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The Strategic Shift: Adapting to Reduced Business Commuting in the Post-COVID Hotel Sector

Abstract
The COVID-19 pandemic transformed business travel patterns where the newly embraced social norm of remote working culture has significantly reduced corporate commuting. This research paper analyses how hotels must adapt their strategies in response to reduced business travel demand. Using qualitative secondary research and the PESTLE and SWOT analytical tools, this study investigates the strategic shifts required within the hospitality sector. Findings reveal that successful adaptation requires re-imagination of value propositions, pivoting from corporate convenience towards experience-based, flexible offerings that target leisure travellers, digital nomads, and 'bleisure' guests. The paper presents evidence-based recommendations for hotels to develop integrated work-leisure ecosystems, leverage data-driven personalisation, and embrace sustainability as their main value drivers. This research contributes to contemporary hospitality management by providing actionable recommendations for adapting to the new post-pandemic business realities that have seen a sharp decline of bookings from business commuting.
1. Introduction
The global COVID-19 pandemic caused transformations across the hospitality industry, with one of the most impactful changes being the reduction in business commuting (Cooper and Hall, 2023). The worldwide adoption of remote working technologies such as Zoom and Microsoft Teams during lockdown periods showed workers and managers that most business meetings and corporate travels could be done effectively online through these digital platforms (Costa and Costa, 2022). This shift in work culture has created a challenge for hotels that traditionally relied heavily on corporate clients and business commuters for revenue streams.
During my internship at Novotel Milton Keynes, I observed first-hand the decline in corporate bookings that had previously sustained consistent occupancy rates. The shift in working practices has compelled hotels to change their value propositions and target markets to maintain competitiveness within an evolving hospitality landscape (Batabyal and Das, 2019). This contemporary theme in the hospitality sector is significant as it addresses the strategic issues facing the entire sector where hotels have to understand how to adapt to a landscape where traditional business travel patterns have been disrupted.
This research paper examines the critical question: How should the hotel industry adapt its strategies in response to reduced business commuting in the post-COVID era? Understanding this adaptation is essential for hospitality professionals, hotel management, and industry stakeholders seeking to ensure long-term viability and profitability in this transformed market environment.
2. Literature Review
2.1 Demographic Shifts in Guest Profiles
Contemporary research reveals that there has been a major transformation in hotel guest demographics. Dixit (2020) identifies the emergence of 'digital nomads' as a primary demographic replacing traditional business commuters who brought hotels the most income before the pandemic. These remote workers combine professional obligations with location flexibility and have been observed to seek accommodations that facilitate both productivity and lifestyle experiences. Wilkesmann and Bassyiouny (2025) write about the rise of 'workation' travellers who mix extended leisure stays with remote work capabilities and the 'bleisure' segment that combines business necessities with leisure extensions (Sharma, Singh and Tyagi, 2024). These demographic transformations mean that hotels have to reconsider their assumptions about guest needs, stay durations, and service expectations.
2.2 Operational and Strategic Pivots
Chkoniya (2021) argues that contemporary hotel profitability increasingly depends on delivering personalised guest experiences rather than the usual standardised services tailored for corporate guests. This operational pivot requires significant investment in data analytics capabilities and staff training. Hotels must transition from efficiency-focused operations optimised for business travellers to personalised experience models that emphasise on customisation and local authenticity.
Christou, Simillidou and Stylianou (2020) recommend that hotels should go for early adoption of 'day-use office' models that allow local remote workers to access hotel facilities during traditional business hours. This strategy generates revenue from previously underutilised spaces while serving emerging market needs. Merkel (2022) supports this idea by advocating for repurposing ballrooms and conference facilities into flexible coworking environments for remote workers. My experience at Novotel Milton Keynes confirmed the viability of this approach, as we successfully converted an underutilised conference room into a coworking space that attracted local professionals.
In their paper, Gursoy and Chi (2020) predict that leisure demand will continue to outperform corporate travel and this necessitates a strategic shift toward leisure markets. This prediction has materialised across the industry as leisure bookings demonstrate stronger recovery trajectories than business travel in most markets (Cooper and Hall, 2023). Hotels must therefore develop leisure-focused capabilities, including enhanced recreational amenities, experience partnerships, and destination marketing competencies in order to continue being profitable in the future.
2.3 Economic Pressures and Sustainability Challenges
The strategic pivot toward new market segments occurs within a challenging economic context. Cooper and Hall (2023) document how sustainability commitments and net-zero goals have imposed substantial financial pressures on smaller independent hotels. The transition costs associated with implementing sustainable practices, upgrading facilities for remote workers, and retraining staff increased the existing financial strains caused by the pandemic.
Costa and Costa (2022) emphasise that guest expectations increasingly incorporate sustainability considerations hence creating both challenges and opportunities for differentiation. Hotels that successfully integrate authentic sustainability practices into their value propositions can attract environmentally conscious travellers willing to pay premium rates (Liu-Lastres, Wen and Huang, 2022).
2.4 Hyper-Personalization and Technology Integration
Liu-Lastres, Wen and Huang (2022) identify hyper-personalisation as a critical factor of success in the post-pandemic hospitality environment. This requires hotels to use data analytics, artificial intelligence, and customer relationship management systems to deliver individualised experiences. The paper emphasises that the normal standardised service models are no longer effective as guests increasingly expect tailored recommendations and customised amenities (Wavei, Lo and Gedecho, 2025). Moreover, hotels must develop strategic local partnerships to provide authentic destination experiences that cannot be replicated through standardised corporate services.
3. Method
This research employed a qualitative methodology focused on secondary data collection and analysis. The study systematically reviewed academic journal articles to understand the strategic implications of reduced business commuting for hotels. The research prioritised sources published between 2020 and 2025 to ensure relevance to post-pandemic industry issues, while also including important works that provide theoretical frameworks.
Two important analytical frameworks were applied to examine the external and internal environmental impacts. PESTLE analysis provided a structured approach to evaluating Political, Economic, Social, Technological, Legal, and Environmental factors affecting the hotel industry's response to reduced business commuting. This macro-environmental analysis identified key external forces shaping strategic options available to hotels.
SWOT analysis complemented the PESTLE framework by assessing internal organisational capabilities and limitations. This technique evaluated hotels' Strengths, Weaknesses, Opportunities, and Threats in adapting to the transformed market environment. The combination of external and internal analytical perspectives enabled comprehensive understanding of the strategic challenges and opportunities facing hotels in the post-pandemic era.
4. Theme Impact Analysis
4.1 PESTLE Analysis: External Environmental Factors
Political factors – there are present opportunities through government grants supporting domestic tourism development (Baranova et al., 2023). While regulatory environments vary regarding flexible working space implementation, hotels can benefit from grants offered by governments that make the decision to support sustainability through political decisions. 
Economic factors – the economic hardships after the pandemic as indicated by high inflation rates and high cost of living lead corporate clients to practice cost savings by reducing travel, while inflation affects consumer leisure spending. 
Social factors – post-pandemic social trends demonstrate that remote work normalisation as permanent and not temporary as they were previously thought (Vyas, 2022). Secondly, guests are increasingly seeking experiences blending productivity with lifestyle amenities. During my internship at Novotel Milton Keynes, guests increasingly requested information about local gyms, healthy dining, and outdoor activities.
Technological factors – technological facilities like high-quality WiFi have evolved from luxury to essential utility. Hotels must invest in infrastructure like contactless technologies and video conferencing facilities now required in guest rooms to meet the new demand. 
Legal factors – legal considerations affect coworking facility establishment as regulations such as zoning regulations potentially restrict commercial workspace operations inside hotels. 
Environmental factors – climate change and related considerations like limiting CO2 emissions increasingly influence decisions as extended local stays offer sustainability advantages over frequent flights in business commuting (Kanwal et al., 2024).
4.2 SWOT Analysis: Strategic Positioning Assessment
Strengths - Hotels possess several strengths are applicable to the new transformed hospitality market environment. For example, hotels have the strengths of established hospitality expertise, existing facility infrastructure, and recognized brand identities work in favour of the hotels (Dagkouli-Kyriakoglou et al., 2022). Other strengths that current hotels have include professional housekeeping, food and beverage operations, and guest service capabilities that differentiate hotels from alternative accommodation providers like apartments or vacation rentals. 
Weaknesses – The main weakness of traditional hotels in the goal of achieving the shift is their historical reliance on corporate travel revenue, which creates financial vulnerability as this client segment reduces (Morrison, 2022). Another weakness is high operational cost structures that are designed for efficiency in serving business travellers which are now inefficient for serving leisure and extended-stay guests (Morrison, 2022). The third weakness is suboptimal staff skill sets as they were optimised for corporate guest services
Opportunities - The biggest opportunity for hotels is the expanding digital nomad demographic that represents substantial untapped demand. 'Bleisure' travellers offer opportunities for premium service packages (Sood and Juneja, 2024). Local remote workers seeking alternative work environments provide new day-use revenue streams. Another opportunity for hotels is partnerships with local experience providers, wellness services, and cultural attractions that enable hotels to create differentiated offerings that generate supplementary revenues.
Threats – Vanegas-López et al., (2026) note that the main threat to hotels is continued economic uncertainty that affects consumer spending across all segments including leisure travel. The researchers also note that hotels also face the threat of regulatory changes, especially those regarding health and safety standards that impose compliance costs. The third threat, according to the paper, is competition from alternative accommodation providers that provide coworking facilities and hybrid venue concepts. 
4.3 Industry Response Examples and Critical Evaluation
Hotels have implemented various strategic responses designed to meet the new demands caused by the post-pandemic shifts. For example, they have introduced space repurposing converts underutilized business facilities into coworking areas and wellness facilities. Wilkesmann and Bassyiouny (2025) document successful examples attracting remote workers through day-use workspace offerings. However, this strategy has limitations as simply re-designating spaces without appropriate technology or acoustic can produces poor experiences.
Another important response that hotels have implemented is 'Bleisure' packages that combine accommodation, workspace amenities, leisure activities, and extended-stay discounts. The main strength to this response is that it generates revenue through supplementary services and operational efficiency from extended stays. Limitations arise when packages just discount existing services without genuine customisation. Successful offerings require careful integration of amenities with authentic local experiences.
Another critical response that the hotels have made is forming deep community integration with local enterprises. This response involves partnerships with local businesses, cultural institutions, and experience providers. Batabyal and Das (2019) emphasise on authentic local connections to create advantages that global hotel chains struggle to replicate. However, this requires substantial time investments to develop relationships investments as surface level partnerships produce limited value. To take advantage of this response, hotels must commit resources to understanding local contexts and creating mutually beneficial arrangements.
5. Conclusion
The decline in business commuting after the pandemic represents a systemic transformation that demands fundamental strategic changes in hotel operations and their value propositions. Successful adaptation requires hotels to transition from being accommodation providers that cater mainly to business commuters to providers of experiences. Hotels should also pivot from being efficiency-focused service delivery to personalised guest engagement. Another important shift that hotels should make is to move from being corporate dependence to diversified market positioning. The integration of work and leisure represents the defining trend in contemporary guest experience design. Finally, the future resilience of depends on the ability of hotels to adapt, implement market diversification, and commit to data-driven service innovation.
6. Recommendations
6.1 Develop Integrated Work-Leisure Ecosystems at hotels
Traditional hotels like Novotel Milton Keynes should transform its current business centre into a comprehensive work-leisure hub that serves multiple guest segments. This ecosystem should integrate dedicated coworking zones with furniture and enhanced technology infrastructure. The infrastructure should include private meeting pods with video conferencing capabilities, collaboration areas designed for team workshops, and seamless transitions to leisure spaces including the restaurant, bar, and fitness facilities.
Implementation should begin with a phased conversion of the existing underutilised conference room. Phase one establishes the coworking foundation with improved internet bandwidth that offers high speed internet, professional-grade desk chairs, adjustable lighting, and power accessibility at every workspace. 
In the second phase, hotels should add private call booths where guest can find quiet spaces for video calls. This is an important part of attracting the new target market as it as a pain point where people cannot find private areas where they can focus on work. In the third phase, hotels should integrate booking systems allowing both hotel guests and local professionals to reserve workspaces digitally as most of the individuals in the new market are tech savvy.
The new ecosystem should include 'workation' packages targeting remote professionals seeking month-long stays. These packages should put together accommodation, unlimited workspace access, weekly housekeeping, laundry services, and partnerships with local fitness facilities and cultural attractions. Pricing structures should also incentivize extended bookings while maintaining profitability through supplementary service revenues.
6.2 Leverage Data Analytics for Hyper-Personalisation
Hotels like Novotel Milton Keynes must invest in customer relationship management systems that enable personalised service delivery at scale. Hotels should implement integrated data platforms that capture guest preferences, booking patterns, service utilization, and feedback across all touchpoints. This data foundation enables predictive personalisation where a hotel anticipates guest needs and recommends them.
Specific applications should include pre-arrival customisation where returning guests find rooms configured to their documented preferences regarding temperature, pillow types, and minibar contents. The mobile application should provide personalised recommendations for local experiences based on previous activity selections and stated interests. Dynamic pricing algorithms should optimise revenue management while offering loyal customers in the new markets appropriate recognition through strategic rate advantages.
When conducting staff training, hotels must emphasise that employees should use data insights to inform service interactions rather than replacing human judgment. The system should empower employees with relevant guest information while preserving authentic personal connections. This balance ensures technology enhances hospitality experience.
6.3 Embrace Sustainability as a Core Value Driver
Hotels like Novotel Milton Keynes should position sustainability as a central value proposition Meng et al., (2024) note that the new market is made of people seeking ‘bleisure’ and ‘workation’ are typically careful about the sustainability of the services they used. Hotels must implement measurable environmental improvements across energy consumption, waste management, water conservation, and local sourcing. These changes should be transparently communicated to guests through visible in-room information, lobby displays, and digital platforms where the new target market is more likely to access this information.
Specific recommendations include transitioning to renewable energy sources through solar panel installation or green energy procurement, implementing comprehensive recycling and composting programs with clear guest participation options, establishing partnerships with local food suppliers reducing transportation emissions while supporting regional economies, and introducing electric vehicle charging infrastructure to serve the growing electric vehicle owner demographic.
Hotels should pursue credible third-party environmental certifications such as Green Key to provide independent verification of sustainability commitments. Marketing communications should emphasise authentic environmental achievements as opposed to the general sustainability communication that can make individuals suspicious of the hotels’ commitment to sustainability. Hotels should also have sustainability at their centre of their value proposition by having guest engagement initiatives such as including optional carbon offset contributions or participation in local environmental projects. These initiatives will deepen sustainability connections while generating additional revenues for environmental initiatives.
6.4 Develop Strategic Local Partnerships
Finally, hotels like Novotel Milton Keynes should establish comprehensive partnerships with Milton Keynes businesses, cultural institutions, and service providers as a means of creating differentiated local experiences that have been traditionally unavailable through standard booking channels. Partnerships should include fitness facilities offering guest access, cultural venues providing exclusive hotel guest programs, restaurants featuring collaborative dining experiences, and outdoor activity providers offering personalised tours. These partnerships position hotels as a community hub facilitating authentic local immersion as opposed than an isolated accommodation facility (Pfammatter, Tanner and Baldauf, 2024). Revenue-sharing arrangements with partners should create sustainable win-win economics while adding substantial value to the guest experience. This community integration strategy builds long-term competitive advantages that international chains struggle to replicate, particularly appealing to extended-stay guests seeking to genuinely experience Milton Keynes rather than just occupying a hotel room.
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