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Early in the COVID-19 pandemic, the US hospitality industry workforce experienced significant job loss via
furloughs and job eliminations. Over a year later, the American hospitality industry is now facing a labor
shortage. However, there is a dearth of literature explaining why the hospitality industry’s response due to a
mega-event, like the pandemic, can motivate employees to leave the hospitality industry. Instead, theory and
research have primarily focused on organizations as the focal point for understanding turnover, while neglecting
the industry. Using the affect theory of social exchange, this paper examined how anger and fear related to job
status changes (i.e., being furloughed or laid-off) due to the pandemic, influence intentions to leave the industry.
Study 1 used a survey of management-level employees, whereas Study 2 used an experiment to test the proposed
model. Both studies showed that employees who lost their job due to the pandemic felt more anger and fear than
those still employed. However, mediation analyses revealed anger, but not fear, as the primary driver of industry
turnover intentions. These results highlight a potentially problematic trend. Should skilled hospitality workers
switch industries due to job loss amidst an industry-wide negative event, it may become difficult for hospitality

businesses to find qualified employees once the industry recovers and rehiring begins.

1. Introduction

Since March of 2020, the US hospitality industry workforce, partic-
ularly in the lodging and food and beverage sectors, has experienced
significant furloughs and job loss due to the COVID-19 pandemic
(Gursoy & Chi, 2020; U.S. Bureau of Labor Statistics, 2020). Travel and
dining out declined greatly, placing a financial strain on the industry and
threatening the job security of millions (Nicola et al., 2020). While many
companies from other industries have adapted their operating style to
accommodate social distancing measures, hospitality companies face
greater challenges in adapting to remote work and service delivery
methods (Baum et al., 2020). In the lodging sector, approximately 1.6
million workers have lost their jobs, with an average vacancy of eight
out of ten hotel rooms during 2020 (American Hotel & Lodging Asso-
ciation, 2020). The food and beverage sector was especially hard hit
early on, with two-thirds of employees losing their jobs during the first
two months of the pandemic, amounting to over 8 million jobs lost
(National Restaurant Association, 2020).

With the rollout of vaccinations, the hospitality industry is slowly
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regaining thousands of jobs; but the industry is now facing a labor
shortage (Picchi, 2021). Employers are struggling to attract talent—both
who were furloughed or laid-off due to the pandemic—back to the in-
dustry despite offering signing bonuses and competitive benefits. For
example, Taco Bell is offering paid family leave to company store
managers and Jimmy Johns and other fast-food restaurants are offering
$250 signing bonuses (Haddon, 2021). However, many hospitality in-
dustry employees have left for jobs in other industries, particularly ones
that were less affected by the pandemic and were able to adjust to social
distancing and remote work (Wiener-Bronner, 2021; Yu et al., 2021).
Although our current study focuses on the US workforce, these trends
have also been found in Australia (Powell, 2022), Asia (TTG Asia, 2021),
and Europe (Diazgranados, 2021).

Despite these realities, there is a dearth of literature surrounding the
mechanisms that explain why the industry’s response to a mega-event,
such as the COVID-19 pandemic, can motivate employees to leave the
hospitality industry. Event-system theory (Morgeson et al., 2015) states
that mega-events are unexpected, external disasters that require orga-
nizational actions. Accordingly, mega-events can have a negative impact
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on employees’ emotions, attitudes, and behaviors via organizations’
actions, such as layoffs and furloughs. While research shows that
employment decisions (e.g., layoffs and furloughs) do indeed elicit
negative emotions (e.g., Grandey et al., 2021; Huffman et al., 2022;
Shepherd & Williams, 2018), a question remains of whether these
emotions trigger negative attitudes toward not only the organization
that made them unemployed, but to the industry they work in. In other
words, although it is expected that employees will experience negative
emotions when they are made unemployed, research has primarily
focused on how employees experience negative emotions within the
context of the specific organization that made them unemployed.
However, it is not clear whether these emotions will also be felt targeting
the industry they work in. The hospitality industry’s response to the
COVID-19 pandemic provides a unique context to examine this research
gap.

First, the hospitality industry was hit the hardest by the pandemic.
Approximately two-thirds of jobs lost in the US were from the hospitality
industry (U.S. Bureau of Labor Statistics, 2020), thereby placing a
negative spotlight on the hospitality industry as an employer. Second,
the hospitality industry relies on a pipeline of talent with
industry-specific education, competencies, and skills that are transfer-
able across organizations within the industry, thereby requiring talent to
remain within the industry (King et al., 2021). Third, talent in the in-
dustry is ingrained in the industry. Specifically, the hospitality industry
commonly requires a diversity of frontline, operational experience,
across organizations within the industry for supervisory and manage-
ment positions (Suh et al., 2012). This necessitates that talent stays
within the industry and the industry needs to retain talent with the
relevant skills and experiences to maintain a pipeline for management
positions. Thus, hospitality organizations have invested time and re-
sources on training management-level employees, who likewise, have
invested their time working in the industry. It is therefore important to
understand why hospitality employees, particularly those in manage-
ment roles, leave the industry during the COVID-19 pandemic.

To address this gap in the literature, our study is guided by the affect
theory of social exchange (Lawler, 2018), which provides insight on why
hospitality employees might leave the industry when they experience
furloughs or job loss during the pandemic. This theory contends that
exchanges at work almost invariably produce positive or negative
emotions. In the context of this study, employees who were furloughed
or laid-off will most likely feel stronger negative emotions than em-
ployees who were able to work during the pandemic. Although the affect
theory of social exchange (Lawler, 2018) limits its scope within orga-
nizations, the current research expands on this theory by examining how
in exchange for being laid-off or furloughed, and subsequently feeling
negative emotions to this action, employees will be motivated to leave
the industry. We test our hypotheses by leveraging a combination of
methods and samples. Study 1 uses a survey with management-level
employees, whereas Study 2 uses an experiment to further test our
proposed model using a sample of aspiring entrants into hospitality
management (i.e., management in training sample of hospitality man-
agement students).

The current study makes several contributions to the literature on
understanding why hospitality employees leave the industry. First,
event-system theory (Morgeson et al, 2015) limits its focus on
organization-focused attitudes and behaviors, despite the fact that in-
dustries can face mega-events that negatively impact them more than
other industries, such as the COVID-19 pandemic having the greatest
impact on the hospitality industry in regard to furloughs and job loss (U.
S. Bureau of Labor Statistics, 2020). We expand on this theory by
showing that the industry can also be the target of negative emotions
related to a mega-event. Likewise, we expand on the theory of social
exchange (Lawler, 2018) by showing that negative emotions felt by
decisions made by organizations can also motivate employees to make
career changes, such as leaving the industry they work in.

Second, and related to the first point, is that much of the literature on
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why employees, including managers, leave the hospitality industry has
focused on personal attributes, job attributes, and organizational-
specific attitudes, such as job satisfaction, internal motivation,
perceived organizational support, and psychological contracts (e.g., Ann
& Blum, 2020; Blomme et al., 2010; Brown et al., 2015; Guchait et al.,
2015). In other words, the literature has primarily focused on the or-
ganization as the foci for understanding turnover, while neglecting the
industry. For example, in their critique of the literature, King et al.
(2021) argued that the difficulties the hospitality industry faces in
attracting and retaining talent, particularly during the pandemic, “also
seem to reside at the industry level, and not solely at the organizational
level where most research is focused” (p. 252). Therefore, the current
paper focuses on industry turnover.

2. Theoretical background and hypotheses
2.1. Job status and feeling anger and fear

The current paper uses the affect theory of social exchange (Lawler,
2001) as the guiding framework. This theory argues that emotions are
produced when two or more entities exchange valued outcomes (e.g.,
payment, rewards, or goods for work). Entities can include people
and/or social units, such as organizations they work for. Accordingly,
after exchanges, employees process information and interpret intentions
from their organization, and emotionally respond to an exchange. The
emotional reactions can involve positive or negative emotions,
depending on the exchange (e.g., positive emotions like pride after a
promotion or negative emotions like fear after a furlough). Per this
theory, these emotional reactions also lead to attributions, in which
emotions are linked to people or social unites. For example, employees
who feel negative emotions, like fear after a furlough, will then attribute
these emotions to their organizations. Thus, this theory provides an
important lens through which to understand how the hospitality in-
dustry response to the COVID-19 pandemic can drive industry turnover.

One of the broadest effects of the COVID-19 pandemic on employees’
jobs is their job status. In the early months of the pandemic, many jobs
were changed to a remote format, hours were reduced, job tasks were
modified, or they were eliminated temporarily through furloughs or
indefinitely through layoffs (Brynjolfsson et al., 2020). Current litera-
ture further indicates that COVID-19 has created an environment where
hospitality employees who experienced job insecurity had lower work
motivation (Bajrami et al., 2021) and those who are high in career
adaptability are particularly prone to developing high industry turnover
intentions in situations of low supervisor support (Lee et al., 2021),
indicating a high-stakes situation for the hospitality industry in terms of
talent loss.

In addition, as reported by Wong et al. (2021, p. 102798), employee
“job satisfaction, organizational commitment, job performance, sub-
jective well-being, and prosocial behavior had each significantly
decreased after the pandemic took hold, whereas turnover intention was
significantly higher after COVID-19 had become quite prevalent,”
demonstrating a widespread negative impact of COVID-19 on employee
well-being, with negative implications for the hospitality industry in
turn. Further contributing to these indications of COVID-19 as a deeply
negative, impactful crisis for the hospitality industry, a study by Yan
et al. (2021) has found that lower job satisfaction strengthens the rela-
tionship between employee perceptions of COVID-19 risk perception
and experiencing depressive symptoms.

Thus, given the unprecedented hospitality industry job loss and rapid
change in operations due to the pandemic (US Bureau of Labor Statistics,
2020), employees are prone to experiencing significant levels of nega-
tive emotions (Mimoun et al., 2020). Although there are a number of
negative emotions that employees can feel, Lebel’s (2017) model of
negative emotion regulation points to fear and anger as particularly
relevant for the current study. Whether laid off, furloughed, or still
employed, hospitality employees are facing substantial uncertainty,
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which can result in negative emotions such as fear and anger. For
example, managers still employed might feel fear from the uncertainty
of working during a pandemic, or anger with the direction or lack of
guidance provided by their organization (Chen & Eyoun, 2021; Guzzo et
al., 2021).

Anger is defined as feeling indignation with desires to redress a
perceived wrongdoing or violation of a perceived contract (Greenbaum
et al., 2020); whereas fear is defined as feeling uncertainty and a lack of
control or efficacy (Osborne et al., 2012). Anger and fear are both
negatively valanced, high-arousal, discrete emotions and have been
found to have strong counterproductive effects. For instance, aggression
and other deviant behavior are common responses to anger (Fox &
Spector, 1999), whereas silence on important matters is often a result of
fear (Kish-Gephart et al., 2009).

Furthermore, anger and fear are often felt when losing important
resources, such as one’s job, whether it is through layoffs or furloughs
(Pugh et al., 2003; Osborne et al., 2012). As suggested by affect theory of
social exchange (Lawler, 2018), discrete emotions, such as anger and
fear, are felt as a result of the decisions organizations make that have
implications to one’s well-being. For example, one’s employment is an
exchange for the time and effort one gives to their organization. When
an organization makes an employee unemployed, whether from a layoff
or furlough, the employee might see this as a violation of the time and
effort they gave their organization.

In addition, losing one’s job is a form of relative deprivation and can
lead to viewing one’s financial circumstances as undeserved and worse
in comparison to coworkers who remained employed, which often re-
sults in feeling negative emotions such as anger and fear (Smith & Pet-
tigrew, 2014). One’s job is not only related to financial resources, but
also to one’s identity, job satisfaction, sense of accomplishment, and
affiliation (Miscenko & Day, 2016). Therefore, losing one’s job not only
deprives oneself of financial resources, but also of resources that one
gains through work. Such deprivation can lead to feelings of anger, due
to a perceived wrongdoing or violation of trust on behalf of their orga-
nization, and fear, due to the uncertainty for one’s financial future.
Thus, managers who lost their jobs due to the pandemic are more likely
to feel anger and fear relative to managers still employed in the hospi-
tality industry.

Hla. Unemployed and furloughed managers will feel greater anger
than managers working during the pandemic.

H1b. Unemployed and furloughed managers will feel greater fear than
managers working during the pandemic.

2.2. Hospitality industry turnover: the mediating effects of anger and fear

The affect theory of social exchange (Lawler, 2018) suggests that
negative emotions felt due to an exchange—being unemployed by one’s
organization—can decrease future exchanges or terminate a relation-
ship with an organization. The current paper advances this theory by
suggesting that the employees who feel negative emotions, like anger or
fear, might attribute these emotions to working in an industry that was
vulnerable to the pandemic. In other words, equally important is that
people can look beyond one’s organization as the cause of the negative
emotions. For example, managers who were laid-off or furloughed by
their hospitality organizations are not only likely to feel anger and fear,
but also to attribute these emotions to working in the hospitality in-
dustry. In response to losing one’s job, managers might terminate their
relationship with working in the hospitality industry due to the anger
and fear elicited by the unemployment status. Thus, the current study
examined anger and fear as mediators of the relationship between job
status (i.e., employed or unemployed) and hospitality industry turnover
intentions.

It is important to note here that while anger and fear may sometimes
be perceived as passing emotions, they are emotional experiences that
can influence our perceptions and behaviors in the long-term.
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Specifically, research shows that discrete emotions, such as anger and
fear, influence how people appraise situations, which then influences
how people judge and plan for future events (Han et al., 2007; Lerner &
Tiedens, 2006). For instance, discrete emotions have been linked to
helping behavior, sabotage, pro-environmental behavior, organizational
commitment, and absenteeism, suggesting that discrete emotions in-
fluence long-term behaviors and decisions at work (Conroy et al., 2017;
Rubino et al., 2013).

Therefore, considering the important effects anger and fear have on
future behavior, it is important to examine how unemployment related
to the COVID-19 pandemic is affecting hospitality employees’ industry
career change intentions. Industry turnover refers to a change in an
occupation that is not part of a normal career evolution (McGinley et al.,
2014). For instance, a job change from hotel front desk agent to front
desk supervisor is a natural career progression, whereas a change from
hotel front desk agent to real estate agent is considered industry turn-
over. Although industry turnover intentions and organizational turnover
in the hospitality industry have been the focus of previous research
(Brown et al., 2015), a gap exists. Past research largely focused on the
factors that contribute to hospitality industry turnover during normal
times and has identified causes such as working environment and career
progression (Haldorai et al., 2019). Considering the global reach and
magnitude of the COVID-19 pandemic, this presents a unique chance to
gain insight into the effects of such a crisis on hospitality industry
employee turnover intentions.

Anger and fear, are negative emotions, frequently associated with
counterproductive results and often act as motivators that lead in-
dividuals to taking proactive measures to remedy these feelings (Lebel,
2017). For the purposes of this study, proactive behavior can be defined
as an action that is geared towards a future goal (Parker et al., 2010),
which can include becoming disengaged at work or looking for alter-
native employment opportunities (Osborne et al., 2012). Both anger and
fear have been associated with fight and flight responses, motivating
individuals to be proactive in their approach (Lebel, 2017). Specifically,
anger is associated with high certainty situations and motivates the one
experiencing it to take corrective action, or a “fight” response (Crisp et
al., 2007). Meanwhile, fear arises from a sense of uncertainty sur-
rounding a negative event, which in turn leads to a “flight” response — a
proactive effort to cut off the source of fear (Dasborough et al., 2020). In
both cases, these two negative emotions incite proactive behavior, since
they motivate the individual experiencing them to assess their situation
and address it (Lazarus & Folkman, 1984).

In the current context—that is, the pandemic’s negative effect on the
hospitality industry—the anger and fear managers feel can be directed
towards the industry. In other words, because the hospitality industry
suffered the most furloughs and job losses during the pandemic, industry
turnover intention can serve as a ‘fight and flight’ response triggered by
anger and fear, respectively. Industry turnover intention can be a
corrective action triggered by employees’ anger because they believe
working in the hospitality industry is at fault. In addition, industry
turnover can be a flight response triggered by fear because employees’
perceive the unstable nature of the hospitality industry as a source of
their fear. Therefore, as suggested by the affect theory of social exchange
(Lawler, 2018), these negative emotions might drive talent to eliminate
future exchanges with the source of the negative emotions. Thus, man-
agers who were laid-off or furloughed by their hospitality organization
might attribute their anger and fear to working in the hospitality in-
dustry and therefore are motivated to leave the industry. The conceptual
model is illustrated in Fig. 1.

H2a. Anger will mediate the relationship between employee status
(still employed or furloughed/unemployed) and career change
intentions.

H2b. Fear will mediate the relationship between employee status (still
employed or furloughed/unemployed) and career change intentions.
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Anger

Employment
status*

Industry turnover
intentions

Fear

e

Fig. 1. Conceptual model.

Note. *Employment status = still employed or furloughed/unemployed during the pandemic.

3. Methodology: study 1
3.1. Data collection

Data was collected using an online survey distributed through the
Amazon Mechanical Turk (or MTurk) platform. MTurk is a website that
helps match workers on the platform to tasks requiring human intelli-
gence, such as research surveys. Human intelligence task (HIT) re-
questers can set demographic parameters that individuals must meet in
order to complete the requested HIT, such as age, HIT-performance
history (past task approval rate), and location data. The data was
collected in June and July of 2020, after the first wave of shutdowns.

Eligibility criteria for participants in this study included employment
in the hospitality industry in management-level positions who (1) have
worked in the industry for at least one year and (2) are still employed in
the industry or have been laid off or furloughed due to COVID-19 within
the three months of the quarantine mandates (e.g., workplace restriction
orders) executed in March 2020. In addition, participants were required
to be US residents and be at least 18 years or older. Those who met the
criteria were asked to complete the survey. To further ensure quality
responses, the survey included various “attention-check” questions
throughout, such as, “Select ‘Strongly disagree’.” These questions served
to drop inattentive respondents from the survey before completion. In
addition, only participants with HIT approval rates above 98% and over
5000 submitted HITs were qualified. All data collection for this study
was remote, and respondents were paid $1.50 for successfully
completing the survey.

3.2. Participants

A total of 350 participants were surveyed, but 24 respondents were
not used due to incomplete or inaccurate responses, resulting in 326
participants. In regard to employment status, 53% were currently
working, and 38% were furloughed, and 9% were laid off as a result of
COVID-19 workplace restriction orders; 44% were from hotel and lod-
ging and 56% were from the food and beverage operations. The majority
were White (57%), male (76%), paid a salary (89%), and had a 4-year
college degree (64%) or professional degree (25%). The majority were
between 25 and 34 (58%) or 35 to 44 (22%) years old. Lastly, the par-
ticipants reported an average of 7.03 (SD = 6.30) years working in the
hospitality industry.

3.3. Measures

Employment status. Respondents were asked to specify the effects
that the pandemic had on their job, such as whether they were laid off,
furloughed, or were still employed. Participants who were laid off or
furloughed were coded as “unemployed” (47%) and all others were
coded as still “employed” (53%). A planned contrast showed no signif-
icant differences in fear [t(323) = 0.68, p = 0.49], anger [t(323) =
—0.39, p = 0.69], and industry turnover intentions [t(323) = —1.54,p =
0.12] between the ‘laid off’ and ‘furloughed’ participants, thereby
providing evidence for combining both groups as “unemployed.”

Anger and fear. Fear and anger were measured using the anger and
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fear subscale of Izard’s (1991) Differential Emotion Scale III (DES IID).
This was a 5-point Likert scale with answer choices ranging from “very
much” to “not at all.” Participants were asked to select responses on this
scale in reference to their experiences of fear, anger, and related emo-
tions, upon learning about the effects of COVID-19 on their job. The
items for fear were “scared,” “fearful,” and “afraid,” (Cronbach’s alpha
= 0.77) and the items for anger were “enraged,” “angry,” and “mad”
(Cronbach’s alpha = 0.74).

Industry turnover intention. Items by McGinley and Mattila
(2020) were used to measure hospitality industry turnover intentions.
Some example items include: “You think a lot about leaving the in-
dustry,” and “You are actively searching for an alternative to this in-
dustry.” Participants were asked to respond to these questions using a
5-point Likert scale, with answer choices that ranged from “strongly
disagree” to “strongly agree” (Cronbach’s alpha = 0.83).

Control variables. The control variables used were age and type of
operation (hotel/lodging or restaurant). We controlled for age because
age is negatively related to career change intentions (e.g., Carless &
Arnup, 2011). In addition, we also controlled for whether the partici-
pants worked in food and beverage or hotel and lodging to control for
any potential idiosyncratic differences in turnover between these two
types of operations.

4. Results
4.1. Psychometric analyses

A confirmatory factor analysis (CFA) and the heterotrait-monotrait
ratio (HTMT) of the correlations were used to examine the psychomet-
ric properties of the measures. A CFA of a three-factor model with fear,
anger, and industry turnover intentions demonstrated adequate fit: y* =
39.86, df = 24, NFI = 0.97, IFI = 0.98, CFI = 0.98; RMSEA = 0.045. All
loadings were statistically significant and were larger than 0.50 (they
varied from 0.66 to 0.84), and the composite reliabilities were greater
than the 0.70 threshold, indicating convergent validity (Hair et al,
2010). This model was compared to a one-factor-model, which
demonstrated poor fit: Xz = 398.86, df = 27, NFI = 0.62, IFI = 0.63, CFI
= 0.63; RMSEA = 0.21.

As shown in Table 1, the average variance extracted (AVE) for each
measure was greater than the 0.50 cutoff (Bagozzi & Yi, 1988). In
addition, the maximum shared variance (MSV) for each construct was
less than the AVEs and square root of the AVEs for each measure were
greater than the correlations among the measures, thereby demon-
strating discriminant validity (Fornell & Larcker, 1981). Lastly, the
HTMT of the correlations was used to further assess discriminant val-
idity (Henseler et al., 2015). The results of the HTMT showed that the
values ranged from 0.24 to 0.69, which were less the 0.85 threshold
(Kline, 2011).

4.2. Test of hypotheses

The hypotheses were tested using PROCESS Model 4 with two par-
allel mediators and a bootstrap function extracting 5,000 samples for the
analysis (95% confidence interval [CI]) was used to test the conceptual
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Table 1
Validity results for the measures for Study 1.

Journal of Hospitality and Tourism Management 54 (2023) 119-127

Means (SD) CR AVE MSV Fear Anger Turnover Intentions
Fear 3.53(0.91) 0.75 0.51 0.48 0.71
Anger 3.34 (1.01) 0.75 0.51 0.48 0.69* 0.71
Turnover intentions 3.49 (1.05) 0.83 0.62 0.26 0.23* 0.51% 0.79

Note. CR = composite reliability; AVE = average variance extracted; MSV = maximum shared variance. The square root of the AVEs are in bold.

*p < 0.01.

model (Hayes, 2017). The results showed that unemployed participants
felt more anger than employed participants ( = 0.27, p = 0.02; CI =
[0.05, 0.49]). Similarly, unemployed participants felt more fear than
employed participants (B = 0.10, p = 0.03; CI = [0.02, 0.42]), thereby
supporting Hla and H1b.

The results for the indirect effect showed that the relationship be-
tween employment status (unemployed vs. employed) and industry
turnover intentions was mediated by anger (effect = 0.11; CI = [0.02,
0.21]), supporting H2a. However, fear did not mediate the relationship
between employment status (unemployed vs. employed) and industry
turnover intentions (effect = —0.01; CI = [-0.05, 0.03]), which did not
support H2b. Table 2 shows the results of the main and indirect effects.

4.3. Discussion: study 1

Study 1 examined management-level employees’ emotional re-
actions to how the pandemic has affected their job status, such as being
laid-off or furloughed, and influences their intentions to leave the in-
dustry. The results showed that unemployed participants felt more anger
and fear than employed participants. The results for the indirect effect
showed that the relationship between employment status (unemployed
vs. employed) and industry turnover intentions was mediated by anger
but not fear.

Despite using a sample of managers with industry experience, which
is a strength, Study 1 is a cross-sectional survey. Therefore, an experi-
ment was used in Study 2 to not only address the limitations of Study 1
but also examine the causal effect of why job loss due to mega-events,
such as the COVID-19 pandemic, can motivate employees to leave the
hospitality industry. Specifically, in Study 2 we used an experiment to
further test our proposed model with a sample of hospitality manage-
ment students with hospitality work experience. Using hospitality
management students with work experience in the industry allows us to
further test the model with a sample who are currently investing in a
hospitality degree and working in the industry, with the goal of attaining
management-level positions in the hospitality industry.

5. Methodology: study 2
5.1. Sample

The target sample for Study 2 was aspiring entrants into hospitality
management, therefore, we targeted hospitality management students

Table 2
Direct and indirect effect for Study 1.
Effect SE LLCI ULCI
Hla Employment status — anger 0.27 0.11 0.05 0.49
H1b  Employment status — fear 0.10 0.10 0.02 0.42
Indirect effects BootSE  LLCI ULCI
H2a  Employment status — anger — 0.11 0.05 0.02 0.21
industry turnover intentions
H2b  Employment status — fear — -0.01  0.02 -0.05 0.03

industry turnover intentions

Note. SE = standard error; LLCI = lower limit confidence interval; ULCI = upper
limit confidence interval.
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with work experience in the industry. Hospitality management students
with work experience in the industry are an appropriate sample
considering that the current study is focusing on industry turnover in-
tentions and hospitality management students are important stake-
holders of the industry because they are part of a significant pipeline of
hospitality management talent (King et al., 2021). This sample addi-
tionally represents stakeholders who are currently investing in a hos-
pitality degree and working in the industry, with the goal of attaining
management-level positions in the hospitality industry. The data was
collected in the fall of 2021, September and October, after the first wave
of available vaccinations.

A total of 150 senior-level students currently majoring in the hos-
pitality industry with at least one year of work experience were con-
tacted via email to participate in a study about their career interest. Of
these, 104 (39% men, 61% women) completed the study. Of those
currently working (81%), the majority, 69%, had an hourly, non-
supervisor job and 31% had a supervisor/management level job. They
had an average age of 24.35 (SD = 7.7) and an average of 4.92 (SD =
5.39) years of work experience in the industry. Most identified as
Caucasian (43.4%), Asian (24.2%), Latinx (20.2%), African-American/
Black (6.1%), and multiracial (6.1%).

5.2. Design and procedure

A 2-group (employee status: still employed or job eliminated)
between-subjects experimental design was used. Participants read a
scenario in which their job was either eliminated or not, adapted from
the scenario used by Guzzo et al. (2021). They were instructed to ima-
gine that they are attending a shift meeting with their manager at a
company similar to their current or past job. For the eliminated job
condition (n = 48), the participants read “You are informed that the
company will be eliminating job positions due to the COVID-19
pandemic. You are told that your job at this company has been
affected. Although some jobs were saved, your job has been eliminated
due to the pandemic.” For the not eliminated job condition (n = 52), the
participants read “You are informed that the company will be elimi-
nating job positions due to the COVID-19 pandemic. You are told that
your job at this company has not been affected. Although some jobs were
eliminated due to the pandemic, you will continue to be employed
despite the pandemic.” After reading the manipulated statements, the
participants completed the measures.

5.3. Measures

Anger and fear. The same measures for anger (Cronbach’s alpha =
0.96) and fear (Cronbach’s alpha = 0.93) from Study 1 were used.

Industry turnover intention. The same measure from Study 1 was
used (Cronbach’s alpha = 0.86).

Control variables. We controlled for current hours working and
whether respondents were furloughed or lost their job due to COVID-19
in the past. We controlled for these in case currently either working in
the industry during the pandemic and/or losing a job due to the
pandemic had an effect on their reactions to the manipulated scenarios.

Manipulation check. The participants were asked to rate the extent
to which their job was affected by the pandemic described in the sce-
nario using a 5-point Likert-type scale from “not at all” to “very much.”



L Popa et al.

As expected, the participants’ rating was higher in the condition in
which their job was eliminated (M = 4.14, SD = 1.39) than when it was
not eliminated (M = 2.62, SD = 1.14), F(1, 98) = 21.61, p = 0.001.

6. Results
6.1. Psychometric analyses

A CFA and the HTMT ratio of the correlations were used to examine
the psychometric properties of the measures. A CFA of a three-factor
model with fear, anger, and industry turnover intentions demonstrated
adequate fit: x2 = 42.32, df = 24, NFI = 0.96, IFI = 0.98, CFI = 0.98;
RMSEA = 0.09. All loadings were statistically significant and were larger
than 0.50 (they varied from 0.65 to 0.96), and the composite reliabilities
were greater than the 0.70 threshold, indicating convergent validity
(Hair et al., 2010). This model was compared to a one-factor-model,
which demonstrated poor fit: Xz = 352.92, df = 27, NFI = 0.63, IFI =
0.65, CFI = 0.65; RMSEA = 0.34.

As shown in Table 3, the average variance extracted (AVE) for each
measure was greater than the 0.50 cutoff (Bagozzi & Yi, 1988). In
addition, the maximum shared variance (MSV) for each construct was
less than the AVEs and square root of the AVEs for each measure were
greater than the correlations among the measures, thereby demon-
strating discriminant validity (Fornell & Larcker, 1981). Lastly, the
HTMT of the correlations was used to further assess discriminant val-
idity (Henseler et al., 2015). The results of the HTMT showed that the
values ranged from 0.50 to 0.69, which were less the 0.85 threshold
(Kline, 2011).

6.2. Test of hypotheses

The hypotheses were tested using PROCESS Model 4 with two par-
allel mediators, the control variables, and a bootstrap function extract-
ing 5,000 samples for the analysis (95% confidence interval [CI])
(Hayes, 2017). The results showed that the participants who read that
their job was eliminated due to the pandemic felt more anger than the
participants who read that their job was not eliminated (f = 1.51, p =
0.001; CI =[1.10, 1.93]). Similarly, the participants who read that their
job was eliminated due to the pandemic felt more anger than the par-
ticipants who read that their job was not eliminated (p = 0.56, p = 0.01;
CI = [0.13, 1.01]), thereby supporting Hla and H1b.

The results for the indirect effect showed that the relationship be-
tween employment status (job eliminated vs. employed) and industry
turnover intentions was mediated by anger (effect = 0.65; CI = [0.30,
1.04]), supporting H2a. However, fear did not mediate the relationship
between employment status (job eliminated vs. employed) and industry
turnover intentions (effect = 0.11; CI = [-0.01, 0.26]), which did not
support H2b. Table 4 shows the results of the main and indirect effects.

7. Discussion

Theory and research have primarily focused on organizations as the
target for understanding turnover, while neglecting the industry. To
address this limitation in the literature, the current paper used the
hospitality industry as the foci for understanding turnover. Using two
different samples (management-level employees in Study 1 and

Table 3
Validity results for the measures for Study 1.
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Table 4
Direct and indirect effect for Study 2.
Effect SE LLCI ULCI
Hla  Employment status — anger 0.27 0.11 0.05 0.49
H1b  Employment status — fear 0.10 0.10 0.02 0.42

Indirect effects BootSE  LLCI ULCI

H2a  Employment status — anger — 0.11 0.05 0.02 0.21
industry turnover intentions
H2b  Employment status — fear — -0.01  0.02 -0.05 0.03

industry turnover intentions

Note. SE = standard error; LLCI = lower limit confidence interval; ULCI = upper
limit confidence interval.

hospitality management students with hospitality work experience in
Study 2) and methodology (survey for Study 1 and experiment for Study
2), the results showed being made unemployed due to the pandemic
resulted in more anger and fear than being employed. Both studies,
however, converged to show that the relationship between employment
status (unemployed vs. employed) and industry turnover intentions was
mediated by anger but not fear. These findings provide implications to
explain why the industry’s response to a mega-event, such as the COVID-
19 pandemic, can motivate employees to leave the hospitality industry.

7.1. Theoretical implications

The current paper offers several theoretical implications. First, it
advances the event-system theory (Morgeson et al., 2015) by showing
how an industry’s response to a mega-event, such as the COVID-19
pandemic, has a direct influence on employees’ attitudes toward the
industry. Specifically, event-system theory (Morgeson et al., 2015) fo-
cuses on how major events can affect the organization and how the
actions taken by the organization can affect employee attitudes toward
their organization. In addition, much of the literature on understanding
why employees, including managers, leave the hospitality industry has
focused on  personal attributes, job  attributes, and
organizational-specific attributes (e.g., Ann & Blum, 2020; Blomme et
al., 2010; Brown et al., 2015; Guchait et al., 2015). By using the affect
theory of social exchange (Lawler, 2018) as a framework, however, the
current paper showed how emotional reactions related to job status (i.e.,
being laid-off or furloughed) due to the pandemic influences intentions
to leave the industry. Thus, an industry’s response to a mega-event, such
as the pandemic, can elicit negative emotions, such as anger and fear,
which then motivate employees to leave the industry.

Second, the current study also has important implications for Lebel’s
(2017) model of fear and anger regulation. Lebel contends that fear and
anger can act as motivators to lead individuals to take proactive mea-
sures to remedy these feelings, such as intentions to leave an industry.
However, across both studies, anger, but not fear, was the primary driver
of industry turnover intentions. One possible explanation is that anger is
associated with high certainty situations and motivates a “fight”
response (Novaco, 2016), whereas fear is associated with the “flight”
response (Ohman & Wiens, 2003). While both emotions motivate a
proactive effort to cut off the source of fear (Lebel, 2017), anger might
motivate action to leave, whereas fear might motivate emotional with-
drawal (Kish-Gephart et al., 2009). For example, people who feel higher

Means (SD) CR AVE MSV Fear Anger Turnover Intentions
Fear 2.85(1.10) 0.93 0.83 0.35 0.91
Anger 2.15(1.28) 0.96 0.90 0.47 0.59* 0.95
Turnover intentions 2.82(1.17) 0.86 0.69 0.47 0.50* 0.69* 0.83

Note. CR = composite reliability; AVE = average variance extracted; MSV = maximum shared variance. The square root of the AVEs are in bold.

*p < 0.01.



L Popa et al.

intensity of anger than fear are more confident in their actions and more
likely to take risks than people who feel higher intensity of fear than
anger (Lerner & Keltner, 2001). These opposing views in risk appraisal
from feeling anger or fear might explain why feeling anger was a
stronger motivator of intentions to leave the industry. Because Study 1
had a sample of managers and Study 2 had a sample of hospitality
management students with work experience, both samples had em-
ployees who have invested resources in working in the industry.
Therefore, leaving the industry is a risk, which research has shown to be
motivated by feelings of anger rather than feelings of fear.

Third, the current paper also builds on the hospitality turnover
literature by demonstrating why job loss due to mega-events, such as the
COVID-19 pandemic, can motivate employees to leave the hospitality
industry (e.g., Akkermans et al., 2020; Bufquin et al., 2021; Chen &
Chen, 2021; Yu et al., 2021). For example, a recent study showed how
stress related to the COVID-19 pandemic can subsequently generate
negative employee attitudes towards the hospitality industry (e.g., Yu
et al., 2021). Similarly, Chen and Chen (2021) found that the stress
related to job loss due to the pandemic was also related to impaired
well-being and higher intentions to leave the hospitality industry. Unlike
Yu et al. (2021) and Chen and Chen (2021), the current studies
compared those who were made unemployed and those who remained
employed during the pandemic in order to understand how discrete
emotional reactions—anger and fear—affect their intentions to leave the
industry. Specifically, it was the employees who lost their job due to the
pandemic who felt more anger and fear than those still employed, and
these emotions were related to industry turnover intentions.

Bufquin et al. (2021) also compared those who were made unem-
ployed or remained employed during the pandemic but found that em-
ployees still working during the pandemic experienced higher levels of
psychological distress, drug, and alcohol use than furloughed em-
ployees, all of which were related to industry turnover intentions. One
reason for these contrasting findings is that sample from Bufquin et al.
(2021) used non-management, hourly restaurant employees, a sample
that research has shown to have high tendencies of substance abuse
(Hight & Park, 2018; Kitterlin et al., 2015). The current research used
management level employees (Study 1) and employed hospitality
management students with goals of attaining management level careers
(Study 2) —two samples that have invested resources in hospitality in-
dustry careers. Thus, remaining employed is consistent with their career
aspirations, whereas those who lost their jobs were faced with a situa-
tion that was detrimental to their career aspirations.

Given that the hospitality industry was one of the industries most
affected by COVID-19, negative attitudes among employees could mean
a significant loss of talent as workers and job seekers consider switching
industries for greater stability. Those who were furloughed or laid off
due to COVID-19 felt greater levels of subjective anger than their
counterparts who were still employed during the pandemic. As normal
as these reactions to job and income loss may appear, the industry-wide
circumstances that led to such widespread furloughs and lay-offs could
result in subsequent actions taken by former employees to avoid a
reoccurrence of such events; in this case, potentially leaving the hospi-
tality industry altogether. Therefore, hospitality industry employees
who lost their jobs due to COVID-19 may not return to work in the in-
dustry at all, even as conditions improve.

7.2. Practical implications

The current study additionally provides important practical impli-
cations. The results revealed that intentions to leave the industry were
related to the anger felt from being unemployed from the hospitality
industry. This is a cause for concern, because the hospitality industry
relies on a pipeline of professionals who have skills and knowledge that
are industry-specific and transferable across organizations within an
industry (Baum, 2019). In addition, the hospitality industry relies on a
pipeline of talent from which management positions are often filled by
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employees who have frontline work experience in the industry. There-
fore, the hospitality industry may suffer from a loss of talent if
industry-related negative work events, such as the pandemic, negatively
influence employee attitudes and behaviors toward the industry. As
such, these results point to the importance for hospitality organizations
to develop strategies that can attenuate employees’ feelings of anger
related to being unemployed. For example, hospitality organizations
currently recruiting talent might use messages that build trust and/or
address how they will avoid layoffs and furloughs in the future (Guzzo et
al., 2021).

In addition, the results suggest that the pandemic is a problem for the
industry as a whole, rather than a problem for individual organizations
within the industry. This suggests that the hospitality industry must
rebuild trust among its talent by communicating what was learned for
addressing future events and how it plans to recover. This requires trade
associations, such as the National Restaurant Association and the
American Hotel &Lodging Association, and industry partners, such as
university programs, to focus on recovery efforts (King et al., 2021). For
example, industry trade associations and major chain corporations could
partner to communicate plans for recovering lost jobs and plans to
address future pandemics and other negative work events that can affect
the industry.

It is also important for hospitality organizations to consider how they
may prevent or at least reduce anger-driven industry turnover intentions
to begin with, should the industry be faced with similar future crises.
Contingency plans such as offering employees continuing benefits,
alternative work arrangements, and/or training programs, may go a
long way towards attenuating negative emotions towards the organi-
zation and hospitality industry. In addition, it is critical that hospitality
organizations maintain clear and consistent communication with their
employees regarding the situation that they are facing in times of un-
certainty, as well as how they plan to address these challenges. These
factors, if combined with an emphasis on integrity and employee wel-
fare, could demonstrate to hospitality employees that despite the diffi-
culties faced by their industry, the organizations they work for value
them, and are prepared to protect employee interests in the face of
hardships (Guzzo et al., 2021).

7.3. Limitations and future research

The main limitation of this study is the fact that the data was
collected using samples from one country, the United States. Although
similar labor shortages in the hospitality industry have been found on
other parts of the world, like Australia (Powell, 2022), Asia (TTG Asia,
2021), and Europe (Diazgranados, 2021), future research can examine
these relationships in other cultures, wherein different emotions might
predict different outcomes (e.g., Luo et al., 2019). Another limitation is
that in both current studies, intentions to leave the industry were used.
Future studies should be conducted to establish whether the negative
emotions that respondents report do, in fact, result in real industry
turnover among those individuals. It is possible, for instance, that in-
dividuals who were laid off or furloughed only temporarily experienced
greater negative feelings towards the hospitality industry, and their
desire to leave the industry altogether decreased over time. An addi-
tional limitation is the fact that the data for this study only examines the
attitudes of hospitality industry employees. Comparing this with the
attitudes of current and laid off or furloughed employees from other
industries affected by COVID-19 could provide important context for
hospitality industry leaders as well as future researchers.

Despite these limitations, across two studies, we found that hospi-
tality talent who experienced a change in job status due to the COVID-19
pandemic, either in the form of lay-offs or furloughs, consequently felt
higher levels of subjective anger and fear than their counterparts who
were still employed. In turn, higher levels of anger, but not fear, were
related to higher industry turnover intentions. These results highlight a
potentially problematic trend. Should skilled hospitality workers switch
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industries due to job loss amidst an industry-wide negative event, it may
become difficult for hospitality businesses to find qualified employees
once the industry recovers and rehiring begins. For this reason, it is
important that companies within the hospitality industry carefully
consider how to approach staffing cuts during difficult times, as talent
that is let go may not return.
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