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[bookmark: _Toc198405772]Abstract
The study examines how the hospitality industry tackles major crises such as pandemics and wars or significant economic disturbances. The study examines the effectiveness of traditional approaches to crisis management in the hotel industry such as digital transformation, organisational restructuring and service diversification. It is shown that most organisations usually take action only when faced with difficulties but those that anticipate future needs and develop their own resources are more likely to survive and thrive. The data propose that hotels must highlight making robust decisions, make use of technology and espousing flexible approaches to flourish in today's unpredictable world marketplace.
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[bookmark: _Toc198405773]Introduction
The converging crises of pandemics, political instability, natural disasters and unstable economies have caused extensive problems in hospitality. Therefore, the hotels have to count on resilient and flexible means of functioning. The effect of COVID-19, the Ukrainian war, and the severe natural catastrophes in Asia and in the US largely transformed the global tourism industry in recent years (Jiang and Wen, 2020). The hotels have made significant efforts to overcome these new shocks. This implies reducing costs, restructuring the workforce, leveraging technology and providing new products and services. One should know the effects which the hotels want to attain through their efforts. According to researchers Papallou, Katafygiotou and Dimopoulos (2024), conventional methods of managing crises do not suffice. Going forward, being flexible, well-prepared with technology and working together across agencies will be key to resilience. It explores the strategy hotels use when they face unplanned challenges and how they respond when uncertainty reigns. The aim of this research is to critically examine hotel strategic responses to uncertain situations and assess their success through real-world examples and conceptual models.
[bookmark: _Toc198405774]Literature Review
[bookmark: _Toc198405775]Hospitality Sector in Global Context
Uncertainty in the hospitality sector stems from the intersection of global shocks such as pandemics, armed clashes, climatic incidents, and economic disruptions. These incidents not only disrupt market demand but also undermine investor confidence and business continuity. Hussein et al. (2024) indicated that more than 68% of European hotel managers documented a drastic cancellation of bookings during times of crises due to travel bans and safety issues. The COVID-19 pandemic alone caused global losses of US$1.3 trillion in global tourism revenue in the year 2020 and impacted more than 100 million hospitality-linked jobs, quoted in Zenker and Kock (2020)
These external shocks point to the vulnerability of excessive dependence on foreign tourism markets. According to Han et al. (2021), most of the hotels, especially the independent ones, did not have proactive risk analysis, with only 22% of them having official contingency plans before 2020. Other scholars have countered the lack of alacrity in the industry by arguing that reactive policies were adequate because of the magnitude of uncertainty. Irrespective of this argument, lack of systematic resilience frameworks had left businesses at risk of liquidity shocks and reputation loss (Gössling, Scott and Hall, 2021). An understanding of uncertainty thus requires not only acknowledging threats from the outside but also scrutiny of internal gaps in foresight ability and adaptive capacity.
[bookmark: _Toc198405776]Strategic Management Theories in Crisis Contexts
Strategic management during crises necessitates changing from linear planning to adaptive and resilient models. Crisis Management Theory is perhaps the most applicable theory, focusing on pre-crisis readiness, short-term response, and post-crisis reconstruction (Hussein et al., 2024). In a survey of 120 European and Asian hotel executives by Ha (2023), however, just 31% of them agreed their organisations had formally established a crisis management plan before the COVID-19 pandemic, identifying a vital mismatch between theory and reality.
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[bookmark: _Toc198397821]Figure 1: Hotel crisis preparedness among the hotels 
Source: (Ha, 2023)
The Resource-Based View (RBV) also offers another frame of reference through emphasising using internal resources for enduring competitive advantage (Clegg, Skyttermoen and Vaagaasar, 2020). In times of crises, hotels with deep-rooted digital infrastructure, diversified portfolios of offerings, and experienced management teams were more adapted to shift operations. Zhang, Lv and Islam (2024) found that chain hotels who had invested in data analytics and mobility technologies before the pandemic recorded 25% higher recovery levels in occupancy compared to establishments lacking them.
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[bookmark: _Toc198397822]Figure 2: Tech-ready hotel recovery rates 
Source: (Zhang, Lv and Islam, 2024)
RBV is deficient in conditions of high unpredictability where internal resources become inadequate due to the volatility of the market. Miedes-Ugarte and Flores-Ruiz (2024) support the incorporation of Dynamic Capabilities Theory where dynamic adaptation is emphasised as real-time innovation, learning and sharing of assets from stakeholders. In their longitudinal case study of Indian hospitality businesses, firms where cross-sector collaboration was undertaken during times of crises experienced an increase in customer retention of 17% compared to 8% in firms using internal resource measures. Wen et al. (2020) opined that while classical strategic theories do provide foundational advice, their ability to function well during crises is improved if combined with adaptive learning models.
[bookmark: _Toc198405777]Hotel Responses to Recent Uncertainty
The hotel sector has had to continuously keep pace with an extremely dynamic environment dominated by pandemics, geopolitical instability, and economic instability since 2020. In response, most hotels quickly put in place cost-reduction measures, digitalisation, and health and safety. In line with Jayawardena (2022), 82% of global hotel chains implemented contactless cheque-in and mobile concierge services between 2020 and 2022 in efforts to restore guest trust and guarantee business resilience. Workforce restructuring has been one of the most prevalent responses. Josimović et al. (2025) cited that more than 60% of the world's hotels laid off employees at the peak of the COVID-19 pandemic, resorting to multiskilling of remaining employees to perform various tasks. Although it was helpful in short-term survival, it also caused lower levels of service and long-term disillusionment of employees, and employee turnover grew by 18% post-pandemic.
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[bookmark: _Toc198397823]Figure 3: Workforce restructuring in hotels 
Source: (Josimović et al. 2025)
Hotels diversified their business models. For instance, some city-centre hotels introduced "work-from-hotel" packages and extended-stay options for domestic markets. Ford and Sturman (2020) reported that hotels with such hybrid models of services recorded between 20–25% of revenue recovery in Q3 2021 relative to other hotels with standard room-only packages. But too often responses have been short-term and reactive. A few independent hotels have not done significant scenario planning or invested in resilience infrastructure, exposing them to successive shocks. A survey of UK boutique hotels by Zhang, Lv and Islam (2024) also found only 28% had implemented cloud-based systems of operations or dynamic pricing—critical resources for managing volatile demand. While the hotel sector has shown creativity and responsiveness, long-term competitiveness will necessitate moving from short-term reaction to proactive and evidence-led strategy.
[bookmark: _Toc198405778]Literature Gap
Comprehensive research on hospitality crisis response and adaptation in the digital age, but little is known about how resilience strategies are built across hotel segments of independent and boutique establishments. Most of the current research centres on international chains with little cross-sectional analysis of long-term planning, technology uptake, and scenario modelling in small operations. Few authors critically examine the application of strategic management concepts against actual hotel responses during extended periods of uncertainty. This makes it difficult for findings to be generalisable across the sector as a whole. 
[bookmark: _Toc198405779]Methodology
The research is qualitative in nature and makes use of secondary data in exploring how hotels formulate and enact strategies in times of uncertainty. Secondary data best capture the subject matter as it opens one to various published industry reports, case studies, scholarly publications, and policy documents needed to analyse large-scale responses and trends (Chee, 2022). This approach also permits incorporation of geographically varied insights from various hotel segments impacted by global crises. To analyse the data, the research adopts content analysis, which makes it possible to systematically code and interpret text data in order to uncover patterns, themes, and responses of strategy (Badache, Kimber and Maertens, 2023). Content analysis is best suited to examine existing documents and literature in an organised and objective fashion. Thematic comparison of strategies employed by chains and independent hotels is also possible through it. Strategic frameworks like the Resource-Based View and the Crisis Management Theory are utilised to inform interpretation (Calderón-Vargas, Asmat-Campos and Carretero-Gómez, 2019). PESTLE analysis also underpins contextual analysis through the determination of the impact of external forces—political, economic, social, and technological—that drive hotel strategy. These combined approaches increase the rigour and applicability of the study in dealing with industry uncertainty.
[bookmark: _Toc198405780]Theme Impact Analysis
[bookmark: _Toc198405781]Uncertainty in the Hospitality Industry
Uncertainty phases refer to moments of abrupt and unexpected perturbations in social, economic, and political systems upon business continuity. The tourism sector has suffered consecutive periods of uncertainty since 2020 in the guise of the COVID-19 pandemic, Russia-Ukraine war, inflationary forces, shortages of employees, and extreme weather catastrophes. These situations have radically disrupted demand, value chains, and guest mobility at every hotel business level. According to Inversini et al. (2023), international tourist arrivals dipped by 74% in 2020 with estimated losses of more than $1.3 trillion. Occupancy was reduced by over 50% in the key cities in the UK as lockdowns and restriction of movement countered the pandemic (Sönmez et al., 2020). To these are added sustained geopolitical tensions as well as natural disasters like California wildfires and the Myanmar earthquake, which add unpredictability to tourist flows.
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[bookmark: _Toc198397824]Figure 4: Factor influencing hotel sector recovery 
Source: (Hussein et al., 2024)
The sector's susceptibility is caused by its reliance on global travel, discretionary consumption, and high fixed costs of operation. A cross-regional hotel manager survey by Hussein et al. (2024) indicated that 61% of hotel managers consider consumer confidence as the single most significant factor in their recovery due to the way in which reputation and perceptions of health safety influence business survival. Therefore, understanding and responding to uncertainty is central to hotel resilience as well as to strategic foresight.
[bookmark: _Toc198405782]PESTLE Analysis
The PESTLE model presents an organised framework through which to consider how macro environmental drivers influence hotel strategies in times of uncertainty. 
[bookmark: _Toc198397826]Table 1: Pestle analysis of hotel industry
	Factors
	Impact 

	Political
	Global clashes like the Ukraine conflict have resulted in travel embargoes as well as intensified visa restrictions, which directly diminish incoming tourism in Europe. Ha (2023) cited instances where hotels in regions bordering conflict suffered a 35% decline in foreign bookings in 2022.

	Economic
	Operational costs have been fuelled by inflation and energy crises. Josimović et al. (2025) argue that 57% of hotel proprietors in the UK identify increasing utility bills as key factors reducing profitability. 

	Social
	People's behaviour has changed towards healthy, touch less services, and 71% of customers in a survey gave priority to hygiene certifications while choosing accommodations (Papallou, Katafygiotou and Dimopoulos, 2024).

	Technological
	Technological adjustment is now essential. Those hotels using digital technology—mobile cheque-ins and AI chat bots, for example—had 25% quicker recovery of guest satisfaction scores (Ford and Sturman, 2020).

	Legal
	Legally, continuous regulatory shifts—like new mandatory sustainability reporting—are stressing hotel organisations to revise conformity procedures.

	Environmental
	Environmentally, recurring climatic disturbances are necessitating hotel investment in eco-resilient systems (Kaushal and Srivastava, 2020).



The PESTLE model emphasises the need for hotel strategies to be balanced between short-term survival and long-term responsiveness to external volatility.
[bookmark: _Toc198405783]Strategic Responses from the Hotel Industry
The hotel sector's reaction to unpredictability tends to capture the spirit of elements both of Crisis Management Theory and the Resource-Based View (RBV). Crisis Management Theory focuses on pre-crisis preparation, response at the time of the crisis, and post-crisis recovery. Most hotel responses since 2020 do seem reactive in nature. A survey conducted by Inversini et al. (2023) indicates that as few as 34% of hotels had pre-crisis protocols in place before 2020, indicative of the general absence of forward thinking.
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[bookmark: _Toc198397825]Figure 5: Strategic response to uncertainty in the hotels 
Source: (Inversini et al., 2023)
Conversely, hotels with evidence of RBV principles—that is, the use of internal resources like digital strength, brand reputation, and qualified human capital—recovered sooner. Ha (2023) establish that hotel chains with efficient IT infrastructure and diversified offerings (such as remote work packages) experienced as much as 25% earlier revenue recuperation. These internal resources become sources of competitive strength when employed well during times of crises. Jayawardena (2022) note that workforce multiskilling has been widely adopted by 59% of surveyed hotels, allowing staff redeployment across departments to maintain operational agility. While efficient, this also increases employee burnout, exposing the limits of overextending internal resources. While Crisis Management Theory emphasises the necessity for staged response phases, the RBV reminds us that sustained success in an era of uncertainty happens through building on distinctive organisational abilities (Yeh, 2020).
[bookmark: _Toc198405784]Reflection on Strategy Effectiveness
Hotels have shown flexibility, but the success of their efforts is uneven. In line with Zhang, Lv and Islam (2024), 62% of the hotels adopting contactless technologies experienced short-term efficiency gains in operations but had issues maintaining levels of personalised services. Crisis Management Theory emphasises pre-crisis preparation, but Sharma, Singh and Tyagi (2024) observes most responses are during the time of the crisis itself and hence short on strategic foresight and long-term resilience. Hotels adopting the Resource-Based View fare better; Kock et al. (2020) note that resorts using digital infrastructure and flexible workforce ability recovered occupancy 1.4 times quicker compared to rivals. Even then, Clegg, Skyttermoen and Vaagaasar (2020) opined that excessive dependence on internal resources in the absence of collaboration with the outside environment can hamper innovation and responsiveness in the marketplace. Reactive methods bring short-term relief but should be supported by proactive planning and investment in flexible and scalable assets correlated with changing market environments.
[bookmark: _Toc198405785]Recommendations
Based on the research, the following strategic suggestions can make hotel resilience and flexibility in times of uncertainty more effective:
· Hotels should adopt formalised crisis management plans in line with Crisis management model to facilitate prompt, organised responses.
· Management must invest in multiskilling training programmes for employees along with burnout prevention.
· Hotels can gain diversified revenue streams as a consequence of hybrid offerings including long-stay or remote work packages during low-demand times.
· Properties must incorporate scalable digital solutions—such as AI-powered services and mobile platforms—to drive guest satisfaction and operating efficiency.
· Independent hotels may also pursue collaborations or sector coalitions to leverage innovation, capital, and mutual resources.
· Companies must implement dynamic pricing systems and demand forecasting techniques to be more responsive to market dynamics.
· Strategic planning must incorporate sustainability practises in order to address changing environmental laws and customer demands.
[bookmark: _Toc198405786]Conclusion
The hotel sector continues to be marred by deep-seated uncertainty fuelled by global crises such as pandemics and conflict as well as climate and economic disturbances. This research identifies that although most hotel strategies—digital adoption, workforce flexibility, and diversification of services—have paid dividends in the short run, their sustainability in the long run hinges on forward-thinking planning and integration. The use of Crisis Management Theory and the Resource-Based View identifies readiness and the deliberate application of internal resources as being at the heart of resilience. A narrow focus on fixing issues alone won’t be sufficient to maintain a competitive advantage. Hotels must move beyond crisis management and adopt creative solutions and adaptability when troughs and upturns occur for them to maintain a competitive advantage as conditions change rapidly. 
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