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competition, high employee turnover, and increasing challenges in 
attracting and retaining skilled personnel. Employee satisfaction 
and employee retention have become strategic priorities for hotels 
seeking sustainable competitive advantage. While previous studies 
have examined the influence of human resource management 
practices on employee attitudes, limited research has 
simultaneously explored the combined effects of hotel ownership 
structure, human resource practices, and organizational culture on 
employee satisfaction and retention. Hotel ownership structures—
including independent hotels, chain hotels, franchise properties, and 
family-owned hotels—vary considerably in management 
philosophy, decision-making processes, resource allocation, and 
employee policies, thereby influencing workplace experiences. This 
paper reviews existing literature and develops a conceptual 
framework explaining how ownership structure shapes HR 
practices and organizational culture, which subsequently affect 
employee satisfaction and retention. The study synthesizes findings 
from international and Indian hospitality research published 
between 2001 and 2026. Human resource practices such as 
recruitment and selection, compensation and rewards, training and 
development, career advancement, employee engagement, 
performance appraisal, and work-life balance are identified as 
critical determinants of employee satisfaction. Likewise, 
organizational culture characterized by trust, collaboration, 
innovation, leadership support, communication, and fairness 
enhance employee commitment and reduces turnover intentions. 
The proposed conceptual model positions employee satisfaction as 
a mediating variable between organizational factors and employee 
retention. The study contributes theoretically by integrating 
ownership structure with strategic HRM and organizational culture 
within a single framework. It also provides practical implications for 
hotel owners, HR managers, policymakers, and hospitality educators 
to improve employee well-being and organizational performance. 
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INTRODUCTION 
The hospitality industry is one of the world's fastest-
growing service sectors and contributes significantly 
to employment generation, tourism development, 
and economic growth. Hotels rely heavily on human 
resources because service quality depends primarily 
on employees' attitudes, skills, motivation, and 
commitment. Unlike manufacturing industries, 
hospitality services involve continuous interaction 
between employees and guests, making employee 
satisfaction essential for organizational success. 
 
Employee satisfaction has emerged as one of the most 
important indicators of organizational effectiveness. 
Satisfied employees generally exhibit higher 
productivity, stronger organizational commitment, 
improved customer service, lower absenteeism, and 
greater willingness to remain with the organization. 
Conversely, dissatisfied employees are more likely to 
experience burnout, reduced motivation, poor 
performance, and increased turnover intentions. 
 
Employee retention is another critical concern in the 
hospitality industry. Hotels across the world 
experience employee turnover rates significantly 
higher than many other industries because of 
irregular working hours, seasonal demand, work 
pressure, emotional labour, comparatively low wages 
in many positions, and limited career progression. 
High turnover results in increased recruitment costs, 
training expenses, productivity losses, and reduced 
service consistency. 
 
Several organizational factors influence employee 
satisfaction and retention. Among these, hotel 
ownership structure has received comparatively 
limited scholarly attention despite its strategic 
importance. Hotels operate under various ownership 
models, including: 

• Independent hotels 
• Chain-operated hotels 
• Franchise hotels 
• Family-owned hotels 
• Management contract hotels 
• Government-owned hospitality 

organizations 
Each ownership structure adopts different 
managerial philosophies, investment priorities, 
leadership styles, HR policies, and organizational 
cultures. For example, multinational hotel chains 
generally possess standardized HR systems, 
structured career development programmes, 
advanced training facilities, and global performance 
management systems. Independent hotels often 
enjoy greater flexibility in decision-making but may 
have fewer financial and technological resources. 
Family-owned hotels may foster close interpersonal 
relationships but sometimes experience informal HR 

practices. 
Human Resource Management (HRM) practices 
represent another major determinant of employee 
outcomes. Strategic HR practices include workforce 
planning, recruitment and selection, orientation, 
training, compensation, rewards, recognition, 
performance appraisal, employee participation, 
career development, succession planning, grievance 
handling, occupational safety, diversity management, 
and employee well-being programmes. Well-
designed HR practices improve employees' 
perceptions of organizational support, fairness, and 
professional growth, leading to higher satisfaction 
and organizational commitment. 
 
Organizational culture further shapes employees' 
daily work experiences. Culture encompasses shared 
values, beliefs, norms, leadership behaviours, 
communication patterns, teamwork, innovation, 
ethics, and organizational identity. Hotels 
characterized by supportive leadership, open 
communication, fairness, respect, collaboration, and 
employee empowerment generally experience 
greater employee engagement and retention. 
 
Although substantial literature separately 
investigates HRM practices, organizational culture, or 
employee satisfaction, relatively few studies examine 
how hotel ownership structure interacts with HR 
practices and organizational culture to influence 
employee satisfaction and employee retention 
simultaneously. Understanding these relationships is 
particularly relevant in emerging hospitality markets 
such as India, where hotels range from international 
luxury chains to independently owned boutique 
properties and family-operated establishments. 
 
This paper therefore develops an integrated 
conceptual framework that explains the relationships 
among hotel ownership structure, HR practices, 
organizational culture, employee satisfaction, and 
employee retention. The study also identifies existing 
research gaps and proposes future research 
directions for hospitality scholars. 
 

LITERATURE REVIEW 
Human Resource Management (HRM) practices have 
been recognized as one of the most influential 
organizational factors affecting employee 
commitment. Employee commitment reflects an 
employee's psychological attachment to the 
organization, willingness to contribute to 
organizational goals, and intention to remain with the 
organization. Over the past two decades, researchers 
have consistently demonstrated that effective HR 
practices—including recruitment and selection, 
training and development, performance appraisal, 
compensation, employee participation, career 
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development, and work-life balance—significantly 
enhance employee commitment and organizational 
performance.  

1. Guest (2001) argued that strategic Human 
Resource Management practices positively 
influence employee commitment by creating 
a supportive work environment that 
encourages trust, motivation, and long-term 
organizational attachment. The study 
concluded that organizations implementing 
comprehensive HR practices experienced 
higher levels of employee commitment, job 
satisfaction, and organizational effectiveness 
while reducing turnover intentions.  

2. Whitener (2001) examined the relationship 
between high-commitment HR practices and 
employee commitment using a multilevel 
analysis. The findings revealed that HR 
practices such as employee participation, 
effective communication, and supportive 
supervision significantly enhance 
organizational commitment by 
strengthening employees' trust in 
management. Trust served as an important 
mediating factor between HR practices and 
employee commitment.  

3. Allen and Meyer (2001) further 
emphasized that HR practices contribute to 
the development of affective commitment by 
fulfilling employees' psychological needs and 
promoting positive employer–employee 
relationships. Employees who perceive 
organizational support through fair HR 
policies are more likely to remain loyal and 
committed to their organizations.  

4. Bartlett (2001) investigated the impact of 
training and development on organizational 
commitment and reported that employees 
receiving continuous learning opportunities 
exhibit stronger emotional attachment to 
their organizations. Investment in employee 
development signals organizational support 
and strengthens long-term commitment. 

5. Meyer and Herscovitch (2001) proposed a 
general model of workplace commitment, 
explaining that commitment develops 
through positive organizational experiences, 
HR support, and reciprocal employee–
organization relationships. Their model 
highlighted commitment as a 
multidimensional construct influenced by 
organizational policies and management 
practices.  

6. Shore, Barksdale, and Shore (2002) found 
that employees reciprocate favorable HR 
practices with stronger organizational 
commitment based on social exchange 
theory. Fair treatment, career opportunities, 
and recognition encourage employees to 

develop positive attitudes toward their 
organizations. 

7. Gould-Williams (2003) reported that high-
involvement HR practices significantly 
improve employee commitment by 
enhancing trust, communication, and 
employee participation. Employees who 
perceive HR systems as supportive 
demonstrate greater organizational loyalty. 

8. Paul and Anantharaman (2003), in an 
Indian context, concluded that HR practices 
indirectly improve organizational 
performance through enhanced employee 
competence and commitment. Training, 
career development, and compensation 
emerged as major contributors to 
commitment. 

9. Wright, Gardner, Moynihan, and Allen 
(2005) demonstrated that employees' 
perceptions of HR practices are more 
influential than formal HR policies 
themselves. Positive perceptions of HR 
systems significantly increase employee 
commitment and organizational citizenship 
behavior. 

10. Takeuchi et al. (2007) found that high-
performance work systems improve 
employee commitment by increasing 
collective human capital and creating 
supportive work environments that 
encourage long-term employee engagement.  

11. Nishii, Lepak, and Schneider (2008) 
emphasized that employees' perceptions of 
HR practices determine their behavioral 
responses. Positive HR attributions increase 
organizational commitment, whereas 
inconsistent HR implementation weakens 
employee trust. 

12. Kim and Brymer (2011) concluded that 
supportive HR systems foster employee 
engagement and commitment, ultimately 
improving service quality and customer 
satisfaction in hospitality organizations. 

13. Jiang, Lepak, Hu, and Baer (2012) 
conducted a meta-analysis showing that HR 
practices influence organizational 
commitment by improving employees' 
abilities, motivation, and opportunities to 
contribute, thereby strengthening 
organizational performance. 

14. Kehoe and Wright (2013) showed that 
employees who perceive HR practices as fair 
and supportive display stronger affective 
commitment and lower turnover intentions. 
Performance-based rewards, career 
opportunities, and participation in decision-
making positively influence commitment. 

15. Alfes, Shantz, Truss, and Soane (2013) 
demonstrated that employee engagement 
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mediates the relationship between HRM 
practices and organizational commitment. 
Effective HR systems increase employee 
engagement, which subsequently enhances 
commitment and performance. 

16. Karatepe (2013) examined hospitality 
employees and reported that supportive HR 
practices significantly reduce burnout while 
improving organizational commitment and 
service performance. Training, supervisor 
support, and recognition were particularly 
important in the hotel industry. 

17. Nieves and Quintana (2016) found that HR 
practices encouraging employee 
participation and knowledge sharing 
increase organizational commitment and 
innovation among hotel employees. 

18. Ramaprasad, Prabhu, 
Lakshminarayanan, and Pai (2017) 
conducted a comprehensive review of 63 
empirical studies published between 2001 
and 2016 and concluded that the 
overwhelming majority of studies reported a 
positive relationship between HRM practices 
and organizational commitment. The review 
also found that commitment frequently 
mediates the relationship between HR 
practices and employee as well as 
organizational outcomes.  

19. Akgunduz and Eryilmaz (2018) reported 
that employee-friendly HR practices 
enhance organizational commitment by 
increasing job satisfaction and psychological 
empowerment among hotel employees. 

20. Kaur and Sharma (2021) found that HR 
practices such as transparent performance 
appraisal, continuous training, and employee 
recognition significantly strengthen 
employee commitment in Indian service 
organizations. 

21. Bhatnagar (2022) emphasized that digital 
HR practices, employee well-being 
initiatives, and career development 
opportunities positively influence employee 
commitment in the post-pandemic 
workplace. 

22. Rabiul, Mohamed, Patwary, Yean, and 
Osman (2023) investigated the relationship 
between human resource practices and 
employee engagement in the hospitality 
industry. The study found that effective HR 
practices significantly improve employees' 
psychological safety, meaningfulness, and 
availability, which in turn enhance employee 
engagement. The findings suggest that 
strategic HR practices create a supportive 
work environment that strengthens 
employee attitudes and service performance 
in hospitality organizations. 

23. Guest (2025) revisited the HRM-
performance relationship and argued that 
future HR research should establish clearer 
theoretical links between HR practices and 
employee outcomes. The study reaffirmed 
that effective HR practices consistently 
improve employee commitment, 
engagement, and organizational 
performance when implemented as 
integrated HR systems.  

24. Clauss, de Frutos-Belizón, and García-
Carbonell (2025) conducted a bibliometric 
review of HRM perception research and 
observed that employee perceptions of HR 
practices remain central predictors of 
employee engagement, commitment, and 
organizational performance. The study 
highlighted growing attention to employee 
well-being and psychological outcomes in 
recent HRM research.  

 
Statement of the Problem 
The hospitality industry continues to experience high 
employee turnover despite significant investments in 
recruitment and training. Existing studies have 
primarily focused on individual HR practices or 
employee motivation while overlooking the 
combined influence of ownership structure, 
organizational culture, and HR systems. Moreover, 
comparative evidence across different hotel 
ownership models remains limited, particularly in 
developing economies. Consequently, hotel managers 
lack comprehensive guidance regarding which 
organizational factors most effectively improve 
employee satisfaction and long-term employee 
retention. 
 
Research Objectives 
The study aims to achieve the following objectives: 

1. To examine the impact of Human Resource 
Management (HRM) practices on employee 
commitment in the hotel industry.  

2. To assess the influence of key HRM practices, 
including training and development, 
performance appraisal, compensation, 
employee participation, and career 
development, on employees' organizational 
commitment.  

3. To investigate the mediating role of 
employee engagement, trust, and perceived 
organizational support in the relationship 
between HRM practices and employee 
commitment.  

4. To evaluate the effect of employee 
commitment on organizational outcomes, 
including job satisfaction, employee 
retention, service quality, and organizational 
performance in hotels. 
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Research Questions 
The study addresses the following questions: 

• Does hotel ownership structure significantly 
influence employee satisfaction? 

• Which HR practices most strongly affect 
employee satisfaction? 

• How does organizational culture influence 
employee retention? 

• Does employee satisfaction mediate the 
relationship between organizational factors 
and employee retention? 

• Are ownership-based differences evident 
between independent hotels and chain 
hotels? 

 
Significance of the Study 
The study contributes to hospitality management 
literature by integrating three important 
organizational variables— hotel ownership 
structure, HR practices and organizational culture—
within one conceptual framework. The findings will 
assist hotel owners and HR managers in designing 
effective people-management strategies that 
improve employee satisfaction and reduce turnover. 
Academically, the study extends strategic HRM and 
organizational behavior theories within the 
hospitality context. Practically, the proposed 
framework offers evidence-based guidance for 
improving workforce stability, service quality, 
organizational commitment, and long-term 
competitiveness. 
 
Scope of the Study 
The study focuses on hotels operating under different 
ownership structures, including independent hotels, 
chain hotels, franchise hotels, management contract 
hotels, and family-owned hotels. It considers HR 
practices, organizational culture, employee 
satisfaction, and employee retention as the primary 
constructs. The literature reviewed covers the period 
from 2001 to 2026, with particular emphasis on 
hospitality and hotel management research. 
 

REVIEW METHODOLOGY 
The paper adopts a systematic literature review 
methodology. Relevant studies published between 
2001 and 2026 were identified through peer-
reviewed databases such as Scopus, Web of Science, 
Science Direct, Emerald Insight, Springer Link, Wiley 
Online Library, Sage Journals, ProQuest, EBSCO, 
Google Scholar & Research Gate listed journals. 
The inclusion criteria were: 

• Peer-reviewed journal articles 
• Hospitality and tourism studies 
• Human resource management research 
• Organizational behavior studies 
• Employee satisfaction and retention 

literature 

• English-language publications 
Studies unrelated to hotels or lacking empirical or 
conceptual relevance was excluded. The selected 
literature was analysed thematically to identify major 
trends, theoretical perspectives, research gaps, and 
implications. 
 
Conceptual Background 
Hotel Ownership Structure 
Hotel ownership structure refers to the legal and 
managerial arrangement under which a hotel 
operates. Ownership influences governance, 
investment decisions, organizational flexibility, 
leadership style, HR policies, innovation capability, 
and employee relations. 
Major ownership structures include: 

• Independent Hotels 
• Chain Hotels 
• Franchise Hotels 
• Management Contract Hotels 
• Family-Owned Hotels 
• Government-Owned Hotels 

Each ownership model differs in strategic 
orientation, operational autonomy, financial 
resources, and employee management systems, 
thereby affecting organizational performance and 
employee experiences. 
 
Human Resource Practices 
Human Resource Practices comprise formal systems 
that govern employee acquisition, development, 
motivation, evaluation, and retention. In hotels, 
major HR practices include: 

• Recruitment and Selection 
• Training and Development 
• Compensation and Benefits 
• Performance Appraisal 
• Career Development 
• Employee Participation 
• Recognition and Rewards 
• Work-Life Balance 
• Employee Wellness 
• Occupational Safety 
• Diversity and Inclusion 

Strategic HR practices improve employee 
competence, motivation, organizational 
commitment, and retention. 
 
Organizational Culture 
Organizational culture represents the shared values, 
beliefs, assumptions, behaviors, and norms that guide 
employee actions. In hotels, supportive cultures 
emphasize teamwork, guest orientation, trust, ethical 
leadership, innovation, empowerment, 
communication, diversity, and continuous learning. A 
positive organizational culture strengthens employee 
engagement, psychological safety, organizational 
commitment, and service quality. 
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Employee Satisfaction 
Employee satisfaction refers to the degree of positive 
emotional response employees experience toward 
their job, work environment, supervisors, colleagues, 
compensation, career opportunities, recognition, and 
organizational support. Higher satisfaction 
contributes to improved productivity, organizational 
citizenship behavior, service quality, and customer 
satisfaction. 
 
Employee Retention 
Employee retention is the organization's ability to 
retain talented employees over time by creating 
favorable working conditions, competitive 
compensation, career opportunities, supportive 
leadership, and positive organizational culture. High 
retention reduces recruitment costs, preserves 
organizational knowledge, enhances service 
consistency, and strengthens long-term 
organizational performance. 
 
Proposed Conceptual Framework 
Independent Variables 

• Hotel Ownership Structure 
• Human Resource Practices 
• Organizational Culture 

 
Mediator 

• Employee Satisfaction 
 
Dependent Variable 

• Employee Retention 
The framework proposes both direct and indirect 
relationships among these variables, with employee 
satisfaction acting as a key mediating mechanism. 
 
Research Gap 
Although previous studies have extensively 
examined the influence of Human Resource 
Management (HRM) practices, organizational 
culture, and employee satisfaction in the 
hospitality industry, several research gaps remain. 
Most studies have focused on these variables 
independently rather than investigating their 
combined effect on employee satisfaction and 
employee retention. In addition, limited research has 
explored how hotel ownership structure 
(independent, chain, franchise, family-owned, and 
management contract hotels) influences HR 
practices, organizational culture, and employee 
outcomes. Furthermore, there is a lack of 
comparative empirical studies in the Indian 
hospitality sector, particularly in Rajasthan and 
Jaipur. Therefore, this study aims to address these 
gaps by developing an integrated framework that 
examines the combined impact of hotel ownership 
structure, HR practices, and organizational culture on 

employee satisfaction and employee retention in 
hotels. 

CONCLUSION 
The literature from 2001 to 2026 indicates that hotel 
ownership structure, human resource 
management (HRM) practices, and 
organizational culture are key factors influencing 
employee satisfaction and employee retention in 
the hospitality industry. Studies consistently show 
that effective HR practices, including recruitment, 
training, fair compensation, career development, 
performance appraisal, and employee recognition, 
significantly enhance employee satisfaction and 
reduce turnover. Likewise, a positive organizational 
culture characterized by trust, teamwork, open 
communication, and supportive leadership 
strengthens employee commitment and retention. 
The review also suggests that different hotel 
ownership structures influence the implementation 
of HR practices and organizational culture, leading to 
variations in employee outcomes. However, limited 
research has examined these three factors together 
within a single framework, particularly in the Indian 
hotel industry. Therefore, future studies should 
investigate their combined impact to provide a more 
comprehensive understanding of employee 
satisfaction and retention in hotels. 
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