How to Reduce Hostel Staff Turnover

What turnover actually costs a small property, why hostel staff leave, and six
changes an owner can make this month without raising wages.
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Most hostel owners treat turnover as weather: it happens, you cope. This guide treats it as a
cost line you can move. It covers what a departure really costs a small property, why hostel
staff leave, and six changes you can make without a payroll increase.

What a departure costs a 30-bed hostel

The Center for American Progress reviewed 30 case studies on the cost of replacing workers and found that
for jobs paying under $30,000 a year, replacement costs about 16 percent of annual salary; for jobs between
$30,000 and $50,000, about 20 percent. Across most non-executive roles the typical figure was 21 percent.1
That number includes recruiting, the vacancy itself, training time and the slower output of a new person for
their first weeks.

Put a hostel's numbers into it. A front desk role at $16 an hour for 35 hours a week is about $29,000 a year.
At 16 percent, each departure costs roughly $4,600. A 12-person team turning over at the hospitality norm
loses eight or nine people a year, which is $37,000 to $41,000 of pure friction. That is a manager's salary
spent on nothing.

The hospitality norm is not an exaggeration. The US Bureau of Labor Statistics tracks quits by industry in its
Job Openings and Labor Turnover Survey, and accommodation and food services consistently posts one of

the highest quits rates of any sector, running well above the all-industry average month after month.2
Hostels sit at the high end of that sector, because a share of the team is transient by design.

Use your own figures. The free Skorops turnover cost calculator takes your headcount, wage and
turnover rate and shows the annual cost live. Nothing is stored and there is no signup.
skorops.com/tools/turnover-cost-calculator

Why hostel staff actually leave
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Exit conversations in hostels rarely mention pay first. The reasons that come up most, in rough order:

1. Nobody told me what "done" looks like. The standard lives in the manager's head. New staff learn by
guessing, get corrected in front of guests, and feel incompetent for weeks.

2. The work is unfair. The person who closes properly ends up doing the opener's leftovers too, and
nobody notices. Fairness is invisible without a record.

3. I never hear that I did well. Feedback in a hostel is almost always corrective. Recognition is rare because
nobody has the data to give it.

4. The schedule changes without warning. Last-minute swaps, night shifts that appear on a Thursday, no
way to plan a life.

5. There is nowhere to go. Front desk to nothing. Without a visible path to shift lead or manager, the
ambitious ones leave first.

Pay matters, but it is usually the reason people give, not the reason they go. Four of the five items above are
operational, and every one of them is cheaper to fix than a raise.

Six changes that cut turnover without touching wages

1. Put the standard in the checklist, not in your head

Write the opening shift and the closing shift as a list of tasks, each with one owner, a time and a note on
what finished looks like. Add a photo to the tasks where words fail. Now a new arrival on day one has the
same information as your best employee. The Skorops hostel opening and closing template is a starting
point you can edit in an afternoon.

2. Make fairness visible

When completions are timestamped and tied to a person, the closer who does the extra work has proof, and
the manager can see it without being on the floor. A leaderboard is not the point here; the record is. Most
fairness complaints disappear the week the record exists.

3. Recognise with data, not with adjectives

"Good job" is nice. "You closed 18 nights this month with every task done and photo-proofed, and your
handover notes caught the boiler fault" is something a person remembers. Scores give you the specifics.
Spend two minutes a week saying them out loud.

4. Onboard in three days, not three weeks

Brandon Hall Group research, widely cited across the HR industry, found that organisations with a strong

onboarding process improve new hire retention by 82 percent and productivity by over 70 percent.3 Hostels
rarely have a training day, and they do not need one. A new person should shadow one shift, run one shift
with the checklist while a colleague watches, and then run it alone with the checklist as the safety net. The
guide "How to Onboard Hostel Staff Fast" lays out the full first week.

5. Publish the schedule two weeks out and let people swap
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A predictable rota is worth more than most people think, and it costs nothing. Post two weeks ahead, allow
swaps between people with the same role, and log the swap so the checklist owner updates automatically.

6. Give the good ones a next step

Create a shift lead role even if it carries no extra pay at first. Give it real responsibility: the handover, the float
check, the new-arrival shadowing. The people who want it will show you who they are on the scoreboard.
Promote from that list.

How to know it is working
Track three numbers monthly and put them on the wall:

¢ Departures in the month (staff and volunteers separately).

¢ Average tenure of people who left. If it rises from 3 months to 5, you have moved the needle even if the
headcount looks the same.

* Shift completion rate: the share of checklist tasks done on time across all shifts. This is the leading
indicator. It falls before people leave, and it rises before they stay.

Give any change 90 days. Turnover is a lagging number; completion rate and handover quality will move
within two weeks and tell you whether the departure count will follow.

What not to do

e Do not raise wages to fix an operational problem. You will pay more for the same turnover.

e Do not rank people publicly on speed. Ranking on completion and quality is fair; ranking on speed
rewards corners cut.

e Do not promise a percentage. No tool reduces turnover by a fixed amount, including ours. Measure your
own baseline and your own change.

A 30-day plan
WEEK DO OUTPUT
1 Write the opening and closing checklists with one owner, a Two lists your newest person can run
time and a point value per task. Photograph the five tasks without asking.

where words fail.

2 Run the lists on every shift, on paper or in Skorops. Record A baseline completion rate and the
who did what and when. Change nothing else. first fairness data.

3 Publish the rota two weeks ahead. Hold the first two-minute Staff hear something positive that is
recognition slot at the start of the week, in specifics, from the  true and verifiable.
record.
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OUTPUT

WEEK DO
4 Name a shift lead. Rewrite the first-week onboarding around A next step for the good ones and a
the checklists. Put the three numbers on the wall. measurable system for the next

arrival.

None of this costs money. All of it costs an afternoon of the manager's attention and the discipline to keep
the record honest. The properties that stick with it for a season report the same thing: fewer surprises, fewer
"who was on" conversations, and a team that stays through the low season because the job finally makes

sense.
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See what turnover costs your property

Use the free turnover cost calculator, then start a trial and put the standard in the checklist instead of in

your head.

Free 14-day trial. Unlimited staff, no per-seat fees. Hostels and boutique stays from $100/month (up to 50 beds, priced by
bed count). Bars, restaurants and cafes from $197.99/month per location. Pay annually and save 10 percent. Exact price

shown at signup: skorops.com/pricing.
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