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Abstract
This paper explores the strategies which hotels in York and Derby adopted after the 2020 floods and the role of resilience in regard to crisis management in the hospitality industry during uncertain times. The research provides an insight into ways hotels addressed physical damage, service infractions, and economic losses and the role of readiness and recovery stratagem. From the case study method, interviews were conducted with the hotel manager and staff in order to assess their response to crisis, decision making and the effectiveness of pre and post flood strategies. As found from the results it is revealed that although some hotels had better facilities in terms of pre-existing emergency plans, some of them had attained an unfavorable state based on inadequate preparation and lack of resources. The study emphasizes the necessity of creating site-specific emergency plans, allocating funding on reasonably priced protection from floods, and improving communication. Suggestions for future resilience include enhancing the training of the staff, expansion of the insurance coverage, as well as cooperation with local administrations. The importance of the research lies in the fact that it informs the hospitality sector on how to improve its ability to adapt to future environmental pressures.
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[bookmark: _Toc198207393]1. Introduction
The hospitality industry is very vulnerable to external interferences, with natural calamities creating hardships in operational stability. The floods that took place in 2020 in York and Derby are an excellent example for studying the strategies of hotels in ambiguous conditions (Derby, 2025). These floods had far-reaching effects as they caused damage to many places and disrupted local economies, and in particular, affected the hospitality industry gravely. Hotels experienced operational difficulties in the form of deteriorating infrastructure, supply chain interruptions, and a loss of guest confidence. This modern issue is extremely important because climate-related disasters are becoming more frequent, which requires strong crisis management within the industry. Hotels need to embrace resilience frameworks that will combine disaster preparedness, financial contingency planning and adaptive marketing strategies to ensure business continuity. Fast reaction during crises through good leadership, government cooperation and sustainable recovery plans defines long-term success. The very nature of the hospitality industry germinates on stability, but at the same time, it must adapt to uncertainty. The York and Derby floods illustrate the need for pre-emptive risk assessment and crisis response systems. 

[bookmark: _Toc198207394]2. Literature Review 
[bookmark: _Toc198207395]2.1 Impact of Floods on Hotel Operation
[bookmark: _Toc198207396]Direct Physical Damage
The first effect that results from flooding is physical damage to hotel properties. This can cause damage to buildings, infrastructure and equipment. For instance, floodwater may cause lower floors to get flooded, interfering with the function of the electro systems, furniture, among other’ crucial assets. The Environment Agency (2020) has underlined the mounting danger of the given damage related to the changing climate and growing prevalence of extreme weather events. In 2022-23, the Environment Agency estimated that about 5.7 million properties in England were at risk of flooding, which points to the widespread vulnerability (UK Parliament, 2024). Hotels in areas vulnerable to flooding, such as those near rivers, such as the Ouse in York and the Derwent in Derby, the case, as explained by Smith (2022). 
[bookmark: _Toc198207397]Disruption of Services 
Hotel visitors are prone to disruption of important hotel services when floods occur. Blackouts on power, breakdowns on water supplies, and malfunctions on communication systems can hamper operations significantly (Lagiewski and Perotti, 2023). This disruption can result in an inability to host guests, a lack of basic amenities, and a failure to maintain essential services. 
[bookmark: _Toc198207398]Economic Losses
Flood events prompt hotel closures and low rates of occupancy after a flood, and losses in revenue are huge. According to Derby (2025), during and soon after a flood occurs, hotels may record a decrease in occupancy rates of between 50% and 80%, meaning that they will significantly lose their revenue. The amount of money that is involved in repairing and restoring destroyed property may be enormous. The average cost of damage caused by flooding to a commercial building in the UK may vary between £30,000 and £100,000, and higher depending on the degree of the losses incurred (Environment Agency, 2021). After a flooding event, hotel insurance premiums in the area could be on the increase, which will augment the cost of operation.  It is not unusual for businesses to witness a 20-50% hike in the insurance premium following a big flood event (York, 2025). Flooding in a region can discourage tourists, which will result in a loss of overall occupancy in hotels, even for those which are not directly affected by flood waters. Research by the University of Leeds in 2021 concluded that businesses located in Calderdale, West Yorkshire, experienced a 31% decline in sales in the first month after experiencing floods (Leeds, 2021).
[bookmark: _Toc198207399]Hotel Resilience Strategies 
[bookmark: _Toc198207400]Pre-Flood Preparedness
The hotels are now resorting to carrying out full flood risk assessments to ascertain their level of vulnerability and relevant mitigation measures. This is achieved by studying the location of the hotel, its proximity to water bodies and the chances of flooding. Other hotels build physical flood barriers by erecting flood barriers, floodgates and raising the flooring levels to safeguard their property from flood waters.  For example, the installation of flood barriers can be between £500 and £1,500 per meter, but can contribute much to the diminishing of the risk of damage (UK Government, 2024). Creating and developing detailed emergency plans is very important. These plans discuss the procedures of evacuating guests and workers, securing assets, and sustaining critical services during a flood occurrence. Insurance cover must be adequate to ensure that the hotels are protected from financial loss in case of flood damage (Lamond et al., 2019). Hotels are also reviewing their insurance policies to make sure that they are adequate and current. The use of early warning systems relating to those offered by the Environment Agency will therefore enable hotels to prepare for incoming flood events and act in time (Environment Agency, 2021).
[bookmark: _Toc198207401]Post-Flood Recovery
Business continuity plans are important in ensuring that hotels get back into business as soon as possible after a flood. Such plans may entail relocation of operations and the use of backup systems, as well as effective communications with guests and employees. According to a survey carried out on small and medium-sized enterprises (SMES) in the UK, it took on average four months before businesses got back to their sales before the flooding (ERC, 2020). Flooding results in premises closure on average for thirteen days. Swift damage assessment and repair have an important role in avoiding long-term consequences of a flooding disaster (Sadeghi, 2022). Hotels are even liaising with contractors and insurance firms to speed up the repair process. Due to the winter floods of 2019/2020, Calderdale, West Yorkshire, was affected with £43.3 million direct losses (Neill, 2021). Management of finances is critical in dealing with the economic losses as a result of flooding. This could include tapping into emergency funds, dealing with creditors, and taking cost-cutting measures. For small businesses, the losses registered were 113% of their monthly turnover, but for medium-sized companies, the losses registered were 24% of their monthly turnover (Neill, 2021).
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[bookmark: _Toc198207403]Research Design
This study follows a primary case study approach that is qualitative to identify how the hotels in York and Derby reacted to the 2020 floods. The purpose is to know what their crisis management and recruitment strategies were during the period of uncertainty.
[bookmark: _Toc198207404]Data Collection
Data will be gathered with the help of semi-structured interviews with hotel managers, operations staff, and crisis response personnel. Purposive Sampling was employed to draw a sample to involved direct participation of participants in the flood-related decision. Interviews were face-to-face or via video conferencing, and they will be of 30 minutes each, and they are audio-recorded with the consent of participants.
[bookmark: _Toc198207405]Analytical Techniques
All interviews will be done and transcribed, analysed utilising NVivo 12 software. The thematic analysis approach will then be utilised, involving the inductive and deductive coding (Clarke and Braun, 2017). Initial codes were defined based on the literature that was already available and identified iteratively through reading transcripts. With NVivo, one was able to organise data well and carry out cross-checks between cases.
[bookmark: _Toc198207406]Frameworks Used
The steps of signal detection, preparation, containment, recovery, and learning were used in examining the analysis using the Crisis Management Model (Vašíčková, 2020). In addition, the Tourism Resilience Framework (Becken, 2013) was employed to understand how hotels managed to adjust and develop resilience by adapting strategically and operationally. These frameworks helped to look at the emerging themes and hotel responses through a structured lens.
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Table 1: PESTLE Analysis
	Factors 
	Description 

	Political Factor
	The UK government and the local authorities were instrumental in the 2020 floods. Some of the hotels in York, including The Grand and Middletons Hotel, were requested to assist local relief work by giving people affected by flooding and emergency responder’s temporary accommodation (World Vision UK, 2025). However, there were delays experienced by a good number of hotels when it came to funding and guidance from the local councils, presenting a gap within coordinated disaster governance. In a post-challenge review conducted by VisitBritain (2024), several businesses reported unsupportive efforts to apply for emergency relief funds, showcasing inadequacies in policy implementation.

	Economic Factors 
	Millions in damages were caused by the floods. For example, the Queens Hotel in York suffered an extensive ingress of flood water, leading to a temporary closure, cancellation of bookings and refurbishment costs (Megi Rychlikova, 2024). Revenue loss went beyond the physical one to refunding guests, spoiled food and disruption of utilities. Independent hotels, without the financial reserves of chains such as Premier Inn, were in a more precarious economic position. Based on VisitYork’s 2020 Economic Impact Report, there was a 38% decline in hotel revenue in the month of the flood than the previous year (VisitYork, 2025).

	Social Factors 
	Social expectations shifted dramatically. Hotels were expected to demonstrate the element of solidarity and social responsibility. For instance, the Derby Midland Hotel opened its unused rooms to NHS staff and the flood-stricken residents, and it received positive local media reception (Hawley, 2025). However, those who did not interact with community support got flak on social platforms, tarnishing their reputation. 

	Technological Factors 
	Technology helped mitigate some impacts. The hotels that had a cloud-based Property Management System (PMS), such as affiliated IHG chains, the guest communication and reservation management were sustained in despite physical disruption (Staff, 2024). Others who did not have such systems record data loss and poor coordination. Additionally, the use of real-time weather alert systems and social media enabled a proactive update to guests (Buhalis and Sinarta, 2019). 

	Legal Factors 
	With flood events, many legal obligations were invoked. Hotels were obliged to maintain health and safety even during emergencies under the Health and Safety at Work Act (1974) (Health and Safety Executive, 2020). Poor answers, for instance, inability to move guests or even handle sanitation in cases of flooding, led to legal suits. In addition, some hotels experienced conflicts about non-refundable bookings, which emphasise the necessity to have lawful and flexible cancellation rules (Lee and Sharma, 2024).

	Environmental Factors 
	The environmental factor is the main aspect of this theme. Amongst the floods in 2020 that were triggered by Storm Dennis and continued rains were worsened by such issues in urban as on the Foss Barrier in York. (Channel, 2020) The hospitality sector started rethinking environmental risk management. Large chains began to upgrade their properties to flood-proof renovations (for example, raised electrics and waterproof flooring). But heritage-listed houses in York had a difficult time adjusting to new means because of prohibitions, and this clarifies the environmental complexity of older hotels (Gerrard, 2025).


Source: (Own Illustration)
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Table 2: SWOT Analysis
	Strengths 
	Weaknesses

	One of the strengths was the adaptive leadership demonstrated by several hotels. One of the examples is the Principal York, which quickly implemented the emergency plan, diverting guests to unaffected sister properties and cooperating with the emergency services (Dyball, 2023). Hotels that had pre-existing crisis plans, staff who were trained, and business continuity protocols were in a better place to cope with such disruptions (McKee, 2021). 
	A lot of their small and medium-sized enterprises (SMES) were not ready. According to a UK Hospitality report done in 2021, less than 30% of the independent hotels had flood-specific emergency plans (Saker-Clark, 2021). Among the weaknesses one was insufficient staff training, the absence of flood insurance and poor infrastructure. The Old Vicarage, Derby, for instance, was in severe loss because it had no sandbag barriers and back-up power (Strange, 2017). 

	Opportunities 
	Threats 

	The floods presented opportunities to reconfigure the operational resilience. After the floods, some hotels also took measures to future-proof their business and installed flood barriers, modified their cancellation policies, and joined regional emergency planning networks. The industry also realised the importance of sustainability certifications like Green Tourism and ISO 14001, which are more and more related to resilience funding (Green Tourism, 2025; British Assessment Bureau, 2020). Moreover, increased cooperation of the local tourism bodies, councils, and hospitality providers surfaced as an enduring good effect.
	Increased natural disasters are to be expected in the face of climate change, while the Environment Agency predicts more frequent flooding in Northern England (Environment Agency, 2021). This is a continuous threat that creates doubts about investments and risks to brand trust. In addition, rates of flood-vulnerable locations have skyrocketed in the form of insurance premiums, thereby making affordable insurance coverage hard to attain (Dunne, 2024). 


Source: (Own Illustration)
[bookmark: _Toc198207420]Conclusion and Recommendations 
The 2020 floods that hit York and Derby showed the vulnerability of the hospitality sector to climate-related calamities, which calls for advanced crisis management. Well-managed hotels, equipped with digital tools and having already set emergency plans in motion, worked more effectively; smaller, independent businesses were not prepared and did not have the resources to be effective. Some of the suggestions are to invest in flood defence, to train the staff better, to increase insurance, and to cooperate with local authorities. The long-term resilience is based on incorporating environmental risk in strategic planning. By implementing these, hotels can find refuge in the storms and disruptions that the future might bring; guarantee safeguards for guest safety and make sure that the business continuity remains despite an ever more unpredictable climate.
[bookmark: _Toc198207421]Recommendations 
[bookmark: _Toc198207422]Develop Site-Specific Emergency Plans
Most hotels do not have customised emergency response strategies, particularly in flood events. One of the practical suggestions pertains to the hotels that should develop basic site-specific emergency plans (Tsai et al., 2020). These should provide a general structure of significant measures like evacuation of the guests, securing of the essential equipment, and granting access to essential utilities, such as clean water and electricity. Through clearly defined duties to staff during an emergency and regular drills, hotels can guarantee that they are familiar with the protocols. Templates and instructions for local councils or tourism authorities can do this without even incurring a lot of money.
[bookmark: _Toc198207423]Invest in Affordable Flood Protection Measures
Flood resilience is not always a case of drastic structural changes. Cost-effective techniques such as sandbags, door flood barriers that can be removed, sealing potable water basement vents, and moving electrical sockets to higher wall levels can be effective (Rehman, 2024). Hotels should also protect important records in waterproof containers and keep important equipment off the floor. Where appropriate, properties should seek out offers of government grants or funding mechanisms to enhance business flood defences available in some UK areas after previous flood incidents.
[bookmark: _Toc198207424]Strengthen Guest and Staff Communication Channels
Good communication was an apparent separator between hotels which had managed the floods well and those which had found it difficult. Hotels should improve their capacity to inform the guests and staff on time using a multiplicity of channels such as SMS, email, websites, and social media (Maazzah Mustafa and Muhammad Noor Al Adwan, 2023). Even the most basic investment in digital platforms like cloud-based reservation systems or automated alerts can help retain service coordination from a disruption. Making sure that staff members are also trained to communicate calmly and clearly in an emergency contributes to guest safety and trust.
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