcher] to work with traditional writing materials such as red pens and 

highlighte s to e plo e data i  f esh a s  (Saldaña, 2011, p. 22).  

In this thesis, one of the most widely used CAQDAS packages, NVivo, was used to assist coding, 

categorising, organising the themes, data retrieval, analysis and reporting. Having considered its 

advantages and possible limitations, it was concluded that a computer software package would 

be useful in managing the large amount of interview data, thus yielding more rigour and 

transparency to the analysis and contributing to the validity of the study. The researcher already 

had previous experience in research projects employing both qualitative analysis and CAQDAS 

(in particular webQDA), but she has also had specialised training (two short duration courses of 

qualitative analysis with NVivo). 

 

5.6.2  Methods for qualitative data analysis: thematic analysis with narrative 

elements 

Thematic analysis in this thesis follows a descriptive approach with focus on lived experience, 

hi h i plies u de sta di g pa ti ipa ts  e pe ie e ea i g i  thei  o k li es; this is h  
a  esea he s efe  to this ethod as a p o ess of the atisi g ea i gs  (Braun & Clarke, 

2006). This analysis had a constructionist-interpretivist orientation informed by critical theory, 

since meanings were not interpreted as inherent to work experiences, but as socially 

(re)produced. Thematic analysis was chosen to analyse the data collected in this thesis due to 

its flexibility (it is compatible with different paradigms, although not all, and can be used to 

answer almost any type of research question or to analyse almost all kind of data), and to the 

fact that it can be useful to summarise key features of a large body of data while still offering a 

thi k des iptio  of the data set, to highlight si ila ities a d diffe e es a oss the data set, o  
to generate unanticipated insights (Braun & Clarke, 2006).  

However, thematic analysis was not considered enough to fully capture the meaning of some 

concepts. There can be some contradictions and consistencies across individual accounts that 

may be revealing, that cannot be possible to fully understand just with thematic analysis 

(Carvalho, 2017). This as pa ti ula l  ele a t he  looki g at pa ti ipa ts  a ou ts t pi all  
narrative in form) of their career story, in which their experiences, career paths and decisive 

moments/critical events were narrated with a temporal coherence (i.e., chronologically). For 

this reason, narrative elements were introduced during data interpretation, with the aim of 

more fully capturing participants  e pe ie es a d pe spe ti es ithi  the oade  o te t of 
their lives (Carvalho, 2017). 

In sequential multi-method designs, such as in this investigation, data analysis begins before all 

the data is collected. In such designs, data collection, data analysis and data interpretation 
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processes are iterative and non-linear (Bryman, 2012; Patton, 2014; Teddlie & Tashakkori, 2009). 

A preliminary analysis of data from Phase I – resulting from the interviews with three groups of 

participants – was used to unveil some relevant patterns, which underpinned data making in 

Phase II. This preliminary analysis roughl  o espo ded to steps  a d  of B au  a d Cla ke s 

six-step guide for thematic analysis (see Figure 5.20, Coding process) but following a looser 

approach; themes that appeared of relevance and interest were identified. After the analysis of 

data from Phase II (second, ancillary stage), the third phase consisted of integration of findings 

from both approaches, anchored on existing theory and the resea he s positio i g Figure 

5.19 . Follo i g B au  a d Cla ke s (2006) six-step guide, the researcher systematically analysed 

data in order to identify patterns, assigning significance to each pattern, and interpreting these 

patters with a view to describe the studied phenomenon.  

 

 

Figure 5.19 | Main steps of data analysis 

Source: Own construction 

 

Thematic analysis 

The ati  a al sis is a data edu tio  a d a al sis st ateg   hi h ualitati e data a e 
segmented, categorized, summarized, and reconstructed in a way that captures the important 

o epts ithi  the data set  (Ayres, 2008b, p. 867). This is a pattern-based analytic method60 

which facilitates the search for patterns within data, that is patterns of meanings or themes. 

Such process requires high involvement and interpretative thinking from the researcher, who 

has to focus on identifying and describing both implicit and explicit ideas within the data (Braun 

& Clarke, 2006; Guest et al., 2012; Morse, 2008; Vaismoradi, Turunen, & Bondas, 2013). A variety 

of inductive and iterative techniques, including categorical strategies and contextualizing 

(holistic) strategies, are typically used in thematic analysis (Teddlie & Tashakkori, 2009). Despite 

this ethod of data a al sis ei g idel  used, it as o l  a ed a d lai ed  as a spe ifi  
method until quite recently (Braun & Clarke, 2006, 2013).  

 

60 Other pattern-based methods being: Interpretative Phenomenological Analysis (IPA), Grounded theory, Pattern-

based discourse analysis, Conversation analysis or Narrative analysis (Braun & Clarke, 2013); for an overview on other 

types of qualitative methods of analysis see also Jennings (2005, p. 109). 
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Thematic analysis may be employed as: (i) a realist/essentialist method, when simply reporting 

experiences, meanings and the reality of participants; (ii) a constructionist method, when 

examining the ways in which events, realities, meanings, experiences and so on are the effects 

of a range of discourses operating within society (which is essentially the approach adopted in 

this esea h p oje t ; o  as iii  a o te tualist  ethod, he  situated et ee  ealis  a d 
constructionism, and underpinned by theories such as critical realism, acknowledging both the 

ways individuals make meaning of their experience, and the ways the broader social context 

impinges on those meanings (Braun & Clarke, 2006, p. 81). 

Themes are the dominant features or characteristics of the phenomenon being investigated in 

a ualitati e stud . Mo e spe ifi all , the es a e a set of o epts, ideas, o  a ative segments 

that are similar to each other (similarity principle) and are also different from comparable 

elements in other themes (contrast principle  (Teddlie & Tashakkori, 2009, pp. 297–298). 

Themes are not present in the data per se, as characteristics (as it happens with categories in 

content analysis), but rather run thought the data and represent the basic topic that the whole 

narrative is about. Identification of themes requires the reading of interviews, paragraph by 

paragraph, asking what is that narrative about, thus uncovering the meaning or the essence of 

the pa ti ipa t s e pe ie e (Morse, 2008). Even if two points of view seem to contradict each 

other, emerging differences and inconsistencies can be reflexively approached, which involves 

taking a second look at the data and trying to find an alternative explanation for such 

differences. This should be viewed as an opportunity to uncover deeper meaning in the data 

(Coutinho, 2011). 

Therefore, the analysis began with a search for meanings, patterns of different meanings, and 

how these meanings relate to each other. More than measuring and reporting frequency, the 

product of a thematic analysis is to understand the complexity of such meanings on lived 

e pe ie es i.e., pa ti ipa ts  des iptio s of e pe ie es elated to the esea h uestio , 
thus determining how they can be organised into themes and a scheme of interrelated themes 

(Sundler, Lindberg, Nilsson, & Palmér, 2019). Theme development that reports concepts and 

assumptions underpinning the data is considered a latent approach to thematic analysis, 

contrasting with a semantic approach that only reflects the explicit content of the data. Although 

latent themes are predominantly associated with constructionist thematic analysis (Braun & 

Clarke, 2006), in this study, the search was both for latent and semantic themes. 

Introduction of narrative elements 

Thematic analysis was combined with elements of narrative analysis in order to capture the 

fluidity and variability of individual career experiences, which occur over time and involve 

multiple and unfolding decisions and events, guiding a process toward achieving a goal 

(Carvalho, 2017). Not only themes were identified across the data set, but also within individual 

a ou ts, as so e ea i gs a  o l  e full  dis losed if the i di idual s life sto  is o side ed 
(Braun & Clarke, 2006; Creswell, 2007). Such strategy also favours the respect the uniqueness 

of each case while conducting a cross-case analysis (Snape & Spencer, 2003) and has been 

previously employed in other studies to more fully understand the complexity of T&H careers 

(e.g., Carvalho, 2017).  
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Narrative analysis focus on each case, on the participant, and involves the interpretation of 

patte s of ea i g of a pa ti ipa t s sto ,  des i i g the sto  o  a  o je ti e set of 
experiences (placed it in a chronology), locating epiphanies and turning points, and identifying 

o te tual ate ials su h as the setti gs of the pa ti ipa ts  e pe ie es o  iog aphi al data  
(Creswell, 2007). These patterns of meaning are not only explicit, but also implicit in the content 

and structure of the narrative (Ayres, 2008a). Na ati e a al sis helps to fo ulate a  
understanding of how people talk about experiences and situations as well as what the  sa  
(Wiles, Rosenberg, & Kearns, 2005, p. 98). 

Na ati e p ese ts i fo atio  as a se ue e of o e ted e e ts, ha i g so e ki d of 
the ati  o  st u tu al usuall  te po al  ohe e e  (Wiles et al., 2005, p. 90). Throughout the 

interviews, participants related – mostly in chronological manner – a series of events, their 

consequences, and the relation between some of these events and other events that were 

instrumental in their career development (Ayres, 2008a; Ladkin, 1999; Leech & Onwuegbuzie, 

2008). In this study, this narration of experiences happens naturally, predominantly as an 

outcome of questions from section I of the interview protocol, in which participants were asked 

to theorise about how their careers in the hotel sector, in terms of their development and most 

meaningful events.  

The way participants build their story lines and plotting is influenced by their past and present 

e pe ie es of a ee  o st u tio  a d de elop e t. I fo a ts ofte  elate e pe ie es i  
narrative format; that is, they select and order events in ways that both reflect their own 

ea i gs a d o e  those ea i gs to othe s  (Ayres, 2008a, p. 545). By unfolding their 

experiences in the hotel sector as a story, individuals assign meanings to their experiences. It 

was considered that narrative analysis would have a beneficial contribution in assisting the 

esea he  i  i te p eti g a d u de sta di g la e s of ea i g i  pa ti ipa ts  a ou ts a d 
the connection among these, (Wiles et al., 2005), as well as to identify events or turning points 

that could have potentially lead to the decision to withdrawal. 

Coding process 

Coding data involves reducing and disaggregating data by breaking them into manageable 

segments, smaller meaningful parts, and naming these segments, categorising them. Codes are 

the most basic segments of information in thematic analysis (Braun & Clarke, 2006; Leech & 

Onwuegbuzie, 2007). Different philosophic and methodological stances typically require 

different analysis approaches; for example, while in grounded theory research axial and open 

coding strategies are employed, in thematic coding, the researcher begins with a list of 

known/anticipated themes, which have also explicitly guided interview protocol design and data 

collection (Ayres, 2008b).  

In this investigation, examination of the collected data took place in three major iterative phases 

(as depicted in Figure 5.19), using a mix of inductive and deductive approaches. Despite being 

responsive to the multiple meanings participants assigned to their experiences, hence 

inductively/data-driven, analysis was also guided: (i) by the existing theory and theoretical 

o epts p ese ted a d dis ussed th oughout lite atu e e ie  i  Chapte  , ii  the stud s 
conceptual map (section 5.2.2), (iv) the preliminary research (section 5.5), and (v) the 

esea he s sta dpoi t, p ofessio al e pe ie e, dis ipli a  k o ledge a d episte olog  a d 
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the efo e a  e o side ed a theo eti al  the ati  a al sis  (Ayres, 2008b; Braun & Clarke, 

2013).  

At this stage of the a al sis, odi g atego ies a e o e heu isti  tha  a al ti ; that is, odi g 
categories serve as a receptacle for promising ideas [which later] become coding categories 

through a rigorous process of analytic induction that includes both within- and across-case 

o pa iso s. …  Codi g atego ies a e e o eptualized, e a ed, eo ga ized, e ged, o  
separated as the analysis progresses; categories are seldom static and never inviolate, as they 

are subject throughout the analysis to the search for alternative interpretations or disconfirming 

e ide e  (L. Ayres, 2008b, p. 867). Themes are broader categories developed after coding, i.e., 

meaningful groups that incorporate several codes that appear to be interrelated and seem to 

support an idea that is important to answer the research question (Braun & Clarke, 2006; 

Saunders et al., 2016).  

Braun and Clarke (2006) proposed a step-by-step guide for doing thematic analysis, presented 

in Figure 5.20, which roughly correspond to the procedure that was adopted in this investigation.  

 

 

Figure 5.20 | Steps of thematic analysis 

Source: Own construction based on Braun and Clarke (2006, p. 87)  

 

Despite coding, data management, development and refinement of themes, and identification 

of patterns across the data, are often described as though they occur sequentially, this is unlikely 

to be the case. Identification of themes and equation of relationships among categories occur 

simultaneously. The analysis develops in an integrative way, as the researcher considers the 

relevance of each theme to the research question and to the data set as whole throughout the 
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project. In thematic analysis individual stories are kept contextualised, and meaning is 

maintained through connection to its source account. The trade-off of this contextualisation is 

that the analysis end-product can only be case-based generalisable, hence less generalisable 

than decontextualized forms of analysis (such as content analysis, in which coded data segments 

are analysed without considering the account from which they were draw) (Ayres, 2008b; 

Morse, 2008). 

As previously described in section 5.6.1, the first step took place immediately after the 

interviews. Despite being quite time-consuming, transcriptions represented an opportunity for 

the researcher to start familiarizing herself with the data, which was accompanied by memo 

writing. A preliminary, superficial analysis was carried out while data collection was still 

undergoing (so the interview questions could also be gradually refined, and data saturation 

point could be easily determined), allowing for an initial identification of potentially relevant 

codes. In practice this step was recurrent, as transcripts from Phase I were read to support the 

development of Phase II, and were re-read multiple times for integration of findings.  

As a second step, chunks of portions of the data that have interest for the researcher are 

assigned with a code and separated from their original context. Each chunk is labelled with a 

descriptive title or a code. New chunks of data are compared with previously created codes, so 

similar segments can be labelled with the same code and then inspected together (Ayres, 2008b; 

Braun & Clarke, 2006; Leech & Onwuegbuzie, 2007). As abovementioned, an a-priory analysis 

framework guided initial coding, to which emergent codes/themes were then integrated. 

O e all data is oded odi g as o side ed to ha e ea hed satu atio  he  o e  ode 
evolved from the data analysis), this means moving to a third step, when these codes are 

combined based on their similarity and linked with theory. This is when themes develop and can 

be described based on each grouping. Despite codes being decontextualized from their original 

source, they are recontextualised into a theme (Ayres, 2008b; Braun & Clarke, 2006; Leech & 

Onwuegbuzie, 2007). In this study, this recontextualization is also supported by the introduction 

of elements of narrative analysis, as searches are also conducted within data items, namely 

i di idual i te ie s, to e plo e pa ti ipa ts  e pe ie es i  the o te t of thei  pe so al a d 
professional lives.  

As per a fourth step, themes were also systematically verified, and word counts of key word 

families allowed to scan any ideas which were not captured in the initial reviews. Random pieces 

of text were systematically selected to test the codes for clarity and consistency. Due to the 

nature of this study, the researcher, as a PhD candidate, conducted the coding independently; 

however, in order to reconcile potential differences in the interpretation of the data, and ensure 

higher levels of consistency, the categories were discussed with the advisory team. As suggested 

by Braun and Clarke (2006), thematic analysis maps grouping and relating potential relevant 

themes, were created along the process. Following the identification of the major themes 

(roughly corresponding to a fifth step), final overarching themes and sub-themes were 

described, and specific themes were more closely scrutinised, involving both interpretation and 

theorisation.  
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Organisation of findings 

While reporting the findings, as per Step 6, the analytic process became more deductive again, 

as more literature review was conducted to support new issues and concepts resulting from 

data interpretation. Findi gs dis uss the ea i gs of pa ti ipa ts  e pe ie es  add essi g 
what they have experienced and how they experienced it (Creswell & Poth, 2018; Snape & 

Spencer, 2003).  

Whe  epo ti g the fi di gs, ea i gs fou d f o  pa ti ipa ts  e pe ie es a e des i ed 
following the categories and themes identified; for each, a description and quotes to illustrate 

these meanings, are presented (Sundler et al., 2019). When considered pertinent, reference was 

made to the number of interviewees taking a given stance or exhibiting a given viewpoint, 

mostly to convey notions of consensus or to provide a comparative perspective. In order not to 

lose validity and ensure richness of interpretation, the challenge lies in linking the different 

the es to a full, oo di ated a d e pla ato  pi tu e . This i ludes i teg ati g su sta ti e 
literature to prompt deeper thinking. In qualitative research, a detailed, thick description of 

o te tualised pe spe ti es of the pa ti ipa ts is e pe ted. The efo e, the p odu t of a 
the ati  a al sis is o e tha  a list of the es a d thei  des iptio s; …  [it] i ludes oth the 
important concepts and processes identified in the study and the overarching patterns of 

e pe ie e  hi h those o epts a d p o esses a e a ifested  (Ayres, 2008b, p. 868). 

Whe  uotes, i.e., e e pts of pa ti ipa ts  a ou ts, a e used, these a e presented to illustrate 

ke  poi ts a d a e efe e ed ith ea h pa ti ipa t s alias, togethe  ith so e ha a te isti s 
that might be considered relevant within a given context or theme (e.g., Alice, Leaver, Old 

Millennial; Lucas, Employee, receptionist, 4 years in the hotel sector; or Laura, Leaver, mother of 

two). When using CAQDAS, codebooks aggregating themes and corresponding sub-themes and 

codes are also displayed. 

Based on the thematic analysis, an analytical framework was developed that depicted the 

relationship between the codes and the themes (see Appendix V). Thematic analysis identified 

6 overarching themes, which formed the basis for each findings chapter (see Figure 5.23). These 

themes were further broken into sub-themes and once all of these were identified and 

confirmed, it was possible to draw a complete picture of highly educated individuals work 

experiences in the hotel sector, and the extent to which these experiences defined their career 

development within the T&H industry. Figure 5.21 presents the main themes and sub-themes 

that are believed to best answer the research questions.  

Among the several advantages of using thematic analysis, it is particularly noted that it can be 

useful to su a ise ke  featu es of a la ge od  of data hile still offe i g a thi k des iptio  
of the data set, to highlight similarities and differences across the data set, or to generate 

unanticipated insights (Braun & Clarke, 2006).  
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Figure 5.21 | Data codes (as defined in NVivo) 

Source: Own construction 
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5.7  Research integrity concerns/issues  

As flexibility and subjectivity typically orient research designs and procedures in qualitative 

esea h, esea h i teg it  is pa ti ula l  ele a t, ea i g that the esea he s epo ti g of 
findings can be trusted as representing truthful positions and statements of research 

participants (Yin, 2011). Participant–researcher relationship, measures of research quality, and 

form, voice, and representation in analysis and writing are important methodological decisions 

informed by (but also evidence of) the research epistemological stance (Carter & Little, 2007). 

This chapter explores issues orienting rigour and trustworthiness throughout the research 

process, researcher subjectivity and reflexivity, ethical concerns, and some specific limitations 

drawing on the methodological choices which have informed this thesis.  

Rigour and trustworthiness of the research process 

Trustworthiness of qualitative research is a highly debated issue in the methodological 

literature, as findings are expected to accurately reflect the situation being studied and to be 

supported by the gathered evidence. There is still little consensus on the most adequate criteria 

for assessing the quality of qualitative research, and the same for most proper terminology, but 

there is a general agreement that the rigour and validity of qualitative research cannot be 

determined in the same way as for quantitative studies (Creswell & Poth, 2018). Lincoln and 

Gu a s (1985) widely cited trustworthiness criteria for qualitative research marked a turning 

point in defending qualitative inquiry from criticism and comparison with quantitative research, 

by suggesting not only a different, equivalent terminology, but also a set of techniques for 

establishing trustworthiness, instead of rigour. These criteria are, naturally, intertwined (Figure 

5.22).  

 

 

Figure 5.22 | Criteria for evaluating qualitative research 

Source: Own construction based on Li ol  a d Gu a s (1985) Patton (2014) 
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In order to establish credibility, which can be questioned due to the subjective and interactive 

nature of the research process, the researcher tried to ensure that all procedures are thoroughly 

documented. All the steps for data generation (section 5.5) and analysis (section 5.6) were 

described in detail. This was considered particularly relevant as this thesis adopts a somewhat 

novel multi-method QUAL → qual design that has not been adopted in many studies before. 

Seeking to enhance replicability and ensure transparency, a codebook was used along the 

analysis and reporting of findings, providing details on how codes were refined, and how 

conceptual themes were built. As described in more detail further below, analytic memos of the 

coding strategy were also kept.  

Triangulation is one of the techniques suggested by Lincoln and Guba (1985) to ensure 

credibility, but aligned with a constructivist-interpretivist stance. Instead of relying on 

triangulation for convergence a d o o o atio , this thesis s esea h desig  as ai ed at 
complementarity. The purpose of a QUAL → qual design is to obtain different yet 

complementary data on the same topic to best understand the research problem, as methods 

complement each other to holistically understand a subject (Morse, 2010a). A complementarity 

mixed- ethod stud  ai s at i easi g i te p eta ilit , eaningfulness, and validity of 

constructs and inquiry results by both capitalizing on inherent method strengths and 

ou te a ti g i he e t iases i  ethods a d othe  sou es  (Greene et al., 1989, p. 259).  

Some qualitative research studies adopt more than one method to gather a broader spectrum 

of evidence and perspectives to enhance the credibility of the analysis (Saldaña, 2011). Choosing 

multiple data collection methods is generally the option when a single method would not lead 

to a comprehensive understanding of a specific phenomenon, therefore guaranteeing a wider 

variety of perspectives for analysis and representations though the combinations of methods. 

This will not only provide additional information but more importantly, additional dimensions 

to the phenomenon being investigated (Morse & Chung, 2003; Saldaña, 2011), assumption that 

was, therefore, embraced in this investigation. 

Although the esea he  had i itiall  o side ed fo  e e  he ks i.e., pa ti ipa ts  feed a k, 
which is another credibility technique), transcripts of the interviews were only returned upon 

request, mostly due to calendar constraints. As a large number of interviews were conducted, 

yielding an average of eight pages transcription per interviewee, the decision not to request all 

participants for validation was made. This decision was reinforced by the fact that many 

participants had clearly mentioned time limitations to participate in academic research projects.  

Considering transferability, and also given the constructivist-interpretivist nature of the 

research design, this study does not make claims of generalising findings to a broader 

population, neither to other contexts, even to the wider hotel sector, or to the wider T&H labour 

market, and aims instead deep understanding of specific cases within a particular context 

(Patton, 2014). To gain deeper understanding and knowledge of the phenomenon being studied 

and of the complex issues associated to human behaviour, both research participants in Phase I 

and key informants in Phase II were purposely selected, and the sampling approaches and 

procedures were explained in detail (Creswell, 2012; Marshall, 1996). Another technique to 

enhance transferability is thick description, which the researcher tried to employ throughout the 

interpretation and report of findings, through detailed experience account and rich descriptions. 

Thi k des iptio  is o e ed ith des i i g the data e te si el  a d o pili g the  i  a  
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orderly way so as to give other researchers the opportunity to appraise the findings and also the 

e te t to hi h the  ould e t a sfe ed to othe  setti gs  e ause the  sha e so e 
characteristics (DeCrop, 2004, p. 161). Throughout the investigation process, the researcher also 

sought for other type of external validation, namely through peer review. This strategy involved 

asking colleagues experienced with the various themes involved in this study to discuss and 

comment the data and the process (Creswell & Poth, 2018).  

Regarding dependability, and in order to research design can be replicated as much as possible, 

outlining a research plan (which in qualitative research tends to flexible and iterative) and 

documenting all the naturally expected changes. The idea is that other researchers with the 

same data and the same perspective could reach similar, comparable, but not contradictory 

results (Nowell, Norris, White, & Moules, 2017). The techniques to guarantee dependability are 

also quite similar to those employed in establishing confirmability, which is based on the central 

tenet that research is never fully objective. In qualitative research, objectivity is bounded by the 

multiple dimensions and interpretations of the reality, which also makes the management of 

subjectivity essential (see next section on reflexivity) (Creswell & Poth, 2018; Morrow, 2005). 

Keeping an audit-trail of all research activities and processes is central in ensuring dependability 

and confirmability, but also important for general trustworthiness of any investigation (Lincoln 

& Guba, 1985). The des iptio  of the esea he s easo i g a d de isio -making processes 

and the clear detailing of methods of data collection and analysis are key to enhance the value 

of qualitative inquiry, as ethical principles and practices are central to all activities comprising 

data collection analysis (Creswell & Poth, 2018). The researcher has seen these 

recommendations as a way not only to improve accuracy in her research, but also as means to 

assisting her in registering all theoretical, methodological, and analytic choices and procedures.  

This assumption has oriented the level of detail of Chapter 5 and the systematic and regular 

documentation of the research process in general, and of the analysis process, in particular. For 

this reason, a research log/journal has been kept since the beginning of the project to document 

activities, decisions, thoughts and emergent ideas, dead ends, breakthroughs, fieldwork 

experiences and other important elements that the researcher wanted to remember at a later 

time. This resea h jou al is also a fu da e tal tool u de pi i g esea he s reflexivity, 

discussed below. This instrument, also called memo writing, was found particularly relevant for 

p odu i g  i olage, a d i  data a al sis a d i te p etatio  stages, as it allows to record and 

track back initial ideas and reflexive thoughts while assembling and disassembling data though 

coding. Most research methodologists see memo writing as imperative in qualitative research 

(Creswell, 2014; Patton, 2014; Saldaña, 2009; Yin, 2011). By keeping memo writing within NVivo, 

the process was highly simplified, as the software offers the possibility of adding notes and 

memos, which can be integrated in the analysis.  

Positionality: Considerations on researcher reflexivity 

In qualitative inquiry, there is no such thing as value-free inquiry, as the esea he s alues 
cannot be detached from the research process and should be acknowledged. In constructivist-

interpretivist research, both researcher positioning and ongoing reflexivity are of paramount 

importance for research validity (Creswell & Poth, 2018; Goodson & Phillimore, 2004; Lincoln et 

al., 2018). Reflexivity, naturally shaped by paradigm commitments, involves self-examination, 

e aluatio  a d i te p etatio  of o s attitudes a d eliefs, reactions to data and findings, and 
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interactions with those who take part in the research and acknowledgement of the way these 

affect both the processes and outcomes of the research (Saunders et al., 2016). The growing 

relevance of discussing researcher positionality and reflexivity is also a product of postmodernity 

a d of the iti al tu  that has also shaped tou is  studies (Feighery, 2006). 

Hence, the ways in which research was conducted and reported in the study was naturally 

i flue ed  the esea he s o  su je ti it , eliefs, life e pe ie es, pe so al histo  a d 
identity as a female, white, Western, middle-class, academic researcher. Self-consciousness and 

awareness of the multiple contexts in which the researcher operates are central beliefs both in 

interpretivism-constructivism, as in critical research (Kincheloe & McLaren, 2003). Who the 

investigator is (or is becoming) determines to a large extent what and how one researches 

(Saldaña, 2011).  

Qualitative inquiry is highly personal and judgemental, and the researcher him/herself is the 

primary instrument in data generation and interpretation. All methods employed in qualitative 

studies require cognitive and emotional involvement, such as inferring, intuiting, empathizing, 

a d e aluati g. The efo e, the i estigato s a kg ou d, qualifications, training and experience 

can also be regarded as criteria to establish credibility (Patton, 2014; Saldaña, 2011). When 

compared to other forms of research, qualitative approaches can be considered more time and 

mentally exhaustive (Marshall et al., 2013), and some procedures and processes such as 

identifying data saturation or in-depth interviewing can be quite challenging. Conducting 

interviews requires various skills, such as intensive listening and note taking, careful planning 

and preparation, expertise in the various topics to be screened, and also responsiveness and 

se siti it  to get the est  possi le a s e s (Qu & Dumay, 2011). The researcher has extensive 

experience as junior investigator in broader-scale research projects, prior to enrolling in a 

doctoral programme, in which she had been actively involved in processes of data collection, 

analysis and interpretation. The researcher is experienced in conducting both individual and 

group interviews, and in performing thematic analysis assisted by CAQDAS.  

In qualitative approaches, an interactive and co-operative researcher–participant relationship 

is central to knowledge production. Research encounters are more than opportunities for data 

transmission. These are also endowed with a pedagogical capacity, by potentially being 

instances for exchange, reflection, perspective enlargement, and personal growth, both for the 

researcher and the participants (Caton, 2014). Qualitative inquiry often has a transformative 

effect on the researcher him/herself, enhancing consciousness, thoughtfulness and 

perceptiveness (van Manen, 1990). In interpretivist-constructivist research, it is precisely the 

esea he s  alues that e do  the  ith the apa it  fo  e path , fo  u de sta di g 
pa ti ipa ts  ie s of the o lds, fo  ide tifi atio  ith the pa ti ipa ts  a ou ts i  so e a  
(Caton, 2014; Ponterotto, 2005). The ualitati e esea he  is e pe ted to adopt the e i  
perspective, i.e., the perspective of the people being studied according to their frames of 

meaning (Snape & Spencer, 2003).  

The researcher was, therefore, highly concerned with establishing rapport with the participants, 

which is fundamental in interviewing (Jennings, 2005), and in demonstrating openness and 

empathy with the stories being told. Considering the extension of the interviews (some 

exceeding one and a half hours), as the wide majority participants were extremely expressive 

and cooperative, willing to share their stories, spontaneously proving many details and 
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information, and making confidences about their employment relationships, the researcher 

considers to have been successful in interacting with participants.  

Following the notion of reciprocity, the researcher has also engaged in active conversation, 

answering some questions herself, explaining her interest in this research topic, occasionally 

providing personal information so the participants could view her as capable of understanding 

the experiences they were describing (such as the fact, for example, that the researcher was 

familiar with the hospitality working environment and organisation, that the researcher shared 

a similar educational background in a renowned institution, or that the researcher was also a 

working mother). Unveiling power relationships/differentials between individuals and groups is 

central in critical research, thus allowing both the researcher and the participants to critique 

commonly-held values and assumptions (Willis, 2007). The researcher tried to use personal 

insight while taking a non-judgemental stance (Snape & Spencer, 2003), as well as to keep 

researcher–participant interactions balanced, so that her own voice did not interfere with 

pa ti ipa ts  oi es a d a ou ts. 

Regarding the writing style, the researcher faced the doubt of using the first or the third person. 

Despite recommendations that qualitative studies benefit from being written in the first-person 

(Creswell, 2014; Saldaña, 2011), the researcher decided for the use of the third person, to which 

she is more familiar. Nevertheless, she strived to employ a personal, subjective point of view in 

order to show personal involvement and emphasise her role as a proactive researcher.  

Special attention should also be given to language. With regards to thematic analysis, as already 

mentioned, it is very common to find ac ou ts of the es e e gi g  o  ei g dis o e ed . 
Despite being data driven and this expression being commonly used in many studies, themes do 

ot e e ge  f o  the data. “u h te i olog  de ies the a ti e ole the esea he  pla s i  a 
qualitative investigation, in identifying patterns/themes, selecting those of interest, and 

epo ti g the  to eade s; i stead, the es eside  o  e e ge  i  the esea he s head (Braun 

& Clarke, 2006). Therefore, this is something the researcher tried to take in consideration, by 

viewing the analysis as an active process of developing themes through interaction with the 

data.  

Ethical concerns 

Careful consideration of potential ethical issues constituted an integral part of this investigation. 

Ethics is most closely related with data construction and reporting than with other steps of the 

research process, but it should be a primary concern of early research design, as it translates 

i to o p o ise ith esea h pa ti ipa ts, a d i to the esea he s  i teg it  a d o al 
responsibility when interpreting the reality (Creswell, 2012; Steane, 2004). 

The phenomenon being studied, career experiences and decisions informed by cognitions of 

quality of work life in the hotel sector, was evaluated and although it was concluded that this 

was a non-overly sensitive topic that would require extraordinary precautionary measures, it 

should not be underestimated. This happens because individuals are reflecting on their past 

and/or present experiences, recalling critical and decisive events that have shaped their career 

decisions, and to some extent, anticipating their future career paths; this can involve dealing 

with and sharing sensitive, emotional or difficult memories and experiences, as well as sharing 
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ith a st a ge  pote tial feeli gs of f ust atio  o  disillusio e t ith o e s u et a ee  
expectations.  

The inquiry strategy adopted in Phase I (briefly described in section 5.5.1, Conducting the 

interviews), to which these concerns are mostly applicable, was aimed at making participants 

comfortable with the interviewing process and to leave more complex questions to the end. The 

researcher made an attempt to always go beyond surface responses from interviewees, looking 

for more detailed accounts, yet without being overly intrusive. Participants were told that they 

were entitled to withdraw at any time of the research process if they felt uncomfortable or 

worried with any issue. They were also assured that, during the interviewing process, they were 

free to tell the researcher that a given question was over-sensitive to them and should not be 

addressed, to take a break if feeling uncomfortable, or to even interrupt the interview and re-

scheduled it to another time. Some participants expressed some sadness and melancholy when 

recalling some events or interactions, but a break was only deemed necessary for one 

participant that got more emotional. The researcher was sympathetic and tried to conduct the 

interviews in a sensitive manner.  

Moreover, the researcher took some steps to address some of the anticipated ethical issues. 

These included providing participants with enough information about the study and its 

objectives, prior to participation, and to safeguard privacy and anonymity of both participants 

and their data (Bryman, 2012; Patton, 2014; Yin, 2011). All interviews were given an 

alphanumeric code in order to identify the interviewee while still safeguarding anonymity to 

third parties, which was later replaced by an alias. All corresponding transcripts were then 

pseudonymised. The procedure was quite similar for Phase II, regarding key informants. The 

somewhat specific status and profile of these key informants means that retaining their 

anonymity can be jeopardised. Due to the number of players within the Portuguese T&H 

industry it is possible that third parties may recognise a given informant and/or his/her 

organisation. Participants were duly informed of this, and their explicit agreement was obtained. 

Although some expert panellists gave their consent to be referred to by their names in the 

outputs of this study, the researcher chose to keep this information undisclosed.  

All participants in Phase I and II gave written consent prior to data collection. Among other 

issues, participants were specifically informed that interviews were recorded for the purposes 

of transcription and analysis only. Both the consent forms and the procedures to ensure 

confidentiality for the participants in this study were compliant with the EU Regulation 2016/679 

of the European Parliament and of the Council of 27 April 27 2016, the General Data Protection 

Regulation (GDPR)61. Approval of the abovementioned tools was obtained from the Data 

P ote tio  Offi e  DPO  of the U i e sit  of A ei o a d the GDP‘ s pi ot of the Depa t e t of 
Economics, Management, Industrial Engineering and Tourism (DEGEIT)62. 

The researcher was the only person with access to the recording and corresponding transcripts, 

as a a  of safegua di g all pa ti ipa ts  ide tities. All ele e ts ithi  the pa ti ipa ts  
a ou ts e.g., hotel/e plo e s  a es  that ould allow their direct or indirect identification 

 

61 Regulation on the protection of natural persons with regard to the processing of personal data and on the free 

movement of such data, which would be later formally implemented by National Law 58/2019 of 8 August 2019. 
62 Department to which the main investigator is affiliated. 
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by third parties were replaced by contextual information that would not hamper 

comprehension; for example, Grand Hotel would be replaced by 4* independent hotel, 74 

rooms. For this reason, full transcripts of the interviews were not enclosed in an appendix. 

Instead, a personal interpretation of the information collected is presented, complemented by 

short excerpts of the interviews, in the study findings. 

Phase I in-depth interviews took place in se e al setti gs, a o di g to the pa ti ipa ts  
availability, preference and geographical location, yet ensuring a safe and comfortable 

e i o e t fo  oth the esea he  a d the pa ti ipa ts: at the esea he s offi e, i  pu li  
spaces (such as coffee shops o  li a ies , at the i te ie ees  o kpla e he  the  had a ess 
to a p i ate oo  o  f o  the i te ie ees  ho es he   ideo all . Ke  i fo a t 
i te ie s i  Phase II took pla e i  the ke  i fo a ts  o k offi e, i  a p i ate eeti g oo  

or in semi-p i ate pla es e.g., hotel lo  a , a o di g to the i te ie ee s p efe e e, 
convenience and geographical location. At each meeting, only the participant/informant and the 

researcher were present. 

Confidentiality issues were also taken into consideration in instances when participants confided 

in the researcher specific events, perceptions or information which they wanted to share just to 

ensure a better understanding of their experiences or as justification for their decisions, yet to 

remain undisclosed. Despite knowing that the interview was being audio recorded, most 

participants still did share these thoughts during the conversation, while some preferred to 

comment only after the researcher confirmed that the recording was stopped. In either case, all 

confidences remained private and were not transcribed, although the researcher took them in 

consideration when contextualising and interpreting the data.   

Limitations 

As the ontological view of interpretivism tends to be subjective, research outcomes are affected 

 the esea he s  o  i te p etatio s, elief s ste s o  a s of the thi ki g. O e of the 
frequent criticisms to qualitative research is that it is contextual, idiosyncratic and often 

experiences difficulties in capturing the whole of behaviour (Davies, 2003). However, 

e og isi g that esea he s i g thei  su je ti it  thei  ie s, pe spe ti es, f a e o ks fo  
making sense of the world; their politics, their passions) into the research process, [should be] 

see  as a st e gth athe  tha  a eak ess  (Braun & Clarke, 2013, p. 24). The researcher 

interprets the patterns and meanings of the data in collaboration with the participants and 

creates an agenda for change or reform (Creswell, 2014). This is why, over the time, a stronger 

orientation toward the impact of qualitative research and its ability to transform the world has 

been thriving (Creswell & Poth, 2018). The challenge is, therefore, in engaging in social research 

that is reflexive, critically oriented, while still respectful of participants and their lived 

experiences at the same time.  

Concerning the strategy of inquiry, the researcher acknowledges that the definition of the 

groups of participants to be interviewed is somewhat unconventional. The choice for these three 

g oups  as ased o  thei  positio alit  i  hat the esea he  alled the la ou  a ket 
o ti uu  a o di g to the atu e of thei  elatio ship ith the hospitalit  se to , i.e., eithe  

these individuals were taking their first jobs in the sector after graduation (thus at the baseline 

of their careers in T&H), or if they were employed in a hotel at the present time, or if they have 
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voluntarily left the hotel sector (hence, withdrawing from their careers in T&H). Ideally, the 

researcher would prefer to interview the same subjects over time (Creswell & Poth, 2018), in 

three different moments of their careers – while being students, while working in the hospitality 

sector, and after deciding to leave – but too many constraints were likely to arise. Namely, the 

great difficulty in finding participants who would be willing to be interviewed three times (adding 

the risk of losing them over time), and the impossibility of predicting who would remain or who 

would leave the hospitality sector, without mentioning the extensive number of years that 

would be required and costs to be incurred to conduct such a research project (Ladkin, 1999). 

Longitudinal studies are often developed within the scope of broader, institutionally funded, 

commissioned projects e.g., O Lea  & Deega , . 

‘efe i g to life histo  o k , a te h i ue that has een considered relevant for the study of 

labour turnover and mobility, Ladkin (2004) also advocates that this type of techniques has the 

potential to fill some of the gaps around longitudinal perspectives. Instead of being based on a 

snapshot approach that addresses a single moment in time, such approaches can cover wider 

temporal frames based on memory. A similar assumptio  has o ie ted the esea he s hoi e 
fo  these th ee g oups of pa ti ipa ts, as this thesis is fu da e tall  ased o  pa ti ipa ts  
accounts and recollections of their present and past experiences while working in the hotel 

sector. Nevertheless, other limitations regarding such techniques may also be noted, which are 

also applicable in this thesis. One has to do with the fallibility of human memory and the issue 

of selective recall, which may raise concerns regarding the reliability of the data, as participants 

accounts may be biased towards certain events or experiences that have been of importance to 

them for reasons that may not be relevant for the purpose of the study, and leaving aside others 

that would (Ladkin, 1999). Other co e , highl  depe de t o  ho  lo g pa ti ipa ts  a ee s 
are or on how many career moves they may have taken, is related with error of recall, as people 

may not be likely to clearly remember all experiences over time (Ladkin, 1999).  

Mo eo e , still ega di g pa ti ipa ts  sele tio , so e espo de ts e e e uited f o  the 
esea he s pe so al a d/o  p ofessio al et o ks, ostl  due to the diffi ult  i  fi di gs 

eligible participants. Although it is acknowledged that this is not the most adequate option, due 

to the risk of social desirability bias (i.e., the tendency to respond in a way that is socially 

approved by the interviewer, or to conceal/fake certain perceptions and feelings to avoid 

criticism (King & Bruner, 2000)), the researcher felt that, by knowing her, participants were 

actually more keen to share their experiences and confided in her instances that have highly 

impacted their career pathways.  

Regarding data generation in Phase I, it should be noted that some interviews had to be 

conducted by web conferencing. The researcher privileged face-to-face meetings, but 

considering that participants from all over the country, all regions represented, were 

interviewed, it was not feasible to engage in physical travel. Some authors consider online 

interviews as different types of interview method, with particular strengths and weaknesses 

(Braun & Clarke, 2013), but after careful consideration and discussion, online interviews were 

o side ed a epta le su stitutes of the t aditio al  ethod. The decision to finally draw the 

line where data reaches saturation is not also consensually straightforward. By highly 

di e sif i g the pa ti ipa ts  p ofile, the esea he  t ied to a i ise the ep ese tati e ess 
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within each group of participants; however, this could also mean that some cases were too 

specific to yield convergency in cross-case comparisons.  

In Phase II, the biggest challenge was, as in any study involving expert opinion, to account for 

the influence that the background, experiences and biases of each informant exerts over the 

information they are providing (Clayton, 1997). Moreover, depending on the specific field of 

expertise of each informant, it is possible that some may lack knowledge or experience to 

comment on all topics included in the discussion.  

  

This chapter has presented the rationale for the adoption of a constructivist-interpretivist stance 

with a critical orientation, underpinning a qualitative, two phase multi-method design, and 

introduced the strategies and methods for data generation and analysis. The three chapters 

reporting the findings of such research process (Figure 5.23), interweaved with relevant 

literature that the identified themes have required, are presented thereafter, in  Part IV.  

 

 

Figure 5.23 | Structure of findings 

Source: Own construction 
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DATA ANALYSIS AND FINDINGS 
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6.   Career interests and choice: entering to a T&H career 

 

 

6.1  Introduction 

The provision of T&H dedicated Higher Education has grown significantly in recent years, both 

fuelling and being fuelled by a growing interest of young students in this professional area. 

Increased participation rates in Higher Education endow people with different expectations 

regarding their careers and future achievements and will consequently shape work-related 

attitudes and behaviours. 

As described in section 5.5.1, data generation in Phase I provided in-depth accounts of 56 

participants with dedicated T&H high-level qualifications on their career experiences and 

decisions. In this chapter, the processes of career decision-making and antecedents of career 

decisions of these graduates (Employees (EMP) and Leavers (LEA)) and undergraduates 

(Newcomers (NEW)) are examined.  

Although research focusing on T&H as career choice has gained attention, as described in section 

. , little is still k o  a out the i u sta es i  hi h g aduates  a ee  de isio s a e fo ed, 
and how these pre-entry decisions, expectations and experiences come to shape their career 

development in the T&H industry. This chapter is, therefore, specifically oriented to answer 

Research Question no. 1 – What moves individuals towards a degree and a career in T&H?  

The first and second parts of this chapter (sections 6.2 and 6.3) are devoted to the identification 

and analysis of the motivations underlying educational and career choice, expectations, and 

career aspirations of these highly educated individuals. The third part (section 6.4) addresses 

i te ie ees  pe eptio s of p epa ed ess fo  a o ki g life i  the T&H i dust , the i po ta e 
of on-the-jo  e pe ie e as a  esse tial pa t of the u i ulu  i  affe ti g stude ts  
preparedness, and the fundamental skill set fo  g aduates  e plo a ilit  a d su essful a ee  
in the industry. The major theories of career development, choice, and adjustment explored in 

se tio  . , togethe  ith V oo s E pe ta  theo , e e pa ti ula l  useful f a e o ks fo  
a better understanding of how career interests develop and of the processes and circumstances 

by which career and educational choices are made. 
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6.2  Preference and motivation to pursue a T&H career  

Seeing that nowadays, qualification is seen as a factor of individual well-being and social, 

economic, and cultural development, most participants assumed the enrolment in Higher 

Education studies as a natural path that precedes entry in the labour market. Despite holding a 

higher education degree is not a mandatory prerequisite for entry in the T&H field 

(notwithstanding its value within recruitment and promotion processes, which will be addressed 

later in section 8.5), T&H has become a popular choice amongst the youth. This growing interest 

of students for T&H dedicated qualifications over the last years is also indicative that the pool 

of qualified workers is increasing. 

Career choice and decision-making is a complex and multifaceted phenomenon that includes a 

variety of individual, developmental, social, and environmental variables. As postulated by 

career choice theories such as the Expectancy theory – which is not only about motivation, but 

also a out o upatio al a d o ga isatio al hoi e, e plai i g the p o ess u de l i g i di iduals  
choices (see section 4.3) –, occupations vary in their attractiveness to different people. Different 

individuals approach the career decision-making process in different ways. 

All three groups of research participants were asked to describe how their career interest and 

preference developed and how these came to shape the underlying process of choosing a 

university T&H-related degree and, consequently, a career in the industry. The analysis of the 

interviews identified three groups of motivations for enrolling in a university T&H-related degree 

and choosing a career in the T&H industry. As illustrated in Figure 6.1 and described as follows, 

esea h pa ti ipa ts  a ou ts di ide, al ost at a fifty-fifty relation, into those who perceived 

T&H as a high-employability sector and those who conceived a more idyllic and glamorous image 

of this occupation. 

 

 
Figure 6.1 | Motivations underlying educational and career choices  

Source: Own construction 

 

Although these t o sphe es la gel  eet ‘ a  a d De i s o eptualisatio  of i t i si  a d 
e t i si  oti atio , as p ese ted i  se tio  . . , these i di iduals  pe eptions of the reasons 
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why they chose a career in the area should not necessarily be viewed as dichotomous. A third 

di e sio  has also e e ged, as a esult of i te ie ees  a ou ts hi h pla e o e e phasis 
o  i di idual s ha a te isti s o  age  a d to hat extent these individuals believe that T&H 

industry can offer a work environment in which they can be happy in their jobs and careers. As 

hypothesised by Person-Environment fit theories, such as Holla d s Theo  of Vo atio al Choi e 
and Adjustment or Dawis a d Lof uist s Theo  of Wo k Adjust e t see se tio  . , personal 

attributes and interests are also important aspects in relation to job choice. 

 

6.2.1 The why: development of career interest  

Rational versus emotional thinking 

About half (n=27) of the esea h pa ti ipa ts  dis ou se o  the easo s a d i u sta es 
which made them decide for a career in T&H largely address intrinsic rewards and emotional 

elements. This idea was reinforced by Key-Informants (KEY) involved in this research, who seem 

to agree that most undergraduates and new entrants are mainly driven by what can be labelled 

of a o a ti ised  isio  of the i dust . Interacting with people, which includes meeting new 

people (especially from different nationalities and cultural backgrounds), enjoying being 

service/customer-o ie ted se i g a d helpi g people, o t i uti g to guests  happi ess a d 
well-being) and not having an office-job (namely not having a routine, monotonous job), is the 

most relevant reason underlying interviewees interest in a T&H career. According to Riley 

(2000), working with people is synonym of variety and unpredictability, as an opposite pole to 

the rigidity that a factory, for example, would impose. 

The opportunity to travel, to work in a foreign country, or to improve language skills – reasons 

commonly found in T&H literature (as seen in section 2.3) – were also mentioned but to a lesser 

extent. Similarly to the findings of Blomme, Van Rheede and Tromp (2009), the perception that 

hospitality is associated with an internatio al a ee  st o gl  shaped so e pa ti ipa ts  
perceptions when enrolling in a T&H- elated deg ee. This as, fo  e a ple, Ve a s EMP, 26 

years old63) first impression: hospitality is the most international work of all, and she would 

belong to a global community. The desire for travel as a career attribute was not found in this 

research as so significant as in previous studies (e.g., Robinson, Kralj, Solnet, Goh, & Callan, 2016) 

(only five mentions). This can be attributed to the fact that nowadays, young people already 

benefit of countless opportunities to travel independently. As previously referred in section 

4.3.3, Expectations and experiences in T&H, Generation Y (Millennials, who constitute 75% of 

the research participants in this study) are also found to highly value non-work time and do not 

want work to dominate their lives (Davidson et al., 2010; Wong & Ko, 2009) (see also Appendix 

VI for a brief overview on Generational traits and views of work). This may suggest that for many 

interviewees the desire to travel as part of work may not be very relevant, if this is already an 

important part of their non-work lives.  

 

63 Excerpts of parti ipa ts  a ou ts a e ide tified ith ea h pa ti ipa t s alias, t pe  of pa ti ipa t a o di g with 

the titles assigned to each group of interviewees as presented in Figures 5.15 (e.g., Employee) and 5.20 (e.g., HR 

Expert) in Chapter 5) and other characteristics that might be considered relevant to that given context or theme.  
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Some participants also got interested by the scope and diversity of subjects contained in most 

T&H curricula, such as History, History of Art, or Geography, which are typically evocative of a 

globalized culture. Barbara (EMP), who experienced working abroad at the beginning of her 

career journey, voiced a combination of some of these motivations:  

I believe I was attracted to this area by the fact that I love travelling. I like to discover 

new cities, new worlds. I de eitfull  thought: I lo e this a ea, I lo e t a elli g, I thi k 
I should graduate in Tourism so that I get the chance to work with people who are in 

ha o , the  a e happ  a d this is uite t ue he  ou deal ith tou ists, e k o  
we are dealing with people who are in a good mood and happy because they are 

travelling and on holidays. I get to know something new; I can connect to different 

people and different cultures. 

For Alexandra (NEW, North of Portugal), Barbara (EMP, North of Portugal), Marisa (EMP, Central 

Portugal) and Cecilia (LEA, Central Portugal), graduating in T&H was perceived as a first, 

important step to obtain know-how and other relevant resources to pursue the dream of 

running a small accommodation business (for Marisa and Cecilia in particular, this idea consisted 

of e o ati g a fa il  u al house . This o e tio  to the i te ie ees  egio s of o igi  as 
also emphasised by Xavier (EMP, General Manager), to whom working in hospitality was 

strongly associated with attachment to a given place and represented an opportunity for 

contributing to the region development as a tourist destination: 

I e had a  p oposals to o k a oad as ell as othe  pla es ithi  Po tugal, ut 
it was always my decision not to leave my Alentejo. I always believed I could make a 

career in this area, not having to leave the place where I live and where I am from. Up 

to now, this has been possible. The main reason is that I want to contribute to the 

Tourism development and growth of this region. I always believed that this region, 

sooner or later, would become an important tourist destination. 

One of the reasons that has not been commonly found in existing literature, but was mentioned 

by four interviewees, is the curiosity and fascination for the hospitalit  o ld . These 
participants, very likely influenced by their perceptions as guests themselves, expressed interest 

in knowing how hotels work, in understanding how service is organised, or in seeing the 

backstage of such glamorous businesses, as the next quotes reveal: 

I always liked to visit hotels and get to know how they are managed. To me, this was 

some sort of enigma. I think it is very interesting and way more complex than what 

people might think, I truly believe it is fascinating. (Alexandra, NEW) 

I always felt curious about how hotels worked and how the whole service was 

managed, and also the way that customer service was managed in such places. 

(Edgar, NEW) 

The other half (n=26) of research participants choosing a T&H career are found to be driven by 

perceived job opportunities and the propensity to obtain a job. References are made to 

Tourism as the most important economic sector in the future, in which a job and other extrinsic 

rewards (such as fast career progression) are guaranteed. The sector is described as employing 

many people, having great public visibility, and being mentioned in the media almost every day: 

either by the infrastructures that are being created, or by the number of hotel openings, or by 
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the growing number of tourists. I  Lu a d Adle s stud  ith T&H stude ts i  Chi a, the top 
reasons (for 50% of respondents) for pursuing a career in T&H were also the opportunities for 

employment and career development. For six research participants, coming from or studying in 

high tourism-oriented regions, such as the Algarve, Madeira or the Douro region, T&H became 

the most natural career choice. For the interviewees, all these factors are associated with a high 

job creation potential and many different jobs to choose from, hence increasing the chances of 

finding a job that fits each person. For some, this could mean either working for others or self-

employment opportunities:  

I always believed I would have many opportunities in this area, regardless of whether 

I would be working on my own or for somebody else. (Clarice, LEA, ex-Receptionist) 

As presented in section 2.2, career choice and development are largely conditioned to the 

structural opportunities of an industry, although it is individual agency which makes one 

pe so s a ee  different from others (Ladkin & Kichuk, 2017). Several participants also mention 

that this idea of wealth and variety of jobs is strongly conveyed not only by mainstream media, 

as also through social media: 

I think that the Media has contributed a lot. According to the news, Portugal is now a 

worldwide touristic spot, there are now even more tourists on the Portuguese streets. 

On social media, we get to see many posts marketing news hotels and many job 

opportunities, and this attracts people. There are also many types of jobs within the 

tourism industry: from hospitality to tourism entertainment or tourist guides, the 

prospects of finding a job after finishing my course were very attractive. (Marisa, EMP, 

Central Portugal) 

Pa ti ipa ts  pe eptio s, ho e e , appea  to ha e de eloped ithout a deepe  a al ti  
process. Only one interviewee, Eva (EMP, 21 years old), mentioned having sought information 

about employability rates from different Higher Education Institutions (HEI) offering T&H-

elated deg ees. The esea h pa ti ipa ts  otio  of e plo a ilit  is found not to meet their 

career goals (section 6.3), as it did not take into consideration the organisational levels in which 

most of these job opportunities are offered; this is something that they only became aware after 

starting their degrees and/or contacting with the labour market. Although this may suggest that 

these interviewees exhibit high career concern, by displaying attitudes of planfulness and 

optimism (Savickas, 2013), they may also be lacking career curiosity (see section 2.2, Career 

Construction Theory) and hence be developing unrealistic views of work in the industry 

(awareness of T&H job characteristics and potential career paths are further explored in section 

6.3.2).  

Most of the reasons for pursuing a T&H career that were identified across resear h pa ti ipa ts  
accounts largely meet those mentioned by other authors (e.g., Chuang & Dellmann-Jenkins, 

2010; Lu & Adler, 2009; Riley et al., 2002).  

Vocation and personal interests 

Perceiving hospitality work as a calling and an opportunity to make meaningful contributions to 

guests/customers or to the image of the country as a tourist destination, was also an important 
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driver into this educational and occupational domain for nine research participants, as the 

following quotes illustrate: 

There are people who were born to do certain things, such as a doctor or a fireman; I 

cannot tell whether I was born to do something else, the only thing I know is that there 

[in the hotel sector], I felt very comfortable, almost like a fish in the sea. (Clara, LEA) 

I like helping others and Hospitality allows me to do so. I know there are other jobs 

such as being a doctor or a fireman where I could help others; however, it was thanks 

to Hospitality that I was able to discover my passion. (Rafael, NEW) 

For Miguel (EMP, ‘e eptio ist , o e tha  just a jo , T&H is s o  of hospitalit , a t ait that 
characterises Portuguese people, and it goes beyond professional duties. For this reason, having 

the oppo tu it  to sho  the ou t s att a tio s to othe  people st o gl  o ed hi  to a ds 
a a ee  i  T&H. Passio  fo  hospitalit  o k  as a uite o o  e p essio  used i  
i te ie ees  dis ou se. As efe ed i  se tio  . , allo i g e plo ees to pe fo  meaningful 

jobs, which they believe to answer to their sense of calling, is an important form of recognition 

of their value. These arguments especially play an intrinsic motivational role, as postulated by 

Self-Determination Theory (that is, doing something because it is inherently satisfying) (section 

2.2). This suggests that intrinsically motivated individuals are more likely to exhibit a natural 

inclination toward assimilation, mastery, spontaneous interest, and exploration, through which 

career satisfaction and fulfilment is more likely to be achieved (Ryan & Deci, 2000b). In contrast 

ith Moo e  a d Ja eso s (2018) study, in which some participants expressed doubts about 

their suitability for a hospitality career, this is not the case here in this study, as even indecisive 

interviewees ended up pursuing a T&H degree for believing that there was a good fit between 

this occupational field and their personality and abilities, hence showing good levels of career 

confidence. 

The difference between performing service-work and servitude or servility is quite clear in these 

i te ie ees  i d. I  thei  opi io , hospitalit  o k does ot a  su h stig a, as thei  
accounts reveal. Most of the research participants, do recognise that this is not the image that 

society in general has of T&H jobs (an issue that is further explored in section 8.4). 

To me, the most noble job is the one where we can serve others and when we work in 

Hospitality it is amazing to see that we can actually leave a s ile o  ou  lie t s fa e. 
(Rafael, NEW) 

People who feel ashamed of serving others cannot work in Tourism and when we 

realize this, we must act promptly so that we can avoid a negative impact in the magic 

of the service. This is something we cannot explain in a context such as a job interview, 

but we can try passing the message that serving others is a mission. (Victor, EMP, 

General Manager) 

This set of motivations are also described by some research participants, as well as perceived by 

the researcher, as being linked to their personality traits/types, aptitudes, and abilities (meeting 

the concept of talent as characteristics of people (Gallardo-Gallardo et al., 2013), as presented 

in section 2.4.2). According to Holland s Theo  of Vo atio al Choi e a d Adjust e t se tio  
2.2), individuals can be described in terms of their resemblance to one or more personality 

types. I  li e ith the a o e e tio ed pa ti ipa ts  high i te est i  a a ee  that allo s the  
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to interact with people and helping people, it was not surprising that personality characteristics 

such as being sociable, communicative, friendly, empathic or a people-person were mentioned 

by 16 interviewees, as the following quotes exemplify: 

I think this has a lot to do with the way I am; I am a people-person, and this is an 

i dust  ade  people, fo  othe  people. I do t see self o ki g i  othe  
industries where you are supposed to work on your own. I love being part of a team. 

(Octavio, EMP) 

I feel very comfortable when it comes to dealing with people; I am friendly and easy 

to reach whenever someone tries to talk to me. For this reason, I cannot imagine 

myself doing anything else apart from working in the Tourism Industry. (Daniel, EMP) 

I always thought I related to this area, it was compatible with the way I am; nowadays 

I still think the same way. (Clarice, LEA) 

Co side i g Holla d s ‘IA“EC Pe so alit  a d E i o e t T pes, su h i di iduals fit i  the 
“o ial  t pe see Figure 6.2). Social types have a strong preference for activities that involve 

interacting with and helping people. Therefore, these individuals are often described as 

cooperative, helpful, empathic, kind, tactful, warm, sociable, and generous (Nauta, 2013). Most 

participants believe their personality is congenial to working in the T&H industry. Seven research 

participants also considered to have specific abilities to match T&H job requirements, such as 

problem-solving skills or having a knack for/being fluent in several languages. 

For Olivia (LEA, ex-Assistant Manager) and Octavio (EMP, General Manager), the choice for a 

T&H career was perceived as a natural outcome of their family life experiences and lifestyle, as 

their parents had jobs that involved frequent travel and living in other countries.  

 

6.2.2 The how: making educational and career choices 

Co t ol o e  a d o fide e i  o e s o atio al hoi e 

For most research participants, this career choice was made as young adults, after successfully 

completed Secondary Education, meeting the exploration phase in Career Development Theory 

(described in section 2.2), which Super (Super, 1957; Super et al., 1996) places between the age 

of 15 and 24, at the development stage of adolescence. It is during adolescence that the 

construction of the identity of the self occurs. It is in this transition stage that young adults are 

faced with a series of choices that set the stage for their future career directions. It is therefore 

not surprising that many participants refer being quite indecisive of their choice at that moment, 

as the quotes in Table 6.1 show. Many interviewees were quite indecisive (more than the double 

of those being certain) and for some of them, T&H was the most convenient, available option. 

This may be indicative of a lack of career control, often called career indecision, as 

conceptualised by Career Construction Theory (Savickas, 2013) (see section 2.2). 
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Figure 6.2 | Cha a te isti s of Holla d s ‘IA“EC Pe so alit  a d E i o e t T pes 

Source: Holland (1997) 

 

Fo  se e al easo s, i di idual s a tual hoi e of a  o upatio  a  e diffe e t f o  o e s 
preferences (Mitchell & Beach, 1976). Other studies have also found that, quite frequently, T&H 

deg ees a e ot stude ts  fi st hoi e (e.g., Lu & Adler, 2009). Some research participants (n=7) 

were frustrated in their intentions to enrol in their preferred fields for not having the minimum 

required final grades and had to think of an alternative option in a short period of time. Others, 

such as Clara (LEA) and Marisa (EMP), both Older Millennials, built their career plans in order to 

become teachers, but were confronted with potential negative scenarios, such as the rise of 

unemployment rates for this occupational group, mostly conveyed by the mainstream media, 

and saw in T&H a potential plan B (considering that T&H has proven to be one of the most 

resilient industries, by steadily growing despite economic downturns). 

This suggests that these graduates were not significantly committed to a hospitality career. 

Participants may have not been forming clear, either short or long-term, career goals, hence 

lacking plans or strategies of how to achieve their aspirations (as approached in section 2.3.2). 

This also evidences the strong influence that the – increasingly volatile and unpredictable – 

macro-economic environment has on career decisions. At the present time, one question 
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floating round the upcoming years is precisely the extent to which the Covid-19 pandemic will 

ha e o  u e t stude ts  hoi es, as Tou is  is one of the sectors most affected by the 

outbreak. 

 

Table 6.1 | Confidence and conviction when choosing a T&H university degree 

 

Source: Own construction 

 

On a more positive note, some interviewees enthusiastically referred not to have considered 

any other second option apart from T&H and revealed having more well-defined expectations 

and goals for their future professional lives (Table 6.1). Overall, 19 participants referred being 

quite certain of their choice for T&H studies. Some (n=5) even emphasised that their career 

choice was made some time before university, when enrolling in T&H dedicated Secondary 
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Professional Education64, therefore evidencing their certainty when pursuing their higher 

education studies in the same area. Curiously, Octavio (EMP, General Manager, 21 years in the 

Hotel industry), Claudia (NEW, Polytechnic HEI attendant) and Edgar (NEW, Polytechnic HEI 

attendant), referred that despite their willing in pursuing a T&H university degree, they chose a 

broader-scoped field for their Secondary-level studies, such as Socioeconomic Sciences. This 

choice seems to be aligned with their aspirations for an administrative/ management position 

(which Octavio, for example, came to occupy), thus been interpreted as a strategy aimed at 

reinforcing their management skills (more than technical skills). For Claudia, this was also to 

safeguard her options in case she would change her mind and get interested in other careers in 

the meanwhile, considering how young she was at the time of such choice. Such accounts 

e ide e ot o l  a ee  o t ol o e  the pa ti ipa ts  o atio al futu e, ut also a areer-

pla i g o ie tatio  that the esea he  o side s to e la ki g i  ost pa ti ipa ts  dis ou ses 
on their career interests and decisions. In fact, previous research suggests that career planning 

is an important factor in career development and advancement. 

It was also perceived that T&H was an attractive alternative for undergraduates who are 

unhappy with their university studies. This involves some risk-taking and if aligned with idealistic 

expectations may result in disillusionment (Mooney & Jameson, 2018). A significant number of 

research participants (Alexandra and Mario, NEW; Samuel, Victor, Manuel and Vera, EMPs; 

Martin, LEA) have started degrees in unrelated fields – such as Engineering, Computing or 

Graphic Design – and drop out on behalf of T&H-related studies, for considering that they had 

no sense of affinity with those fields of study. Manuel (EMP, General Manager, seven years in 

the Hotel industry) explained how such change came about: 

My father was an Engineer and so I followed his footsteps and graduated in Electrical 

Engineering and Computing. However, I always felt that hospitality defined me; I am 

a very sociable and communicative person and for that reason I decided to join [a 

stude ts ] asso iatio , he e I sta ted o ga isi g all so ts of e e ts. [I thi k] this as 
the place where I discovered my passion for Hotel Management. 

This suggests that displaying curiosity in exploring possible selves and future scenarios, can 

contribute to increased career adaptability (Savickas, 2013). However, only one participant 

(George, NEW, Polytechnic HEI attendant) mentioned to have looked for occupational 

information (i.e., talking to someone employed in the field of interest), by talking to the 

grandparents of a friend who own an independent hotel. 

Similar findings are also presented by Mooney and Jameson (2018), hose stud s pa ti ipa ts 
have enrolled in a different degree before deciding for T&H instead; for some of them, the 

change happened after they contacted with hospitality work and enjoying the experience. A 

significant number of research participants in this thesis have gone through a comparable 

process, as they explained to have taken some part-time, casual and/or summer jobs – from 

restaurants (n=13) to tourist recreational activities, local accommodation services (for example, 

check-in guests in guest houses and B&Bs) and transfer services –, and these experiences ended 

 

64 In Portugal, Professional Studies are one of the branches of Secondary Education which favour a more practical 

approach, organised by training modules, and highly centred in a technical component which includes compulsory 

workplace training. Tourism and Leisure and Hotels and Restaurants are two of the 39 available educational fields 

(ANQEP, 2019).  



 227 

up arousing their interest for hospitality and inspiring their career choice. This is also indicative 

that being aware of T&H job characteristics prior to educational choice, can positively contribute 

to more informed decisions, as well as to the definition of more clear career goals. 

Co side i g the o e t of a ee  hoi e ithi  the esea h pa ti ipa ts  lifespa , Miguel 38 

years old, two years in the Hotel industry) was an interesting exception. Miguel enrolled in T&H 

university studies after deciding to give up on a 15-year career in a completely unrelated field 

(as company owner), to pursue the dream of working in a hospitality-related innovative 

business. This means that, as also envisioned by Career Development Theory (section 2.2), 

Miguel had to go through the stages of exploration and establishment all over again; according 

to him, his previous business provided him with a safe and comfortable position that allowed to 

make such transition at his current life stage (late 30s, married, father of one young child).  

Vocational guidance/educational counselling was barely mentioned, with very few references 

made to being engaged in educational/career counselling activities. Amanda (LEA, ex-Assistant 

Manager, 16 years in the Hotel industry) recalls that she was first introduced to this career 

option by the counselling service at her school: 

I remember visiting the Psychology Office and I was told, after the tests, that I could 

do anything, especially languages and dealing with people. At the time, I thought they 

would suggest a degree on Translation or something, until a teacher gave me a 

ooklet, a d sudde l  I as i  lo e. This is hat I a t . 

This aptitude for foreig  la guages also dete i ed Oli ia s LEA, ex-Assistant Manager, seven 

years in the Hotel industry) test results – as she speaks five languages –, which pointed T&H as 

a proper fit. For Laura (LEA, ex-Assistant F&B Manager, 10 years in the Hotel industry), being a 

people pe so  a d p edisposed fo  etail sales a d usto e  se i e, eighted he  test s o es 
to a ds the T&H se to . I  A elia s EMP, Receptionist, three years in the Hotel industry) 

opinion, who also used counselling services, these standard tests cannot fully capture aptitude 

and vocation and result in insufficient, relevant counselling. Career counselling services have 

gained wide acceptance in Portugal over the last decades but, mostly due to economic and 

financial restrictions, the number of counselling professionals falls short in responding to the 

demands. By granting schools more autonomy, current public policies on educational and career 

guidance leave this matter subject to the vision and orientation of each school, which means 

that a significant number of students do not receive relevant support regarding education-to-

work transition and career development (Duarte, Paixão, & Lima, 2007; Taveira, 2017). 

Some research participants have also highlighted parental influence on career interests and/or 

advice – both positively and negatively directed – on their career decisions. Having parents 

working in the industry resulted in a clear leaning towards a career in the sector, which can be 

interpreted as a form of career modelling (Turner, Alliman-Brissett, Lapan, Udipi, & Ergun, 2003). 

For Daniel (EMP, Hotel Subdirector, 15 years in the Hotel industry), for example, this family 

connection goes beyond more than one generation, as both his father and grandfather were 

hotel employees in the Madeira island, and he feels that growing up while spending his after-

s hool hou s ith the  la gel  i flue ed his i te est fo  the Hotel i dust . Celeste s EMP, 

General Manager) parents were actually owners of a small independent hotel, but although this 

early and close connection has shaped her interest for the industry, Celeste did all her career 

jou e  i  e o ed i te atio al hotel g oups a d as e e  e plo ed i  he  pa e ts  hotel. 



 228 

Although some studies (e.g., Chuang & Dellmann-Jenkins, 2010) refer to the influence of friends 

o  tea he s o  a ee  hoi e, su h efe e es e e ot fou d i  esea h pa ti ipa ts  a ou ts. 

Ve  fe  i te ie ees e tio ed pa e ts  ad i e o  suppo t o  la k of  th ough thei  a ee  
decision process. Coming from socially disadvantaged backgrounds is suggested to be linked to 

less fa il  guida e. Pa e ts  edu atio  a d fa il  i o e ofte  i o  stude ts  so ial a d 
family background and previous studies (e.g., Akareem & Hossain, 2016) have shown that 

students who come from higher income families, as well as those who have higher educated 

parents, are more likely to place higher expectations in education quality, which influence career 

outcome expectations. These students and their parents are found to understand the long-term 

effect of their learning and the challenges of a globalised labour market more easily, and to 

exhibit a boundaryless career orientation. Vera (EMP,  ea s old, Maste s deg ee) mentioned, 

more than one time, the decisive role of her father in her choices: 

By the time I had to decide what university degree I should take, it was important to 

my father that whatever my choice would be – even if it was an Arts related degree – 

it should be one with good career prospects, moneywise. For this reason, I chose 

G aphi  Desig , hi h tu ed out to e a uite f ust ati g hoi e. …  This was when 

my father advised me to focus on my strongest skills. I am fluent in various languages 

and so I started thinking of careers where I could put into practice my knowledge, but 

Translation was not even a possibility.  

For Virginia and Amanda (both Leavers, who have graduated in the late 90s and kept connected 

to the broader Tourism sector), the choice for T&H dedicated studies was not well received by 

thei  pa e ts, ho o side ed thei  a ade i  top pe fo a e o th  of a more traditional 

deg ee. Fo  oth these o e , thei  pa e ts  de isio  ot to pa  fo  thei  tuitio  fees – 

therefore, depriving them of instrumental assistance – did not dissuade them and both took 

part-time jobs while studying to prove how determined they were about their choice, thus 

revealing extremely control over their vocational future. Although no differences were identified 

i  pa ti ipa ts  a ou ts that a  e i di ati e of diffe e tiated pa e tal ad i e a d suppo t 
based on their gender, Raque-Bogdan, Klingaman, Martin and Lucas (2013) found that women 

actually perceive more career-related emotional support from parents than did men (despite 

they also perceive higher educational and career barriers). However, this particular study was 

not conducted with T&H undergraduates (with STEM students instead), and in this thesis, it was 

fou d that pa e ts  opi io  a d su se ue t suppo t is epo ted to e o e likel  i flue ed  
the image and status of T&H careers (section 8.4), than by their concern for gender-typing of 

a ee s. This does ot e lude pa e ts  pote tial p e-conceptions of T&H as an appropriated or 

unappropriated career choice for women. 

Accessibility and ease of entry 

T&H attractiveness in recruitment, which can be placed towards the industry as a whole or 

towards particular attributes of a given job within the industry, has both the power to attract 

suitable people and the power to deter these and attract the unsuitable, and its closely tied both 

to the notions of image (as seen in section 2.3.1; sub-section The image and status of hospitality 

work) and accessibility. As also seen in section 2.3.2 with regards to the accessibility of T&H 

occupations, although ease of access is mostly addressed in the literature as the T&H industry 
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openness to employ individuals with low skills or non-relevant skills, in this study, ease of access 

is analysed in reference to T&H as an educational choice. 

For seven research participants, a T&H degree was associated to ease of access, as their choice 

was based on their university entry exam grade, a motive which has also been identified by 

previous studies (e.g., Farmaki, 2018). As mentioned before, for some participants, T&H became 

a second choice when they were unable to enrol in their preferred degree. In some instances, 

T&H was the first option, but the choice for a given Higher Education Institution (which have 

different entrance requirements, especially if they are public or private institutions) or for a 

specific degree depended on ease of access, as Rafael (NEW, Polytechnic HEI attendant) 

explained: 

The decision for this degree, which turned out to be my first option, was somewhat 

conditioned by the fact that Hotel Management required a higher classification in 

order to be accepted into university. Furthermore, I also thought that by choosing 

Tourism Activities Management, I would have the chance to expand my range of 

knowledge and would be able to learn more about other areas such as Economics and 

Accounting. 

Accessibility offers opportunity but simultaneously devalues an occupation, as the ease or 

difficulty of access affects the social and economic value placed on the occupation (Szivas et al., 

2003). This li e of a gu e t ould e suppo ted  Hu a  Capital Theo  i  hi h people 
seek rewards from occupations that are appropriate to the personal investment that has been 

ade i  se u i g k o ledge a d skill , a d, so, eas  a ess, fo  e a ple, a  ean that low 

value is placed on the occupation (M. Riley et al., 2002, p. 19). Some interviewees share the view 

that low entrance requirements for T&H-related degrees do not benefit the industry image and 

status, as prospective students may see it as the easiest path for obtaining a university degree. 

In their opinion, increasing such requirements could be a way to screen only the best students, 

he e pote tiall  p odu i g  highe  ualit  g aduates fo  the i dust . Geo ge NEW, 

Polytechnic HEI attendant), Abel (NEW, Polytechnic HEI attendant) and Eva (EMP, Polytechnic 

HEI graduate) were all looking for a degree in which Mathematics was not part of the curricula, 

although this seems somewhat inconsistent with their ambitions to pursue a Management-

related degree, such as George mentioned: 

I had always known that Management was what I wanted to do; Hotel Management 

was a recent decision. I am not very good when it comes to Maths, and when I realised 

that almost 90% of the Management-related courses required strong knowledge skills 

in Maths, I began to have doubts about what to do.  

I  Cla a s LEA, ex-Assistant Manager, University HEI graduate  a d Ma io s NEW, Polytechnic 

HEI attendant) opinion, a highly Mathematic-based curriculum is precisely what endows 

students of good business management skills and competencies. 

 



 230 

6.3  Career expectations and aspirations 

As described in section 4.3.3, pre-entry expectations refer to the expectations formed by 

prospective employees before organisational entry. In this study, this type of expectations is 

interpreted as those formed prior entrance in the labour market in general, typically while 

completing their studies programme. The role of expectations is both relevant for motivation – 

as postulated by process theo ies of oti atio , su h as V oo s E pe ta  Theo  see se tio  
4.3) –, and for perceptions of congruence, match or fit – as hypothesised by Person-Environment 

fit theories, such as Holla d s Theo  of Vo atio al Choi e a d Adjust e t o  Da is a d 
Lofquist s Theo  of Wo k Adjust e t see se tio  . . 

Choosing a career is a matter of balancing what one considers to be important, with what they 

e pe t f o  a a ee . Ca ee  aspi atio s easu e the st e gth of a  i di idual s i te tio  a d 
his/her ability to organise, initiate and carry out the course of actions required to achieve 

pe so al goals a d ake a ee  de isio s  (Nachmias & Walmsley, 2015, p. 52). Hence, research 

participants were asked to describe their career goals both on the short-term, i.e., desired 

positions and/or achievements after graduation (or perceived as acceptable), and on the long-

term, referring to career ambitions and end goals. 

Many research participants expressed their preference for back-of-the-house jobs, which is 

found to be somewhat inconsistent with their argument of enjoying interacting with people as 

an important reason to pursue a T&H job. This is believed to be associated on the one hand with 

the gla o ous  i age that is f e ue tl  o e ed of so e T&H jo s a d, o  the othe  ha d, 
with the ambition of reaching a management-related position. Most Key-Informants agree that 

so e jo  positio s a e pa ti ula l  att a ti e. “e  jo  positio s  as a f e ue tl  used 
expression to describe positions such as Guest Relations, Lobby Ambassador, Sales Executive or 

Revenue Management, which are typically attractive for new entrants, such as Bruno (EMP, 

General Manager), who teaches in a Polytechnic HEI, states: 

About 95% of the students have said that when they finish their degree they would 

like to get a Guest ‘elatio s o  “ales Depa t e t jo  positio , hi h a e se ie  
p ofessio s LLL . I asked, hat a out the othe s – the big – depa t e ts? ; Oh 
Miste , that s o i g a d it's e sla e e t, it s al ead  e ough that e ha e to do 
internships for free [they said]. 

Abel (NEW, 20 years old) seems to share the opinion of these fellow students, describing 

operational work as menial in comparison with more strategic management and planning 

positions, which he believes to better match the expectations of a prospective employee with 

higher formal qualifications: 

With a deg ee, I d athe  o k i  the “ales Depa t e t i stead of o ki g as a 
e eptio ist, e e  if I as paid the sa e. It s a diffe e t ki d of o k, a d if e e 

good at it we might have a different value for the hotel, whereas anyone can be a 

receptionist. 

Three other research participants, Hugo (EMP, Polytechnic HEI attendant), Leonardo (NEW, 

Polytechnic HEI attendant) and Veronica (LEA, ex-Receptionist), stressed having built their 

expectations based on their university-level qualifications. As much of T&H work is frequently 
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described as low-skilled, de a di g fe , of a , o eptual o  k o ledge-d i e  att i utes  
(Baum, 2008, p. 721), majoring in T&H was perceived by these interviewees as a valuable 

opportunity to reach a supervisory position. In their opinion, investing in a T&H degree would 

be indicative of their ambitions and a distinctive element in their CVs. 

 

6.3.1 Per ei ed jo  status a d the Ge eral Ma ager  ideal 

As the sector encompasses a wide range of activities, the image of T&H as an employer may 

differ among different jobs, and occupations with higher pay levels and better working 

conditions can be found. As previously noted in section 2.3.1, ((Un)clear career routes), in the 

hotel sector, for example, managers and supervisors enjoy an improved status (partly due to the 

development of vocational education and training) when compared to lower level jobs (M. Riley 

et al., 2002). Research participants  a ou ts suggest that stude ts a e highl  att a ted to the 
professional prestige/high status of certain job positions, higher job discretion/autonomy and 

opportunities to take on more challenging roles and responsibilities. As seen in section 3.4, 

increased challenge and responsibility are typically associated with supervisory or managerial 

positions, higher status and higher levels of pay. Considering these interviewees overall 

discourses, they seem to be disregarding potential downsides (see also section 7.2.3, Promotion 

and opportunities for advancement). In particular, individuals in top management positions face 

long and irregular working hours, work under pressure to meet budgetary and timeframe 

targets, and are responsible for coordinating work teams, for example. As for Sales and Events 

Executives/ Managers, which was found to be a popular desired occupation, they are expected 

to be endowed of strong sales orientation and negotiation skills, which can be challenging. 

Interestingly, interviewees who reveal preference for these job positions have not included such 

t pes of skills a d o pete es i  thei  list  of iti al skills to su eed i  the T&H i dust  this 
issue is further discussed in section 6.3.3). 

Five interviewees did not show preference for specific job positions, but emphasised that 

opportunities for advancement, development, and growth were at the core of their set of 

expectations when initiating their career in T&H. Although other participants may have not 

verbalised this type of expectations, many came to later refer that feeling stagnant would 

become a significant source of disillusionment with T&H work (see section 7.2.3). Except for 

Rafael (NEW, 19 years old), who comes from a modest family, and Leonardo (NEW, 23 years old), 

no references were made regarding expectations with remuneration. Leonardo states that 

higher pay is an important drive of his progression ambitions, while Rafael believes that only a 

leadership position can provide him with the possibility of a comfortable living (mostly related 

with the pursuit of a desirable lifestyle than with a breadwinner model). 

The position of General Manager is widely seen in the industry as a target job (Ladkin & 

Juwaheer, 2000; Ladkin & Kichuk, 2017), although in more complex structures (typically 

international hotel groups) other positions with identical or higher status can be found (e.g., 

Area General Manager, Cluster Manager, Hotel Director of Operations). This widespread 

preference for the General Manager occupation can be due to the somewhat structured career 

trajectory, with an easily observable developmental hierarchy. General Management and Sales 

and Marketing are the two most consensual target areas of activity within the hotel structure; 
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so e e a ples of ho  appeali g these jo s a e to the stud s i te ie ees a e p ese ted i  
Figure 6.3. Bruno (EMP, 43 years old, nine years in the Hotel industry and seven as General 

Manager) and Manuel (EMP, 32 years old, seven years in the industry and one as General 

Manager) also shared this ambition and clearly defined their career roles upon graduation. Both 

told their parents they would become Hotel General Managers by the age of 40 and 35, 

respectively, and so they did. According to Adele and Juwaheer (2000) defining an approximate 

time to reach a target job is an important factor in career planning. 

 

 
Figure 6.3 | Occupational expectations 

Source: Own construction  

 

To a lesser extent, Assistant General Management, Human Resources, Public Relations, 

Purchase and Revenue Management, are also mentioned by research participants. For most of 

these departments, job descriptions contemplate skills and competencies which are transversal 

to other professional areas (see also section 6.3.2), which can be indicative of higher competition 

for the same entry-level management positions. 

 

6.3.2 Awareness of T&H working characteristics and (un)realistic expectations 

Employers often assign the hassles of education-to-work t a sitio  to e  e t a ts  u ealisti  
expectations. However, as this section shows, the majority of the participants in this study seem 

to be aware and knowledgeable of the T&H industry norms, work characteristics and operating 
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modes. Although, as presented in section 6.2.2, a significant number of participants were 

indecisive about their career choice, this is not considered to definitively set their expectations 

toward their future careers in the industry, as needs and expectations are not crystallised and 

develop over time. Furthermore, both their study programmes, educators, and internships 

(which means that their hosting organisations take their share of responsibility) play a significant 

role in the formation of pre-entry expectations. Providing a realistic picture (which means both 

positive and negative information) of their future employment situation, a notion that lies at 

o e of ealisti  jo  p e ie s des i ed i  se tio  . . , is pi otal i  le elli g u de g aduates  
expectations, especially during the course of the psychological contract formation. 

There is a widespread perception that newcomers bring unrealistic high expectations for their 

first jobs, believing they will be offered a Hotel General Manager position upon graduation (also 

perceived from preliminary research (described in section 5.5), informal conversations with 

several players of the industry, and literature review (e.g., Lefever & Withiam, 1998; Richardson, 

2008, 2009; Wanous et al., 1992), as the quotes in Table 6.2 exemplify. 

 

Table 6.2 | Unrealistic vs. Realistic expectations 

 
Source: Own construction  
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Despite the ambition of reaching such type of positions, none of the research participants 

demonstrated to expect to progress straight into a hotel – general or other – management role. 

Many participants clearly expressed being aware that such position is not available for recent 

graduates and to know that they are expected to conform with hospitality career norms. This 

ea s sta ti g at the otto  a d g aduall  ake thei  p og ess all the a  th ough diffe e t 
functional levels. Most interviewees anticipate having to go up the professional ladder: 

No doubt I would like to move up to a management position, the management of the 

F&B department for example, or the management of the hotel itself – but I know 

that s ha de , it takes a lot of years to get to General Manager –  or even Reception 

Ma age . I do t see self as a aite  o  a te de , it s ot hat ould keep e 
motivated for the future. But I know I might have to be there too because I also believe 

we should try a bit of everything, so we can be more competent managers in the 

futu e. A d if e do t follo  that path, e ight lose e  i po ta t lesso s. ‘afael, 
NEW) 

I  hospitalit , o e a t a age a o e ithout the k o ledge of the o k o e is 
a agi g, that s h  it is very hard to jump ranks or progress in the career. Therefore, 

to be F&B supervisor, we probably must start off as a waiter or bartender, a lower 

a k so e a  u de sta d ho  the ope atio  o ks a d ho  e a  o e see it. That s 
h  I  e pe ti g to ove up slowly. (George, NEW) 

These accounts exemplify that occupying operational roles is not negatively perceived by 

newcomers. This is rather interpreted as part of a wider training process that will endow them 

with the necessary competencies for their advancement in the hierarchical structure that 

typifies hotel companies. Other studies (e.g., Jiang & Alexakis, 2017) have also verified that 

knowledge of the hospitality industry is one of the top three important knowledge/skills that 

students perceived as valued by the industry, which may contribute to the formation of more 

informed, realistic expectations. This is considered quite positive in comparison with results 

f o  p e ious studies, su h as ‘i ha dso s (2008), in which undergraduates expected to be 

offered positions such as Trainee Manager (27.1%), Assistant Manager (17.6%), Supervisor 

(16.5%) or Department Manager (15.2%) upon graduation. Only 10.6% expected a frontline job 

position. Nevertheless, only 28.6% considered to be well or very well qualified to assume an 

Assistant Manager position.  

Overall, the number of interviewees whose views of the industry can be interpreted as accurate 

and realistic largely surpass those mirroring an over-inflated vision of hospitality work, as the 

quotes in Table 6.2 also illustrate. But although many participants consider to be, to some 

extent, informed about the reality of working in the sector, they recognise that only after 

starting to work they clearly understood some of the implications. Most of them did not 

anticipate the physical and emotional demands that many job positions would hold, especially 

those involving frequent customer interaction, as the following quotes reveal: 

I think they [students] cannot imagine hat it s like. “tude ts ha e a ge e al 
perception as I did, but only when I started working I realised how it would actually 

be. (Angelo, EMP, Receptionist, Working student) 

I think they [the teachers] mentioned several times how it would be working in 

hospitalit  a d I did t take it se iousl  LLL . A d I o l  eall  oti ed hat the ealit  
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was once I was in the job market. I had a high-le el otio . Ma e it s ot that I as 't 
ready, it's that I had the expectation it could be different. (Eva, EMP, Receptionist) 

Consequently, almost all interviewees who occupy top management positions emphasise the 

important role of HEI, not only in providing students with the necessary skills and competencies 

to enter the labour market, but also in shaping and managing their expectations as more 

accurately and realistically as possible: 

I thi k it s esse tial that people do t eate false e pe tatio s a out the jo  a ket. 
And I think schools have a very important role here. Schools must let students know 

the  o t be in General Management roles right after graduation. Back then when I 

was in school, they would tell us we could be Hotel General Managers after finishing 

the degree, but I never believed it. (Octavio, EMP, General Manager) 

A matter of timing and persistence 

Following the notion of outcome expectations, as both the intrinsic and extrinsic rewards that 

career choices and goals are based on (Lent et al., 1994) (section 2.2), it was perceived that 

although research participants did not expect a management role upon graduation, they did 

expect that holding a university degree would give them with a competitive advantage, 

positioning them as good candidates once progression opportunities came up and/or ensuring 

them faster progression.  

Individuals have different expectations and levels of confidence about what they are capable of 

achieving, and the young graduates seem particularly tenacious about working under extreme, 

less desirable conditions if they believe in the long-term prospects that such job can offer (Nair 

et al., 2017). Cecilia (LEA, ex-Waiter, 25 years old when leaving the industry) reinforced this idea, 

by stressing that although both teachers and older co-workers a ed  he  a out the high 
demands of hospitality work, the youth is not easily persuaded: 

We ha e ee  a ed, that s a fa t. All ou  tea he s ould tell us it as a az  life. 
We had school mates, working and studying at the same time, and they would say: 

this is a az  life, do t thi k it is i e , ut e al a s e ellish thi gs. We al a s 
i agi e thi gs ill e diffe e t he  e get the e ut it s ot e a tl  like that. I a t 
say it was a shock, but it was a bit different than what I was expecting.  

This can also potentially explain why the T&H field remains so attractive to many young people, 

despite the general awareness of low salaries, no regular working hours and need to start with 

lowest positions. Similarly to the findings of Nair et al. (2017), many research participants were 

keen to work hard and make sacrifices holding on to better career prospects. Several 

interviewees believe that many promotion opportunities do exist, and recognition is possible, 

as long as one keeps perseverance and focus.  

If this is eall  hat e a t, it s only a matter of time until we succeed. (Rafael, NEW, 

19 years old) 

O e has to e a aila le; o e eeds to e o itted. It s like ou  tea he s sa , du i g 
Ch ist as, hile othe s a e ith thei  fa ilies e ll p o a l  e o ki g. A d fo  that 
you need availability, you need to like it, and you need the will to do it. Teachers have 

al a s told us it o t e as e e e pe ti g it to e, that e ll ha e to o k ha d, 
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that p o a l  ou  o k o t e app e iated. But, deep do , I still thi k it ill e 
worth it. (Alexandra, NEW, 21 years old) 

This type of testimonies was, therefore, interpreted not as revealing mismatched expectations, 

but rather as revealing confidence on future outcomes as a consequence of effort and 

investment expended. One of the Key-Informants involved in this study (Organisational 

Behaviour (OB) Expert) reinforces this idea that undergraduates are generally aware that will be 

assigned entry-level, operational positions and a greater effort will be required to climb the 

organisational ladder and progress in their careers. Xavier (EMP, General Manager, 25 years in 

the Hotel industry) belies that this is due to the limited number of vacancies for middle and top-

management positions, as compared to operational levels. Although most Higher Education 

programmes have management, knowledge-oriented curricula, and focus on preparing students 

for management positions, undergraduates are hardly perceived as fit to occupy such positions, 

when available:  

While starting low, be it prepping rooms, attending the Reception, or another lower-

le el positio , e a t keep the  oti ated e ough to sta  o itted ith this 
i dust . It s also a atte  of ti e: o ada s people thi k the ll ea h the top 
rapidly, and by rapidly I mean 6 months to a year, but it will effectively take more than 

that. That is why we must tell them the truth and explain that the path may be longer. 

(Xavier) 

Exceptions were assigned to hotel consortia and chained-brand hotels, as these organisations 

have more structured career routes, foster intra-organisational mobility are more likely to have 

career-oriented HR management practices (such as career development plans), hence being 

able to offer slightly more positive progression perspectives (Nachmias & Walmsley, 2015). As 

most hotel chains have long-term expansion plans, some authors posit that employees can 

advantage of the high turnover rates, as the hospitality industry offers opportunities to move 

up into a leadership role as no other industry does (Walsh et al., 2011). As a result of their 

dimension, these groups benefit of special commercial positioning and notoriety, which 

influences public perception not only of their service quality, but also as employers-of-choice. 

Within the literature about talent management, as seen in section 2.3.2 and 2.4, the concepts 

of employer-of-choice and employer brand/branding have gain visibility over the last decades, 

precisely because employees want to work for the best employers and organisations strive to 

be recognised by current and prospective employees as desirable places to work. This also 

suggests that despite the changes in employment relations and the emergence of new career 

concepts, most research participants still hold a traditional view of the graduate labour market.  

This may explain the short-term career goals that some interviewees have shared, exhibiting 

their preference for joining a hotel chain early in their careers. Curiously, despite the 

predominance of small businesses in the T&H industry, no intentions of working in these 

organisations were expressed. Emilia (NEW) and Edgar (NEW) have strategically looked for 

internships in national and international hotel groups, respectively. They believe that being 

familiar with the service and work standards would give them a competitive advantage when 

applying for a job in any of the hotels of the group.  

Other Key-Informants are also of the opinion that career progression will not happen in the 

timings most new entrant have in mind. The challenge is, therefore, in managing their ambitions 
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and career goals and keep them motivated while promotion opportunities do not arise. The 

availability of T&H dedicated qualifications (i.e., the growing number of study programmes and 

diversity of degrees within this field and directed at the industry) is a positive sign that most 

e plo ees ill ot ha e to follo  the t aditio al  p og essio  p o ess that ha a te ises 
hospitality careers, all the way from operational levels to top management. This has also 

i eased e o e s  e pe tatio s to a ds the speed of progression in the industry. This can 

also be interpreted as a generational phenomenon (particularly for Millennials and Gen Zs), as 

stated by Major Employer 01 (KEY): 

The e s othi g o g a out a itio , ut that s ot the sa e as isi g fa  too 
qui kl , a d ou a t e disappoi ted if   ea s old ou e ot i  ha ge of 
so ethi g. I do t thi k it is idesp ead, it s a ge e atio al a d i u sta tial t e d 
a d like e e thi g i  ou  li es it s faste  o . That also a ele ated ou  eage ess to 

get to the next stage. Before there was the expectation of reaching the top of our 

a ee s at , a d that s possi le ea lie  o . ...  No ada s the e a e Ge e al 
Managers with 30 years old and Assistant Managers with 20 years old, recent 

graduates who did t follo  a t aditio al a ee  path. Ve  ofte  e fi d Ge e al 
Managers and Assistant Managers who are supervising Front-desk Supervisors or 

Chefs ho a e u h olde . It s ot st aightfo a d that o l  ith a -year old wide 

o k e pe ie e ou ll get there. 

Millennials are found in several studies to have prospects of rapid career advancement (e.g., Ng, 

Schweitzer, & Lyons, 2010; Richardson, 2010). This progression is often suggested to be 

e pe ted i  e ha ge of i i al effo t, due to Mille ials  e essi e pa pe i g as hild e , o  
to their ambitious and impatient nature (Ng et al., 2010). However, as described in the beginning 

of this section, most research participants are well aware of all the effort, hard work, and 

resilience that a T&H career requires, hence not being compliant with this image of Generation 

Y. 

The right balance between arrogance, ambition, and humility 

Some research participants, in particular those who occupy top-management positions, also 

highlight the relevance of a specific character trait or virtue in prospective employees entering 

the workforce: humility.  

Humility is a socially defined virtue that consists in the willingness to view oneself accurately 

through interactions with others. Vera and Rodriguez-Lopez (2004) define it as a down-to-earth 

pe spe ti e of o eself a d of the e e ts a d elatio ships i  o e s life. It is p e isel  this do -

to-earth perspective that these interviewees consider to be lacking in some of the graduates 

and/or undergraduates who join their organisations as employees or trainees. Humility and 

willingness to learn are also suggested to be largely determined by parental education and 

family background.  

Octavio (EMP, General Manager) considers that humility should not be mistaken with lack of 

a itio  o  la k of o fide e, ut the la k of it a  e la gel  i flue i g a didates  
expectations, defrauding them. Julia (LEA, ex-General Manager) mentioned that humility and 

ope ess to e pe ie e ould highl  e efit e  e t a t s i teg atio  i  the la ou  a ket. 
Both Laura and Octavio also believe that such overconfident, arrogant attitude is related with 
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holding a Higher Education degree (combined with the awareness that many employees at the 

company do not have the same formal qualifications):  

They show up demanding to earn X ((a certain amount of money)) right away. And 

do t get e o g, do t thi k that I a t to e ploit people. I just thi k that the e is 
timing for everything in life, and one cannot expect to start from scratch, with zero 

knowledge, while wanting to earn the same as people who might not hold a degree 

ut ha e gai ed the life deg ee . A d it ould ake e a ad a age  if I did t 
defend the latter. So, I think that, regardless of whether or not the person holds a 

degree, he or she gets here and is equal to others; when holding a degree, however, 

one has – I would say – almost a duty and a responsibility to stand out from the others, 

for ob ious easo s. If the  do t, it s that pe so s p o le . O ta io, EMP, Ge e al 
Manager) 

In the OB Expert s KEY, ho also tea hes i  a HEI  opi io , this u de i es e  e t a ts  futu e 
opportunities, as many undergraduates do not see the educational benefit that some 

job/training experiences can provide them (see also section 6.4.2).  

An interesting, opposite view was also presented by Vera (EMP, 26 years old, Reservations clerk). 

After reflecting upon her career initiation, Vera came to conclude that her initial low-

expectations and reduced self-esteem constrained her early-career job opportunities. Vera does 

not consider lacking self-confidence, nor exhibiting a passive attitude; she thought that realistic 

expectations would necessarily have to be low expectations. Literature on women and work has 

shown that in comparison to men, women tend to show lower self-confidence in on their ability 

to thrive at work, less ambition, and less likely to take advantage of opportunities for 

professional advancement (Gino, Wilmuth, & Brooks, 2015). 

Whe  asked hat I ould like to do o e I e o pleted  deg ee, I eplied that I 
would go for the Front-desk. But do t ou sa  ou like ‘e e ue Ma age e t, e e ts 
a d g oups, the o po ate seg e t, Ve a?  the  asked e. Yes, ut I a  goi g to 
apply for Front-desk . Be ause it as idi ulous to e that so eo e ith o 
e pe ie e i  this field, ho does t k o  a thi g a out the ope atio , ho did t 
do an internship while studying because what they wanted was to have fun, then has 

a magic wand in their hand that will allow them to apply for an hotel management 

job.  

Vera exhibited this attitude not only regarding initial career goals, but it also guided her job 

search behaviour, which she has come to classify as not effective. This can be associated with 

low expectations of efficacy, which can be detrimental to optimal career choice and 

development as individuals might avoid certain areas of work due to perception of low self-

efficacy (Lent, 2013; Lent et al., 2006). For over a year, Vera only applied for lower-ranked, 

smaller independent hotels, for considering that she would not be qualified or experienced 

enough to apply for five star-hotels. Vera speaks several languages, was the best student of her 

class, the only to pursue post-graduate studies at the Master level, and the only to voluntarily 

do internships with one-year overall duration (in one of them as Deputy Housekeeper). This later 

made her realise that she could potentially have higher skills and competencies than she 

thought:  
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I think my low expectations have harmed me. It made no sense to have asked for so 

little. I found myself avoiding applying for five-star hotels because I had no experience. 

Had I been a little more confident, maybe I could have gone a little further, faster, like 

some of my colleagues did. 

It therefore appears that the perceptions of what constitute entry-level hospitality management 

positions suitable to be occupied by T&H graduates, are still not clear. The debate between 

those who believe recent graduates to be overconfident and unrealistic about their real 

apa ilities a d pe fo a e i  the la ou  a ket, a d those o side i g that g aduates  fo al 
qualifications are undervalued, seems to be continued for some time to come. Figure 6.4 

presents two opposing views on whether recent T&H graduates qualify or not for similar 

(ranking-wise) managerial positions.  

 

 

Figure 6.4 | Opposite ie  o  e  e t a ts  ualifi atio s fo  a age e t positio s 

Source: Own construction  

 

The HR Expert (KEY) holds a very strong view on this matter, considering that if a university 

allows someone to graduate in Hospitality Management, that graduate will naturally aspire for 

a Hospitality Management position, such as the degree promises. Previous research in which the 

content of 64 Tourism bachelor programmes taught in English (covering six countries) was 

analysed confirms that 90% of the programmes providing information on career opportunities 

are found to imply an opportunity in a management position (Ring, Dickinger, & Wöber, 2008). 

The Institutional Representative (KEY) reinforces this idea by stressing that announced career 

prospects are often embellished to attract students, which can be associated to their 

disillusionment later on when confronted with the reality of job opportunities in the industry. 

The HR Expert stresses that by being highly reluctant in valuing this type of qualifications – a 

scenario discussed in sections 2.3.1 and 2.4.1 –, the T&H industry can be undermining itself, 

providing opportunities for T&H graduates to migrate to other occupations, reducing even more 

the pool of available qualified staff for the industry:  
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In many other Management domains, after a 4-year degree, a graduate is very likely 

to be deemed academic and technically prepared for an entry-level management 

position. In the Hotel industry, a graduate is hired and understands that will take 

him/her additional five years to get to some type of management position. Therefore, 

it becomes easier to be a manager in Vodafone, EDP or Brisa. (HR Expert) 

 

6.4  Education-to-work transition: entering the labour market 

Higher Education Institutions (HEI) play a pivotal role in the training and skills development of 

future T&H managers. Either in the classroom context or through curricular internships, HEI are 

expected to endow students with fundamental skills and prepare them for a successful career 

in the industry. Hence, these have been increasingly pressured to produce both marketable and 

market-ready graduates (Barron & Ali-Knight, 2017; Correia, 2017; Ruhanen, 2005). 

Ma keta ilit , i  the se se that i di iduals  jo  se u it  is anchored to their skill portfolio and 

e plo a ilit , athe  tha  to a  o ga isatio , is p e isel  at the o e of e  a ee  odels 
such as boundaryless careers (section 2.2). The level of perceived preparedness of graduates 

when entering the labour market, the role internships as a key milestone of their education and 

t ai i g p og a e, a d the o positio  of fu da e tal skill set fo  g aduates  e plo a ilit  
and successful careers in the industry, are approached in this section.  

As presented in Figure 6.5, a higher proposition of research participants graduated in 

Polytechnic Institutions (73% of which were public Polytechnic HEI). In Portugal, this is also the 

Higher Education Subsystem with the highest offer of Bachelor degrees in the T&H field (52 out 

of 68, in 2016-17) (Salgado, Lemos, Costa, & Silva, 2017). Most of Newcomers (75%) finished 

their degrees by 2019, shortly after participating in this study. Considering both Employees and 

Leavers (n=44), 52% of the interviewees graduated less than 10 years ago (of which nearly half 

graduated within the last 5 years65). A higher number of participants chose a more Generalist 

degree within the scope of Tourism, in comparison with those who opted for a Hospitality-

oriented degree. Generalist approaches typically focus on educational programmes that cover 

different segments and activities within the T&H industry (e.g., degrees in Tourism, Tourism 

Management or Management of Tourist Activities), whereas specialist approaches tend to 

e phasise stude ts  spe ialisatio  i  a si gle seg e t of the i dust  e.g., deg ees i  Hotel 

Management or Hospitality Management) (Cho, Erdem, & Johanson, 2006).  

It was observed that six of the seven research participants (EMP/LEA) who enrolled in Hospitality 

Management degrees were not only more certain of their vocational orientation and career 

choice (as discussed in section 6.2.2), as they came to occupy the job position they aspired for 

in the beginning of their careers. Celeste (EMP, 17 years in the Hotel industry), Bruno (EMP, 9 

years in the Hotel industry), Octavio (EMP, 21 years in the Hotel industry), Manuel (EMP, 7 years 

in the Hotel industry), and Martin (LEA, 11 years in the Hotel industry) became General 

Managers. Although Amanda (LEA, 16 years in the industry) left the industry as Assistant Hotel 

Manager, she emphasized that if she has decided not to leave, she would very likely reach that 

 

65 Calculations based in year 2019. 
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position66. The only exception was Aurora (EMP, Receptionist), although she is in the industry 

for only three years, and working in a family-owned, independent hotel, which she considers to 

highly constrain any promotion opportunities. Except for Martin (who worked in The Azores for 

a single employer since his graduation, hence exhibiting a very traditional career route), all the 

othe  i te ie ees  a eer pathways were built upon high intra and inter-organisational mobility 

(a topic that is further explored in section 8.2.2). 

 

 

Figure 6.5 | ‘esea h pa ti ipa ts  a ade i  path: HEI t pe, t pe of deg ee a d e ol e t i  
Postgraduation studies 

Source: Own construction  

Table key: *One of Leavers graduated from a foreign Hospitality-specialised HEI, hence not accounted 

for in the Type of HEI 

 

Surprisingly, research participants who decided to pursue postgraduate level studies showed a 

clear preference for University HEI (71%) (mostly public Universities) with Generalist degrees. 

One interviewee decided on studying abroad, by getting her postgraduation in a well-known 

international hospitality school.  

 

6.4.1  Preparedness for the labour market 

As presented in section 2.4.1, the role of Higher Education in meeting the needs of both the 

industry and the graduates has been receiving growing attention and it is not an exclusive 

concern of this occupational field. T&H Management education, in particular, is designed to 

 

66 As the reasons for her career change were not related with limited progression prospects. 
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prepare students for management careers in various segments of the T&H industry. Considering 

that employability and marketability constitute important attributes of the boundaryless career, 

research participants were, therefore, asked to recall their time as students at university and 

comment on the level of educational preparation that they expected and received for their 

future careers in T&H. It was found that participants held a variety of views regarding Higher 

Education learning outcomes and improvement needs.  

A significant number of interviewees (five EMP, three LEA, four NEW) consider having received 

an adequate preparation for their working lives in the industry, emphasizing several positive 

aspects of their academic programmes. Their degrees were described as interesting and well-

structured (despite some topics being approached quite superficially), comprising demanding 

assignments (including field work, industry-applied assignments) and contact with industry 

players (fostering networking), providing the necessary theoretical fundamentals, and 

contributing to their personal growth and development, as the quotes in Figure 6.6 exemplify. 

Some interviewees also refer that nowadays students are given many opportunities to improve 

their resumes, for example, by attending lectures with invited speakers, attending events and 

trade fairs, doing extracurricular internships, visiting to local T&H companies, or by doing a study 

or a placement period in another country with Erasmus programmes. References were also 

made to the important ole edu ato s pla  i  shapi g stude ts  e pe tatio s a d o pete ies 
for the sector, as many research participants and Key-informants consider that being told and 

made aware about the specificities of the industry is an important requirement in Higher 

Education.  

 

 
Figure 6.6 | Positive perceptions of preparedness to enter the labour market 

Source: Own construction  

 

From a less positive perspective, a second set of research participants (n=16) considered their 

study programmes to have inadequately or insufficiently prepared them for the labour market, 

by lacking enough practical knowledge and experiential learning. Several interviewees referred 
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that although the theoretical component is valuable, the practical component is clearly 

insufficient (see also section 8.2.1, Previous industry experience at entry-level jobs). This divide 

between academic knowledge and practical skills is a persistent condition and challenge in T&H 

management education (Ruhanen, 2005; Thompson et al., 2017). For this reason, when starting 

their internships, many of them felt lost and unprepared. Within-degree internships – which are 

more specifically addressed in section 6.4.2 – are, precisely, one strategy for embed active, on-

the-job learning experience into the curriculum, and for this reason, this is an important feature 

of most T&H degrees. Coinciding with findings from previous research, some interviewees 

questioned the validity of some subjects/courses which they did not perceived as relevant for 

their future jobs in the industry (Mooney & Jameson, 2018). It should be noted that most of the 

pa ti ipa ts opted fo  a Ge e alist deg ee, hi h is ai ed at ide i g stude ts  u de sta di g 
of the various facets of the Tourism sector, this offering them a more comprehensive picture 

and a wider range of employment prospects (not limited to the Hotel industry). Nevertheless, 

either participants with Generalist or Specialist degrees referred to this limitation.  

It is also interesting to note that, again, perceptions regarding the value of a Generalist versus a 

Specialist degree for those aiming at a future career in the Hotel industry, are mixed. Clara (LEA, 

ex-Assistant Manager), for example, does not regret holding a more Generalist degree, as she 

believes that it endowed her with a broader management perspective which she found useful 

when working in hotels. On the other hand, Emilia (NEW) considers to be missing some 

necessary, thorough knowledge on hospitality that she now needs to compensate for, due to 

her Generalist degree. Both Celeste and Victor (EMP, General Managers) also held the view that 

Generalist degrees may not be the most strategic option for those who aspire to a career in 

hotel management.    

Although in a smaller number, five research participants were highly critique of the ability of 

their study programmes in successfully preparing them for their future working life. More 

specifically, references are made to inappropriate or missing contents and tools (such as, for 

example, Hotel Management Software training). With this exception, and although Millennials 

are described as extremely technologically literate (Barron, 2008), almost no references were 

made to the adequacy (or inadequacy) of the digital tools and educational strategies used in the 

pa ti ipa ts  stud  p og a es. O l  o e Newcomer, Carla (Polytechnic HEI attendant), 

described the degree programme as outdated, considering that teaching should accompany 

stude ts  eeds fo  i o atio  a d d a is  o e losel . Whe  asked to e e plif  hi h 
features of the degree she would change or what practices she would like to be introduced, the 

interviewee was a little hesitant and not able to point an alternative direction. Previous research 

does corroborate that students lack confidence in their employability, as well as in their career 

planning and development skills (Wang & Tsai, 2014).  

Some recent graduates such as Vera (EMP, three years in the Hotel industry/three employers), 

took a very assertive stance toward the value of her degree. Vera contends that the contents, 

tools, and methods which made up her formal higher education are much more advanced than 

many of the practices of the industry. Despite her short experience in the industry, she stresses 

that organisations are highly resistant to change and innovation, and still hold on to the same 

practices and procedures as in the past 20 years. This idea is reinforced by the OB Expert (KEY) 

who posits that although quite innovative and cutting-edge with regards to service 
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development, T&H organisations are highly prescriptive, standardised and resistance to change 

with respect to work processes.  

A othe  i te esti g topi  stood out f o  pa ti ipa ts  i te ie s, to hi h efe e es e e 
made by three research participants. The vast majority of T&H degrees, and very likely most of 

the Higher Education degrees, do not foresee any course contents directed as preparing future 

graduates for their roles as workers. Graduates are, therefore, left to deal with issues such as 

work contracts, employment legislation, collective bargaining, employment categories, wage 

policy or tax-related issues, solely when first contacting with the labour market, with little 

exempt advice and guidance. Most of T&H degrees include some type of legislation-related 

courses, which focus exclusively on implementation and classification of Hotel establishments. 

Even HR Management courses typically do not approach these topics, or at least, not with the 

desired depth. Veronica (LEA) exemplified such limitation when referring that was only in her 

first job that she first saw the content of a work contract or of a payslip. This topic is further 

explored in sections 8.2.1 (with reference to lack of transparency in exchange relationships) and 

7.2.3 (with regards to job security), but it seems quite revealing that many graduates are not 

fully conscious and well-informed of their legal duties and rights as future workers, which 

automatically puts them in a vulnerable position, especially in their first employment relations. 

“till as fa  as HEI sho t o i gs i  g aduates  p epa ed ess fo  the la ou  a ket is o e ed, 
the OB Expert (KEY) makes a relevant remark: 

The University teaches people how to think. Obviously, those who finish a 

Management degree are not fully prepared to work at that level; they have to learn, 

adjust the sel es to ea h o pa s a  a d ultu e, the  eed to o solidate the 
technical side of it. 

The lack of adequate training and on-the-job guidance during curricular internship experiences, 

which are the central objective of any internship programme, has been highlighted by many 

research participants (see section 6.4.2). This naturally leads to the questioning whether T&H 

o ga isatio s a e fulfilli g thei  pa t of the deal  i  o kfo e t ai i g hi h becomes 

particularly relevant considering their frequent accounts of shortages of qualified staff and skills 

gaps), or just assigning this responsibility to HEI.  

Bridging the gap 

Although significant differences on perceptions about T&H education exist between 

HEI/educators and the industry/employers, several Key-informants consider that the Higher 

Edu atio  s ste  has ee  sho i g g eate  o e s i  idgi g the gap et ee  stude ts  
competencies and the expectations of the industry. One of the ways this has been done is by 

gradually introducing some changes in curriculum design, increasingly promoting soft skills 

de elop e t. I  additio , so e le el of i dust  p a titio e s  i ol e e t is also st essed as 
important in T&H curriculum assessment. Literature on curriculum design for the T&H largely 

e phasises the i po ta e of a k o ledge e t a d i teg atio  of stakeholde s eeds 
(Thompson et al., 2017). Several participants who hold managerial positions within the industry 

(e.g., Octavio or Bruno, both General Managers, or the HR Expert) mention to be regularly 

invited to provide inputs and to speak on behalf of the industry, hence actively assisting HEI and 

educators in curriculum design. The connection with HEI is not limited to this consultation, but 
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also with increased proximity activities with undergraduate students, either as guest speakers 

in thematic lecturers and academic events, or as by setting challenge assignments about real 

organisational/workplace problems.  

Several Key-Informants are great supporters of study programmes (which already exist in several 

HEI offering T&H degrees in Portugal) that allow students to develop their own projects and 

research work within and in cooperation with T&H organisations. The HE Expert reinforces this 

idea that students can provide valuable inputs if heard and given the opportunity to contribute. 

According to HE Expert, more than just supplying companies with labour force, HEI play a pivotal 

role in promoting change and introducing innovation and good practices, and this is not always 

duly valued.  

Some authors contend, however, that proximity and cooperation with the industry in curriculum 

design should not be a synonym of excessive subservience to the industry needs (Cockburn-

Wootten, 2012; Lashley & Conrad, 2011). Skills and managerial views should not be perceived 

and stable and unlikely to change over time, while at the same time questions can be raised to 

hethe  e plo e s  eeds a e also u ha gi g a d u ifo  o side i g, fo  e a ple, that ig 
hotel groups are not likely to have the same needs and interests that small independent units). 

It should not also be assumed that employers know what they want or will want in the future, 

especially if considering the bad reputation of the industry as having organisational cultures that 

often result in hostile workplaces and bad employment practices (Lashley, 2013; Lashley & 

Conrad, 2011). This notion is reinforced if considering that a significant number of hotel 

managers do not have themselves formal qualifications (Guerrier & Deery, 1998). Lashley (2011) 

asserts, therefore, that academics and educators are the professionals who must retain control 

of the educational experiences and curriculum presented to T&H students. 

A o g esea h pa ti ipa ts  a ou ts, ot all the esponsibility in bringing Higher Education 

and the T&H industry together is assigned to HEI. Supporting this claim, three research 

participants and other three Key-Informants also hold T&H companies responsible for 

g aduates  is at h pe eptio s. Major Employer 01 (KEY) explicitly voices that hotel 

companies need to stop complaining that T&H degrees do not adequately prepare graduates in 

accordance with the needs of industry, but should rather try to understand which role they 

should play themselves in this process. This Key-Informant stresses that employers cannot 

assume that a degree will automatically prepare young people to such a very challenging and 

diverse labour market in a 3/4-year period: 

A lot of companies think students should leave school ready to work, but each 

o pa  is diffe e t. That s h  it s up to the s hools to tea h the  ho  to thi k, 
how to better develop work skills; in turn, companies have to complement that with 

everyday, on-the-job training. 

This reference to on-the-job training is again closely related to the role, form, and content of 

curricular internships, such as discussed in the next section. The Employers Association 

Representative (KEY) also emphasises companies need to be prepared to yield both time and 

space to trainees, more actively taking responsibility for their training. This view is also shared 

by the OB Expert (KEY), who advocates that not only HEI need to find internship opportunities 

that fit thei  stude ts  e pe tatio s, ut also T&H organisations should take more seriously their 

responsibility in preparing and offering internships opportunities that match the students 
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profile. As is shown in the next section, although students aim for managerial career possibilities, 

most of internship programmes are designed solely to include learning experiences in 

operational functional levels. 

 

6.4.2  Internships and learning experiences 

Higher Education internships represent an active learning experience which is seen as a valuable 

route to enter the labour market. According to the Social Cognitive Career Theory (section 2.2), 

lea i g e pe ie es i flue i g people s a ee  e plo atio  a d a ee  de elop e t p o ess. 
Taking on-the-job training, working face-to-face with customers, and taking on a variety of tasks 

is as a valuable way to complement classroom learning. Through internships, students have the 

opportunity to develop and apply the skills, theories and concepts learned in their study 

programmes, as well as to gain industry-specific knowledge and competencies, hence enhancing 

their employability. The value of internships is particularly relevant in a dynamic and 

multidisciplinary industry such as T&H, which requires a workforce with a wide variety of skills 

(Correia et al., 2017; Farmaki, 2018). Internships are also perceived as critical experiences in 

influencing students decision as to join the T&H workforce (Correia et al., 2017; Robinson, 

Ruhanen, & Breakey, 2016). 

As discussed in section 4.3.3, perceptions and attitudes built on direct, first-hand experiences 

can give students a stronger and more realistic view of the industry, playing a decisive role in 

shaping their future behaviour. For five research participants who were indecisive of their career 

choice, the internship was critical in confirming their orientation towards hospitality, hence 

improving their perceptions of occupational fit. This may positively contribute to more realistic 

expectations, more informed career choices, and more effective job search behaviours. Previous 

research has found that students who have some type of work experience in the industry before 

graduating hold more realistic expectations. These are also more likely to lead to negative 

perceptions of the industry (Kusluvan & Kusluvan, 2000; Richardson, 2008, 2009). Most of the 

research participants who actively embraced these experimental learning opportunities, even 

by voluntarily enrolling in extracurricular internships, consider having been given a more clear 

view of the different job positions and functional departments they would like to (or not) work 

in the future. Carla (NEW, Polytechnic HEI attendant) was one of the interviewees whose 

internship has contributed to a redefinition of career goals: her initial aspirations of becoming 

an F&B Manager, were replaced by a resolute decision not to look for a job in this functional 

area. 

Most of the study programmes in HEI include at least one mandatory internship experience, 

while some even have a one-per-year ratio. Ten of the 12 of the Newcomers enrolled in 

curricular internships and five opted for extracurricular programmes to broaden their 

experiences and build a stronger resume. Curiously, several research participants, as the 

following quote exemplifies, report that many of their degree colleagues did not show significant 

interest in this type of work experience, especially if not paid (performing only the minimum 

required curricular internships for evaluation purposes). This can suggest that many 

undergraduates may be undervaluing this opportunity to see, at an early stage, if they are 

a tuall  ut out  fo  the hospitalit  i dust . 
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Our study programme does not include an integrated internship, but the professors 

have always encouraged us to do an internship, in whichever area, in order to get a 

sense of what it means to work in T&H. It is encouraged, but not mandatory. And half 

of the class did not participate in this. Not being mandato , people do t a t it 
because they do not receive any money. (Michael, EMP, three years in the industry) 

Figure 6.7 sets the context for Newcomers  i te ship e pe ie es, ega di g the u e  of 
internships, their overall duration, and the number of departments these students were given 

the opportunity to contact with.  

 

 
Figure 6.7 | Newcomers  i te ship e pe ie e description 

Source: Own construction  

 

Overall average duration of Newcomer s i te ships as si  o ths. “o e Newcomers did more 

than one internship, and if the number of internships is considered, their average duration drops 

to only three months each. Some organisations do not consider this time frame for a more 

complete and more efficient cross-training programme, which may explain why so few 

Newcomers enrolled in this type of internship.  

The duration of the internships (typically defined according with the HEI requirements) is, 

according to several Key-Informants, a dete i a t issue i  e plo e s  pe eptio s of 
u de g aduates  o th as futu e p ofessio als. Co side i g that all i te ships ha e o  should 
have) an integration phase, if the internship is too short, when the trainee is ready to 

independently perform tasks, the training period is over. Short internships do not allow 

organisations to get a return on the investment in training and staff time, neither do provide 

trainees with a meaningful experience (Calvo, 2011). The HR Expert posits that the longest the 
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internship, the higher the adaptability to a new job will be, which may positively impact the 

e og itio  of the t ai ees  o pete ies:   

Short-term internships also convey to companies the idea that the student does not 

know enough about the role, and assumes no experience, and as such, the company 

will put trainees in operational roles only. They do not distinguish between those who 

come from a vocational school, and those who come from higher education. Those 

with a university degree tend to not have the practical training, it takes longer to learn 

the job and they do not prove themselves so quickly. 

As pictured in Figure 6.8, the F&B department hosted most of the trainees. Both in the F&B and 

in the Front-of-the-house departments, all the trainees were assigned specific tasks, but none 

was offered the possibility of accompanying the respective Manager/Supervisor in his/her daily 

routine. The only exception is the Housekeeping, in which trainees are typically tutored directly 

by the Housekeeping Supervisor, together with part of the staff. For almost all Newcomers in 

this study, internship plans were designed solely to include operational functional levels. As 

p e ious esea h also suggests, the o k e pe ie e o po e ts that a e o o  to a  
hospitality degrees are primarily, or even exclusively, comprised of operational experiences and 

rarely do students get any exposure to a age e t a ti ities  (Raybould & Wilkins, 2005, p. 

212). Only Mario (Polytechnic HEI attendant) was offered an internship in Revenue 

Management. Rafael (Polytechnic HEI attendant) also confessed himself disappointed with the 

lack of opportunities for internships in which he could become more familiar with management-

related positions; for example, by observing/accompanying an Assistant Manager. As shown in 

Figure 6.8, only three Newcomers (Alexandra, Leonardo and Emilia) were given this opportunity. 

This raises some doubts on whether most internships actually suit T&H management trainees, 

as it would be expected for future T&H management graduates.  

Although many hotel companies offer rotational internship programmes67, only two 

interviewees among Newcomers (Emilia and Leonardo) were offered such opportunity. 

Leonardo (in his five-month internship) received specific training in the Kitchen (including 

Pastry), Housekeeping (including the Laundry), F&B Operations (Restaurant and Bar) and 

Assistant Hotel Management. Emilia (who did a four-month internship), received specific 

training in six different departments: Front-of-the-house (Front-desk), F&B Operations 

(Restaurant and Bar), Purchasing department, SPA (Front-desk), Housekeeping, and Assistant 

Hotel Management.  

These two Newcomers, who aspire for a management position, described this internship plan as 

the most appropriate for any future manager. This plan was described as allowing them to 

become familiar with the specificities of almost all departments of a hotel. Cross-training pre-

employment experiences endow them with an overall, operational vision that T&H graduates 

are supposed to have when entering the labour market, as seen in section 6.3.1. Some 

interviewees contacted with different roles but only within a single department (for example, 

Restaurant, Bar, Room Service and Special Events within F&B Operations), which can also 

configure a type of rotational internship (Calvo, 2011). I  the esea he s opi io , this t pe of 

 

67 Sometimes called cross-training internships, these are internship programmes in which the trainees rotate between 

various departments of the host organisation for a pre-defined period of time each (Calvo, 2011). 
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experience is particularly interesting if the students have the opportunity to enrol in several 

single-department rotational internships across their academic preparation, so as when 

graduating they benefit of a global, in-depth view on hotel management. Rotational internships 

allow new entrants to experience a diverse range of roles and responsibilities, which can help 

the  assess thei  skills a d i te est i  a u e  of positio s  hile e plo e s a  also 
evaluate their potential future employees while performing various roles) and improve their 

adaptability when joining the labour market (although the transferability of skills form one 

context to other should not be taken granted) (Calvo, 2011, p. 8). 

I thi k it s i po ta t to k o  se e al a s of o ki g, e ause ea h o pa  o ks 
i  a diffe e t a . It s the sa e as ei g fa iliar with more than one department in 

a hotel; when we are in only one department, we might know a lot about it, but we 

only know about that one. And I am already able to work at the Kitchen, the Bar, the 

Restaurant, or at the Front-desk checking-in and checking-out guests, doing public 

relations. And I know that, when I get to another hotel, things will work in a different 

a , ut at least I e al ead  got the ases. This ight ake it easie  to get a jo . 
(Alexandra, NEW) 

 

 
Figure 6.8 | Newcomers  i te ship e pe ie e des iptio : se tio s o e ed  the i te ship s  

Source: Own construction  

Figu e ke : ‘estau a t  efe s to the hotel's ai  estau a t a d/o  eakfast se i e, a d i ludes 
enrolment in job positions such as Server, Host/Hostess and Busser. 

 

Some research participants such as Marisa (EMP, Assistant Manager in a national hotel group), 

the Higher Education (HE) Expert and the OB Expert (KEY, who also teach in HEI and coordinate 
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undergraduate internships), stress that some students are highly resistant to the idea of having 

an active learning experience in some areas, namely the Housekeeping. By exhibiting such 

attitude, they are ignoring the potential that such experiences could have in provide them with 

a deeper understanding of the whole management dynamics of a hotel business, especially 

regarding inter-departmental interactions. For example, a trainee who have started his/her 

internships in Housekeeping would be more familiar with all the room typologies and 

characteristics when transitioning to the Front-office, as well as with communication routes and 

work processes between these two sections.  

I  Leo a do s NEW  a d Edga s NEW) opinion, t ai ees  attitude is a disti ti e featu e that 
largely impacts the success of an internship. Both mentioned being aware and concerned with 

the fact that, more than their knowledge, their attitude was being evaluated. Showing interest 

and commitment to their roles granted them special attention from colleagues and supervisors, 

o side i g to ha i g ee  t eated as more than just a simple trainee  a d assig ed ith tasks 
and responsibilities perceived as relevant. 

Only one Newcomer, Alexandra, was offered a paid internship (George also benefited of a paid 

internship but in the US). This was an in-service training experience with a 3-month duration, 

from June to September (peak season) in the Algarve, clearly interpreted as an exception68. 

Although the issue of payment is quite controversial, several Key-Informants are in favour either 

of full o  pa tial pa e t of t ai ee s o k. Not o l  this ould i p o e the i age of T&H jo s, 
as it ould o t i ute to a  e plo e s i dset ha ge: 

If we continue to interpret internships only as a matter of manpower, companies will 

continue to look only at what people can do and not what people know. (Institutional 

Representative, KEY) 

For organisations, internships can be akin to an extended interview, which allow a more accurate 

identification of young talent. Internships make possible to determine whether a candidate will 

be the best fit prior to formal hiring. Unfortunately, as reported by several research participants 

and Key-Informants, in T&H organisations, internships are also synonym of free labour.  

Trainees as manpower 

According to several participants, internships as free labour became the reality of many 

organisations. As the T&H is facing severe labour shortages, coupled with other HR management 

issues as addressed in section 2.4, organisations frequently use trainees (not only from HEI but 

also from vocational schools) to leverage the gap in some critical functional areas in which 

manpower lacks. This may partially explain the reasons why most trainees are assigned to 

operational-oriented (only) internships. F&B Operations are largely mentioned as one of, or 

even the most critical department with regards to employee turnover. Therefore, it is not 

surprising that this is the department hosting a more significant number of trainees. Laura and 

 

68 Common practice being solely the provision of meals and accommodation (for trainees displaced from their area 

of residence). The issues of accommodation may have two different readings, as in the one hand it increases the 

changes of attracting trainees from other regions or countries, especially in popular tourist destinations, but on the 

other hand it conveys the notion of full availability, often resulting in excessive working hours. 
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Clara, holding supervisory duties in their organisations, acknowledged that this was a common 

practice: 

Over the years, I have taught many trainees, especially in F&B, restaurant and kitchen 

service. They accepted many trainees, because it was cheap labour, which they later 

invited to stay, as they did with me, a few more months to gain experience, but at zero 

cost. The preference was for the summer months, and they were required to do almost 

as much as a regular employee: to be on time and to know how to do everything. 

(Laura, LEA, ex-Assistant F&B Manager at an independent hotel) 

How many times I have received trainees to work in the F&B Department? It is true 

that they were seen as one more person to serve at the tables. We didn't need many 

of them in the back-office, there we accepted only one, but for the Restaurant we 

accepted about four or five, for the Kitchen too. We needed manpower, so 

opportunities at the functional levels were high and this diminished opportunities at 

medium and higher levels, undoubtedly. (Clara, LEA, ex-Assistant Manager in a small 

national hotel group) 

Such claims are largely supported by most Key-informants participating in this study, including 

Major Employers (01/02-KEY), who recognised the existe e of a i ed  ealit , as the apa it  
of some departments to receive trainees is more limited than others. The capacity – in terms of 

dimension, structure, and scope of duties – of operational areas, such as F&B or Front-office, is 

much greater to accommodate trainees. On the other and, if one hotel has one Assistant 

Manager, he/she will only be able to mentor and supervise only one trainee. Major Employer 01 

(KEY) emphasises that in attempt to control abusive situations in the numerous hotels of the 

group, the organisation came to define ratios of trainees per functional area. This was the result 

of a continuous consultation and improvement process, as the organisation came to understand 

that oth stude ts  t ai i g a d usto e  se i e e e ei g jeopardised. Emilia (NEW) did her 

4-month, rotational internship in one of the biggest hotels of this group, which she came to 

evaluate very positively. One of the reasons thereof was that Emilia specifically asked for a 

rotational internship, which the organisation only accepts in low season, for considering not 

being able to adequately implement this training programmes in peak season.  

Weighing up the pros and cons 

Internships have the general goal of providing a positive learning experience that supplements 

classroom learning, hence helping students in their transition to the labour market (Calvo, 2011). 

When analysing Ne o e s  accounts of their internship experiences, it was observed that eight 

interviewees referred to both positive and negative aspects; Table 6.3 provides an overview of 

most of these pros and cons. Alexandra (two internships), Emilia (one rotational internship) and 

George (four internships) only had positive things to say about their internship experiences, 

whereas only Carla (one internship in F&B Operations) could not list other than negative 

perceptions of her 3-month experience. When recalling their experiences as trainees, several 

Employees (such as Marisa, Assistant Manager, or Octavio, General Manager) and Leavers (such 

as Clara, ex-Assistant Manager, or Joel, Purchasing Clerk), also chose to solely highlight how the 

positive perceptions of their internship experiences prepared them for their future jobs, 

contributing to an easier adaptation to the industry.  
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Table 6.3 | Ne o e s  positi e a d egative perceptions of their internship experiences 

 
Source: Own construction  

 

When recalling their experiences as trainees, many Newcomers, as well as some Employees and 

Leavers, complain not having received appropriate training and on-the-job guidance, being left 

to the sel es o  el i g o  fello  e plo ees  ge e osit , as uotes i  Figure 6.9 illustrate. 

Newcomers also report that internship agreements are not always implemented, often resulting 

in the recurrent need to work additional hours without any compensation, lack of feedback, lack 

of appreciation for their efforts, or the complete absence of follow-up meetings with the on-site 

supervisor assigned by the organisation. Previous studies, such as Dagsland, Mykletun and 

Einarsen s  although epo ti g the pe eptions of upper secondary school students), have 

also found that unacceptable treatment, lack of interaction with supervisors and lack of follow-

up, were reported as having negatively impacted the learning process. It is important that 

trainees, identified as such, are given responsibilities and allowed to independently perform the 

agreed roles and corresponding tasks, beyond simple observation. Most of the internship 

e pe ie es take pla e solel  i -se i e  si e al ost a  i te ie ees efe  to ha e go e 
through a duly structured or especially designed integration process. Trainees are often left to 

be automatically hands-on, active on the job, as if they were already familiar with work 

procedures. This raises some concerns regarding the extent internships are being effective 

learning experiences for most T&H new entrants.  

This t pe of p a ti es does ot o l  ot p o ote stude ts  p ofessio al g o th – failing to meet 

the inner objectives of any internship – but can also irreversibly undermine undergraduates  
career intentions, as also seen in section 4.3.3, Expectations and Experiences in T&H. The HR 

Expert (KEY) corroborates these accounts, emphasising that although some organisations do 

have good practices, these are the exception, not the rule. He further recognises that the 

number of trainees who are given an authentic learning opportunity, highly increasing their 

chances of occupying an entry-level management position, is very small. 
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Figure 6.9 | Newcomers  egati e pe eptions concerning organisational integration and training during 

their internships 

Source: Own construction  

 

Mario (NEW) reported the major exception with respect to training and mentoring, describing 

the investment his hosting organisation (a renowned international hotel group) did in his 

integration in the Revenue Management department. Mario benefited of a one-week formal 

training before being assigned any job tasks. During that week, Mario studied basic concepts, 

analysed practical cases, and analysed the hotel functioning in the context of the national Hotel 

industry. After three months, Mario was already performing his tasks independently. This 

situation can be justified on the one hand by the short duration of many internships. It is also 

considered to evidence the differences trainees perceive between entry-level management 

positions and exclusively operational positions. Many operational jobs (such as waitering) are 

asso iated ith easil  pe fo ed jo , hi h a o e – qualified or not – can do, when in fact 

these jobs highly impact service quality, much more significantly than other back-office jobs. 

Some Key-informants share the view that qualification is pivotal for improving the image and 

status of T&H jobs: 

Usually, in a travel agency, a trainee does t sta t ight off selli g a atio  pa kages. 
It takes a long period of adjustment. In a restaurant, on the other hand, if you give 

the  a  ap o , a o e a  sta t aiti g ta les e e  if that s all the  a  do. It does t 
matter if they say something wrong to the customer or if they get the bill wrong. As 

opposed to othe  tou is  usi esses, i  the hotel a d estau a ts se to  the e s the 
notion anyone can do that kind of work. (Institutional Representative) 
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The insufficient training and support that several Newcomers account for is perceived as 

symptomatic of the extent to which organisations resort to internships as an alternative to 

formally hire employees. If organisations rely on a reduced core pool of employees (considering 

that under-staffing is a well-documented practice of the industry (Baum, 2002; Poulston, 2009)), 

this may constitute a disadvantage not only for trainees, who receive limited coaching and 

guiding (considering the low availability of mentoring staff), but also for these core employees, 

who are given the additional burden of supervising trainees while performing their usual tasks. 

According to the Labour Union Representatives (KEY), this a frequent situation, particularly in 

peak season and in highly visited tourist destinations, often reported to supervisory authorities, 

yet largely overlooked. This is reported to result in trainee high drop-out rates, particularly in 

some tourist destinations such as the Algarve.  

 

6.4.3  Perception of valuable graduate skills and competencies  

The term employability may have different interpretations (cf. Harvey, 2001; see also section 

. . . I  se tio  . . , it as p ese ted as a  i po ta t fa to  of the T&H s att a ti e ess, he  
associated with the employment opportunities that the industry offers. In section 6.4.1, 

employability was explored from a different perspective: to what extent do university degrees 

in T&H have been able to endow potential future workers of the skills and competences that 

ake the  e plo a le  that is, a keta le skills i  the fo  of o upatio -specific human 

capital).  

In the present section these skills and competences, interpreted as individual characteristics that 

result in effective or superior performance, are analysed. Following the notion of talent that was 

presented in section 2.4 (i.e., talent as skills, competences, abilities and knowledge that can be 

acquired and developed through formal education and specialised training), these employability 

skills are expected to ensure that graduates are able to effectively and innovatively apply their 

expertise in the workplace (Jackson, 2014). More specifically, research participants were asked 

to identify, based on personal work experiences and knowledge of the sector, which skills and 

competencies they perceived to be valued by employers when selecting and recruiting new 

graduates (i.e., what T&H companies are looking for from potential employees).  

The skill portfolio for the T&H draws on a bundle of hard and soft skills, which Figure 6.10 

illustrates, which are largely transversal to other disciplinary fields. Hard skills include learnable 

and certifiable task-oriented skills, knowledge, and qualifications. Soft skills consist of personal 

and interpersonal skills, attitudes, emotion, and character traits. These are naturally more 

difficult to define, identify, and measure. A review of previous research show that soft 

competencies are considered the most important for success in hospitality management (Sisson 

& Adams, 2013). Both research participants and key informants in this study share this view, 

also placing special emphasis in the importance of soft skills, particularly at entry-level.  

One of the key elements to build a successful career in this area, is the ability to 

develop emotional skills, as this industry is made by people, for people. Soft skills must 

be enhanced. Technical skills can be acquired whereas emotional skills cannot; 
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however, they can be enhanced, can be improved. (Human Resources (HR) Expert, 

KEY) 

 
Figure 6.10 | Skill portfolio for the T&H industry 

Source: Own construction  

 

Soft skills 

Communication skills (mentioned by 10 participants) were described as highly important in a 

people-industry as in the case of T&H. Such skill set encompasses the ability to orally 

communicate with all type of customers (e.g., politeness, oral expression, negotiation), to 

generate empathy (also by listening and relating with others), and easily contact with other 

people. This has been mentioned in previous research as one of the most desired graduate 

employability skills, although graduate oral communication skills are frequently reported (by 

employers) not to adequately meet the industry expectations (Jackson, 2014). Having good 

communication skills is an important relational tool at the workplace, not only with customers 

but also, and more significantly, with managers, peers, subordinates, and other external 

stakeholders. Hence, all relevant managerial activity requires good communication skills. This is 

particular relevant when operating in different cultural contexts and in face of a diverse 

workforce (Boella & Goss-Turner, 2005; Kirton & Greene, 2015). 

Emotional intelligence, which can be defined as the abilit  to u de sta d o e s o  e otio s 
and the emotions of others, was perceived by eight interviewees as involving self-control, 

behavioural flexibility and discipline, and ability to deal with the pressure/stress tolerance. 

Mario (NEW) refers to this emphasis on an appropriate emotional display as follows: 

To be able to work in customer service, it is very important, without any doubts, to 

have strong emotional skills, as well as the ability to understand the customer. We 
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must do our best to look happy and available. One of the key aspects is to understand 

that the client is always right, no matter the circumstances. 

“o e i te ie ees efe  to this ha a te isti  as o e s a ilit  ot to lose thei  head  ega dless 
of the atu e of usto e s de a ds, he eas o e pa ti ipa t spe iall  e tio s o e s a ilit  
to perform genuine and authentic interactions. This reinforces the notion that the T&H industry 

is highly prone to emotional labour. As seen in section 3.4, this need to maintain a positive 

emotional state while working can be emotionally draining. This can be a cause of work stress 

and further health issues, especially if employees need to frequently engage in surface acting 

(faking feelings). As suggested by other authors (e.g., Harris, 2009; Lv et al., 2012), research 

pa ti ipa ts  dis ou se o  this atte  suggest e essi e elia e o  e plo ee s self-regulation, 

that is, the employee as the solely responsible for emotional labour management, benefiting of 

little organisational support in this regard. This is particularly relevant if considering that the 

work of a significant number of research participants (71% of EMP and LEA) involved dealing 

with customers during most of their time at work (this topic is further explored in section 7.2.4). 

Adaptability was also considered an important individual characteristic (with seven references), 

efe i g to o e s a ilit  to u de sta d a d a ept ha ge a d to positi el  adapt to e  
scenarios and constantly changing workplaces. Associated to this, it is also the 

willingness/openness and the capacity/agility to learn. Professional attitude (mentioned by six 

participants) refers to a skill set consisting of body language, etiquette and good manners, 

hospitable personality, and presentation. Problem solving (mentioned by five participants) 

includes characteristics like being resourcefulness, finding ways around difficult situations, and 

confidence to provide creative solutions.  

Other skills and competencies, some not included in Figure 6.10, were also mentioned, but to a 

lesser extent, such as flexibility, open-mindedness, responsibility, or collaboration/team 

orientation. It should be noticed that, mostly due to the nature of the question (which focused 

on skills Newcomers think employers most value), flexibility should e i te p eted as e plo e -

f ie dl  fle i ilit , hi h is ea t to e efit the e plo e  follo i g a  i eased 
competitiveness and profitability rationale (Costa, Bakas, Breda, Durão, et al., 2017). The modest 

references (only two) to team orientation were quite surprising, considering both the relevance 

this characteristic has been given in previous studies and general literature (e.g., Armstrong & 

Taylor, 2014; Filipe & Aleixo, 2017; Jiang & Alexakis, 2017), and the high importance research 

participants place in interpersonal and supportive relations at work (section 7.2.4). Curiously, 

although Millennials are typically described as being more team oriented in comparison with 

other generational cohorts, both references came from Gen Xers (Victor and Octavio, EMPs, 

both General Managers).  

With regards to skills more specially oriented to leadership and people management (such as, 

for example, critical thinking, conflict management or analytic ability), only one interviewee 

(Clara, LEA, ex-Assistant Manager) emphasized the relevance of assertiveness and firm attitude 

in interactions both with work teams and customers, which she believed to be a decisive trait in 

defining a successful leader.  
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Hard skills 

There is strong consensus that foreign language proficiency is a key, highly valuable skill 

efe ed   esea h pa ti ipa ts . I  ost pa ti ipa ts  opi io , e  fe  e ployees are 

fluent in more than one language. English is not only regarded as the most relevant, but also as 

the minimum required. Other languages (especially other than Spanish or French) are highly 

valued, especially because these are considered resources that organisations lack. Several 

Newcomers report to still need to improve their mastery of English, believing that internships in 

other countries can highly help them to overcome this limitation.  

Occupational and job-specific technical skills are mentioned only by three interviewees. 

Technical knowledge and skills are associated with the specific work that a given organisation 

does and its different functional levels. These three participants held supervisory/managerial 

positions and share the view that a p ospe ti e e plo ee s skill set ust e alig ed to the jo  
position to be occupied. Maria (EMP, Subdirector) exemplifies, in reference to front-office jobs:  

The e plo ees  p ofile ust at h ith the jo  ole, o e t? Fo  i sta e, i  the 
Front-office, the employee must know how to talk, to smile, but the technical and 

ad i ist ati e skills a e also e  i po ta t. It s ot just talk; the hole i oi i g 
procedure is also part of their job. Any error can jeopardize the information given to 

the Back-office and other departments. 

Some interviewees (also in supervisory/managerial positions) suggest that having such technical 

skills when joining the organisation are not that relevant in comparison to other types of skills. 

Many companies are now willing to provide specific training to fulfil this limitation, as long as 

the prospective employee positively matches other relevant recruitment criteria. Bruno (EMP, 

General Manager) even assigns such responsibility for technical training to the companies, 

rather than to universities.  

As long as the person has got the right attitude, motivation and soft skills required, 

we [the organisation] are the ones responsible for the training. The market is 

responsible for providing the necessary training, it must be prepared to receive and 

train potential candidates according with the corporate culture. 

Although George (NEW) is still an undergraduate, his already significant experience in the 

industry (in comparison with other Newcomers, George already did four internships with an 

overall length of 15 months, both in Portugal and in other countries) seem to have shaped his 

clear vision on this matter:  

There are certain skills which are valued and must be within us, but I do believe that 

emotional skills are highly valued. It is easy for a company to provide technical training 

on how to set a table, make a bed or do the inventory, but teaching a person how 

he/she should smile, when to smile, or understanding when and how to approach the 

client, that can be quite challenging. It is harder to teach a person to be welcoming, 

to k o  ho  to talk o  to e a aila le to liste  to usto e s eeds. It is easie  to fi d 
someone with the so-called soft skills, and then give them the right training you want 

them to have. A person can graduate with the highest scores but that does not mean 

they have the required profile. (George, NEW) 
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Geo ge s last state e t see s alig ed ith othe  pa ti ipa ts  otio  that holdi g a Highe  
Education degree is not a critical attribute, relevant, yet not critical (the role and value of T&H 

Higher Education is explored in more detail in section 8.5).  

Digital competencies are also highlighted, with regards both to hotel-specific software (training 

which some study programmes provide), and to channel management, social media 

management or other digital tools proficiency. On this matter, Vera (EMP, 26 years old) strongly 

elie es that these a e pe ei ed as atu al  o pete ies of he  ge e atio : 

There are requirements that people in my father's generation ((Gen Xers)) demand 

from people in my generation, such as the fact that I have to know things because I 

elo g to this ge e atio  You ge  Mille ials . I do t ha e the ight to sa  that I 
do t k o  ho  to do thi gs o e i g the I te et a d the digital world; they think 

that because I am young it is my duty to know these things. 

This idea is based in the assumption that, as portrayed by early theorists and the popular press, 

Mille ials a e i tuiti e , effe ti e, a d effi ie t use s of te h olog . These theories largely rely 

on the fact that Generation Y was born into technology and never new other reality. Millennials 

are found to be confident in their digital abilities, daily users of technology, and more 

knowledgeable of the digital world than their parents. However, many are found to dislike using 

technology and a significant number do not know how information-seeking, or even the web, 

works (Combes, 2009).  

Transferability of skills 

The wide majority of these skills, both hard and soft, is associated with general human capital, 

hence transversal to other professional areas. This is perceived to constitute both an advantage 

and a disadvantage for individuals with dedicated T&H Higher Education qualifications, as well 

as for the industry itself. On the one hand, this transferable skill set allows these individuals to 

move across the labour market more easily, by enhancing their employability potential (Baruch, 

2009). This can be perceived as an opportunity to get a higher quality job elsewhere, particularly 

in the services sector, if the T&H industry fails to meet their needs and expectations. Many 

participants believe that other sectors highly value the type of skills and competencies that T&H 

employees typically possess, making it easier to enrol in a new, different occupation. However, 

the chances are that workers from other sectors can also easily migrate into the T&H industry, 

hence increasing competition for the same job positions: 

When we talk about company activities, areas such as Marketing, HR, IT, they are 

similar across all industries, they are not just specific to Tourism. I employ both: people 

with specific degrees in these areas and people with other type of degrees, because it 

depends a lot on the profile of the job and the proof of their skills. If we hire someone 

to manage promotional campaigns across online platforms, perhaps their university 

degree is not very relevant, but more their understanding of how to sell our type of 

product. (Major Employer 01, KEY)  

Barbara (EMP, Web Sales Executive) confirms that she is the only employee in her department 

with an educational background in T&H (most of her co-workers graduated in Economy). In her 

organisation, this is also observed across all back-office, including in General Management.  
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Both the above-cited Key-informant, as well as other employers in the industry, are redirecting 

their attraction and recruitment efforts towards graduates from other fields rather than T&H 

(many of them with more focused, specific qualifications for the hiring departments (e.g., Social 

Media Management, Finances, Economy)). According to these employers, the difficulty is solely 

in convincing more people that hospitality is an attractive career option. Naturally, this poses 

more challenges for candidates with T&H dedicated qualifications. 

Some caution is necessary with this employability rhetoric that connects skills acquisition to 

certain employment outcomes, as many of these skills typically develop over time, with work 

experience. Practical training in a work environment, such as that provided by internships, 

contributes for the development of such skills, but recent graduates tend to face resistance in 

seei g thei  skills e og ised as e ough  to eet the e ui e e ts of e tai  jo  positio s due 
to e plo e s  pe ei ed la k of e pe ie e (Raybould & Wilkins, 2005). The topic of previous 

work experience as a  i po ta t fa to  i  e uit e t a d i  alidati g g aduates  tale t is 
discussed in section 8.2.1.  

Lastly, references to the importance of age are also made, in particular to youth and physical 

appea a e. T&H o k t pi all  de a ds aestheti  la ou , hi h efe s to pa ti ula  e odied 
capacities and attributes that favourably appeal to custo e s ; i  othe  o ds, look a d/o  
sound good (Warhurst & Nickson, 2007, p. 104).  

 

6.5  Summary 

Oriented to answer Research Question no. 1 – What moves individuals towards a degree and a 

career in T&H?, Chapter 6 addresses the processes of educational and career choice, 

expectations, and career aspirations of individuals with dedicated T&H high-level qualifications. 

Career choice is a complex phenomenon, hence difficult to predict and understand. This chapter 

aimed, therefore, at providing an understanding of highly educated i di iduals  oti atio s a d 
expectations regarding a future career in T&H, which may offer useful insights for addressing 

the high employee turnover in the industry.  

The T&H industry has been the choice of a growing number of young adults and research 

focusing on T&H as a career choice with undergraduate students has gained some attention. 

This esea h does ot e lusi el  fo us o  u de g aduates  a ou ts – which in this study make 

up the group of the Newcomers – but also on the views that Employees and Leavers have of their 

choices and expectations when reaching this decisive moment of their lives, setting the stage 

for their future career directions.  

As section 6.2 explores, the choice of T&H as a study programme and anticipation for a long-

term career in the industry was found to be motivated by three major groups of attributes. One 

is associated with intrinsic rewards and an emotional dimension that tends to reflect a more 

subjective, romanticised view of hospitality work. Working with people is perceived as synonym 

of variety, non- outi e tasks, a d i te ultu al dialogue. The hospitalit  o ld , to hi h is 
inherent a certain degree of curiosity and fascination, is associated with interesting and 

stimulating jobs. Many are influenced by their own leisure experiences, their social milieu, and 

the media. The second refers to the promising employability prospects that the industry offers. 
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Generally, participants describe careers in the T&H as offering a wide diversity of jobs in a broad 

number and type of organisations, extensively growth and progression prospects, and 

international career prospects. The emphasis on employment opportunities is believed to be 

more significant in the Po tuguese o te t due to the i dust s g o th, pe fo a e, a d 
a a ds i  e e t ea s. Both pe eptio s of e plo a ilit , as ell as the o a ti ised  ie  of 
T&H jobs, are naturally related to the image of T&H as employer, which was also addressed with 

more detail in section 8.4. A third group emphasises industry-person congeniality, perceiving 

hospitality work as a calling and an opportunity to make meaningful contributions either to 

i p o e guests/ usto e s  ell-being (hence contributing to a positive tourist experience) and 

the image of the country as a tourist destination. Generally, interviewees exhibit good levels of 

career confidence, believing that there was a good fit between T&H occupations and their 

personality, values, and abilities. Several career theories converge precisely at the belief that 

personal attributes and interests are an important attribute in educational and career choice.  

Section 6.2 focused not only on the reasons and circumstances which made them decide for a 

career in T&H (the why), but also on the process of decision-making (the how), with a specific 

emphasis on the control and confidence over their choice, and the accessibility of T&H degrees. 

A considerable number of interviewees were quite indecisive about their choice, and for some, 

T&H was the most convenient, available option, and previous research also shows that quite 

f e ue tl , T&H deg ees a e ot stude ts  fi st hoi e. Pa ti ipa ts efe i g to e ide i g 
indecision and low confidence levels in their decisions are mainly the same who are driven by 

the rational, extrinsic motivations, largely driven by the perceived job opportunities and the 

propensity to obtain a job. This suggests that these graduates were not significantly committed 

to a hospitality career. Taking into account these findings, about the influence that macro-

economic environment has on career decisions, future research and tourism industry 

stakeholders have to consider the fact that Tourism is one of the sectors most affected by the 

Covid-19 pandemic and the impact of such unstable context on careers is still to be seen. In turn, 

participants who were certain of their choice tend to converge with the remaining two groups 

of career attributes, being more emotionally driven to this occupation and holding strong 

perceptions of good fit with it. This suggests that these participants have more successfully 

developed a Hospitality identity. Successive references to Hospitality work being perceived as a 

calling, as a passion, as an innate talent, or as honourable occupation were found. The perceived 

o atio  fo  hospitalit  o k has ee  ide tified as a fa to  i flue i g the pa ti ipa ts  
judgements of their QWL, as it is observed in Chapter 7. 

Section 6.3 is dedicated to the analysis of the research pa ti ipa ts  e pe tatio s a d a itio s 
regarding thei  futu e a ee s. This is do e  e plo i g i te ie ees  p efe e es, pe eptio s 
on the status of different hotel jobs – ith pa ti ula  e phasis o  the Ge e al Ma age  ideal 
–, and their awareness of T&H working characteristics, which could be underlying  mismatch of 

expectations. This analysis revealed that there is widespread preference for management work, 

despite the varying levels of familiarity with the industry. Apart from the intention for a fast 

progression, most participants revealed not having very clear career goals and evidenced little 

agency. Perhaps somewhat as a reflection of the degree choice process itself, the importance 

given to career planning still seems to be very diminished, and it is not very clear to most 

interviewees that they will be expected to be proactive agents in managing their own career as 

new career theories posit. Few are those who set short, medium- or long-term goals or outlined 
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a strategy to orient their future employment exchange relationships. Despite the importance 

that is given to vocational guidance/educational counselling in careers literature, this issue is 

fai l  o itted i  pa ti ipa ts  a ou ts; he  p ese t, is esse tiall  li ited to pa e ts  ad i e o  
support (or lack of) through their career decision process. It was also observed that the 

pa ti ipa ts  so io-economic background and family support were important in career choice. 

Pa ti ipa ts  a ou ts also suggest that o e  te d to e ei e less fa il  support, with the 

choice for T&H studies not being well received by their parents, who considered their good 

a ade i  pe fo a e o th  of a o e t aditio al, highe  status deg ee. 

Career goals are naturally linked to pre-entry expectations. Besides from the recognition that 

there are many professions and functions associated with the hotel sector, generally perceived 

in a logic of job availability, it seems clear that participants, as students, did not have a very clear 

picture of the profile/description and demands of the different existing positions. Many aspired 

for job positions with which they had no previous contact with, in their internships or by ever 

had talked to someone in that job position before. There also seems to be a consensus that the 

maximum ambition lies with the management of a hotel unit, with a certain image of success 

and status associated with the Hotel General Manager position. However, when looking at the 

skills and competencies which are listed by the interviewees as important for career success, 

there are not as many managerial skills as it would be expected for a future Hotel Manager. This 

seems to support the fact that T&H careers often lack clear paths. However, and in contrast with 

widespread views in the industry, the researcher considers that it should not be interpreted as 

a synonym of unclear or misaligned expectations, as career ambitions should not be necessarily 

understood as inflated expectations.  

Although participants views on their future career options may not be very clear at this early 

stage – which can be perceived as associated with youth, a certain degree of naivety, and a 

certain inexperience concerning the labour market –, the majority of the participants in this 

study seem to be quite aware and knowledgeable of the T&H industry norms, work 

characteristics and operating modes. Employers often assign the hassles of education-to-work 

t a sitio  to e  e t a ts  u ealisti  e pe tatio s, a d p e ious esea h does posit that 
inflated expectations are found to often result in negative organisational outcomes, including 

increased turnover, low satisfaction, and a lack of organisational commitment. Many 

participants reported their desire to progress and take on a management position, but none 

demonstrated to expect to progress straight into a managerial role, especially due to their little 

working experience when joining their first employer after graduation (even interviewees who 

completed their degrees later in life). Many participants emphasised their understanding of 

hospitality career norms (also discussed in section 8.5), which implies starting their careers at 

lower hierarchical levels, performing exclusively operational roles, and make their route step-

by-step up the career ladder (despite eventual organisational moves).  

Section 6.4 is dedicated to the education-to- o k t a sitio  p o ess, fo usi g o  pa ti ipa ts  
academic paths and active learning experiences in the form of internships. Not only T&H study 

programmes are generally perceived as offering challenging and exciting career opportunities, 

as most participants also make a very positive evaluation of the curricula, considered to have 

been well prepared for their working lives in the industry in so as far possible. HEI are perceived, 

by most participants, as gradually making efforts to adjust their delivery models. Solely with 
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ega ds to thei  o ditio  as o ke s i.e., la ou  la , te s of e plo e t, o ke s  ights  
there seems to be a generalised lack of preparation for future new entrants. Those holding a 

more negative perspective tend to focus on the lack of enough practical knowledge and 

experiential learning, although none of interviewees (Employees, Leavers and Newcomers) have 

started their careers in the Hotel industry without having been, at least, enrolled in a curricular 

internship. 

In view of a such diverse labour market, the role and responsibility of employing companies in 

preparing new entrants to the labour market is also discussed, as a 3/4-year degree is little likely 

to prepare graduates that ould auto ati all  fit a  o ga isatio . If o pa ies  ole as to e 
assessed ased o  pa ti ipa ts  a ti e lea i g e pe ie es i  thei  i te ships, the o e all ie  
is not very flattering. A more profound analysis of the design and implementation of curricular 

internships is deemed necessary, as many organisations are considered to be failing, to some 

e te t, i  eeti g i te ships  goals. T ai i g a d o -the-job guidance, which are the core of 

any internship programme, are recurrently referred as missing. In addition, most trainees are 

assigned to solely operational-oriented internships, instead of actually becoming hospitality 

management trainees. Section 6.4.2 also addresses the recurrent issue of internships as free 

labour, to which companies resort as a means to face labour shortages. Trainees are expected 

to e p odu ti e o ke s, o e tha  to e thought ho  to la ou . Although this a  ot 
necessarily hamper their employability or stop them from access more permanent jobs, it does 

not p o ote stude ts  p ofessio al g o th, and it a  i e e si l  u de i e u de g aduates  
career intentions. This study did not targeted individuals who have quitted on hospitality careers 

after internships failed to meet their expectations, but it can e pe ei ed f o  pa ti ipa ts  
accounts on their internships, that negative experiences made them enter into their future 

e plo e t elatio s ith g eate  dist ust of thei  e plo e s  a ilit  to e ip o ate at so e 
future movement, as the norms of reciprocity that form the basis of psychological contracts 

presuppose (as it is addressed in Chapters 7 and 8). 

Section 6.4 is also devoted to the identification of skills and competences which are perceived 

by research participants as individual characteristics that result in effective or superior 

performance. As previous research also emphasises, the skill portfolio for the T&H draws on a 

bundle of hard and soft skills, which are largely transversal to other disciplinary fields, and higher 

importance is placed on soft skills, particularly at entry-level. This highly transferable skill set 

allows individuals to move across the labour market more easily, by enhancing their 

employability potential. This is perceived as positive when making it easier to get a higher quality 

jo  else he e, pa ti ula l  i  the se i es se to , if the T&H i dust  fails to eet people s eeds 
and expectations. Although workers from other sectors can also migrate to the T&H industry, 

the high employability potential of individuals with dedicated T&H high-level qualifications may 

result in the irreversible loss of valuable and talented employees. 
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7.   Quality of working life in T&H careers 

 

 

7.1  Introduction 

Quality of working life (QWL) is a multidimensional construct that is linked to employee well-

ei g, i fo ed  people s eeds a d e pe tatio s a d leadi g to o side atio s of o k as 
meaningful, fulfilling, exciting, and other positively perceived experiences that spillover to other 

sphe es of o e s life. It is a out ho  a set of o k a d e plo e t-related factors are perceived 

and evaluated by each individual. Just as every person will exhibit his/her own and distinctive 

career path, so as distinctive ill o e s assess e t of the positi e a d egati e fa to s 
influencing work life be. Meanings are constructed based on subjective criteria that are expected 

to change over time and that are influenced by specific work/organisation-related factors, 

individual factors, and external factors.  

Subjective experiences of QWL, as an essential dimension of employee retention and career 

success, have been gaining visibility within HR management literature, but studies focusing on 

T&H employees are still scarce. Although analysing some characteristics of the research 

pa ti ipa ts  jo s, this hapte  esse tiall  d a s o  the su je ti e di e sio s of QWL  
examining the experiences and perceptions of these individuals, informed by their 

characteristics and preferences. This chapter is, therefore, oriented to answer Research 

Question no. 2 – How do highly educated individuals conceive quality of working life in the 

hospitality industry? 

As explored in Chapter 3, eight dimensions emerged from the extant literature, both generic and 

industry specific. The first part of this chapter is aimed at examining how individuals perceive 

these different aspects of their work, while trying to understand how these have been informing 

their career development decisions (which are then further explored in Chapter 8). Following 

data ge e atio  a d a al sis, si  e  ajo  di e sio s e e ged as do ai s of jo  a d 
organisation-related aspects that are composed of twelve more specific sub-dimensions. By 

focusing on the meanings that individuals construct around the concept of QWL, the second part 

is ai ed at of ide tif i g the di e sio s that ost i pa t i di iduals  o k e pe ie es a d 
retention, hence underpinning career longevity in the T&H industry.  
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7.2  Dimensions of quality of working life in the Hospitality industry  

This se tio  is ased o  esea h pa ti ipa ts  su je ti e assess e t of ualit  of o ki g life 
(QWL), which allows to uncover how certain job characteristics are valued and impact overall 

perceptions of QWL and, consequently, retention and career permanence. Although some 

objective measures are presented for several dimensions and aspects of work, to set the context 

fo  the pa ti ipa ts  a ati es, this section is predominantly built upon subjective measures.  

Research pa ti ipa ts  a ou ts of thei  a ee  a d o k e pe ie es e e a al sed a o di g 
with the eight main conceptual dimensions identified from literature review (see section 3.4), 

which have informed protocols for data generation in the empirical study: (i) job content and 

work organisation; (ii) pay and fringe benefits; (iii) recognition and appreciation for work; (iv) 

opportunities for advancement, development and growth; (v) job security; (vi) interpersonal and 

supportive relations at work; (vii) health, job stress and emotional demands; and (viii) work-life 

balance. Following data generation and analysis, these eight dimensions were subject to 

reinterpretation, subdivided into more narrow categories and regrouped into six new 

dimensions, outlined in Figure 7.1 and detailed along this chapter. These dimensions are also 

aligned with the negative and positive aspects that typify T&H work, as presented in section 

2.3.1. Four of these QWL dimensions and retention factors are associated ith the jo  le el, 
hile othe  t o a e luste ed i  the o ga isatio  do ai . These t o g oups a e elie ed to 

i flue e i di iduals  ie s o  thei  pe a e e a d ithd a al i  the T&H i dust .  

The theoretical basis of psychological contracts draws on social exchange and on the norm of 

reciprocity (section 4.4) – hence the centrality of reciprocity as a unifying element, as presented 

in Figure 7.1. The fulfilment or positive experience of each one of these dimensions/ o ligatio s  

would lead to reciprocation through positive work attitudes and behaviours. Overall, it is 

observed that the evaluation that research participants make of the different QWL dimensions 

presented thereafter, are largely underlined by how they evaluate the exchange relationship.  

In employment relations such as those explored in this study, there are two parties in the 

exchange relationship: the employer and the employee. Shore and Barksdale (1998) proposed 

that the exchange agreement between employers and employees can be categorised in four 

types, as both their obligations can range from high to low. When the employee perceives that 

the relationship between the two parties consists of high levels of both employee and 

e plo e s o ligatio s, the e ha ge elatio ship is ala ed hence called utual high 
o ligatio s . This t pe of elatio ship efle ts a st o g so ial e ha ge i  hi h the e plo ee 
perceives that they owe the organisation a great deal and the organisation is also highly 

obligated to them. When both employee and employer have low to moderate obligations 

utual lo  o ligatio s , the e ha ge elatio ship is also ala ed, ut o  a eak a . The 
employee with a mutual low obligations exchange feels that with limited effort they can 

maintain the employment relationship and they expect a limited amount in return from the 

organisation. Additionally, there are two types of unbalanced exchange relationships, which 

seem to represent the majority of the cases reported by the research participants. When 

e plo ee o ligatio s a e pe ei ed to e highe  tha  e plo e  o ligatio s e plo ee o e -

o ligatio  elatio ship , i di iduals feel i de ted to the o ga isatio  due to the good treatment 

by the company. In the other hand, there are unbalanced relationships that consist of low 
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employee obligations and high employer obligations (the e plo ee u de -obligation 

elatio ship ), in which employee are likely to view they own part of the exchange having been 

fulfilled in past, whereas the organisation has not reciprocated. As a result, not only employees 

believe their current obligations are low and the organisation owes them a great deal, but they 

are also likely to perceive that their psychological contract has been violated. As it will be 

addressed for each QWL dimension, most employment relationships in the Hotel sector are 

described as unbalanced; more in particular, e plo ee u de -obligation relationships  

recurrently configure the assessment of most research participants (Employee and Leavers).  

 

 

Figure 7.1 | Dimensions of QWL in the Hospitality industry: a revised perspective 

Source: Own construction 

 

7.2.1 Job structuring and work organisation  

Drawing on the different aspects of work examined in section 3.1, Job content and organisation, 

three main subdimensions stand out as characteristics of the role/job (Figure 7.2). 

Organisational polices concerning job structuring and work organisation are interpreted, in this 

study, as relating to role clarity, communication processes, feedback, and performance 

appraisal. Job content is, in turn, interpreted as the constituents of work tasks and activities in 
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the form of workload, interesting and challenging work, and autonomy. The third subdimension, 

working time organisation is focused on how work is planned and organised via production 

processes and work scheduling. Workload is, however, to some extent a shared feature between 

these two latter subdimensions, considering that it is contingent on work scheduling and work 

pace (although not exclusively).  

 

 
Figure 7.2 | Job structuring and work organisation: subdimensions 

Source: Own construction 

 

Organisational policies 

Goal clarity is one of the factors that influence employee retention (P. Ghosh, Satyawadi, Joshi, 

& Shadman, 2013). However, the T&H industry is described as endowed with high levels of 

informality and ambiguity, particularly when it comes to small and independent businesses – 

which made the majority of the Portuguese T&H businesses –, run under autocratic and often 

a ateu  a age e t st les due to the lack of adequate or industry-specific qualifications 

(Guerrier & Deery, 1998). This means that many employees are not given detailed job 

descriptions and the output of their work is subjectively defined (M. Riley, 2019), as the 

following quote reveals: 

There is often no communication, no dialogue about what is expected of people, what 

their responsibilities are. I have job descriptions for some functions, but I am aware 

that there are many companies that do not have that. I think there is still a long way 

to go at that level. (Celeste, EMP, General Manager) 

This ambiguity concerning the definition of objectives and expected results, to which 

performance appraisal/evaluation is naturally inherent to (M. Riley, 2019), is frequently 

reported. Several participants refer that the definition of achievable and measurable objectives 

impacts their perceptions of QWL and career success. Mostly research participants who 

work(ed) for hotel groups refer to be given somewhat clear directions regarding their role, 

responsibilities, and objectives in terms of expected results. Victor (EMP, General Manager) 

emphasises that in his organisation, not only they have very detailed job descriptions that both 
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the General Manager and the new entrant must agree and sign upon hiring. Although a highly 

structured description and strict boundaries of tasks may be perceived as constraining 

e plo ees  auto o  a d o t ol (Blomme, van Rheede, & Tromp, 2010), role clarity allows 

employees to well understand their job role and expected results, hence being related to 

e plo ees  likelihood of lea i g thei  jo  (OECD, 2017; Walton, 1973; Warr, 1999).  

In most cases, interviewees refer that quantifiable objectives are not established or properly 

communicated to the staff, which is closely related to the lack of transparency that was 

previously explored in section 8.2.1. Even when objectives are communicated, employees often 

lack the resources and tools to achieve them, which leads to higher frustration. In fact, only 

Octavio (EMP, General Manager) highlighted such concern with providing employees with 

concrete guidance on how to achieve the proposed objectives, rather than just evaluate them. 

Only nine Employees and six Leavers mention to be given specific objectives. It is also noted that 

in some departments the definition of objectives is more easily implemented, as it is the case of 

Sales and Events. Nine of these interviewees hold/held top and middle managerial positions, 

which may suggest that organisational objectives are not fully communicated to operation-level 

employees, at the base of organisational hierarchy. This suggests that neither employees are 

involved in decisions that directly refer to their work, neither organisational commitment is 

ei g foste ed. P e ious esea h suggests that e plo ees  fa ou a le pe eptio s of i te al 
communication has positive effects on job outcomes, including enhanced job satisfaction, job 

performance and productivity, as well as good relationships among staff (and between staff and 

managers or other organisational members) (Cockburn-Wootten, 2012; Goris, Vaught, & Pettit, 

2000; Harris, 2009). Communication is also of paramount importance in building trust, which is 

a central premise of psychological contracts (Robinson, 1996).  

Not only the definition of objectives is related to performance evaluation, but also allows the 

creation of individual indicators for promotion and meritocracy, so career progression is not 

reduced to organisational tenure or subjective criteria. Without establishing performance goals, 

no objective and fair metrics can be used to measure and reward achievements and service 

performance. According to the Institutional Representative (KEY), at the basis of the definition 

of achievable and measurable objectives lies a great potential for improving both employee 

motivation and organisational performance. As many organisations do not define performance-

related objectives, there is both no way to motivate neither to evaluate. The payment of salary 

supplements according with objectives fulfilment (i.e., the employee receives a share of the 

revenue), which is not a common practice, is suggested by several participants as an interesting 

solution to both stimulate and control productivity, yet contingent on transparency.  

Comparisons are also made between independent and chained-hotels, as Amanda (LEA, ex-

Assistant Manager) recalls that even at top management levels, she worked for a hotel where 

only ambiguous numbers were defined; no budgetary goals were defined, nor what she would 

gain if those goals were reached. When working for a national hotel group, forecast meetings 

were frequent and strategies on how to reach the targeted budget were discussed, she also 

reports. Marisa (EMP, Assistant Manager), also referring to a national hotel group, states how 

communication follows two distinct routes in her organisation, both in reference to expected 

objectives and feedback:  
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We all have well-defined goals. Towards the end of the year, we are all subject to 

evaluations, everyone including Management, Front-office, and Back-office 

employees.  All of us are evaluated by our supervisors and the supervisors are 

evaluated by the General Manager. We also do our self-assessment, we evaluate, and 

we are evaluated. At that time, the objectives for the following year are defined. We 

have qualitative objectives – such as increasing the Booking.com score or maintaining 

the HACCP level – and quantitative goals, related to monthly financial targets. The 

General Manager communicates the values to the departments and everyone in that 

department has information on what the goal is. It also helps people to remain 

interested in knowing how much we have already earned, how much is missing, what 

additional effort is needed. And, of course, there is a reward when we hit the targets. 

As described in section 3.4, receiving performance feedback can contribute to reduce role 

ambiguity as well as to increased job performance effectiveness, provided that is useful and 

constructive (Hackman & Oldham, 1975; OECD, 2017). Good communication practices with staff 

members also contributes to increased perception of recognition, respect and staff involvement 

in decision-making (Kusluvan et al., 2010). Traditional performance evaluations are being 

increasing replaced by 360-degree feedback evaluation, in which the employee evaluates 

him/herself (self-evaluation), as well as both evaluates and is evaluated by other organisational 

actors, including peers, supervisors, subordinates and customers. However, in the HR Expert s 
(KEY) opinion, the Portuguese Hotel industry is still lagging as far as such type of practices are 

concerned, as only few hotel groups implement improved evaluation methods, hence portraying 

the scenario describe above by Marisa an exception rather than the norm.  Amanda (LEA) and 

Barbara (EMP), for example, refer to the fact that most employees in non-managerial positions 

are merely the evaluated, but never the evaluators, thus being given little opportunity to provide 

feedback on organisational measures and practices. Moreover, few participants receive proper 

feedback on their performance assessments, which may suggest that many organisations have 

access to important information about employee performance and organisational climate, but 

do not make full use of this information. This is corroborated by the OB Expert (KEY), who states 

that in most cases employees are not provided with the tools and resources to achieve the 

proposed goals and the desire performance levels; it is not just about what to improve, but how 

to improve it: 

When you do organisational climate studies, more important than the studies 

themselves, is to understand what you are doing next, to see what aspects have 

deserved Management's attention. Because if these metrics are applied and then 

have no effect, it loses credibility with employees. 

Role ambiguity is pointed out by several studies as one of the most common stressors for both 

employees and managers (Babakus, Yavas, & Karatepe, 2008; Cho, Choi, & Lee, 2013; Mohamed, 

2015). For two Leavers and one Resolute Job Leaver (a category that applies to Employees and 

is further described in section 8.3.1), task/role clarity was highly determinant in their withdrawal 

decisions. Aurora (EMP, Receptionist), working for a four-star independent hotel, mentions how 

the absence of task boundaries negatively influences her well-being at work, gradually 

contributing to growing levels of dissatisfaction with her current job and increased desire to 

leave, by exemplifying: 
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“i e I e ee  at the Hotel, I ha e een at the Front-desk, but we do a little bit of 

everything, we make breakfasts, when necessary we help in the rooms. Just yesterday, 

which was Christmas Day, we had a lot of people in the Restaurant and I had to go 

and clean the restrooms because the Chambermaids were all off duty (LLL). My 

p o le  is ot ith a tuall  lea i g ath oo s, that s o ski  off  ose, ut e 
do a little bit of everything, nobody really defines who does what, and that becomes... 

((hesitation)) confusing. Receptionists are the ones who have to clean the Lobby and 

the Front-desk, because the Chambermaids are entitled to not have to clean our 

workspace too.  

Laura (LEA, ex-Assistant F&B Manager), who also worked for a four-star independent hotel for 

10 years, describes how she was kept hopping around different job positions across multiple 

departments, according to the hotel staff needs at a given moment. Overall, she has moved 

across five different sections, yet officially maintaining the same professional category and wage 

scale over seven years (hence not fitting the notion of a job move as this has been interpreted 

i  this stud . The o e tio  o l  happe ed he  she pushed he  a age  to do so, a d the 
salary differential came in the form of an overtime exemption allowance.  

After 3 months ((of internship)) I signed a contract and started in F&B, but for seven 

years there my professional category remained as Sales Promoter, which I rarely did. 

I was never asked what I wanted to do or what I thought, they simply moved me 

betwee  se tio s as eeded. …  Whe   o t a t as e e ed, I e t to F o t-

Desk …  The  I e t to “ales Depa t e t. The  I e t to ‘ese atio s, e ause the 
hotel had been restructured, the Front-desk Supervisor was changed, and a 

Reservations Department was created. But as the problem was always the lack of 

personnel, sometimes I was at Reservations, sometimes I was at the Front-desk. Then 

I went to F&B again, because the person in charge there was leaving, and the General 

Manager wanted to prepare me better to take on these tasks. 

According to other testimonies, Receptionists seem to be particularly prone to multi-tasking, 

i.e., functional flexibility, especially in smaller-sized organisations, mostly by supporting the 

Porter, the Housekeeping, or the Bar/Room Service. The multi-tasking ideal typifies much of 

hospitality work, and together with job rotation is described in previous research as positively 

influencing job satisfaction, strengthening team-work, contributing to a deeper understanding 

of the business and its objectives, and increasing employee commitment (Rowley & Purcell, 

2001). It also facilitates employee movement across departments, which is particularly 

important to meet potential labour shortages due to demand fluctuation or unforeseen events 

(S. Park, Yaduma, Lockwood, & Williams, 2016). Although there is evidence suggesting positive 

effects of job rotation, Oldham and Jimeno-Ingrum (2015) highlight that it merely means 

changing assignments, thus not being the same as job entrenchment, which implies a change in 

the nature of the job itself, such as increased autonomy. Following her above-cited testimony, 

Laura recognises that job rotation allowed her to acquire new skills, yet not bringing her any 

other desirable consequences, as other aspects of her job (e.g., autonomy, salary, official job 

category) were not subject to change. 

Xavier (EMP, General Manager) posits that multi-skilling is an important hiring criterion – aligned 

with the notion of employer-flexibility, as described in section 6.4.3 –, as the more knowledge 

a  i di idual has e o d his/he  fu tio , the ette  he/she ill u de sta d the o ga isatio s 
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d a i s. Ho e e , a o di g to pa ti ipa ts  a ou ts, as e e plified a o e, ulti-tasking 

acquires double interpretation consonant one is an employee or an employer/manager. 

Fu tio al fle i ilit  e a les ulti-skilled o ke s to pe fo  a ious jo s …  a o di g to 
demand, thus maximizing labour productivity. [But] multi-skilling differs from multi-tasking, 

because the worker is trai ed i  diffe e t skills  (Lucas, 2004, p. 42). Pa ti ipa ts  a ou ts 
suggest that functional flexibility is mostly perceived as following a HR management approach 

focused solely on meeting staff shortages and/or inadequate staffing in operational 

departments (hence being frequently associated with work overload), rather than a logic of 

multi-skilling that would benefit the employee through the acquisition of transversal skills and 

enhanced marketability, while still benefiting the organisation.  

Job content (Intrinsic features of the job) 

Functional flexibility is closely related to heavy workloads, as employees are required to assume 

multiple roles to face the growing requirements and staff shortages. Overload is the most 

frequently discussed Area of Work-Life (a theoretical framework shortly addressed in section 

3.3) as it is consistently associated with burnout, especially with the exhaustion dimension.  

Many T&H organisations resort to outsourcing and/or casual workers in order to manage peak 

demand, but several participants refer that cost management has becoming stricter and middle 

managers are left with little room to reinforce work teams when necessary. Budgetary goals are 

referred to increase every year while work teams are kept with the same size; eventually people 

are able to achieve the expected goals but become gradually worn out. Clara (LEA), recalls the 

difficult staffing management that she was expected to perform as Events Manager: 

We had a rule of one employee for every 20 customers, but there came a time when 

it was one to 30. The Head Waiter would ask for three extra ((casual)) staff, when we 

had a big dinner, for example, because we didn't have enough people in house, and I 

would said 'no, so , ut the e ill o l  e t o asuals . A d it is ot eas  to a age 
this, because on the one hand, I had pressure from above to try to reduce the cost of 

extra staff, but on the other hand, I had a team that was, in some ways, unmotivated, 

tired and already working at their limit. 

Work overload can be either quantitative or qualitative and occurs when people cannot meet 

the demands of their job by having few recourses; in other words, having too much to do in little 

time with too few resources (Leiter & Maslach, 2004). Laura and Clarice, both Leavers, 

mentioned to be asked to work several days without any time-off – up to 15 days – in order to 

replace for colleagues on holidays or sick leaves, by accumulating tasks and work shifts. It is 

consensual that heavy workloads and increased responsibility and commitment with customer 

service – considering that customers have been gradually become more demanding – highly 

increase job demands. Most interviewees in non-managerial positions, including Newcomers, 

report that there are few people working, which is congruent with previous research, which has 

also found that employees believe their workplaces to be under-staffed (Poulston, 2009). 

The definition of objectives and expected results is also associated with job challenge, with 

several research participants referring to prefer interesting, enjoyable, and intellectually 

challenging work (Figure 7.3). As seen in previous sections, a significant number of participants 

are highly driven by the opportunity to take on more challenging roles and responsibilities (6.3.1) 
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and, for some, this was the main reason for changing employing organisations (7.2.3/8.2.2). 

Previous research supports that the greater the extent to which individuals find that their jobs 

include challenging, comprehensive, and diverse work the less likely they are to search for 

alternative employment and desire to leave their organisation (Blomme et al., 2010; Maynard & 

Parfyonova, 2013). The opportunity to perform intrinsically challenging work is a central tenet 

of contemporary careers theory, and some studies also suggest that this aspect of work is 

particularly important for Gen Xers and Millennials (Twenge, Campbell, Hoffman, & Lance, 

2010). Challenging work is linked to autonomy and employee empowerment, which are also a 

function of social support and an appropriate style of leadership (Karasek, 1979; Karasek & 

Theorell, 1990). For the research participants in this study, performing challenging and 

interesting work represents an opportunity to apply the knowledge and skills gained at 

university, as well as a chance to prove themselves as talented individuals. This is congruent with 

interviewees expectations that a higher education degree could be a differentiating factor in the 

labour market. This view is shared by the Institutional Representative (KEY), who posits that due 

to being largely assigned with operational jobs which required a less complex skill set, recent 

graduates tend to find their tasks of little interest and challenge and thus feeling that theirs skills 

are being under-utilised (see also section 8.5 . The pe eptio  that the jo  utilises o e s skills 
and talents well is one of the assumptions of fit with the organisation proposed by the job 

embeddedness construct (Mitchell & Lee, 2001). As most participants do not consider this to be 

truth, it is likely that poor perceptions of compatibility with the current employers are being 

formed, hence hampering their desire for remaining with the organisation.  

 

 
Figure 7.3 | Perceptions of lack of job challenge 

Source: Own construction 

 

The e og itio  of g aduates  o pete ies is also asso iated ith the deg ee of autonomy they 

are granted to act in their day-to-day work (a theme addressed by nine participants), by giving 
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the employee freedom of action, opportunity for independent thought and the possibility to 

make decisions about issues which they perceive to be within their professional domain. Amelia 

(EMP, Receptionist), who has worked for several hotels, believes that T&H graduates tend to be 

interested in understanding how different types of organisational policies and procedures (e.g., 

pricing policies) are designed and enjoy having some leeway when dealing with customers, but 

are rarely given that opportunities when working at entry-level, operational positions. 

Autonomy may also involve a certain degree of flexibility in decisions involving workload and 

work time arrangements, i.e., decisions which impact on the immediate circumstances of their 

job, which most interviewees in non-managerial positions report as clearly absent, as described 

further below. Autonomy in job design is presented in previous research as a career 

de elop e t st ateg  that ould affe t e plo ees  pe eptio s of QWL (Li & Yeo, 2011). 

Karasek (1979) highlighted that although many jobs are characterised by high demands, 

differences in job satisfaction and strain between executives and line workers can be explained 

by differences in decision latitude. This is also observable in this study, with operational-level 

employees reporting how the lack of autonomy negatively influences their job satisfaction, 

he eas fo  a age s this is ot pe ei ed as a p o le . Both as pe  the Ha k a  a d Oldha s 
Jo  Cha a te isti s Model a d Ka asek s Jo  De a ds–Control model (section 3.3), autonomy is 

one of the core job dimensions underpinning motivation at work and positive individual and 

organisational outcomes.  

Scheduling and working time arrangements 

Long working hours, irregular and family-unfriendly/unsocial work schedules, are probably the 

most cited characteristics of T&H work. This aspect of work is also highly associated with 

work/life balance and work/non-work conflict due to negative spillover and lack of time out-of-

work. From the perspective of the spillover theory, employees expending great physical effort 

and time at work are less likely to have available time and disposition for family and other non-

work activities  (J.-H. Lin, Wong, & Ho, 2015; Sturges & Guest, 2006) (see also section 7.2.6). 

When questioned regarding the average number of weekly working hours, the participants of 

the pre-test (described in section 5.5.1) found extremely difficult to indicate an weekly average 

due to the unpredictability of their work schedules (i.e., not only different work days had varied 

length, as the number of weekly off-days were not always fixed); as a result, this is one of the 

questions that had to be changed in the interview protocol, which was already illustrative of 

pa ti ipa ts  o k s hedules. 

Research participants are found to work, on average, 10 hours per day. As exhibited in Figure 

7.4, more than 65% of Employees and 85% of Leavers work more than the contractual eight 

hours and report to frequently do overtime. The participants who claim to work an average of 

12 or more hours a day occupy middle/top management positions, namely as General 

Managers, Assistant General/F&B Managers and F&B Managers. This suggests that although 

managers typically enjoy of higher schedule flexibility, they are also more prone to be working 

more hours due to inherent role responsibilities. The maximum number of daily hours was 

mentioned by Clara (LEA, ex-Assistant Manager), who explains how this was a common feature 

of her workday: 

For the first few months, I lived in the hotel, and I say 'I lived' because I did live there, 

they gave me a room. I would wake up, start work at 8:30 am and go back to my room 
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at midnight or 1 am. This was daily, five days a week, with days off on Monday and 

Tuesday. I achieved a work rhythm that no one can imagine. 

These findings are supported by the work of Costa, Carvalho and Breda (2011), which using data 

from the nationwide Employment Survey, found that Tourism workers have the highest amount 

of weekly working hours in the whole economy.  

 

 

Figure 7.4 | Worked average hours per day 

Source: Own construction 

 

At the beginning of the interview, Employees and Leavers were asked to choose from a set of 

scheduling options applicable to their current/last job, which are presented in Figure 7.5. All 

Employees and Leavers were full time staff members performing shift work (n=19, mostly 

Receptionists and Waiters), having a fixed working schedule (n=13) or having flexible working 

hours (n=12). This exemption of fixed working hours/overtime is typically assigned to employees 

who because of their job duties and responsibilities or level of decision-making authority, are 

required to work an uncertain number of hours to accomplish the goals of their job position, 

mostly General Manager and some Departmental Managers. This scheduling arrangement is 

usually monetarily compensated through the payment of an overtime exemption allowance. 

For about a third of the interviewees (n=35), working on weekends and holidays on a regular 

basis is a core characteristic of their work schedules. This is applicable for the same proportion 

of managerial and non-managerial positions. In common these participants have, instead, the 

fact that many of them are in permanent contact with customers, hence in frontline service. The 
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interviewees who do shift work are also prone to be working on evenings (n=25) and/or night 

time hours (n=8). All interviewees who work night shifts are Receptionists with rotating shifts 

(two women and six men). Two of these Employees have been previously employed as Night 

Auditors, but changed jobs at the earliest opportunity precisely due to the fact of having fixed 

night shifts, which they consider to negatively impact their sleep routine and consequently, their 

general health (see also section 7.2.5). Overall, only eight participants report to only work 

weekdays, six of each with a fixed schedule. All these interviewees work in the Sales, 

Reservations and Purchasing Departments or as Deputy Managers.   

 

 

Figure 7.5 | Working schedule characteristics 

Source: Own construction 

 

Numerous references to the excessive working hours on a constant basis are found in 

pa ti ipa ts  a ou ts, eithe  he  o ki g i  egula  s hedules o  i  shift o k. E essi e 
working hours are naturally associated with overload, as previously addressed, due to the 

assignment of excessive tasks and/or insufficient staffing. Several participants refer to have a 

time of entry but never a time of exit due to a variety of reasons, so far that there a common 

expression is used by several interviewees: 
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In Hospitality, the time is set in stone, we arrive at the agreed time, but God knows 

when we leave.  

To more fully understand this issue, frequency has also to be accounted for. When overtime 

becomes very frequent, interviewees tend to interpret this situation as a psychological contract 

breach. People are aware, and generally being told when hired, of the need to occasionally work 

overtime, especially due to demand variations, and are overall willing to do so; conflicts arise 

when staff feels that this is a recurrent practice, not limited to peak season, and their rights are 

not being respected. Overtime compensation is typically regulated by General Labour Law, with 

few Collective Bargaining Agreements addressing this issue. In most cases, overtime is not paid 

(only above a certain threshold) but rather banked to be taken as time-off or additional holidays 

at a time in the future that is agreed between managers and staff. However, most participants 

complain to never be allowed to take that leave on days of their choosing and several 

interviewees, mostly working for independent units, report that overtime is not even accounted 

for and compensated. According to the HR Expert (KEY), this system does benefit the employee 

but is often undermined by employers. In his opinion, most employees are not satisfied with 

banked hours, because managers put too many obstacles concerning the enjoyment of these 

days-off.  

Several interviewees refer that mostly due to events, clients showing up/leaving latter, or 

unforeseen problems (either internal to the organisation, either external, as in the case of hotels 

that typically host last-minute guests due to flight delays and cancellations), overtime is frequent 

– at a daily basis. In preliminary research, reference was made to the under-staffing practices of 

most organisations; for example, the tournant is the employee in charge of replacing colleagues 

at the Front-desk in their days-off, as well as covering shift change. However, organisational 

structures became flatter and, mostly due to cost management, staff is limited to the bare 

minimum, which led job positions such as the tournant to practically disappear, obviously 

putting additional burden on the core staff. Even Newcomers point working schedules as one of 

their biggest concerns, based on their internship experiences: 

I worked 10 days in a row, and on the 10th day I worked from 9 am to 3 am of the next 

day, because there was an event at the hotel. (Alexandra, NEW) 

I always did nine or 10 hours of work. It got to the point, where in a single day, I worked 

hours that were equivalent to almost three days of normal work. (George, NEW) 

Beyond excessive working hours, the major constraints identified by research participants as far 

as their working time arrangements are concerned, are associated with irregular working hours, 

as the testimonies in Table 7.1 allude to.  

For almost all participants shift work was an expected feature of hotel work and no major 

problems are associated with shift work per se, as Virginia (LEA, ex-Guest Relations) accounts for 

while emphasising the impact such work organisation practices have in the management of 

e plo ees  pe so al, o -work time:  

I already knew that in tourism you work in shifts and that these shifts will be varied, 

and sporadic events will appear. But another thing is not to even know what our 

schedules for the week or month ahead are. I worked both day and night, sometimes 

I worked eight days in a row, sometimes I had four days off; ou a t o ga ise a life 
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like that. Another thing is when you know your shifts, when you know that you will 

o k fou  da s a d take t o da s off, that the e ill e a o th he  ou o t take 
the weekends off, but then you will have a Sunday the next month. And so, we can 

plan our personal lives and manage our daily necessities. 

Most participants acknowledge both positive and negative things about shift work, typically the 

same benefits and constraints found in the literature, as described in section 2.3.1 (e.g., having 

off-time in weekdays). Although some participants refer to have preference for not having a 

routine, monotonous job, as seen in section 6.2.1, this routine is applicable to their job role and 

tasks, not to working schedules.  

 

Table 7.1 | Irregular working schedules 

 
Source: Own construction 
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Most participants working in shifts, work with rotating shifts and rotating days-off. It is claimed 

that working in fixed shifts may be either positive or negative, depending on which shift people 

are working. Typically, fixed night shifts, evening shifts (up to midnight) or early shifts (e.g., 

sta ti g at a  a e pe ei ed as det i e tal to people s health due to outi e a d i te fe e e 
over sleeping hours) and work-life ala e he  i o pati le ith othe  fa il  e e s  
schedules), considering that in organisations with such type of work time arrangement there is 

no flexibility to change shifts if necessary. However, criticism is considerably higher when split-

shifts are concerned. Although this is a common practice in F&B Operations, mostly in the 

Restaurant (and in the overall Restaurants sector), several Key-Informants consider that this 

paradigm is changing, mostly due to the difficulties in recruitment for such job positions (as such 

working schedules are typically combined with low wages). In addition, many employees with 

rotating shifts have their working hours set on a monthly, or even weekly, basis. This means that 

employees only get to know their working schedule for the following month only a few days 

before the current month ends. Particularly those working in F&B Operations refer that their 

working schedules are defined just a week ahead and it is frequently subject to changes 

according to demand variation.  

Some participants (n=8) also mention that many of the abovementioned constraints are due to 

the fact that many organisations fail to comply with the law. This is highlighted by many 

participants with reference to weekend days-off or insufficient rest time between shifts (e.g., 

time-off when rotating from an interim shift for an evening shift) and work weeks (e.g., just on 

day off after a six-day work week), which, as further explored in section 7.2.5 (Health, job stress 

and emotional demands), are highly associated with occupational stress. 

Excessive working time can be interpreted as a matter of workplace culture, which is not 

exclusive to the T&H industry. This aspect of work is particularly highlighted by 

supervisory/managerial staff and participants who had work experiences in other countries from 

which the Portuguese culture highly stands out. Employee engagement and performance is still 

highly associated with the number of hours at the workplace, which is congruent with the 

foregoing observation that many organisations do not define goals and objectives for most job 

positions. Without other metrics to evaluate employee performance, the number of hours spent 

at the workplace become the most frequent indicator, despite the fact that it cannot be linearly 

associated with productivity. Hence, employees may not feel comfortable leaving early/on time 

or to demand the enjoyment of time off (even if entitled to, as the result of banked hours) 

Mul a e , O Neill, Cle ela d, & C oute , . The culture of presenteeism, i.e., being at work 

without being productive or fully functioning, is rooted in both employers and employees. 

Typically associated with masculine work cultures, both managers and employees are instilled 

into spending many hours at work if they want to thrive in that organisation and in their careers 

(Deery, Jago, & Stewart, 2008; Doherty, 2004). However, in the 2015 reprise of a meta-analysis 

of relevant literature on talent management, work-life balance and retention strategies in the 

hospitality industry, Deery and Jago (Deery, 2008; Deery & Jago, 2015) found that presenteeism 

was a more significant area of concern in the review of 2008. This may suggest that more than 

sta i g at o k e el  to e see , as the autho s posit, lo g o ki g hou s a  e due to 
actual work overload and/or to a poor organisation of work processes that leads to inefficiency 

and poor time management.  
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Celeste (EMP, General Manager), who works in the Hotel industry for 17 years and has worked 

for seven different hotel companies, many of them renowned international hotel groups, sets 

the comparison:  

In countries like Germany, the philosophy of work is very much at the basis of 

planning, there is a rule that people must be productive, which in Portugal they are 

not. They are not productive. People get lost in what is not essential, they are not 

focused. In Portugal, if we look at international hotel chains, they are much more 

productive than national ones, because international ones instil their working 

practices, a set of procedures that are boring, but they make things happen. They 

create a pattern, a consistency; things are not exactly automated, but everything 

functions faster and more fluid. 

Reporting to the UK Hotel industry, Barbara (EMP, Web Sales Executive) shares the same view, 

highlighting that if the staff needs to spend more time at work, it is because managers are failing 

in work processes planning; however, very clear productive indicators exist to measure and 

improve process efficiency. This idea is also reinforced by most Key-Informants, who concur that 

very often this is indicative of a desire to show that one is giving his/her best and is always 

available: 

Generally speaking, as companies have no way of evaluating each person perfectly, 

they limit themselves to evaluating two or three aspects that are easy to determine: 

their attendance record, punctuality and how late they stay compared to others. There 

is an excessive valuation on hours and the culture of working more than 8 hours a day. 

(Major Employer 01, KEY) 

This o k ultu e ot o l  d i es e plo ees  jo  st ess, as it also egati ely impacts work-family 

conciliation and drives role conflict. It is, therefore, not surprisingly that several studies focus on 

the impact of this long working hours culture on work-family dynamics, specifically when it 

comes to managerial roles (Cullen & McLaughlin, 2006; Mulvaney et al., 2007). 

Excessive working time can also be interpreted as a trace of workaholism (i.e., working beyond 

what is required) (Schaufeli, Taris, & Van Rhenen, 2008), yet this is not a prevalent feature of 

hotel work as reported by the research participants. Four participants, three male General 

Managers and one female Assistant Manager, refer to spend/use to spend more hours at work 

than those needed by choice, both due to work enjoyment and desire to overseen certain work 

processes. However, if considering that this justification to spend more time at the workplace 

and endorsing a greater focus on work is provide by top managers (who enjoy of higher job 

discretion and autonomy at work), who are in their majority men, it may be likely that many 

women do not share this same perception of their own workaholism. Not only women take the 

bulk of domestic activities, such as housework and caregiving for children or other families, as 

they are more likely to be pressured by societal norms, hence rating workaholism traces lower 

than men usually do (Beiler-May, Williamson, Clark, & Carter, 2017).   

Many research participants, when initiating their careers, shared the desire of reaching 

supervisory or managerial job positions, which as seen in section 6.3.1, are not only associated 

with higher status and pay, but also with increased autonomy, challenge, and responsibility. 

Twenty-three research participants hold (n=14 EMP) or held (n=9 LEA) a supervisory/managerial 
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positio . Gi e  the ele a e that the Ge e al Ma age  ideal has i  e  e t a ts  o eptio s 
of their future jobs (as explored in section 6.3.1), some pros and cons of supervisory/managerial 

positions e e also ide tified ithi  pa ti ipa ts  a ou ts.  

These interviewees do confirm that the higher the hierarchical level, the g eate  o e s fle i ilit  
in managing their own job tasks and, most importantly, their working schedule (noting that 11 

participants are/were exempt from overtime/a fixed working schedule (Figure 7.5)). They 

acknowledge the relevance that such type of working arrangements or just their authority level 

have in the management of their personal and family lives, which is one of the most significant 

challenges in T&H work. However, as the Hotel industry operates on a 24/7/365 basis, these 

benefits are not so linear and full availability is also required. This because it all depends on the 

level of responsibility associated with each job position. Some interviewees also stress that is 

common practice in many organisations that supervisors are also expected to substitute 

colleagues who are absent (for taking sick leaves, parental leavers or any other reason) or on 

their days-off/holidays (thus compensating for short-staffing in their departments), in addition 

to their usual duties, hence resulting on increased workload. Mostly Assistant Hotel Managers 

(both Leavers and Employees) report the biggest difficulties in managing their workload and 

responsibilities despite fle i le s heduli g. Ma age e t positio s te d to e ui e lo g o ki g 
hours – often 60 hour work weeks – thus usuall  de a di g total de otio  as a sig  of lo alt  
(Wahl, 2011 as cited by Carvalho, Costa, Lykke, Torres, & Wahl, 2018, p. 399). This was, in fact, 

the main reason that made Olivia (LEA, ex-Assistant Manager) decide for a career chance. She 

was being groomed to become the General Manager of a four-star family owned hotel (namely 

by being offered specific external training). Her workload was continuously being increased and 

she was offered a room at the hotel where could stay permanently, which would mean being 

available 24 hours a day. The perspective that the situation would become more severe with the 

increased responsibility of a job promotion was a decisive factor in the withdrawal decision.  

Mulvaney et al. (2007) present hotel management jobs as particularly challenging when it comes 

to work-fa il  d a i s. Hotel a age s  o k-family interface is described as influenced both 

by the industry and the organisational context, as some characteristics are common in this 

usi ess as a hole e.g., lo g a d i egula  hou s, fa e ti e, pa i g ou  dues  ultu e o  
relocation) but are present to different degrees across different organisations. As addressed in 

section 7.2.6 and 8.2.4, work-family reconciliation is also influenced by traditional gender roles 

and stereotypes. All General Managers highlight that when problems or unforeseen 

circumstances arise, at any time of the day or night, they must be available. General Managers 

are also expected to be present at all important moments, such as the testimonies in Figure 7.6 

exemplify. This means that work-life balance can either being facilitated and hampered due to 

flexible work. These and other issues of the work and family/non-work relationship are 

discussed in section 7.2.6. 
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Figure 7.6 | Ge e al Ma age s  a ou ts o  the p os a d o s of holdi g a a age ial positio : spe ial 
focus on working time arrangement and availability 

Source: Own construction 

 

7.2.2 Reward and recognition systems  

Reward and recognition systems are central to the HR Management function, typically 

addressing two sets of areas: pay/compensation and benefits – largely defined as monetary 

return that employees receive in exchange of their work – and recognition and appreciation. 

The main purpose of such areas is to attract, motivate, and retain talented individuals. These 

are, therefore, the two sub-dimensions explored in this section. Although initially considered 

separately, as when described in section 3.4, these dimensions are found to be highly related 

and mutually influential, hence interpreted here as an important combination of employee 

motivators. Not only these dimensions strongly influence perceptions of career success as also 

constitute important tools that organisations can use to promote positive job-attitude and 

retention (Choi, Cheong, & Feinberg, 2012; Nickson, 2012; Santero-Sanchez et al., 2015; Walsh, 

2016).  



 281 

Some literature suggests that promotion opportunities and job security can also be considered 

a form of reward, and although linkages to recognition and higher pay are also mentioned in this 

study, these two other dimensions are analysed together with a third one in section 7.2.3, under 

the label Achievement and Development (Figure 7.7).  

 

 
Figure 7.7 | Rewards and compensation systems and Achievement and development: sub-dimensions 

Source: Own construction 

 

Pay and fringe benefits 

Pay – ade uate, fai , a d e ough to eet o e s eeds – is a recurrent constituent of models of 

quality of life and well-being at work, and probably the most controversial topic within HR 

management in T&H. Although this job aspect was not pointed out as highly decisive when 

choosing a T&H degree and career – as seen in section 6.3.1, only two references were made 

regarding expectations with high pay – a considerable number of references to remuneration 

a e fou d i  pa ti ipa ts  a ou ts. Pa  defi es a o ke s status a d sta da d of li i g, a d a  
affect motivation and commitment to work (Lucas, 2004). Pay levels are regulated by labour 

market forces, but also by internal organisational policies. As is to be seen in this chapter, 

perceptions of inequity in reference to organisational policies are largely addressed by 

participants. Employee turnover is therefore typically indicator of problems with pay 

differentials (M. Riley, 2019) 

Starting with a more objective stance, more than half of Employees indicate their gross monthly 

remuneration to be placed between 581 and 1,000 Euros, whereas more than half of Leavers 

were being paid between 751 and 1,500 Euros when working for their last employer (Figure 7.8).  

Although the same number of female and male interviewees (n=9) indicate having a salary of 

more than 1,000 Euros/month, a slightly higher number of female participants are found in the 

lowest three salary levels (14 women in comparison to nine men earn up to a maximum of 1,000 

Euros/month). The major differences are perceived at the highest level of pay, considering that 

only one woman is paid more than 2,500 Euros/month when compared to four men. All these 

five interviewees naturally hold top-management level positions. As presented in section 2.3.1 

(Gendered nature of employment), women in the T&H sector are consistently found to be paid 

less than male workers for comparable jobs (Bakas, Costa, Breda, & Durão, 2018; Carvalho, 

Costa, Lykke, & Torres, 2014; ILO, 2010). The Tourism sector is found as being one of the widest 

gender pay gaps, with women earning up to 26.3% less than men (Costa et al., 2011). Despite 
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overt discrimination is pointed out as the main determinant for gender pay gap (Carvalho, 2017; 

Santos & Varejão, 2007), when directly questioned about this, a very limited of female research 

participants do actually acknowledge the existence of gendered pay discrimination (this and 

other forms of gender-based influences on the workplace are discussed in section 8.3). These 

o e  see this as this is ho  thi gs a e at the la ou  a ket , o alisi g it, a d ot seei g it 
as a  i di ato  that thei  a ee s a e su je t to ge de ed ste eot pes  i flue e. I  fa t, 
Carvalho (2017) suggests that this t pe of pe eptio s a e la gel  due to i di iduals  o  
conceptions of what constitutes discriminatory behaviours or not.  

 

 
Figure 7.8 | Gross monthly remuneration 

Source: Own construction 

 

All the eight General Managers participating in this study indicate to be paid more than 2,500 

Euros/month, except for two who are/were based on Central Portugal and the Alentejo. The 

other top managers were based in Lisbon and in the Azores. Regional wage differences, including 

at higher hierarchical levels, were specifically mentioned by one participant Julia (LEA, ex-

General Manager, seven years in the Hotel industry) as one of the main reasons to be dissatisfied 

ith the hotel se to . A o di g to Me e  Co sulti g s Total Compensation (2019) study, in 

comparison with Lisbon, salaries in the hotel sector are about 11 per cent lower in the North of 

Po tugal a d eight pe  e t lo e  i  the Alga e. I  Julia s opi io , e e  if the diffe e es in the 

cost of living in different locations are considered, the gap is quite significant, considering that a 

Ge e al Ma age s att i utio s a d espo si ilities a e ot that diffe e t. Although tou ist 
demand may not be as high as in urban/coastal regions, such as in Lisbon, she argues that there 

are already many upscale/luxury hotel units in the countryside/inner regions applying higher 

rates and with high levels of occupancy. In addition, she believes that General Managers in 

destinations with lower tourist demand face increased challenges in financial and HR 

management while in attracting new customers.  
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When looking more closely at departmental differences, it is observed that wages in the Front-

office hardly surpass the 1,000 Euros/monthly level. From the 11 Employees at Front-of-the-

House positions, only one (Samuel, Receptionist, working for a national hotel group) reported to 

be paid above average, which was naturally referred as one of the most positive aspects of his 

job, in addition to also be rewarded with a share of the RevPar when the hotel is fully booked. 

The lowest wage level (up to 580 Euros/month) was reported by two Leavers, who after two 

years in the industry considered this remuneration standard to not adequately meet the high 

demands of their jobs and the terms of their psychological contracts regarding salary 

progression.  

From a more subjective perspective, all research participants concur on the fact that the T&H 

industry is, as a matter of principle, a low paid professional area. As seen in sections 3.4 and 

4.3.2, literature suggests that satisfaction with rewards largely depends on the perceived 

discrepancy between what one believes one should receive in exchange for their effort and 

contribution, and what one really receives. This is precisely the core tenet of the Effort–Reward 

Imbalance model (Siegrist, 1996, 2017) (see section 3.2), which posits that the imbalance 

between work efforts and the rewards from work violates the norm of reciprocity that 

constitutes psychological contracts, thus having negati e o se ue es fo  o ke s  
performance and well-being. Some interviewees also mention that there is substantial and 

disproportioned pay variation between the lower and the higher levels of the organisational 

hierarchy, which they believe to be associated ith ope atio al e plo ees  pe eptio s of lo  
and unfair pay. Individuals compare the ratio of their own inputs and outputs to the ratios of 

others, and although pay dispersion may increase effort and boost higher performance levels 

(though increased competition for better paying positions), if pay differences are perceived as 

very large and inequal, this may yield a negative impact on motivation and satisfaction (Downes 

& Choi, 2014). From a fairness perspective, pay differentials lead to feelings of inequality, 

injustice, and dissatisfaction, being likely to harm performance levels and hamper group 

dynamics (Bloom, 1999). The popular business press has consistently focused on the growing 

disparity in wages between top managers – typicall  des i ed as o e paid  – and lower-level, 

but there is still limited research examining intrafirm, interrank (i.e., vertical) pay dispersion 

between the highest and lowest organisational levels and its implications for individuals and 

firms (Connelly, Haynes, Tihanyi, Gamache, & Devers, 2013). To the esea he s k o ledge, 
research on this issue in the T&H industry is even further limited. Previous research suggests 

that a real or perceived lack of fairness in the distribution of pay (i.e., distributive justice) has a 

more significant impact on job satisfaction, organisational commitment or turnover, than low 

pay per se (Boella & Goss-Turner, 2005; Gaertner, 1999; Sirgy, 2012).  

Starting with a more positive outlook, four Leavers and three Employees do classify their wages 

as appropriate to their tasks and responsibilities (only three hold managerial responsibilities). 

Some note they would obviously like to receive/have received a higher pay, but do not 

negatively rate their remuneration level. In addition, it should be noted that several participants 

(n=12) commented on the remuneration standards of the industry but did not want to develop 

their insights on their own wages. With this regard, Manuel (EMP, General Manager working for 

a national hotel group) argues that no person is ever fully content with his/her salary and no 

person would ever say not to desire a higher pay. This idea is referenced by the two Major 
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Employers (01/02-KEY), who acknowledge that salary is always the job feature with lower rating. 

I  Ma uel s ie , a  of the people ho o plai  a out thei  e u e atio , do it fo  ot 
having properly negotiated conditions when being hired. However, after being questioned 

directly by the researcher about what the real power of negotiation of operational employees 

ould a tuall  e, Ma uel ad itted that su h e plo ees  o t ol o e  thei  hi i g te s is uite 
lower than in supervisory and managerial levels. In preliminary research, several references 

were made to the fact that General Managers typically enjoy higher flexibility in wage negations 

and the industry would face high difficulties in hiring, especially at top-management levels, if 

just sticking to official wage scales.  

In Portugal, salaries for the hotels and restaurants sectors – as well as other terms and 

conditions, rights and duties of both parties – are fixed by Collective Bargaining Agreements 

CBA  hi h a e egotiated et ee  e plo e s  asso iatio s o  ehalf of the employing 

organisations) and trade unions (on behalf of workers), either with national and/or regional 

s ope a  e a ple of a CBA s age s ale fo  the hotel se to  is p ese ted i  Appe di  VII . 
Several General Managers interviewed in this study, as well as some Key-Informants, namely the 

two Major Employers (01/02) and the Employers Association Representative, highlight that most 

hotel groups and many other hotel units are already applying their own, internal wage scales, 

which are quite higher than the values defined in CBAs, as the following quotes reveal: 

We pay, on average, at least 100 Euros more than our competitors do. We pay more 

in order to attract workers easily, because we are a large hotel chain, we have a good 

annual income, so we have some financial flexibility to make this decision. (Manuel, 

EMP, General Manager).  

In my group, I may pay the minimum wage to about five people. I don't have any 

chamber maids earning, even close, to the national minimum wage. Not only are we 

pa i g o e tha  hat s defi ed  CBAs – so the Government can increase the 

atio al i i u  age, it ould t ake a diffe e e –, as we also give other 

benefits. There is also a big discrepancy depending on the location. In Lisbon or Porto, 

if we paid the CBA minimum agreed wage, we would not be able to hire anyone; 

everyone is paying more than this minimum value. (Major Employer 01, KEY) 

Both the Major Employers (01/02, KEY) and the Employers Association Representative (KEY) do 

ot full  sha e esea h pa ti ipa ts  opi io  o  the lo  paid sta da ds of the T&H i dust , 
that is that wages are low, but not as bad as most people believe. Major Employers 01 (KEY) 

stresses that in Portugal wages are generically low and, when in comparison, there are many 

other professional areas with much lower pay levels than the T&H industry. Both the Employers 

Association Representative and the Institutional Representative (KEY) believe that the 

compilation of statistics combining the hotel, the restaurants and mass catering sectors does 

not benefit the former, as wages in the restaurants and mass catering sectors tend at lowering 

the average publicised wages for the overall industry. In addition, statistics very often refer to 

basic salary and do not include several allowances that are due to many employees, mostly 

frontline, such as food allowance, foreign languages proficiency allowance or cashier allowance; 

although, as seen in section 7.2.1, not all these conditions are always upheld even when due. 

The Trade Union (KEY) also remarks that the above-mentioned justification may be truth for 

higher job positions and higher pay levels but is not applicable to operational roles. This 
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viewpoint is shared by the HR Expert (KEY), who refers that statistics do not allow to accurately 

analyse pay differentials, stating that if salaries above 3,000 Euros are isolated, average pay 

drops significantly.  

In fact, when analysing salaries and earnings in Tourism jobs, Carvalho (2017) verified that 

earnings and hourly earnings in the hotel sector are lower than in rest of the economy (even 

when accounting for bonuses, allowances and remuneration for overtime work). The same was 

also observed for graduates, who enjoy higher salaries in the economy as a whole than in the 

hotel sector. This reinforces the notion that higher education degrees are not particularly valued 

in the T&H industry (Costa et al., 2012; Petrova & Mason, 2004). When examining the origin of 

wage differences in the hospitality sector, Casado-Díaz and Simón (2016) also verified that highly 

educated employees are the most penalised, by earning lower wages than they would obtain 

with similar jobs in the rest of the private sector.  

References are also made to fringe benefits that are offered by many organisations, but which 

are commonly overlooked. One of these benefits relates to food, considering that employees 

are typically allowed to do more than one meal at the workplace (although in most cases food 

allowances are not paid due to the existence of dining areas/services for staff; only one 

interviewee referred that his company pays for food allowance while still providing a basic food 

service at the workplace). The extent to which the provision of food at the workplace is 

perceived as a benefit is not consensual, as several participants refer to the poor quality of the 

food as a major source of dissatisfaction in many hotels. Major Employer 01 (KEY) also mention 

health insurances for employees and their families, reduced rates at the hotels of the group, or 

gifts/spe ial p og a es fo  e plo ees  hild e . Yet, o l  fou  Employees and two Leavers 

refer to have been granted such type of benefits. Vera (EMP, Reservations Clerk) was, at the 

time of the interview, starting the process of changing jobs, mostly motivated by a benefit 

package that her future employer was offering (both the job tasks and wage were similar), which 

included: Easter and Christmas monetary bonuses, health insurance, discount in health 

insurances for family members, sick leave allowance, discounts in gyms, laundry allowance, 

reduced rates at the hotels of the group, training courses (beyond the minimum required by 

law), day off on birthday, among others. All the foregoing benefits were being offered by 

national and international groups or luxury independent hotels. It is therefore not surprising 

that some Newcomers refer to perceive extra benefits to be mostly associated with large hotel 

groups.  

Considering the negative accounts on remuneration issues, it is observed that 13 research 

participants negatively rate their wages, mostly due to the reasons pictured in Figure 7.9 and 

described further below:  
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Figure 7.9 | Main reasons underlying negative perceptions about remuneration 

Source: Own construction 

 

i. The salary is not sufficient to make ends meet, either when employees are working 

outside their region of residence or when costs of living are too high. Riley (2019) 

presents pay as an aspect of work that people reflect through comparisons, with 

absolute value of pay being one of the facets to which pay is compared, in particular the 

extent to which it accompanies cost of living. Vera (EMP, Reservations clerk) and Joel 

(LEA, ex-Purchasing clerk) recall that Lisbon is a very expensive city and it is highly 

expensive to buy or rent a house. This was, in fact, one of the reasons why several 

Leavers opted for a career change, because while money was not the most important 

fa to , the hotel se to  ould e e  allo  the  to ea  e ough  to follo  a satisfa to  
lifestyle. Joel (LEA, three years in the industry) was invited to enrol in a different job 

position in Lisbon, implying higher responsibility and workload (mostly for being 

associated with a hotel opening), and thus tried to re-negotiate his pay grade; the 

organisation was neither open to consider a monetary increase, nor to support housing 

or commuting expenses. Elisa (EMP, Front-desk Supervisor, 11 years at the industry) 

reinforces the idea that it takes a long time until an employee reaches a more 

comfortable position, money-wise, which often leads to comparison with other 

professional fields: 

When I started working here, it was in a much more precarious position. Now 

I a t o plai  u h, ut it takes a lo g ti e to ea h a le el that is 
reasonable, so that you can support yourself financially. And with such a 

volatile profession, with such remuneration, it is normal for you to think about 

other jobs in which it would be easier for you to live your life. 

ii. The salary is neither adequate or fair when considering efforts and contributions 

made, as well as the high job demands, as the following quotes exemplify, especially 

when considering: the circumstances described in section 7.2.1, such as long working 

hours, shift-work, work at weekends and holidays, and work overload; the physical, 

psychological and emotional demands described in section 7.2.5; and the lack of leisure 

and/or family time, reported in section 7.2.6. Expended effort, as in the form of how 

hard one has been working for, is another facet to which pay is usually compared (M. 

Riley, 2019). 

It is not enough to work only eight hours, it has to be 10 or 11, but to receive 

only for eight. Because this is different from working 10 and receiving 10, and 
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then we shut up, that's how it is, we say nothing. When we sign a contract 

that says we are going to work five days a week, eight hours a day, which is 

40 hours a week, and we are told that, exceptionally, there may be a day 

when they need us. But these cases become daily and then the person begins 

to ti e a d thi k:  sala  is the sa e, I do t have time for my family, I 

do t ha e ti e fo   ho ies . Hugo, EMP, ‘e eptio ist . 

Having a basic salary and also the possibility to work nights or overtime, one 

can always earn a little more, but if you are on a fixed shift, from 7 am to 4 

pm, not having overtime or the night shift allowance, the salary turns out to 

be a little low, knowing that we have to work Saturdays and Sundays. And 

then there are results that we have to achieve, there is pressure to reach those 

goals, but we receive nothing extra when we attain them. I have been here 

since the hotel opened, the hotel has grown and continues to grow, but we 

have stagnated in terms of salary. (Lucas, EMP, Receptionist) 

In addition to being there many hours, they still called me when I was at home 

and expected me to work outside my hours and solve problems for the hotel, 

and still only receive the wage of a 2nd Receptionist. They never considered 

promoting me to a 1st Receptionist position. Staff were not paid allowances 

for foreign languages or for handling cash; we were never offered food 

allowances. I did not receive more than the minimum wage, stipulated by law, 

there were no increases over the years, there were never bonuses or 

incentives. (Clarice, LEA, Receptionist) 

Some Key-Informants share this view and stress the need for companies to re-think their 

working times and processes, in order to reduce job demands, mostly regarding 

personal and working life mismatch.  

iii. The salary is ot satisfa tor  if o sideri g the e plo ees  le el of for al 
qualifications, especially when considering the influence that holding a university 

degree has in expectation formation regarding future career outcomes, as previously 

discussed in sections 6.3.2 and 7.2.1. Six participants point out this reason as highly 

influencing their satisfaction with pay. This naturally leads to comparisons with other 

professional fields in which job demands are perceived as not so high (especially the fact 

that are not required to work weekends and holidays or to constantly do overtime) and 

employees with higher qualifications also receive higher wages, even if with less work 

experience. In addition, participants also refer to earn the same as colleagues with lower 

qualifications, while performing similar (or the same) tasks and holding the same 

responsibilities. Still according to Riley (2019), the pay of selected others is a facet of 

particular interest, given that it is dependent on the criteria they been singled out for 

comparison; in this case, holding inferior educational qualifications.  

Whether the remuneration I currently have is fair and adequate? No, it's not. 

Especially for those with Higher Education. So where is the difference in taking 

a 3-year degree? I don't think there is any differentiation. (Eva, EMP, 

Receptionist) 
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Wages a e o pletel  disappoi ti g. O  top of that, I  i  a hotel he e, i  
most departments, we have highly educated people, who have Master's and 

Postgraduate degrees, and who feel they cannot earn in order to get return 

on what they have invested in their education. (Valentina, EMP, Sales and 

Events Executive) 

[I do t thi k the e u e atio  as ade uate] e ause I g aduated, I did a 
lot of extra specialised training, to then always receive little more than the 

i i u  age, hi h is o thless. “o, ou do t ha e a  oti atio  to 
continue working. (Alice, LEA, ex-Receptionist) 

As referred in section 3.4 (Pay and fringe benefits , the ou t s ta  s ste  la gel  also has 
implication for employees with different employment conditions (Muñoz de Bustillo et al., 

2011), as Jai e s EMP, Assistant F&B Manger, Waiter for five years) testimony evidences:  

Even as an Assistant F&B Manager, [the salary] is not very high, but as a Waiter is 

really, very low. In this hotel group, all the extra hours we worked were listed on the 

pay slip. This means that sometimes this could imply a change in salary tax steps and 

would fail to compensate, it would be better if we did not receive those extra hours. 

There were months when I made 300 Euros in overtime, but then they ended up being 

deducted from me in taxes, so I didn't even receive the pay. I felt I was being penalised, 

I was working more, but the extra money never came. 

Given the foregoing, it is not surprising that employees comply with practices such as evasion of 

payroll taxes, by formally declaring a lower salary than what is actually paid; this issue is also 

suppo ted  p eli i a  esea h a d othe  pa ti ipa ts  a ou ts a d add essed ith o e 
detail in section 7.2.3, Job security).  

It is also importa t to ea  i  i d that at a o le el, as pa t of the tou is  se to , hotels 
share common characteristics which affect career opportunities. They are vulnerable to global 

threats, suffering unpredictable as well as seasonal fluctuations in revenue and return on 

i est e t  (Mooney et al., 2017, p. 361). T&H-related businesses are historically-recognised 

as extremely volatile and susceptible to events (natural, political, social, economic, etc.) which 

are difficult to control; the COVID-19 outbreak being the most vivid and recent example. There 

is why VUCA has become a trendy acronym to portray Tourism activity in general, standing for 

Volatility, Uncertainty, Complexity, Ambiguity. Pay structures naturally become one of the most 

affected. Several General Managers confirm that although the sector is performing at its best 

(prior to the pandemic), average prices and Key Performance Indicators (KPIs) such as RevPAR 

or GOPPAR are still very reduced in comparison to other equivalent destinations, which 

conditions pay structures. 

We have a problem with the average price, although it is better than ever, but if the 

number of hotels continues to grow as it is, we will never be able to place the average 

price at a level that gives the investor enough return to keep looking at the business 

and thinking 'this gives money, then I will pay more to my workers or I will give better 

conditions'. (Octavio, EMP, General Manager) 
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Recognition and appreciation for work 

As seen in section 3.4, recognition can assume either the form of tangible/monetary rewards 

and/or socio-emotional/non-monetary rewards. In reference to tangible rewards, these are 

mostly aimed at performance appraisal in view of the achievement of budgetary targets and 

other objectives (e.g., customer retention, customer evaluation), which typically consist of 

annual monetary bonuses. Only six research participants (three Employees and three Leavers) 

refer that this is/was common practice in their organisations, and with regards to one participant 

it only happened once in six years. In such cases, beyond the bonuses that are exclusively 

di e ted at a age ial staff, all e plo ees i  the i te ie ees  o ga isatio s a e/ e e g a ted 
the bonuses. Celeste (EMP, General Manager, 17 years in the industry) was the only to refer 

being awarded by her achievements as Area Sales and Manager when working for one of the 

most renowned international hotel groups. As previously mentioned, at the operational level, 

Samuel (EMP, Receptionist, working for a national hotel group) not only describes his pay as 

satisfactory and above average, as he and all his colleagues are rewarded with a share of the 

profits when achieving sales objectives (booking all rooms).  

Although referred to less extent, other form of tangible reward is to offer small gifts to the 

employees or their families, especially when having young children; however, such practices are 

not regular, just limited to special occasions such as Christmas. Previous research suggests that 

such type of rewards are highly valued by hotel workers Hassa  & Na el, . Although 

monetary rewards have the power either to motivate staff or to mitigate the adverse effects of 

job burnout (Choi et al., 2012; Lucas, 2004), such rewarding schemes were mentioned by a 

reduced number of participants, which may suggest that very few benefit of further monetary 

incentives apart from their salary. None of the interviewees in non-managerial positions refer 

to be paid salary supplements based on the fulfilment of performance objectives.  

Curiously, and although not necessarily having an associated cost for the organisation, as seen 

in section 3.4, non-tangible/non-monetary rewards are mentioned even less often as being 

positively experienced. These rewards are the most frequently mentioned by research 

participants as being of upmost importance/the most important of all, yet largely missing in the 

large majority of organisations. When existing, not all interviewees perceived them as truly 

ge ui e, ostl  due to the i o siste  of a age s  eha iou  ega di g other issues in HR 

management. Moreover, these participants claim to actually feel disrespected when recognition 

and appreciation is not perceived as honest and heartfelt. Especially when considering that 

some forms of rewards are not frequent or consistent, some interviewees emphasize that just 

one-off initiative is not perceived as enough. These situations are particularly referred with 

respect to independent, family-owned hotel businesses, such as the organisation to which 

Au o a s EMP, Receptionist, classified as Resolute Job Leaver) testimony refers to:  

At Christmas, they always offer us a gift, good gifts, and also they give gifts to our 

children. On our birthday, there was always a cake. But these are situations that 

happen once a year. During the ou se of the ea , a si ple tha k ou  o  good jo  
o  ou had a good attitude  is al a s i e to hea , ut a el  fo th o i g. Be ause 
we strive to always give our best. It does not mean that they have to give us constant 

praise, but from time to time, a tha k ou  a  go a lo g a ! It gi es us o e 
incentive to do better. We feel something is missing, we lack an incentive. 
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Often the guests would congratulate me, mention me by name in the book we have 

on the reception desk and in the Booking.com comments, saying that I am very 

friendly. But directly from the employer, they never came to speak personally to me 

to say 'thank you, congratulations, you really are a good employee'. I never had that 

kind of gratification ((disappointment voice tone)). 

Similarly to Aurora, several participants compare the level of perceived recognition from guests 

to that from their employers, with the former being more frequent. All participants who worked 

in other countries not only recall more positive experiences regarding recognition and 

appreciation when working outside Portugal, and mention being awarded with different types 

of benefits every time they were positively evaluated in guest reviews. Miguel (EMP, 

Receptionist) recalls some of the practices he has benefited of when working abroad, either 

regarding positive guest evaluations or promotion of innovation, strongly emphasizing how the 

lack of recognition undermines e plo ees  o it e t a d dis etio a  effo t: 

When I was working in London, if my name came up in a Trip Advisor review, the 

o pa  ould gi e e £ . He e i  Po tugal, ot e e  a tha k ou . If e 
implemented a good working practices in the hotel, we would get £100 for that 

suggestion, and if the idea was so good that it could be in other hotels of the group, 

we would get a £1000 bonus. Here, the Director doesn't even say to the Board whose 

idea it was, just presents it as his own. In other words, when people want to run that 

extra mile, if we believe having competencies and want to make good use of it, we do 

not feel that recognition in terms of remuneration. And we all work for money.  

Guest reviews as an indicator for individual performance is a little consensual issue within 

E plo e s  Asso iatio s a d T ade U io s  egotiatio s o  the update of urrent CBAs. Amelia 

(EMP, Receptionist) offers an example of how such indicators can easily be perceived as unfair, 

as the a ual o us att i utio  ite ia as ha ged to assig  highe  eight to guests  
evaluation: all indicators must be achieved in order to receive the bonus, what means that if 

guest evaluation is not as higher as it should (which can only be influenced by staff performance 

up to a certain extent, hence the perception of unfairness), bonuses are not reduced but totally 

cut off.  

On the other hand, there are some one-off initiatives that seem to be valued. A common practice 

that a  e easil  ide tified is that se e al o ga isatio s ele ate e plo ees  i thda s, eithe  
on the actual date or by combining all in weekly or monthly celebrations. Many participants refer 

that although thoughtful, it seems consensual that practically all employees would prefer to be 

offe ed that da  off, as a f ee da  ot  s heduli g the e plo ee s da -off in the same date), 

but only a limited number of companies actually do this. Two interviewees recall different 

positioning of both organisations and employees regarding this form of prize: 

O  ou  i thda , the  a ted us to e the e to si g Happ  Bi thda  a d ele ate all 
together, but I didn't see it as a prize, because I wanted to be with my family instead, 

away from work. (Clarice, LEA) 

Every year there is a colleague who asks our Manager for the staff to be entitled to 

take a day of leave on our birthday, she has asked for this for many years, and every 

year she receives the same answer 'No'; the Manager doesn't even stop to listen when 

she app oa hes hi  a out this, he just alks  a d sa s No . We all feel that if e 
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ask fo  a thi g e ill hea : You a e ot happ ? The  the doo  is o e  the e . Ve a, 

EMP) 

Amelia (EMP) refers to a similar situation, by describing how her company organises team-

uildi g a ti ities e e  si  o ths. Ho e e , these a ti ities a e s heduled o  e plo ees  da s-

off, which comes with a bittersweet taste, as most people would prefer not giving up on their 

off-time, but still do it out of fear of reprisals and out of consideration for the other colleagues 

who participate. Joel (LEA) posits that companies that adopt such type of practices without a 

more comprehensive and structured retention strategy, are being quite naïve in believing that 

this will contribute to increased employee satisfaction. 

A significant number of Employees (n=8) and practically almost all Leavers (n=11) consider to 

do/did not receive adequate or sufficient recognition and appreciation for their work. In line 

with the previously described regarding wages adequacy, many interviewees even reinforce not 

experiencing any additional form of recognition at all, which, given the high levels of effort and 

contributions made, is perceived as one of the major flaws of the industry. Hugo (EMP) and 

Daniel (EMP) refer to the importance of not feeling as a just one more person among all the staff 

in the organisation, as a cog in the wheel: 

There are only 2 people for my job, me and another colleague, but I feel I am just a 

u e . I do t feel alued e ough i  a o da e to hat I elie e I a  o th a d to 
what I give to the company. Because I have many references from guests, I try to 

provide people with something more than a simple stay. But little is done to make me 

think 'they know I'm Hugo, I'm not employee no. 150, and they know I'm a valuable 

asset . (Hugo, EMP, Doorman) 

É preciso ter a sensibilidade de que trabalhamos aqui com pessoas e não com 

máquinas, porque não as toneiras nem os colchões que fazem a experiência do cliente. 

Eu faço questão de conhecer bem todas as pessoas, para que elas saibam que eu me 

importo com elas e com o seu trabalho, para que se me disserem que o Manuel caiu 

e se magoou, eu u a te ha de pe gu ta  Que  é o Ma uel? . (Daniel, EMP, Deputy 

Manager) 

Major Employer 01 (KEY) contends that although this topic is widely debated and transversal to 

all professional fields, it assumes especial relevance in T&H due to the high physical effort that 

most jobs entail (mostly in F&B Operations or Housekeeping) and to the low social value that 

most of these jobs are also given (the exception being the Chefs) (see also section 8.4). Kusluvan 

et al. (2010) also as i e e plo ees  o plai s a out ei g u de -valued; unappreciated; and 

ot e og ised, espe ted, o  e a ded o  pa  ith thei  effo ts  p. , to the lo  status 
typically associated with T&H jobs. Such pe eptio s o  ho  o e s jo  is i po ta t, useful, a d 
socially valued, and is recognised as such by others, are described by several authors as strongly 

i pa ti g i di iduals  e aluatio s of thei  jo s (Hackman & Oldham, 1975, 1980; Kahn, 1990; 

OECD, 2017; Warr, 1999). 

Fi di g alue a d pu pose i  o e s jo  is efe ed  a fe  pa ti ipa ts as a e  i po ta t 
aspect of well-being and happiness at work, especially when considering that many interviewees 

highlight their vocation and passion for hospitality work (see also section 6.2.1). Feeling of 

e ei i g etu  o  i est e ts of o e s self i  ole pe fo a e i.e., ea i gful ess , is 
precisely one way to justify engagement or disengagement at work and to protect people from 
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psychological exhaustion. This partially explains the extent to which individuals invest or not 

themselves in their work role performances (Kahn, 1990; Warr, 1999; see also section 4.3.1), 

such as the following quote addresses:  

In the two hotels I have worked in, there is no concern to motivate staff; there is no 

concern to bring a greater purpose to the person than their basic duties. People work 

merely for the salary they receive. (Angelo, EMP, Receptionist) 

Considering Lea e s  accounts on their reasons for career change (section 8.2.2) it is observed 

that recognition and appreciation – in this case, the lack of it – is one that weighted the most in 

their final decision to withdrawal. Even Newcomers, when reporting on their internship 

experiences, share this same view, as most of them not only did not receive adequate support 

and training (as already described in section 6.4.2), neither were properly complimented for 

their efforts or good performance. Cecilia (LEA, Waitress) posits that managers who believe not 

o i g a si ple tha k ou  to a  e plo ee ho pe fo s u paid o e ti e o  a dail  asis is 
symptomatic of a total absence of humility and care for others that contributes to a negative 

image of the T&H industry as an employer.  

As described in section 3.4, recognition can also assume the form of representation and voice, 

although – when considering non-managerial/supervisory levels – only Lucas (EMP, the only 

Receptionist in his hotel with a permanent contract and longer organisational tenure), 

mentioned to perceive the fact that his organisation values his opinion when making decisions 

regarding operational issues. Other four interviewees hold an opposite perspective, providing 

examples on how employees are not consulted regarding measures and procedures that directly 

affect their jobs and their well-being at the workplace, or on how they are consulted, yet ignored 

without justification. For example, Amelia (EMP) recalls a o e t he  the hotel s staff di i g 
area was renovated and employees were asked for inputs; despite there was total consensus on 

so e issues su h as the e iste e of a i o a e , o e of the staff s suggestio s o  e uests 
were implemented. This can be perceived as disrespectful or disregarding, as employee 

o sultatio  is ie ed e el  as a fo alit , athe  tha  eal o e  fo  e plo ees  eeds o  
opinions.  

On a more positive note, five Employees consider their work to be duly valued and appreciated 

both by their immediate supervisors and employing organisation, in general. Marisa (EMP, 

Assistant Manager, working for a national hotel group) highlights the positive effect that socio-

e otio al e a ds ha e o  he self a d o  the tea s ood, aki g positive references to team 

building events, team meetings, symbolic/funny awards. Marisa not only positively describes 

he  hotel g oups  poli  a d p a ti es ega di g e plo ee app aisal a d e og itio , as ell as 
he  Ge e al Ma age s ole i  p o oti g staff well-being: 

Our General Manager is very good at recognising people, sometimes just a little token 

gift bought at the local home-furnishing store. Sometimes it is as people say 'a pat on 

the back is all we need to keep our spirits up, a simple thanks'. She is exceptional at 

that! Every year, at the Christmas party, there is an award given out to the manager 

of the ea  a d to the e plo ee of the ea , the  oth e ei e a  e t a o th s sala . 
It is our General Manager who decides, based on our performance that year. Every 

year the company organises team building and socialising activities – we can't all go, 



 293 

so different people go every year – and people like it a lot, they are always asking 

when the next one will be.  

Appreciation may also take other forms, such as those exemplified by Michael (EMP, Purchasing 

Clerk), which are closely aligned with supervisory support:  

We manage purchasing for four hotels, so you can imagine in the summer, the more 

hours the day had, the more hours we worked. But I am ofte  told: Mi hael, ou e 
al ead  o ked a lot this eek, I oti e ou e ti ed, ou a  take this F ida  off a d 
ha e a  e t a da s  lea e . This e t a da  off is gi e  as a f ee lea e da , it is ot 
discounted from my annual vacations or something. Even when we make mistakes, 

and sometimes there are mistakes, the management do not immediately point fingers 

at us. They gather us together, talk it through and move on. When someone does 

something very good or does something well, it reflects well on the whole team. 

Several Employees (n=6) posit that a good or a bad (or even inexistent) culture regarding 

e plo ee app aisal a d e og itio  is hea il  depe de t o  a age s  leade ship, a topi  that 
is further explored in section 7.2.4. Although Miguel (EMP, Receptionist) acknowledged that 

a  Ge e al Ma age s a e suffo ated   udgeta  ta gets i posed  the Ad i ist atio , 
he e ha i g fe  oo  fo  a oeu e, he elie es to e the a age s ole to ai tai  
employees motivated. Adriana (EMP, Sales and Events Manager) not only considers that her 

performance was always acknowledged and rewarded (which allowed her to quickly progress 

with the hotel group), as she strongly praises her fellow middle-managers for being responsible 

for the good staff morale within the group, an attitude that she believes to be rooted in the 

whole organisational vision and culture towards HR. The senior managers who were interviewed 

naturally focused more on their own practices towards their staff (see also section 7.2.4), then 

in themselves as employees. Three General Managers recognise that not only employee 

recognition is key, as it requires time – in the sense that managers need to spend time to know 

their staff and be close to them –, and respectful treatment – in the sense that people do not 

a t to e t eated as just u e s .  

 

7.2.3 Achievement and development  

Strongly associated with good prospects for career advancement, this dimension can be 

perceived as an indicator of employee retention. Promotion and opportunities for advancement 

a e, i  pa ti ula , o e of the ost o ple  issues ithi  pa ti ipa ts  a ou ts of thei  o k 
experiences. These are a means of rewarding employees who show commitment, dedication 

and alignment with the values and mission of the organisation. At the same time, promotion 

and advancement opportunities tend to be synonym of increased earnings, higher job status 

and more desirable job attributes (e.g., higher autonomy, access to flexible working 

arrangements) (McGinley et al., 2017; Richardson, 2008). Two other sub-dimensions are 

explored in this section due to their close relation with career development (Figure 7.7): 

employee development, particularly in reference to new career theories that emphasize the 

transferability of skills and self-development, and job security, especially when considering that 

promotions, salary increases and stability are still highly contingent on job tenure in most 

o ga isatio s. A o di g to esea h pa ti ipa ts  a ou ts, de elop e t oppo tu ities a e 
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essentially related to training and skill enhancement, whereas job security is related to 

contractual stability and, to a lesser extent, psychological safety.  

Promotion and opportunities for advancement 

Closel  alig ed ith esea h pa ti ipa ts  a ee  t aje to ies, des ribed and categorised in 

section 8.2, p ofessio al de elop e t is pe ei ed to e st o gl  depe de t o  o ga isatio s  
promotion opportunities and succession planning, with only three Employees and one Leaver 

not fitting such pattern.  

‘e alli g esea h pa ti ipa ts  jo  positio s a d fu tio al le els – pictured in Figure 5.18 

(E plo ees a d Lea e s  p ofessio al p ofile: atu e of the jo ), in section 5.5.1 –, it is observed 

that Employees are to some extent polarised, as they predominantly occupy operational (n=16) 

and top/unit management (n=9) job positions. The vast majority of these operational jobs are 

concentrated in the Front-of-the-house (n=11), among which nine interviewees are Hotel 

Receptionists (predominantly 1st Receptionists). As far as Leavers are concerned, most of these 

research participants hold middle/department management positions (n=6) and operational 

positions (n=5). Seven Leavers were Hotel General Managers (n=2) or Assistant Hotel Managers 

(n=4) when they terminated their careers in the hotel sector.  

As far as progression opportunities are concerned, it is consensual that big hotel groups have 

more advantages than independent units. Newcomers also claim to believe that hotel groups, 

in particular if international, not only offer more progression opportunities (either at the 

national or international level), but also other benefits (e.g., health insurance, sales 

commissions) and better pay. Such benefits are also typically associated with four and five-star 

hotels, in which wage scales are also higher, as seen in section 7.2.2. Hotel groups are usually 

geographically dispersed both over the country and/or several countries, hence offering more 

opportunities for people to move between hotel units. Unless there is an opportunity for the 

o pa s e pa sio  th ough e  hotel ope i gs, hi h ill ot also easil  happe , 
independent hotels do not have a hierarchical structure with many levels that allow workers to 

aim for many higher-level positions. Teams are relatively settled down and 

supervisory/managerial positions do not easily become vacant; the position of General Manager 

is usually the highest one can aspire in an independent hotel. As mentioned in section 2.3.1 

((Un)clear career routes), small hotel businesses are not able to make available the same 

management career opportunities that multi-layered organisations, such as hotel groups, 

typically do (Lashley, 2013).  

One of the most significant factors influencing hotel staffing is the occupancy rate, but the wider 

variations are felt not in managerial positions, but in the operational levels. As Major Employer 

01 (KEY) highlights, a hotel with a higher occupancy rate will need more Receptionists or 

Chambermaids, but it will still just need one Front-desk Supervisor and one Housekeeping 

Supervisor. This is truth for both independent and chained-hotels. Independent hotels 

constitute the majority of the Hotel establishments in Portugal and the number of hierarchically-

defined levels are expected to be lower in these organisations.  

Employees were asked to where do they see themselves progressing in their jobs, and a third of 

the interviewees (n=10; nine of which already holding supervisory/managerial positions), all 
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working for national or international hotel groups, consider that their employing organisations 

are capable of providing them with further progression opportunities, either at their current 

hotel or in other unit of the group. Four of these participants even highlight that their companies 

offer interesting and structured career development plans, as the next quotes reveal: 

We do staff reviews twice a year, we sit down with employees and have a face to face 

meeting. We have a career development plan and at that meeting we review the 

performance of each person in their first 6 months of employment, but before we say 

e e thi g that eeds to e i p o ed, e p aise, e uild the  up. We do t just 
focus on areas that need improvement, we explain and demonstrate how they can 

improve, because it is essential for people to be given guidance. (Octavio, EMP, 

General Manager) 

Once a year we meet [with our employees] and discuss objectives, to see what they 

have successfully achieved or not. We make an analysis of weaknesses and highlight 

opportunities for each person. We believe this personal analysis is essential because 

we do not only work with number-based results. For our colleagues who are in career 

development programs, we are able to identify opportunities for career development 

specifically for them. Sometimes, due to staff density, we are unable to promote 

everyone, but if the opportunity arises, we can move them to another hotel within the 

Group. A short time ago, we opened a new hotel and several managers from here 

were moved there. This gave me the opportunity to promote people here, who fit the 

profile and the required competencies. (Victor, EMP, General Manager) 

Although recognising that more significant difficulties in a agi g e plo ees  e pe tatio s a d 
motivations, Celeste (EMP, General Manager) also posits that such types of HR management 

strategies are also possible in small organisational structures, yet always involving a lower 

number of opportunities: 

Having only 35 employees in the winter, with such a small structure, I have to focus 

the responsibility on five pillars, transferring people to functions that are more suited 

to their profile and they accumulate responsibilities. The person who was responsible 

for the Front-office, for example, is now responsible for the Front-office and the 

Housekeeping. Gradually, I give more responsibility to the person in question, 

accompanied by a salary increase.  

Depending on the organisational structure, in view of the dimension of certain hotels, many 

research participants (seven EMP, three LEA) accumulated multiple job role and responsibilities, 

all at middle and top management levels. For example, for three years, Celeste (EMP) was both 

the General Manager and Sales and Marketing Manager of a four-star independent unit. Also 

for three years, Amanda (LEA) was both Assistant Manager and Assistant F&B Manager at a 

small-sized national-chained, four-star hotel, while Xavier took the responsibility for 

coordinating the Front-office and the Sales and Events departments for more than two years in 

an independent five-star hotel.  

Establishing a link with the preceding mention to succession policy, a significant number of 

research participants (n=  efe  thei  o ga isatio s  p efe ence for inside succession as a very 

positive and encouraging aspect. Many participants describe that recruitment inside the 

o ga isatio  fo  pote tial a didates is a a  of e og itio  staff s alue a d tale t. Although 



 296 

outside succession may bring fresh perspectives and innovative practices, as well as to eak  
the homogeneity of accommodated teams (which is one of the benefits as employee turnover, 

as seen in section 4.2.1), inside successions is perceived as more beneficial for staff morale 

(Staw, 1980). Some organisations do, however, have different policies concerning inside 

succession, in order to avoid potential conflict situations. Some of these involve encouraging job 

moves within the hotel group, but not within the same hotel or within the same department. 

Two participants recall past experiences when colleagues from a given department were 

promoted to supervisory positions and it became difficult to command respect from other team 

members.   

It is also found that when communication and transparency do not exist, that is when no criteria 

is defined and people do not know what to expect or when decisions are not shared with the 

staff, conflict is also very likel  to happe  a d to lead to e plo ees  f ust atio  a d dis o te t. 
This is what Clarice (LEA) felt after seven years working in the same job position as Receptionist, 

yet holding many other responsibilities within the hotel, while new Front-Desk Supervisors were 

always recruited outside the organisation. This was one of the main reasons underlying her 

decision to leave, as the Management never offered the team a justification for such choices. 

Considering that Clarice and her colleagues at the Front-desk held Higher Education degrees, 

this was perceived as a lack of recognition of their competencies. A similar situation was also 

reported by Laura (LEA), who also worked for a four-star independent unit in which Front-desk 

Supervisors – described as the job position with high turnover rate – were always recruited 

outside the company, no Receptionist was ever promoted, but again the reasons underlying this 

management strategy were never disclosed to the staff, undermining their morale and 

expectations regarding potential promotion opportunities.  

Despite the previously-mentioned positive examples, most organisations are described as not 

having a formal, structured, or effective professional development system in force, which 

contributes to make employees feel uncertain about their organisational careers and complaint 

about the existence of few promotion opportunities – surely less than they anticipated and less 

tha  those hi h e e p o ised  he  hi ed, hence the importance of realistic job previews. 

As described in section 4.3.3, realistic job previews are intended to provide the individual with 

realistic pre-employment expectations about what type of job environment one is entering, 

including both positive and negative aspects of the job, such as the nature of the job, expected 

roles, type of rewards or likelihood of career advancement and progression (Dickerson, 2009; 

Porter & Steers, 1973; Wanous et al., 1992). 

Lucas (EMP) and Hugo (EMP), both Receptionists working for independent hotels, still believe 

that opportunities can come up in a near future, as their hotel companies are planning to invest 

in an additional hotel unit. These plans are, however, very likely to have been thwarted by the 

economic downturn triggered by the COVID-19 Pandemic. Four other interviewees acknowledge 

that although thei  e plo e s  st u tu e ould a o odate pote tial p o otio  
opportunities, they do not believe they will be likely to benefit of them, while three other 

participants recognise that in order to progress in their careers they would have to leave their 

current organisation. The following quotes illustrate such assertions.  

I feel that within the present management structure there is not much space for 

expansion. I feel that, due to the structure itself, the length of time people have 
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worked in their position, and given the existing hierarchies, it is not likely that I will be 

able to progress. There is already a very-defined hierarchy, so there are certain people 

ho a e a shoe i  to fill the posts that a  e o e a aila le. E a, EMP, 
Receptionist) 

We do t ha e a F o t-office supervisor, and yet none of us ((three receptionists)), has 

been appointed as Supervisor. Which for us, is a little hard to stomach because we 

have goals and we can't reach them. My ambition would be to become a General 

Manager, but I think in this company I will never succeed. Especially because there are 

employees who are family members of the hotel owner and they will get there more 

easily. At this hotel, I will not have great opportunities of progression. (Aurora, EMP, 

Receptionist) 

Perceptions of stagnation also sta d out f o  pa ti ipa ts  ie poi ts o  a ee  de elop e t 
in the hotel sector (see Table 7.2), especially from half of the Leavers (n=7) and four Employees. 

For these Leavers, this reason highly impacted their choice for career termination. Not only 

participants with crystallised career trajectories associate their disillusionment with the lack of 

opportunities for career advancement in their organisations, although this trace is particularly 

ele a t i  these pa ti ipa ts  a ee s. A o di g to ‘ile  (2019), the Hospitality industry is 

endowed of occupational rigidity, as it becomes easier to change employers to change the type 

of job one performs than to change type of job with the same employer. In consonance with 

contemporary career perspectives that postulate a more transactional nature of employment 

relations and skill acquisition, it seems natural that individuals expect to experience more 

challenging and diversified roles across their careers. Jobs with poor prospects for career 

development are found to be associated with psychological distress and stress-related health 

problems (OECD, 2017). Most of pa ti ipa ts  o plai ts a e p e isel  o e t ated i  
functional levels such as the Front-office.  

Most Employees working in the hotel sector for more than 10 years concur that progression 

opportunities do arise, but not as frequently as many people envision. Despite exhibiting linear 

upwards or ascending careers trajectories, many of them were in the same job position for 

se e al ea s efo e e efiti g of a  t pe of p o otio . I te ie ees  a ou ts a d a ee  
paths suggest that progression speed tends to be higher in early careers stages and in lower 

levels of the organisational hierarchy. Moving on from middle management levels or even within 

top management to higher positions may require a significant investment of time. Other 

participants also highlight that it may be easier to progress within a given department (for 

example, going up through the different job categories in the Front-desk until becoming Front-

desk Supervisor), but it is significantly more difficult to move from that level to a next one. This 

is also due to the narrowing of organisational structures, with fewer positions existing the 

further one moves towards the top. Hence, it is natural that staff turnover is higher at the lower 

levels of the hierarchy. I  Ga iel s EMP, F&B Manager) opinion, most importantly than offering 

promotion opportunities, as these are limited for the aforementioned reasons, it is key that 

organisations do not fail to encourage and reward good professionals by other means. Amelia 

(EMP, Receptionist) reinforces this idea by stating that progression does not have to necessarily 

mean taking the next step in the hierarchy, but just a different position; she aspires for a more 

challenging position that the one she occupies now, preferably in a different department.  



 298 

Table 7.2 | Reasons underlying perceptions of career stagnation 

Unrewarded sacrifices  

  It s e  de oti ati g, o ki g so ha d, o ki g o e ti e, doi g e e thi g, espe iall  he  
you always have that expectation you will get promoted, and one day become the manager 

of a hotel or maybe of a department. Being stuck in the Front-desk forever working just as a 

Receptionist, was not what I wanted for me. (Alice, LEA, ex-Receptionist) 

 In the beginning, when we really want something, we have to make sacrifices. But I realised 

that I was making sacrifices but not evolving. I would be stuck in the same position for three 

to three years more. People feel disillusioned, stagnant; the margin for progression is so small. 

People start at a given position and take a long time to climb up the ladder, or they do not 

climb at all. (Marco, LEA, ex-Receptionist) 

Great  for that jo  ut ot good e ough to e pro oted 

  I decided to leave when my bosses told me that I was very good at doing what I do and they 

would rather keep me there waiting tables and running the bar, rather than have me working 

on the Front-desk. I know that working at the Front-desk is also demanding, but hearing that 

f o  thei  ouths ade e thi k hat s the poi t i  ei g good at this? “o it s ette  ot to 
e good . What s the poi t of ei g good if there is no chance of moving to other positions, 

what is the point of continuing? (Cecilia, LEA, ex-Waitress) 

 I ha e al a s o ked i  F&B Ope atio s, as a Waite , ut I e also had a little e pe ie e i  
the Purchasing Department. When a colleague left, I wanted to try it, because it is related 

with stock management and purchase for all the hotel. But they thought I suited more the 

Restaurant, since I had already been at that hotel for two years and they thought it was easier 

to hire someone else for the Purchasing Department than for waiting tables. (Thomas, EMP, 

Waiter) 

Staff is required to multitask, yet are limited by departmental boundaries  

  I was hired as a Receptionist and that never changed, though that I ended up doing other jobs 

and having different responsibilities. My case wasn't unique, nor was it the only hotel to keep 

people in the same position indefinitely, despite doing a lot of other duties as well. (Clarice, 

LEA, ex-Receptionist) 

 People spend endless years petrifying in the Front-desk or in Reservations, always doing the 

same thing. And if they manage to leave, they probably leave that hotel for another one, but 

to do the same thing. Although people are required to multi-task, they are still strongly 

bounded to their specific department. (Virginia, LEA, ex-Guest Relations) 

Source: Own construction 

 

Although the sample of participants in this study cannot be perceived as representative of a 

broader population (as addressed in the Methodology, section 5.7), research participants 

(namely Employees and Leavers  i o , to so e e te t, p e ious esea h fi di gs o  o e s 
career paths in the T&H industry in Portugal, in particular that men are over-represented in 

senior, key managerial position (Carvalho, 2017; Carvalho et al., 2014; Costa et al., 2011; Costa, 

Durão, et al., 2015; Santos & Varejão, 2007). Only three women occupy top-management 

positions (in comparison to eight men), yet being more represented in middle-management, 

with reverse propositions (eight women in comparison to three men). All Assistant Hotel 

Managers who were interviewed in this study are women, which are portrayed as highly 
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demanding job positions, as it is further described next. At operational levels, no differences are 

found in the number of female and male interviewees. The Sales and Events department is the 

only exception, with only female employees.  

In the Majo  E plo e  s (KEY) opinion, promotion opportunities within a given organisation 

follows from the combination of two desires: that of the organisation and that of the employee. 

This Key-Informant stresses that, very often, geographical mobility and/or availability to travel 

are important job requirements, and not always employees are willing or interested in a job 

move. It is precisely for this reason that three interviewees, already holding General Manager 

positions, do not aim for a job in a different organisation or a higher position involving frequent 

need to travel or disconnection with their current region of residence. Xavier (EMP, General 

Manager), in particular, voices an umbilical connection to the Alentejo region where he lives 

and where he has always worked, hence looking for a balance between professional growth and 

the opportunity to maintain the geographical link. Although several participants had work 

experiences in other countries (see section 8.2.1, Working abroad), very few are interested in 

building their career abroad. Newcomers (n=6), in particular, express great openness about 

working outside Portugal, either for short or longer periods of time.  

Similarly to what is observed in other professional fields, the critical role of predisposition and 

availability for functional and/or geographical mobility in promoting career advancement is 

supported by Key-i fo a ts  inputs, in particular Major Employers (01/02) and the HR Expert, 

as well as by some General Managers (Figure 7.10).  

Marisa (EMP, Assistant Manager working for national hotel group for 13 years) also does not 

envision to occupy a higher position than her current one, considering to be satisfied with the 

balance of duties and responsibilities and rewards of her job (also in light of the pros and cons 

of holding a managerial position were previously explored in section 7.2.1); in her annual 

evaluations she is thus frequently portrayed as little ambitious:  

I love what I do, I love working in events, being in meetings and I like supporting the 

General Ma age . I e see  f o  the Ma age s ho ha e o ked he e, that it is ot 
a  eas  task, so I thi k ok, I ould like to e e og ised a d o e da  e a Hotel 
Ma age , ut I do t see this as a ig a itio , e ause I a  e  pleased to do hat 
I do. Maybe it is really a matter of not being ambitious enough, but I do not plan to 

do anything else, at least for now, at this point in my life. 

This suggest that individuals may be driven and motivated by other factors rather than extrinsic 

rewards such as promotion and salary growth. Managers frequently overlook that their ability 

to motivate may be somewhat limited, considering that what motivates employees may 

originate outside work and coming from home, family, social life or other aspects of non-work 

life (M. Riley, 2000). 

The role of leadership becomes, once more, key in identifying talented employees who may be 

interested and have what it is needed to progress within the organisation (see also section 

7.2.4). According to Major Employer 02 (KEY), either these employees share their expectations 

and ambitions with the organisation HR structure, or their immediate supervisors should be 

capable of spotting talent and willing. The former is perceived not to happen as often as desired, 

as most organisations still hold a very reactive position (instead of pro-active, hence not existing 
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a very open communication policy with this ega ds  i  getti g to k o  thei  e plo ees  
motivations and expectations. The importance of latter becomes then reinforced.   

 

 

Figure 7.10 | Training and skill development opportunities 

Source: Own construction 

 

Opportunities for skill development, learning and growth 

Physical, social, or organisational aspects of the job that have the potential to stimulate personal 

growth, learning, and development are important job resources and play an intrinsic 

motivational role (Demerouti et al., 2001) (see also section 3.3). When questioned about skill 

development, learning and growth opportunities within their employing organisations, 

practically all Employees who are currently employed or have been employed in national and 

international groups (n=  positi el  u de li e thei  o ga isatio s  positio i g. The ajo it  of 
these interviewees provide examples of formal training to which they had access in their 

workplaces, such as those pictured in Figure 7.11.  
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Figure 7.11 | Training and skill development opportunities 

Source: Own construction 

 

Marisa (EMP, Assistant Manager), who works for a national hotel group (with an international 

brand), not only provided some examples of formal training (as seen in Figure 7.11) but also 

highlights he  o ga isatio s commitment in promoting a multi-competence culture, seeing that 

employees from different departments have specific training from other functional areas – for 

example, not only Restaurant staff receives training for serving food and beverages, but also any 

other interested employees. This perspective on the concept of multi-competence is also 

mentioned by other participants and by the HR Expert (KEY), who claim for staff to be allowed 

to choose what additional competencies they would like to join to their skill portfolio. The widest 

and diversified this po tfolio is, the highe  e plo ee s adapta ilit  to othe  fu tio al a eas 
within the industry and understanding of different organisational dynamics, will be. According 

to the HR Expert (KEY), the multi-competence concept requires the design of an individual 

development plan, which is precisely an investment aimed at retaining the best staff:  

It is about having a 360-degree career perspective, in the Back and in the Front-office, 

which allows the employees to think about evolving in the company and designing 

their own career. In the medium/long-term, three to five or more years, through 

systems of assessment and recognition of the skills acquired in other areas, the 

employee may gain genuine appreciation of his/her work, reflected in real 

promotions. 

Martin (LEA, ex-General Manager) also stresses the role that top-management has in 

e plo ees  skill de elop e t, espe iall  thought e to i g a d guida e,  e alli g ho  his 
General Manager groomed him to latter occupy his job position. Clara (LEA, Events and Assistant 

F&B Manger at the time) shares this same view on how her organisation promoted her skill 
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development since the moment she joined the hotel as a trainee. Functional mobility is also 

used by some organisations as a way to identify and develop potential managers (Verbruggen, 

2012), as it happened with Octavio (EMP, Receptionist at the time) and Manuel (EMP, Front-desk 

Supervisor at the time). Both were working for national hotel groups at entry-level jobs and were 

chosen to integrate internal training programmes aimed at preparing them to take the lead of 

hotels of the group as General Managers. All these interviewees stress, however, the decisive 

role of their attitude at work, which distinguish them as valuable assets.  

Some research participants believe that employee retention is highly influenced by skill 

development, learning and personal growth opportunities, even if this is reflected or not in job 

promotion to a higher hierarchical level (not excluding other forms of rewarding). Highly 

interested in developing this subject during the interviewee, Marisa (EMP, Assistant Manager) 

reinforces: 

I don't know if on the part of these companies ((who claim to have difficulty in 

recruiting and retaining qualified professionals)) there is a failure to train their existing 

staff, and help them rise through the ranks. I started in the Reception and was 

promoted to Events, and from Events to Assistant Manager, because I was trained 

here internally. 

Xavier (EMP) and Martin (EMP), both with General Management responsibilities, not only share 

this view, but also underline that not all careers can be developed through job promotion, seeing 

that some job positions have limited hierarchical growth potential. This does not mean that 

these e plo ees  g o th eeds should ot e add essed, and their professional dignity 

espe ted. Xa ie  e alls, i  pa ti ula , o e of his e plo e s  a  i depe de t, i te atio all -

branded, luxury hotel) policy toward talent retention:  

In seven years, we had a staff turnover of only 10%, which is extraordinary, and this 

was achieved by offering the employees one of the things they most want, which is to 

grow. The employee doesn't just want to earn a little more, they want to feel that they 

are being valued as a person and as a professional. And this is done with a lot of 

training, giving and paying for training, letting the employee take courses. It involves 

giving them tools that open up other possibilities, backing them. When a lot is invested 

in staff training, they feel grateful for it, they feel they want to give back somehow, 

they feel more committed to the job, even if the salary is not the best in the world. 

Although these fo egoi g assess e ts a e uite positi e, ost pa ti ipa ts  a ou ts e eal that 
training is limited to the minimum annual hours defined by Labour laws, and very often not 

adjusted to their job duties and tasks, hence hardly perceived as valuable. This suggests that 

training and skill development is not evenly promoted in the hotel sector, especially when 

independently-owned companies are considered. Merely belonging to a hotel group may not 

necessary be an advantage, if other conditions are not ensured by the management. Amelia 

(EMP, Receptionist, working in the North of Portugal), for example, highlights that although her 

hotel group offers several training opportunities, these are mostly limited to Lisbon, which 

makes difficult for employees from hotels in other locations to attend. If considering that many 

hotels are not fully staffed, it is difficult for employees to be given additional time off to 

undertake these courses. A similar view is shared by Valentina (EMP, Sales and Events Executive), 

who was offered two training moments a year, despite the hotel having its own Training 
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Department, which she believes not to be enough to keep staff updated on the constantly 

evolving markets and new developments of the hospitality industry.  

“e e al pa ti ipa ts st ess the i po ta e of staff t ai i g i  usi esses  o petiti e ess,  
referring to the speed of change and innovation, and the unpredictably and challenging nature 

of T&H (not so high in other professional fields). This becomes particularly relevant when 

o side i g people s a ou ts of lo  pa  a d e  fe  off-work time, which evidences that 

employees may find difficult to invest themselves in external training courses; only three 

participants (one EMP, one LEA and one Newcomer) mention to have made this type of 

investment.  

Both Barbara (EMP, Web Sales Executive) and Hugo (EMP, Receptionist), who had more than 

one work experience outside Portugal, largely compare how training is more highly valued in 

countries such as the UK. Both share the view that in comparison to Portugal, new entrants 

receive intense training over the first weeks at work before taking up their job duties. Not only 

training opportunities were also constant, so different team members could join at different 

moments, as organisations are flexible in offering extra free time so employees can attend 

external courses. 

Job security 

Considering a more o je ti e di e sio  of jo  se u it , all esea h pa ti ipa ts  e plo e t 
relations were of full-time employment with a single employer69. As exhibited in Figure 7.12, 

similar proportions of permanent and fixed term employment relations are found both among 

Employees and Leavers, hi h i o s people s o t a tual sta ilit , the o je ti e di e sio  of 
job security. Contractual stability is closely connected with organisational tenure, as it is also a 

strong determinant of promotion and career advancement opportunities. Among Employees, no 

differences were found regarding their seniority, as several participants have been offered 

permanent contracts despite being with their organisations for only a short time (less than three 

years), either holding supervisory or non-supervisory positions. Although job security is reported 

in previous research as being marked by gender differences, as seen in section 3.4, with men 

being more likely to benefit of permanent contracts, in this study, the number of female 

interviewees (EMP/LEA) with both permanent and fixed term contracts is quite similar to that 

of male participants.  

Job insecurity is described in the literature as probably the most eminent feature of precarious 

work (Siegrist, 2015). As addressed in section 2.3.1 (Seasonal and short-term nature of 

employment), perceptions of insecurity are inherent to lower levels of loyalty and higher 

likelihood of switching jobs (Maden, 2014; Stacey, 2015). In this study, when considering the 

su je ti e di e sio  of jo  se u it ,  assessi g esea h pa ti ipa ts  e tio s a d 
perceptions, it was found that job insecurity is not a burning issue. Interviewees appear to be 

resigned with the transactional nature of contemporary employment relations, do not envision 

the idea of a job for life (see also section 8.4), and this aspect of work is rarely mentioned. 

Previous research in the Tourism sector, conducted in Portugal, has also found that other 

 

69 The few part-time employment situations mentioned for participants took place when they were still studying, 

before officially joining the labour market as employees. 
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p ofessio al a eas a e ot e essa il  o e se u e, he  it o es to e plo ees  o t a tual 
situation, with Tourism graduates reporting poorer contractual relations when working outside 

the Tourism sector in comparison to those working in the Tourism sector (Costa, Breda, et al., 

2013).  

 

 

Figure 7.12 | T pe of e plo e t o t a t  esea h pa ti ipa t s su -group and gender 

Source: Own construction 

 

After a career shift to the T&H industry (as previously described in section 6.2.2), Miguel (EMP, 

Receptionist, 38 years old, two years in the Hotel industry) highlights that despite being older 

than his co-workers and having a stable family situation (married, with one child), contractual 

stability it is not a significant driver, as he believes that companies do lay off employees 

regardless of the type of contract, if they intent to. Contractual stability is not only a relevant 

strategy of employee retention, but also a work stress reducer (Muñoz de Bustillo et al., 2009). 

Co t a tual i sta ilit  a d fea  of jo  loss a  sig ifi a tl  i pa t e plo ees  ood a d 
morale, and is reported by three participants as a source of anxiety and stress, as the following 

quote exemplifies: 

We never knew if we would continue to work when the contract ended, it normally 

starts as a six-month contract and then it is renewed. Everyone was super insecure; 

we never knew if we would continue. And that ends up affecting us and our mood. 

(Alice, LEA, ex-Receptionist) 

Lucas (EMP, four years with current employer) and Samuel (EMP, three years with current 

employer), both Receptionists with permanent contracts, point out their permanent tie to the 

organisation as a positive aspect. Both these interviewees even mention that losing this stability 

would be the most negative thing if they would leave their organisations, in particular the fact 

of being quite familiar with their work roles and duties: 
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…  u til I o e o e the halle ge of feeli g o fo ta le i  a e  jo , the  es, a e 
I would miss this safety net. (Lucas, EMP) 

I think [I would miss] the fact that I am already at ease in my current job. Moving to 

another hotel would al a s e a ha ge, so I thi k the e s al a s so e fea  of 
change. Here you already know everyone, you already know how the hotel works and 

hat ou  tasks a e. If ou go to a e  jo , ou do t k o  if ou ill ha e ou  
contract confirmed after the trial period, and also, you will have to start all over from 

the beginning, and that weighs on my mind a little. (Samuel, EMP) 

This perceived security is found not to prevent alternative job search behaviour, as both admit 

to be attentive to jobs on offer and have been interviewed for several jobs in other hotels; the 

only reason for not moving being the fact that offered working conditions did not match their 

u e t. “a uel e e  ei fo ed this idea  st essi g that ei g sta le i  o e s jo  allo s 
people to canvass for good opportunities without the pressure of feeling desperate for a job and 

being willing to take whatever comes up.  

Looking at E plo ees  with permanent work contracts (n=15), as also discussed in section 8.2.2, 

it is found that about half (n=7) have been engaging in active or passive job search behaviours. 

This suggests that holding a stable employment situation may not be enough to convince 

employees to stay with their organisations, especially if considering that two of these 

interviewees were profiled as Resolute Job Leavers and two others as Potential Job Leavers 

(categories that are described in section 8.3.1). For eight Leavers (Figure 7.12), holding a 

permanent contract did not detract them from leaving, especially considering that five of them 

had an average job tenure of eight years, and six of them hold supervisory/managerial positions.   

Mo eo e , e o d o t a tual status, jo  se u it  is asso iated ith usi esses  fi a ial 
stability and capacity to meet their legal obligations. For several participants, to be paid 

according to plan and on time or to have all their rights as workers guaranteed, was pointed out 

as a positive aspect of their employment relationship. For two interviewees in particular, Maria 

(EMP, Deputy Manager) and Gabriel (EMP, F&B Manager), both working in the industry for more 

than 20 years, this factor highly moderates their satisfaction with pay. This belief is also 

supported by Major Employer 01 (KEY), who, based on their organisational climate survey, states 

that: 

People like to be in a company they believe in, a company they feel confident in, that 

will fulfil all its obligations towards them and does not fail them. People seek more 

this kind of trust and security rather than long-term stability. They like to identify with 

the service we give, knowing that we did not fail them, that when they tell someone 

they work here, it is valued.  

Others also perceive higher security to be associated with bigger hotel groups, due to 

consistency in procedures, decentralisation of power, increased monitoring and oversight 

mechanisms, and existence of specialised HR Management departments. Some interviewees 

report the use of subterfuges to avoid effective hiring and/or due payment as common practice 

i  se e al i depe de t hotel u its, hi h a e asso iated ith the i dust s asualisatio  a d 
include: 
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i. The use of subsidiary/associate companies to (re)hire the same employee: for example, 

by signing 3-month contracts with different companies while still holding the same job 

position at the same hotel unit, and non-compliance with the practice implies non-

renewal of the contract.  

ii. The declaration of a lower salary than what is actually paid: this is aimed at reducing 

o pa ies  ta  u de  a d u de i es o e all p ote tio  of o ke s  ights although 
utuall  e efi ial to so e e te t, he e ou ti g ith o ke s  agreement). It also 

implies that employees must trust the organisation to keep their side of the bargain, as 

no formal guarantee is provided. Considering the proportion of small, family owned 

hotels in Portugal, this is, according to preliminary interviews with several stakeholders, 

a common practice in the industry. 

iii. The attribution of a different job category70 than what is actually performed by the 

employee: this is aimed at controlling minimum rates of pay or limiting promotion 

opportunities (considering that tenure is a key criterion in category advancement). This 

particular situation was reported by Laura (LEA) who worked for the same employer 

over 10 years under the same job category. Although the i te ie ee s o t a tuall -

define job title never changed, her roles and responsibilities were changed several 

times. 

When addressing issues of job security and employee retention, several Key-Informants concur 

around the notion of stability, which is however found to have different interpretations. Both 

Major Employers (01/02) and the HR Expert posit that job security is deeply associated with each 

pe so s life stage a d fa il  fo atio , so ethi g that is ot e lusi e to the T&H i dust : 

When people have their own family and responsibilities to fulfil, they are more likely 

to be subject to conditions they would not be subject to if they did not have these 

family responsibilities. What I notice is that the vast majority of young people are not 

very concerned with this issue of job security and if they have to change, they change, 

as well as if they have to leave a job to take a trip, they also leave, although it depends 

more on the family and economic context of each person. (HR Expert, KEY) 

Stability has only been referred by research participants with respect to working hours stability 

and not necessarily their contractual status. This may be related to the availability of alternative 

job opportunities and self-perceptions of employability in the industry, which are addressed in 

section 8.2.2, so pa ti ipa ts  do ot pe ei e o t a tual sta ilit  as ke  to thei  QWL.  

As depicted in section 3.4, job security may also be interpreted as psychological safety (Kahn, 

1990) of freedom of speech (Walton, 1973), which were mentioned by Alice (LEA, four 

employing companies) and Vera (EMP, three employing companies) as significant drivers for job 

changes. Both interviewees considered these perceptions to be strongly associated with being 

university-degree holders and their inputs (typically related to the identification of problems 

and limitations of work procedures) were interpreted as exhibitionist behaviour.  

 

 

70 Following the job categories and levels defined in Collective Bargaining Agreements. 
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7.2.4 Psychosocial working environment 

Psychosocial working environment pertains to interpersonal and social interactions at the 

workplace. As previously described in section 3.4 (Interpersonal and supportive relations at 

work), social interactions at work cover various types of workplace relationships and different 

types of social support. In the literature, these interactions are simultaneously described as 

stressors and as buffers or coping mechanisms to deal with high job demands. Social integration 

i  the o k o ga isatio  is a fu da e tal di e sio  of e plo ees  ide tit  a d self-esteem 

(Walton, 1973). The role of leadership is also key in influencing career development and 

perceptions of QWL, in reference to multiple work dimensions, such as work organisation, 

recognition and appreciation for work, interpersonal relations at work, job stress, and work-life 

balance.  

Interpersonal and supportive relations at work 

Of all QWL dimensions, this is the one with the greatest consensus on a positive perspective. 

For the majority of research participants, good interpersonal relations are one of the most 

positive aspects of working in hospitality. Overall, only two participants consider that this is not 

a relevant issue in their work lives. When research participants were asked how they conceived 

QWL (section 7.3), the relationship with their co-workers and supervisor/managers, teamwork, 

and support, were described as highly valued. Work group relationships, in particular, are also 

des i ed as ei g elated ith e plo ees  so ial eeds, hi h “i g  et al. (2001) describe as 

the need of positive interactions, friendships, membership and being-in-the-know in a 

significant social group. Also as described in section 3.4, social support may have multiple foci, 

which were all referred by the participants in this study. Figure 7.13 exhibits the proposition of 

positive mentions made to three social group relationships and main sources of support – 

peer/co-worker, management/supervisor, and customer support – illust ated  Ba a a s 
(EMP, six years in the Hotel industry) accounts of her different interpersonal relations at the 

workplace.   

Peer relationships are by far pointed out as the most important among all workplace relations: 

15 participants describe this relationship as positive, whereas only four reported negative 

experiences. Three other participants do not evaluate peer relationship neither as positive nor 

negative, by considering that high staff turnover does not give them enough time to bond with 

colleagues. Not only working with people, in general, is mentioned several times as one of the 

best aspects of working in the industry, as co-worker support is described as fundamental to 

improve individual performance and to cope with other workplace stressors such as workload 

or extensive working hours, mostly due to under-staffing practices which are referred as very 

common in the industry. Clarice (LEA, ex-Receptionist, seven years with her last employer) largely 

emphasized how companionship allow her and her co-workers to deal with some shortcomings 

of their workplace:  

There were not enough staff so if we all left on time or enjoyed certain flexibilities with 

shift times, etc., everything would fall on the other colleagues. There was no 

compensation for working more hours, or if we had to work straight for 15 days 

because someone got sick. We were the ones who respected each other and helped 

each other. If a group arrived at the end of a shift, we would no longer leave, we would 
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be there for an hour or two helping, so as not to leave other colleagues dealing with 

things alone. 

 

 
Figure 7.13 | Perceived peer, supervisor, and customer support at work 

Source: Own construction 

 

Although the relationship with managers and supervisors is not so extensively mentioned, nine 

interviewees described their relationship with their immediate managers as very good, whereas 

five refer to it as negative. One of the most mentioned facets of supervisor support has to do 

with ease of communication, constructive criticism and encouragement, openness to dialogue, 

and disposition to take their side or ease their burden when necessary. Overall, most of the 

positively described experiences with managers and supervisors are configured as supportive. 

The most negative account came from Laura (LEA, ex-Assistant F&B Manager) who described 

how the relationship with her supervisor (General Manager of the independent hotel in which 

they were working) has deteriorated over the years. Laura describes her former supervisor as 

insecure (considering the organisational tenure and qualifications of both of them, Laura often 

felt that she as see  as o petitio , autho ita ia , highl  iti al a d fo used o  a solute 

control, devaluing the competencies of other, which created tensions, resentments and 

de oti atio  of the staff. Lau a s des iptio  of the elatio ship ith he  supe iso  – which 

ultimately became her main reason to leave – configures what Kara, Kim and Uysal (2015) refer 

to as manager mobbing behaviour. Although extremely critical of her co- o ke s  jo  attitudes, 
Vera (EMP, Reservation Clerk, three years in the industry) expresses her great admiration for her 

supervisor:  

I was very blessed to get my supervisor, she is outstanding, she is in the trenches with 

us. She works like us, takes calls like us, talks to customers like us; she does everything 

we do and more. She gives us a lot of support. There are days when she leaves at 10 

pm and she has a little daughter. The woman is really outstanding, and I will be very 

sorry to lose her [when I change jobs]. As for my colleagues and my Manager, I think 
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it says a lot about the working environment if I tell you I'm terrified to have that 

conversation with them ((that she is leaving the company)). I'm sure the narrative will 

e she s e ed us, e ause o  it s high seaso  a d she s lea i g, a d e e goi g 
to be in the eeds , i stead of ei g happ  fo  e, thi ki g she s is looki g fo  hat s 

est fo  he .  

Mentoring relationship is frequently found in literature as an important determinant of career 

development, but only one participant mentioned how receiving such type of support 

contribute to his personal and professional growth. However, the interview guide did not focus 

more specifically on this type of support, which would be interesting to explore in further 

research. Despite several interviewees consider that promoting a good working environment is 

largely dependent on leadership (a topic that is addressed further below), Miguel (EMP, 

Receptionist) believes that people should look at interpersonal relations at the workplace as 

something that is not merely experienced or acquired but should be cultivated by each 

employee: 

The working environment must also be built between colleagues. Talking of 

cultivating, it is all in the details. For example, if I receive a tip, I share it with my 

colleague and my colleague gets surprised, but the next time, he also shares his tip 

with me. Or in relation to work schedules, like shift changes or sometimes exchanging 

vacations, before, there were very big constraints, but now there is greater openness. 

Why is this? Well, someone asked to swap shifts with me, so I did. Things went well, 

and now others do the same. This is how everything starts to improve. 

According to some participants, when existing, conflict is mostly due to high competition 

between co-workers, especially if supervisory roles are envisaged. Conflict is also mentioned 

ith ega ds to the elatio ship et ee  diffe e t depa t e ts  o k g oups, t pi all  et ee  
the Front-office and the Housekeeping, or the Restaurant and the Kitchen. According to two 

participants, tipping can be a source of conflict, especially in low-paid departments. Abel (EMP) 

e alls ho  tips ause f i tio  et ee  egula  a d ausal e plo ees at his hotels  F&B 
operations, leading to a bad working environment, with the former describing the benefiting of 

tipping as not fair (as causal workers are paid an higher hourly wage in comparison with regular 

employees, whose overtime is not fully paid but rather banked). Mixed feelings are found 

regarding the role of supervisors in managing tip distribution, with participants believing that 

o e sight is eeded, he eas othe  p efe  that these issues a e left to e plo ees  dis etio .  

As seen in section 4.2.1, conflict, whether hierarchical (e.g., between workers and supervisors) 

or lateral (e.g., among workers in the same department), is pointed out as a pertinent cause of 

turnover. This happens because when differences cannot be resolved and one of the conflicting 

parties leaves or is driven to leave (Mobley, 1982; Staw, 1980), as it happened with Laura.   

Three other variables are presented by interviewees as influencing interpersonal relations at 

work, both at horizontal and vertical levels:  

i. Gender – is mentioned by some participants as the reasons underlying certain attitudes 

and behaviours at the workplace. Both male and female interviewees (n=5) consider 

women to be more competitive than men, which is at the basis of conflicts with peers – 

exacerbated when these peers are also women. Several female participants reveal some 
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concerns in view of the possibility of joining exclusively female teams. Three 

interviewees consider that there is a certain degree of animosity in teams formed 

exclusively by women, pointing out jealousy, gossip, and stressful working environments 

as the main reasons thereof. Vera (EMP, Reservations Clerk) states that women are 

highly judgemental of each other, an attitude that she does not find so often in male co-

workers; at the same time, she acknowledges that the poor working environment in her 

department is more likely to be due to the work values of the people who work there, 

than to their gender or to the fact that it is a team mostly formed by women. Martin 

(LEA, General Manager) believes that this phenomenon is not exclusively to women-

only teams, as teams made up exclusive by men are also not as productive and 

functional as mixed teams. Clarice (LEA, ex-Receptionist), despite concurring with the 

competition-driven conflict thesis, highlights that women are simultaneously more 

proactive than men in getting together and stand out for each other when necessary, 

exhibiting a strong feel of friendship and mutual support, either to solve a common 

p o le  o  to i p o e o e s ights at the o kpla e. Both Sabrina (LEA, ex-Assistant 

Manager) and Maria (EMP, Deputy Manager) report, instead, instances when customers 

e hi ited se ist attitudes, aski g to speak to the Di e to , assu i g that the o pa s 
representative was a man and feeling disregarded when brought before a woman in a 

supervisory position. Four other female participants, all in supervisory/managerial 

positions, report difficulties in dealing with subordinates who they felt to question their 

authority and management skills due to the fact of being women (although some of 

them also believe that such attitude was due to the intersectionality of their gender and 

age (Holgate, Hebson, & McBride, 2006; Jyrkinen & McKie, 2012), as they were both 

women and quite younger than some or most of the staff reporting to them). One of 

these interviewees admits having adjusted her leadership style in order to be better 

accepted. Such type of testimonies strongly support findings from previous research 

which as demonstrated the existence, in T&H organisations, of gender discrimination, 

gender stereotyping, and delegitimization of women as leaders (Costa et al., 2012; 

Mónica Segovia-Pérez et al., 2019; Walsh, 2016). 

ii. Age – is referred by participants in three different perspectives. On the one hand, older 

age is associated with lower predisposition for training and openness to welcome 

younger members in work teams. Eva (EMP, Receptionist), for example, recalls how 

much willing younger colleagues were to share their knowledge and guide her through 

organisational procedures when she joined the organisation, when compared to older 

co-workers. Thomas (EMP, Waiter  offe ed the othe  side  pe spe ti e o  this issue as, 
according to him, it becomes excessively tiring and stressful to be constantly training 

new entrants, either trainees or new staff. As mentioned in section 6.4.2, with regard to 

t ai ees  e to i g, this happe s e ause ot o l  tu o e  ates a e high, as he is 
assigned this role cumulatively to his regular duties. Age is also referred as influencing 

interpersonal relations at work, when the supervisors are younger than those they 

supervise. Vera (EMP, Reservations Clerk) recalls her experience as Deputy Housekeeper 

when she was 21 years old, when having to supervise a group of employees much older 

than herself. She e alls ho  diffi ult it as to e hea d  a d ha i g to struggle to prove 

her team that she was knowledgeable of the job and capable of holding a supervisory 

position despite her lesser operational experience. Previous research also posits that 
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young workers (in terms of youthful body-age) in hospitality are not valued by older 

workers and frequently the target of discriminatory practices.  

iii. Educational level – in the opinion of five female interviewees, the higher the academic 

qualification, the smoother interpersonal relations are. According to these participants, 

conflict tends to be higher in lower-skilled departments (such as the Housekeeping) and 

even between these departments and others. According to Sabrina (LEA) and Vincent 

(EMP), both in supervisory positions, it is also more difficult to keep the divide between 

professional and personal spheres, as less qualified people have more difficulty in not 

be confused between sympathy/openness and permissibility/lowering of job 

requirements. As previously mentioned in section 7.2.2, Alice (LEA) also attributes the 

origin of conflict with her peers to the fact that she was only employee with a university 

degree in her department and her co-workers always made the point that attending 

university does not make people more knowledgeable than work experiences do.  

Although referred less often and being also described as a source of workplace stress (see next 

section, 7.2.4), customer interaction was positively mentioned by five research participants 

concerning workplace interpersonal relationships. Previous research supports that creating 

trusting relationships with customers can strengthen organisation commitment and reduce 

turnover intentions (Walsh, 2016). Several interviewees refer to frequently host regular guests, 

mostly travelling on business, which became old acquaintances, knowing the staff names, asking 

about their families, or even offering them small gifts. For several interviewees, invitations to 

leave and join a different organisation were made by regular customers (section 8.2.2). 

When research participants were asked about what they would have to sacrifice if they left their 

jobs (Leavers were asked about the most significant loss when changing jobs), 18 interviewees 

mentioned their work group relationships, i.e., the people they work with, as pictured in Figure 

7.14.   

Both the constructs of Job Embeddedness (section 4.2.2) and Organisational Commitment 

contemplate dimensions associated with the perceived costs of leaving the organisation: 

sacrifice, in the former, which refers to the ease with which links with the organisation can be 

broken; and continuance commitment, the latter, referring to both financial and non-financial 

costs of leaving and side-bets individuals make. Although some participants refer to the lack of 

alternatives that at least match their current employment terms and conditions, social relations 

at the workplace are extensively mentioned as the aspect of work life in which high investments 

were made and their loss would difficult the decision to change jobs. This is closely aligned with 

the fact that a significant number of participants conceive QWL as a good social/workplace 

atmosphere (see section 7.3). Despite not all interpersonal relationships are positive or free of 

conflict, these still configure of the most valued sources of support and motivation at work, as 

the next quote reveals:  

[The thing I would miss the most if I left the job would be] some of the people I work 

with. Companies are the people who work there. And you have to be lucky to be in the 

right place at the same time as the right people. We never get along 100% with 

everyone, but if we are lucky enough to meet, at that moment, with X or Y, and we 

are able to work well with these people, it is half way to making you want to go to 

work every day. (Rita, EMP) 
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Marisa (EMP, Assistant Manager) also refers how the good work environment that typified her 

current organisation has been decisive in retaining or re-attracting employees. She feels that 

this is particularly visible in low-paid areas, such as the Housekeeping, the Restaurant or the 

Kitchen, which staff easily changes organisations for a slight salary increase. Working 

environment in their organisation is rated so positively that many people actually return after 

not so positive experiences in other organisations.  

 

 

Figure 7.14 | Perceived costs of leaving 

Source: Own construction (NVivo 12 Pro) 

 

This dimension of QWL is especially relevant when considering the long working hours culture, 

the heavy workloads, and the high pressure that typify hospitality jobs, as many research 

participants do acknowledge that having a good working environment and good social capital 

are key to buffer such job demands. Social support is, therefore, a core constituent of models of 

QWL such as the Job Demand–Control–Support (JCDS) model (Karasek & Theorell, 1990) (see 

section 3.3), which ascertains that that social support moderates the negative impact of high 

strain, especially in jobs which are characterised by high demands, such as those in T&H, as it is 

also discussed in the next section. 

Appropriate style of leadership  

Style of leadership was not initially identified in extant literature as a relevant dimension of QWL 

in T&H (most references were found regarding supervisory support, as described in section 3.4), 

ut the i po ta e assig ed to it i  esea h pa ti ipa ts  a ou ts led to its i lusio  as a 
relevant sub-dimension of working environment.  
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Several research participants highlight, directly or indirectly, the role of leadership in influencing 

many other dimensions of work and career development. As a management tool, leadership 

style is associated with a wide range of organisational processes and outcomes such as 

organisational climate, interpersonal relations, work attitudes, acceptance of innovation and 

change or service performance (C. George, 2015; Kara et al., 2013). Managers are pointed out 

by several interviewees (n=8) as the main parties responsible for promoting a good working 

environment and building a strong work community. Especially intermediate-level managers, 

i.e., immediate supervisors, are perceived as primarily responsible for mediating interpersonal 

relationships and avoiding situations of potential conflict, yet without a very tight supervision. 

Most participants seem to agree on preferring to be granted autonomy to make decisions 

regarding their daily work (e.g., rostering, tip distribution); some remark that is very positive for 

team spirit, especially in small teams, to be allowed to choose their working schedules, or to 

decide who works on Christmas or New Year. This should not be, however, interpreted as laissez-

faire and abdication of responsibilities, but rather as increased empowerment, considering that 

supervisors are still expected to oversee and intercede when necessary in order to ensure 

fairness and equity among team members, or to make decisions when consensus is not reached. 

“upe iso s a e also e pe ted to ediate e plo ees  elatio ship ith usto ers, particularly 

when in face of eventual complains and disrespectful attitudes. Alice (LEA, ex-Receptionist) and 

Michael (EMP, when working as Bar Waiter) report repeated situations when they lacked proper 

supervisory support when dealing with difficult customers, which they consider to ended up 

influencing the working environment in their departments.  

Many interviewees, mostly all in managerial/supervisory positions, reinforce the importance of 

communication among and within work teams as a means to obtain better results, which 

o e s a essage of pla i g, o ga isatio , o e  ith e plo ees  ell-being, and 

o fide e i  the o ga isatio s  a age e t st le.   

I think the day-to-day management of the hotel, with the purpose of improving quality 

of the working environment, has a lot to do with planning, with organisation, with 

anticipation, to create a feeling of well-being and dedication to daily work. The 

managers themselves must have that serenity to be able to pass it on to employees. 

Every morning, we meet with the managers. We sit at a round table so everyone can 

see each other. And each manager, then, meets with their own team. (Victor, EMP, 

General Manager) 

If there are regular meetings, where people can express their concerns and ask 

questions with their managers, then people will not be raising their concerns in the 

corridors. But for this, confident and fearless leaders are needed. Therefore, the hotels 

have to think about training their managers and changing this culture. (OB Expert, 

KEY) 

T&H literature on managerial styles has been indicative of an insufficient use of participatory 

decision- aki g, lea i g to a d auto ati , autho ita ia , a d o a d a d o t ol ased 
supe isio  (Kusluvan et al., 2010, p. 197). The OB Expert s KEY) opinion is aligned with these 

considerations, posing that in Portugal, there is a very widespread predominance of style of 

autocratic leaderships. The middle management itself is under great pressure to achieve results, 
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established by the Board and/or Investors, and frequently overloaded, hence being extremely 

demanding with employees and lacking time to provide guidance and develop.  

On a more positive note, and although several interviewees do report to experience/have 

experienced such autocratic leadership style at their workplaces, either from immediate 

supervisors or top managers (mostly in independent hotel units), multiple references are also 

made to supportive, participatory, closer leadership styles, such as the following quote reveals:  

We have a very horizontal hierarchy. Here there is no mystery surrounding the leader, 

the Director is not seen as an inaccessible person, that strikes fear into the employees.  

This culture does not exist. We always try to understand the profile of each employee, 

in order to adjust our practices to the way each one speaks and understands things. 

(Adriana, EMP, Sales and Events Manager) 

The otio  of li i g  e a ple  i.e., a ti g i  a o da e ith the p o lai ed alues , hi h 
typifies a supportive leadership style, is also highlighted by several interviewees (see Figure 7.15 

for some of these testimonies), as very important in a context such as the T&H industry, in which 

job demands are extremely high and job resources are somewhat limited and difficult to 

leverage. This notion is supported by several Key-Informants, who believe that anyone in a 

leadership position must lead by example and be capable of inspiring and influencing others 

through ethics, transparency, and fairness.  

 

 
Figure 7.15 | Supportive leadership: living by example 

Source: Own construction 
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As discussed in section 7.2.1, progression into higher hierarchical levels represents an 

oppo tu it  to e jo  highe  fle i ilit  i  a agi g o e s o ki g s hedule, he e ei g o e of 
the reasons why so many people aspire for such positions. In light of the foregoing, it all comes 

down to the leadership style each person adopts, considering that in many departments, middle 

managers are not only in charge of supervisory duties but are also part of the core team and are 

integrated in the same rostering system. As Clara exemplifies above, if these managers claim 

their right to always take their days-off on weekends and holidays, just because they are older 

team members and perceive this as an acquired right – a situation that she reported to happen 

with all middle managers in her hotel, including the Chef even when special events were taking 

place at the hotel at weekends – it is likel  that this attitude ill u de i e e plo ees  
satisfaction and perceptions of fairness.   

Ma age s  a ilit  to oti ate thei  e plo ees to reach their maximum potential, to be 

e gaged, to e a e ha ge, a d to ake good te h i al de isio s  is a ke  ele e t of su ess 
for a hospitality firm (Kara et al., 2013, p. 9). There is even a widespread saying by Marcus 

Bu ki gha  that people lea e a age s, ot o pa ies . B u o a d Xa ie  EMP , oth 
General Managers, emphasise the importance of intellectual stimulation – a trace of 

transformational leadership (Bass, 1990) –  p o oti g the use of e plo ees  apa ilities a d 
rationality, and giving them autonomy in problem solving, not being afraid to make decisions.  

Recognition and appreciation are largely contingent on middle management supervisory style, 

because even if organisational guidelines exist with this regard, it all comes down to the 

immediate supervisor one is working with. Several participants refer to this as lu k , that is ei g 
lucky in meeting the right supervisor. As exemplified in section 3.4 (Recognition and appreciation 

for work) and addressed in section 7.2.2, recognition can be used to sustain employee 

motivation via the demonstration of the link between performance and rewards, hence 

contributing to higher commitment and satisfaction levels (Luthans, 2000). Recognition of good 

performance and positive attitude also reinforces the role of leadership in identifying talented 

employees who have the potential and interest in progressing within the organisation: 

Middle-management ability to recognise high-potentials and identify key functions is 

imperative, and we need to ensure that leaders have analysis capacity and the 

resources to do so. As a leader myself, it is up to me to disclose the value and potential 

of my team members, my subordinates, so they can grow. Only then it will be up to 

the company to recognise and reward such potential. (HR Expert, KEY) 

The OB Expert (KEY) adds that less positive leadership styles are often driven by resistance to 

change, which she believes to be quite high in Hospitality with respect to HR management 

policies and practices. Innovation is often seen as a means to make acquired statutes vulnerable. 

If there is a culture of flexibility, acceptance and humility, all organisational members 

understand, value and benefit of the contributions a new member can bring, especially when 

this is a highly educated person (the value of graduate talent is further discussed in section 8.5). 

Still according to the OB Expert, closed cultures strive to maintain their habits, and when no 

sha ed a d olle ti e alues e ist, this is efle ted i  people s eha iou ; o ga isatio al leade s 
are those who shall be responsible for building organisational culture and promotion changes in 

this culture. When it comes to a General Manager, the change can be made easier, because 
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he/she is acknowledged with such power, while a recent graduate, newly hired, has very little 

power of negotiation and influence despite his/her competencies.  

Overall, a significant number of Employees (n=15) and Leavers (n=8) believe that many 

organisations do not have a good policy concerning human capital. Organisations with top-down 

approaches and clear HRM strategies, and transformational leadership are expected to have an 

important impact on employee work engagement, as these tend to make leaders aware of the 

importance of providing the necessary job resources to their employees, or encourage 

employees in proactively mobilising these resources themselves (Bakker, 2017).  

 

7.2.5 Health and job stress  

Occupational stress research has been consistently demonstrating many negative effects of 

work- elated st esso s o  e plo ee s health, ell-being, and job-related attitudes. Although the 

immediate and vast array of consequences of occupational stress are found at the individual 

level – which are addressed in section 3.4 (Health, job stress and emotional demands) – costs 

may also arise to organisations, mostly regarding loss of productivity. This issue is particularly 

highlighted by research participants, who several times stress that high pressure and job stress 

affect their performance to the extent that it is impossible to maintain a positive attitude 

towards customers and the same productivity levels at all times.  

Hospitality work is characterised both by high physical and psychological job demands which 

strongly increase the risk of job strain and impact well-being at the workplace (see sections 2.3.1 

and 3.4). This claim is supported by most Leavers (n=8), a significant number of Employees (n=11) 

and even by Newcomers (n=4) who got such perception from their early experiences on the job. 

Different scenarios of physical, psychic, and emotional exhaustion are described by the 

i te ie ees. Although i di iduals  espo ses to st essful situatio s a  esse tiall  due to their 

own perceptions of what constitutes a stressful situation, job experience, social support, and 

personality traits), common stressors can still be identified. The most relevant causes of 

occupational stress and job strain mentioned by research participants are systematised on 

Figure 7.16 according with their level of importance and described as follows.   

 

 

Figure 7.16 | Most relevant causes of occupational stress mentioned by research participants 

Source: Own construction 
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As presented in section 6.2.1, interacting with people, enjoying being customer-oriented or not 

having a monotonous work-life, a e all ele a t d i e s of people s i te est fo  T&H jo s. 
Customer interaction is both a source of joy and a source of strain for many research 

participants. Interestingly, all accounts of Newcomers regarding work stressors related to the 

difficulty in managing relationships with customers, which they categorise as highly stressful and 

emotional demanding. Previous research also found that hotel restaurant frontline service 

employees rate interactions with customer as sources of both positive and negative emotions 

(C.-E. Yang, Wang, & Yang, 2020). Mostly for contact staff, such as Receptionists or Waiters, 

normal job duties involve dealing with customers with diverse profiles, moods, and attitudes, 

hence being prone to emotional labour. Two interviewees specifically refer that working in 

hotels that typically host last-minute guests due to flight delays and cancellations is highly 

stressful, as the customer is already with a bad mood due to something completely alien to the 

hotel staff.   

Described in section 3.4, emotional labour can be emotionally draining when employees are 

expected to express feelings such as enthusiasm, friendliness, and cheerfulness despite negative 

emotions that they may experience when dealing with angry or uncivil costumers. Customer 

incivility was also found to have a positive relationship with restaurant frontline service 

employee job burnout. The same study also observed that organisational and supervisory 

support moderates the relationship between customer incivility and burnout (Han, Bonn, & Cho, 

2016). The importance of supervisory support – or as in this case, the lack of – in alleviating 

negative impacts of customer service problems, was mentioned by three interviewees, who felt 

to o sta tl  e left alo e ith o plai ts  settle e t o  to ot ou t ith ade uate suppo t 
from other departments (considering that complains are typically vented in the Front-desk and 

not necessarily refer to Front-desk service and performance).   

F&B Operations are described as physical and emotional draining, as F&B frontline jobs involve 

many technical skills, heavy physical work (e.g., setting-up event paraphernalia, restocking), 

extreme time pressure, and constantly on-the-move tasks. It is not surprising that Front-office 

is described as the department where work is more particularly stressful with regards to the 

ps hologi al a d e otio al do ai s, as it is t pi all  the depa t e t s att i utio  to deal ith 
complaints and malfunction from other departments, and to provide solutions for all type of 

travel and accommodation-related hassles, as the following quote reveals: 

The Reception is the heart of the hotel, that is, everything goes through the Reception. 

The phones are always ringing, there is always someone with questions, you are in 

constant communication. It's very complicated when you work with the public, there 

a e a lot of o plai ts, a d so eti es ou a t a age e tai  guests. Ali e, LEA, 
ex-Receptionist) 

The OB Expert (KEY) thus reinforces the need for adequately prepare employees for service work 

and self-regulation of emotions:  

When we have a customer in front of us, we have a person with expectations, in a 

state of mind and a mood, both very specific and highly variable, and who often 

expresses emotions that have nothing to do with that hotel. The employees may not 

be prepared to deal with conflicts, disagreements, or the unexpected, and have to self-

regulate their emotions.  
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Only Amelia (EMP, Receptionist), who works for an international hotel group referred to have 

received special (and specifically oriented for the hotel sector, hence perceived as quite useful) 

training to deal with difficult customers and emotional self-regulation.   

These pressures are reported as being exacerbated by seasonal demand variation, due to the 

need of dealing with new members in the team who typically require training and with sudden 

and increased workload in peak season, as many hotels are not fully staffed (Baum, 1999; M. 

Riley, 2000). This constraint is not only observed in peak season, as many participants refer to 

always be working in short-staffed teams, which forces them to work longer hours than they 

should. Very often, overtime is reported by participants as not even being accounted for banked 

hours, hence not receiving any form of compensation that could buffer the negative emotions 

resulting from such inconvenience. These excessive working hours are frequently associated 

with insufficient rest periods, eithe  o  a dail  a d/o  eekl  asis. Both ualitati e a d 
quantitative work overload contribute to exhaustion by depleting the capacity of people to meet 

the demands of the job. The critical point occurs when people are unable to recover from work 

de a ds.  This is e a e ated he  o e load is a h o i  jo  o ditio , ot o asio al e.g., 
li ited to a  e e t, to a iti al situatio  o  eeti g a deadli e , gi i g people little opportunity 

to est, e o e , a d esto e ala e . Wo kload is, the efo e, o e of the o elates of jo  
burnout (Maslach & Leiter, 2008, p. 499). Most frontline staff work with rotating-shifts, and 

consequently, with a rotating system of days-off (which classifies weekends as regular 

working/weekdays71) ranging from one to two days-off per each seven workdays. Several 

interviewees refer to, very often, only been given four or five hours of sleep between shifts (as 

commuting time has also to be accounted for), which was clearly insufficient to recover for such 

demanding workdays. This becomes even more relevant if considering that the majority of 

frontline staff are standing or walking the entire day. Several Receptionists refer that even 

without the presence of guests in the Front-desk or at the hotel lobby, they are not allowed to 

seat (not even chairs or stools are available nearby) while performing other administrative tasks. 

In addition to recurrent overtime, shift assignment is perceived as a source of conflict with 

e plo ees  o -work life, particularly when it comes to rotating shifts, split shifts, and 

evening/night shifts.  

Sleep disturbance is mentioned by three participants as a direct outcome of this type of work 

organisation and one participant disclosed to have been diagnosed with depression as a 

consequence of night-shifts. Therefore, it is particularly difficult for Night Auditors to adjust to 

night-shifts, either on permanence or in a rotating system mostly between male Receptionists72. 

Not only these three participants describe hours of sleep as insufficient, but also the difficulty in 

dealing with constantly changing biological routines, as the following quotes exemplify: 

One week we work from 7 am to 4 pm, and the next week from 5pm to 2am. It is 

difficult for me not having a regular sleeping schedule, and this complicates my work 

a lot. (Lucas, EMP, Receptionist)  

 

71 Different CBAs entail different norms regarding rotating days-off. Employees with rotating-shifts can be offered, 

for example, one weekend off a month or every six weeks, depending on the CBA in force in their employing hotel. 
72 Night auditor is a typically male occupation mostly for security reasons as most hotels do not have additional staff 

and security during the night period.  
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Sometimes it's more because we don't even know what day of the week it is, if it's 

Tuesday, if it's Thursday, there is total lack of control on weekdays. (Miguel, EMP, 

Receptionist) 

Three other participants refer to usually have to spend one of their days-off just to sleep and 

physically recover from fatigue, hence seeing their non-work, leisure time greatly reduced. 

Several interviewees also refer to be repeatedly disturbed in their off-work hours, in their rest 

and leisure periods, either to deal with pending work issues or being asked to change working 

schedule arrangements (e.g., to change shifts). As seen in section 7.2.1, the unpredictability of 

typical temporal demand variations (mostly seasonal and weekly) and event scheduling, make 

weekly rostering a common practice, which poses great difficulties in personal and family life 

planning. Boundaries between work and non-work time can become even more blurred when 

employing organisations provide accommodation for employees at the hotels they are working. 

This was the case for Clara (LEA, ex-Assistant Manager), who recalls being disturbed in her room, 

any hour of the day or night, to deal with any upcoming problem. This constant availability that 

ea s to e o sta tl  o  all  e e  he  ot ph si all  p ese t at o k is pa ti ula l  felt at 
higher hierarchical levels (Carvalho et al., 2019). 

The constant disregard for employees  o ki g hou s a d est pe iods a  e e  o t i ute to a 
negative image of employing organisations, as several interviewees refer to guests commenting 

on the fact that some staff members were working evening shifts, late at night, and they would 

meet agai  the e t da , ea l  i  the o i g. Toda s usto e  o e sig ifi a tl  if a egula  
customer) evaluates hotels based on a growing number of parameters and are becoming 

i easi gl  a a e of o ga isatio s  espo si ilities at ultiple le els, i ludi g with HR.  

According to three participants, work-related stress is also associated with the pressure to 

achieve objectives and delivering outcomes (mostly at a high level and within tight timeframes), 

typically with limited Human Resources. Two other participants holding Assistant Manager 

positions, also refer the challenges in managing working teams, as they have to oversee and/or 

coordinate different functional departments and levels (both operational and supervisory staff), 

push them towards results attainment and deal with possible conflictual situations.  

For several Leavers, the reasons underlying their career change are found to be strongly 

associated with this dimension of QWL, as the testimonies in Table 7.3 exemplify.  
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Table 7.3 | Lea e s  accounts of career change due to high occupational stress 

Clara, ex-Assistant Manager 

 I never expected to have an 8-hour schedule – which curiously I have today – but another 

thing entirely different is that we have to work twice as much as a normal person. For some 

reason this is regulated by law. I'm sure I stretched the rope too far at that point and my brain 

was never the same. It may seem a little dramatic, but I felt it in me, my mental dexterity was 

never the same. It was not just a week of peak work, this you can handle, but it became a 

health issue. 

Marco, ex-Receptionist 

 Too much work and too little time for myself, to do the things I like. In hospitality it has to be 

this way, it is not 100%, it is 150%. I often left work and I couldn't be relaxed because I was 

al a s o de i g if so ethi g as issi g. …  E e he e o pa ies al a s a t as u h 
e e ue as possi le, ith a i i u  of e plo ees. The  al a s thi k it s possi le to get 

more. Year after year, the [budgetary] goals are increased, and they always find it possible to 

do it with the same people and with the same resources. 

Amanda, ex-Assistant Manager 

 Although I  e  o kaholi , he  it has to e, he  the e is a goal o  a issio , I t  ot to 
fail, but everything has a limit. At Hotel X, where I was accompanying the hotel opening, I had 

a breakdown or was on the way to. Besides the pressure and the disorganisation that was 

working with those people, it was the work overload and the [long] hours. Besides, my 

youngest daughter was not yet one year old, my husband was with a new professional project 

in hands and was spending whole weeks away, and I was alone with two small children. 

Source: Own construction 

 

7.2.6 Work-life balance 

Relationships off-the-job, including a myriad of personal, family and community commitments, 

a e likel  to i pa t a  i di idual s likelihood of sta i g o  o  lea i g a jo  (Holton et al., 2006; 

Mitchell & Lee, 2001). Fa il  elatio ships, ki ship espo si ilities a d othe  li ks ithi  o e s 
community are one of the most significant forces, hence being suggested as antecedents of 

employee turnover by several turnover theorists (Mobley et al., 1979; Price, 2001; Price & 

Mueller, 1986). Not providing employees with flexibility to deal with non-work issues is one of 

the main reasons underlying individuals  pe eptio s of jo s as ad (Kalleberg, 2011). Several 

references are made, more generally, to the high demands of hotel jobs in terms of time 

availability and dedication to work, hence portraying a form of time-based work-life conflict 

(Greenhaus & Beutell, 1985), as the following quotes exemplify: 

You no longer have time for yourself, your family, your friends, so you stop living. You 

exclusively live for work, you live for hotel work. Even if you leave work, you are never 

fully rested, because someone calls you with some problem or other. (Alice, LEA, ex-

Receptionist) 

I think it is very complicated, nowadays, for a person who works in Hospitality, to be 

happy with their personal life. (Marco, LEA, ex-Receptionist) 
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It does ot e ist. I ould e he e telli g ou sto ies, ut pe so al life does t e ist. 
(Manuel, EMP, General Manager) 

Both single as married research participants report the same type of constraints in reference to 

work-life balance. All Newcomers, all below 27 years old, are single. However, the vast majority 

(n=9) anticipate some type of negative work-life interference, either due to their own first-hand 

experience of work duration, intensity, and scheduling in the sector, or to witnessing some of 

the challenges faced by other fellow employees, as Edgar (NEW, 21 years old) reveals: 

That s h  I  a little elu ta t to pu sue a a ee  i  the ope atio al a ea, ecause 

it s e  diffi ult to ha e a fa il  a d o k i  shifts. I et people ho o k f o   p  
to midnight and the next day have to wake up very early to take their kids to school, 

ho did t ha e eeke ds off, ho issed i thda s, ho e e t the e fo  
Christmas... and that's not healthy either, because I saw those people distressed and 

sad. The e a  e people ho do t a e so u h a out ei g ith thei  fa il  at 
certain times, but I do. Since I want to start a family, if I have the opportunity do this 

diffe e tl , that s hat I  goi g to do.  

When measuring the factors that undergraduate event management students perceive to be 

important in choosing a career, Stone et al. (2017) fou d that a jo  that a  easil  e o i ed 
ith pa e thood  as the least i po ta t fa to . Ho e e , Newcomers participating in this 

study revealed an opposite attitude, more closely aligned with the fact that Millennials highly 

value work-life balance (Ng et al., 2010). Non-work activities consist of a broad range of activities 

that go beyond traditional family responsibilities, such as sports and social activities, which 

makes work-life balance important for individuals with such interests.  

‘espo de ts  ages a ge from 19 to 53 years old. About a third of Employees and Leavers are in 

their early 30s, the mean age being 33 years old for Employees, 31 for Leavers73, and 22 for 

Newcomers. As far as Employees and Leavers74 are concerned, approximately half of the 

research participants are single, whereas the other half are married (or unmarried partners) 

(Figure 7.17). Although only a somewhat small proportion of respondents have/had children 

(eight Employees and four Leavers), a constant reference to the incompatibility with family, non-

o k life due to o k o ditio s i  the Hotel i dust  is fou d ithi  pa ti ipa ts  accounts.  

 

 

73 Lea e s  age refers to the date of career change. Considering the date of the interview, these participants had, on 

average, 37 years old. 
74 Lea e s  marital state and number of children were analysed with respect to the date of career change, as some 

got married (n=3), got divorced (n=1) and had children (n=4) only after leaving the hotel sector. 
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Figure 7.17 | E plo ees a d Lea e s  ki ship espo si ilities 

Source: Own construction 

Figure key: *Lea e s  marital state and parenthood refer to the date of career change 

 

Considering the number of children, three Employees are parents of one (all aged 10 or younger) 

and five are parents of two (with only one interviewee with children aged 10 or younger).  

Although only one interviewee is divorced (a woman, parent of two), a few participants (n=5; 

four men and one woman) refer to a widespread recognition that the hotel sector is highly prone 

to divorces, due to the incompatibility with family life. Women are widely recognised as more 

likely to experience work and non-work conflicts due to gendered norms that reinfor e o e s 
ole as house i es  a d a e-givers (see section 8.2.4). 

Figure 7.18 illustrates some of the difficulties faced by research participants when trying to 

reconcile their working and family lives, particularly when it comes to the few time they have 

available to spend with their family and to the mismatch of their schedules. Changes in family 

st u tu es a d lifest les ha e ee  pla i g st o ge  p essu e o  toda s pa e ts, ostl  deal-
ea e  ouples o  si gle o ki g adults, to pa ti ipate i  thei  hild e s s hool life, sports and 

other social activities. Coping with family activities thus require employees to have more control 

and flexibility over their work scheduling (Kalleberg, 2011), something that, as seen in section 

7.2.1 and discussed in section 2.3.1, is quite limited in most hotel jobs. 
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Figure 7.18 | Negative experiences of work-life interference 

Source: Own construction 

 

Au o a s efe e e to fe ale-f ie dl  poli ies at the o kpla e, su h as p ese ted i  Figure 

7.18, can be a double-edge sword and should be interpreted with some caution. This type of 

policies, aimed at favouring female employees, seem in this particular case well-meant and show 

o e  ith the fe ale e plo ees  eeds, he e eing positively evaluated by Aurora. 

However, policies specifically directed at women, more than providing them with more flexibility 

at work, may be actually perpetuating stereotyped gender roles that connect women to primary 

childcare responsibilities, and should then be analysed taking into account the context and other 

organisational policies (Costa, Bakas, et al., 2015). Furthermore, both women and men consider 

the long hours culture of the Hotel industry as detrimental, as well as both women and men 

highlight work-life balance as strongly influencing their QWL. This suggests that not only women 

seek for more opportunities to reconcile work with their family lives and parenthood, but so do 

men, and this type of measures should not be exclusively directed at female employees.  

“o e pa ti ipa ts a e of the opi io  that if o e s spouse also o ks in T&H there is higher 

acceptance and mutual understanding about the vicissitudes of hospitality jobs. Many also 

remark that when one of the members of the couple is in a management position, the 

reconciliation of working and non-working life becomes easier, as one of the members can more 
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easil  adjust to the othe s o k s hedules. Vi to  a d O ta io, oth ale Ge e al Ma age s 
(EMP), recognise that family support has been key to their career development and 

advancement, although both their wives are also working outside home. However, having 

autonomy and control over their job tasks, and flexibility to define their own schedules, was 

mentioned as a decisive factor. Miguel (EMP, Receptionist) also stresses that as his wife is the 

General Manager of a different organisation, they are able to better balance their time together 

with their young daughter. On the other hand, Gabriel (EMP, F&B Manager) exemplifies how his 

wife was forced to sacrifice her career on behalf of their family well-being, as neither of them 

were able to control work scheduling despite having supervisory jobs: 

If I did t ha e fa il  suppo t it ould e e  e hausti g. That is h  e ha e a  
cases of separations or divorces, because there is a lot of disruption, a lot of absence 

in fa il  life. M  ife as a Maît e d at a othe  hotel. With ou  fi st hild e e e 
able to manage everything for a few years, until we realized that our son often slept 

at his g a dpa e ts  house, e e e issi g out o  a lot a d e e  he o plai ed. 
With our second child, we had to analyse the situation and we tried to find a more 

compatible schedule. My wife made this proposal ((having flexible schedules)) to her 

company, but it was not accepted, so we decided that, in the first few years, she would 

stay at home. 

One of the reasons underpinning this type of situations and enhancing the role of having a 

support network, especially when having children, is related to the nature of hospitality work, 

which typically takes place when most people enjoy time off work, either on weekends, school 

holiday periods or special dates, and when many support services, such as schools and 

kindergartens, are also closed. Again, being in a managerial position endows employees of the 

necessary leeway to overcome some limitations. Both Maria (EMP, Deputy Manager) and 

Celeste (EMP, General Manager) stress how difficult it is, transversally to almost all professional 

a eas, ot just T&H, to a o pa  thei  hild e  i  thei  s hool li es, if o side i g that pa e ts  
meetings are scheduled on weekdays, at working hours, which requires people to leave work in 

order to fulfil their parental obligations. Having flexible work schedules was decisive for them to 

reconcile these two spheres of their lives.  

Martin (EMP, ex-General Manager), who still equates a return to the Hotel industry in the future, 

despite leaving for feeling somewhat tired and that his job was not being able to keep him 

intellectually challenged, stresses that he would more clearly draw the line between his 

professional and family life. Martin considers that family life always loses out in face of the 

constant availability that top level hotel jobs require. During nine years as Deputy Director he 

was required to travel frequently and for long periods and, with some hesitation, admits feeling 

guilty for not spending enough time with his family. Yet, Martin stresses that this naturally 

o es ith the jo s i he e t espo si ilities a d people s life stage st o gl  i flue e thei  
view on work-life balance:  

In some things it may be different ((if returning to the hotel sector)), but the 

commitment will have to be the same. Sometimes I think I could have spent more time 

ith  hild e , a o pa i g the  o e i  this o  that a ti it , ut I  ot 
hypocritical to say that others will have to ensure everything for me. We must have 

the required availability if we want to take on certain responsibility in the business. At 

the time, I was also younger and had that eagerness, wanted to make the most of it. 
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Today, I do what must be do e, of ou se, it s ot that I e lost the ill, ut I alue 
other things the most, I consider these things more carefully. This has to do with the 

stages of our life, with our evolution, both in terms of age and experience.  

Similarly to Martin, and also as General Manager, Xavier (EMP  feels that hat he gi es  at ho e 
is much less than he should, thus always feeling that he is at fault with his family. Although he 

always tries to compensate but taking some days-off, the Hotel industry is highly prone to 

unforeseen events that often require employees, either with managerial or non-managerial 

duties, to change their plains and cancel/change personal commitments. Although some studies 

point out that women are more especially subject to subjective work-life conflict, i.e., feeling 

guilty and stressed for not spending enough time with family (Carvalho, 2017), such feelings 

were equally expressed both by female and male participants in this study, such as the above-

named examples reveal.   

Although having children poses more challenges for all working individuals – as productive 

labour is assumed as of superior value and importance to social reproductive tasks (Costa, Bakas, 

et al., 2015) – work-fa il  o fli t is a st o g o st ai t to o e s a ee  p og essio  i  the 
T&H industry (Carvalho, Costa, Lykke, Torres, et al., 2018; Doherty, 2004; Sullivan & Mainiero, 

2007), and the results of this study prove no exception, with most references to the impacts of 

ha i g hild e  i  o e s o k life a d a ee  de elop e t ei g ade f o  fe ale pa ti ipa ts. 
As the following quotes reveal, some women had to/consider having to make changes in their 

current professional situation in order to accommodate it with motherhood. Mooney and Ryan 

(2009) also found that both women, either at the start or more established in their careers, 

express concern regarding the compatibility between their long hours of work and having 

children. Childless women not only acknowledge to be aware that other women with children 

in the Hotel industry find difficult to reconcile their careers with their family lives, as they also 

admit the existence of work-family conflict when it comes to their spouses, and anticipate 

further difficulties when they decide to have children.  

It would be very difficult to find a balance. As I was thinking about being a mother, I 

started to ask for another role that did not require so much time, to be able to 

coordinate the two things in the future, knowing that it is always very complicated. A 

colleague of mine got pregnant a second time and had to tell the company that the 

pregnancy had not been planned, that it was an accident, and had to make a 

o it e t ot to eastfeed, ot to a use  the e efits she ould e e titled to, in 

order to continue in her role. She would cry so much, she had health complications 

a d she ould t all i  si k, e ause she eall  a ted to p og ess i  he  a ee . 
Careers in Hospitality, for women, are built on a lot of sacrifice. Tears too. (Amanda, 

LEA, ex-Assistant Manager) 

I still do t ha e hild e  e ause I ould eed to ha ge a lot of thi gs i   
professional life. Because it is not possible, at this pace and with these working 

schedules, to make that happen. I know, it comes with habit, but it's also been many 

years of leading this life and it reaches a point that it becomes very tiring. My partner 

has a very different job from mine, with a schedule from 9 am to 6 pm, Monday to 

Friday, which is even more complicated to combine. And that has strong implications 

for the decision to start a family. (Elisa, EMP, Front-desk Supervisor) 
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In fact, witnessing the hassles of fellow women with children has made some interviewees 

reconsider their future career plans. Vera (EMP, Reservations Clerk) refers that she prefers not 

to progress further in her current organisation if that means facing the same hassles as her 

supervisor, who is a mother of a young child and spends extensive hours at work. Mooney and 

Ryan (2009) mention that some women might not even want to progress further in the hotel 

sector due to perceived difficulties in reconciling their career with family life. Previous research 

has also fou d that ha i g hild e  had g eate  i pa t o  fe ale Tou is  g aduates  a ee s 
than on male graduates, as women with children expressed a lower desire to hold leadership 

positions than childless women, while for male graduates this tendency was reversed (Costa et 

al., 2012). Daniel (EMP, Deputy Manager), who has worked in several foreign countries, 

considers that, in Portugal, T&H organisations are still not sensitive to the importance of work-

life balance issues, and the existing policies are clearly insufficient, especially when a male work 

ultu e is still highl  p edo i a t. Closel  alig ed ith A a da s testi o , ited a o e, Da iel 
reinforces the notion that women are afraid of getting pregnant and losing their jobs or facing 

some type of discrimination at the workplace. This was also the case of Laura (LEA, ex-Assistant 

F&B Manager , hose a age s mobbing behaviour escalated when she got pregnant for the 

second time. After her son was born and health problems have arisen due to the permanent 

conflict with her manager, Laura decided to leave the organisation where she has worked for 10 

years.  

As seen in section 7.2.1, spending long hours at work still persists as a male model of a career 

based on commitment (Doherty, 2004) and it is a reflection of organisational cultures that 

reproduce corporate patriarchy (Mooney & Ryan, 2009). Celeste (EMP, General Manager) 

recalls that in all of the seven organisations she worked for, men were always able to show 

higher dedication and commitment to work. Although everyone postulates that rights and 

opportunities are the same for everyone, she disagrees, strongly believing that women find 

more barriers, especially if they have children. Even when women are able to reach higher levels 

within the organisational hierarchy, they are still trapped in the trade-off between flexibility and 

availability, as despite having flexibility to manage their own schedules, they are required to be 

available at multiple levels such as working longer hours, answering to work demands at any 

moment and under any circumstance (Carvalho et al., 2019). As seen in section 7.2.5, this 

availability requirement is pointed out by research participant as negatively influencing their 

well- ei g a d spilli g o e  to othe  sphe es of thei  li es. This a aila ilit - elated fle i ilit  
pattern is also addressed by Costa et al. (2017) when analysing how social reproductive gender 

oles i flue e ideal o ke  a age ial dis ou ses o  e uit e t de isio s, ho fou d that 
availability and flexibility are characteristics equate to male worker characteristics. Duo to their 

supposed social reproductive responsibilities, irrespective of whether they have them or not, 

female workers are perceived as less available to work.  

Celeste also highlights that few people can find alternative forms of support outside the family, 

espe iall  afte  s hool s losi g ti e, as the ajo it  of T&H sala ies a e uite lo . Ali e LEA, 

ex-Receptionist) partially shares this view, referring how the fact that salaries remain unchanged 

for long periods of time and people feel stagnant in their careers, without perspectives of 

financial improvement, does not give people much room for more permanent commitments 

such as having children or buying a house.  
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Most research participants refer that work-family balance policies are either inexistent or 

insufficient in their organisations. This is strongly supported by the HR Expert (KEY), who claims 

that ost T&H o ga isatio s sti k to the Ol pi  i i u , i.e. to the o ligato  i i u , 
which is quite low. Typically, work-life balance issues are absent of CBA discussions. The two 

Major Employees (KEY) participating in this study justify these shortcomings either with the face-

time and round-the-clock availably that typifies the hotel sector, or with the fact that most work-

life balance policies, do not fit all equally, must be tailored, and are often limited by labour law 

itself. These two views are pictured in Figure 7.19.  

 

 

Figure 7.19 | Majo  E plo e s  ie s o  o k-life conciliation 

Source: Own construction 

 

Following the Major Employer 02 s KEY) claim for the need to ensure the right balance and the 

fairest measures for all employees, given that different people have different needs and 

concerns, Sabrina (LEA, ex-Assistant Manager) presented a dissonant view on this topic. 

According to this interviewee, her personal life was constantly being disrupted by requests to 

do overtime in a way she felt disproportionately to her co-workers:  

Whether if you have children or not, the truth is one: you are taken advantage of. But 

there is also a great stigma on those who have no children. If we are three people 

working and one of them does not have children, it will always be their sacrifice to 

stay until later. I even understand, and I accept this, but one thing is when it happens 

f o  ti e to ti e ut it s a othe  thi g he  it e o es the sta da d p a ti e. I too, 

ould ha e appoi t e ts, ut people do t see it the sa e a , e ause it s ot the 
same as having children. But I also have a life, I have no children, but it is not my fault 

that others have them.  

Several interviewees (n=4) refer not being given days off to attend marriages, birthday parties, 

dinner with friends, or any other social events, especially when these take place at weekends 
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and/or peak season. Samuel (EMP, Receptionist) refers that over the three years he is working 

for his current employe , he did t ha e the oppo tu it  to spe d Ch ist as ith his pa e ts 
and sister, whereas Jaime (EMP, Assistant F&B Manager) recalls to have always worked during 

Christmas, New Year and other major celebrations. References to non-family links are also 

verified, in particular with regards to friends, leisure, hobbies and sports. From the perspective 

of the spillover theory (see section 3.3), high workload and time demands at work are likely to 

reduce available time and energy, as ell as to egati el  affe t o e s e otio s, to a ds fa il  
and other non-work activities (Sirgy et al., 2001). Both Hugo (EMP, Receptionist) and Benjamin 

(EMP, Doorman), for whom sports is of utmost importance, believe that not having enough time 

and energy to sports practice is highly detrimental for their well-being, which eventually has a 

negative impact in their daily job performance. Still according to Sirgy at al. (2001), one of the 

need-satisfaction dimensions influencing perceptions of QWL is social needs, which not only 

refer to social interactions at work but also to having enough time off work aimed just at 

relaxation and leisure. Mitchell et al. s (2001) job embeddedness construct also encompasses 

the connection between a person and the surrounding community, which refers not only to 

other people, but also institutions and leisure activities.  

 

7.3 Conceptions of QWL in the Hospitality industry 

QWL is an essential dimension of employee retention and employee satisfaction, having major 

epe ussio s o  e plo ees  o k adjust e t a d ps hologi al o ds at o k, a d 
consequently on organisational effectiveness. Section 3.4 of the literature review was devoted 

to the analysis of the multidimensionality of QWL, with eight main dimensions having been 

identified, both from more generic and industry specific literature. This set of dimensions guided 

data construction concerning the fifth theme of the interview protocol (see section 5.5.1), which 

subsequently resulted in a revised set of six dimensions and twelve subdimensions, which were 

just presented and explored from section 7.2.1 to section 7.2.6 (see Figure 7.1 for a pictured 

outline). In addition, research participants were directly asked regarding their own conception 

of quality of working life, and a specific, closing question was aimed at unveiling the multiple 

meanings that this concept has to the different interviewees. Only two participants seemed to 

be caught off guard with this question, taking a few moments to answer, while the majority had 

a prompt and structured response, which suggests that they had already reflected on this issue. 

Some participants (n=7) were quite concise in their responses, despite listing more than one 

aspect which they believe to be associated with QWL, but the majority not only had no difficulty 

i  elo gati g a d e plai i g thei  espo se, as the  listed a set of ea i gs  of QWL. This 
reinforces the notion that QWL is a multidimensional concept, made of a combination of aspects 

that are very exclusive to each individual.  

Considering the order of importance of each QWL dimension75, it was observed that Recognition 

and appreciation is the most relevant aspect of work (26 mentions), which means that, for a 

significant number of interviewees, Recognition and appreciation for work is synonymous with 

QWL. This dimension was closely followed by Social atmosphere/interactions at work and Pay 

(with 25 mentions each). Two Leavers (Resolute Leavers, as categorised in section 8.2.1) 

 

75 Consisting of the number of references made to each dimension/aspect of work in T&H, not in the order these 

e e p ese ted i  the pa ti ipa ts  a ati es.  
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specifically refer that there is no such thing as QWL in the Hotel industry, especially when in 

comparison to the alternative jobs they found after changing careers, in which they are provided 

all working conditions they value. All dimensions mentioned by the interviewees are depicted in 

Figure 7.20 and briefly explored below. 

 

 

Figure 7.20 | ‘esea h pa ti ipa ts  o eptio s of QWL i  the T&H i dust  

Source: Own construction 

 

i. Recognition and appreciation for work 

A significant proportion of the research pa ti ipa ts  pe ei ed ‘e og itio  a d 
appreciation for work as one of the most important constituents of QWL. As recognition 

and appreciation interviewees consider having their efforts and contributions 

acknowledged and reciprocated, especially in light of the high demands that typify most 

Hospitality jobs, as well as being praised for their good work, which is believe to work 

as an incentive to improve employee performance. Three interviewees emphasise that 

although pay is an important aspect in any job, recognition is worth more than monetary 

rewards. Recognition and appreciation are both mentioned as highly valued and 

considered to be lacking in most organisations. Several participants refer to recognition 
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as being respected and having their needs take  i to a ou t, su h as Ma o s LEA  
testimony suggests:  

[QWL means] To be respected. Not to see employers as having only one 

objective, which is the growth of the company, and ignoring us, taking us for 

g a ted, e ause e a e a a hi e pa t . It is ery important for people to 

feel valued for the work they do. It is essential to know that they give us value 

and that they know that, without the workers, the hotel would not function. 

No one is irreplaceable, I believe, but I think people should be valued because 

every day they give their contribution.  

Other interviewees still refer to the importance of being listen to, of feeling that their 

opinions and suggestions are valued and taken into consideration, of feeling trusted. 

References are also made to e plo ees  se se of elo gi g,  feeli g that o e is a  
important part for the company and part of the team. This notion is closely aligned with 

the perception that the organisation cares for employees, rather than just looking at 

them as figures in an Excel sheet, which configures a form of organisational support 

(even standing out for Newcomers from their first work experiences). 

Feeling that we are not just one more, that the boss knows our name, that 

we are valued for the person we are and the work we do. (Mario, EMP) 

Knowing that the company cares, that they value their employees. In both 

places where I did my internships, people only spoke ill of their work, they 

were demotivated. Those managers may be very good in terms of results, but 

in terms of motivation and valuing people, there is still a long way to go. 

(Leonardo, NEW)  

Happiness and well-being are intangible and not easy to measure, and for 

some people it can mean one while meaning another for others. But it is 

important for companies to be concerned about what is important for each 

person, and that includes valuing HR in their different facets, needs and 

motivations. (Julia, LEA) 

Appreciation also assumes the form of employee-flexibility and reciprocity, with 

reference to mutual help and interactive exchange. Just as when the organisation needs 

the employee to make an extra effort or overtime and the employee complies with it, 

the employee may need a day off, face a family emergency, have to deal with a personal 

issue, and it is important to know that there is flexibility to do so. 

 

ii. Social atmosphere/interactions at work 

As seen in section 7.2.4, interpersonal and supportive interactions at work gathered the 

g eatest o se sus as a highl  alued aspe t of people s o ki g life, hi h as agai  
suppo ted  the pa ti ipa ts  o  defi itio  of QWL. “e e al pa ti ipa ts efe  that a 
strong team-spirit, solidarity, fun, honesty and mutual trust between work colleagues, 

supportive supervisors, voice (not being afraid of expressing doubts and asking 

questions or receiving detrimental comments), and a general good working 

environment, act as important buffers or coping mechanisms to deal with high job 
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demands – namely the extensive working hours, fast work pace, heavy workloads, and 

high job stress. Interviewees consider that positive social interactions at work positively 

impact their psychological well-being, job involvement, willingness to invest effort in 

o e s o k, a d pe siste e i  the fa e of diffi ulties. 

We spend so much time at the workplace that the hotel becomes our home 

and the way we get along with colleagues is very important. If everything is 

okay, we always carry a smile and everything has higher chances of going 

well, you have another mood. If not, then it's terrible. (Virginia, LEA) 

Fo  e, QWL is to ha e a good o ki g e i o e t, it s to ha e a good 
tea . That s esse tial. Be ause, hethe  the e s o k o e load, hethe  
the e s a thousa d a d o e p o le s, if ou ha e a good tea , if people k o  
ho  to o k togethe , if the e s a good tea  spi it, e e thi g goes ell, 
everything can be solved, and we all go home happy at the end of the day. If 

the e is o good at osphe e, e o t e oti ated to go to o k, e o t 
gi e ou  est, e o t e the e %. I thi k that s ke  to a o pa 's 
success. (Barbara, EMP) 

QWL starts right at the moment when our manager, who is responsible for us 

a d the o pa , tells us ou a  ou t o  e fo  e e thi g . That s the 
basic. When you have a person or a department that lets you know they are 

the e fo  ou, to a k ou up, that s QWL; e e thi g else o es afte  that. 
(Hugo, EMP) 

Having a Director ho looks ou i  the e e a d sa s Hello, good o i g! 
Everything okay? So how are we doing today? Is there any problem?'. But 

e o d just sa i g, it s eall  ei g i te ested to k o . A d that's i po ta t, 
knowing that if you have a problem and you need help, ou ll get it, e ause 
they care for you. (Amelia, EMP) 

Octavio (EMP, General Managers) considers that helping employees creating a good 

social atmosphere at work and improving their working conditions is an important 

means for winning the admiration and trust of the people he works with. Even half of 

the Newcomers (n=6) present a psychosocial working environment as an important 

dimension configuring QWL. Although QWL dimensions where not evaluated according 

ith thei  se ue e i  pa ti ipa ts  a atives, it is perceived that when it comes to a 

good o ki g e i o e t, i te ie ees al ost al a s efe ed I  the fi st pla e… , 
which suggest that this aspect of work stands out in relation to others and is more 

importantly evaluated.  

 

iii. Pay 

Research parti ipa ts  o eptio s of QWL efle t the e a t sa e issues u de  
underlying negative perceptions about remuneration which were presented in Figure 

7.9 (section 7.2.2). For QWL to be perceived, pay is supposed to be enough to meet 

o e s eeds, fai /ade uate to effo t a d o t i utio s ade, a d adjusted to 
e plo ees  ualifi atio s. I  Oli ia s LEA) opinion, QWL is synonymous of respect for 

the investment she did in formal education, which should be reflected in pay 
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differentials. However, when in the same job position, qualifications are not considered 

as a criterion for defining wage scales. Although two interviewees wanted to stress that 

salary was never the most important aspect of the job, a high number of participants 

consider QWL to be contingent on good and reasonable pay.  

Remuneration will always be one of the variables of the equation. (Joel, LEA) 

Salary in accordance with my work performance. (Valentina, EMP) 

Getti g [paid] hat s fai  fo  all the o k I do. Tho as, EMP  

Eva (EMP, Receptionist) believes that salaries in the industry could be better evaluated 

if settled o  fai  a d ethi al ite ia, ased o  people s a tual duties on the job: 

I  theo , I  a nd Receptionist but I accumulate roles and responsibilities 

that do t fit the jo  des iptio  of a nd Receptionist76, so my work experience 

is just a p ete t to pa  e less. Besides, I do t e e  e ei e the e t as I ould 
e e titled to, e ause I ha e a  E glish e tifi ate, ut I do t e ei e the 

foreign languages allowance.  

Some participants acknowledge that is impossible for everyone to enjoy of perfect pay 

conditions but emphasise the need for financial stability in order to start their own 

family, make commitments like buying a house, to travel, or to pursue their desired 

lifestyle. For Manuel (EMP, General Manager), when it comes to senior management 

positions, salary is just a matter of negotiation, hence advocating that top managers 

who are not happy with their pay were unable to justify why they need a higher salary 

and why they deserve it, as all comes down to the value people bring to the organisation.  

 

iv. Work scheduling and workload 

Irregular and family-unfriendly/unsocial work schedules are very likely the least 

manageable characteristics of T&H jobs, which operates on a 24/7, 365 days a year basis. 

Having a balanced, stable and adequate schedule is, therefore, an important issue for 

many research participants. Stable in the sense that many work schedules are defined 

at a eekl  asis, hi h e do s people s li es of o te t u p edi ta ilit  a d la k of 
routine (not positively perceived in this context). QWL is associated with the number of 

worked hours, considering that employees are frequently required to stay one, two or 

more hours beyond their normal schedule, without a proper form of compensation:  

People should stick to their eight hours a day. You work your entire shift, you 

fi ish it a d still ou should sta  a othe  o e o  t o hou s. It s ot fai . 
Because if you really must stay [to handle pending tasks], you got to be paid 

for it or rewarded in some other way, so it's at least fairer. (Aurora, EMP, 

Receptionist)  

Not having split-shifts, having enough time-off to rest between shifts, working less hours 

a day, having lighter workloads for an eight-hour work journey, being free to enjoy 

banked hours on da s of o e s hoosi g, o  ha i g s hedule fle i ilit , a e so e of the 
 

76 As defined in Collective Bargaining Agreements  jo  des iptio s.  
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aspects that research participants positively associate with QWL. Difficulties are 

associated with choosing vacation periods, considering that from May to September is 

practically impossible to be freed. Several participants even refer to not being 

authorised to take their days-off on weekends during peak season, despite being legally 

entitled to. Once more, references are made to under-staffing practices which are 

common in the industry, which are perceived to be at the origin of such hassles with 

working schedules and excessive workload and, consequently, are detrimental to QWL.   

“o eti es it ould t e e  e e essa  to hi e a full-timer, just a part-timer, 

to allow the team to better balance the schedules and reduce the need for 

o e ti e. But it s all a out that a age ial i dset of t i g to ut osts  
all means. (Veronica, LEA, ex-Receptionist) 

We have a five and a half days a week contract, but they still get us to work 

ove ti e, that is, o ki g si  da s a eek. All paid, that s ot the poi t, ut 
e ha e o life. A d so, it s e  eas  to al a s ha e so eo e o e i g da s-

off, o e i g a atio s, it all falls o  ou sel es a d that s e hausti g. Ma e 
what we get paid in overtime is equivalent to the cost of hiring someone else 

a d e ould all e less o e u de ed, ut it s uite lea  at o ga isatio al 
culture: one more person, more costs. (Lucas, EMP, Receptionist) 

Smaller companies, with less HR, end up exhausting these people to the limit 

in times of higher demand and limiting the hiring of additional staff to a 

minimum. (Clara, LEA) 

 

v. Self-fulfilment and enjoyment of work 

As previously described in section 6.2.1, perceiving hospitality work as a calling or as an 

opportunity to perform a meaningful job was mentioned as an important driver into this 

educational/occupational field, which configures these individuals as intrinsically 

motivated. Passio  fo  hospitalit  o k  as a e u e t expression employed by many 

interviewees, and the same pattern is found in reference to their conceptions of QWL. 

Feeling like they are making a difference, being useful, and feeling that the output of 

their work provides satisfaction (to customers) is highly valued by some interviewees 

(n=4). Aligned with Person-Environment Fit theories (based on the match or fit between 

the individuals and the environment, in this case, the occupation), several research 

participants refer to identification with the job, and finding pleasure in what they do and 

enjoying work as their strongest motivator.  

QWL means being in a job position I like, doing what I really like; it means 

enjoying working, being motivated, being paid for doing something that 

makes us happy. (Laura, LEA) 

It is iti al to do hat ou like, e ause if ou a ot sta d it… Hospitalit  
o k is e  i te se, ou o k ha d, et ou a e poo l  paid. If ou do t like 

it, the  it s just i possi le to ea  ith it. Vi gi ia, LEA  

We all work for money but I  ot a e e a  a d ha e  alues, e all 
want to identify with the job we do. (Bruno, EMP) 
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Obviously, [QWL] it's about doing what we like. There is absolutely no doubt 

that if we are working on what we like it becomes much easier. I know it 

sounds like a la Palissia  t uis  ut doi g hat ou eall  like is i po ta t. 
(Miguel, EMP) 

So as postulated by Career Construction Theory (section 2.2), career construction is a 

process along which individuals validate their self-concept based on their match with 

their occupational role. Many interviewees even consider that if this condition is not 

assured, they will hardly be satisfied with other aspects of the job. 

 

vi. Work-life reconciliation 

For a significant number of research participants, QWL has to do with time: time for 

work, time for family and friends, time for hobbies and leisure activities, time for 

personal life in general. Hospitality work is frequently portrayed as an occupational that 

a so s u h of e plo ees  ti e and energy, hence spilling over into other spheres of 

their lives, as the following quotes reveal: 

[QWL] ea s ti e. Be ause I  sta ti g to get a little ti ed, e ause of the 
la k of ti e, I ish to do so e thi gs a d  jo  does t allo  e. The fa t 
that I want to have children, the fact that I want to practice sports again, 

there it is... having a little more time to live my own life. (Benjamin, EMP, 

Doorman) 

Work the eight hours I must work and then having time for leisure, instead of 

always working more than nine or 10 hours, and always getting home tired, 

with no time to do anything else. (Thomas, EMP, Waiter) 

Having flexibility of time to reconcile with personal life or the possibility of 

working remotely in some functions, is synonymous with quality of life, which 

I did not have, but I have now. (Clara, LEA, ex-Assistant Manager) 

As previously discussed in section 7.2.6, work-life balance is closely connected with the 

number of hours people spent at the workplace and workload. Consequently, several 

interviewees mention their desire to work the eight hours they are ought to, on a regular 

basis rather than the exception due to constant overtime. Hospitality jobs are described 

as suffocating people to the point of not being able to have social life or do exercise, 

hi h is likel  to affe t, i  the lo g u , people s ood, e e g  a d esilie e, oth at 
work and out of work. Five participants (of which there hold managerial positions) 

emphasise that when at their workplace they are keen to perform their jobs with the 

expected quality and requirements; in turn, they expect not to be disturbed on their 

time-off. The  ish to lea e o k, e e  if lea i g late, a d ei g a le to dis o e t  
and do not take work home. Two interviewees refer that role conflict is being 

exacerbated by technology, which has been blurring the boundaries between work and 

non-work time, as people are always online. Some participants (n=3) also refer to 

scheduling flexibility as a means to ensure good work-life reconciliation, especially when 

having children. Cecilia (LEA, ex-Receptionist) stresses how positive the impact of family-

suppo t easu es su h as ha i g a ki de ga te  o  a sitte  fo  the e plo ees  
children) would have had in her QWL and general quality of life. Curiously, the majority 
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of the research participants mentioning work-life balance in this context are single and 

have no children (or had no children when working in the industry, when it comes to 

Leavers), which is related to the centrality of work, family, leisure and other domains in 

people s life a d ide tit .  
 

vii. Physical conditions and facilities 

This aspect of work is closely aligned with some of the physical and psychological job 

demands referred in section 7.2.5 (Health and job stress), which strongly increase the 

risk of job strain and hamper employee well-being. Considering that the industry is often 

fast paced, especially when in peak demand, participants consider that being given the 

appropriate tools, equipment and other material resources positively contributes to 

reducing job stress.  

Mentions are made to the physical space where one is working (e.g., natural light, 

enough room, little noise), comfort of uniforms, furniture layout (e.g., tall counters at 

the Front-desk for staff who has to stand most of the time or a chair/stool to take some 

rest), good equipment (e.g., good working and fast computer and internet), good meals 

(which is not a consensual issue considering that although most hotel employees are 

offered the possibility of making all meals at the hotel, the quality of the food is often 

questioned). Some participants evoke health concerns with regards to most of these 

e ui e e ts , hile othe s lai  that e plo ees represent the firm and if they feel 

comfortable when working it will show to the customer. With respect to equipment, 

Xavier (EMP, General Manager) reinforces the notion that is necessary to understand 

the dynamics and work processes of each job position in order to choose the best tools. 

This idea is supported by the OB Expert (KEY) who claims that employees often lack the 

appropriate tools to efficiently perform their tasks and are trapped in redundant work 

processes, which highly hampers productivity. Hugo (EMP, Receptionist) exemplifies 

some of these concerns:  

I cannot have QWL if I work at the Front-desk a d do t ha e a stool at  
disposal to sit down when I have finished my tasks or while I wait for a 

customer to arrive. Quality means comfort at the workplace. Because 

standing for 8 hours is not comfortable. We are not demanding luxury; we 

are talking about basic things. Another example is the employee not having 

to worry about drinking water. Regardless of whether the company provides 

meals for the staff or not, it must provide water when the employee is 

working. This should be mandatory, because these are minimal things that a 

human being needs to function correctly and those, most of the time, are 

forgotten.  

 

viii. Challenging work 

It is interesting to note that the majority of the participants mentioning enjoyment for 

hospitality work also refer to value jobs in which they have the opportunity to give more 

of themselves, to capitalise and maximise the potential they believe to have, to be 

involved in challenging and interesting tasks and projects – especially when being given 

achievable and measurable goals. Four out of the seven participants who mention 

challenging work as inherent to perceptions of QWL hold senior managements 
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positions. Bruno (EMP, General Manager) claims that being a good General Manager is 

ot just o up i g that positio  i  a  hotel, as ide tifi atio  ith the o pa s 
project and strategic objectives is highly important. Remuneration is still considered an 

influential aspect, yet not fully granting satisfaction and QWL if not combined with an 

interesting and challenging work project. Manuel (EMP, General Manager) shares this 

view by considering that QWL is synonymous with a fully booked hotel, having much 

work to do, and a reasonable dose of job stress, as this requires him to be more involved, 

to do his best to keep up with the challenge. A few participants also mention that QWL 

ea s auto o , feeli g that the o pa  t usts o  the e plo ee s dis e e t a d 
capabilities, and being given the opportunity to lead and be proactive.  

 

ix. Compliance with legal dispositions 

In line with some of the issues that are addressed in section 8.2.1, a few research 

participants express their concerns with the non-compliance with applicable rules and 

regulations of the sector. These concerns are mostly related to work 

schedules/rostering systems, off-time duration and frequency, overtime, and overtime 

payment, with references being made to the recurrent lack of oversight by supervisory 

authorities. Again, mentions are also found to the lack of transparency fuelled by poor 

organisational cultures in the negotiations of employment terms. The participants 

consider that if legal dispositions were observed, their QWL would be highly improved: 

The rules exist, but are not respected, and if they were, it would be halfway 

to find a hotel worth working in. We never know what to expect and this 

affects our QWL. If things worked like the law says and we had our rights 

safegua ded, the e ould t e a o e dissatisfied hile o ki g i  the Hotel 
industry. (Cecilia, LEA, ex-Waiter).  

 

x. Fringe benefits 

An attractive benefits package is often presented as a key practice to promote employee 

commitment, satisfaction, and retention – here also positively associated with 

perceptions of QWL. Benefits presented by interviewees as a complement to monetary 

rewards and motivating force, include: health plans, gym cards, discounts on leisure 

services (e.g., theatres, music concerts, other hotels). Benjamin (EMP, Doorman) recalls 

one of his previous employers by stating that the staff was quite pleased with the 

countless benefits that the company offered, considering that those could compensate 

to some extent their daily sacrifices at the workplace, which, in his opinion, is related 

with the low turnover rates of that hotel (affiliated to an international group). Valentina 

(EMP) also refers to transportation allowances, considering that in the Lisbon region a 

significant number of people lives quite far from the workplace, which in combination 

with the low wages of the industry, places an additional burden on many employees. 

When searching for patte s of ea i gs i  esea h pa ti ipa ts  a ou ts, elatio s e e 
found between coding categories. The relations, schematised in Figure 7.21 reflect the 

connection that each QWL sub-dimension has to overall QWL, as well as the influence that each 

aspect of the job exerts on the various sub-dimensions. It is then observed that number of hours 

that people spend at work is the feature that most negatively influences other dimensions of 
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work – e.g., perceptions on the adequacy and fairness of remuneration, work-life balance, 

occupational stress and job strain – as well as it influenced – e.g., by work scheduling practice, 

excessive workload, under-staffing practices, leadership style. Leadership is also found to 

influence a significant number of aspects of the job, whereas health and job stress is found to 

be influenced by a substantial number of others.  

   

 

Figure 7.21 | Co eptio s of QWL: elatio s ide tified i  esea h pa ti ipa ts  a ati es 

Source: Own construction (NVivo 12 Pro) 

 

7.4  Summary  

Whole Chapter 7 was devoted at exploring the concept of QWL in the T&H industry. 

Underpinned by Chapter 3 of literature review, various dimensions of QWL were identified and 

described with regards to their importance in contemporary work environments. This chapter 

discusses how each dimension is perceived as positively and/or negatively influencing well-being 

at work, retention, and career permanence, addressing some of the implications for career 

development and Human Resource management. As stated early in this chapter, the analysis of 
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findings is therefore oriented to answer Research Question no. 2 – How do highly educated 

individuals conceive quality of working life in the hospitality industry?. 

Section 7.1 was structured based on the combination of the eight main conceptual dimensions 

identified from literature review which have informed protocols for data generation in the 

empirical study, ith esea h pa ti ipa ts  su je ti e assess e ts, and their reorganisation 

into six new dimensions. Divided into those pertaining the jo  le el a d the o ga isatio al  
level, 12 subdimensions were explored.   

In section 7.2.1, th ee ai  su di e sio s stood out f o  esea h pa ti ipa ts  a ou ts ith 
regards to Job structuring and work organisation: organisational policies (relating to role clarity, 

communication processes, feedback, and performance appraisal), job content (pertaining to 

workload, interesting and challenging work, and autonomy), and working time organisation 

(focused on how work is planned and organised via production processes and work scheduling, 

to which workload is also related to). With very few exceptions, all these different aspects are 

negative evaluated by the research participants, with the most burning issues being mentioned 

with reference to workload and work scheduling. Considering the relations between different 

di e sio s fou d i  i te ie ees  onception of QWL, it was observed that the number of hours 

that people spend at work is the feature that most negatively influences other aspects of work 

(e.g., perceptions on the adequacy and fairness of remuneration, work-life balance, 

occupational stress and job strain). It is, at the same time, influenced by other job/organisational 

conditions (e.g., work scheduling practices, excessive workload, under-staffing practices, 

leadership style). Consistent with the fact that a Higher Education degree is perceived as a 

potentially differentiating factor in the labour market, performing challenging and interesting 

work represents an opportunity to apply the knowledge and skills gained at university, as well 

as a chance to prove oneself as a talented individual.  

Section 7.2.2 addressed the two main areas of Reward and recognition systems, a recurrent and 

key domain of HR management: pay/compensation and benefits, and recognition and 

appreciation. Although negative accounts prevail with regards to pay, a few interviewees 

consider their wages to be appropriate to their tasks and responsibilities; even holding the desire 

to earn more, they do not negatively rate their remuneration level. Negative assessments are 

supported by perceptions that: the salary is not sufficient to make ends meet; the salary is 

neither adequate nor fair when considering efforts and contributions made, as well as the high 

jo  de a ds; o  the sala  is ot satisfa to  if o side i g the e plo ees  le el of formal 

qualifications, especially when considering the influence that holding a university degree has in 

expectation formation regarding future career outcomes. Fringe benefits are referred to a lesser 

extent, but not considered as having a significant impact on i di iduals  a ee  de isio s, ith 
the exception of one participant. As far as recognition and appreciation schemes are concerned, 

non-tangible/non-monetary rewards are described as being of upmost importance yet being 

largely absent from most employee-employer relationships. This is one of the aspects of 

hospitality work that strongly underlies notions of lack of reciprocity.  

Section 7.2.3 includes a set of dimensions which are strongly associated with good prospects for 

career advancement: promotion and opportunities for advancement; opportunities for skill 

development, learning and growth; and job security. As seen in section 6.3, promotion and 

opportunities for advancement constitute a highly desirable feature for many new entrants to 
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the T&H industry, despite the unclear career routes that typify most T&H jobs. Considering 

organisational size and structure, hotel groups are naturally perceived as being more 

competitive than independent hotels with regards to progression opportunities. These 

opportunities are also found to be contingent on reciprocity, transparency, and fairness, hence 

being at the origin of the dissatisfaction, demotivation, and distress, and ultimately in the desire 

to leave. This happens because a significant number of participants are highly driven by the 

opportunity to take on more challenging roles and responsibilities. Several participants refer to 

promises being made with the solely purpose of keep them in the organisation for indefinite 

time; this is mostly visible in operational function in which organisations typically face more 

difficulties in recruitment. By being recruited and kept in operational roles, perceptions of 

stag atio  sta d out f o  pa ti ipa ts  ie poi ts o  a ee  de elop e t i  the hotel se to . 

Despite some recognition that progression opportunities do arise, when happening, these do 

not happen as fast as many people expected and/or were ensured when joining the 

organisation. Although promotions, salary increases and stability are still highly contingent on 

job tenure in most organisations, job security – which is perceived essentially as associated with 

contractual stability – was not a relevant concern. This suggests, together with the findings 

presented in Chapter 8, that the research participants have accepted the transactional nature 

of contemporary employment relations and do not conceive the idea of a job for life.  

Interpersonal and supportive relations at work, which are addressed in section 7.2.4 as a 

subdimension of the Psychosocial working environment, is the one with the greatest consensus 

on a positive perspective. For the majority of research participants, good interpersonal relations 

are one of the most positive aspects of working in hospitality, especially with reference to peer 

relationships and customers/guests (the latter not as consensual as the former), whereas the 

relationship with managers and supervisors receives mixed reviews. Both at horizontal (e.g., 

between peers) and vertical (e.g., between employees and supervisors) levels, gender, age and 

educational level are presented by several interviewees as influencing interpersonal relations at 

work. Research participants were also asked about what the most significant loss would be (or 

was, for Leavers, when quitting on their career) if they would leave their jobs/organisations. Any 

other mention was so considerable as those referring to the people they work with. 

Interpersonal relational are therefore, the highest perceived costs of leaving.   

The role of leadership, although solely explored in section 7.2.4, is key in influencing career 

development and perceptions of QWL in reference to many other work dimensions, such as 

work organisation, recognition and appreciation for work, interpersonal relations at work, job 

stress, and work-life balance. Research participants and Key-i fo a ts  accounts strongly 

suggest that i p o i g e plo ees  QWL i  a  o ga isatio  depe ds to a g eat e te t o  the 
leadership (which in smaller organisations overlaps with top management and, very frequently, 

with property owners), considering that these agents hold the power over any initiative or 

measure relying on organisational change. This is also supported by the testimonies of the 

General Managers that integrate the pool of interviewees participating in this study.  

Section 7.2.5 is exclusively dedicated to Health and job stress, a fruitful topic in employee well-

ei g esea h. O upatio al st ess a d its i pa ts o  people s ill-health are extensively 

approached by research participants along their narratives. This is due to the fact that Hospitality 

work is characterised both by high physical and psychological job demands. Interviewees listed 
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the main causes of their stress and strain at work as being (from the most impacting to the least): 

excessive working hours, insufficient (daily and weekly) rest periods, being disturbed in off-work 

time, problematic costumer interactions, pressure to deliver outcomes, and the stress of 

managing work teams. Curiously, when questioned directly about their own conceptions of 

QWL, the few references to health and stress-related issues were made with respect to physical 

conditions. As seen in section 7.2, mentions are made to the physical space (e.g., natural light), 

comfort of uniforms, furniture layout (e.g., tall counters at the Front-desk), good equipment 

(e.g., fast computers), or good quality of meals. Although these seem minor issues, they are 

perceived as contributing to reducing job stress in jobs which are typically fast paced, especially 

when in peak demand.  

Section 7.2.6 was addressed one of the most complex dimensions of QWL in the T&H industry: 

work-life balance. Recurrent mentions are made to the high demands of hotel jobs in terms of 

time availability and dedication to work, which make it impossible to maintain a balance 

between personal and professional lives. Hotel jobs, specifically when it comes to the lower 

hierarchical levels, lack flexibility in terms of the management and organisation of work tasks 

a d s hedules. Ma  e plo ees ho a e ofte  offe ed  fle i ilit  a e also gi e  o e 
responsibilities and required higher, even total, availability for work, which suggests that this 

flexibility is solely used as a means to deal with even heavier job demands. Research participants 

describe how work is systematically spilling over into other spheres of their lives, leaving them 

with little time for other – family, leisure, social, sports, etc. – activities. Both single as married 

research participants report the same type of constraints in reference to work-life reconciliation. 

Having children poses more challenges for all working individuals, but work-family conflict is 

st o gl  e ide ed as o st ai i g o e s a eer progression in the industry.  

Just as every individual exhibits his/her own and distinctive career path, so as distinctive will 

o e s assess e t of the positi e a d egati e fa to s i flue i g o k life e. Ea h i di idual is 
expected to present his/her very own combination of factors/dimensions. In addition, meanings 

are constructed based on subjective criteria that are expected to change over time and that are 

influenced by specific work/organisation-related factors, individual factors, and external factors. 

The fi di gs i di ate that su h assess e t is la gel  i flue ed  i di iduals  life-stage, 

considering the centrality that work has at different moments of their lives, as well as of kinship 

responsibilities. Section 7.3 was therefore aimed at unveiling the multiple meanings that the 

concept of QWL has to the different people. By order of importance, references were made to:  

i. Recognition and appreciation for work;  

ii. Social atmosphere/interactions at work;  

iii. Pay;  

iv. Work scheduling and workload; 

v. Self-fulfilment and enjoyment of work; 

vi. Work-life reconciliation; 

vii. Physical conditions and facilities; 

viii. Challenging work; 

ix. Compliance with legal dispositions; 

x. Fringe benefits. 
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Only two participants (two Leavers) admitted not to make any type of association between QWL 

a d the Hotel i dust , he e just des i i g it as o -e iste t .  

There seems to be a widespread idea, mostly formed by employers, that employees leave jobs 

and organisations because they are not satisfied with their remuneration and/or with other 

monetary aspects. However, many research participants strongly emphasise that although 

salary is a very important factor (not necessarily for its face value, but mostly for its 

disproportion with regards to job demands), it is not enough to drive loyalty, engagement, and 

retention. In addition to monetary benefits, employees expect an interesting and challenging 

job, reasonable workloads, career development, self-fulfilment and opportunities for personal 

growth, a satisfactory social atmosphere, a supportive leadership, and work-life balance.  

Multiple references are made to the fact that the norms of reciprocity are systematically 

breached, with little return being perceived with regards to efforts and contributions made. 

Overall, the findings presented in this chapter indicate that a high level of resilience and 

commitment to the T&H industry is necessary for a long-term career in this field.  
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8.   Career development and adjustment: Building a T&H career 

 

 

8.1  Introduction 

Contemporary work arrangements settled in short-term, uncertain, and contingent contracting, 

such as previously discussed in section 2.4.2, have contributed to more fragmented career paths, 

which patterns became more difficult to monitor. Moreover, as postulated by contemporary 

career theory, employees have been increasingly left to freely manage and shape their own 

career trajectories, more easily changing workplaces and employers. By following a 

constructivist-interpretivist stance, which was more fully described in Chapter 5, this study views 

careers as a series of experiences, events, relationships, and encounters which shape each 

i di idual s o upatio al direction.  

In the first part of this chapter (section 8.2), esea h pa ti ipa ts  career trajectories are 

analysed, focusing on the early stages of career construction, since the formation of the 

psychological contract, as well on the processes of job/career change. Although career paths 

became more idiosyncratic and unpredictable than ever, different patterns of directionality 

ithi  pa ti ipa ts  a ee  t aje to ies a e ide tified.  

The second part (section 8.3) is devoted to the different interpretations and meanings that 

individuals ascribe to staying or quitting their employing organisational and/or their occupation, 

hence resulting in the proposal of nine profiles for the three groups of research participants. 

Pa ti ipa ts  pe ceptions on the balance of the exchange relationship with their employers and 

engagement with their jobs are also explored.   

Section 8.4 is devoted to the examination of contemporary views on employee turnover and 

retention, particularly in the context of T&H businesses, while in section 8.5, the fourth and last 

part of this chapter, the perceived role of T&H dedicated qualifications in career development 

is analysed. The ways in which a University degree is valued by recruiters/employers and 

graduate talent is perceived, recognised as valuable, and associated with more positive 

organisational outcomes, are addressed.  

This chapter is, therefore, specifically oriented to answer Research Questions no. 3 – In what 

ways do the experiences of highly educated individuals influence their decisions on job-career 

permanence or termination? and no 4. – How do Hospitality careers unfold for highly educated 

individuals?   
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8.2  Career trajectories 

The p ese t se tio  is uilt upo  i fo a ts  a ati es o  their career story and the 

corresponding career paths since graduation, including the formation of psychological contracts, 

thus essentially referring to E plo ees  and Lea e s  e pe ie es o l . I di idual s a ee  
development is studied in the context of the career journey, with an emphasis on how careers 

evolve from one job to another over time, bearing in mind the many structural and individual 

factors impacting the career of the interviewed. As previously addressed in Chapter 2, even 

though traditional career paths are still common, they are no longer limited to one directional 

track, but take on different forms in accordance to the shifting structures of labour markets, as 

well as individual prospects and the respective choices.   

 

8.2.1 Psychological contract formation 

Understanding how psychological contracts are formed is central to the understanding of 

exchange relationships. Research has been mostly focused on the individual and organisational 

outcomes associated with fulfilment or breach/violation of the psychological contract (which 

are also addressed in this study, throughout sections 7.3 and 8.2.2) than on its formation. As 

seen in section 6.3.2, professional norms and societal beliefs towards certain occupations 

i flue e p ospe ti e e plo ees  i itial e pe tatio s a d sta t shapi g ps hologi al o t a t 
formation prior to employment. The information organisations share with employees both 

before and after hire regarding the health and nature of the business act as warrantees 

(Rousseau, 2001), and four interviewees actually refer the ability of honouring financial 

commitments (e.g., timely payment of salaries) as a relevant aspect when choosing an employer. 

Ho  diffe e t e plo ees i te p et e plo e s  p o ises a d a tio s a  e i flue ed  hat 
is known about a given organisation and how occupations are portrayed by the media (Riley, 

2019; Rousseau, 2001); hence, concepts such as employer branding have been gaining greater 

visibility. Prior and accurate information on the nature of the job, expected roles, type of 

rewards, likelihood of achieving success, or any positive and negative aspects of the job is a 

central premise of realistic job previews (section 4.3.3). Internships experiences are also 

associated with the formation of a psychological contract (section 6.4.2), based on a mental 

scheme of what trainees expect from organisations and what hosting organisations expect from 

trainees. 

Psychological contracts, which were described earlier in section 4.3.3 mostly with relation to the 

e  a ee  pa adig , although sta le a d du a le, a e fi e-tuned and revised over time 

(Rousseau, 2001). Psychological contracts develop over time and their content depends on 

se e al fa to s, su h as i di iduals  a ee  stage, life stage o  thei  past o k e pe ie es. Cla i e 
(LEA) and Miguel (EMP), who have both enrolled in the Hotel industry latter in their lives, hence 

being mature graduates (Clarice did not pursue HE studies immediate after finishing high school 

and Miguel dropped out of a career in a different field to study and work in T&H), compare their 

attitudes and expectations to their degree colleagues, at younger ages. Both share the belief 

that some degree of excitement and optimism about the future is positive, yet consider that the 
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ajo it  of e  e t a ts is full of hopes a d d ea s  hi h ill ot e easil  fulfilled  the 
industry (at least not in Portugal).  

Most pa ti ipa ts  a ou ts o e ge upo  the e p essio  of o it e ts a d p o ises that 
can hardly be fulfilled. This is found to be largely associated with perceptions of stagnation that 

lead to disillusionment with the employment relationship (see also section 7.2.3). This section 

esse tiall  epo ts o  esea h pa ti ipa ts  p o ise e ha ge ith thei  p ospe ti e e plo e s 
prior to employment, at recruitment and at early socialisation phases of psychological contract 

formation (Rousseau, 2001).  

Finding a job: what is on offer?  

As presented in section 6.4.2, hospitality management trainees are mostly assigned to 

operational-oriented internships, as operational departments are typically those which can 

accommodate more staff, whereas back-office/administrative sections have fewer available 

opportunities. This need for staff in higher numbers, coupled with the labour shortages that 

batter the T&H industry, makes more difficult to hire for operational, front-line positions. When 

considering the dimension, structure, and scope of duties of operational departments, it is 

perceived that these account for 80%-90% of the HR in a hotel unit. The most significant 

proportion of staff is taken up by the Housekeeping, Restaurant, Kitchen, Front-office, and 

Maintenance. This notion is supported by the Key-Informants ep ese ti g the e plo e s  
perspective: 

Operational roles are where we most feel the lack of staff, they make up around 90% 

of ou  esou es, a d these positio s do t e ui e Highe  Edu atio . This does t 
ea  that e e lude people that do ha e a deg ee, o  that e do t alue it, ut as 

they apply to these oles, e al ead  k o  that e o t e a le to fulfil thei  
expectations. (Major Employer 01) 

Maria (EMP, Deputy Manager) shares this viewpoint by remarking that in her organisation T&H 

graduates essentially have access to job offers at the Front-office; the majority stay for about a 

year and then leave looking for other jobs. Previous research also suggests that having a 

specialist degree is not perceived as very useful for Front-office work, despite most of the staff 

at this section having formal education in this field (Kong & Baum, 2006), which may evidence 

that graduates may be perceiving themselves as overqualified for these jobs.  

Mario (NEW) confirms that when searching for jobs, almost no offers are available in 

mainstream job sites and other advertisement platforms, except for the Front-office and 

Restaurant. Occasionally, a supervisory position pops-up, but also for these departments. In fact, 

the Hotel i dust  la gel  elies i  a hidde  jo  a ket, as a  jo s a e ot ad e tised to the 

general public and companies seek to find the most suitable candidates within their contact 

network. Many Employees reinforce this view, stating that there is no lack of jobs in Hospitality, 

yet not the jobs people want, nor the jobs they idealise. As presented in section 6.2.1, half of 

the research participants choosing a T&H career are driven by the perceived high employability 

of the industry. For some Employees (n=10) and Leavers (n=4), the problem lies in the gap 

between what is required and what is offered to new applicants. This is observed right at the 

recruitment phase, and many interviewees report coming across nonsense and insulting job 

adverts, as Clara (LEA, ex-Assistant Manager) recalls: 
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We cannot have a salary basis of 600 Euros for a Receptionist that is required to speak 

three languages, we cannot. We are making wrong assumptions. If we look at job 

advertise e ts, so e of the  a e o pletel  u eal. Co pa ies do t a t o ke s, 
they want superheroes, but the salaries they offer always fall behind.  

Lucas (EMP, Receptionist, four years in the Hotel industry) confirms such claims, remarking how 

he has been to job interviewees in upscale/luxury hotels and still being offered a three month 

contract, 600 Euros of monthly pay and one day, or a day and a half, off a week. Both Clara (LEA) 

and Samuel (EMP) even stress that in other forms of accommodation in which HR structures are 

more flexibility defined, the boundaries become even more blurred and the notion of 

multitasking takes a new meaning:  

When Local Accommodation started booming, then they started needing handymen. 

The only thing missing was for companies to actually write that down on their job 

advertisements, because, in fact, they do want someone to do check-ins, to clean the 

rooms, if needed, to serve breakfast, to unclog toilets, you name it. (Clara, LEA) 

The comparisons with other professional fields are also a constant, which are largely associated 

with the image of the T&H industry as an employer. Benjamin (EMP, Doorman) questions why 

Hospitality keeps failing to distance itself from other services, considering the increasingly 

demanding recruitment criteria and pressure to deliver high quality service. Benjamin compares 

his salary, his qualifications, and the requirements of his job (i.e., the number of foreign 

languages he speaks, the posture and attitude required in upscale/luxury hotels, the need for 

standing for almost eight hours of work, or the need for overtime), to those of a supermarket 

worker, considering that no differentiation exists, adding to the fact that the supermarket 

worker is likely to have additional benefits that most hotel companies do not offer.  

Selection interviews configure two-way communication processes that involve promise 

exchanges between the two parties, the employer and the prospective employee (M. Riley, 

2019). According to some research participants, the promises of prospective employees can be 

considered, at the very least, to be disproportionate to the warrantees provided by the 

e plo e , to the e te t of ei g des i ed as disappoi ti g  a d f ust ati g  Figure 8.1). 

P e ious esea h suppo ts that e plo e s te d to dis ou t stude t s fo al ualifi atio s o  
the g ou ds of la k of e pe ie e  (Raybould & Wilkins, 2005, p. 211). 

In section 6.3.2, Ve a s (EMP, Reservations Clerk) job search behaviour was addressed after 

being described by herself as ineffective, considering that she was deliberately applying for 

lower-ranked, smaller independent hotels, for believing that she would not be hired by higher-

ranked hotels due to her lack of work experience. The conditions offered in multiple interviews 

were described as follows:  

At the end of the day, the conditions were always so bad, that I ended up not being 

able to accept these 500 Euros – not that I make so much more than that – where I 

had to be alone during the nights, downtown, with absolutely no security. And I heard 

thi gs like as ou ha e this s hedule, you need to start working an hour earlier, 

e ause if the oo  is di t , ou ha e to lea  it  o  ou eed to i g ou  o  lu h, 
ut ou o l  ha e a  i ute lu h eak a d e do t ha e a i o a e . I ould t 

even believe what I was hearing.  
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Figure 8.1 | Discrepancies between recruitment criteria and employment terms 

Source: Own construction 

 

Afte  t o failed e plo e t elatio ships ith a o th s du atio  ea h, Ve a a e to 
acknowledge that her skills and competencies could actually be adequate and adopted a more 

confident and assertive attitude in the subsequent job interviews. She describes what turned 

out to be a wake-up all, hile uestio i g the ea i g of the te  jo  oppo tu it :  

One thing that changed my job searching strategy, after rejecting two or three 

p oposals, as u de sta di g that the a ket has this e, the all e iful gods, a e 
giving you an opportu it  uses ai  uotes  to o k fo  us fo   Eu os  spee h. 
It s absolute mockery! So, me, the new asset, enthusiastic an full of energy, with know-

how, a lot of skills, not a lot of experience, but definitely a lot of other great qualities 

– I  espo si le, pu tual, dedi ated – so no, they are not making me a favour. They 

place a job advertisement, they need someone. They say they have an opportunity 

((use of irony)), but none of this sounds like an opportunity. To justify their incredibly 

lo  sala ies, the  fo us o  the ou do t k o  this  a ati e, the e ui e e ts are 

so az  u eal that it e o es i edi l  eas  fo  the  to sa  that e do t fulfil all 
of the  a d so the  a t pa  a lot of o e . “o, does this ea  that if I did k o  
how to do everything they asked for, including speaking Mandarin and Swahili, they 

would be able to pay me 800 Euros – which also sucks – ut e ause I do t, the  the  
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can only pay me 500 Euros. And I must be very thankful, because in reality I do not 

fulfil these requirements, and still they are giving me this opportunity; no, to me this 

means just a job opening. 

Both the E plo e s  Asso iatio  ‘ep ese tati e (KEY) and the Institutional Representative (KEY) 

acknowledge that there is a mismatch between supply and demand and a mismatch between 

expectations of demand and what employers can offer to employees. Career ambitions are 

viewed as natural and legitimate, and it is up to the organisations to provide adequate training 

and opportunities for employees to growth – at least to be transparent and truthful about the 

extent these opportunities can actually be provided, so prospective employees can plan their 

careers and build their expectations accordingly. Due to persistent labour shortages, companies 

are eager for people who can join the organisation and start working as soon as possible, without 

major training needs. In turn, graduates leave universities desiring for the opportunity to 

promote change, to stand out for their competencies and make a difference. Hence, there is a 

is at h et ee  g aduates  e pe tatio s a d those of the labour market.  

Martin (LEA, ex-General Manager) emphasises that HR need to be seen as an investment, and 

qualifications should be a differentiation criterion, together with work experience, as individuals 

with a HE degree are likely to have a different set of skills than those with lower qualifications. 

According to this interviewee, many players in the industry refer to previous industry experience 

as the most important criterion in recruitment, but are still offering entry-level salaries to 

experienced candidates by relying on the fact that they are new to the organisation and such 

wages are provisory while the company assesses how good is the employee-organisation fit.   

Previous industry experience at entry-level jobs 

Prior knowledge of the hospitality industry is viewed by most research participants as a highly 

valued recruitment criterion, as it is with work experience that many of the hard and soft kills 

required for hospitality jobs – namely those identified in section 6.4.3 – are more extensively 

developed. Past work experience is interpreted as a warranty of the training, skills, and abilities 

of new entrants, and as a synonym of work readiness, especially if considering that although 

dependent on organisational size and structure, the hospitality industry is often fast paced and 

there may not be a lot of time devoted to training of new entrants. As interviews do not allow 

for candidates to demonstrate their abilities, neither allow employers to gather enough 

i fo atio  ega di g a  appli a t s pote tial pe fo a e, past o k e pe ie e e o es the 
requisite (Walsh et al., 2011). Industry experience is typically defined according with the amount 

of time that a person has spent working in a specific job, department, or occupation. With 

respect to Collective Bargaining Agreements, the number of years in a specific job is the main 

criterion for professional category upgrade, mostly aimed at avoiding pay stagnation (for 

example, moving from 2nd Receptionist to 1st Receptionist). Although an entry-level job equates 

to a job that requires basic skills and little job experience (such as that obtained during an 

internship), hence being suited for recent graduates who are initiating their careers in the 

industry, hotel companies typically seek work readiness among graduates in entry-level position 

(Jiang & Alexakis, 2017). As is it further discussed in section 8.5, the apprenticeship route is still 

strongly valued in the hospitality industry (Ladkin, 1999; Robinson, Ruhanen, et al., 2016). 

Perceptual discrepancies exist between the industry and graduates, as new entrants are 
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f e ue tl  po t a ed as o e  ualified ut u de  e pe ie ed  fo  e e  e t  le el 
management positions. (Raybould & Wilkins, 2005, p. 211) 

While most Key-Informants, namely Major Employers, place high importance on past work 

e pe ie e of p ospe ti e e plo ees, esea h pa ti ipa ts  pe eptio s e e i ed. A fe  
participants (n=3) refer that their organisations give preference to young candidates with little 

or no experience, recently graduated or high school finalists, who are considered more easily 

oulda le : 

With his years of experience in this hotel, Lucas ((the interviewee is referring to 

himself)) may no longer be interesting to another hotel. Because other companies see 

him as someone with vices and they prefer someone they can easily mould to their 

way of working: young people without experience and preferably without own family, 

if they know how to speak foreign languages is a bonus, and the necessary training 

they will provide. (Lucas, EMP, four years in the industry/with current employer) 

Although not saying that preference is given to candidates with the abovementioned profile, 

other participants in managerial positions acknowledge to be open to hire employees with no 

practical experience as long as the candidates exhibit the right profile. Bruno (EMP, General 

Manager) reinforces, however, that providing proper training is key either for employees with 

little o  e te si e e pe ie e, as all o ga isatio s diffe  f o  ea h othe  a d e  e t a ts  
o pati ilit  a d adaptatio  to the jo  is highl  o ti ge t o  the o ga isatio s o oa di g 

practices: 

Of course we hire people without experience, as long as they have the right attitude, 

motivation and the necessary soft skills, we are the ones who must provide the 

training. The market is the one who must ensure training, the market must be 

prepared to welcome and train staff according with the company culture. 

On the other hand, other participants (n=6) stress that past industry experience is a highly valued 

requisite, although in combination with other factors, such as Table 8.1 illustrates. Several 

interviewees share the perception of industry experience as the aspect that weighs most heavily 

in job interviews, much more than academic performance, with companies looking for work 

readiness and little need of training. Previous research supports that T&H employers seem to 

consider work experience as more important than a degree when hiring a new employee 

(Harkison, 2004). References to youth relate not only to desired appearance but also to adaptive 

capacity to new workplaces, lower conflict levels, probable inexistence of family responsibilities, 

and lower negotiation predisposition. Findings from previous studies also suggest that young 

workers also tend to be perceived as more willing to work long hours and perform physically 

arduous work, yet are also see  as o e easil  disposa le o  te po a  (Mooney et al., 2017). 

References to previous experiences in upscale hotels are related to the fact that four and five-

star hotels tend to preferably hire candidates who have previous work/training experience in 

the same category level, for being more knowledgeable about service standards. Mobility is, 

therefore, easier between four and five-star hotel, than the transition from lower categories.  
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Table 8.1 | Contingent views on the relevance of past work experience 

Age: young candidates   

  Both in the company where I worked and in those where I was interviewed latter, they only 

want young people, who already have some experience, who have worked elsewhere, but 

above all who are young. (Laura, LEA) 

 People of some age, who may even have a lot of experience in the area, are often pushed 

aside because they prefer younger people. When we had casuals or temps, some commented 

that it was not so easy to find jobs anymore and they were aware that it was because of their 

age, even though they have a lot of experience. (Marco, LEA) 

 It has to do with the fact that you are young and good looking. Or that you are not yet married, 

have no children, and can work in shifts, weekends, holidays and whatever. (Barbara, EMP) 

 Beyond a certain age some people are no longer an option for some jobs. Mostly in 

operational roles, the idea is that they have no vices and are easy to shape, to format to the 

image the company is looking for. And, of course, to pass on an image of youth to customers. 

(Rita, EMP) 

Background on upscale hotels 

  In addition to technical skills, it is also valued that people have one or two years of experience. 

They always ask if you have worked in another 4* or 5* hotel, where you worked previously, 

how many years you have worked in this area. It is highly valued that they come from hotels 

with the same category. (Thomas, EMP, working for a four-star unit) 

 I had already applied for this hotel and had not been selected, but when I was called back for 

an interview, it was the fact that I had a 4* on my CV that gave me the new opportunity. That 

was even addressed in the interview. I know people who can speak four or five languages, but 

who are not selected in interviews because they do not have work experience in 4* or 5* 

hotels. (Samuel, EMP, working for a four-star unit) 

Source: Own construction 

 

A matter of transparency  

Whe  e a i i g esea h pa ti ipa ts  a ou ts of the egi i g of thei  o ki g elatio s, a 
meaningful factor stood out: the lack of transparency that, at the moment that is noticed, 

u de i es e plo ees  t ust a d lo alt  to thei  e plo i g o ga isatio s. These perceptions of 

transparency – or lack of thereof – relate to truthfulness, ethics, openness, and promises kept.  

As referred in section 6.4.1, candidates  u a a e ess of thei  ights a d duties as workers puts 

them in a particularly vulnerable position when negotiating their contractual terms. Both Clara 

(LEA) and Vera (EMP  p o ided e a ples of the o i atio  of e plo e s  la k of ethi s a d 
transparen  ith a didates  i e pe ie e a d edulit ; the fo e  u i te dedl  rejected 

extra payment due to overtime exemption, whereas the latter was not duly aware of the 

differences between gross and net values when negotiating her monthly wage for her first work 

contract. This type of situation is supported by other interviewees who mention to have been 

handled contracts to sign without time to previously examine the document or without prior 

clarification of the contractual terms set forth therein. Two interviewees also refer to instances 

when they were signing their work contract and being verbally informed of terms that were 
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expressed differently in the written form, as well as being asked to conform with irregular 

arrangements. This situation includes signing a contract in which 40 weekly working hours are 

foreseen and no payment for overtime is due, while being asked to sign a second document, 

intended to protect the company in case of inspection, in which new entrants must agree with 

a 48-hours a week schedule. Again, this is found to more likely happen with young individuals at 

early career stages, who do not feel confident enough to question the recruiters, in an obvious 

dominant position. Others also report non-compliance with applicable legislation, by not being 

paid allowances to which they were entitled to. This was the case of Eva (EMP), who was warned 

by family members, after some time at her job as Receptionist in a national hotel group, that 

she was not being paid foreign languages allowance (information that she shared with other 

unaware peers). These accounts are also indicative that this lack of transparency and fairness 

la gel  i flue e e plo ees  pe eptio s of jo  se u it . Agai , E a s EMP) testimony reinforces 

this interpretation, as she admits feeling that her employers will not be fully truthful regarding 

her rights if she ever decides to leave the organisation.  

References are also made to pay-related agreements, as some participants highlight to have 

been verbally promised a salary upgrade or re-negotiation after a probationary period, which 

never occurred. These participants stress that they started their careers earning the national 

minimum wage, which was justified by the employer organisation with their lack of or 

insufficient work experience; no reference being made to their qualifications, yet being ensured 

that opportunities for salary increase could be easily attained. Laura (LEA), who worked for a 

four-star independent unit, refers to the Front-desk Supervisor position as the job with high 

turnover rate in that organisation, which she believes to be associated with deceptive 

recruitment arguments at different spheres of the job role (career advancement, goals and 

rewards, job discretion and autonomy):  

When the General Manager is interviewing candidates he offers a juicy carrot, 

promising that the person will have opportunities for career advancement and 

g o th, that the e ill e N  goals a d ta gets, that the pe so  ill e a le to do this 
and that. But in reality, no one can take a step without him saying so, nothing is done 

without his permission, and nothing of that happens. Nobody lasts long in that job.  

To avoid such type of situations, Victor (EMP, General Manager working for a national hotel 

group) emphasises the importance of asking prospective employees, when interviewed, if they 

are aware of the working characteristics of the industry, namely the existence of rotating shifts, 

the need of working weekends and holidays, or the wage scales. According with his experience, 

none of the working characteristics of the T&H industry is an issue for employees, except for 

pay.  

Several research participants and Key-Informants consider transparency in the exchange 

relationship to be deeply associated with organisational culture. In their view, few companies 

involve their employees in management decisions, which is often referred as a cultural issue. 

Organisational culture and values and their influence on corporate management styles are 

perceived as a key antecedent of employee turnover (this issue is explored with more detail in 

section 8.4). “e e al i te ie ees efe  to e u a a e of thei  o pa s o je ti es, goals a d 
strategies, as this information is withheld solely by the business owners, which undermines the 

staff commitment and involvement (Table 8.2). Communication is also of paramount 
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importance in building trust, which is a central premise of psychological contracts (Robinson, 

1996) (see also section 7.2.1, Organisational policies). In line with the Employers Association 

Representative s KEY) view on this issue (Table 8.2), transparency concerning financial 

i fo atio  is a ea s of oth oti ati g o ke s to eha e i  a s that p o ote the fi s 
financial health and enhancing employer–employee trust despite an often turbulent economy 

(Rousseau, 2001, p. 527). 

 

Table 8.2 | Transparency-oriented business mindset 

Transparency-oriented  

business mindset 
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 A good working environment like we have here 

depends a lot on the culture and transparency, 

because if things are not well defined, if there are 

no o je ti es a d goals, if e do t k o  hat the 
company is looking for, we will hardly be well, we 

are drifting there. But if there is a well-defined and 

shared strategic orientation and if the employee is 

in tune, we get involved and make it work. (Maria, 

EMP, Deputy Manager) 

It is cultural. The decisions lie entirely 

with the business owner and only he 

knows what is going on, and that makes 

people not to compromise. There is no 

transparency, which is key to make 

employees get involved. (Institutional 

Representative, KEY)  

If I know what the constraints of my 

organisation are, I will be more 

available to adjust and understand 

some measures, so that it works better 

fo  oth pa ties. A d it s ot just a out 
sharing information, but involving 

employees in deciding all types of 

things, including pay, but this has much 

to do with the mindset of each business 

owner. (Employers Association 

Representative, KEY) 
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 Sometimes I feel like I work for a cult. I am at the 

bottom of the pyramid and I don't know for whom 

o  hat I o k fo , o l  that I ha e to o k. I do t 
know what the monthly goals are, nor the annual 

goals, I only know if the hotels are fully booked 

because my job requires that I have access to 

availability to know if I can sell or not. I cannot talk 

directly with anyone other than my supervisor. 

There are not channels of communication with the 

Management. (Vera, EMP, Reservations clerk) 

Source: Own construction 

 

The OB Expert (KEY) reinforces the notion that many employees do not clearly know what the 

o pa  e pe ts f o  the  a d this ha pe s thei  pe fo a e. A d k o i g hat is 
e pe ted f o  the  is ot li ited to ha e lea l  defi ed a d ua tifia le o je ti es: 

The goals are the hat , ut so ethi g else is ho ; how do you get there? What 

o ditio s a e eeded to get the e? The e plo ees ha e to k o , at the ti e the e 
negotiating their employment terms, what resources they are provided and what 

resources they need to achieve these goals. In this way, people would know what they 

can achieve if a certain set of resources are provided. The norm is that negotiation 

does t happe , people just a ept the te s, the  do t o f o t a age s ith the 
resources they are due, and a age s do t a e, espe iall  he  e plo ees a e a le 
to achieve the goals even when the resources are missing.  
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According to the Institutional Representative (KEY), transparency within the recruitment process 

is conditioned on the supply-demand position: when many potential candidates are available, 

companies tend to be more transparent in recruitment processes, for not being subject to such 

high pressure to hire. As at the moment (reporting to the date of the interview), there is almost 

no recruitment process, in the sense that in face of huge labour shortages companies are eager 

to hire anyone who is available. Hence, it is likely that promises are made regardless the extent 

to which they can be kept, and some aspects of the job are not openly presented and discussed 

with the candidates. Providing a realistic picture (which means both positive and negative 

information) of their future employment situation, make it easier to access and manage 

e plo ees  e pe tatio s. 

 

8.2.2 Portraying job moves and adaptative career behaviours 

When considering the length of hospitality careers (further detailed in Figure 8.2), E plo ees  

membership in the hotel sector lasts, on average, for nine years. Lea e s  average tenure in the 

hotel sector is of seven years. Considering that the expected duration of working life in the EU 

ranges between 33 and 42 years old (EUROSTAT, 2018), an average tenure of seven years is 

considerably low, being these individuals highly likely to build longer careers in another industry. 

Hence, their investment in T&H dedicated higher level qualifications are also likely to be lost or, 

at least, under-exploited. According to the Theory of Work Adjustment (described in section 

2.2), tenure is the ost asi  i di ato  of o espo de e et ee  i di iduals a d o e s o k 
e i o e t, hi h a  suggest that these i di idual s satisfa tio  ith thei  jo s as at a lo  
level (considering that most job moves were self-initiated, as presented below, this was more 

likel  the esult of i di iduals  satisfa tio  ith thei  olle tio  of jo s tha  of thei  
satisfactoriness).  

Concerning organisational tenure (seniority on the job), Employees had spent an average of five 

years with their employer at the time of their interview, whereas Leavers spent an average of 

four years with their last employer while in the hotel sector. As mentioned in section 2.3.1, job 

tenure in the sector is low, with people being likely to spend less than two years working with 

the same employer, both in the EU and in Portugal, which can be indicative of the short-term 

nature of T&H employment. If the average number of years per different employing company 

alo g i te ie ees  hospitalit  a ee s is o side ed, it is also pe ei ed i  this stud  that a o e 
significant number of participants (n=10) have spent an average of one to two years with each 

one of their employers. This might be associated with the limited opportunities for promotion 

and career progression reported in section 7.2.3, especially if considering that most employee 

benefits are still related to tenure, which means that starting a new job implies losing the 

benefits tied to the previous organisation. The exceptions are found at senior management 

levels, particularly regarding General Managers, who are in a more privileged negotiating 

positio  of thei  e plo e t te s. Jo  te u e a  also i flue e e plo ees  attitudi al 
responses, considering that the longer the tenure, the stronger the affective bonds with the job 

or organisation are likely to be; on the other hand, the higher the risk of burning out may also 

be. 
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Also as exhibited in Figure 8.2 (Number of employing hotel companies), and although 

organisational tenure ranges from less than one year (e.g., Valentina, Sales and Events Executive) 

to more than 20 years (e.g., Maria, Deputy Manager), for a third of the Employees (n=10), their 

current employer was their first and only experience of hotel work. In hotel groups, it was 

observed that six Employees have worked in more than one hotel within the same hotel group, 

hence configuring examples of intraorganisational mobility, as is further detailed in section 8.2.3 

(Direction of career trajectories). A lower proportion of Leavers (n=4) had also only one 

employing company (all of them family-owned hotels), in which they worked from a minimum 

of seven to a maximum of 10 years. For Leavers, internal mobility is much lower than for 

Employees, with only two interviewees referring four job moves or more. Considering that seven 

Leavers held managerial positions, this suggests that career progression was largely possible just 

within one or two organisations, hence not being contingent on high physical mobility.  

 

 
Figure 8.2 | Employees and Lea e s  professional profile: seniority and number of employing hotel 

companies 

Source: Own construction 

 

Daniel (EMP, 15 years in the Hotel industry) and Celeste (EMP, 17 years in the Hotel industry) 

account for the highest number of employing hotel companies (seven each), i.e., external 

company moves, exhibiting a high mobility orientation. Employees account for an average of 

three different employers, whereas Leavers account for an average of two. Considering non-
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management, entry-level positions, it is observed that 23 research participants started their 

careers in the Front-desk, as Receptionists (including the positions of Tournant and Night 

Auditor); 70% (n=16) of each were women. The other most frequent first jobs are found in F&B 

Operations, Porter, and Sales department.  

As seen in section 4.2.2, most of turnover models describe the turnover phenomenon as a 

multistage process composed of attitudinal, intentional and behavioural components that flow 

towards the decision to quit or stay, focusing on the moderating or predictive role of a vast 

number of competing antecedent variables which are mainly defined by interactions between 

the employees and their work environment. By focusing on the locus of initiative for 

job/organisational change, as well as on the type of reasons underpinning the different moves 

o posi g esea h pa ti ipa ts  a ee  jou e s Figure 8.3) – Employees and Leavers –, this 

section aims to contribute to a deeper understanding of the nature of career construction and 

turnover in the hospitality industry. As for the latter, more in particular, motives underlying 

job/organisational change, Lea e s  motives for career change, search behaviours and 

perceptions of alternative job opportunities, and motives for working in another country are 

analysed within this section.  

 

 
Figure 8.3 | Types of and motives for job/organisational change 

Source: Own construction 

 

Initiative for job/organisational change 

When asked about the role each member of the employment relationship (organisation vs. 

employee) played in the various job/organisational changes of their career journeys (excluding 

job promotions), research participants reported that the number of self-initiated job moves 

largely surpasses that of company-initiated moves (Figure 8.3).  

Only six participants (two Leavers and four Employees) referred that at least one among their 

various job moves was company-initiated, hence forcing them to find another employing 

organisation. Considering the ways in which employee turnover occurs, these accounts make up 

examples of involuntary turnover, which occurs when the decision to cease the employment 
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relation is made by the employer (see also section 4.2).  Two main reasons were reported by 

these participants as justifying such decision: (i) the organisation not being willing to renew 

fixed-term contracts (in one case, in light of the Portuguese General Employment Law, this 

would imply a permanent contractual relationship, which was perceived as not desirable); and 

ii  the dete io atio  of the o ga isatio s fi a ial situation, which involved re-structing and 

downsizing (although the two interviewees who mentioned this reason held middle-

management positions, their above-average salary was perceived as a decisive factor in their 

dismissal).  

As far as all intra-organisational moves (job changes) are concerned, these should be interpreted 

as company-initiated, as these largely consisted of internal job promotions (as commonly found 

in linear upward trajectories), with few exceptions. One is that of Thomas (EMP, Waiter), who 

asked his current employing company to move to a different unit within the hotel group (keeping 

the same job title), for personal reasons, while in a previous organisation he had also been 

transferred to a different job position.  

Many interviewees emphasise that the decision to change jobs and/or organisations was 

entirely down to them. A self-di e ted app oa h to o e s a ee , i  hi h the i di idual – and 

not the organisation – is in charge of career management, is at the core of a protean career 

attitude (see also section 2.2). According to previous research, protean/boundaryless career 

orientations/preferences (in particular self-directed, values-driven, and psychological 

mobility77) are significantly intercorrelated and related to proactivity-related traits (Openness, 

Conscientiousness, and Extraversion) and self-efficacy (Wiernik & Kostal, 2019). Curiously, 

except for Benjamin (EMP, Doorman) (whose aspiration for a Front-desk job position, as 

previously described, proved a disappointment), no other participants refer to have regretted 

lea i g thei  p e ious jo s. “a i a s LEA) interview, in particular, seems somewhat 

contradictory: although she repeatedly mentions that leaving the hotel sector was a positive 

thing in her life, other statements seem to indicate otherwise. This becomes more salient if 

considering that her posterior job opportunities in other professional areas did not grant her 

significant better working conditions or job status in comparison to those she had in the hotel 

sector.  

This type of job moves configures, therefore, examples of voluntary turnover, which negative 

consequences – previously listed in section 4.2.1 – are more frequently assigned to organisations 

(such as supervisory and peer disruption, loss of knowledge and expertise, or reduced morale of 

remaining employees, for example). Voluntary turnover may also have negative implications for 

the leaving individuals themselves, which in this study many research participants associate with 

loosing valuable interpersonal relationships at work (see section 7.2.4).  

When communicating their decision to leave, several interviewees refer to have been asked 

about the reasons thereof, although without any formal assessment such as exit interviews, 

which are a popular tool to account for and understand the impacts of voluntary turnover 

(Guilding, Lamminmaki, & McManus, 2014; Williams et al., 2008). Except for Amanda (LEA), 

 

77 These three constructs constitute the Protean/Boundaryless Career Attitudes Scales (Briscoe et al., 2006) (see also 

section 2.2), together with physical mobility, which this study found to be less related to protean/boundaryless career 

orientations.  
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when leaving her job as Assistant Hotel/F&B Manager in a four-star unit of a national hotel group 

(which workload and work intensity were negatively impacting her health), no interviewees 

recall their organisations to have made any effort toward their retention. Clara (LEA), who was 

working as Assistant Manager in a large-scale unit of one of the biggest national hotel groups, 

believes that T&H organisations are not oriented towards retention, stating that:   

When I told them I was leaving, they said they were very sad, that they would hold my 

letter of resignation for a day in case I changed my mind ((use of sarcasm)). When it 

as so eas  fo  the  to ask e 'Cla a, hat do ou eed? . The  did 't e e  t  to 
understand my reasons, for them, it was just another employee that quit. 

Among all participants, periods of nonemployment were short or practically non-existent. For 

the few who experienced a pause between jobs, this was actually reported as a period of 

recovering from the highly stressful and demanding jobs they hold before embracing new duties. 

The main motives for leaving their job and moving to a different company are analysed below. 

Motives for job/organisational change 

For most research participants in this study, the decision to change jobs/organisations has been 

a trade-off between positive and negative factors, which are frequently referred to in literature 

as pull  a d push  fa to s see also section 4.3.2) (Figure 8.3). Positive or pull factors are 

essentially associated with the actual or perceived existence of alternative job opportunities that 

are considered more attractive than the current employment situation. Employees may change 

jobs solely due to pull factors, as they do not need to be dissatisfied to perceive more advantages 

in other jobs. Negative and push factors are associated with dissatisfaction with one or more 

aspe ts of o e s jo , lea i g e e  if o alte ati e e plo e t is se u ed. Push fa to s a e 
naturally more easily influenced and controlled by the organisation. Also as presented in section 

4.3.2, Deery and Shaw (1997; 1999) make this same distinction by referring to the existence of 

a positive and negative labour turnover culture in the T&H industry.  

A o di g to esea h pa ti ipa ts  a ou ts, the  e e fou d to o e likel  ha ge jo s due to 
positive/pull factors rather than to negative/push factors. Push factors were naturally related to 

pa ti ipa ts  dissatisfa tio , de oti atio , a d ps hologi al o t a t ea h/ iolatio , hi h 
are more closely examined in relation to perceptions of quality of working life in section 7.3. 

Although less predominant, two interviewees also refer to geographical reasons as drivers of 

the decision to change jobs. As previously mentioned, Samuel (EMP) and Amelia (EMP) had to 

find a job outside their region of residence but kept looking for jobs that allowed them to return 

– which they found.  

A significant number of research participants expressed to have changed jobs following 

invitations from other hotel companies, which attracted them with interesting job offers and 

ette  o ki g o ditio s. This is a tale t att a tio  ethod that highl  i flue es i di iduals  
perceptions on the availability of alternative job opportunities within the labour market. The 

following quotes exemplify not only how interviewees emphasise receiving invitations from 

other companies, but also individual agency in career decisions, as presented in the previous 

section:  

I've always changed on my own initiative; invitations have come up. (Octavio, EMP) 
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I always left on my own initiative, but I never had to look for [a new job]. It was always 

my future employer that contacted me. (Rita, EMP) 

Although some contacts were made through professional social media (LinkedIn), most of these 

invitations came from company representatives with whom the participants contacted while 

performing their job duties. This is supported by several Key-informants, ho efe  to steali g  
from competitors as a very common practice in the industry. Marisa (EMP, Assistant Manager) 

sees this t pe of o u i atio  et ee  e plo e s as e efi ial a d o -limitative of 

e plo ees  age ti  po e  o e  thei  a ee s:  

I don't think people should look at it as stealing talent from another hotel, as they 

do t sudde l  disappea  o  e ause the  had thei  a  t isted (LLL). One has the 

power to take control and make the decision to stay or go. 

For some Leavers, when referring to their final move within the hotel sector, which represented 

an occupational change, three participants also mentioned positive/pull factors as determinant 

in their decision. All these interviewees were at top-management levels in their organisations. 

For one participant, Olivia (LEA, seven years in the Hotel industry), leaving T&H was an 

opportunity to start her own business in a completely unrelated field, whereas the other two 

maintained the connection with the Tourism sector: 

It was a matter of personal goals, I thought I needed to refresh my career, in the sense 

of being in a different field of work. But I wanted to stay connected to the [Tourism] 

sector, to keep in touch with the same players. (Martin, LEA) 

A recurrent reported situation was also the invitation to join hotels still to be opened, which the 

research participants interpreted as an interesting challenge. Being offered new challenges or 

having the opportunity to strengthen their experience and skill set have also encouraged several 

participants to change jobs/organisations. Enrolling in employment relationships that allow 

individuals to develop their human capital mix by performing intrinsically challenging work is a 

highly valued indicator of career success (Walsh et al., 2011). 

Even although not dissatisfied with their employment situation at the time, several participants 

mentioned to being passive job searchers, meaning that even if not actively seeking, they were 

attentive to potentially good opportunities. Some refer to not holding in their minds specific 

criteria that would justify change, yet being open to the idea of finding a better employment 

situatio . Ga iel s EMP, F&B Manager, eight years with his current employer) testimony 

illustrates this situation, as it also reveals the importance that invitations from competitor hotel 

usi esses pla  i  i di iduals  assess e ts of availability of other jobs within the labour market:  

I as e e tl  offe ed to go to a  i te ie  at a o petito s hotel, ith a diffe e t 
concept than the one I am in. I wasn't looking to move jobs, but I was open to the idea, 

so I went there to talk to the General Manager and he asked me a question: what 

would I like to gain from that company? But it is he who has to make a good offer, 

that convinces me to leave the conditions I am in, to go for better ones. 

For some research participants (LEA=8;  EMP=6), the various job moves composing their career 

paths were driven by perceptions of psychological contract breach and violation, which finds 

a  e ui ale t o  the pa ti ipa ts  p ofiles that o e  a otio  of uptu e eithe  ith 
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organisations or with a T&H career – i.e., Resolute Job Leavers (EMP) and Irreversible Leavers 

(LEA) – which are described next (section 8.3.1). As seen in section 4.3.3, although psychological 

contracts are highly subjective and open to misinterpretation, the individual strongly believes in 

its existence, holding to the belief that reciprocity will occur and the employer will fulfil its 

promises and obligations. When promises are explicitly made, the stronger this belief will be 

(Robinson & Rousseau, 1994; Rousseau, 1989), as the testimonies in Table 8.3 reveal.  

 

Table 8.3 | Perceptions of psychological contract breach  

Cecilia, LEA, ex-Waiter 

 When I went to the job interview, they had given me a lot of possibilities for growth and changes 

in position. For instance, if they ever needed someone for the Front-desk, they would think of 

e fi st. But that e ded up ot happe i g. I felt like I as t e ol i g, as t doi g a thi g 
e , it as t halle gi g a o e. A d for me, when this happened, my willing to get up in 

the o i g a d go to o k as t the sa e a o e. “o, I de ided I as t goi g to d ag this 
unsolvable situation any longer. 

Amanda, LEA, ex-Assistant Manager 

 I left Hotel X for financial reasons, they had told me I was going to earn a base salary, in the 

egi i g, e ause the  did t k o  e o   o k. I said es, I thought it as fai , a d e 
agreed that in six months, when renewing the contract, we would discuss the salary again. A 

month before this time came, I asked what their offer would be and they tried to postpone the 

conversation for a few months; I said no, said that we had agreed to this, and I had reached my 

end, if they were happy with me, very well, if they were ot, I ll just alk a a , o ha d feeli gs. 
To e, a e al ag ee e t is as alid as a itte  o e, liste , I  ou g ut I  ot du . 

Veronica, LEA, ex-Receptionist 

 I went to Hotel Y, with a verbal agreement that I would be a Receptionist, but for a limited 

amount of time, because the Assistant Manager was moving to a different hotel, so I could 

o e up the a ee  ladde . This as t a o plete lie, e ause afte  a ear she left, but they 

did t hi e a o e fo  he  positio . The e as a F&B Assista t Ma age  that sta ted taki g a e 
of Accommodation as well. After a year and a half, I would have a permanent contract as a 

‘e eptio ist, ut I just said I did t a t it, e ause that as t hat e had ag eed upo . The 
General Manager said I was a really good worker and all, but I realised that that was only to try 

to keep me there. Besides not honouring their promise, it really sound like small talk, because 

he was telling there were some positions for me inside the company, but I happened to know a 

few people from the Board and they had never heard of me. 

Aurora, EMP, Receptionist 

 When I went to the job interview, they told me I would have the morning shift, precisely because 

I had my son, and that I would have fixed off days, and maybe, once in a while I would need to 

work the night shift. However, six months after, a colleague who started working when I did, 

felt she was being wronged for doing to many afternoon shifts, so everything changed. Since 

then I have been struggling a lot, with managing my life, because my husband also works in 

shifts and we need to sort out who is going to e ith ou  so . I  getti g to the eaki g poi t. 
The off days rotate monthly, but we never have Sundays off, let alone a whole weekend off. I 

know that by law we are entitled to a weekend off every six weeks, but that has never happened. 

Source: Own construction 
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When there is a breach in a promise, in the form of a psychological contract violation, the 

intensity of reaction resulting from the feelings of betrayal will be much stronger than if 

expectations are not just met (Robinson & Rousseau, 1994).  I  Au o a s EMP  ase, ho is still 
employed at the organisation she considered the organisation to be failing to fulfil its 

obligations, she frankly admitted that this has been resulting in negative emotions, attitudes and 

behaviours, such as her decision to leave the organisation in the near future and, eventually, the 

T&H industry.  

Motives for career change 

As far as Lea e s  motives for quitting their career in the Hotel industry and forging a new start 

in a different professional field are concerned, for most of these interviewees the decision to 

change careers was the result of a combination of factors. The exception was Joel, who assigned 

the reason to quit the industry solely due to the poor remuneration, envisioning that this aspect 

of Hospitality jobs was likely to be an issue for him across the industry, hence deciding for the 

change. As perceived from Figure 8.4, the most significant reasons pointed out by these 

interviewees are related to scheduling and working time arrangements and work-life balance 

issues, closely followed by aspects concerning pay, promotion and opportunities for 

advancement, and health and job stress (see also some specific testimonies regarding the impact 

of occupational stress on career decisions in Table 7.3), as the following quotes tackle. These 

factors are further explored with reference to the likelihood of Leavers of returning or not to the 

Hotel industry in section 8.3.1.  

I hu a e  – this is the word that made me leave the Hotel industry, although I did 

lo e it so u h. I thi k the a  o k is o ga ised, it does ot espe t people s dig it  
or their family life. The concerns are well known: family time, mental health, divorces 

– the rates are very high among hotel workers. One works until midnight and at 7am 

the next day is already there again; this happened when I worked in Hospitality and I 

know it continues to happen. (Clarice, Ex-Receptionist) 

In the beginning we are full of energy, but after a few months, I started noticing I was 

feeling really tired and I had to ask my Director to reduce the number of hours I was 

o ki g, I as getti g to the poi t he e people e e talki g to e a d I ould t 
understand what they were saying. My brain was taking a really long time to process 

thi gs, I  ot su e if this as the egi i g of a e ous eakdo , su el  it ould 
have been something a lot worse, had I stayed there longer. After 6 months I already 

had a permanent contract with them, but then again, I would also love to have an 

employee that worked the amount of hours I worked. So, to try to keep me there, after 

 o ths the  had al ead  put e u de  a pe a e t positio  LLL , e ause it s 
impossible to find people who can withstand that kind of rhythm. What they ask of 

us, is not humanly possible. Later I found out they had hired two Direction Assistants 

to the same work I used to do. (Clara, Ex-Assistant Manager) 

Apa t f o   sala , I as t getti g a thi g else. I would do the night shift and 

ot get paid the e t a e efit, I ould do a to  of o e ti e, a d still ould t get paid 
the extra money. There were no banked hours, nothing. Often, I would leave work at 

midnight and start again at 7am the next day. I would call it a good day if we could 

find 15 minutes for lunch and dinner, I mean we need to stop, to rest. This happened 
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there, but I realised that it happens in so many other places, so I really needed to let 

go of that, that as t a o al life, I eeded to try something else, something with 

different working hours. (Cecilia, Ex-Waiter) 

 

 

Figure 8.4 | Lea e s  main motives for career change78 

Source: Own construction 

 

These findings are consistent with those of previous studies focusing on Leavers (which are quite 

scarce), which have found that low monetary rewards, demanding and unsociable working hours 

and difficulties planning ahead due to shift work, were the main reasons mentioned by 

participants as direct reasons for leaving the industry (Gebbels, Pantelidis, & Goss-Turner, 2020). 

The vast majority of Leavers were under 35 years old when made the decision to quit their career 

in the Hotel industry (Figure 8.5). More than half have left the industry over the past six years 

 

78 See Figure 7.1 (section 7.2) for symbol key. 
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and four of these respondents only had children after making this career change. At the time of 

the withdrawal, three Leavers were already parents of two very young children, and one was 

the parent of one (having latter a second child). A constant reference to the incompatibility with 

family and overall non-work life due to work conditions in the Hotel industry is found within 

pa ti ipa ts  a ou ts.  

 

 
Figure 8.5 | Lea e s  age at time date of career change and years away from the Hotel industry 

Source: Own construction 

 

Half of the Leavers interviewed in this study remained connected to the broader Tourism sector 

to some extent, mostly by working in consulting firms, Destination Management Organisations, 

travel agencies or education/training. Five of these interviewees were profiled as Reversible 

Leavers (see section 8.2.2), having been found to be keen to give a second chance to the Hotel 

industry, provided the right conditions are on offer.  

Search behaviour and perceived alternatives 

For most research participants mentioning negative/push factors as determinants for job move, 

the change was the result of active job searches. As a criterion for profiling participants career 

commitment, increased job search behaviours are a strong predictor of intentions to leave and 

increase the actual likelihood of turnover (section 3.4; Job security). Job search/search intentions 

a e atu all  a  i teg al di e sio  of a  tu o e  odels su h as P i e a d Muelle s ausal 
odel, “tee s a d Mo da s  odel o  Lee a d Mit hell s unfolding model (section 4.2.2). 

The Leavers who stated having searched for preferable alternatives before deciding for job 

change reveal that when interviewed in other hotels or Tourism-related companies, recruiters 
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offered them similar conditions or posed certain requirements that they were not willing to 

accept, which ultimately led to occupational change. Among Employees, at least six interviewees 

referred to be actively looking for a better job opportunity, either by making speculative 

applications or by applying to job advertisements.  

Job search is highly contingent on perceptions of alternative job opportunities, which are also 

a key determinant of intentions to leave, and a constituent of almost all main models of 

turnover. As discussed in section 4.2.2, which particularly addressed the role of perceived 

alternatives as a determinant of voluntary turnover, the availability of alternative job 

opportunities and self-perceptions of employability are found to highly influence the 

edefi itio  of a pe so s  e pe tatio s ith his/he  u e t jo . People a e o e likel  to e gage 
in job search behaviours if they believe to succeed in obtaining a new job, which can be 

influenced both by internal and external conditions. Moreover, when questioned regarding their 

major concerns about their future, a significant number of Employees and Newcomers are 

fearful of a labour market saturation on a near future. These concerns were expressed long 

before the COVID-19 outbreak but were still justified by a potential decrease in tourist demand 

for Portuguese destinations. Although all Key-Informants emphasise labour shortages as the 

most pressing issue in the T&H industry, exacerbated by the increasing number of new hotels, 

other forms of accommodation and other tourism businesses, most participants believe – mostly 

due to the knowledge acquired in thei  deg ees a out tou ist desti atio s life les – that 

tourist demand would most likely decrease and influence labour needs. Two interviewees are 

also concerned with the growing use of automated processes in hotels aimed at providing 

human-free experiences and its impact on hotel jobs (as discussed in section 2.4.2). Newcomers 

also refer to an overabundant educative offer, emphasizing that many graduates are ready, each 

year, to join the labour market, hence increasing competition for the same jobs and recruiting 

prospective employees bargaining power (as the market will perceived that many candidates 

are available); part of this competition is even originated in other countries, as the following 

quotes detail.  

[I am concerned] about the competition, because so many of us study Hotel 

Management around the world, and we must have a notion that we are competing 

with people studying in Switzerland, at Les Roches, or at Cornell. We all want to be 

hotel directors, manage departments, manage [hotel] chains, but there are few 

positions, and the skills we need to take on those positions are not easy to acquire. 

(George, NEW) 

[I am concerned] about the lack of employment. I think Tourism will continue to grow, 

but the problem is that people from abroad may start coming to work in this area, 

who may have much more training, coming from reputable schools, with more work 

e pe ie e. A d he e i  Po tugal this still is t a u h-valued area of expertise, and 

that can be bad for us in the future. (Andrea, NEW) 

In fact, the flexibilization of labour legislation in order to be able to hire foreign/migrant labour 

has ee  o e of the attles e e tl  fought et ee  ajo  e plo e s/e plo e s  asso iatio s 
and trade unions, which the former consider being a suitable answer to cover for labour 

shortages, whereas the latter perceive it as a means to more precarious jobs.  
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Alte ati e jo  oppo tu ities a e also pa t of QWL/jo  st ess odels su h as “ieg ist s (2017) 

model of Effort–Reward Imbalance at work (see section 3.3), in which it is also referred as 

dependency and presented as an enhancer of the severity of the effects of failed reciprocity. 

Several research participants, mostly before entering the labour market, assumed that holding 

T&H-dedicated qualifications would positively distinguish them from other candidates when 

applying either for their first job or when changing jobs. This concurs with previous research that 

found that employees who perceive themselves as overqualified and underchallenged in their 

jobs were more likely to be searching for a new job at the short term and to actually leave 

(Maynard & Parfyonova, 2013).  

Kinship responsibilities are also found to influence assessments of alternative job opportunities 

in the industry. Before accepting that she would need to take a different professional direction, 

Clarice (LEA, mother of two small children, left the industry at 32 years old), found motherhood 

as highly influential of her evaluation of potential alternatives. Bearing in mind Segovia-Pérez et 

al. s (2019) app oa h to des i e o e s a ee  development (section 2.4.3), Clarice perceived 

motherhood as incompatible with industry-specific characteristics, such as the long working 

hours and the constant need for availability, and could not find any alternatives that would allow 

to overcome these institutional barriers. Issues of gender, age and family strongly influence 

people s pe eptio s of a d motivations for crossing career boundaries (Rodrigues, Guest, & 

Budjanovcanin, 2015). 

As discussed in section 4.2.2, with regards to self-perceptions of employability, as well as 

theorised by authors such as Steers and Mowday (1981), alternative job opportunities are 

primarily determined by individual characteristics (such as qualifications or kinship 

responsibilities, which have been exemplified above), as well as by contextual factors (such as 

labour market and economic conditions). The permeability of institutional labour markets 

(function of job availability and ease of entry) strongly underpins the boundaryless career 

concept (Feldman & Ng, 2007).  

As far as this perceived availability of employment opportunities within the T&H industry labour 

a ket is o side ed, esea h pa ti ipa ts  pe eptio s see  to e i ed. Alig ed ith the 
perceived propensity to obtain a job that drives many people to pursue a degree and a career in 

the T&H, a very common view is that of high availability of jobs. Participants who hold this view 

(n=21) consider to be extremely easy to perform job/organisational changes within the Hotel 

industry, as well as within the wider Tourism sector, as the quotes in Table 8.4  illustrate. The 

high tourism growth in Portugal over the last few years largely supports such perceptions, 

inducing the belief that hotel openings are synonym of more job vacancies. Two Newcomers 

also elie e that T&H g aduates  skill set is alued i  othe  p ofessio al do ai s, he efo e 
alternative opportunities are also available outside the T&H industry. This suggests that some 

individuals may be highly prone for career changes at a very early stage of their professional 

lives.  

On the other hand, many research participants partially agree with the above-mentioned 

perspective to the extent that job vacancies exist, but contingently on other factors (Table 8.4). 

Some (n=5) consider that job offers are quite limited to some functional areas and levels, with 

management/supervisory or back-office positions being quite less available (yet, being the most 

desired, as seen in section 6.3). F&B Operations (mostly the Restaurant) and the Housekeeping 
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are referred as the most advertised functional areas, constantly hiring. As already seen in section 

6.3, this suggests that many individuals associate the T&H industry to a flourishing professional 

field in terms of job availability, but are little aware of the functional areas and levels in which 

these jobs are being made available. This is not necessarily equivalent to unrealistic views of 

T&H characteristics, but rather indicative of an optimistic attitude. Many interviewees (n=10) 

highlight that despite the significant number of job vacancies and labour demand, it is unlikely 

that o e ould get the e isio ed g eat  jo . Fo  a  Newcomers (n=6), even before joining 

the labour market, it also seems clear that it will not be difficult to get a first job, but not one 

that will meet their expectations.  

Some Employees (n=4) refer that successful job search differs according to location, with large 

cities offering more alternative opportunities. Hence, in certain regions of the country it may be 

more difficult to find alternative opportunities. Preliminary research (section 5.5) also revealed 

that the cost of living in certain regions or cities may also dissuade job change, especially if pay 

is not significantly higher79. According to these interviewees, mobility is also contingent on the 

evolution and consolidation of different tourist destinations, as not all regions have the same 

growth potential. At the same time, some business types are also more appealing than others 

regarding availably of job opportunities, as happens with big hotel groups. It should be noted 

that independent hotels represent almost 60% of the Hotel establishments in Portugal. By type 

of accommodation, Hotels represent 70% of the offer, whereas by category (which indicates the 

quality of facilities and service standards), 38% are four-star hotels, 8% are five-star hotels, and 

2% correspond to Pousadas (Lodging houses from an upscale segment) (Deloitte, 2019). 

Therefore, this type of organisations represents a somewhat limited number of potential 

employers. Combined with the low number of vacancies for management/administrative 

positions, this may be indicative of a reduced capacity to absorb a significant number of these 

management-oriented, prospective employees. 

Besides perceptions of existing alternatives, the decision to change jobs and/or careers is also 

found to rely on the extent to which individuals perceive the material or psychological costs of 

leaving as too high or worth taking. When asked about what they would have to sacrifice if they 

leave their current organisations, about half of the Employees (n=14) mention that it would be 

difficult to cut ties with supportive colleagues and/or would miss interaction with regular 

customers. Although with a higher focus on the psychology of staying rather than of leaving, 

both the constructs of job embeddedness (as presented in section 4.2.2, with regard to the 

dimension of sacrifice) and organisational commitment (in section 4.3.3, concerning 

continuance commitment in particular), contemplate costs of leaving. Hence, these and other 

costs of leaving are approached with more detail in section 7.3, within different dimensions of 

quality of working life, and in section 8.2.3.  

 

 

79 Although Collective Bargaining Agreements typically account for such regional differences, the salary differential 

may not enough to cover the increased cost of living due to relocation.   
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Table 8.4 | Perceived job alternatives: unconstrained and contingent views of easiness of job change 
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 From what I see, there are a lot of opportunities and a lot of interest from companies in 

hiring. And I think someone with a little bit of work experience and a regular resume can 

easily find a job. (Thomas, EMP) 

 It is a very dynamic area, which at the moment, in Portugal, and for about 2 years now, is 

growing bigger. There are many opportunities to do new and different things. 

 There's one good thing about the hotel business: it's never short of work. Hotels are always 

looking for people, be they employees, be they casuals, be they temps. It may not be easy 

to get what you want, but you can always get a job. (Edgar, NEW) 
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Working conditions on offer 

  I think it's easy. In some places, there are enough hotels for us to hand over our CV and 

ha e half a doze  alli g a k e ause the  ha e a aila le positio s. What s difficult, is 

finding companies that offer the extra benefits we are looking for. In Portugal, it is very 

difficult to find a job that offers something more than just the salary. (George, NEW) 

 There are many job offers but it depends a lot on the conditions they offer. It depends on 

the extent to which we are willing to sacrifice ourselves. (Samuel, EMP) 

 It's easy to get a job, but it's not easy to get a job with good conditions. Often you only find 

low-pay jobs and a lot of hard work. (Marco, LEA) 

Functional area and level of jobs on offer 

  There is huge staff turnover in Hotels, but perhaps more in F&B and Housekeeping. In top 

management positions, things are deeply rooted. At least here, in this city, things are 

structured like that, so it is only with new hotel openings that perhaps more opportunities 

in the top jobs come up. (Marisa, EMP) 

 Here in Portugal, there are no management-level vacancies. When job offers exist it is for 

the Front-office or for the Restaurant. (Mario, NEW) 

 From what I see, for example in LinkedIn, there are a lot of offers for F&B, Restaurants, Bar 

and also Front-offi e. But fo  the othe  depa t e ts it s ha de  to fi d. Os a , NEW  

Geographical location/ mobility orientation 

  To continue in this sector, I would have had to look for a new challenge, outside Central 

Portugal. I would need to go somewhere that has more jobs on offer and more competition. 

Especially because I would like to look for a top management position, as I don't see myself 

taking a step back in my career, and hotels in large urban centres have a different structure. 

(Julia, LEA) 

 I don't think that would be too hard [finding a job]. The only thing is, I'd have to move 

somewhere else where there's more demand. (Elisa, EMP) 

Source: Own construction 

 

Working abroad 

Nine interviewees experienced working abroad in the hotel sector. The United Kingdom (n=3), 

Spain (n=2), Brazil (n=2), Switzerland, Germany, Estonia, Costa Rica, Ecuador, and Peru, were 

their destination. Although international moves happened when working for the same 

international hotel group, Daniel (EMP, 15 years in the Hotel industry) is the research participant 
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with more countries in his resume (n=4). Daniel has a wide experience in hotel openings, and he 

was invited to join the on-site training team and/or to implement lodging management 

procedures in three Latin American countries.  

For the participants in this study, the choice for a work experience in a different country was 

mainly driven by the opportunity for personal development and for gaining additional 

knowledge and expertise. Most of these interviewees believed these experiences would allow 

them to have a more highly valued resume upon return to Portugal. None of these participants 

equated to build their careers out of Portugal, hence viewing these experiences as temporary. 

Such intrinsic-driven international career experiences may become an entry point to a 

boundaryless career upon repatriation (Tams & Arthur, 2006). Some participants such as Hugo 

(EMP, one year as Receptionist and Sales Executive) and Manuel (EMP, one year as Assistant 

Manager) stressed that their experiences in foreign countries did not yield additional benefits 

when seeking for a new job in Portugal. One of the implications of turnover, as described in 

section 4.2.1, is precisely the loss of previously acquired benefits, which may involve stating from 

a lower base. This was the case for Manuel, to whom the re-entry in the Portuguese hotel sector 

was synonym of downward movement, as he came to be first hired as a Receptionist after 

quitting an Assistant Manager position. Less than one year after, he was being promoted to a 

middle management position. This may suggest that work experiences in foreign countries can 

o t i ute to st e gthe  the i di idual s skill set, hi h although not easily perceived or valued 

during recruitment processes, can become a key distinctive factor once joining the organisation 

and positively impact promotion speed.  

Only Barbara (EMP, Web Sales Executive), who worked for two hotel companies in the UK (and 

two other Tourism companies), started looking for job opportunities abroad after facing 

difficulties in finding a suitable job in Portugal. Some research participants have finished their 

degrees when the effects of the financial crash of 2008-09 on employment hit; this was the case 

of Barbara, Samuel (EMP, Receptionist) and Amelia (EMP, Receptionist), who all completed their 

degrees, start job searching in 2011, and mentioned this type of struggle. For Samuel and 

Amelia, residing in large cities, the answer lied in seeking for jobs in regions with lower tourist 

flows (also with lower qualified manpower available). For both, these were transient choices 

until better and closer located options became available. Considering the economic downturn 

caused by the COVID-  out eak, egati e epe ussio s o  p ospe ti e e plo ees  jo  
opportunities are still yet to be known, highly contingent on the recovery ability and speed of 

the hard-hit T&H industry. No age group is expected to escape the hassles of the current 

economic slowdown, but Younger Millennials (such as Barbara, Samuel and Amelia) had already 

faced major difficulties when finishing their degrees and first entering the labour market 

because of the 2008-09 downturn. One of the most frequent concerns of research participants 

regarding their future is precisely the extent to which the significant growth in tourism demand 

and the volume of tourism in Portugal will endure. Considering the growing interest of young 

students in this professional area, most interviewees are somewhat worried about increasing 

competition from new entrants to the industry.  
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8.2.3 Direction of career trajectories 

Career paths have become much more transitional, multidirectional, dynamic, and fluid (Baruch, 

2004). As individuals are expected to take more control of their careers, career development 

became more idiosyncratic and unpredictable than ever. As discussed in section 2.2, 

conventional professional paths have not ceased to exist, they simply coexist with a more varied 

set of career patterns. Although some participants may combine features of more than one type 

of career trajectory, four types of career trajectories – with regards to their directionality – 

e e ide tified f o  i te ie ees  a counts of their work experiences in the hotel sector. By 

a al si g the pa ti ipa ts  a ee  t aje to ies, it is then possible to shed some light on the types 

of career orientation that the hospitality industry enables. Two types are associated with career 

development within a single or predominantly within one organisation (linear upward and 

crystallised careers trajectories), whereas the other two types are related to career 

development across multiple organisations (ascending and lateral career trajectories). Figure 

8.6 portraits the proportion of Employees and Leavers who followed these various career 

directions. It should be noted, however, that many Employees are still at an early stage of their 

careers, and these cannot be interpreted as binding categories.  

 

 
Figure 8.6 | Direction of career trajectories 

Source: Own construction 
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Looking more specifically to the categories in Figure 8.6, linear upward career trajectories refer 

to stepwise, upward career paths, bounded to a single or predominant organisation. This career 

t aje to  is si ila  to “upe s Ca ee  De elop e t model (section 2.2), which also hypothesizes 

upward movement within the organisational ranks. Research participants who exhibit this 

career pattern naturally refer to one employing organisation in which they made several career 

moves; overall, most Employees and Leavers (n=10) made one to three job vertical moves80 

within the same company. Maria (EMP) who has worked in three units of the same company (a 

national hotel group), briefly described how her career developed based on stepwise 

movement:  

Afte  sta ti g o k at Hotel A , I e t f o  rd Receptionist to 2nd then 1st, I passed 

through all these stages. Then I was Controller and became Front-desk Supervisor. 

Afte  N  ea s, I e t to a othe  hotel i  the g oup as F o t-desk Supervisor, but 

quickly became Assistant Manager, because I already had a great deal of experience 

in Front-offi e a d as a Co t olle . N  ea s late , I e a e Deput  Ma age  a d so e 
time later I was offered a move to another hotel. Despite being the same position, this 

is a bigger, more reputable hotel, with a different clientele and a lot busier. 

As it is further discussed in section 8.5, employers tend to rely on traditional, linear career path 

models to define career progression than in e plo ees  ualifi atio s. ‘esea h o ti ues to 
reveal that the apprentice route is still strongly valued by the industry with managers gradually 

progressing all the way though different job position as a means to attain technical specialisation 

and other relevant career competences, hence forming an upward trajectory (Ladkin, 2002; 

Robinson, Ruhanen, et al., 2016; Wang, 2013).  

Although quite less representative, crystallised career trajectories are typified by stagnating 

careers patterns within organisations that do not offer further growth prospects. Research 

participants who exhibit this career pattern were bounded to a single organisation but did not 

enrol in any job move81. Aurora (EMP) and Lucas (EMP), both Receptionists, working for three 

and four years, respectively, for the same organisation with permanent job contracts, consider 

having reached the upper ceiling of growth opportunities within their organisations. The same 

was accounted for Clarice (LEA), who also worked as Receptionist for the same organisation 

along seven years: 

I was hired as a Receptionist and that never changed, though that I ended up doing 

other jobs and having different responsibilities. My case wasn't unique, nor was it the 

only hotel to keep people in the same position indefinitely, despite doing a lot of other 

duties as well. 

In turn, ascending career trajectories are used to describe boundary-crossing movements that 

granted research participants access to higher hierarchical levels. These trajectories (ranging 

from one to eight progressive job moves) were, therefore, synonym of career advancement and 

 

80 For clarification purposes, making two job moves, for example, equates to three different jobs (under the same job 

title or not). 
81 Although not having made any job move, one interviewee, Valentina (EMP, 25 years old, less than one year in the 
Hotel industry), was not accounted for in this category. Valentina had quite recently joined the labour market, hence 

being at a very early stage of her career and likely to change jobs and/or organisations. The assumption that this 

situation is t a sito  is suppo ted  Vale ti a s o e all i te ie .  
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progression across multiple organisations. Celeste (EMP), Octavio (EMP) and Xavier (EMP) 

follo ed the t pi al  hospitalit  a ee  path, sta ing their journeys at the Front-desk and 

climbing the ladder all the way through middle management, up to top management. Although 

the e p essio  li i g the o po ate ladde  is t pi all  asso iated ith o ga isatio al a d 
bureaucratic careers (Baruch, 2009), these participants do not hold a traditional career 

orientation. Their route was made across different organisations, and each organisational 

change reflected an additional step in the typical hotel hierarchy.  

Finally, lateral career trajectories also refer to engaging in frequent inter-organisational 

movements, although such changes are predominantly non-hierarchical. Hence, these simply 

imply change/mobility, not progression. The most significant number of research participants, 

both Employees and Leavers, fit into this category. Thomas (EMP, Waiter, 9 years in the Hotel 

industry) and Rita (EMP, Sales and events Executive, 10 years in the industry) account for the 

highest number of job moves (some moves implying changes in job titles and duties, but all 

taking place at similar hierarchical levels): Thomas made eight job moves while working for four 

organisations, and Rita changed jobs six time while working for five different companies. Alice 

(LEA, five years in this industry) or Samuel (EMP, four years in the industry) are also examples of 

interviewees whose career paths are perceived as lateral: Alice worked for four hotels (four and 

five-star units) always as Receptionist, until she decided for career change, and Samuel made 

his journey across two hotels as Night Auditor and Receptionist.  

Following Feld a  a d Ng s (2007) classification of career mobility (presented in section 4.2, 

Job mobility), linear upward career trajectories are simply associated with job change, including 

changes in work responsibilities, hierarchical levels, or titles within an organisation which, in this 

study, are predominantly the result of internal promotions (Laura, LEA, was the only exception, 

whose job changes were the result of internal transfers). In turn, both ascending and lateral 

career trajectories are associated with organisational change. According to the authors, this 

organisational change may or not involve job change as well; in this study, ascending career 

trajectories also imply job change, as long as progressive, whereas lateral trajectories may imply 

jo  ha ge, as lo g as ot to a highe  hie a hi al le el. Feld a  a d Ng s (2007) proposal also 

includes career/occupational change, which can be interpreted as a fifth career trajectory. This 

scenario is discussed later at section 8.3.1.   

Both ascending as lateral career trajectories rely on the notion of inter-organisational mobility, 

hence being aligned with boundaryless career perspectives that equate a range of possible 

career forms both within and across organisations, which are largely driven by the individuals 

and not by the career system of a single organisation. As previously discussed in section 2.2., 

from a boundaryless-career perspective, career development should have a higher focus on 

strengthening self-direction and adaptability within a more transactional employment context. 

Boundaryless careers can unfold in a variety of ways, and both ascending and lateral career 

trajectories fit the most commonly description of the boundaryless career concept as comprising 

moves across the physical boundaries of different employers. 

Looking more closely at more distinctive career patterns, Gabriel (EMP, promoted to F&B 

Manager after seven years with his current organisation) is one of the few examples of 

interviewees who fit in more than one type of career trajectory. His first career moves were 

mainly lateral, but joining his current employer was synonym of progressive movement 
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(counting two job promotions). Gabriel – together with other interviewees who have enrolled 

in several progressive job moves along their careers – highlight that this was a slow and laborious 

process. Although these interviewees are Older Millennials and career trajectories are expected 

to be different for younger new entrants, as seen in section 2.4.3, T&H organisations are still 

built upon traditional practices (M. Riley, 2019) and newcomers need to be aware of the time it 

will take to progress up.  

Sometimes, the process is described as simpler if the proper opportunities arise. Four 

interviewees (three men and one woman) enrolled in management positions practically from 

the start of their careers (as Hotel Assistant Manager, Deputy Hotel Manager or Events 

Manager), when their previous work experience was limited to curricular internships. These 

oppo tu ities a e ostl  asso iated ith e plo e s  a ilit  to spot tale t i  t ai ees or job 

candidates. For two of these interviewees, holding a Higher Education degree was a key 

distinguishing factor, although referring to a time when tertiary level qualifications were scarce 

(which is not the case nowadays).  

Although described as lateral, boundaryless trajectories, the careers of five research participants 

may also be depicted as butterflying, if their wider professional journey (to which they refer to 

in their interviews) is considered. Butterflying career patterns, which were addressed in section 

2.2, are presented as an extension of boundaryless careers to describe multiple career routes, 

with multiple directions (e.g., horizontal, vertical, intra or inter-sectorial). This is the case of 

Amanda (LEA, ex-Assistant Manager), whose resume combines work experiences in the Hotel 

industry, with business consulting, training in vocational schools and supervisory positions in the 

restaurants sector. Three interviewees (two men and one woman) migrated from the 

restaurants sector (in which they held supervisory/managerial positions) to middle and top 

management positions in the Hotel industry. 

B u o s EMP, General Manager for more than seven years) trajectory is also an example of the 

high o ilit  that t pifies hotel a age s a ee  ad a e e t (Ladkin & Riley, 1996), which 

may sort his career trajectories both as lateral and ascending. Bruno went through several 

organisational changes as General Manager, but although his job title has not changed, these 

moves can be associated with progression if more advantageous contractual terms or higher 

status are involved.  

Looki g at the p o ess of e o i g a  hotel a age , all Ge e al Ma age s i  this stud  
career trajectories follow an ascending and/or linear upward path. Four participants became 

General Managers following a sequence of job positions within the same company (linear 

upward path): Manuel (EMP), with five moves within several hotels of the same group; Xavier 

(EMP) and Julia (LEA), both with four moves within the same hotel; and Martin (LEA), with two 

moves within the same group (simultaneously overseeing two units).  

A similar number of interviewees worked in the F&B or in the Sales and Marketing departments 

en route to achieve this job positions. Two interviewees followed a combined path between the 

F&B and the Front-office. Previous research portraits F&B as the most salient career route 

towards hotel management (Ladkin & Riley, 1996); several participants reinforce this idea but 

also refer to a changing pattern, as it is also observed from the growing role of the Sales and 

Marketing function in the career paths of hotel managers. Two other interviewees, who were 
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among the few people obtaining a T&H degree at the time, entered directly to an Assistant 

Manager or Deputy Manager job position. It is interesting to note that both these respondents 

(both men) felt the need to stress that they had no family ties with their employers. Although 

none of the interviewees referred to family ties within their organisations or to the influence of 

social and family networks in their career development in the industry, some refer that this is 

a  aspe t that highl  i flue es p ospe ti e a didates  oppo tu ities i  the la ou  a ket a d 
progression speed.   

If the job status is taken into consideration (providing that no other criteria for career success 

were evaluated), Manuel (EMP) and Vincent (EMP) were the only participants to register a 

stepwise downward pattern at some point of their careers. Previous research (although with no 

specific occupation) supports that this situation is rarely verified (Reitzle, Körner, & Vondracek, 

2009). Both participants followed this pattern due to geographic changes. Manuel moved from 

Assista t Ma age  to ‘e eptio ist as the esult of epat iatio , he eas Vi e t s jo  ha ge 
from Unit to Deputy Manager happened when he moved from Portugal Mainland to Madeira. 

Benjamin (EMP, Doorman, 10 years in the industry) also exhibit an interesting career pattern, 

which relates to the role pre-entry expectations play in shaping posterior career decisions. 

Benjami s a ee  sta ted at the Po te  i  ups ale/lu u  fi e-star hotels, with the ambition to 

get a Front-desk job position, which he got after four years at a four-star hotel (from an 

international hotel group). Issues related to work organisation, working conditions and 

ps hologi al o t a t fo atio  a d ea h  st o gl  i flue e Be ja i s pe eptio  of u fit 
with this job position and his return to the Porter in a different organisation (a five-star, luxury 

hotel . Be ja i s e pe ie e suppo ts the p eviously discussed notion that many new entrants 

have an over-embellished image of certain desired positions.  

 

8.2.4  Gendered influences in career development 

Although o e s pa ti ipatio  i  oth Highe  Edu atio  a d i  the T&H o kfo e has 
i eased, st o g ge de  i e ualities still p e ail, hi de i g the de elop e t of o e s full 
potential in the labour market (Costa et al., 2011; Costa, Durão, et al., 2015; Santero-Sanchez et 

al., 2015). When questioned if they ever been aware of gendered constraints to career 

construction and development (either their own or for other individuals), and although not the 

majority, a still quite high number of research participants believe these do not exist. As 

graphically represented in Figure 8.7, a notable number of women acknowledge these 

constraints whereas men tend to believe that men and women have access to the same 

oppo tu ities a d o e s e it a d pe fo a e is the st o gest determinant of career success.  

In Table 8.5, the three perspectives on gender- ased o st ai ts to o e s a ee  as illust ated 
ith pa ti ipa ts  a ati es. “o e i te ie ees, listed u de  the No i flue e  group, refer that 

although this a  ha e ee  a  issue of the past , it is ot as pe ti e t o ada s, a d p o ide 
examples of the many women they know who occupy senior management positions and who 

the  des i e as good p ofessio als . I  fa t, he  uestio ed a out this topi , ost 
participants refer to a gender-balanced representation or to the prevalence of women in the 

general hotel workforce – presenting women as the majority of the staff – as well as in 

managerial-level jobs – highlighting how a growing number of women have become General 
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Managers in recent years and how good they were in their managerial duties. Few participants 

(and mostly women do) spontaneously mention the barriers to which women are typically 

confronted within the organisational environment, that prevent them from climbing the 

organisational ladder.  

 

 
Figure 8.7 | Acknowledging the influence of gender in career construction and longevity (Employees and 

Leavers) 

Source: Own construction 

 

Contradictory views thus refer to accounts in which participants state on the one hand that they 

do not perceive any gender-based difference at the workplace, whereas on the other, they give 

conflicting examples, acknowledging several types of forces that prevent women to climb the 

organisational ladder, extensively addressed in previous research (Costa, Durão, et al., 2015; 

Kirton & Greene, 2015; Mooney & Ryan, 2009; Mónica Segovia-Pérez et al., 2019), such as 

occupational segregation (job positions and departments in which there is a significant 

predominance of women), vertical segregation (including the existence of a glass ceiling, 

referring to hierarchical levels from which no women are found), pay differences (typically 

providing the example of women managers who are paid less than men in the same position), 

or increased difficulties in reconciling work and personal/family life.  

Three women in managerial positions refer that in their hotel groups there is great receptivity 

in promoting women to leadership positions providing that the person demonstrates having the 

desired skills and profile, but acknowledge that wage gaps between female managers and male 

managers do exist at these higher hierarchical levels – these differences are, however, justified 

by seniority on the job, giving that all the female managers took on these positions more recently 

than their male counterparts. Despite overt discrimination being pointed out as the main 

determinant for gender pay gap (Carvalho, 2017; Santos & Varejão, 2007), when directly 

questioned about this, a very limited number of female research participants do actually 
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acknowledge the existence of gendered pay discrimination (this and other forms of gender-

based influences on the workplace are discussed in section 8.2.4). In fact, Carvalho (2017) 

suggests that this t pe of pe eptio s a e la gel  due to i di iduals  o  o eptio s of what 

constitutes discriminatory behaviours or not. As seen in Table 8.5, participants acknowledge the 

existence of a number of gender-based pressures and constraints, yet feeling the need to stress 

that they have never felt discriminated.  

 

Table 8.5 | ‘esea h pa ti ipa ts  a ou ts of the e isti g i flue e, o  ot, of ge de  i flue es i  
career construction and longevity 

 

Source: Own construction 
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Among those who consider that women face additional barriers in their careers than men do, 

issues such as discrimination due to pregnancy in a near future and having of children (alluding 

to an increased perception of reduced availability to work), long hours and overtime culture, 

sexual harassment and smear campaigns, sexist work practices (mirroring the predominance of 

a male culture), gender pay gap, or the glass ceiling effect, were mentioned. As previously 

mentioned in section 7.2.4, three interviewees also refer to feminised characteristics that are 

frequently assigned to women as workers, that are not perceived as desired or hamper their 

leade ship skills, su h as o e s se siti it  o  f agilit . As p e ious esea h u eiled, 
although the ideal tou is  o ke  status is f e ue tl  des i ed a o di g ith ge de -

eut al  ha a te isti s su h as attitude, a aila ilit , p ofessio alis , o  illi g ess to 
accomplish, social rep odu ti e ge de  oles a e fou d to hi de  fe ale o ke s  a ilit  to fit 

ith the ideal o ke  odel (Costa, Bakas, Breda, Durão, et al., 2017).  

Us o e , e eall  ha e to asse t ou sel es u h o e. It s e  sad, ut I ha e 
come across situations where being a woman was always much more questioned. I 

was their boss, but I still had to show that I knew what I was saying, because many 

topics – sales, recruitment, finances, maintenance – are seen as a male domain. I 

did t feel so u h uestio ed  su o di ates, ut I felt uestioned especially by 

other managers at the same level, by national clients, and even by the community 

where I live. Why would a woman work at night in a place that has rooms? I was 

impressed to hear those comments in the neighbourhood. (Maria, EMP, Deputy 

Manager) 

I felt that it was difficult to get where I got because I was a woman. Many times I had 

to change my profile and my character, I had to be a very cold and arrogant person, 

in order to create the conditions to be seen as an integral part of that g oup. It s 
harder, more so in Central Portugal, where the mentalities are like that. No one seems 

to a e a out that, the  a e all e  u h i  fa ou  of ge de  e ualit , ut that s ot 
as straightforward, as flowery as it seems. Even my employees, many older than me, 

middle-aged men, they only started to accept me when they started seeing the good 

results: overtime hours paid on time, bonuses for attendance, holiday schedules. Had 

they had a man in management, they would have certainly accepted better. (Julia, 

LEA, ex-General Manager) 

Here in the company there are many female ((middle)) managers, but I notice that it 

is al a s o e o pli ated to p o e o e s o th a d e take  se iousl . I  the highest 
positions of the company there are only men. Women are valued, but they are not 

taken as seriously. They may even reach that position, but the way they are looked at 

is different. I think people tend to take men more seriously, as if women were more 

sensitive, as if they would break down more easily, as if in a complicated situation, 

the  e e t a le to sa  o  e' e goi g to fi  this a d that s it.  E a, EMP, 
Receptionist) 

Following the discussion on the influence of gender and age on interpersonal relations at work 

(see section 7.2.4), Vera (EMP, 26 years old) and Clara (LEA, 28 years old when leaving the 

industry) assign difficulties in managing work relations to the intersection of these two 

demographic characteristics, gender and age, considering that young women experience high 

constraints in making oneself respected as a supervisor, listened and obeyed. Concerning age, 



 375 

this typically happens when team members are older. Previous research has also found that 

older members of staff find it particularly difficult to deal with having a female manager (Costa, 

Bakas, Breda, & Durão, 2017). With respect to gender, young female power and competencies 

as supervisors/managers are more frequently challenged than their male counterparts, as well 

as whether the other team members are men or women. In organisational settings, not only 

power is typically associated with masculinity, as men also tend to easily conform with 

o st u tio s o  hat is pe ei ed as good  a age e t (Costa, Bakas, Breda, & Durão, 2017). 

Considering the different groups of interviewees, it is observed that in the case of those who do 

acknowledge gender to be an influential factor on career development, there is a similar 

proportion of Employees and Leavers, with the prevalence of women in both these groups. 

However, when it comes to Newcomers, it is actually men who tend to emphasise the barriers 

and constraints that their female counterparts find. Some female Newcomers stress that they 

have never experienced any form of discrimination, while recognising that they are aware that 

men are over-represented in managerial positions and usually better paid, and expect to 

encounter some type of barriers in their careers for being women. Overall, male Newcomers 

see  to e pa ti ula l  ell i fo ed a d a a e of these issues, as Ma io s testi o  
(prese ted elo  e ide es, hi h a  i di ate that ge de ed ste eot pes a out e s a d 

o e s oles a e p og essi el  ei g uestio ed. Ho e e , su h a ou ts also ei fo es the 
need to educate women about the barriers they will face once in the labour market as an 

important constituent of T&H education programs (Zhong, Couch, & Blum, 2013). 

I ight e o g, ut I  p ett  su e that a  e plo e s do t hi e fe ale 
employees because they know that they might have a child and then six months at 

home. This is still associated with women, but fathers should be allowed to stay as 

long at home as mothers, otherwise they are also being disadvantaged. I know very 

su essful o e  a d e , ut I do t thi k oth ha e the sa e oppo tu ities 
because once they reach the age of having children, the woman either gives up being 

a mother, or gives up on her career, she has to make a choice. I have friends in this 

situation, who are thinking of starting a family, but they know that if they do it now, 

they will have a break in their careers. And this is because most of our employers are 

still very old-school. A couple that has a child, if the child needs to go to the doctor, 

99% of the times it is the mother who stays with him/her. Everything falls on the 

mother and the employers knows that if there are two people on the same level, with 

exactly the same qualifications, if one is a woman and the other is a man, he will 

probably choose the man. (Mario, NEW) 

Ma io s ie  is alig ed ith entrenched stereotyped gender roles which conceive women as the 

primary caregivers and men as breadwinners. Many other participants reinforce this idea, 

making reference to the parental responsibilities which are typically expected to be taken by 

women, as the following quotes reveal: 

It s o l  o e  that deal ith this type of issue, because the responsibility is usually 

o  o e , it s the othe s ho ha e to pi k up thei  hild e , it s al a s the othe s 
who have to deal with children. (Sabrina, LEA) 

Perhaps abroad this is a little more blurred, but in a country like Po tugal, the e s o 
turning back, we have a tradition of giving women the role of being at home with their 
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hild e . Besides the fa t that the Po tuguese a e also heli opte  u s  a d ell, it s 
good for them to want to be with their family, so working more than eight hours is 

o pli ated. It s ot eas  fo  those ho a t to e o e othe s a d a t ti e to 
be at home, but also want to feel fulfilled at work. Maybe there are two women in 

every 10 who manage to evolve like this, and maybe they have to renounce 

motherhood or to become mothers much later, because they prefer to invest in their 

career first. (Joel, LEA) 

Follo i g Ma io s efe e e to pate it  lea es – this was the solely reference to paternity 

leaves, as when all references made with this regard concerned maternity leaves, which again 

ei fo es o e s so ial ep odu ti e oles (Costa, Bakas, Breda, Durão, et al., 2017) – 

previous research on gender equality in tourism companies has found that the welfare state, in 

particular initiatives in the form of legislation related to parental leave, play an important role 

in promoting gender equality within tourism labour. In Portugal, incentives are offered to 

parents who decide to share the parental leave, but the number of new fathers making use of 

their paternity leave is still very low (Bakas, Costa, Durão, Carvalho, & Breda, 2018). When 

compared to the OECD average of 1.4 weeks, new fathers in Portugal are able to take a five-

weeks paid paternity leave; however, new mothers are only given six weeks of paid leave, 

compared to the OECD average of 18.1 weeks, making Portugal one of the countries with the 

shortest maternity leaves in Europe (OECD, 2018).  

Although a  of o e s hoi es ega di g o k a d fa il  espo si ilities a e ofte  
des i ed as ge ui e hoi e , lite atu e o  o e  anagers reveals that this choice is actually 

an illusion, ignoring the visible and invisible organisational and societal barriers that constrain 

their options (Acker, 2006; Mooney & Ryan, 2009). This is suppo ted  othe  pa ti ipa ts  
accounts, who refer to the impact that having children had in their career decisions or those of 

their spouses. As mentioned in section 7.2.6, Ga iel s (EMP) wife had to choose to stay with 

their son, as both were working in the Hotel industry and had little control over their working 

time arrangements. For both Amanda (LEA) and Clarice (LEA), not benefiting of any 

organisational measures that could ease work-life balance, having children highly impacted their 

decision to leave the Hotel industry. As addressed in section 2.4.3, having children has a greater 

impact o  o e s a ee s tha  o  e s (Costa et al., 2012; Mooney, 2009). This is also 

observed in this study, although some male participants have also mentioned their families (e.g., 

lack of time to be with the children), none has mentioned their family life to interfere with their 

work roles. “e e al pa ti ipa ts  a ou ts ji e ith the fa t that o e  a e ie ed as o e 
e pe si e a d less elia le o ke s tha  e , la gel  due to the la s that ha e ee  help the  
combining their productive and reproductive roles (e.g., maternity leave, kindergartens, 

childcare allowances) O adić & Ma ić, , p. . 

 

8.3  Career decisions: Withdrawal vs permanence and its implication for 

employee engagement 

E e o e e e tuall  lea es, as o o e sta s ith a  o ga isatio  fo e e , ut e plo ees  
intention regarding their future attachment can range from short-term to long-term, 

considering either their desire to leave and/or their desire to stay. Changes in the employment 
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relationship in contemporary organisations have led to changes in the nature of psychological 

contracts whi h efle t i di iduals  su je ti e i te p etatio s a d e pe tatio s a d affe t hat 
they take into account when deciding to stay with or to leave an organisation. The fulfilment of 

psychological contracts is strongly associated with reciprocation in the form of positive attitude 

and proactive behaviours which support both individual and organisational success. 

 

8.3.1 Profiling the participants: Withdrawal vs. permanence cognitions 

Co side i g esea h pa ti ipa ts  su je ti e i te p etatio  o  the exchange relationship, nine 

different patterns were identified with respect to the meanings that individuals ascribe to 

staying or quitting their employing organisational and/or their occupation. These patterns 

resulted in a set of profiles that characterise the extent to which the different dimensions of 

QWL impact employee turnover and retention and career longevity: 

i. Employees were profiled under the labels: Resolute job/career stayers, Resolute 

job/career leavers, Potential job/career stayers, and Resolute job/career leavers; 

ii. Leavers were profiled under the tag Reversible (career) leaver and Irreversible (career) 

leaver; 

iii. Newcomers were designated as Willing to pursue a career in the Hotel Industry, Not 

willing to pursue a career in the Hotel Industry, or Easily lost to a different occupation.   

Each one of these profiles is described with further details below, in reference to the three 

groups of participants in this study.  

Employees 

Considering that Employees were the only group of interviewees working in a hotel at the time 

of the study, they were asked about their careers in the industry, focusing on both past 

experiences and experiences with the current employer (section 5.5.1). Therefore, these 

pa ti ipa ts  a ou ts ielded four possible profiles, defined both in reference to their current 

employing organisation and their career in the hotel sector. Figure 8.8 exhibits the proportion 

of interviewees fitting in each one of these four profiles, which can be interpreted as being place 

in a continuum ranging from those career actors who are resolute in their decision to remain 

with their organisation/in a T&H career, to those who are resolute in their decision to leave, 

either their organisation or their career in the industry.  

As the labels clearly suggest, ‘esolute sta ers  refer to career actors who have a strong sense 

of identification with this occupation and good perceptions of fit with their jobs. These 

interviewees are quite determined to continue working for their current organisation in the 

medium/long-term. Although they may recognise limitations to their organisational careers or 

highlight several negative aspects of their job and/or organisation, they lean towards a more 

general positive evaluation, hence being considered satisfied with their jobs. 10 out of 11 

Employees who are profiled as Resolute job stayers hold supervisory/managerial positions, 

either at middle or top level, which might explain their levels of satisfaction with their current 

employment situation and prospects within their organisations. Similar principles apply to 

individuals who are strong willing to continue developing their careers in the industry, hence 
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subjectively assessing their careers as successful and satisfactory. About half (n=8) of the 

Employees with permanent work contracts are not looking for alternative jobs, hence not willing 

to leave either their current organisations or their careers in the hotel sector, which is congruent 

with the fact that these participants are also profiled as Resolute Job/Career Stayers. 

I've been enticed three times by big companies, big national hotel groups. The first 

time I was completely clear with my Director, I told him, and he admitted that he 

ould t pa  e o e, ut e e  so, I said I ould sta . Be ause I identify with the 

company, I identify with our goals and our strategy. It was a superior offer only in 

terms of salary and other benefits. Eventually I could have prospects ((of progression)) 

because it was a renowned national group. But the fact that, at a first stage, I would 

do only that ((more limited functions, less autonomy)) and that I was going to lose 

o ta t ith e tai  olleagues a d lie ts, ade sa  o . Ad ia a, “ales a d E e ts 
Manager, Resolute job/career stayer) 

My goal is to be a Hotel Gene al Ma age , a d I  o ki g o  it, I elie e I ll get the e. 
(...) Yes, yes [I would like to stay with this organisation]. The company is still growing. 

It s a sta le g oup, that gi es ou so e se u it , the e u e atio  is ok, a d it is 
always paid on ti e, it s a good g oup to o k fo . Jai e, Assista t F&B Ma age , 
Resolute job/career stayer) 

Pote tial sta ers  refer to career actors who are interested in maintaining membership with 

their organisation, as long as their working conditions and status are, at least, maintained (i.e., 

do not worsen). These participants enjoy working in Hospitality, despite most of them not being 

very confident when choosing a T&H degree (section 6.2.2). They believe that their overall 

working conditions are not bad and find many positive aspects in their jobs/organisations, 

despite the majority feels under-valued and lack recognition and appreciation for their work. 

Similar tenets apply to careers, considering that Potential career stayers are likely to stay 

committed to a career in the industry, despite changing employing organisations. These 

interviewees are still at a young age and at an early stage of their careers and are interested in 

exploring different jobs within different organisations in order to discover which better suits 

their needs and career ambitions. However, they are keen to keep this pursuit only until a given 

point, and if their goals are still not achieved, they are very likely to be open to a different 

occupation.  

The e s a Ma age  he e ho I e o ked ith efo e, e sha e a  ideas, a d e 
a e f ie ds a o e all, ut e k o  ho  to sepa ate thi gs a d that s hat allo s fo  
a good o k e i o e t. But to thi k I ll spe d the est of  life at this o pa , I 
do t k o . This is a e  sta le o pa . I e ee  th ough a o th of o k a d late 
pa , a d that s e  u fo tu ate. I  this o pa , that has e e  happe ed. But I  
opened to new challenges. (Gabriel, F&B Manager, Potential job stayer) 

Pote tial lea ers , a second intermediate profile, includes career actors who are more leaned 

towards withdrawal than Potential stayers. Albeit not necessarily overall dissatisfied with their 

jobs/careers, these participants do not rate several aspects of their jobs very positively, hence 

frequently questioning how long they will be able to endure. Contrarily to Potential stayers who 

are not likely to leave unless their working conditions deteriorate, these participants are not 

likely to stay if the negative features of their job/career do not improve to some extent. These 
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participants admit to frequently think about leaving their organisation (considering changing 

jobs and taking a second chance of finding more satisfactory terms and conditions) and/or 

career in the industry (when having worked for several organisations and perceiving no 

improvements). Therefore, they tend to be actively involved in job search, hence looking for 

alternative job opportunities with better terms than those they benefit with their current 

employer and/or in the Hotel industry.  

He e I do t ha e a  o plai ts, the e ee  e  ho est a out it, the  pa  ell. Of 
ou se I d like to ake o e, ut ealisti all  speaki g a d seei g ho  it is i  othe  

pla es, I thi k I  good he e. At this point, if something better comes up, even if not 

money wise – though it a t e u h less tha  hat I ake o  – ut if it s diffe e t, 
es, I  i . “a uel, ‘e eptio ist, Pote tial jo  lea e  

‘esolute lea ers  refer to career actors who are disillusioned with their employing organisation 

or with their overall career in Hospitality and already took the decision to withdrawal. Although 

not very substantial in number, which is quite positive, these participants are already making 

plans and actively searching for a new job; the moment the opportunity rises, these participants 

will opt for the change. At the time of the interview one of the participants was already 

negotiating the change to a new organisation (a lateral job move, considering that it was the 

same position in a different company).  

I ha e a fe  pe so al atte s to take a e of, ut o e that s do e, I  lea i g the 
hotel. (Aurora, Receptionist, Resolute job leaver) 

I  ot pla i g o  sta i g u h lo ge , I ll lea e  the e d of the ea . I e 
inte ie ed at a fe  pla es, ut I e ee  t i g to get out of the Hotel i dust  
because these are the conditions we have. My goal is to leave the Hotel industry, but 

I d still like to t  so ethi g else i  Tou is  efo e, i  a diffe e t a ea. Leti ia, 
Receptionist, Resolute career leaver) 

When the E plo ees  views regarding the likelihood of remaining with their current 

organisation are combined with their views about the predisposition to continue pursuing a 

career in the hotel sector, 11 different possible combinations emerge, as displayed in Figure 8.9. 

The ala e is uite positi e, o side i g that al ost half of E plo ees  a ou ts n=11) are 

indicative of a strong will to remain both with their current employing organisation, as well as 

to continue pursuing a career in the industry. A significant number of career actors (n=5) are 

also resolute in developing their career in the industry, while leaned toward remaining with their 

organisation. It is considered very positive that only one participant is doubly profiled as 

Resolute leaver. For Resolute job leavers, recognition and appreciation strikingly stands out as 

the main issue influencing these parti ipa ts  pe eptio s of QWL a d ithd a al i te tio s. 
For the only Resolute job/career leaver, pay (unclear and unfair criteria to define pay), lack of 

recognition and appreciation (either in the form of intrinsic or extrinsic rewards), difficulties in 

reconciling work with personal life (lack of time for leisure and socialisation), and a poor social 

atmosphere (due to excessive turnover rates, which weakens affective ties), are the main 

antecedents of withdrawal intentions.  

One participant was profiled as Potential job stayer, yet simultaneously described as Potential 

career leaver. Although this a  see  o t adi to , Be ja i s EMP, Doorman) narrative 
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suggests that constituent organisational commitment largely contributes to his desire to remain 

with his current organisation. However, himself admits that if his job conditions ever get worse 

and he decides to leave the organisation and look for another job, he will start looking for jobs 

in a different professional field rather than in the Hotel industry.  

 

 
Figure 8.8 | Career profiles: Employees 

Source: Own construction 

 

Special attention should be given to the participants doubly profiled as Potential leavers, 

considering that despite being disillusioned with the Hotel industry, efforts directed at foster 

increased satisfaction and perceptions of career success could positively reduce their 

withdrawal intentions and prevent the loss of these qualified professionals. For these Potential 

job/career leavers, recognition and appreciation, work-life balance, and pay are the most 

pressing issues. Although not evaluating interpersonal relations at work negatively, they 

consider that benefiting of higher supervisory support could benefit their well-being at work.  
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Figure 8.9 | E plo ees  o i ed ithd a al s. pe a e e i te tio s to a ds thei  u e t 
organisation and their careers in the hotel sector 

Source: Own construction 

 

Leavers 

Following the analysis of Lea e s  main motives for career change (section 8.2.2), when 

examining Lea e s  accounts of their work experiences and careers in the hotel sector, two 

distinct profiles emerged, yet with approximate proportions: one group of career actors whose 

career change decision still has the possibility of reversibility (n=6), and one group of individuals 

whose decision is permanent and definite (n=8) (Figure 8.10).   

‘e ersi le lea ers  configure a group of career actors who have a strong affective connection 

with Hospitality, and whose decision to change careers was taken after careful deliberation and 

at high emotional cost, hence being considered regrettable and difficult. The majority of these 

Reversible leavers are participants who were highly confident on their vocational choice when 

choosing a T&H degree (section 6.2.2). Such participants describe themselves as having been 
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always fascinated with and attracted to the Hospitality world, feeling that they had a good fit 

with hotel jobs and were highly service-oriented. While remuneration was not a pressing issue 

to the majority of these interviewees (yet, it was the decisive aspect for one Leaver), insufficient 

time to rest and recovered from job demands were more strongly emphasised, by being 

associated with physical and psychic exhaustion and further health problems. Concerns with the 

work-life balance were also raised, especially by married individuals (both women and men) with 

children or considering becoming parents. 

I may not be good at many things, but I was good at my job. I wish I could go back to 

the Hotel industry, preferably to start a business on my own, so I could do things my 

way and work with people who think the same way I do (LLL). Unless a very good 

proposal came up, making me feel that a proper compensation exists, and all my 

ights ould e g a ted. Be ause I do t a t to e i  those shoes agai , goi g ho e 
feeling that, apart from customer satisfa tio , I  ot taki g a thi g else o th . 
(Clarice, ex-Receptionist) 

The enthusiasm I had back then, I still have it; I was quite happy working in Hospitality. 

Obviously, we never know which context we might find, it would depend on the people 

invol ed a d o  the a itio  of the p oje t, ut I o t sa  o, e ause the e a  e 
an irrefutable proposal. But again, the issues regarding salary expectation still exist. 

Considering my past experience and the skills I still feel I have to grasp a project like 

this, I ould t ule it out just like that. But of ou se, I d ha e to eigh a lot of thi gs, 
admitting that the most certain thing would be to change my residence, I would have 

to think about my family. But I would like to leave that open, instead of saying that I 

would never return to the hotel business again. (Joel, ex-Purchasing Executive) 

 

 
Figure 8.10 | Career profiles: Leavers 

Source: Own construction 
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Irre ersi le lea ers , in turn, naturally share many of the characteristics of Resolute leavers, as 

seen for Employees. Not only these career actors are not interested in making a return to 

Hospitality as they found better conditions in a different field of activity, which they are not 

willing to give up. Their main driver of dissatisfaction are found to be related with: inadequate 

pay (which was described as low and stagnant over too much time), lack of recognition and 

appreciation that undermined both individual and group motivation, and high psychological 

demands and extreme fatigue, mostly due to disturbance during time off work and the constant 

availability required, which also pose difficulties in work-life reconciliation. 

To be able to get to the time of leaving, even if I leave an hour or half an hour later, 

to e a le to ha g up a d ot thi k a out o k agai  u til to o o . That s  ideal. 
It has ee  a  ea s o ki g i  Hospitalit  a d I did t a t that a o e, I 
wanted something completely different, so that I could disconnect, think about my 

family and my friends, look after myself and enjoy life. (Sabrina, ex-Assistant 

Manager) 

‘ight o , a d si e I  e  happ  ith  e  jo  a d I ha e a lot of p ospe ts to 
develop my career and grow within the company, that weighs a little. And that, 

together with the reasons that made me leave the hotel, which were the schedules 

and the lack of time to live my own life, does t ake e thi k a out o i g a k. 
(Cecilia, ex-Waiter) 

There are many companies in other fields with a completely different mindset, like this 

one where I am now. Everything is thought out for the benefit of HR, there is a huge 

concern for human capital, there is development, there are benefits, which I have 

never seen anywhere in the hotel business. So, in this way, Hospitality never again. 

(Clara, ex-Assistant Manager) 

Findings from a study with hospitality professionals holding a relevant degree but no longer 

employed in the hospitality industry reveal that the decline in career commitment was largely 

due to the lack of reciprocation for a degree. Considering the high costs of undertaking a degree, 

higher return on that investment, especially in the form of better career opportunities and 

higher salary, was expected but not obtained (Gebbels et al., 2020).  

Although Reversible Leavers do not exclude the possibility of returning to the industry, if the 

right project comes up or if the right conditions are on offer, the high majority acknowledges a 

somewhat little likelihood that a return can actually happen. From the six interviewees profiled 

as Reversible Leavers only one equates this return to occur in the short-term, as arrangements 

are being made to this end. The remaining Resolute Leavers, together with Irreversible Leavers, 

represent therefore a loss to the industry. Considering the scenario on the employee turnover 

in the hospitality industry portrayed in section 4.3.3, the findings of this study seem to reinforce 

the concerns about the capacity of the T&H industry in remaining competitive as a long-term 

career choice.  

Newcomers 

Students are likely to have different views on T&H employment and their career choice at each 

stage of their study programme (e.g., Penny Wan, Wong, & Kong, 2014; Wen, Leung, Li, & Kwon, 
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2018). Most of the Newcomers participating in this study (75%) were at the final year82 of their 

study programmes, meaning that most of them have already been enrolled in all the internships 

stipulated by their programmes (only George and Abel still had one internship left to complete). 

This suggests that by this stage, most of the interviewees had somewhat clear views on their 

career intentions in the industry. 

When analysing Ne o e s  accounts regarding their ambitions and expectations towards the 

hospitality industry, informed by their internship and/or previous work experiences in hotel 

jobs, three different profiles were identified: those who are willing to pursue a career in the 

industry, those who are not, and those who might be easily lost to other professional field if 

their expectations are not met (Figure 8.11).  

 

 
Figure 8.11 | Career profiles: Newcomers 

Source: Own construction 

 

In a study with undergraduate T&H students, Richardson (2008) found that 50% of the 

respondents were already considering a career outside the industry, whereas Costa et al. (2012) 

found that 28.4% of Tourism graduates were working outside the Tou is  field. I  ‘i ha dso s 
(2008) study, 96.3% of the respondents mentioned that their working experiences were the 

main reason for not being willing to pursue a career in the industry. Contrary to these previous 

findings, the majority of the Newcomers interviewed in this study are actually contemplating a 

future career in the industry. As presented in section 6.4.2, in which Ne o e s  accounts of 

their internship experiences were analysed, most interviewees referred to both positive and 

negative aspects, and three had nothing but positive aspects to highlight. Considering that a 

 

82 Two Newcomers enrolled in post-graduate studies were also at their final year.  
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significant number of research participants chose a T&H career in light of the perceived job 

opportunities and the propensity to obtain a job (section 6.2.1), Ne o e s  career decision 

making and intentions are also found to be contingent on perceptions of multiple jobs on offer 

(see section 8.2.1). However, it is likely that this is not enough to ensure that these individuals, 

once they have a secured job, will be willing to remain in the industry in the long-term.  

As the first label suggests, Willi g to pursue  refers to career actors who have a strong sense of 

identification with this occupation and willingness to get a job in the hotel sector upon 

graduation. These participants are found to strongly display a hospitality identity (as discussed 

in chapter 6), hence being highly driven and motivated, service-oriented, as well as likely to be 

resilient in the pursue of their career goals and to look for return on their investment in a T&H 

degree. These interviewees acknowledge that the long working hours and unsocial schedules 

are a negative aspect of hotel jobs but consider to be prepared to deal with it. They also believe 

that the T&H labour market is highly permeable (Feldman & Ng, 2007), consisting of many 

organisations and job opportunities and relative ease of entry, as well as many opportunities for 

career progression. Half of the Newcomers interviewed in this study are deemed to fit in this 

profile.  

No doubt my goal is to work in the Hotel industry. I will only be happy once I find a job 

in a hotel group that pleases me. (Rafael)  

I a t see self stud i g a thi g else o  doi g a thi g else, a d I do t eg et, ot 
once, pursuing this career. (Alexandra) 

When analysing the perceptions of QWL issues in T&H of these career actors, based on their 

own on-the-job experiences, it is observed that some highly value the non-routine and 

challenging trace of most hotel job roles, which is closely aligned with the reasons some 

participants refer as what attract them in a T&H career in the first place (section 6.2.1). Several 

interviewees with this career profile anticipate that salaries will be the most poorly evaluated 

aspect of their jobs, yet some refer that extrinsic rewards such as pay are not their main driver 

and believe that opportunities for promotion to high pay jobs can be a way of overcoming such 

limitation. Two dimensions stand out for most of these participants: recognition and 

appreciation for work (n=5) and work-life balance (n=6). Recognition is pointed as just as 

important, if not far more so, than salary, and perceived as underlying potential progression 

opportunities. Concerning work-life balance, and as discussed in section 7.2.6, Millennials – all 

Newcomers being Younger Millennials – value work-life balance higher than all other job 

characteristics (excluding salary) (Deloitte, 2016).  

The Not illi g to pursue  profile reflects an opposite tendency to the one just described. These 

interviewees are found to be already at this stage, while still students, disenchanted with the 

picture they have idealised about hospitality work. These Newcomers are willing to finish their 

degrees (not changing areas) but are determined to look for a first job in a different field, aiming 

for different working conditions than those offered by hotel companies. These interviewees 

believe that their degrees have endowed them with transversal skills that are valued outside the 

T&H industry, hence being keen to make this change.  

If e e stud i g fo  it, e should e a itious. It is t as if I ould t like to o k as 
a Receptionist, but I know now salaries are terrible and I want to have a good lifestyle, 
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go on vacation, provide good opportunities for my children. On top of it all, we work 

on special occasions like Christmas. Obviously, someone has to do it, but we should at 

least be rewarded for it. I pity the parents who work in the Hotel industry because I 

do t k o  he e the  get the e e g  a d patie e to e ith thei  spouses a d 
children after heavy workdays like these. (Carla, Polytechnic HEI attendant) 

I chose to do my internship in a hotel because I always wanted to know how it was 

like, I was always very curious about that kind of business environment. But I realised 

it is t e a tl  hat I d like to do i  the futu e. I d athe  t  jo s i  diffe e t i dust ies 
and have a clearer idea of what I want. (Andrea, University HEI attendant)  

Considering the Newcomers assigned with this career profile and their perceptions of QWL 

issues, it is observed that their main concerns about the future are related with: high emotional 

demands from frequent customer interactions, highly stressful workplaces (mostly due to time 

pressures and overload), and low and inadequate salaries (in light of the effort expended) that 

typify most hotel jobs (especially those job positions which Newcomers anticipate to more easily 

access to).  

Under the label Easil  lost , are included career actors who desire to pursue a career in 

hospitality and have their goals and expectations clearly defined. Yet, if not met, they are open 

to work in a different professional area, if that yields them the opportunity to achieve such goals 

(e.g., good salary, job status). As the following quotes exemplify, the low salaries of the T&H are 

of the most significant concerns of this group of Newcomers: 

With my professional training, with the investment made in such an important 

industry, making so little ((money- ise  does t i g a  alue to e, espe iall  if 
taki g i to a ou t  alue a d hat I ould offe  to the o pa . P o a l  I ll e d 
up working on something else by taking advantage of my management training, and 

making money according to what I do. So I'll try to stay involved with Management, 

even if it means distancing myself from Hospitality. (Emilia, University HEI attendant) 

Whe  I sta ted  deg ee, I as e tai  I d o k i  the Hotel i dust , ut o , 
honestly, I  ot so su e. Be ause I e see  a ot so fa ou a le side of it, a d a lot of 
my colleagues have the same notion. I think the Hotel industry in Portugal and its 

conditions are not that attractive. I enjoyed the internships in the Group X 

((international hotel group)), but I cannot understand how top companies pay so little. 

(Edgar, Polythecnic HEI attendant) 

Whe  looki g o e losel  at these a ee  a to s  ie s o  the diffe e t aspe ts of o k i  the 
industry, concerns with the fairness of salaries are again raised, as well as with the under-staffing 

practices that overburden core work teams, the physical and emotional demands of front-line 

jobs (mostly due to long hours, physical effort and customer incivility), the lack of recognition 

(mostly associated with leadership and communication), and the reconciliation of work and 

family life (which is anticipated with regards to front-line jobs and shift-work).  

No relation was found with the number of internships experiences and Newcomers  ie s o  
their continuity on the industry, as students either with multiple internships or just with one 

experience are found across all three profiles. However, as far as the length of internship 

experiences are concerned, those who are willing to pursue a career in the hotel sector were, in 
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average, enrolled in longer periods of on-the-job training. As seen in section 6.4.2, internship 

length is perceived as important not only in influencing adaptability to a future job and the 

recognitio  of the t ai ees  o pete ies, ut also i  shapi g e  e t a ts  e pe tatio s a d 
provide them with a clearer preview of hotel jobs. Internships extensively impact career 

aspirations, choices, and development. Effectively designed internship programmes are a key 

dete i a t of stude ts  o it e t to lo ge  te  a ee s i  the T&H i dust  (Robinson, 

Ruhanen, et al., 2016). 

As far as educational background is concerned, previous research found that the field of activity 

that Tourism students (in both Generalist and Specialist degrees) preferred is Hospitality, and 

this is in fact the sub-sector in which most graduates are employed, both men and women (Costa 

et al., 2012). Key-i fo a ts  pe eptio s o  stude ts  a kg ou d suppo t that stude ts f o  
Specialist degrees are more likely to pursue a career in the hotel sector, as Generalist degrees 

traditionally offer a more diverse array of prospects across the different activities that comprise 

the Tourism sector. However, Newcome s  accounts do not provide enough information with 

these ega ds a d fu the  esea h ould e e essa  ith the efe e e to the stude ts  
degree background and their willingness to pursue a career in Hospitality. As a high proportion 

of graduates are working outside the tourism field (28.4%), this may suggests that the labour 

a ket is faili g to eet e  e t a ts  e pe tatio s (Costa et al., 2012). 

 

8.3.2 Finding balance, reciprocity, and the right fit 

Organisations currently develop their activities in uncertain and changing environments and one 

of the key strategies to sustain competitive advantage is to count on employees who are 

committed to their work and to the organisation, who identify with the o ga isatio s  alues 
a d pe ei ed the o ga isatio s o je ti es as efle ti g thei  o  i te ests a d goals. Although 
organisations need a committed workforce more than ever, changes in the nature of work and 

in employment relationships underpinning new career paradigms challenge some forms of 

commitment. The commitment to the employer organisation has been gradually losing its 

centrality and the focus of commitment to other targets arose (Klein, 2013). The T&H needs to 

develop an appropriate environment in order to control the level of employee turnover. An 

important component of this environment is to create a sense of belonging, which emphasises 

the value of long-term employment (Deery & Shaw, 1997).  

As seen in sections 4.4 and 7.2, positive attitudes and proactive behaviours which may support 

both individual and organisational success are largely dependent on perceptions of 

reciprocation and balance in exchange relationships. Social exchange involves unstipulated 

obligations, such as, in case of favour of one party to another, a return of favour is expected at 

a future point. In this type of exchange relationship, both parties are to accept the norm of 

implicit reciprocity, with an obligation of the beneficiary to reciprocate the benefit later on. The 

timing and the nature of the latter are unspecified, which requires the benefit provider to trust 

that the recipient will return the favour in the future. Due to longevity of the relationship, the 

e ipie t s illi g ess to e ai  o liged to the e efi ia  a d the latte s t ust i  the e ipie t s 
illi g ess to epa  oth serve to strengthen the mutual benefit bestowment and the 

respective discharge of obligations over the course of the relationship (Coyle-Shapiro, 2006). In 
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fact, most Leavers do acknowledge to having trusted their employers that if they did excel in 

their performance and demonstrate o it e t a d i ol e e t ith o pa s goals, the  
would progress in their careers, reach a desired position and/or see earlier made promises 

fulfilled. As Ce ilia s (LEA, ex-Waiter) testimony evidences, this was frequently mentioned as not 

being the case: 

I tried to give everything of myself, to also to rest on my laurels , but it came a 

moment that I felt it was no longer worth (LLL); so, I gave up.  

Most Leavers (n=8) gave special emphasis to this situation, pointing it as one of the most 

significant reasons that lead to their disillusionment with the T&H industry. Multiple references 

were made to the belief that they were outstanding employees, dedicated, willing to make 

sacrifices, who perceived the business as their own. Yet, the norm of reciprocity was understood 

as not being fulfilled by their employers, who they consider to, at a given moment, not having 

paid thei  dues .  

Follo i g esea h pa ti ipa ts  otio  of the employability skills which are expected to ensure 

that T&H graduates can effectively and innovatively apply their expertise in the workplace, a 

positive work attitude is also perceived by several interviewees as an ability that influences 

career success. Such positive attitudes translate into resilience, enthusiasm for work, vigour and 

energy, hard work, willingness to accept challenges and to take the initiative. Engagement is an 

i t i si  attitude that de otes a  e plo ee s e thusias  fo  his/her job. Following Robinson s 

et al. (2004) reference to the characteristics of engaged employees (see Figure 4.10), it was 

possible to note that all are present in several interviewees  a ou ts: 

i) belief in their organisation: 

When I am working, I am working for the interests and objectives of the organisation, 

(Angelo, EMP, Receptionist)  

I have already been invited to another company and I said no. When I spoke to my 

Director, he admitted that he couldn't pay more, but I still said that he would stay. 

Because I identify with the product, I identify with the group, I identify with our goals 

and our strategy. (Adriana, EMP, Sales end events Manager) 

ii) desire to work to make things better: 

In all the jobs I've been in I've always felt that it s important to be committed. Because 

if I m being given a chance, I have to commit and earn it. And that means, above all, 

giving new ideas, sharing suggestions with my supervisors, with colleagues, to think 

of how the company can improve, what can we do more. I think this is very important 

because it shows that you are really interested, that you are concerned with the well-

being of the company. (Barbara, EMP, Web sales Executive) 

iii) understanding of business context a d the igge  pi tu e : 

I believe I am a concerned, committed, and responsible employee. I am always 

concerned a d it s good he  there is openness to communicate. I am aware that this 

last month has been very demanding and many investments were made. So even 

yesterday I asked how much money do we have to make up for this month to cover 
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the previous month's expenditure? My manager told me that it was still a lot of 

money, so we have to sell more, to make an extra effort. (Thomas, EMP, Waiter) 

iv) respectful of, and helpful to, colleagues: 

I am extremely responsible; I keep to my schedule and even go in early and leave after 

hours. I carry out all my tasks and even some tasks for my colleagues without they 

having to ask me. I do t i d gi i g so e support to other departments even not 

being my obligation. (Vera, EMP, Reservations Clerk) 

There were not enough staff …  [and] there was no compensation for working more 

hours. We were the ones who respected each other and helped each other. If a group 

arrived at the end of a shift, we would no longer leave, we would be there for an hour 

or two helping, so as not to leave other colleagues dealing with things alone. (Clarice, 

EMP, Receptionist) 

v) illi g ess to go the e t a ile : 

I always try to do my best. In spite of everything, I always do my best. I've had 

situations where I was on holidays, there was a problem and I went to work to help 

solving it. I've always dedicated myself to work. (Leticia, EMP, Receptionist) 

You are the face representing that hotel and that group. It s ou  o d that ou gi e 
to customers even he  ou k o  that the se i e has it s flaws or the AC is broken. 

If you struggle to preserve the good image of the company, that ea s ou e goi g 
that extra mile. (Amelia, EMP, Receptionist) 

The most recent example is that I have been going to work sick (LLL). Now, seriously, 

I don't leave my job unless I know everything is OK, that it s all like a 5* hotel guest 

would like it to be. I'm not leaving until I make sure everything is perfect. I can run, I'm 

not afraid to run or to roll up my sleeves. (Valentina, EMP, Sales and Events Executive) 

There was not one customer who would leave dissatisfied, because I found a solution 

to any problem. Even if it meant working for one or two hours more, or going home 

and coming back. Because I could t leave the image of the hotel being harmed, it is 

against my principles, especially in that hotel, with which I had a strong affective 

connection. This has to do with my way of being, I can't leave my work undone. 

(Clarice, LEA, ex-Receptionist) 

vi) keeping up to date with developments in the field: 

Good professionals are those persons who are continuously investing in themselves, 

investing in their job and who are aligned with the company objectives. (Gabriel, EMP, 

F&B Manager) 

I also do a lot of training courses on my own. I m always looking for free or paid 

training courses, such as wine-tasting, bar techniques, or even in the HR management 

or general management field; I'm always looking for opportunities to learn and grow. 

(Thomas, EMP, Waiter) 

It is quite positive to observe that many research participants believe to be engaged both with 

their jobs and/or organisation, applying their full selves to their work roles. Multiple references 
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a e ade to the a ilit  of goi g the e t a ile  o  ea i g the o pa s olou s . I  
proportional terms, when considering the interviewees who most claim to have (or have had) a 

great deal of dedication, commitment, proactivity and motivation to their jobs in the Hotel 

sector, it is verified that almost all Leavers fit into this group, so as those classified as Resolute –
job or career – Leavers. This suggests that these participants are negatively evaluating their 

exchange relationships and considering their employers to be failing in reciprocating. This 

naturally leads to increased loss of trust and loyalty and increased intentions to leave.  

As postulated by Saks (2006), Social Exchange Theory, which proposes that relationships are 

built around mutual obligations, provides a theoretical foundation that allows a better of 

understand why employees choose to become more or less engaged in their work and 

organisation. As also suggest by the JD-R model (section 4.4), employees decide to engage to a 

greater or lesser extent based on the resources that their organisation provides them with. If 

the employees find a balance that suits their needs from the support, rewards and resources 

that their organisation provides, they are likely to commit in return. This is precisely what 

interviewees such as Lucas (EMP) and Veronica (EMP) highlight, referring that many people – 

and frequently themselves – go to work only because they have to work and do the minimum  

they are obliged to, as they do not believe to receive further benefits if showing more 

dedication: 

There is no loyalty, people do the bare minimum, because there is no connection to 

the company, because they see that the company does not recognise their value or 

respect their personal life. We have to work because we are lucky to have a job ((use 

of irony)) that takes up 14 hours of the day. We shouldn t leave because there are 

others who don t have a job and are unfortunate; this does not motivate anyone, we 

do the minimum because that s what the company also gives us. (Veronica, EMP) 

Some participants make reference to the image that many employers have of their own staff – 

describing them as lazy, complainant, or always dissatisfied –, in order to express their 

disagreement with such viewpoint. There seems to be a consensual opinion that employees do 

go the extra mile when they feel valued, and hence the importance of recognition and 

appreciation. Veronica (EMP) even stresses to be aware that many hotels have only make it 

through the latest economic crisis, due to the resilience of their workers, who were willing to 

make sacrifices to keep their jobs.   

This viewpoint is partially supported by the OB Expert (KEY), who evokes the concept of internal 

customer, which she considers to be largely overlooked in most T&H organisations. In order for 

such culture and mindset to be promoted, a lot of time, awareness, training and information 

would be required, she claims, and while employees do not perceive any benefit in going this 

extra mile, there is no point in telling them that they have to do it. Still according to this 

informant, this is done by li i g  e a ple  (as discussed in section 7.2.4), as positive attitudes 

lead to positive behaviour.  

Several participants, mostly General Managers, also emphasize the importance that attaining a 

good fit et ee  a  e plo ee a d the ight  jo  positio , has. Both Octavio (EMP) and Celeste 

(EMP) refer to performance evaluations that take pla e t i e a ea , i  hi h the e plo ees  
career development plan is discussed. In their opinion, this allows them knowing whether 

people are satisfied, obtaining constructive feedback from both parties, and understanding 
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where each employee fits in best. Octavio (EMP) stresses that this evaluation is more than just 

telling people in which areas they are underperforming and that they should improve, but rather 

showing them how to improve, and provide them the necessary resources to achieve the 

proposed objectives. Adopting a bottom-up app oa h a d taki g the e plo ees  p ofile into 

account are, therefore, key. Victor (EMP) is also supportive of this strategy, reinforcing the 

notion that all employees are important and even if some people are not tailored for customer 

service, it is just a matter of identifying their strengths and find them a back-office job in which 

they can be good at. In this General Manager view, this constitutes an important retention 

strategy.  

F o  esea h pa ti ipa ts  a ou ts o  the e otio al a d affe ti e o e tio  to thei  jo s, 
two perspectives stand out. One is related to the fact that resilience, perseverance, and self-

sacrifice are perceived by several interviewees as very important characteristics to build a 

successful career in T&H, as Ga iel s EMP, F&B Manager) testimony suggests: 

[This job] requires sacrifices, forces us to make choices at an affective level. I have 

worked with people who were very committed at the beginning, but who have given 

up with the first wave. Sometimes we enter into the sea and do not have the perfect 

waves, we have to wait for them. When the waves are dangerous, we have two 

options: either we stay on the sand, safe, or we take a chance and get rolled up in the 

wave. Throughout my life I haven t always been a supervisor and I didn t start right 

on top or earning a lot. I had to work many hours. So, I think people have to show their 

worth and they have to strive to succeed.  

A second perspective is related with the previously explored theme of vocation and passion for 

hospitality work. Several participants use a common expression to refer to this enthusiasm and 

identification with T&H as ha i g the little ug 83, as Marisa (EMP, Assistant Manager) believes 

to be her case: 

You must have a taste for the hotel business. Because not everyone has it, the mental 

availability to be on  / /  a d do t e d up gi i g up. E e  he  I  o  holida s 
I  al a s o ied a out ho  the hotel is goi g. Appa e tl , I ha e the ug , o  at 
least I as i fe ted ith it LLL . I  sta ti g to thi k that this is ot that o o , to 
wake up with the desire to go to work, or to be on holidays and feeling happy to return 

to work the next day. And that feels good.  

As seen in the previous sections, by providing people with job features which are important to 

their careers, which is related to fulfilment of the psychological contract, organisations are 

reinforcing commitment and promoting positive behaviour at work, loyalty, and long-term 

retention. 

 

 

83 T a slated f o  the o igi al te  o i hi ho . 
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8.4 Generic perceptions on employee turnover and retention 

Due to the significant change in the nature of careers over the last few decades and the 

consequent changing work environment, organisations have become more hesitant to invest in 

long-term relationships with their employees (Greenhaus et al., 2010; Sullivan & Baruch, 2009). 

At the same time, so employees no longer anticipate life-time or long-term employment with a 

single employer (Cappelli, 1999). In light of these changes, this section is therefore devoted to 

the analysis of the different views that research participants hold on employee turnover, on the 

retention of valuable employees, and on the image that the T&H holds vis-à-vis the interviewees  
social ties (family members, friends, etc.) and the society at large. 

Views on voluntary turnover  

Employee turnover goes hand in hand with the labour shortages afflicting the T&H industry. 

Tou is  e po e tial g o th i  e e t ea s has led to a  i ease in demand for labour and the 

educational offer is not sufficient to meet the requirements. Particularly in the scenario 

preceding the Covid-19 pandemic, almost all Key-Informants (Majo  E plo e s, E plo e s  
Association Representative, Institutional Representative, HR Expert) and General Managers 

(EMP) refer that the necessity for HR is more pressing than ever, and increased competition 

largely drives employee turnover, especially when  job resources such as pay and job demands 

are weighted up: 

Nowadays, the Hotel industry does not pay very well, compared to other areas, so I 

understand that people change for this reason. But I also believe that some of the 

turnover has to do with the lure of other companies, which come here to get people. 

The money can even be the main reason for people to leave, but we also have this 

problem of competition. If another five-star hotel opens, of course people see there 

an opportunity to get a more interesting situation, to climb one more step, and take 

the know-how from here. And we have to be prepared, because we have also picked 

people from other places. (Octavio, EMP, General Manager) 

The problem lies in the imbalance between personal and work life, which, in this area, 

is usuall  i  o fli t ith people s eeds fo  rest and free time. When people want to 

be on vacation, when they want to be with their families, it is precisely in the most 

de a di g o e ts fo  the se to . If e a t o pe sate fo  this afte a ds, e 
ha e t o ajo  i pedi e ts to the se to s att a tiveness: working hours and 

remuneration. And this has a direct impact on retention. (Employers Association 

Representative, KEY) 

Many research participants, in particular those who do not hold senior management positions, 

do not share this view and several efe e es a e ade to a a ket full of g aduates  a d full 
of people ho a e looki g fo  a jo , o  to the fa t that afte  ou, the e is so eo e i  the li e 

illi g to take it . A a da LEA) and the HR Expert (KEY) reinforce this idea, stating not to 

consider that training deficits exist; instead, she associates labour shortages with lack of 

investment in retaining talent. For most of these interviewees, most companies are not 

perceived as experiencing difficulties in recruiting, nor feeling pressured to make better offers, 

although it is acknowledged that the seasonality and unpredictability of the tourist demand 

highly influences staffing issues. Practically all participants concur that the low salaries, in 
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combination with the long and irregular hours, are the major reasons underpinning employee 

turnover (Figure 8.12). 

 

 
Figure 8.12 | View on employee turnover in the Hotel industry 

Source: Own construction 

 

In line with the issues of transparency in the employer-employee relationship previously 

discussed in section 8.2.1, several participants are also of the opinion that employees have been 

increasingly dissatisfied and discouraged by seeing the Tourism activity growing by the year, 

boosting  higher investments, higher occupancy rates, higher average prices, and higher 

profitability, at the same time that wages are stagnant for years.  

Also, as mentioned in section 8.2.1 (Finding a job: what is on offer?), the functional levels in the 

Hotel industry in which Higher Education is especially valued and required are not the most 

critical with respect to labour shortages. On the one hand, the so-called back-office functions, 

whether more administrative or more strategic, can also hire staff with other background that 

not T&H, such as Marketing, Human Resources, Economy, IT or even Engineering. Employee 

retention at this level is equally important, mostly for the skills and competencies that are of 
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great value to the organisations and risk of brain drain. The opposite is also observed, given that 

many T&H graduates prefer other areas within the Tourism sector that not Hospitality, choose 

to migrate to other professional fields (either having worked in the Hotel industry before or not, 

for the sake of comparison), or choose to build their careers outside Portugal.  

The great need for constant recruitment and training is thus much more significant at 

operational levels. Mostly at this level, the main reason assigned to the high turnover is related 

to the low wages, with people easily changing jobs for more 20 or 50 Euros a month. According 

to Ke  I fo a ts  and interviewees in managerial positions, the lowest the hierarchical level 

a d the staff s fo al ualifi ations, the more likely the change is to be motivated by monetary 

reasons, even if is a small difference at stake. Octavio (EMP, General Manager) believes that this 

happens because low qualified staff tends to have a lower focus on their curricula and not as 

driven by opportunities to learn and to growth as more highly educated people are. Celeste 

(EMP, General Manager) considers that people look for and accept jobs in these operational 

areas because they need a job regardless of what the job description is, or because they want 

to get more experience before applying for other higher ranked positions; hence, in the first 

place, she believes that these people are not driven to remain in these jobs for long time and 

change as soon as the first alternative opportunity arises. Vera (EMP, Reservations Clerk) recalls 

how close she was to make a job change, and simultaneously a career change, to a company 

where she would perform administrative work, with a higher pay and several additional benefits. 

Concerns that she would not like the job as much as she loves hospitality and the investment 

made in her degree, prevented the change. However, she admits to constantly compare the 

Hotel industry to other areas, especially with regards to the poor conditions offered in light of 

such high job demands.   

Research participants refer to the F&B department as the most affected by voluntary employee 

turnover, due to the high job demands such as extremely long and unpredictable schedules. It 

is then followed by the Housekeeping, on account of high physical demands and low pay. The 

Front-office is also mentioned due to highly stressful duties and interactions, work intensity and 

heavy workload. Looking at the overall hotel structure, Housekeepers and Waiters/Waitresses 

are pointed out by the participants as the job positions with lower pay, usually placed at the 

minimum wage level.  

Major Employer 02 (KEY) stresses that due to lack of staff, and although this is not the desired 

situation, companies have been forced to hire people without T&H dedicated training (whether 

higher education or even technical-professional levels) or previous experience and take charge 

of their training in-house. Both the Major Employer 01 (KEY) and the E plo e s  Asso iatio  
Representative (KEY) concur that the se to s e plo a ilit  ates a e e  high, a d i dust  
players have been discussing the possibility of following one or all at once of the following 

options: hiring migrant workers, reconvert/capacity people from other sectors (unemployed or 

not), or to attract part-timers such as student-workers. For the Labour Union Representatives 

(KEY), hiring outside the country is not perceived as acceptable when the unemployment rates 

in Portugal are far from desirable levels. Several participants in managerial positions who are 

also involved in education and training for the industry, stress that retraining and skills upgrading 

can be challenging due to the low attraction power of the industry to less qualified people, 

whereas employability is very high for qualified individuals. Gabriel (EMP, F&B Manager) and 
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Alice (LEA, ex-Receptionist) who are also certified trainers at local schools, emphasise that a 

significant number of students who complete Professional Studies do it because these courses 

are financially supported and as a means to complete Secondary Education, but very few are 

willing to actually start working in the sector, especially after contacting with it through 

internships. The Employers Association (KEY) sees the increasing qualifications of HR as the way 

to add value to the hotel offer, ensuring a positioning in accordance with the high level of 

customer demand, and thereby also ensuring that these jobs are better valued and 

remunerated. 

As far as the perceptions of turnover as positive or negative a e o e ed, pa ti ipa ts  ie s 
focus on many of the implications presented in section 4.2.1, both for individuals and 

organisations. There are typically two distinctive views on employee turnover; one that sees it 

as problematic for both individuals and organisation, and another that faces it as unavoidable 

and even necessary or desirable. As salient in Figure 8.13, turnover is mostly perceived as 

positive for employees as a means to obtaining more and more varied work experiences, 

a ui i g o e k o ledge a d gai  e  o pete ies, o  seeki g a jo  that est suits o e s 
expectations. Turnover is negatively perceived he  ha pe i g people s sta ilit , espe iall  
when considering that organisational tenure largely underpins promotion opportunities. With 

respect to organisations, turnover is mostly perceived as having indirect negative impacts, 

especially on the qualit  of usto e  se i e a d o  the e ai i g staff s o ale. I eased 
costs with recruitment and training are also mentioned as direct costs of turnover. The only 

positive repercussions are associated with potential for innovation and adaptation, considering 

the know-how that new staff can bring to the organisation. 

 

 
Figure 8.13 | Positive and negative accounts of employee turnover 

Source: Own construction 
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Tale t a age e t a d the e  ea i g of ete tio  

The discussion surrounding turnover issues naturally led research participants to dwell on the 

antipode phenomenon: retention. Interestingly, Newcomers are the group of participants who 

most focused on this topic, perceiving employee turnover as having both positive and negative 

implications, depending on the angle from which it is analysed, as Figure 8.14 displays. 

Ne o e s  accounts suggest that lifetime employment is not a priority among younger 

individuals. This can be interpreted either as supporting the notion that age-related differences 

e ist i  ho  i di iduals pe ei e thei  ps hologi al o t a t s te s a d a ee  de elop e t 
over their lifespan (Narelle & Jepsen, 2009), or that recent graduates are becoming increasingly 

aware of the nature of contemporary employment relationship, when in comparison to the 

previous times.  

 

 

Figure 8.14 | Ne o e s  pe eptio s o  the ea i g of ete tio  

Source: Own construction 

 

More flexibly changing workplaces and employers has been normalised and many interviewees 

see it as associated with difference in generational behaviour. Many participants compare 

the sel es to thei  pa e ts  ge e atio , a k o ledgi g ot to e pe t a jo  for life at a single 
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organisation. These accounts mirror a more proactive career orientation, focusing on self-

driven, goal-directed work behaviour, and preference for mobility, which are the core of a 

protean and a boundaryless career orientation (Wiernik & Kostal, 2019) (section 2.2). 

Ne o e s  viewpoints on retention also evidence a higher labour-market orientation, a 

growing concern with employability (McGuire, 2014; Tomlinson, 2012), perceiving career 

success as contingent on career capital/competencies gained from a succession of jobs. Major 

Employers (01/02) share this view that younger employees, more recently graduated, exhibit a 

higher preference and predisposition for mobility, being more concerned about the portfolio of 

experiences and expertise that a job can offer them, rather than a long-term bond. However, as 

observed in Figure 8.14, having an orientation for mobility should not be perceived as 

detrimental of other forms of stability. Again, considering what people value most in a job 

nowadays, Major Employers (01/02) reinforce the importance of stability: 

People like stability. They like to be in a company they believe in, that they feel 

confident in, to know that the company fulfils all its obligations towards them and 

does not fail them. People seek more this kind of trust and security rather than long-

te  sta ilit . It ea s ide tif i g ith ou  se i e, it s k o i g that he  the  tell 
someone that they work here, it is valued. There is a lot of talk about precarious 

practices and contractual ties, but for me precariousness is not about not having a job 

for life. Because employment is no longer viewed as a marriage for the rest of your 

life. People stay while they feel good and when they stop feeling good, they want to 

change. A job is precarious when there are no discounts for Social Security or if it is in 

breach of any obligation that will harm the employee in the future. (Major Employer 

01, KEY)  

The level of importance assigned to this notion of stability is perceived as being dependent on 

e plo ees  a ee  stage a d a i g o e  o e s lifespa , as more experienced individuals are 

professionally more mature and give further thoughts to job change: 

There is a younger generation of workers who have recently completed their training, 

they are much more predisposed to mobility. They are more concerned with the 

experience they may have; they do not want a job for life, but rather an experience 

for 2-3 years and then change to a different place. Then there are those who have 

already started a family and want some stability from a geographical point of view, 

but also from a remuneration point of view. They value the safety rather than the 

experiences, because they feel they have other duties to fulfil. And then we have a 3rd 

group that are the people who have already made their career –  I would not say that 

they are at the end of their career – but they do not have a great disposition for 

mobility, they are no longer attracted by the experiences, sometimes not even 

remuneration, because they no longer feel so pressured at this stage of their lives. 

(Major Employer 02, KEY) 

“u je ts  ite ia a d e aluatio  a  ha ge o e  ti e, due to ha ges i  efe e e poi ts, to 
ha ges i  the pe so s pe spe ti e a d p io ities, to e e  g o i g eeds of ea h pe so , a d i  

response to changing conditions. The challenge then becomes to simultaneously accommodate 

the needs and expectations of a working group comprised by different generations, coexisting 

in the same workplace. The trend will be therefore not to implement measures that are 

transversal to the whole organisation, but that are variable or customisable to each employee 



 398 

and/or team. According with Major Employer 02 (KEY), such approach is highly dependent on 

both employer and employee-flexibility.  

Octavio (EMP, General Manager) is of opinion that a proper management of employee turnover 

and retention comes down to the organisational mindset, which is shared by several 

interviewees who highlight that there is no good HR policy across the T&H industry aimed at 

promoting employee retention. Many participants stress that organisations do invest great 

effort in talent attraction, but not necessarily in retention.  

Companies in the field of T&H are not oriented towards this, unfortunately they are 

ot. A d I do t u de sta d h . Be ause the e a e good, worthwhile people who 

should be retained. (Clara, LEA) 

I think that the big flaw in Hospitality is often due to not having the right HR service, 

in terms of how to be able to understand people, talk to them, motivate them, know 

what they lack – which often is not money – it is often other factors that are lacking. 

(Marco, LEA) 

It is necessary to change the mindset of companies. If the employees have high 

morale, if they have a good professional environment, the company will earn even 

more, without a doubt. But the vision that companies have of employees is: your life 

has to be this, your life is to work every day for this. Hence a person can endure 1, 2 

ea s, ut the  look fo  a jo  else he e. A d so the o ke s  ie  is: ou do t o k 
in Hospitality for life. (Lucas, EMP) 

The common feeling, everywhere I've been, is that everyone is replaceable. (Vera, 

EMP) 

For the HE Expert (KEY) retention is indeed a matter of mindset, with some organisations already 

doing quite well when it comes to define strategies to e og ise a d a k o ledge e plo ees  
value and contribution. Several Key-Informants do not believe, however, that this is the rule but 

rather the exception. As discussed in section 7.2.2, people perceive recognition and appreciation 

for their work to be largely absent. Most people do not perceive their organisations to be 

genuinely concerned about their staff needs and well-being. Bruno (EMP, General Manager) 

posits that contemporary employment relations are based on concepts of happiness, emotional 

bonds, achievement, and self-fulfilment, more than on money, hence considering that 

employees look at the employer brand and at what the company can do for their well-being. 

Some interviewees make the association with retention with performance evaluation and 

feedback, and consequently with leadership type. As discussed in section 8.3.2, several General 

Managers refer to the importance of making regular assessments, providing feedback, showing 

the employee news ways of improving his/her performance, and – more importantly – finding 

good fit et ee  the e plo ee a d the ight  jo  positio  fo  hi /he , as a ea s to tale t 
retention.  

In the HE Expert s ie , ete tio  does not mean to keep a person forever in the organisation, 

ut fo  a easo a le pe iod of ti e so that pe so s pote tial a  e u lo ked and capitalised. 

In Major Employer 01 and H‘ E pe t s (KEY) opinion, the main issue of retention has to with the 

simple fact that some employee wishes to being retained, while others do not. The HR Expert 

(KEY  e phasis that ete tio  has to e as eeded ; this because retaining an employee for too 
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long may just lead to perceptions of stagnation, dissatisfaction or to unmet expectations. 

Retention strategies should be designed in close contact with the employee, including a deep 

assessment of his/her expectations, so efforts are not dispersed with someone with does not 

wish to be retained and more transactional contracts can be produced instead. Commitment 

can still be promoted for individuals who do not wish to be retained, but who are still valuable 

for the organisation – considering the current difficulties in recruitment or the potential that 

healthy rates of turnover have for innovation – but resorting to different strategies. All these 

Key-Informants stress the importance of identifying high-potential people, who can add value 

to the organisation and should be the focus of specific retention strategies. Once again, 

following the discussion in section 8.2.1, t a spa e  a d the leade s  ole i  ide tif i g su h 
assets and mobilising the necessary resources towards their retention are key, especially at 

recruitment and at early socialisation phases of psychological contract formation.    

The image of T&H as a valuable career 

Despite the visibility that the Tourism sector has for a significant number of national economies 

such as in Portugal, its workers do not benefit from the same status, and the vast majority of 

T&H jo s a e poo l  alued a d espe ted i  so ial te s. I di idual s e pe tatio s to a ds a 
job are formed though professional norms and societal beliefs regarding work, occupations, and 

organisations. The image of occupations is, therefore, an important stimulus in career choice 

decisions and in employee retention (Deery & Jago, 2015; Riley, 2019; Riley et al., 2002).  

A few participants (n=5), mostly those who have occupied Front-office positions, either formally 

as employees or during their internships, believe that misconceptions about T&H jobs and career 

exist because there is a great ignorance about what most hospitality jobs consist of and their 

relevance. The Newcomers (n=3) referring to this aspect stress that began to give more value 

themselves to certain functions when they started contacting with this reality. As discussed in 

section 6.4.2, this reinforces the role that internships play in giving students a more realistic view 

of the industry.  

People have no idea what our work is like, not just mine in particular, but all hotel 

jobs. Maybe a lot of people think we just sit there with nothing to do, just waiting on 

a guest to arrive for check-in, hand him/her the key and that s it. If, i  fa t, this as 
all I did, then sure, I would be overpaid. But the truth is I work really hard. (Amelia, 

EMP) 

Even I started valuing a Re eptio ist s o k a lot o e afte  I had that e pe ie e. I 
no longer think they just hang there the whole day, carefree, with nothing to do. Now 

I know all the work that goes in to it. (Andrea, NEW) 

Rooted in this lack of knowledge regarding T&H occupations is also the fact that many people 

believe that anyone can easily perform T&H jobs without dedicated training and regardless of 

their educational background. References are made to the fact that most hotel-related tasks 

being easy to learn and to be performed. Waiting tables is presented as the function that is more 

frequently subject to this type of preconception, when it is a highly technical, physical 

demanding and stressful job that also requires a wide set of competencies, such as good 

communication and interpersonal skills, language proficiency or working under pressure. 
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However, and as George (NEW) emphasises, everyone can indeed wait tables, the impact of 

doing it in a local restaurant is very different than doing it in a five-star hotel.  

Some interviewees believe that many people look at T&H jobs as a fallback solution if 

unemployed or looking for a temporary job. Others consider that many people develop an 

idealized image of the sector, dreaming of having their own hotel or restaurant even if without 

previous experience or knowledge about the business.  

Specially now with all the BnB s a d Lo al A o odatio , e e o e thi ks it s 
awesome and so easy, because anyone can make a bed, anyone can host. We have a 

culture where everyone thinks anyone can do this type of work, with or without a 

degree. (Amanda, LEA) 

A lot of people al a s ha e a if ou a  speak E glish a d a e o fo ta le a ou d a 
o pute  it should t e ha d to he k so eo e i . Just sa  Hello a d ha d the  a 

ke  i te ie ee mimics a condescending face as she says this)). There is a large 

dep e iatio , ut a e this ould t happe  if ou  o  i dust  did t do pla  us 
so much. A lot of the times the very people for whom we work seem to view our jobs 

that way. (VERA, EMP) 

The value of some job positions is described by the Employers Association Representative (KEY) 

as underestimated: 

Take the example of Chambermaids, who should be framed as relevant workers within 

their organisation. Their work is critical in a hotel; they have direct contact with the 

guests, they touch their things, they have the ability to make or break their well-being 

ith s all details, it s a ole as i po ta t as the o e of a ‘e eptio ist. The sa e 
applies to a Waiter, who ultimately is a Sales Person, who needs to know about wines, 

pairing dishes, matters of nutrition and food health, speak multiple languages, that 

ust k o  ho  to host, ha e ge e al k o ledge to ai tai  a o e satio ; et it s 
a really undervalued job. 

Most of the examples provided by the research participants refer, precisely, to the lower levels 

of the organisational hierarchy, in which most of the lower qualified jobs and lower paid are 

concentrated. Although these jobs are frequently referred by the players in the industry as very 

important to service quality, their wages reflect their weak capacity to add value to the 

organisation. Both Manuel (EMP, General Manager) and a Financial Manager84 are of the 

opinion that wages are naturally defined in accordance with the value associated with each job 

position.  

Everyone wants to get a raise or a promotion, but rare are those employees who ask 

what value they can add to the organisation. If someone wants to make more money, 

then they will have to take on more responsibilities a d p odu e o e. It does t sho k 
me that someone earns 8,000 Euros a month, what is important to understand is what 

alue that pe so  i gs to the o pa . It s ot the sa e ith a Kit he  Helpe  – I  
sa i g this ith all due espe t, e ause it s a  important role, and without it a hotel 

ould t o k – ut hat this pe so  does, does t ge e ate o e ; it helps othe s 

 

84 Interviewed at the preliminary research stage.  
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generate money. Obviously, their salary needs to be lower, this is the logic behind 

these calculations. (Manuel, EMP, General Manager) 

This claim finds support in the HR literature, with Boella and Gross-Turner (2005, p. 152) 

e phasizi g that ea h e plo ee does ot ge e ate la ge su s of e e ue fo  the e plo e  
… , pa ti ula l  he  o pa ed to othe  i dust ies he e ea h e plo ee a  ge e ate 

hu d eds of thousa ds of pou ds ea h ea .  This is suggested to be the most significant criteria 

defining pay levels, leaving the industry with little room for significant wage increases. As these 

low paid positions constitute the majority of hotel jobs, low pay is then a predominant 

characteristic of the industry (see also section 2.3.1). As previously discussed, it is precisely at 

these levels where recruitment and retention difficulties are most felt. For eight interviewees, 

low wages levels are the main aspect determining the poor social image of T&H jobs. Vera (EMP), 

working as Reservations Clerk, confirms that when mentioning her job many people assume that 

she is being paid solely the minimum wage. Benjamin (EMP, Doorman) compares the salaries in 

the industry to those in other activities, by referring to supermarket cashiers as a job category 

that earns similar wages to that of Receptionist despite needing a not so complex set of skills 

and significantly less job demands. The Major Employer 01 (KEY) agrees that salaries do highly 

affect the image of the industry as a good employer, yet referring that this is not a fully true 

conception: 

There is a misconception that the Hotel business is a poorly paid sector. In Portugal, 

salaries are generally low and if we compare Hospitality with other sectors, there are 

many others paying only the national minimum wage, and in hotels salaries are higher 

than that. I may pay the minimum wage to about five people in my whole company; I 

don t have any chambermaids earning anywhere near the national minimum wage. 

So, they ((the Government)) might as well raise the national minimum wage, which 

makes no difference to us. We pay higher salaries than those defined by Collective 

Bargaining Agreements. And there is also a big discrepancy depending on the 

location; if we go to Lisbon or Porto, we o t e a le to hire anyone if we pay what 

comes in Collective Agreements; everyone is paying more. I still think wages are low, 

but they are not as low as people usually think.  

Several participants also believe that the poor image of T&H as a valuable career is: 

i. A cultural issue, considering that job titles are very important to the society and in 

hotels, only middle and top management position benefit of such status. In some 

regions, such as the Azores, hospitality jobs are also portrayed as not adequate for 

women. References are also made to other countries in which T&H jobs are not seen as 

diminishing.  

ii. Rooted in the value that is typically assigned to all service-related jobs, confusing 

se i e  ith se ilit . T o i te ie ees highlight ho   

People ho get e a assed  se i g othe s a t ha e a a ee  i  Tou is , 
a d he  e ealise that, e ui kl  eed to e o e the , o  the ll ha e a 
negative effect on the magic of service. To serve others is a mission, but it 

feels as though today there is a great stigma around it. A politician is also in 

service of others, he/she serves society and the community. So many people 

want to be doctors, but if you take a really close look at it, it s o e of the 
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ha dest, di tiest jo s the e a e, to deal ith ill ess, pai  a d death. It s all a 
matter of perspective, direction in life, and it draws from your education. 

(Victor, EMP, General Manager) 

iii. Related to fluctuation in tourism demand and casualisation of employment relations 

(e.g., short-term, non-renewable contracts); 

iv. Associated with the traditional career routes that typify Hotel Management careers, 

that posits that progression should happen step-by-step all the way from operational 

levels to top management, either when employees hold high level qualifications that 

were not as democratised a few decades ago, as the following quote reveals: 

I think it is due to the way people who have been working in the Hospitality 

Industry for a very long time perceive the ones recently employed, with a 

a ati e that goes I sta ted as a Po te , the  a e a e a ‘e eptio ist, the  
a Ma age , tha  hate e , a d I did t eed a deg ee fo  that ; this is ot 
helpful at all. Ma e the a ati e should e If I had a deg ee, a e I did t 

eed to ha e ee  a Po te , a ‘e eptio ist, hate e  to e he e I a  toda . 
Who k o s, a e the oad did t eed to e so ough. Ve a, EMP  

As efle ted i  Ve a s ie , a d elated to the otio  that a o e a  pe fo  T&H jobs is, of 

course, the need to enrol in Higher Education studies in order to build a career in the industry. 

Several participants make reference to being subject to a constant reminder from older co-

workers to the fact that not having a degree never constrained their careers. When questioned 

about the social value of T&H jobs, some participants refer to how friends and relatives do not 

perceive studying/working in T&H as a respected and prestigious vocation, often making 

derogatory remarks such as those presented in Table 8.6. As referred in section 6.2.2, some 

participants faced some challenges when making their career choices, precisely due to the fact 

that their parents did not perceive T&H as an adequate choice in comparison to other 

o upatio s, as Vi gi ia s LEA) testimony evidences: 

I had good grades, so I was expected to choose a career in Physics, Chemistry, 

Engineering, Law, Medicine or Education. When I told my parents what I really wanted 

was a career in Tourism, for them it was as if I had told them I wanted to be an artist. 

My parents were very conservative, and they wanted me to have a job with a certain 

amount of prestige. For them, Tourism as a career was unthinkable, which they saw 

as a lesser career, they saw no future for me. In Brazil if you have a degree in Tourism 

ou a e a Tu is ólogo 85; i  Po tugal e do t e e  ha e a a e fo  ou  p ofessio .  

Previous research has also found that a significant number of Tourism students do not perceive 

working in the industry as a prestigious vocation or that their jobs would be perceived as 

beneficial service to the society (Kusluvan & Kusluvan, 2000). 

 

 

85 Expression that could be roughly translated as Tou is ologist .  
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Table 8.6 | Social prestige of T&H dedicated Higher Education 

 

Source: Own construction 

 

Three participants believe that this lack of recognition is visible even within HE Institutions, 

having noticed that among the different areas of education in their departments or universities, 

T&H degrees are frequently associated with easy access and low status. Even among T&H 

graduates, some beliefs and preconceptions start to be formed regarding some job positions. 

Vera (EMP, University HEI attendant) was offered an internship as Deputy Housekeeper in a four-

star hotel and recalls her classmates commenting on how little prestigious and relevant this job 

positions was for her training. In line with the reasons underlying the choice for a T&H degrees 

and career (see section 6.2.1), many interviewees consider to be proud of their occupation; 

however, they also feel undervalued, especially when considering their qualifications and the 

high requirements of their jobs. Several interviewees, mostly among the youngest participants 

(both Employees and Newcomers), highlight how they perceive T&H occupations as dignified 

and worthy of praise jobs, expressing their surprise at not understanding how such an important 

economic sector is so undervalued by the society and by the organisations themselves, in light 

of the precarious working conditions on offer. 

The major exception among T&H jobs refers to chefs. Several participants (n=5) consider that 

this is a very sui generis job, which has always been very well paid – with many chefs earning 

higher wages than Hotel General Managers. This has always been a reputable job, considering 

the limited number of professionals and the fact that dedicated qualifications could only be 

obtained in very exclusive, foreign institutions, but got under the spotlight due to popular 

television shows such as Masterchef and the dynamics of some celebrity chefs. This is the way 

the Employers Association Representative (KEY) and the Institutional Representative (KEY) 

mention that promotion campaigns have been thought of, to improve the image of certain jobs 

i  people s i ds, p o oti g ot o l  a highe  espe t f o  the ide  so iet , ut also t ing 
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to attract people to choose these occupations. This is also o e of the easo s h  E plo e s  
Associations are negotiating with Labour Unions a reorganisation of the professional categories 

which define job descriptions and wage levels.  

 

8.5  The role and value of a T&H degree 

The number of T&H programmes in Portugal has increased significantly since the first 

programmes were established in 1986/87 at three private HEI. In 1988/89, the first Tourism 

programme was then established in the public system, at the University of Aveiro. Over the 

almost 40 years, enrolment in T&H programmes has steadily increased, supplying the market 

with highly educated individuals oriented for managerial roles, but questions remain to whether 

recruiter are valuing the competencies and knowledge that such qualified applicants hold. In the 

Portuguese context, previous studies have been produced about the level of articulation 

between the labour market and Hospitality Management Programmes (e.g., Correia, 2017). As 

approached in section 6.4.1 (Bridging the gap), several Key-informants are of the opinion that 

the Higher Education system has been making reasonable efforts to help graduates make the 

transition to the labour market. Employing organisations are also summoned to share this 

responsibility with HEI, as no programme can duly prepare people to such a very challenging and 

diverse labour market in a 3/4-year period and on-the-job training is also of great importance in 

promoting work readiness in T&H graduates. 

When questioned about the role that Higher Education played in career construction and 

development, different perspectives stand out among Employees and Leavers. Most participants 

believe that having a degree is important, but also acknowledge that employing organisations 

do not really value this type of qualifications, not perceiving it as distinctive, especially at entry-

level.  

For a considerable number of interviewees (LEA=3; EMP=6) and Key-Informants (n=4) a degree 

is imperative. In light of what was discussed in the previous section (8.4, The Image of T&H as a 

valuable career), Julia (LEA) and Cecilia (LEA) stress that it cannot be assumed that anyone can 

work in a hotel, especially if considering that nowadays there is plenty of dedicated education 

and training offer. Julia (LEA) considers that all staff in a hotel must be qualified, whether 

technical (mostly for the operational levels, including all jobs, from chambermaids to kitchen 

helpers) or of higher level. The youth is increasingly becoming professionalised and higher 

qualifi atio s a e a ea s to de o st ate people s e it. Ma  Key-Informants posit that 

qualification is key for hotels to better and more competitively position themselves according 

to the growing customer demands, as the following quotes reveal. Major Employer 02 (KEY) 

remarks that although Hospitality jobs are typically described as low qualified, this is not likely 

to  be desired by any organisation, who are merely forced to hire people with little or no specific 

competencies and training (providing them with that training on-site) due to recurrent labour 

shortages. 

We have to adapt the offer to these consumers, especially the niches who are willing 

to pay more for hotel services. This can only be achieved by developing organisations 

and the tourism product and it is this new wave of people who are pursuing a 
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university degree in Tourism that will achieve this. (Employers Association 

Representative, KEY) 

With all the competition between companies, the quality of HR becomes a 

determining distinguishing factor. Because it is people who make decisions – even if 

assisted by technology –, who have the ability to motivate others. A good university 

degree, which understands the needs of the market and the employment system, and 

which prepares students well, will not only be supplying the market, but it will also 

give inputs to the organisations in terms of innovation and good practices. They are 

not just providing for businesses, but promoting change. (HE Expert) 

Several research participants (n=7) describe Higher Edu atio  as a  added alue i  o e s 
professional life, that consolidates knowledge, gives a more comprehensive and critical view of 

the industry, and provides graduates with the tools and capabilities to better manage their job 

duties. Some interviewees (n=7) highlight the value of a degree when it comes to personal 

growth and development of specific skills and competencies which they would likely not obtain 

otherwise. References are made to planning, leadership, coordination, and management skills; 

Barbara (EMP) offers, with her testimony, a deeper perspective on this issue. Vincent (EMP, 

Deputy Manager) claims having no doubt that without such qualifications he would not have 

reached the position he holds today. Some interviewees also mention the fact that graduates 

are naturally more demanding and have a more defined set of expectations regarding future 

careers.  

I think that, when having Higher Education, you mature and grow as a person, you 

give value to other things. I think my degree helped me to realise that, in addition to 

technical stuff, customer service is essential for any type of business. The fact that a 

person is professional, friendly, affable, creates a connection. Sometimes people even 

ha e this u de sta di g, ut the  do t ha e the a ilit  to apply it, and I think Higher 

Edu atio  helps. The t o deg ees Ba helo  a d Maste s deg ee  I took helped e 
to realize this and helped me a lot as a person, to mature, to grow, to gain 

responsibility, to have set hours to do things, to deal with the pressure and with the 

amount of work that on the day-to-day we will have to know how to manage. On a 

personal level, we start to have the background to know how to deal with this, with 

this stress, without letting it affect our way of being. I think Higher Education is 

essential. Anyone who wants to go into the Tourism sector, should have a degree. 

(Barbara, EMP, Web Sales Executive) 

M  deg ee ga e e the skills a d tools to u de sta d hat to do, he  I  sitti g 
here, where to look and how to look. I apply almost nothing of what I learned at 

school, also because the procedures evolve very fast. I did learn, though, to have a 

good work methodology, to have a good attitude, to know how to present myself at 

work, to be organised, or to know how to prepare documents, such as a report. 

(Daniel, EMP, Deputy Manager) 

This notion is supported by Key-Informants such as the OB Expert and the HR Expert, who 

opposite that Highe  Edu atio  o t i utes to a g eate  e og itio  of g aduates  o th  
enhancing their skills, enabling them to understand what companies need, what their job 

descriptions consist of and to perform them in accordance with the orga isatio s e pe tatio s. 
It will also place these future workers in a more competitive position, especially when 
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negotiating their own wage packages. However, the Labour Union (KEY) does not fully agree 

with this vision, considering that increased qualifications have led to more modern versions of 

the hotel business, to an increasing digitalisation of work and to the transformation of the hotel 

business into white-collar professions; yet, it did not increase o ke s  apa it  to asse t a d 
exercise their rights, as because labour relations are becoming increasingly individualised and 

people lose power to claim. In fact, when questioned about their knowledge about labour 

legislation, Collective Bargaining Agreements, and the role of Labour Unions, a considerable 

number of participants reveal great unfamiliarity with this dimension of their work lives.  

Although with limited experience in the labour market in comparison to Employees and Leavers, 

for all Newcomers (n=12), a degree is not only highly important, it is a basic requirement. As 

presented in section 2.4.1, there has been an increasing participation in Higher Education in all 

fields, and T&H was no exception despite most jobs in this field were previously typically not 

held by graduates (Tomlinson, 2012). Higher education was mentioned, several times, as 

so ethi g that ould ake a diffe e e i  o e s future. 

Nowadays nobody has a decent job without a degree and even with a degree it is 

difficult to find one. Without a degree, what do you do today? (Carla, NEW) 

Three participants claim to be aware that companies are looking for graduates, that most job 

a ou e e ts defi ed a a helo s deg ee as i i u  ualifi atio s. Ho e e , as see  i  
sections 8.2.1 and 8.4, this idea does ot fi d o espo de e i  othe  pa ti ipa ts  a ou ts, 
especially of those in managerial positions, postulating a different message: a degree is valued, 

yet not a prerequisite. Very often, a degree was not a mandatory requirement, yet it was 

pe ei ed as ei g alued  e uite s as a a a t  of appli a ts  k o ledge, espe iall  if 
including internship experiences. Victor (EMP, General Manager) concurs with this perspective, 

considering that young people are expected to have higher qualifications than older individuals.  

“i ila l  to othe  pa ti ipa ts  a ou ts a out this sa e p e- a ee  stage he  
undergraduates or recent graduates), as seen in section 6.3.2, a university degree is expected to 

be a competitive advantage, positioning its holders as good candidates for progression 

opportunities or speeding the process. For these interviewees, taking up a managerial position 

is believed to be contingent on holding a degree; even recognising that people may progress 

without such type of qualifications, a level will be reached that it will require the formal 

recognition of these competences. Although all Newcomers recognize the importance of 

working knowledge and work experience, they reinforce the value of theoretical knowledge and 

the broader vision that Higher Education is able to provide: 

Of course, experience is very important, but before mastering practice, we must 

master theory. Without some theory, we will never get where we could. It is important 

to be aware of the theory, so that later we can implement it. Practice alone is not 

enough. (Rafael, NEW) 

Of course that working knowledge and know-how are important, but it is also 

important to have the theoretical bases. I think this will give me a wider skill set and 

differentiation. (Claudia, NEW) 

A se o d pe spe ti e, that gathe ed ost of pa ti ipa ts  efe e es o  the ele a e of a 
university degree in career construction and development, portraits Higher Education 
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qualification as important for the competencies it provides to graduates, but not as an absolute 

prerequisite or a sine qua non condition, combining three viewpoints (see Table 8.7): 

i. Those ho pla e the o us of a ee  su ess o  g aduates  attitudes a d pe so al 
characteristics more than on a degree; these characteristics are largely associated with 

the perception of soft skills as the most relevant in the recruitment and selection of new 

entrants (see also section 6.4.3); 

ii. Those who place higher importance in working knowledge, experience, and 

practical/technical skills than in a degree; which, as discussed in section 8.2.1, is linked 

with perceptions of prior knowledge of the hospitality industry as a highly valued 

recruitment criterion; and 

iii. Those who acknowledge several benefits in a degree, but still do not perceive it as 

critical to build a successful career in the industry; which is also closely aligned with the 

image of T&H as a valuable, socially recognised, career option (section 8.4). 

 

Table 8.7 | Perceptions of a university degree as a non-prerequisite  

 

Source: Own construction 
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With regards to this viewpoint, the HE Expert (KEY) stress that although many employers often 

refer that formal education and training are not critical, because technical skills can easily be 

taught on-the-job as long as the person has the right attitude and knows how to create empathy 

with the customers. For his expert, this is catch-all that should not be interpreted as working for 

all organisation, as it is not sustainable. Combining formal qualifications with attitude is instead 

desi a le. It ill e the ualit  of edu atio , o i ed ith g aduates  interest and motivation 

to work in the T&H industry that will allow people to acquire a set of skills which will distinguish 

them from others throughout their academic career and later in the labour market.  

Veronica (LEA), who has been working as an educator in the T&H field, shares this view, 

emphasizing that ends up being a combination of the three conditions: experience (not only 

work but life experiences too), personality, and training. She recalls how some graduates do 

have management skills but are very little service and detail oriented, whereas many individuals 

with Professional Studies have good technical and practical skills and easily develop a managerial 

orientation once at the labour market. However, she recognises that many young people are 

pressured to pursue a degree as the result of a widening participation in tertiary education, as 

seen in section 2.4.1.  

In my experience as a teacher, there are a lot of people who get degrees and should 

never have done it, e ause that s ot hat gi es the  thei  p ofessio al alue. The  
should have chosen Technical or Professional Studies and following a different 

profession, instead of trying to be managers or hotel directors, when it is perfectly 

clear that this is not their profile. And maybe they would be much happier in another 

area, but their parents want them to have important job positions. (Veronica, LEA) 

A third group of participants (n=10) acknowledges the relevance of a university degree as a 

career progression facilitator, although not necessary improving other aspects of the job, such 

as remuneration, and still contingent on other factors, such as an intimate will to progress and 

take on roles with higher responsibilities.  

Those who did higher education tend to have more potential for development and 

growth. (Major Employer 01, KEY) 

Training is always an important factor; looking at the resumes, what I think is that 

someone with a degree will skip the steps faster. They come prepared with another 

vision of the sector, which does not mean that, with a degree, as we also know, we 

are prepared for everything. I notice that they are more capable of overcoming the 

stages, they spend less time at each level necessary to reach a position of 

management. Above all, what I see in recent graduates is that they want to progress 

very quickly; some will have the ability to do so, others will have to work longer, stay 

at lower levels for longer, because it also depends a lot on the course they come from. 

(Xavier, EMP, General Manager) 

Four participants refer that holding a degree provides them access to training and progression 

opportunities that are closed off to other employees who do not have a degree, no matter how 

much experience they have in terms of organisational tenure. Eva (EMP), for example, remarks 

how only Higher Education graduates can apply for some job positions (e.g., Assistant Hotel 

Managers) or internal training programmes such as those in which Octavio (EMP) and Manuel 

(EMP) enrolled in as a means to take the lead of hotels of the group as General Managers (see 
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section 7.2.3). This is congruent with previous research, considering that despite T&H employers 

seem to be placing more importance on work experience than a degree when hiring, a dedicated 

degree qualification is a criteria for entering management levels (Harkison, 2004). The Major 

Employer 01 (KEY) also stresses that for leadership positions, a degree is naturally valued. In 

operational roles it is also valued, but from a perspective of identifying people with potential to 

grow inside the organisation and take on more responsibilities, exemplifying: 

If I start working as a Waiter at the Restaurant and eventually get a degree, my 

chances of progressing within the hotel structure may be enhanced in comparison to 

someone with no higher education. 

However, and as supported by careers literature (Ladkin, 2002; Robinson, Ruhanen, et al., 2016; 

Wang, 2013), references are always made to the fact that the career structure in this field 

presumes that a graduate in Hotel Management will always have to commence his/her route 

from operational roles and moving up the ladder, attaining the necessary career competences 

in the process. Martin (LEA, ex-General Manager) is very critical of what he designates as a 

falla ious a gu e t  that se e al Di e to s use, by saying that they also started their career as 

Bellhops and climbed the career ladder, especially when they are talking of a time when no 

offers for formal training, nor tertiary education existed in this field. 

This is not to say that there are no exceptions to the rule, but nowadays I think it will 

be very difficult for someone to start as a Bellboy and become a Hotel Manager. It is 

much more difficult because there are people who study for it, people who are working 

and perfecting themselves to fill these positions. If not, that would be a contradiction 

to the whole educational system, it makes no sense. I understand that older 

usi ess e  thi k like this, e ause that s ho  the  sta ted out the sel es. E e  if 
you start at the Porter trying to prove your value and be promoted step-by-step, other 

qualified people show up in the meanwhile and will very likely occupy those middle 

positions, and you may never get there.  

According to several participants and the HE Expert (KEY), and as discussed in section 8.4 (The 

image of T&H as a valuable career) this is deeply rooted in organisational culture and in the 

entrenched belief that anyone can work in T&H, while in more traditional areas Higher Education 

is highly valued.  

A fourth perspective depicts Higher Education without added value to career development. 

Some participants (n=4) do not regret the investment made in Higher Education but consider 

not having benefited of it in a professional sphere, while two Leavers and one Employee claim 

that if they knew what they know today they would not have chosen this field of study. Such 

type of perceptions often leads to comparisons with work colleagues with lower qualifications, 

typically Professional Studies, as it is further explorer next.  

No, it is not necessary to have Higher Education to work in a hotel. At Hotel X ((last 

e plo e , the di e to  has t take  a  ou se a d he is a di e to . All the olleagues 
I worked with, none of them had a degree. I was the one who had Higher Education 

and they all had only Professional Courses. Often, in interviews, they told me I was 

overqualified. Especially because I did Professional Studies in Tourism and could have 

stopped there. (Alice, LEA) 
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In no way [it represented an advantage]. At least at hotel he e I o ked, it as t. 
If I had a 12th grade or a university degree, it was the same thing. (Laura, LEA) 

I  tou is , as i  a  a ea, hat atte s is the p a ti e, ot Highe  Edu atio . I do t 
mean to say that I eg et ha i g it, I do t k o , ut if it e e toda  I do t k o  if I 
would have done things this way. (Sabrina, LEA) 

Holding a degree or not: does it matter?  

Considering the extent to which a University degree it is valued by recruiters/employers, many 

research participants in non-managerial positions share the belief that despite believing that a 

degree is important, for employing organisations the fact that they hold a degree is indifferent 

and no distinction is made. A few interviewees consider, however, that it highly depends on the 

organisational context and culture. 

I created some expectations because I learned that the Tourism sector needed 

qualified people and had to rejuvenate, because there are professionals with 30 years 

of experience, but many did not even finish secondary school. So, there was this idea 

that Tourism needed new people, trained people, and I believed that companies would 

value it, these young people who invest on their training. But no (LLL), it is not really 

like that. (Hugo, EMP) 

I feel that e plo e s eithe  do t alue it, e ause the  also do t ha e these 
qualifications themselves, or because they consider this work so basic that it would be 

obvious for us to know how to do it, nor would we need to have studied for it. I think 

the minimum requirement is almost at the same time the maximum requirement. If 

ou ha e P ofessio al “tudies, o e of those at “e o da  le el, that s good, that s the 
i i u ; if ou ha e a deg ee, that s i e; if ou ha e a Maste s deg ee it s 

completely irrelevant. (Vera, EMP) 

Neither most of my colleagues in the Front-Office nor the owners ((also Managers of 

the hotel)) had a degree and hence perhaps there this gap in the way we see things. 

There were people who could be giving much more of them in another section. 

Education mea t othi g. It s OK that e should disti guish ou sel es  e it, ut I 
do t thi k it as app e iated eithe  that I had these ualifi atio s a d as illi g to 
e a e othe  halle ges. That s h  I thi k the  la ked isio . Ce ilia, LEA  

Both Vera and Ce ilia s testi o ies ake efe e e to the fa t that a  e plo e s/ usi ess 
owners in the Hotel industry, and in the Tourism sector in general, have themselves little formal 

qualifications in this field. Hospitality Management literature suggests that a few managers in 

the Hospitality industry have tertiary education and may consequently have a poor 

understanding of graduates  st e gths (Raybould & Wilkins, 2005). 

The HE Expert (KEY) is of the opinion that organisations also have some difficulties in 

understanding the added value of a Higher Education graduate and of Professional 

Studies/Vocational Education. The former should provide future graduates with a set of tools to 

help them think, look at a problem and see how they can solve it, research how to solve this 

problem in context. Higher Education also provides students with some technical competencies, 

it should help people learning how to learn, by relying on critical thinking and reflexivity; it is not 

a matter of knowing how to do it, of learning by repetition, it requires a higher mental effort. 
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The latter is more technically oriented, hence excelling faster in terms of performance. As seen 

in the previous section, 8.4, ost of o ga isatio s  e uit e t eeds a e p e isel  i  the 
operational area, to which this type of education is more oriented to.  

There is therefore some disarticulation and we have overqualified people working in 

jobs that have lower requirements. Even if we take into account that people have to 

start somewhere, that they have to gain experience and maturity, that they have to 

experience operational work to be aware of the work context, this is mostly the result 

of HR with technical and specialised training for certain functions with less need for 

management skills, which is precisely what Higher Education gives. (HE Expert) 

Several participants share this view that a degree does not prepare people for operational 

positions, it prepares them to think. But when they get to the labour market, they are not 

expected to think, they just have to do. As discussed in section 7.2.1, feeling unable to utilise the 

skills developed on their programme not only can contribute to feelings of frustration and an 

i eased uestio i g of o e s optio s, ut also ha e a  i pa t o  g aduates lea i g the 
industry (Barron & Ali-Knight, 2017).  

Following the observation in section 6.4.1 that a considerable number of interviews consider 

having received an adequate preparation for their working lives in the industry, and although 

quite young and with little work experience, Emilia (NEW) already has a well-formed idea on 

these issues, hence reinforcing this viewpoint: 

Ha i g a deg ee is a i i u  e ui e e t. It s ot a atte  of ei g ette  o  ot, 
because there are people who have been working there for 15 years and know the 

hotel better than anyone. But Higher Education, taking into account the diversity of 

curricular units we have, gives us some tools to know how to deal with situations that 

go beyond the practical dimension. These colleagues may be very used to the 

operation of the hotel, but if they had to deal with things related to management, 

the  ight ot e a le to. The  a  k o  ho  thi gs o k, ut the  do t ha e the 
ig pi tu e of hotel a age e t, the  ha e t de eloped the skills to deal ith it.  

Constant comparison with colleagues performing the same or similar job positions under the 

same employment terms, but without a university degree, is also observable from research 

pa ti ipa ts  a ou ts. A o di g to the OB Expert (KEY), having people with the same job 

description but with different qualifications is a major problem of the sector and a common 

source of conflict, disrupting the organisational climate. This disruption is aggravated when the 

seniority factor joins the equation, as many people who are not so qualified are also those with 

higher organisational tenure. As seen in section 6.4.2, this very often negatively influences new 

entrants on-boarding processes.  

Several participants refer to when it comes to remuneration and other benefits, a degree makes 

no difference whatsoever, as the testimonies in Figure 8.15 suggest. Pay, becomes, once more, 

a significant aspect determining perceptions of career success, grounded on notions of lack of 

p ope  e ip o it . Hu a  apital theo  suggests that the pa  of a  i di idual is p i a il  
attributable to individual attributes such as education, experience in the job and accumulated 

experience in the labour market. In other words, levels and differentials are explainable by 

diffe e es i  a ou ts of skill a d k o ledge.  Follo i g su h logi  ea s that i di iduals ho 
invest in education would earn more than those who do not; the same being observed regarding 
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those who are more experienced. (Riley et al., 2002, p. 43). However, this is not what is verified 

fo  the T&H i dust . As Vale ti a s a ou t o  this topi  e ide es, o pa iso s a e ade ot 
only within the sector, but with other professional areas, which was seen in section 8.3.1, 

i flue e pa ti ipa ts  illi g ess to e ai  i  the i dust . Raybould and Wilkins (2005) remark 

that the frustration of feeling underutilised and overqualified is very likely to make many of them 

seek more challenging opportunities in other sectors.  

 

 

Figure 8.15 | Perceptions on the relative value of a T&H degree 

Source: Own construction 

 

Graduate talent 

As discussed in section 6.3, new entrants are often criticised for having unrealistic expectations 

of the type of work they will perform once in the labour market, of the career routes that are 

made available, or of the skills and competencies that are expected to hold in order to 

successfully perform their roles. As also previously analysed, graduates often seen little value 

being given to their formal qualifications on the grounds of lack of experience. The industry 

frequently relies on this justification to instil new entrants to initiate their careers in operational 

roles, despite they may qualify for entry-level management positions (Ladkin, 1999; Raybould & 

Wilkins, 2005; Robinson, Ruhanen, et al., 2016); especially if considering that most new entrants 

actually hold some type of previous practical experience though part-time jobs or internships.  

Some of the testimonies presented above also evidence that many graduates believe having 

well-developed skills, which are under-utilised by the industry. New graduates tend to find their 

jobs unchallenging when they are assigned only operational roles that require fewer complex 

skills or consider not to be taking advantage of their talents. Employees who feel underutilised 

and underchallenged are more likely to be searching for a new job within a six month time frame, 

supporting the view that perceptions of overqualification may result in the loss of talented 

employees (Maynard & Parfyonova, 2013; Raybould & Wilkins, 2005).  
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Although this issue has been mentioned by many participants (mostly Leavers and Employees, 

due to their longer experience), Vera (EMP, Reservations Clerk, 26 years-old, there years in the 

Hotel industry) is the interviewee that most emphasise it (see Figure 8.16). She describes how 

she is expected to have a number of digital competencies based on her youth (e.g., different 

software, programming, internet and social media proficiency), while at the same time many 

other of her skills are undervalued on the basis of her supposed insufficient experience in the 

industry.  

 

 

Figure 8.16 | Perceptions on the lack of recognition for graduate talent 

Source: Own construction 

 

Key-Informants have also extensively debated the valuation of graduate talent. The HE Expert, 

the HR Expert, the OB Expert and the Employers Association Representative concur that 

graduates are generally well prepared, but companies are neither prepared to accept their 

contributions, nor available to enhance their practical knowledge with proper training, as there 

is still the taboo that because a young person has no experience, he/she do not understand 

nothing in the business: 

Many recent graduates have noticed that there could be benefits in changing some 

practices, but as they carry a halo of a recent graduate, and as such are not perceived 
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as people who have sufficient experience or knowledge to have a voice. (OB Expert, 

KEY) 

The Major Employer 01 is of the opinion that organisations must understand their own role in 

the formative process of new entrants to the industry. The industry should expect work 

readiness when all companies are so different, in form and in processes. Some of the training, 

namely critical thinking, leaning how to develop work skills, can be done by HEI, but 

organisations need to complement it in everyday work life, on the job.  

Both the Major Employer 02 and the OB Expert place the onus of this mindset on conservatism 

and resistance to change, positing that difficulties are experienced not only by new entrants, but 

by anyone trying to introduce change in any organisation.  

I have doubts about the ability of companies to make the best use of their employees  
skills when they join the organisation. Hotels are very prescriptive structures, large 

groups have research and innovation units for products and services, but for work 

processes, they are still highly standardized. When it comes to small, independently-

owned hotels then it is even more difficulty. (OB Expert, KEY) 

Independently-owned hotel units are described as most marked by such mindset, but several 

reports are also directed at chained-hotels. Nevertheless, and as one informant in the 

preliminary research states, whoever works in a hotel group may not agree with the rules, but 

at least everyone knows what the rules are, and hotel groups are therefore portrayed as 

organisations in which people most aspire to work.  

This Key-Informant considers that innovation is often seen as a means to make acquired status 

vulnerable. If there is a culture of flexibility, acceptance and humility, organisations can 

understand that everyone can benefit from the contributions that a new entrant can make. But 

in most cases, organisational cultures are very closed and have no shared and collective values. 

Leadership is again highlighted as very important with this regard, as leaders are largely 

responsible for this culture and for potential changes in culture. If a new General Manager is 

hired, it is very likely that change happens, and the process is easier, because his/her power is 

acknowledged, whereas a new graduate, newly hired, has very little power of negotiation and 

influence. Therefore, a receptive leadership plays a key role in the recognition and capitalisation 

of graduate talent.  

 

8.6  Summary  

Chapter 8 adopted a more comprehensive approach on career development, built upon 

esea h pa ti ipa ts  a ati es o  thei  a ee  sto , follo i g thei  t aje to ies a d decisions. 

The findings presented in this chapter aim to address Research Questions no. 3 and no. 4, but 

the answer to these are also the outcome of the previous chapters. 

The first section is focused on the formation of the psychological contract, reporting to 

e uit e t a d ea l  so ialisatio  phases, ith ega ds to hi h ost pa ti ipa ts  a ou ts 
converge upon the expression of commitments and promises that can hardly be fulfilled and 

latter lead to disillusionment with the employment relationship.  
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The le gth of pa ti ipa ts  hospitalit  a ee s as also a al sed, a d jo /o ga isatio al o es 
were explored with respect to Employees and Lea e s : 

i. Locus of initiative for job/organisational change (if self-initiated or company initiated, 

with the former largely surpassing the latter situation); 

ii. Type of reasons underpinning the different moves composing their career journeys (if 

driven by positive/pull factor or negative/push factors, with several job moves being 

motivated by perceptions of psychological contract breach and violation); 

iii. “ea h eha iou  a d pe ei ed alte ati es o side i g pa ti ipa ts  e ol e t i  
active and passive searches and self-perceptions of employability, with the latter being 

mixed: some interviewees perceive job alternatives as existing and accessible, whereas 

others evaluated them based on working conditions on offer, functional area/level of 

jobs on offer, and geographical location/mobility requirements); 

iv. Attitudes towards working abroad (typically at the origins of comparisons and criticism 

with the Portuguese reality, although not deeply explored in this study).  

Lea e s  motives for career change were also analysed with respect to their perceptions of QWL, 

being the most significant reasons related to: scheduling and working time arrangements and 

work-life balance issues, closely followed by aspects concerning pay, promotion and 

opportunities for advancement, and health and job stress. As seen in Chapter 7, constant 

references to the incompatibility of hospitality work with family and personal life are made.  

Section 8.2.3 as spe ifi all  dedi ated to esea h pa ti ipa ts  a ee  t aje to ies follo ed, 
with four different categories being proposed in reference to the direction of such routes: 

i. Linear upward career trajectories, which refer to stepwise, upward career paths, 

bounded to a single or predominant organisation; 

ii. Crystallised career trajectories, which are typified by stagnating careers patterns within 

organisations that do not offer further growth prospects (with less representativity); 

iii. Ascending career trajectories, which are characterised by boundary-crossing 

movements that granted research participants access to higher hierarchical levels, i.e., 

career advancement and progression across multiple organisations; and 

iv. Lateral career trajectories, which describe frequent inter-organisational movements, 

yet predominantly non-hierarchical, i.e., moves that simply imply change/mobility, not 

progression (with greater representativity).  

Co side i g so iall  o st u ted o st ai ts to e plo ees  a ee  de elop e t, i te ie ees 
were questioned if they ever been aware of gendered constraints to career construction and 

development (either their own or for other individuals). As a result, a still quite high number of 

research participants believe these do not exist, claiming to perceive little (if any) influence of 

gender on career development nowadays. Some participants report to have never thought 

about this issue or to do not perceive it as a p o le  a o e . Although ou ge  ge e atio s 
grew up in a context of greater overall equality, thus making them allegedly more gender-aware, 

some contradictions and references to gender-related barriers and discrimination based on 

gender roles fou d i  thei  dis ou se, hi h ight poi t to the pe siste e of ge de s i isi ilit  
ithi  tou is  la ou . Fo  this easo , pa ti ipa ts  a ou t o  this issue e e atego ies as 

recognising gendered influences, not recognition, and holding contradictory views. The latter 
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refers to accounts in which participants state on the one hand that they do not perceive any 

gender-based difference at the workplace, whereas on the other, they give conflicting examples, 

acknowledging several types of forces that prevent women to climb the organisational ladder. 

Section 8.3 is dedicated to the different meanings that research participants ascribe to staying 

or quitting their employing organisational and/or their occupation, from which a total of nine 

profiles were proposed to characterise the extent to which the different dimensions of QWL 

impact employee turnover and retention and career longevity: 

i. The labels Resolute job/career stayers, Resolute job/career leavers, Potential job/career 

stayers, and Resolute job/career leavers are applicable to Employees and refer to the 

extent these interviewees are determined to continue working for their current 

organisation and/or continue pursuing a career in the Hotel industry in the 

medium/long-term; 

ii. The labels Reversible leaver and Irreversible leaver naturally apply to the Leavers group, 

and reflect very different view on their experiences with hospitality work; ultimately 

these also reflect the extent to which these interviewees are willing to give the Hotel 

industry a second opportunity.  

iii. The labels Willing to pursue a career in the Hotel Industry, Not willing to pursue a career 

in the Hotel Industry, or Easily lost to a different occupation, which are used to design 

the Newcomers group, reflect their willingness to get a job in the sector upon 

graduation.  

Following the notion of social exchange, employees enter a relationship with an employer 

expectation to obtain some type of benefits or rewards, and one way for individuals to repay 

their organisations for receiving these given resources is through engagement. When the 

employee considers to be in a balanced relationship – which is not observed from most research 

pa ti ipa ts  a ou ts – these generates feeling of commitment, attachment, and obligation, 

which stimulate positive attitudes and behavioural that benefit both individual and 

organisational outcomes. Many research participants do consider to be engaged both with their 

jobs and/or organisation, applying their full selves to their work roles. These interviewees refer 

to themselves as proactive, passionate about their jobs, aligned with company mission and 

operational goals, and motivated to contribute to organisational success. Considering Lea e s  

actual turnover and Resolute – job or career – Leavers  turnover intentions is not surprising that 

these participants negatively evaluate their exchange relationships and considering their 

employers to be failing in reciprocating. 

Section 8.4 was devoted to the analysis of research participants discourses on the phenomenon 

of employee turnover, the meanings of retention in contemporary employment relationships, 

and the image of the T&H industry as a valuable career. Concerning voluntary turnover, 

perceptions are mixed, with almost all Key-Informants and General Managers referring that 

pressing needs for HR increase competition between organisation and employees leave, 

constantly looking for better offers. On the other hand, especially conveyed by non-managerial 

staff, se e al efe e es a e ade to a a ket full of g aduates  a d full of people ho a e 
looki g fo  a jo , o  to the fa t that afte  ou, the e is so eo e i  the li e illi g to take it . 
Great consensus is found around the fact that poor remuneration conditions (not only salaries 

are low as remain unalterable for long periods of time), in combination with the long and 
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i egula  hou s, a e the ajo  easo s u de pi i g e plo ee tu o e . Pa ti ipa ts  a ati es 
have also allowed the identification of both negative and positive perceptions regrading this 

phenomenon.  

Perspective on retention mirror a more proactive career orientation, guided by the tenets of 

e  a ee  pa adig s, ith a  pa ti ipa ts o pa i g the sel es to thei  pa e ts  
generation and acknowledging not to expect a job for life at a single organisation. Although 

a i g o e  people s lifespa  a d depending on career stage, the notion of stability stood out 

f o  pa ti ipa ts  a ati es. This sta ilit  is pe ei ed as ei g elated ith the a ilit  of 
organisations to fulfil their promises and obligations, rather than on temporal or contractual 

stability. Younger employees, more recently graduated, are viewed by the industry as having a 

higher preference and predisposition for mobility and being more concerned about the portfolio 

of experiences and expertise that a job can offer them, rather than a long-term bond.  

The image of an occupation strongly impacts career choice and retention, and despite the 

growing interest for T&H programmes, the majority of T&H jobs are still poorly valued and 

respected in social terms. Many participants refer to high scepticism from parents, other family 

members and friends regarding the status and success of T&H careers. Research participants 

believe that this detrimental image is rooted on an interconnect set of reasons such as: 

i. A considerable lack of knowledge regarding T&H occupations; 

ii. Entrenched belief that anyone can easily perform T&H job without dedicated training 

and regardless of their educational background; 

iii. Low wage levels; 

iv. Cultural-related stereotypes; 

v. Association of service- elated jo s ith se ilit  

vi. The fluctuation in tourism demand and casualisation of employment relations; 

vii. Norms of the industry that still postulate traditional career routes that have typified 

Hotel Management careers over the last decades (when little dedicated Higher 

Education offer existed to this end). 

The last section of findings focuses on the value that is assigned to a T&H Higher Education 

degree and on the role a degree plays in career construction and development of a graduate. 

Most participants believe that having a degree is important, but also acknowledge that 

employing organisations do not really value this type of qualifications, not perceiving it as 

distinctive, especially at entry-level. Views are divided among those who perceive a T&H degree 

as: 

i. Imperative, in order to be su essful i  the la ou  a ket a d e ai  a keta le ; 
ii. A  added alue i  o e s p ofessio al life, that o solidates k o ledge, gi es a o e 

comprehensive and critical view of the industry, and provides graduates with the tools 

and capabilities to better manage their job duties; 

iii. Important for the competencies it provides to graduates, but not as an absolute 

prerequisite or a sine qua non condition – this view gathers the higher number of 

opinions, being then divided into those who place the onus of career success in attitudes 

and personal characteristics, in accumulated working knowledge and experience, or in 

some specifics benefits that this level of qualification can offer; 
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iv. A career progression facilitator (although not necessarily contributing to improve other 

aspects of the job, such as remuneration); 

v. No adding value to career development (no benefits acknowledged).  

Considering the extent to which a University degree is valued by recruiters/employers, many 

research participants (mostly in non-managerial positions) share the belief that despite having 

some benefits, holding a degree is indifferent and no distinction is made – especially with 

regards to remuneration and other benefits. A few interviewees consider, however, that such 

views are related to the organisational context and culture. Constant comparison with 

colleagues performing the same or similar job positions under the same employment terms, but 

without a university degree, are frequently found and posited as harmful to organisational 

climate.   

Finally, the mismatch between perceptions of graduate talent were addressed. Once more, 

references to the organisational context and culture, in particular, resistance to change, are 

made by several interviewees. Graduates often seen little value being given to their formal 

qualifications on the grounds of lack of experience. Although qualifying for entry-level 

management positions, recent graduates are recurrently placed in operational roles. When in 

combination with not as many progression opportunities as they envision, may irreversibly 

hampering their continuation, not only in the organisation, but in the industry itself. The industry 

frequently relies on the lack of experience to justify this positioning, even when new entrants 

indeed have practical experience, gained from preceding part-time jobs or internships. Many 

graduates believe having well-developed skills, which they feel being under-utilised when solely 

applied to operational roles that require fewer complex skills. Such accounts suggest that, 

although highly pressured by labour shortages (which are more strongly felt in operational 

fu tio s , the i dust  is ot ei g a le to take o  full ad a tage of T&H g aduates  tale t,  
simply not recognising due value to it.   
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9.   Conclusions 

 

 

9.1 Introduction 

This research sought to contribute to the debate surrounding the ability, or willingness, of the 

T&H industry to retain HR with dedicated T&H high-level qualifications. A qualitative multi-

method-style methodological approach informed by a constructivist-interpretivist stance was 

employed to explore the experiences of highly educated individuals at different stages of their 

careers within the hotel sector, and to investigate how these experiences came to shape their 

understanding of quality of work life and permanence in this industry. The research approach is 

therefore based on in-depth, first-hand accounts of career experiences and decisions, feelings 

and perceptions, of three groups of purposefully selected participants offering different 

viewpoints of career development and longevity in T&H. 

The purpose of this last chapter is, therefore, to present the main findings and conclusions of 

the thesis by revisiting the Research Questions and themes discussed across Part IV – Data 

Analysis and Findings (section 9.2).  

The second part of the chapter (section 9.3) is focused on the theoretical, methodological, and 

empirical contributions of this research. Some limitations of the study, as well as some 

suggestions for future research in this field of study are put forward in the last section (section 

9.4). 
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9.2 Main findings and conclusions 

In order to achieve the aim of the research, four research questions were outlined. The 

organisation of data analysis and findings chapters (Part IV) in this thesis reflects the research 

objectives. The fulfilment of all four objectives were essentially obtained during Phase I of data 

collection, which constitutes the core component of the study. Following a logic of 

complementarity, inputs from Phase II were taken into consideration in the interpretation.  

Tourism has the potential to contribute to job growth, but besides the number of jobs created, 

nature and quality also matter, especially when this is a sector marked by high levels of mobility 

of all types. The industry is struggling to staff both existing and new T&H business, especially 

hotels, which have a multitude of very specific job positions and typically have higher labour 

needs. Coupled with these growing shortages of labour force, voluntary turnover is, therefore, 

one of the most problematic managerial issues, which demonstrates the need for additional 

research focusing on the diverse sub-sectors (N. Kim, 2014). Considering the centrality that 

Human Resources within the context of tourism experiences, the T&H industry provides a 

favourable environment to explore some of the current issues in organisational behaviour 

studies and HR management. 

Due to the ever-increasing complexity of labour markets and employment relationships, a high 

quality of life at work, considered as an essential dimension of quality of life, is essential for 

organisations to successfully attract and retain valuable employees. QWL may be deemed as a 

general state of well-being at the workplace, which is closely related to – yet, different from – 

jo  satisfa tio , a d a  i flue e othe  sphe es of o e s life (Kahn, 1992; Nadler & Lawler, 

1983; Sirgy et al., 2001). Co se ue tl , it has a sig ifi a t i pa t o  shapi g people s a ee  
decisions. QWL is not directly observable and it is unlikely that overall measurements would be 

able to summarise all its components. However, by deconstructing the concept it may be 

possible to identify all the components and the relationship between these components. The 

findings of the study, together with an examination of the extant literature, both generic and 

industry specific, allowed the identification of a set of six major dimensions (made up of 12 

subdimensions): job structuring and work organisation (organisational policies, job content, 

scheduling and working time arrangements); reward and recognitions systems (pay and fringe 

benefits, recognition and appreciation for work); achievement and development (promotion and 

advancement, skill development, learning and growth, and job security); psychosocial working 

environment (interpersonal and supportive relations at work, leadership style); health, job stress 

and emotional demands; and work-life balance.  

Despite the ide tifi atio  a d a al sis of this set of di e sio s, he  o side i g i di iduals  
conceptions of QWL it is observed that this concept is actually made of a combination of aspects 

that are very exclusive to each individual. These meanings are constructed based on subjective 

criteria that are expected to change over time due to changes in reference points, to changes in 

the pe so s pe spe ti e a d p io ities, to e e  g o i g eeds of ea h pe so , and in response 

to changing conditions. Just as every person will exhibit his/her own and distinctive career path, 

so as conceptions of QWL are highly subjective and variable. The findings evidence that the 

norms of reciprocity underlying exchange relations are systematically breached by employing 
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organisations, with little return being perceived with regards to efforts and contributions made 

by the employee, typically in favour of the former.  

There is a widespread idea, mostly formed by employers, that employees leave jobs and 

organisations because they are not satisfied with their remuneration and/or with other 

monetary aspects. Findings do partially support this notion that salary is a very important factor, 

not necessarily for its face value, but mostly for its disproportion with regards to job demands. 

Holding a university degree is precisely one of the most important factors why remuneration is 

so poorly rated, when considering the expectation formation regarding future career outcomes. 

However, satisfaction with remuneration is found as not enough to drive loyalty, engagement, 

and retention. In addition to monetary benefits, employees expect an interesting and 

challenging job, reasonable workloads, career development, self-fulfilment and opportunities 

for personal growth, a satisfactory social atmosphere, a supportive leadership, and work-life 

balance. The degree of perceived QWL will then be contingent on the degree to which 

individuals believe his/her criteria (especially those in which he/she places greater importance) 

have been met.  

One of the findings of this study relate to the role of leadership, which is postulated as being key 

in influencing career development and perceptions of QWL in reference to many other work 

dimensions, such as work organisation, recognition and appreciation for work, interpersonal 

relations at work, job stress, and work-life balance. Results suggested that, in light of the style 

of leadership adopted and associated managerial practices, i p o i g e plo ees  QWL i  a  
organisation depends to a great extent on the leadership. Moreover, a receptive leadership 

plays a key role in the recognition and capitalisation of graduate talent, as leaders are largely 

responsible for shaping organisational cultures and for potential changes in this culture. 

Although experiencing countless changes over the years, being quite innovative and cutting-

edge with regards to service development, T&H organisations are innately conservative, highly 

prescriptive, standardised and resistance to change with respect to work processes. This often 

results in continuously poor productivity, working conditions and remuneration – with these 

problems being particularly acute for SMEs, which support the majority of tourism jobs (Baum, 

2007; Cooper & Hall, 2008). Organisational culture and values and their influence on corporate 

management styles are perceived as a key antecedent of employee turnover, with the findings 

suggesting that perceptions of transparency – which relate to truthfulness, ethics, openness, 

and promises kept – are a meaningful factor in the evaluation of the quality of the employer-

employee relationship.  

Making a good, or bad, career decision, ill ha e a sig ifi a t i pa t i  o e s life a d if 
hospitality graduates are entering the T&H sector without an accurate understanding of it, this 

can be one of the main causes why so many entrants leave the sector, despite their investment 

in specialised education and training. This is particularly relevant when considering that a high 

proportion of T&H management graduates drop out (e.g., King, McKercher, & Waryszak, 2003; 

“i éad, Deega , O Lea , & Deega , ; “tu ges & Guest,  or that an also high number 

of students choose not even to work in hospitality, and chose working in other areas instead 

(e.g., Richardson, 2008, 2009). Concurring with previous research (Ladkin, 1999; Raybould & 

Wilkins, 2005; Robinson, Ruhanen, et al., 2016), if considering that T&H Management Degrees 

are oriented to Hospitality management, it is not surprising that recent graduates feel 
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undervalued when recurrently and indefinitely placed in operational roles, despite qualifying for 

entry-level management positions. Highly educated individuals, especially Millennials (e.g., Ng 

et al., 2010; Richardson, 2010), are perceived as having prospects of rapid career advancement. 

A degree is not perceived as fully endowing new entrants with all the required knowledge and 

skills to upfront be held a management position; however, graduates do want to progress quite 

quickly up the hotel ranks. Results suggest the image that employing organisations have about 

graduates, particularly Younger Millennials, may be hindering their integration, continuity, and 

attachment both towards their job and the T&H occupation/career. This perceived lack of 

recognition of the potential and value of talent by Hospitality organisations involves, more 

spe ifi all , feeli gs of stag atio , li ited oppo tu ities to use a d de elop g aduates  spe ifi  
skills and capabilities and lack of fair and differentiated treatment between higher and lower 

levels of staff qualification. Employers are often considered to be sceptical about g aduates  

qualifications, therefore limiting opportunities (e.g. to be more autonomous, to implement 

some changes, to progress faster), mostly on the grounds of their insufficient work experience. 

When in combination with not as many progression opportunities as they envision – which the 

findings of this study indicate to be a very important career factor –, may irreversibly hampering 

their continuation, not only in the organisation, but in the T&H industry itself. 

Common notions that new entrants tend to hold unrealistic expectations regarding the labour 

market (Lefever & Withiam, 1998; Nachmias et al., 2017) are not fully supported by the findings. 

Although research participants did not expect a management role upon graduation, they 

expected that holding a University degree would provide them with a competitive advantage, 

positioning them as good candidates once progression opportunities came up and/or ensuring 

faster progression. Even if indecisive regarding their career choice or if not holding very clear 

career goals, findings suggest that new entrants are quite aware and knowledgeable of the T&H 

industry norms, work characteristics and operating modes. Many participants clearly expressed 

being aware that they would not be offered a managerial position upon graduation and knowing 

that they are expected to conform with Hospitality career norms. These norms imply starting 

o e s career at lower hierarchical levels, performing exclusively operational roles, and making a 

step-by-step route up the career ladder, despite eventual organisational moves. As supported 

by careers literature (Ladkin, 2002; Robinson, Ruhanen, et al., 2016; Wang, 2013), recurrent 

references are made to the fact that the career structure in T&H presumes that a graduate in 

Hotel Management will always have to commence his/her route from operational roles and 

moving up the ladder, attaining the necessary career competences in the process. However, 

several critical voices start to raise against this falla ious a gu e t , considering that careers 

typically unfolded like this in times when no offers for T&H dedicated formal training, nor 

tertiary education existed – which is not the case at present.  

It should be remarked that it is in the transition stage to early adulthood that educational 

choices, which strongly shape individuals  futu e a ee  di e tio s, a e ade. These pote tiall  
unclear views are then highly contingent on youth, on a certain degree of naivety, and 

inexperience concerning the labour market. This process is not facilitated due to the fact that 

the T&H industry lack clear career pathways (Andersen & Hjalager, 2001; Ladkin & Kichuk, 2017), 

hence not being surprising that career ambitions often lies with the management of a hotel unit, 

with a certain image of success and status being associated with the Hotel General Manager 

position. The industry often assign the hassles of education-to- o k t a sitio  to e  e t a ts  
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unrealistic expectations, and previous research refers that inflated expectations are found to 

often result in negative organisational outcomes, including increased turnover, low satisfaction, 

and a lack of organisational commitment (Lefever & Withiam, 1998; Richardson, 2008, 2009; 

Wanous et al., 1992). 

Graduates often seen little value being given to their formal qualifications on the grounds of lack 

of experience, when in fact most new entrants actually hold some type of previous practical 

experience though part-time jobs or internships. Some of the testimonies presented above also 

evidence that many graduates believe having well-developed skills, which are under-utilised by 

the industry. New graduates tend to find their jobs unchallenging when they are assigned only 

operational roles that require fewer complex skills or consider not to be taking advantage of 

their talents. Employees who feel underutilised and underchallenged are more likely to be 

searching for a new job within a six month time frame, supporting the view that perceptions of 

overqualification may result in the loss of talented employees (Maynard & Parfyonova, 2013; 

Raybould & Wilkins, 2005). Both employees and employers tend to think about talent – and 

consequently talent management – as a function of a list of different, transferable, and 

p edo i atel  soft , skills and competencies, or as an individual trait. However, talent 

management should rather be interpreted as the efforts that organisations employ to make 

people better at their jobs. It has more to do with aligning the right people with the right jobs  
(Baum, 2008; Jones et al., 2017), as findings also suggest.  

Besides the emphasis on educational and career decisions driven by rational, extrinsic 

motivations, largely underpinned by perceived job opportunities and propensity to obtain a job, 

the pursuit for intrinsic rewards is also a very significant driver of career choices. A o a ti ised  
vision of the industry if frequently highlighted, typically associated with strong perceptions of 

good fit with the job-occupation, and with the successful development of a Hospitality identity. 

Recurrent references to Hospitality work being perceived as a calling, as a passion, as an innate 

talent, or as honourable occupation were found. The perceived vocation for hospitality work has 

been identified as a factor influencing not only conceptions of QWL, as also to resilience. 

Vocation, determination, and resilience are pointed out as key elements for those who want to 

be successful in a Hospitality career. 

The study findings suggest that resilience is a key trace of personality which may have a decisive 

role in shaping career decisions, especially at early stages of career development. Previous 

research also suggests that young graduates seem particularly tenacious about working under 

extreme, less desirable conditions if they believe in the long-term prospects that such job can 

offer (Nair et al., 2017). This can also potentially explain why the T&H field remains so attractive 

to many young people, despite the general awareness of low salaries, no regular working hours 

a d eed to sta t ith lo est positio s. As postulated  V oo s VIE odel, expectancy refers 

to the perceived degree of probability that a given level of effort or an action, will lead to the 

desired outcome. Similarly to the findings of Nair et al. (2017), many research participants were 

keen to work hard and make sacrifices holding on to better career prospects. Several 

interviewees believe that many promotion opportunities do exist, and recognition is possible, 

as long as one keeps perseverance and focus. It is not that individuals underestimate the high 

demands of T&H jobs, but rather exhibit high levels of confidence on future outcomes as a 

consequence of effort and investment expended. Considering the formation of psychological 
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contacts, which occurs prior to employment, at recruitment and at early socialisation phases, 

promise exchanges are made between the two parties, the employer and the prospective 

employee (M. Riley, 2019; Rousseau, 2001). The promises of prospective employees can be 

considered, at the very least, to be disproportionate to the commitments and warrantees 

p o ided  the e plo e , to the e te t of ei g des i ed as disappoi ti g  a d f ust ati g .  

In light of contemporary career perspectives responsibility for career development has shifted 

from the organisation to the individual (Ladkin & Kichuk, 2017). However, careers are also the 

outcome of structural opportunities and limitations, and, for this reason, responsibility for 

career development should instead be perceived as a shared responsibility, not limited to the 

individual nor the organisation. Despite the focus on careers literature that careers management 

is an individual (rather than organisational) responsibility most research participants joined 

organisations with very high expectations regarding their future careers, anticipating that their 

e plo e  ould help the  a agi g thei  a ee s. This assista e  ould o e ostl  i  the 
form of training and development opportunities. The higher the level of specialisation and the 

higher the level of transferability of skills between companies and sectors of activity, the greater 

the ability of professionals to adapt to the new careers paradigm, instead of being limited to the 

traditional model. Promotion and opportunities for advancement constitute a highly desirable 

feature for many new entrants to the T&H industry, despite the unclear career routes that typify 

most T&H jobs; so as a significant number of employees are highly driven by the opportunity to 

take on more challenging roles and responsibilities. By being recruited and kept in operational 

oles, pe eptio s of stag atio  sta d out f o  pa ti ipa ts  ie poi ts o  a ee  de elop e t 
in the hotel sector. Reports on promises being made with the solely purpose of keeping people 

in the organisation for indefinite time, especially in operational jobs which are more difficult to 

staff, are recurrently found. Despite some recognition that progression opportunities do arise, 

when happening, these do not happen as fast as many people expected and/or were ensured 

when joining the organisation. These opportunities are thus found to be contingent on 

reciprocity, transparency, and fairness, hence being at the origin of the dissatisfaction, 

demotivation, and distress, and ultimately in the desire to leave.  

Although the e  ps hologi al o t a ts a e o e t a sa tio al i  atu e a d the e is a lo e  
focus on security within the exchange relationship, the findings suggest that stability becomes a 

more relevant factor. Participants were not worried about having a secure path, but rather in 

having their psychological contracts fulfilled. In the literature job instability is referred as being 

associated with temporary, seasonal and part-time employment, mainly as a consequence of 

fluctuations on tourist demand, and presented as a justification for employees being more 

willing to switch jobs (ILO, 2010; Stacey, 2015). The findings of this study suggest that although 

promotions, salary increases and contractual stability are still highly contingent on job tenure in 

most organisations, job security is not a relevant concern. In line with the tenets of 

contemporary career paradigms, promotion and career advancement opportunities are, 

therefore, not perceived as being so contingent on organisational tenure as in the past.  

Stability then assumes a wide set of interpretations that go beyond contractual stability, such as 

confidence and trust that employing organisations inspire, especially for capable of meeting 

their obligations to a ds thei  e plo ees, fulfilli g p o ises, a d safegua di g thei  e plo ees  
ights a d i te ests. Although a i g o e  people s lifespa  a d depe di g o  a ee  stage, the 
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notion of stability stood out f o  pa ti ipa ts  a ati es. Jo  sta ilit  is also associated with 

ea h pe so s life stage a d fa il  fo atio , so ethi g that is ot e lusi e to the T&H 
industry, considering that having kinship responsibilities becomes an important criterion of 

evaluatio  of o e s professional situation. More experienced individuals are professionally more 

mature and give further thoughts to job change. In accordance with previous research (Furåker 

& Berglund, 2014), employment security seems, in this context, more relevant than job security, 

as participants are more focused on the possibility of being employed, rather than staying with 

the same employer.  

Perspectives on employee turnover and retention are closely aligned with this assumption, 

i o i g a p oa ti e a ee  o ie tatio , guided  the te ets of e  a ee  pa adig s, ith 
many participants comparing the sel es to thei  pa e ts  ge e atio  and acknowledging not to 

expect a job for life at a single organisation. Findings suggest that lifetime employment is not a 

priority among younger individuals, which may evidence that recent graduates are becoming 

increasingly aware of the nature of contemporary employment relationship, as well as that age-

related difference do actually influence ho  i di iduals pe ei e thei  ps hologi al o t a t s 
terms and career development over their lifespan (Narelle & Jepsen, 2009). Such as postulated 

by protean and a boundaryless career theories, self-driven, goal-directed work behaviour, and 

preference and predisposition for mobility (Wiernik & Kostal, 2019) stand out. Highly educated 

individuals are described as being more concerned with employability, which is gauged by 

means of the portfolio of experiences and expertise that a job can offer them, rather than a 

long-term bond. Again, having an orientation for mobility should not be perceived as 

detrimental of other forms of stability.  

Findings of this study also support that despite the growing interest for T&H programmes, the 

industry of T&H is still struggling to position itself as valuable career. The majority of T&H jobs 

are still poorly valued and respected in social terms, which underlies high scepticism from 

parents, other family members and friends regarding the status and success of T&H careers. This 

detrimental image is rooted on an interconnect set of reasons ranging from the frequent 

association of service- elated jo s ith se ilit , to the low wage levels that characterise most 

T&H job ranks, or to the entrenched belief that anyone can easily perform T&H job without 

dedicated qualifications. This naturally poses higher challenges to educational/career choice and 

retention, especially when supported by poor evaluations of QWL in the industry.  

To conclude, the findings indicate that employee turnover and retention, and the consequences 

for both individual career development and organisational outcomes, are due to a complex 

series of causal factors. Several influential factors have been identified: career expectations; 

perceived quality of working life; perceived psychological fulfilment or breach; demographic and 

human capital characteristics; and job/organisational characteristics.  

 

9.3 Thesis originality and contributions 

This research is rooted on a multidisciplinary perspective, as the main concepts hereby involved 

have been subject of analysis in multiple fields of knowledge, thus combining relevant insights 

from Tourism, HR management, Industrial Psychology and Organisational Behaviour. This 
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interdisciplinary study had an ambitious agenda, covering a wide group of concepts and topics 

related to individual career management in T&H, while employing and combining theoretical 

perspectives and methods from different disciplines. Its contribution is theoretical, 

methodological, and empirical. 

Career development is still an underexplored theme in T&H literature, particularly in light of 

significant changes in the nature of work and employment relations which occurred over the 

past decades. Mainstream employment relations and career paths with long-standing continuity 

and security have been increasingly replaced by more flexible job arrangements (Siegrist, 2016). 

New career paradigms and alterations in psychological contracts which place higher emphasis 

in mobility and marketability, can increase the likelihood of voluntary turnover and call into 

question career longevity in the T&H industry. Hospitality careers have unique attributes that 

are shaped by a highly variable context and combination of skills that hospitality work requires, 

and research on how careers develop in the industry is quite scarce. Hotel managers – mostly 

male managers – are the exception, whose careers exhibit more structured, easily traced career 

patterns (Baum, 2002; Carvalho, Costa, Lykke, & Torres, 2018; Ladkin & Kichuk, 2017). This study 

aims, therefore, at contributing to the careers literature by exploring career trajectories and 

career factors that can either lead to voluntary turnover or permanence of T&H graduates.  

Although there is a considerable body of knowledge on T&H g aduates  a ee  paths a d 
turnover intentions (e.g., Blomme, Tromp, & Rheede, 2008; Blomme, Van Rheede, & Tromp, 

2010; Scott & Revis, 2008; Sturges & Guest, 2001), as well as on u de g aduates  e pe tatio s 
and future intentions towards working in the industry (e.g., Barron, 2008; Blomme, Van Rheede, 

& Tromp, 2009; Lu & Adler, 2009; Mooney & Jameson, 2018; Richardson, 2008, 2009), one group 

remains under-explored: that of T&H graduates who made the decision to be no longer 

employed in the industry. The only exception found refers to the recently published study of 

Gebbels, Pantelidis and Goss-Turner (2020) (therefore not available when this study was being 

undertaken), which focused on the leaving process of hospitality professionals holding a relevant 

degree but no longer employed in the industry. To the best knowledge of the researcher, there 

are also no studies combining different groups of T&H professionals at different career stages 

(in reference to the permanence in the industry), with the exception of Brown, Arendt and 

Bosselman (2014), who examined differences in perceptions of hospitality graduates who left 

the hospitality industry and of those who stayed.  

As far as the Portuguese context is concerned, even less research is devoted to T&H careers from 

an individual – not organisational – perspective (Costa, Breda, Malek and Durão (2013) report 

on one of the few research projects focusing on career paths of T&H graduates). Curiously, in 

Po tugal, the fe  e eptio s a e fou d ith ega ds to o e s a ee  a age e t (Carvalho, 

2017; Carvalho, Costa, Lykke, & Torres, 2018; Costa, Breda, et al., 2013; Costa, Caçador, 

Carvalho, Breda, & Costa, 2013). Overall, and despite this is a very labour-intensive and high-

contact industry, Tourism labour and employment is still far from being considered a major 

subject area in T&H academic research, and there has been a call for research into the challenges 

of retaining and engaging the Hospitality workforce (Baum et al., 2016; Ladkin, 2011), which 

validates the need for studies like this. 

With respect to quality of working life, this is a largely untapped topic in the existing T&H 

literature, particularly with regards to research applying qualitative approaches. The few existing 
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studies involve a specific typology of workers, such as room attendants (Knox et al., 2015) or 

casino employees (Wan & Chan, 2013). O l  Wea e s (2009) has a broader focus on Tourism 

graduates. Qualitative studies are still limited, while being largely surpassed by quantitative 

studies, which although offering interesting insights, fail to fully capture the researched 

phenomenon. Many studies, whether on employee turnover, career development, or quality of 

working life are actually in favour of surveys, which leave little space to make sense of research 

pa ti ipa ts  pe eptio s o  the fa to s i flue i g thei  a ee s. B  e a i i g, ith g eate  
depth, the experiences of a small number of participants, this study aimed at gaining new, rich 

and context specific data which might address some of the gaps in the existing knowledge on 

how T&H careers unfolded for individuals with high-level qualifications who ambitioned for a 

long-term career in the industry when choosing this occupation. In terms of theoretical 

contribution, this study contributes to the literature on career management and employee 

retention. More specifically, it extends existing research on Hospitality careers, turnover 

intention, and quality of working life.  

One of the significant contributions of this study is to demonstrate the potential of using a less 

traditional approach to qualitative research, hence attempting to contribute to contemporary 

multi/mixed method research development. A somewhat distinctive, two-phase, QUAL → qual 

design was deemed appropriate to answer the proposed research questions. Multi-method 

qualitative studies are frequently adopted in other fields, but quite scarce in the T&H domain 

(see section 5.4.2). Adopting a constructivist-interpretivist stance with a critical orientation, the 

process of data/ ea i g o st u tio  is ased o  pa ti ipa ts  o  oi es a d o ds; in-depth 

interviewing is, therefore, the strategy which was adopted in this study. Aiming for clarification 

and a more comprehensive understanding of how participants make sense of their career 

experiences, a supplementary method was also used, based on key informant interviewing. This 

stud  thus adds to e pi i al k o ledge  oade i g the u de sta di g of g aduates  a ee  
management and by revealing the influence of multiple QWL dimensions as retention factors. 

Career longevity in the T&H industry is explored in the context of the critical changes in 

contemporary working life and culture. 

Given the impossibility of conducting a longitudinal study, three groups of highly educated 

individuals at different phases of their careers were targeted as research participants: 

newcomers to the labour market, graduates currently employed in the industry, and graduates 

no longer working in the industry. These participants were not only differently positioned in 

relation to their Hospitality careers (i.e., still enrolled, not enrolled, still to be potentially 

enrolled), as purposive sampling aimed at maximizing variation in their profile. Participants are 

therefore of different age groups, gender, family responsibilities, locations within the country, 

and educational background (University and Polytechnic HEI graduates). Concerning their 

professional profile, both back and front-of-the-house staff were included in the sample, as well 

as a variety of functional levels (staff/operational, supervisory, and managerial) and job 

positions (up to 15 different positions). Although such variation may difficult the identification 

of ele a t patte s i  pa ti ipa ts  a ati es, the esea he  elie es that this a  o stitute 
relevant information for future studies, following more refined criteria in participant selection. 

Follo i g Bau  et al. s  o side atio s o  the position of workforce and employment 

issues within sustainable tourism narrative, it is posited that this topic is largely absent from the 
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debate, and decent work objectives – which configure one of the Sustainable Development 

Goals – continue to be unmet in The tourism sector. Alig ed ith these autho s  sta e, o e 
than aspiring to offer solutions for workforce and employment problems in the T&H industry, 

this study attempts to offer explanations for the factors and drivers underpinning these 

challenges. As the T&H industry continues to be confronted with the problem of attracting and 

retaining qualified employees, which contributes to a never-ending cycle of skilled personnel 

shortages, the results of this study may provide some valuable insights for T&H employers, 

educators, and even T&H students or recent graduates.  

The findings from this study apply to individuals, organisations, and the T&H industry in general, 

as retaining skilled and satisfied employees is essential to the growth and sustainability of all 

businesses, to which T&H is no exception. 

Given the interactive and co-operative researcher–participant relationship that characterises 

ualitati e app oa hes, the esea he  has t ied to d a  pa ti ipa ts  atte tio  to the 
importance of discussing these issues. This is particularly relevant for future hospitality 

graduates and new entrants, who may use this information to determine to what extent their 

perceived importance of different career factors is promoted by the industry, to make better 

informed career decisions, and to be aware of the multiple trajectories Hospitality careers may 

follow. Implications can also be fou d fo  edu ato s, o side i g thei  ole i  shapi g stude ts  
pre-entry expectations, and relevance that vocational guidance/educational counselling may 

have in defining T&H students future career paths.  

For employing organisations, particularly those in the Portuguese T&H sector who were, until 

very recently, facing challenges in staffing the ever-growing number of T&H business – this 

growth has been curbed by the Covid-19 pandemic and it is still unclear when recovery will be 

happening – this study can provide useful information that may help them devise effective 

strategies to attract and retain qualified HR. It is also expected that employers become gradually 

more aware of the value and importance of tertiary-level qualifications, contributing to a greater 

recognition of the need for a more balanced and equitable exchange relationships. Knowing 

what factors drive or influence students  de isio s a d attitudes, hat a ee  fa to s a d 
di e sio s of o e s jo  e plo ees alue the ost, a d hat a e the most important predictors 

of people s i te tio s to sta  o  to lea e, a  ha e i po ta t e efits i  a agi g the u e t 
complex and uncertain employment relations. It is also desirable that insights from this research 

could lead T&H employers to craft appropriate employability and career management strategies 

hi h a e o e e efi ial to the e plo ees, sho i g g eate  o e  ith e plo ees  ualit  
of working life, facilitating the transition into satisfying employment, and delineating possible 

interventions to promote employee retention. 

Finally, one of the contributions this study has made refers to the T&H industry as a whole, as 

an employer, by discussing the role of Higher Education in the growing professionalisation of the 

sector. The researcher hopes that both organisations and policy-makers may, in a near future, 

direct their efforts to debate potential pathways for a higher valuation of T&H jobs and careers, 

thus fighting the brain drain of a growing number of highly educated individuals to other 

professional fields, and capitalising the investment made in high-level, dedicated qualifications.  
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9.4 Limitations of the study and recommendations for future research 

Some limitations associated with this research can be identified and should be taken into 

account in future studies. In this section, more generic limitations are pointed out, as the 

concerns more specifically addressing methodological limitations have already been expressed 

in section 5.7.  

From a broader perspective, all research paradigms are associated to some extent with 

methodological limitations, but almost all philosophical frameworks arouse from exposing the 

limitations of previous paradigms and exploring the opportunities to develop further 

understandings of reality. A critical lens will, therefore, include some questions and exclude 

others, but criti ue should e a o sta t poi t of efle tio . T pi all , efle i it  is 
o te tualized ithi  a o e  to de elop a o e iti all  i fo ed p a ti e  (Valentin, 2006, 

p. 27). Developing this study implied privileging some methodological choices over others, and 

each choice has inevitably some shortcomings.  

Many of the limitations of this research concern the process of data collection, in particular the 

strategy of inquiry, the selection of participants, and the instruments and techniques for data 

collection (section 5.7). This is largely related to the fact that when implementing less 

conventional research methods, the researcher is facing higher risks and questioning than if 

adopting more traditional, far more theorised and tested, methods.   

The decision to finally draw the line where data reaches saturation is not consensually 

st aightfo a d. B  highl  di e sif i g the pa ti ipa ts  p ofile, the esea he  has t ied to 
maximise the representativeness of the research sample; although generalisation should be 

treated with some caution, as some cases can be too specific to be representative. This study 

includes a large and diverse pool of research participants (e.g., participants occupying different 

job positions, including managerial and non-managerial, participants at different career and life 

stages, employees in both independent and chained hotels), which in qualitative investigation 

may be perceived as either as a strength or as a weakness.   

Although some references are made in esea h pa ti ipa ts  a ou ts a d i  i te ie s f o  
the preliminary research stage to the existence of differences in the nature of employment 

elatio ships a d o  e plo ees  e pe ie es ased o  the geog aphi  egio  the  o k i , su h 
differences are not explored in this study. Not only the researcher considered not having enough 

data to do so, by solely relying on the content of the interviews, but also because participants 

from the North region of Portugal are over-represented. This is due to the fact that, despite the 

researcher tried to ensure some geographical variety (the way participants were located and 

recruited is described in section 5.5.1), the esea he s pe so al a d/o  p ofessio al et o ks 
more significantly cover the North of Portugal.  

Finally, and similarly to what happens with other studies, Hospitality (with reference to the Hotel 

industry) is a very significant and ubiquitous component of Tourism and it is frequently used as 

a proxy for the whole Tourism sector. Consequently, interchangeable references are made to 

T&H, Hospitality, and the Hotel industry. The researcher is well aware that these three 

dimensions do not necessarily overlap each other, as well as that the employment terms and 

relationships, organisational structures and job attributions, among other aspects, in the other 



 431 

industries of the Tourism sector, may significantly differ from those that are observable in the 

Hotel industry. Likewise, the context of tourism employment varies greatly, and it is influenced 

by a wide range of economic, socio-cultural, and political factors. Not only it was not possible to 

adequately address many of these contextual influences, as this also imposes some limitations 

on the generalisation of many of the assumptions made in this study. 

Most of the limitations of this study leave room for the identification of research topics and 

problems worthy of future investigation. Considering the multidisciplinary nature of this study, 

and the wide group of concepts and topics related to individual career management in T&H that 

are explored, future studies can be devoted to obtain a more in-depth, complementary, 

perspective of both employees and employers. Studies conducted within the same organisations 

or within a group of organisations with similar characteristics, both in the hotel industry more 

specifically (e.g., several hotels units of a given hotel group; several hotels with the same 

category and dimension; only independent, family-owned hotels), and in other forms of 

accommodation (which organisational structures and culture significantly differ from those of 

hotels), or even more broadly in the wider Tourism sector (either offering comparisons between 

different subsectors or offering deeper insights on other industries rather than hotels). This 

study purposefully selected a wider group of research participants (e.g., back and front-of-the-

house staff, diverse functional levels, different job positions), but working conditions are also 

significantly influenced by job content. Some studies can already be found with a focus on 

different Hospitality jobs such as Housekeepers (e.g., Harris, 2009), Chefs (e.g., Cain, Busser, & 

Kang, 2018), or casinos employees (e.g., Wan & Chan, 2013), but still in a very small number. 

Studies with front-line employees in general, either front office employees and food and 

beverage front-of-house staff, are more frequently found (Ahmad & Scott, 2013; Chiang et al., 

2014; Zeytinoglu et al., 2012). However, the wide majority of these studies focus on job attitudes 

(such as job satisfaction or organisational commitment) or turnover intentions, but research on 

how the careers of these professionals unfold are scarcer. More specific research could thus be 

directed to overlooked groups within the Tourism sector.  

As careers are perceived as socially constructed, and following the discussion on how career 

decisions are made, namely regarding the co t ol o e  o e s o atio al hoi e, it would also be 

i te esti g to u de sta d ho  elatio s shape i di iduals  a ee s. This could be done by 

focusing on their accounts of how other people were significant in the course and direction of 

their careers (e.g., parents, other family members, friends, counsellors). Besides the moment of 

educational/career choice, a focus on the course of i di idual s careers can also be equated 

(e.g., parents, spouses, co-workers, supervisors, mentors).  

Considering the pertinence that the findings of this study assign to resilience, suggestions for 

further research can also include a focus on coping strategies (i.e., psychological patterns that 

individuals use to manage thoughts, feelings, and action) that T&H professional may be 

employing to deal with the high demands of their jobs, hence supporting career longevity. 

Despite the fact that T&H jo s fall i to the atego ies of high e otio al la ou  a d high 
u out  jo s, esulti g i  sig ifi a tl  high le els of e plo ee st ess (Brotheridge & Grandey, 

2002), when analysing T&H research recently published, it is found that very little of it was 

devoted to the health and well-being of the people engaged in the industry (Miller, 2016). 
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Although brief mentions are made during the course of this thesis to the macro (economic, 

social, political structures/regulators) and meso level (workplace structures) factors influencing 

career development and withdrawal in the T&H industry, this topic has not been fully examined 

and can potentially justify the distinctiveness and many of the specificities of T&H as employing 

industry. In order to more fully understand the turnover phenomenon in the T&H industry, 

particularly with regards to individuals who have opted for a degree and a career in this field, 

extensive research with highly educated individuals who have decided to leave their careers – 

similarly to the Leavers groups which was analysed in this study – are deemed necessary. As 

internships constitute critical experiences in influencing students decision as to join the T&H 

workforce (Correia et al., 2017; Robinson, Ruhanen, & Breakey, 2016), it is believed that 

analysing the perceptions of T&H students who decided not to pursue a career in the industry 

as the result of their active learning experiences, could provide valuable information for both 

the industry and educators.  

Expanding the current research can be either based on additional qualitative explorations of 

career choice, career development and work adjustment of highly educated individuals, as well 

as on quantitative research, oriented to the identification of causal relationships that could 

provide a complementary perspective to that offered in this study. 

The payment of salary supplements according with performance objectives is not a common 

p a ti e i  the pa ti ipa ts  o ga isatio s ith the e eptio  of so e iddle a d top le el 
managers), but several research participants disclose to be quite interested in such type of 

practice, which they believe to be a more fairly retribution of their efforts and contributions. 

However, these practices require transparency since companies would have to give employees 

access to information on billing and profitability. As little is known regarding to the extent that 

this type of practices are being implemented in the industry, how successful they may be, future 

studies could provide some useful, practical insights on how such regards systems could be 

developed and what type of impacts these could have in employees perceptions of fairness and 

adequacy of monetary rewards.  

This study started with a quite different methodological approach and design, which was 

oriented for multiple case studies. Almost a year of research was devoted to a strategy which 

was not well received: three different hotels – as case studies – would host the researcher. These 

hotels would have similar characteristics (in terms of location, category, and size), yet 

representing different categories within their segment. Data would be collected from the 

Management/Board and from highly educated employees working at those organisations 

(through a questionnaire and in-depth interviews). While ensuring the adoption of a set of 

procedu es that ould i i ise the esea he s i te e tio  e.g., the uestio ai es ould 
be filled in non-working hours), none of the several Hotel units which were contacted agreed to 

host a study with this format. Permission would be given to approach the o pa ies  
representatives (e.g., the General Manager), but not the employees. The main justifications 

provided were that the researcher was external to the organisation and could not remain in the 

premises; employees would not be available to discuss these issues with the researcher; and 

that no different information would be revealed from interviews with the exception of the – 

well-known – dissatisfaction with remuneration. After several rejections, the researcher opted 

for a different approach, which she considered to offer a wide and in-depth understanding of 
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how Hospitality careers develop for highly educated T&H professionals. This approach was 

designed to assess and compare both perspectives, those of the employers and those of the 

employees, controlling contextual influences, as the insights would refer to the same 

organisational context. Such strategy would also allow to focus on both components of HR 

management: the employer-employee relationship (the Human component) and organisational 

practices for managing human capital (the Resource component) (Wilkinson et al., 2009). The 

researcher considers that this is an approach that would be worth trying to apply again, 

especially if researchers have privileged access conditions to organisations that may be receptive 

to host this type of studies.  
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Appendix I. Leading theoretical and philosophical frameworks in social research  

Ontological beliefs Epistemological beliefs Axiological beliefs Methodological beliefs 

Positivism 

Synonyms and/or related terms: Objectivism, Scientific method, Empiricism, Functionalism  

Key theorists: Auguste Comte, Herbert Spencer 

Key assumptions:  

 Advocates the application of the methods of the natural sciences to the study of social reality. 

 Seeks to understand the facts and causes of social phenomena, regardless of subjective states. 

 Based on a hypothetical-deductive model, which uses a deductive process to test a pre-established hypothesis. 

 Hypotheses are tested using objectively collected factual data which, if successful, produces scientific laws. 

 Large samples suppress idiosyncrasies in data and reveal general causes or the ultimate laws of nature. 

Naïve realism: One true reality, but 

apprehendible. 

Dualistic and objective; detached researcher 

role; unbiased observer; causal explanation 

and prediction as contribution; observable 

and measurable facts 

Value-f ee: The esea he s alues ha e o 
place in the research and must be carefully 

controlled; objective stance 

Experimental conditions; hypothesis testing; 

careful manipulation of 

variables and control of confounds; typically 

deductive; only 

quantitative methods 

Postpositivism 

Synonyms and/or related terms: Realism, Critical Realism 

Key theorists: Karl Popper, Werner Heisenberg, Niels Bohr, Roy Bhaskar 

Key assumptions:  

 Developed as a response to critique of positivism. 

 ‘esea he s do ot lai  to ha e dis o e ed the t uth  ut to ha e esta lished p o a le fa ts o  la s hi h a e useful u til  such time as they are supplanted by new theories/laws which 

provide a fuller or more comprehensive explanation of the available data.  

 H potheses fou d to e o siste t o  ot  ith the data dee ed to e ot falsified , esta lishi g p o a le fa ts. 
 Researche s ie  is o je ti e a d e ists i depe de tl  of hu a  thoughts a d eliefs o  k o ledge of thei  e iste e ealist  ut is  interpreted through social conditioning (critical realist).  

Realism/Critical realism: One true reality but 

approximal, reality is knowable but only 

incompletely understood in an imperfect 

and probabilistic manner 

Objectivism: Reality can only be 

approximated, but it is constructed through 

research and statistics; objectivity remains a 

regulatory ideal but dualism is abandoned 

and deemed unrealistic; interaction with 

research subjects is kept to a minimum; 

validity comes from peers, not participants. 

Value-lade : The esea he s alues eed to 
be controlled and not expressed, so as not 

to bias the study. 

Experimental and 

quasi-experimental; manipulative methods 

e phasizi g iti al 
ultiplis ; ai l  ua titati e ethods, 

but some qualitative methods are used; 

deductive methods are important, such as 

testing of theories, specifying important 

variables, and making comparisons among 

groups; scientific method and writing 

(Continues 1/3) 
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Ontological beliefs Epistemological beliefs Axiological beliefs Methodological beliefs 

Constructivism–Interpretivism 

Synonyms and/or related terms: Subjectivism, Social Constructivism, Symbolic Interaction, Phenomenology  

Key theorists: Wilhelm Dilthey, Heinrich Rickert, Max Weber, Alfred Schutz, Peter Berger and Thomas Luckmann, Lincoln and Guba, Thomas Schwandt  

Key assumptions:  

 Truth/reality as multiple, holistic, socially constructed, and ever-changing.  

 Seeks to understand phenomena and how social constructions happen. 

 Recognises background/context as shaping interpretation.  

 Interprets participants constructions of meaning in their own accounts. 

 The i te p eti e esea he  t ies to get i side  the i ds of su je ts a d see the o ld f o  thei  a ied poi ts of ie .  
 Usually involving qualitative methods and an inductive approach. 

Relativism: multiple, equally valid, local and 

specific constructed and socially co-

constructed realities (through lived 

experiences and interactions with others) 

Interactive researcher: participant role 

(reality is co-constructed and shaped by 

individual experiences); potency of 

interaction uncovers deeper meaning and 

insight; transactional/ 

instrumental/subjectivist 

Value-bound: Researcher value biases are 

inevitable and should be discussed at length 

a d a keted epo h  a d egotiated 
among individuals 

 

Naturalistic, highly interactive; only 

qualitative methods; inductive method of 

emergent ideas (through consensus) is 

obtained through methods such as 

interviewing, observing, and analysing texts, 

by uncovering embedded meaning through 

words and text (hermeneutical); literary 

style of writing 

Critical–Ideological 

Synonyms and/or related terms: Critical theory, Socio-critical, Transformative, Postmodernism 

Key theorists: Jürgen Habermas, Max Horkheimer, Theodor Adorno, Erich Fromm, Herbert Marcuse, Kincheloe and McLaren 

Key assumptions: 

 Research influenced by beliefs/values critical of the status quo in society and mediated by power relations in society.  

 Certain groups in society are privileged over others and exert an oppressive force on subordinate groups. 

 What are presented as fa ts  a ot e dise ta gled f o  ideolog  a d the self-interest of dominant groups. 

 Mainstream research practices are implicated, even if unconsciously, in the reproduction of the systems of class, race and gender oppression. 

Critical realism/Historical realism/Value-

laden realism: Apprehendable reality shaped 

by social, political, cultural, economic, 

ethnic, and gender values; crystallized over 

time 

Transactional/ subjectivist; value mediated 

findings; inquiry is participative and/or 

reflects the values of human players. 

‘esea he s alues a e e t al to the 
inquiry; proactive researcher, seeking 

participant transformation, emancipation 

and empowerment 

Naturalistic, highly interactive, that seeks to 

challenge commonly-held notions; creating 

transformation (dialectic) through 

transactional discourse (dialogical); mainly 

qualitative methods 
 

 

 

   
(Continues 2/3) 
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Ontological beliefs Epistemological beliefs Axiological beliefs Methodological beliefs 

Transformative  

Synonyms and/or related terms: Participatory, Advocacy, Emancipatory, Action Research 

Key theorists: Donna Mertens, Brian Fay, John Heron and Peter Reason 

Key assumptions: 

 Knowledge is not neutral, and it reflects the power and social relationships within society. 

 Adopts an action agenda for addressing the injustices of marginalized groups. 

 Places central importance on the study of lives and experiences of diverse groups that have traditionally been marginalized.  

 Focuses on inequities based on gender, race, ethnicity, disability, sexual orientation, and socioeconomic class that result in asymmetric power relationships, linking political and social action 

to these inequities.  

 Researcher and subjects jointly influence the pattern of research. 

Participative reality: Participation between 

researcher and communities or individuals is 

being studied; often a subjective–objective 

reality emerges. 

Extended epistemology of experiential, 

propositional, and practical knowing; critical 

subjectivity in participatory transaction with 

cosmos; co-created findings with multiple 

ways of knowing. 

Values need to be problematized and 

interrogated; respect for indigenous values; 

researcher and research embedded in 

power relations; researcher radically 

reflexive. 

Methods consist of using collaborative 

processes of research, encouraging political 

participation, questioning of methods, and 

highlighting issues and concerns; mainly 

qualitative methods, but some quantitative 
methods are used. 

Pragmatism 

Synonyms and/or related terms: Bricolage, Eclecticism, Mixed methods 

Key theorists: Charles Sanders Peirce, William James, John Dewey 

Key assumptions: 

 Knowledge should be based not on theoretical or logical rigour alone but also on experience in the real world and practical usefulness in addressing real-world problems. 

 Located between positivist and interpretive/relativist position; often policy/management-focused. 

 Problem solving and informed future practice as contribution, emphasising practical solutions and outcomes to real-world problems. 

 Uses the most appropriate methods for addressing the research question. 

Pluralism: reality is complex and multiple; 

reality is what is useful, is the practical 

o se ue e of ideas, a d o ks . 

Pragmatism: Reality is known through using 

many tools of research that reflect both 

deductive (objective) evidence and inductive 

(subjective) evidence; practical meaning of 

k o ledge i  spe ifi  o te ts; t ue  
theories and knowledge are those that 

enable successful action. 

Value-driven: Values are incorporated into 

inquiry and discussed because of the way 

that knowledge reflects both the 

esea he s  a d the pa ti ipa ts  ie s. 

Following research problem and research 

question; the research process involves a 

range of approaches to data collection and 

analysis: mixed, multiple, qualitative, 

quantitative or action research. 

Source: Own construction based on Bryman (2012), Creswell and Poth (2018), Crotty (1998), Howell (2016), Johnson and Onwuegbuzie (2004), Lincoln et al. (2018), Mertens (2010), 

Ponterotto and Grieger (2007), Saunders et al. (2016), Veal (2018) and Willis (2007) 
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Appendix II. Information letter, consent form and post-interview protocol for Phase I (e plo ees  version) 
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Appe di  III. Major hara teristi s of the stud s i for a ts e te ded ersio  

Leavers 

Name 

(alias) 
Gender Age 

Age when 

leaving the 

industry 

Job title/position 

Years in 

the 

industry 

Years with 

last 

employer1 

Number of 

hotel 

companies2 

Years out 

of the 

industry 

Kept 

connection 

with Tourism 

sector 

Higher Education 

background3 

Region of 

residence/work 

Alice Female 35 34 Receptionist 5 1 4 1 No Polytechnic, Generic degree Açores 

Marco Male 24 23 Receptionist 6 3 (1) 2 1 Yes Polytechnic, Generic degree Norte 

Julia Female 39 34 
Hotel/Unit General 

Manager 
7 7 (4) 1 5 Yes Polytechnic, Generic degree Centro 

Laura Female 35 34 F&B Manager 10 10 (2) 1 1 No Polytechnic, Generic degree Centro 

Cecilia Female 26 25 
Waitress and 
barmaid 

2 1 2 1 No Polytechnic, Generic degree Centro 

Amanda Female 44 34 
Assistant Hotel 

Manager 
16 < 1 5 10 Yes 

Polytechnic, Specific degree + 

University, Generic Master 
Norte 

Martin Male 43 37 
Hotel/Unit General 

Manager 
11 11 (2) 1 (2H) 6 Yes Polytechnic, Specific degree Açores 

Sabrina Female 42 39 
Assistant Hotel 

Manager 
9 6 2 3 No Polytechnic, Generic degree Norte 

Clara Female 33 28 
Assistant Hotel 

Manager 
7 2 2 5 No 

University, Generic degree + 

University, Generic Master 
Norte 

Joel Male 43 31 
Purchasing 

Clerk/Executive 
3 2 (<2) 2 11 Yes University, Generic degree Algarve 

Olivia Female 35 28 
Assistant Hotel 

Manager 
7 4 (2) 2 7 No 

Polytechnic, Generic degree + 

International School, Specific 

Post-Grad 

Lisboa 

Clarice Female 40 32 Receptionist 7 7 1 8 Yes 
University, Generic degree + 

University, Generic Master 
Centro 

Virginia Female 46 23 Guest Relations 5 < 1 2 23 Yes 
Polytechnic, Generic degree + 

University, Generic Master 
Lisboa 

Veronica Female 46 28 Receptionist 2 1 2 18 Yes 
University, Generic degree + 

University, Generic Master 
Centro 

 

  
1 Number of years working for the last/current employer; (n) number of years in the referred job title/position (e.g., Julia, 7 years with last employer, 4 as Hotel/Unit General Manager) 
2 Number of hotel companies (employing organisations) in which the participants have worked throughout their careers; nH – number of employing hotels within the same hotel group.   
3 Highe  edu atio  a kg ou d iefl  des i es pa ti ipa ts  a ade i  path: (i) Polytechnic versus University higher institution type; (ii) Generic (when referring to Tourism, Tourism 
Management, Management of Tourism Activities, etc.) versus Specific (when referring to Hotel Management, Hospitality Management, etc.) degree; (iii  he  +  si g is used, it ea s that 
the participant has pursued studies at Master/Postgraduation level, if not used, only Bachelor/Licenciatura degree was obtain. 
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Employees 

Name (alias) Gender Age Job title/position 
Years in the 

industry 

Years with 

current 

employer 

Number of 

hotel 

companies 

Higher Education background 
Region of 

residence/work 

Elisa Female 33 Front Desk Supervisor 11 11 (7) 1 Polytechnic, Generic degree  Norte 

Lucas Male 28 Receptionist 4 4 1 Polytechnic, Generic degree Norte 

Angelo Male 23 Receptionist 1 < 1 2 
Polytechnic, Generic degree + 

Polytechnic, Generic Master 
Norte 

Barbara Female 31 Web sales Executive 6 < 1 3 
University, Generic degree + 

University, Generic Master 
Norte 

Rita Female 32 Sales and events Executive 10 2 5 
University, Generic degree + 

University, Specific Post-Grad 
Norte 

Miguel Male 38 Receptionist 2 < 1 2 
Polytechnic, Generic degree + 

Polytechnic, Generic Master 
Norte 

Eva Female 21 Receptionist < 1 < 1 2 Polytechnic, Generic degree Lisboa 

Hugo Male 24 Receptionist 2 1 3 Polytechnic, Generic degree Algarve 

Samuel Male 31 Receptionist 4 3 2 
Polytechnic, Generic degree + 

University, Generic Master 
Norte 

Aurora Female 31 Receptionist 3 3 1 Polytechnic, Generic degree Centro 

Adriana Female 36 Sales and events Manager 10 10 (8) 1 (4H) Polytechnic, Specific degree Norte 

Maria Female 51 Hotel Deputy Manager 27 27 (15) 1 (3H) University, Generic degree Açores 

Marisa Female 35 Assistant Hotel Manager 13 13 (2) 1 Polytechnic, Generic degree Centro 

Celeste Female 39 Hotel/Unit General Manager 17 3 7 Polytechnic, Specific degree Açores 

Victor Male 53 Hotel/Unit General Manager 28 14 4 (6H) 
University, Generic degree + 

University, Generic Master 
Açores 

Benjamin Male 33 Doorman 10 5 4 Polytechnic, Generic degree Norte 

Gabriel Male 35 F&B Manager 21 8 (1) 4 University, Generic degree Açores 

Amelia Female 28 Receptionist 3 2 3 
University, Generic degree + 

University, Generic Master 
Norte 

Thomas Male 32 Waiter 9 < 1 4 
University, Generic degree + 
Polytechnic, Specific Post-Grad 

Norte 

Vincent Male 37 Hotel Deputy Manager 7 2 2 
Polytechnic, Generic degree +  

Polytechnic, Specific Post-Grad 
Madeira 

Bruno Male 43 Hotel/Unit General Manager 9 1 4 
Polytechnic, Specific degree +  

Polytechnic, Specific Post-Grad 
Lisboa 

         
(Continues 1/2) 
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Octavio Male 43 Hotel/Unit General Manager 21 7 5 (10H) Polytechnic, Specific degree Lisboa 

Michael Male 26 Purchasing Clerk/Executive 3 3 (2) 1 (2H) 
University, Generic degree +  

University, Specific Master 
Açores 

Valentina Female 25 Sales and events Executive < 1 < 1 1 
University, Generic degree +  

University, Specific Master 
Lisboa 

Jaime Male 24 Assistant F&B Manager 5 5 (<1) 1 (3H) Polytechnic, Generic degree Madeira 

Daniel Male 40 Hotel Deputy Manager 15 3 7 
Polytechnic, Generic degree + 

University, Generic Post-Grad 
Madeira 

Manuel Male 32 Hotel/Unit General Manager 7 6 (1) 2 (5H) 
Polytechnic, Specific degree + 

University, Specific Master 
Algarve 

Vera Female 26 Reservations Clerk/Executive 3 1 3 
University, Generic degree +  

University, Specific Master 
Lisboa 

Leticia Female 24 Receptionist 2 2 (1) 1 
University, Generic degree +  

University, Specific Master 
Algarve 

Xavier Male 42 Hotel/Unit General Manager 25 < 1 5 University, Generic degree Alentejo 

 

Newcomers/Students 

Name (alias) Gender Age 
Number of 

internships 
Internships 

duration (months) 
Number of 

departments 

Year of 

study 
Education level Higher Education background 

Region where 

studying 

Rafael Male 19 1 3 1 Year 2 Undergraduate Polytechnic, Generic degree Norte 

Alexandra Female 21 2 8 3 Year 3 Undergraduate Polytechnic, Specific degree  Norte 

Leonardo Male 23 2 8 4 Year 3 Undergraduate Polytechnic, Specific degree  Norte 

Claudia Female 20 1 5 2 Year 3 Undergraduate Polytechnic, Specific degree  Norte 

Mario Male 26 1 3 1 Year 3 Undergraduate Polytechnic, Specific degree  Norte 

Carla Female 21 1 3 1 Year 2 Undergraduate Polytechnic, Generic degree Norte 

Emilia Female 23 1 4 6 
Year 2 

(Master) 
Postgraduate 

University, Generic degree + 
University, Generic Master 

Centro 

Oscar Male 22 2 3 1 Year 3 Undergraduate University, Specific degree Norte 

Edgar Male 21 3 9 3 Year 3 Undergraduate Polytechnic, Specific degree Centro 

George Male 22 4 15 2 Year 3 Undergraduate Polytechnic, Specific degree Lisboa 

Andrea Female 25 1 3 2 
Year 2 

(Master) 
Postgraduate 

University, Generic degree + 
University, Generic Master 

Centro 

Abel Male 20 1 2 4 Year 2 Undergraduate Polytechnic, Specific degree Lisboa 
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Appendix IV. Information letter, consent form and post-interview protocol for Phase II (key informants) 
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Appendix V. Codebook  

 

A. Career initiation B6_Work-l i fe ba lance
Career interests  and motivations Conceptions  QWL

Practica l_employabi l i ty QWL does  not exis t
Romanticised Conceptions  QWL_Recognition and appreciation
Industry-Person congenia l i ty Conceptions  QWL_Socia l  atmosphere
Conviction of choice Conceptions  QWL_Pay

Ease of entry Conceptions  QWL_Schedul ing and workload
Family connection Conceptions  QWL_Enjoyment of work
Previous experience Conceptions  QWL_Work-l i fe reconci l iation
Vocational guidance Conceptions  QWL_Phys ica l  conditions  and faci l i ti

Meeting personal  interests Conceptions  QWL_Job chal lenge
Vocation and passion for hospitality work Conceptions  QWL_Legal  dispos i tions
Sense of community Conceptions  QWL_Fringe benefi ts

Pre-entry expectations-Career aspirations C. Career trajectories
Awareness  of T&H working characteris tics Career paths  EMP-LEA
Inflated /i rrea l i s tic expectations PsyContract formation
Real i s tic expectations Offer vs. requirements
Atti tude - pers is tence, ambition, humi l i ty Transparency

Education-to-work trans i tion Type of job move_ini tiative
Education background_preparedness Company-initiated job moves

University-Industry connection Self-initiated job moves
Internship experiences Reasons  for job move

Internship - negative experiences Pull factors
Internship - positive experiences Push factors

Valuable ski l l s  and competencies Job search intentions
Soft ski l l s Perceived job alternatives
Hard ski l l s Perceived costs of leaving
Transferabi l i ty of ski l l s LEA Reasons for career change

B. Quality of working life-dimensions and perceptions Working abroad
B1_Job s tructuring and work organisation Tra jectories_direction

Organisational  pol icies Linear upward 
Definition of objectives Crysta l l i sed 
Performance evaluation and feedback Ascending
Flexibility_functional Latera l

Job content Gender-related influences
Workload and work intensity Engagement, emotional  bonds
Job challenge D. Career longevity
Autonomy Turnover perceptions

Faci l idades_Adequate resources Pos i tive perceptions
Schedul ing and working time arrangements Negative perceptions

Workplace culture Cri tica l  jobs/depart
Pros  and cons  of manageria l  pos i tions Retention_meaning

B2_Reward and recognition systems Image of T&H as  va luable career
Pay and fringe benefi ts Poor image_reasons

Positive Socia l  prestige
Negative E. Education value and role

Fringe benefits With vs  without a  degree
Recognition and appreciation for work Imperative

Tangible rewards Not a  prerequis i te 
Non-tangible rewards Progress ion faci l i tator

B3_Achievement and development No added va lure
Promotion and progress ion oportunities Value by employers
Stagnation Employer cul ture and practice
Learning and ski l l  development Graduate ta lent
Job securi ty F. Participants profile_withdrawal vs permanence 

Stability EMP Permanence_job-occupation
B4_Psychosocia l  working environment Potentia l  leaver

Relationship with peers Potentia l  s tayer
Relationship with customers Resolute leaver
Relationship with managers  and supervisors  Resolute s tayer
Confl ict LEA Return_occupation

Interpersonal relations_Gender influence Irrevers ible leaver
Interpersonal relations_Age Revers ible leaver
Interpersonal relations_Education NEW Joining_occupation

Leadership Eas i ly lost
B5_Health and job s tress  Not wi l l ing to pursue

Health and job s tress_causes Perceptions  of continui ty and job offers

Wi l l ing to pursue

Code Code
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Appendix VI. Generational traits and views of work 

 

Source: Own construction based on Brown et al. (2015); Chen and Choi (2008); Davidson et al. (2010); Goh 

and Okumus (2020); Gursoy et al. (2013); Krahn and Galambos (2014); Ozkan and Solmaz (2015); Park and 

Gursoy (2012); and Randstad (2017) 
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Appendix VII. Minimum wages for the hotel sector 

 

Minimum monthly gross wages for the hotel sector for the period of April 1st to December 31st, 

2018, as defined by the Collective Bargaining Agreement between APHORT (Portuguese 

Association of Hotels, Restaurants and Tourism) and FESAHT (Federation of the Agriculture, Food, 

Beverages, Hotel and Tourism Unions of Portugal), published in the Labour and Employment 

Bulletin (Boletim do Trabalho e Emprego), no. 23, 22/6/2018, of the Ministry of Labour, Solidarity 

and Social Security.  

This CBA is referred to cover 4,917 companies and 36,241 workers. The wage scale is defined by 

crossing two criteria: (i) the classification of hotel establishments, and ii  o ke s  p ofessio al 
categories and degrees. Values are presented in Euro.  

 

Level 

Group A Group B Group C 
5-star Hotels 4-star Hotels 3,2,1-star Hotels 

5-star Rural Hotels 4-star Rural Hotels 3-star Rural Hotels 

5-star Apartment Hotels 4-star Apartment Hotels 3-star Apartment Hotels 

X 
General Hotel Manager 

2,220.00 1,895.00 1,275.00 

IX 
Assistant Hotel Manager 

1,145.00 1,015.00 950.00 

VIII 
Front-desk Supervisor 

1,020.00 875.00 830.00 

VII 
Front-desk Deputy 

Supervisor 
830.00 765.00 740.00 

VI 
Head Receptionist 

745.00 705.00 670.00 

V 
1st Receptionist 

705.00 670.00 632.00 

IV 
2nd Receptionist 

655.00 630.00 610.00 

III 
3rd Receptionist 

625.00 615.00 600.00 

II 
Trainee Receptionist 

558.00 530.00 530.00 

I 
Apprentice Receptionist 

512.00 512.00 512.00 
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