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MULTIGENERATIONAL WORKFORCE IN HOSPITALITY: 
HR’S ROLE IN MANAGING GENERATIONAL GAPS
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Abstract: 
The hospitality industry is characterized by a diverse and multigenerational 
workforce, including Baby Boomers, Generation X, Millennials, and Generation 
Z. While this diversity enriches hotels with varied skills, values, and perspectives, 
it also poses challenges in communication, collaboration, and employee 
motivation. Human Resource (HR) management plays a crucial role in 
managing generational gaps by introducing specific strategies such as mentoring, 
flexible work arrangements, career development initiatives, and inclusive 
organizational cultures. This study employs a qualitative research approach, 
combining a systematic literature review with case study analysis of global hotel 
chains, with special focus on Hilton Worldwide and Marriott International. The 
findings highlight that generational diversity, if not effectively managed, can 
lead to misunderstandings and decreased productivity. However, well-designed 
HR strategies, particularly mentorship programs, flexible scheduling, reverse 
mentoring, and well-being initiatives, can transform diversity into a source of 
innovation and organizational learning. The research highlights the significance 
of leadership flexibility and cultural factors, indicating that strategies effective in 
Western hotels might need to be adapted for a different environment. Practical 
implications indicate that HR managers ought to implement proactive strategies 
that not only address intergenerational conflicts but also utilize differences as 
valuable resources. By promoting inclusion, teamwork, and ongoing professional 
growth among different age groups, hotels can boost employee satisfaction, 
increase retention, and ultimately improve guest experiences and service quality.
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INTRODUCTION

The hotel sector is known for being dynamic and focused on people, 
and it is a leader in workforce diversity, especially when it comes to 
age and generation. The coexistence of multiple generations, ranging 
from Baby Boomers to Generation Z, has become a defining feature 
of the modern hospitality workplace (Mejia & Pinto, 2021; Gursoy et al., 
2008; Sakdiyakorn & Wattanacharoensil, 2018; Cismaru & Iunius, 
2019; Sakdiyakorn et al., 2021). This diversity offers a wealth of 
perspectives, skills, and experiences, but also poses challenges related 
to communication, work values, and management styles (Gursoy 
et al., 2008; Zopiatis et al., 2012).
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As older employees delay retirement and younger generations enter the workforce with different expectations, 
HR professionals are tasked with developing strategies that not only attract and retain talent but also encourage 
engagement and minimize intergenerational conflict (Goh & Okumus, 2020; Self et al., 2019; Dokadia & Palo, 
2022; He et al., 2019). The generational theory, which emphasizes the influence of shared historical and social 
experiences over simple age differences, provides a valuable framework for understanding these dynamics and 
guiding HR interventions (Cismaru & Iunius, 2019; Singh et al., 2020; Bencsik et al., 2016).

Currently, the hospitality workforce consists of four distinct generations: Baby Boomers (1946–1964), 
Generation X (1965–1980), Millennials or Generation Y (1981–1996), and Generation Z (1997–2012). Each 
generation brings its own values, attitudes, and expectations regarding work and career development. Baby 
Boomers value stability and loyalty to the organization, often preferring structured hierarchies. Generation X 
seeks better work-life balance, independence, and efficiency. Millennials are ambitious, technologically adept, 
and value organizations with strong social responsibility. Generation Z, entering the workforce with advanced 
digital skills, demands flexibility in working methods and schedules.

In hotels, where service quality relies on seamless teamwork and communication, these differences can 
lead to misunderstandings, conflicts, and stress, affecting both employee productivity and guest satisfaction. 
HR managers play a critical role in creating an organizational climate that promotes understanding, respect, 
and collaboration across generations. By implementing mentoring programs, career development initiatives, 
flexible work arrangements, and inclusive cultures, HR can facilitate knowledge transfer, reduce conflicts, 
enhance productivity, and retain talent across age groups.

LITERATURE REVIEW

Generational diversity has been widely studied across industries, but its impact on service sectors such as 
hospitality is particularly significant due to the high level of employee-guest interaction (Gursoy et al., 2008; 
Solnet & Hood, 2008). Research shows that generational cohorts differ in motivation, communication 
preferences, and career expectations (Parry & Urwin, 2011). For instance, Millennials and Generation Z prefer 
technology integration and flexible work arrangements (Chen & Choi, 2008; Goh & Lee, 2018), while older 
generations tend to value structure, stability, and loyalty. These differences create both challenges and opportunities  
for HR in hotels, where effective teamwork directly influences service quality and guest satisfaction. Burton 
et al. (2019) further highlight that the coexistence of four or more generations has made generational differences 
a critical factor in team management, particularly regarding leadership, team dynamics, and organizational 
commitment.

Beyond hospitality, other service-intensive industries such as healthcare and retail face similar challenges 
with multigenerational workforces. For example, Lyons and Schweitzer (2017) observed that intergenerational 
tensions in healthcare settings often result from divergent communication styles and attitudes toward technology, 
a finding consistent with hospitality research. Likewise, studies in retail suggest that generationally diverse 
teams can improve customer relations when managed effectively, as older employees often provide experience-
driven service while younger workers bring digital fluency (Benson & Brown, 2011). These insights from other 
industries show that HR strategies in hospitality cannot stand alone but should be guided by broader practices 
from the service sector.

Within hospitality, researchers emphasize the critical role of HR in creating inclusive work environments 
that facilitate collaboration across generations (Nieves & Quintana, 2018). HR practices, such as mentoring 
programs, continuous training, and flexible scheduling, have been shown to improve employee engagement, 
retention, and overall performance (Solnet & Kralj, 2011). Lub et al. (2012) add that, although there are clear 
generational differences in the psychological contract and organizational commitment, there are also similarities 
that allow HR to balance customized and universal engagement strategies. The generational theory, which 
highlights the influence of shared historical and social experiences on values and behaviors, provides a useful 
framework for understanding these dynamics and guiding HR strategies (Cismaru & Iunius, 2019; Singh 
et al., 2020; Bencsik et al., 2016).
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Generational theory itself has been further refined in recent years. Twenge (2010) argues that generational 
cohorts are not only shaped by historical events but also by rapid technological change, which accelerates the 
gap between younger and older workers. In the hospitality context, where digital platforms, AI, and mobile 
applications increasingly shape guest experiences, these technological divides become even more critical. Kim 
et al. (2011) emphasize that hotels must adapt training and communication tools to match generational learning 
preferences - structured workshops for older workers versus gamified e-learning for younger cohorts.

Case studies from leading hotel chains illustrate practical applications of these principles. Hilton has 
implemented global mentorship programs and career development initiatives that facilitate knowledge transfer 
between older and younger employees (Hilton, 2025). Marriott, on the other hand, emphasizes inclusion and 
cultural diversity through leadership programs that appeal to multiple generations (Marriott, 2025). These 
practices align with academic findings and demonstrate the central role of HR in managing generational gaps 
within hotels. Researchers such as Maja and Nkala-Dlamini (2020) argue that, when managed effectively, 
generational diversity can also serve as a driver of innovation and competitive advantage in hospitality.

The presence of four generational cohorts - Baby Boomers, Generation X, Millennials, and Generation Z - 
creates significant diversity in values, work habits, communication styles, and motivation (Raslie, 2022). These 
differences often manifest in misunderstandings, tension, and conflict if HR strategies do not account for the 
needs of all generational cohorts. Surveys and empirical reviews indicate that younger cohorts (Millennials and Gen 
Z) generally express stronger preferences for flexible or hybrid work arrangements than older cohorts. Gallup’s 
hybrid-work indicators show that a majority of remote-capable employees prefer hybrid arrangements (Gallup, 
2025). Microsoft’s Work Trend Index similarly revealed widespread employee demand for continued remote 
and flexible work options (Microsoft, 2021). Within hospitality, recent studies highlight that Gen Z employees 
place particularly high importance on flexibility and digital learning opportunities (Seyfi et al., 2024). Research 
by Zhou et al. (2025) shows that organizational emotional resources, such as supportive leadership and diversity 
management, are especially important for Generation Z employees, as they strengthen employee-job fit and 
career adaptability. Similarly, Kim et al. (2016) demonstrate that generational differences even moderate 
pro-environmental behaviors among hospitality employees, suggesting that HR initiatives in sustainability 
must be adapted to the values and motivations of each cohort.

Another dimension emerging in literature is cultural variation in generational management. While Western 
hospitality firms focus heavily on flexibility and autonomy, Asian hotel organizations often emphasize hierarchy 
and collective harmony (Cismaru & Iunius, 2019). This suggests that HR practices must be localized; a “one-size-
fits-all” approach to generational management may fail when applied across different cultural contexts. 
Furthermore, empirical studies highlight that Generation Z employees in Europe tend to prioritize sustainability 
and corporate social responsibility more strongly than their counterparts in Asia or North America, further 
complicating HR’s balancing act (Francis & Hoefel, 2018).

HR departments play a critical role in bridging these gaps by implementing strategies that promote collaboration, 
knowledge sharing, and inclusion (Ashley et al., 2022). Creating a flexible and inclusive organizational culture 
requires HR to develop policies that support varied learning styles, communication approaches, and work 
preferences. Kurata et al. (2022) found how effective multigenerational management practices are depends 
largely on leadership style and leaders’ self-awareness and thinking skills, showing that adaptability and awareness 
are key for success. In practice, clear communication, dialogue between generations, and well-planned training 
programs are important for promoting understanding and teamwork. Companies that implement these 
strategies report improvements in corporate culture, competitiveness, employee motivation, and reduced 
turnover.

Overall, the literature indicates that effective HR practices in hospitality are essential for managing interge-
nerational differences. Mentorship, flexible scheduling, career development initiatives, and inclusive organizational 
policies not only reduce generational tensions but also enhance employee engagement and operational 
efficiency. Leading hotel chains such as Hilton and Marriott provide practical examples of these interventions 
in action, demonstrating how theory translates into successful HR management within the hospitality sector.



Conference papers
32

SITCON 2025
TOURISM FOR PEOPLE, PLANET AND PROSPERITY - WHAT NEEDS TO HAPPEN BY 2030?

METHODOLOGY

This study employs a qualitative research approach, combining a systematic literature review with case 
study analysis to explore HR practices in managing generational gaps within the hospitality industry. Academic 
databases, including Scopus, Web of Science, and Emerald Insight, were systematically searched using 
keywords such as “multigenerational workforce,” “hospitality HR practices,” and “managing generational 
gaps in hotels.” The inclusion criteria prioritized empirical studies, review articles, and peer-reviewed research 
published in the last five years to ensure methodological rigor and relevance (Ozolina, 2024; Sebastian, 2024). 
Where foundational or seminal studies existed outside this timeframe, they were also included to provide 
historical context and strengthen the theoretical foundation of multigenerational HR practices.

Secondary data were drawn from case studies of leading hotel chains, including Hilton and Marriott, as well 
as industry reports and company publications. These examples provided insights into practical HR interventions, 
such as mentoring programs, flexible scheduling, career development initiatives, and inclusive organizational 
culture strategies. The analysis aimed to identify the key HR practices that reduce intergenerational tensions, 
enhance collaboration, and improve organizational performance.

The choice of a qualitative approach is particularly appropriate for this study because it allows for in-depth 
exploration of complex social dynamics that cannot be fully captured by quantitative surveys (Creswell & Poth, 
2018). Generational management involves values, perceptions, and interpersonal interactions, areas where 
qualitative synthesis provides a richer understanding than statistical generalization. Furthermore, a qualitative 
approach helps highlight contextual factors, such as cultural differences, organizational size, and brand reputation, 
which shape the success of HR practices.

The methodological process included several steps. First, we identified the characteristics, values, attitudes, 
and expectations of different generational cohorts in hospitality, from Baby Boomers to Generation Z (Ashley 
et al., 2022). Second, we analyzed how various HR strategies were implemented to promote inclusive and flexible 
work environments, facilitate communication and knowledge sharing, and enhance employee engagement and 
efficiency (Lin, 2024; Ozolina, 2024). Third, we compared findings across multiple studies to identify common 
trends, best practices, and potential differences in outcomes.

Hilton and Marriott were selected as case studies due to their global presence, consistent ranking among 
the largest hotel chains worldwide, and their proactive adoption of HR diversity and inclusion strategies. Both 
companies have published detailed annual and sustainability reports that provide transparent insights into 
their HR practices, making them suitable benchmarks for the industry (Hilton, 2025; Marriott, 2025). While 
these two cases cannot represent the entire hospitality sector, they illustrate best practices that can be adapted 
by other organizations.

The synthesis of literature and case study evidence enabled a comprehensive understanding of the role of 
HR in managing generational diversity without the need for primary data collection. This approach allowed 
for the identification of patterns, trends, and practical recommendations that are applicable across different 
hospitality organizations. Overall, this methodology provides a systematic and evidence-based framework for 
examining how HR practices can bridge generational gaps and enhance organizational effectiveness.

Nevertheless, the study is not without limitations. Reliance on secondary data means that the analysis 
reflects the perspectives and reporting practices of prior researchers and organizations, which may introduce 
bias. The exclusion of primary interviews or surveys limits the ability to capture the lived experiences of 
hospitality employees across different generational cohorts. In addition, focusing on Hilton and Marriott may 
overrepresent multinational chain practices, leaving independent and regional hotels underexplored. Future 
studies could address these gaps by using mixed-methods approaches, combining surveys, interviews, and 
detailed field observations to capture both the range of information and deeper insights.
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RESULTS AND DISCUSSION

The hospitality workforce is increasingly multigenerational, encompassing Baby Boomers, Generation X, 
Millennials, and Generation Z (Mejia & Pinto, 2021; Gursoy et al., 2008; Cismaru & Iunius, 2019). Each 
generation has distinct values, work ethics, communication styles, and career expectations. Baby Boomers 
value loyalty, stability, and structured hierarchies, while Generation X prioritizes autonomy, efficiency, and 
work-life balance. Millennials seek rapid career progression, teamwork, and engagement in socially responsible 
initiatives, whereas Generation Z emphasizes digital literacy, flexibility, and meaningful work experiences 
(Sakdiyakorn et al., 2021; Self et al., 2019). 

HR Challenges in Managing Generational Diversity 
Managing a multigenerational workforce requires addressing several key challenges. Recruitment and 

retention strategies must appeal to each cohort’s expectations, particularly for younger employees, who value 
flexibility, meaningful engagement, and rapid skill development (Goh & Okumus, 2020; He et al., 2019). HR 
must overcome differences in communication styles, work habits, motivation, and attitudes toward authority 
and technology (Dokadia & Palo, 2022; Bencsik et al., 2016).

Conflicts may arise from generational stereotypes, differing work ethics, and contrasting expectations 
regarding career growth and organizational loyalty (Gursoy et al., 2008; Zopiatis et al., 2012). To address these 
challenges, HR professionals need adaptive strategies that promote knowledge sharing, inclusive culture, and 
continuous engagement across generations.

Another challenge is balancing the use of digital platforms. While Millennials and Gen Z embrace HR apps 
for scheduling, performance tracking, and training, older cohorts may perceive these tools as impersonal or 
overwhelming (Ozdemir & Hewett, 2020). Failure to manage these digital divides can widen generational gaps. 
Thus, HR managers should combine digital platforms with face-to-face communication to create an inclusive 
environment for all.

HR Strategies and Interventions
Analysis of literature and case studies highlights that innovative and adaptive HR practices can serve as a 

foundation for bridging generational gaps in hospitality organizations. Recent findings suggest that such practices, 
when carefully tailored to staff expectations, not only improve collaboration but also enhance motivation and 
productivity across diverse employee groups. In this regard, Mandić et al. (2024) emphasize that hotels adopting 
innovative HR solutions—particularly those focused on strengthening organizational culture, motivation, 
and engagement—achieve measurable improvements in staff performance. Building on this evidence, several 
effective HR strategies for managing generational diversity can be identified:

1.	 Mentorship and Knowledge Transfer: Hilton’s mentorship programs facilitate reciprocal learning, 
where Baby Boomers and Generation X share industry experience while younger employees contribute 
technological skills (Hilton, 2025; Cismaru & Iunius, 2019). This approach improves communication, 
reduces conflicts, and strengthens team cohesion.

2.	 Flexible Work Arrangements and Well-being Programs: Marriott implements flexible scheduling, 
wellness initiatives, and career development tracks tailored to different generations (Marriott, 2025). 
Millennials and Generation Z benefit from autonomy and personal growth opportunities, while older 
generations maintain structured guidance. These practices increase employee satisfaction, retention, 
and engagement.

3.	 Inclusive Culture and Leadership Development: Both Hilton and Marriott emphasize diversity, inclusion, 
and intercultural communication. Training managers to understand and mediate generational differences 
ensures that diverse teams collaborate effectively, maintaining high service quality and enhancing 
organizational reputation (Nyamboga, 2025; Johar et al., 2023).

4.	 Reverse Mentoring and Targeted Engagement Initiatives: Reverse mentoring encourages mutual 
understanding and knowledge transfer, fostering innovation and inclusivity (Cismaru & Iunius, 2019). 
Engagement programs aligned with generational values, such as PERMA-based interventions, enhance 
well-being and performance (Salvadorinho et al., 2025).
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5.	 Succession Planning and Diversity Management: Structured succession plans and diversity-oriented 
HR policies ensure organizational continuity while leveraging generational strengths for competitive 
advantage (Crumpacker & Crumpacker, 2007; Ingale, 2025).

Well-being programs have emerged as a particularly effective cross-generational HR strategy. Research 
shows that stress levels and burnout differ significantly by generation, with Millennials and Gen Z reporting 
higher workplace anxiety, while Baby Boomers often face physical exhaustion due to longer work tenures 
(Chaudhuri & Ghosh, 2012; Joo & Lee, 2016). By tailoring well-being initiatives, such as mindfulness work-
shops for younger employees and ergonomic workplace adjustments for older ones, HR can create a healthier, 
more engaged workforce.

Empirical Evidence and Case Studies
Empirical studies support these strategies. Ashley et al. (2022) emphasize that understanding generational 

values is essential for effective communication, collaboration, and employee satisfaction. Ozolina et al. (2024) 
highlight the importance of inclusive organizational culture and open dialogue. Lin et al. (2022) demonstrate 
that adapting learning and knowledge transfer methods to different generational preferences reduces conflicts 
and promotes collaboration.

Case examples further illustrate these points. Hilton’s mentorship and knowledge transfer initiatives enable 
multigenerational cooperation, while Marriott’s flexible programs and inclusive leadership training improve 
engagement, retention, and service quality. Across studies, personalized HR practices consistently enhance 
collaboration, minimize tensions, and increase overall productivity.

Emerging Asia–Pacific examples illustrate how technology and HR programming are being used to improve 
workforce outcomes. Accor’s corporate reports and industry coverage document the group’s investment in 
digital and AI tools to optimize operations and talent well-being (Accor, 2023, 2025). Industry analyses also 
emphasize that AI-driven scheduling can enhance schedule fairness and employee experience, thereby reducing 
turnover risks (HospitalityNet, 2024; TimeForge, 2025). Likewise, Taj Group’s employee engagement and 
training initiatives have been documented in corporate reports and academic case studies as contributing to 
stronger employee commitment and engagement outcomes in Indian hotels (Taj Hotels, n.d.).

The findings demonstrate that generational diversity in hospitality presents both challenges and opportunities. 
Differences in work values, communication styles, and career expectations can lead to conflict, but they also 
provide a rich foundation for innovation, creativity, and organizational resilience (Gursoy et al., 2008; Mejia 
& Pinto, 2021; Salvadorinho et al., 2025).

HR plays a strategic role in transforming generational diversity into a competitive advantage. By imple-
menting flexible policies, mentorship programs, targeted engagement, and inclusive leadership training, HR 
can foster collaboration, reduce intergenerational tensions, and improve employee satisfaction. Such practices 
not only benefit employees but also enhance guest experiences and service quality, contributing to stronger 
brand reputation in the global hospitality market.

Overall, effective management of generational diversity requires a holistic HR approach that combines 
understanding, adaptability, and evidence-based strategies. Organizations that proactively address generational 
differences create inclusive work environments, maximize workforce potential, and achieve sustainable 
organizational success.

Conceptual Model of HR’s Role in Managing Generational Diversity
To synthesize the findings, Figure 1 presents a conceptual model illustrating the relationship between HR 

practices, reduced generational conflict, employee engagement, and guest satisfaction. The model highlights 
HR strategies as mediators that transform generational diversity from a potential source of conflict into a 
driver of competitive advantage.
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Figure 1. Conceptual Model: HR Practices Bridging Generational Diversity in Hospitality

Generational
Divesity Mediators

OutcomesHR
Practices

• Baby Boomers
• Gen X
• Millennials
• Gen Z

• Mentorship
• Flexible scheduling
• Inclusion
• Well-Being
• Reverse mentoring

• Reduced con�ict
• Knowledge sharing
• Collaboration
• Engagement

• Employee satisfaction
• Retention
• Guest satisfaction
• Service quality
• Innovation

Source: Authors’ analysis

The model highlights that HR strategies act as a bridge between workforce diversity and organizational 
outcomes. Without intentional HR practices, generational diversity may result in miscommunication and conflict. 
With structured strategies, however, it becomes a source of learning, innovation, and service excellence.

CONCLUSION

This study highlights the essential role of HR in managing generational diversity within the hospitality 
industry. The coexistence of Baby Boomers, Generation X, Millennials, and Generation Z creates both challenges 
and opportunities for organizations. Differences in work values, communication preferences, career expectations, 
and attitudes toward technology can lead to misunderstandings, conflict, and decreased productivity if not 
effectively managed.

The literature and case studies analyzed in this paper indicate that targeted HR strategies, such as mentorship 
and knowledge transfer programs, flexible work arrangements, inclusive leadership training, and engagement 
initiatives, are highly effective in managing generational gaps. Programs implemented by Hilton and 
Marriott illustrate how multigenerational collaboration can be promoted through structured mentorship, 
career development opportunities, and a focus on diversity and inclusion. Such interventions not only reduce 
intergenerational tension but also enhance employee motivation, satisfaction, and retention, ultimately leading 
to improved guest experiences and stronger organizational performance.

The study also emphasizes the importance of understanding the values, expectations, and learning preferences 
of each generational cohort. HR policies that recognize these differences and promote flexibility, inclusivity, 
and open communication help foster a positive organizational culture. This culture supports collaboration, 
knowledge sharing, and continuous professional development across all age groups, thereby maximizing the 
potential of the entire workforce.

From a managerial perspective, these findings suggest that HR leaders should not only address generational 
differences reactively but also proactively design policies that leverage diversity as a strategic asset. For instance, 
investing in reverse mentoring schemes can simultaneously enhance digital competencies of senior staff and 
encourage leadership skills among younger employees. Similarly, flexible scheduling systems and personalized 
well-being initiatives can reduce turnover rates while boosting long-term loyalty. Managers must also remain 
attentive to cultural differences across regions, as strategies that succeed in Western hotel chains may need 
adjustment in Asian or Middle Eastern contexts.

Future studies could take a mixed-methods approach, using both surveys and interviews to get a deeper 
understanding of how different generations experience working in the hospitality industry. Longitudinal studies 
could further reveal how generational expectations evolve over time, particularly as technology and work 
environments continue to change. Additionally, comparative studies between multinational hotel chains and 
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independent, family-owned hotels could offer insights into whether resource availability and organizational 
size affect the effectiveness of HR practices. These future directions would provide a more comprehensive 
understanding of generational dynamics in hospitality.

In conclusion, managing generational diversity is no longer merely a challenge for HR departments; it is 
a strategic imperative. Hospitality organizations that proactively adopt evidence-based HR practices to address 
generational differences can transform workforce diversity into a source of competitive advantage. By encouraging 
collaboration and mutual understanding among different generations, hotels can work more efficiently, keep 
employees satisfied, and deliver better service, helping them succeed in a fast-moving and competitive industry.
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