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Recurrent ethical challenges that tourism and hospitality companies face during sales, such as flight and room over-booking, drip pricing of ancillary pricing, and dark-pattern architecture on digital bookings, disrupt choice and undermine trust. It is empirically known that proactive and fair treatment of over-booking and deliberate service failure helps reduce negative eWOM and recovery costs, but drip pricing has the effect of increasing consumer search and cognitive burden, thus illustrating a trade-off between short-term income generation and long-term reputation and fairness. It is regulated with regulatory measures, with some jurisdictions moving to a regulatory method (through legislative and alternative initiatives) including the 2024 ancillary fee transparency rulemaking by the U.S. Department of Transportation and the EU Package Travel Directive in an attempt to curb instances of hidden or late alteration of the price originally quoted to consumers, along with negating that no extra prices subjects while the journey remains actually offered and occurs at the time stated, and protecting or giving rise to responsibility of disclosure and refund. This paper suggests an effective governance model combining the outcomes of transparent pricing, dynamic over-booking policies, and user-experience guidelines as a way of reducing the risks associated with deceptive design through literature synthesis on hospitality ethics, justice theory in service recovery, and dark-pattern practices on OTA sites. The examples of airlines and hotels show how ethically oriented sales design may be used to save profit and increase consumer protection, consumer trust, and consumer lifetime value (Totzek & Jurgensen, 2020).
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In the tourism industry, sales management is converging at the intersection of revenue management, on the one hand, and consumer protection, on the other, where traditional processes, including overbooking, dynamic and partitioned pricing, and ancillary monetization, grow to boost profitability at the same time raising the issue of fairness and transparency. Having historically been based on an operations-research solution of overbooking to address no-show, is often viewed by customers as a deliberate service failure in which recovery measures that relied on perceptions of justice were required to prevent reputational damage and negative electronic word-of-mouth. At the same time, drip pricing of resort or destination charges, and late revelation of chain gouges on flights or hotels, stimulates further search and cognitive expenses, reduce perceived fairness, and trigger regulatory attention and a class-action risk, despite its role in increasing average realized fares. Other dark patterns on the interface of airlines and online travel agencies such as pre-selected add-ons, signs of scarcity, and camouflaged fees only worsen the situation of making an informed decision; empirical research shows that these tricks undermine the perception of fairness and consumer distrust towards intermediary and suppliers. Responses in the form of regulations, such as the 2024 rule by the U.S. Department of Transportation to require upfront disclosure of baggage and change/cancellation fees and the European Union Package Travel Directive requiring clear information and insolvency safeguarding of packaged offerings, aim at strengthening the transparency, which is fluid in implementation and judicial adjudication. This report has collected the current academic literature and policy trends to explain an ethical sales model that promotes profitability and consumer-focused, transparent ways of operating both in digital and traditional avenues of hospitality and travel (Johnen & Somogyi, 2024).
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Intentional Service Failure as Overbooking and Service Recovery Justice
Operation-research models will institutionalize airline overbooking as a way of counterbalancing no-shows and cancellations by balancing the risk of denying boarding with the potential profit across routing and fare classes, respectively; and thus make overbooking a leverage of profit-optimization to entail denial-of-boarding risk in the first place. Marketing and service-management scholarship reformulates the phenomenon as a deliberate service failure to be compensated proactively to maintain perceived justice, reduce betrayal and decrease negative electronic word-of-mouth and more future revenue losses. Anticipatory measures, such as providing notice, the inducement of voluntary re-accommodation and express compensation scales, promote perceived distributive, procedural, and interactional justice and, consequently, lower reputational losses made at lower recovery costs than reactive gate-bumping. Research of high-profile overbooking crises shows that social media increases perceived ethical breaches, which magnify brand contagion risk and regulatory attention and stress the necessity of pre-determined recovery playbooks and round-the-clock surveillance (Nazifi et al., 2020).
Drip Pricing, Resort Fees and Consumer Harm.
Drip pricing is performed in a series to reveal compulsory charges in the bookings process, a feature that researchers differentiate with plain partitioned pricing; it is associated with high search expenses, distortion of choices, and lack of transparency in the prices in the hospitality channel. The FTC investigation of resort fees in the United States proves that separate, late-stage revelations raise consumer mental load and compromise the ability to shop comparatively leading to higher effective prices as compared to the starting offerings on hotel and internet travel agency websites. Empirical and field research in the hospitality industry suggests that consumers punish companies when they use drip pricing both in intention and satisfaction, but certain design decisions, like base-price formatting, can mediate the response to upgrades and surcharges. Platform design Economic forms can explain how drip pricing may be strategically used to maximize engagement or conversion and thus maintain a competitive relationship that enables late-fee revelation when no coordinated standards or enforcement are implemented (Li, 2024). 
Dark Design in Travel Design
Empirical research has been able to consistently recognize dark patterns on OTA and airline websites, including downsizing countdown timers, default opt-in, scarcity and social proof cues, and obfuscated opt-out, as associated with efforts to influence consumer decision-making and undermine a sense of fairness and agency. Other studies establish that a dark pattern reduces the perceived fairness and has a negative impact on the attitude toward OTAs, which is indicative of general consumer opposition and increasing policy pressure around misleading design in the online market. Legal-tech reviews document the taxonomy of dark patterns across industries and promote the design accountability models that incorporate both legal regulatory specifications and user-friendly interface principles to reduce the effect of deceptive or manipulative flow booking (Kim et al., 2023) .
Regulatory Environment: Traveler Protection and Transparency
In April 2024, the United States Department of Transportation adopted a regulation to strengthen the initial disclosure of critical airline ancillary fees such as those on checked and carry-on baggage, change, and cancellation fees, to the initial display of fare, moving the fee information off secondary pages and showing it on itinerary-specific and shopper-specific displays wherever possible. The rule itself has been stayed and appealed in parts, which shows that, although the policy direction has an orientation towards transparency, the implementation process is still disputed and changing, especially in terms of procedures needed and applicability to ticket agents and company channels. Directive (EU) 2015/2302 in the European Union standardizes protections of package-travels throughout the single market, requiring the provision of clear pre-contractual information, liability principles and insolvency guarantees to organizers, with further reviews to reinforce rights in situations caused by the pandemic. These control regimes - in harmony with consumer-law protection by State agencies - instill some predictability over national pricing disclosure, cancellations, refunds, and truthfulness of advertising, which directly limiting aggressive marketing in the tourism sector (THE EUROPEAN PARLIAMENT AND THE COUNCIL OF THE EUROPEAN UNION, 2015).
Hospitality Ethics and Sales Governance
The literature on hospitality ethics and ethical leadership underscores the significance of organizational ethical climate in reducing unethical sales and staff behavior, that culture and leadership intervention may re-focus frontline incentive on transparent and equitable selling behavior. Service-recovery-scholarship based on the justice theory shows that distributive (outcome), procedural (process), and interactional (communication) justice together affect post-failure-satisfaction and word-of-mouth, which offers a framework of ethical compensations and communication policies within sales-related failures (including overbooking or mispricing). Studies of loyalty programmers and revenue management emphasize trust and perceived value as mediators of long-term loyalty and the results show, opaque monetization demeans the same relationship assets which facilitate repeat sales and reduce acquisition costs (Koo et al., 2019).
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This paper will take a qualitative, integrative review and policy-synthesis approach to chart ethical risks in tourism sales to evidence-based managerial reaction and regulatory anticipations in airlines, hotels, and intermediaries. The review summarizes the peer-reviewed studies of the overbooking and service recovery, pricing and fee disclosure, and dark patterns, regulatory literature and agency communications shaping the transparency and consumer rights in travel transactions (Sullivan et al., 2017).  
Selection and inclusion criteria of the sources.  
The use of academic sources was selective based on the credibility of publications and other publishing houses dealing with marketing, tourism, hospitality and economics and information systems with accent on the empirical evidence on consumer reaction, perceptions of justice and the resultant behaviors in relation to sales ethics. The sources of policy included primary regulatory texts and governmental summaries on the disclosures of ancillary fees and package-travel protections in order to embrace enforceable requirements and rule-making and enforcement direction. The analyses that were included adjacent to the industry were selectively added to place in perspective the operationalization of fees and their perceived effects, although such views had to be supported by peer-reviewed evidence (THE EUROPEAN PARLIAMENT AND THE COUNCIL OF THE EUROPEAN UNION, 2015) .  
Analytical framework  
The analytical framework will incorporate three lenses that are interdependent: (1) fairness and justice in service recovery, as it addresses how to ethically manage the deliberate service failures like overbooking; (2) transparency and informed consent, as it reviews how to present the information about prices, fee disclosures, and interface design; and (3) trust and relationship outcomes, as it evaluates the long-term impacts of the sales tactics on the loyalty and reputational capital. These lenses were used in categorizing practices as ethically acceptable, conditionally acceptable with safeguards, high-risk and generating governance recommendations based on policy compliance, user-experience standards and recovery economics (Totzek & Jurgensen, 2020).  
Validity and limitations : The more the research is documented and based on regulatory frameworks, the increased are the external validity of the general principles derived. However, the applied contextual difference can affect the practicability and effectiveness of particular interventions, especially with the current legal scrutiny of transparency regulations in the U.S. airline industry. The body of research on dark patterns and drip pricing is growing but still in the phase of taxonomizing and identifying cause-and-effect relationships in the travel industry, which requires the publication of updates on a regular basis as enforcement and design practices evolve. Although the synthesis is case-agnostic, sector examples are also provided; the effects of firm-level performance, however, depend on brand positioning, competitive forces, and customer structure (Lim & Ok, 2022).  
Ethical stance : The methodology works on the assumption that truthful disclosure, avoiding unnecessary harm and procedural fairness are minimum requirements of ethical sales in accordance to the justice theory, consumer protection objectives and ethical leadership studies in hospitality. It presupposes that the profitability in the long run will be supported by the transparent practices which will foster trust and minimize the cost of recovery as well as acquiring other firms, despite the temptation of short-term increases in revenues which can incite the firms to use the opaque methods (Koo et al., 2019) .  
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Finding 1: Proactive overbooking recovery maintains loyalty as well as reduces the overall risk.  
Even though overbooking is revenue-maximizing, it is a planned service failure on the side of the customer and therefore makes a recovery strategy essential to achieve results in terms of satisfaction, word-of-mouth and future purchase intention. Passive strategies, where risked flights are identified early, where there is specific outreach to potential volunteers, where compensation schemes are tiered, and where there is assured re-accommodation conditions, are more effective than passive gate denials, perceived distributive, procedural, and interactional justice. Such proactivity has been shown to lower negative electronic word-of-mouth and overall recovery costs than ad hoc bumping thus making ethical management a fairness and a financial necessity in sales-management handbooks. Social-media discourse analyses in crises situations also further reveal that brand-damage because of the perceived ethical breach in bumping causes, which underlies the need to establish pre-confirmed, transparent procedures, which agents can always use (Shlifer & Vardi, 1975). 
Findings 2: Drip pricing and resort charges increase the cost of searching and negative perceptions of fairness.  
The drip pricing and partitioned pricing of the mandatory surcharges undermine price transparency by allocating the total-cost revelation throughout the purchasing funnel making consumers to underestimate the actual price during the search and comparison process, and thus undermines the operations of the efficient market. The resort fees paid analysis by the Federal Trade Commission explains the effects of late-disclosed, drip prices that augment cognitive and search costs on hotel and online-travel-agency websites and are likely to lead to higher-spent-to-price reactions than originally expected, thus, violating trust at check-out or check-in. Experimental research in travel accommodations supports the analysis that drip pricing negatively affects consumers, with moderating effects depending on presentation formats and situational variables; however, the overall tendency is in favor of policy initiatives to incorporate mandatory charges in the initial price presentation. Platform deception Economic theory suggests that when drip pricing persists is an efficient competitive reaction to the incentives of engagement, and that coordinated standards or regulatory intervention might be necessary to re-set industry equilibria to reflect transparent totals (Li, 2024).
Finding 3: Fairness and consent Dark booking interfaces are found to be undermining.  
There are studies of standard dark patterns of online-travel-agencies and airline websites, such as pre-selected add-ons, obfuscated opt-outs, countdown timers and fake social proof, that incline users to making a more expensive choice and purchase extras where they really do not mean that. The fact shows that these strategies reduce the perceived fairness and worsen the attitude towards intermediaries, which puts trust capital at risk and exposes them to regulatory attention as per the consumer law and digital-market regulation. Legal reviews invite overt design regulation and auditing systems to restrict misleading characteristics, and as a consequence, match user experience with consumer-protection ethics and reduce the risk of enforcement (Isola & Esposito, 2025).
Finding 4: Convergence in regulation towards upfront disclosure and look through disclosure of refund, but unequally.  The transparency rule on ancillary fees, initially published in 2024 by the U.S. Department of Transportation, will make airlines and ticket agents move a step closer to itinerary-/consumer-specific disclosure of critical fees at the point of sale of baggage and change/cancel policies, to minimize information asymmetry at the point of sale. The continued court cases and blocking regulatory orders prove that, even though there is a power to control unjust or misleading activities, procedural conformity and scope specifics can postpone or rearrange execution schedules, a process that the heads of sales will have to keep a check on. The Package Travel Directive in the European Union has imposed transparent pre-contractual information, the liability of the trader, and the insolvency of the package organizers, which provides a strong minimum standard limiting obscure sales in combined travel products. When combined, these frameworks are an indication of an enforcement pathway that punishes the existence of hidden charges and vague conditions on refund, increasing the business argument of transparent pricing structures (Dalalah et al., 2020).
Finding 5: Service justice and ethical leadership lead to long-term relationship results.  
Hospitality ethics and hospitality leadership research shows that ethical climates suppress unethical behaviors and support standards-congruent sales behavior, which explains why frontline staff should be trained, have codes, and incentives aligned. Justice based service recovery promotes satisfaction and positive word of mouth following failure, and distributive, procedural and interactional factors interrelate to produce customer perceptions of fairness and loyalty hence provides a guideline towards ethical recovery in a sale situation. Revenue-management and loyalty studies also indicate that explicit value and credible programmed construction boosts commitment and recurrent purchase implying that oblique charges and disingenuous user-interface plan are counterintuitive to prolonged sale achievement (Lentz et al., 2021).
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The decision between profitability and trust is not a necessity.  
The data on overbooking, drip pricing, dark patterns shows that the design variables can be controlled, including proactivity, disclosure timing, and interface defaults, which can turn the results of the short-term extraction into the transparent value exchange and long-term loyalty. Sales managers have an opportunity to design experiences where the initial price includes compulsory fees and optional add-ons need to be expressly and willingly selected, thus doing away with surprise and complying with new regulatory standards. The integrity-by-design strategy enhances comparison-shopping, minimizes complaints at conversion and decreases expensive recovery interactions and still allows reputable upselling in the context of fair presentation (Johnen & Somogyi, 2024).
Integration of theory of justice into the recovery and sales policy.  
Codified playbooks should also regulate intentional service failures, as in overbooking, establishing compensation floors, re-accommodation goals, and compassionate communication rules, theory of translation of justice into frontline practices. The clarity of procedures, which includes the selection of volunteers, increasing offers, finding alternatives, etc., makes the perception of arbitrarily lower and increases procedural justice, whereas the interactional justice is supported by providing clear explanations and apologies. By co-locating these factors into sales training and customer-relationship-management processes, there will be consistency between stations and channels, and thus no ad hoc decision making to create the impression of perceived betrayal and social-media-backlash (Ma et al., 2019).

Price as competitive strategy: transparency-first.  
Shifting obligatory costs onto headlines costs can initially seem to decrease apparent price rivalry; however, it can distinguish brands on faith, lessen the desertion of later surprises, and enhance transformation among informed customers, specifically in direct outlets. Empirical evidence indicates that the format of price presentation can also drive the attitude toward upgrade, which suggests that ethical base pricing and value bundles offered as optional extras without manipulation or blatant misleading can be simultaneously provided. Since regulators and platforms are leading toward all-in pricing standards, early adopters can spoil consumer expectations and predetermine compliance expenses, thus preserving brand equity (Li, 2024).
Dark-pattern free UX as a sales tool.  
Pre-check elbows, fabricated urgency, and concealed opt-outs will decrease short-term add-on purchases and enhance the sense of fairness and brand trust to boost higher-quality revenue and reducing the complaints call center. Auditing flows with a prohibited-tactic list could be implemented by instituting a design-governance board consisting of legal, UX, revenue, and compliance audiences, as these audit flows as they approach the border of deception, which is appropriate to evolving legal-technical direction. Open microcopy and gradual revelations that are correct and readable can retain the efficacy of upsell, and still adhere to norms of consent (Kim et al., 2023).
Risk management as regulatory alignment.  
Since the U.S. ancillary fees regulations are already volatile in nature and the EU package-travel protections help to create a relatively stable floor, multinational operators are encouraged to implement a highest-common-denominator basis of fee disclosure and refund clarity. The purpose of such harmonization is to mitigate the cross-border complexity and risks of enforcement are minimized. Communication of compliance Proactive compliance communication, such as summarization of fee policies and refund rights in plain language at the first point of display, can help to mitigate disputes and chargebacks, so it has a direct effect on sales Key Performance Indicators and the distribution cost base. The incorporation of regulatory changes in the revenue and sales governance cycles will provide a fast response to judicial rulings and agency advice, avoiding costly and time-intensive revolutions (Kim et al., 2023).  
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Become an all-in-first-pricing-company on compulsory charges
Countries ought to set compulsory optional charges into the base-price in both owned and affiliate mediums, and a uniform division of fees ought to be displayed in tool-tips or in details links, eradicating the drip of the compulsory costs further along the purchasing channel. Distributors and manufacturers must add mandatory fees to the initial price on partner Online Travel Agencies (OTAs) and metasearch engines, and match the prices; this should be strengthened by distribution contract (Johnen & Somogyi, 2024).  
Bring about a dark-pattern free user experience
Banned design list must be written down in prohibited design list, such as the prohibitive (prevented with artificial scarcity) of add-in, obfuscated opt-out, etc., and the UX review and A/B test auditing must be done beforehand by the manufacturers, plus periodic assessments by third-party provided possible. Clear value propositions and transparent optional bundles should be launched instead of coercive ones, and add-ons are default-off in addition to showing the true total prices and material conditions (Isola & Esposito, 2025).  
Customer Relationship Management (CRM) and ethics Overbooking playbook
The companies should adopt proactive overbooking, the use of predictive risk flags, soliciting volunteers early, tiered compensation menu, guaranteed re-routing, and accommodation approach where needed all to be triggered within the CRM through scripted, empathetic communications. Calibration of offers and processes will be made possible by monthly reporting of justice-related Key Performance Indicators such as the ratio of voluntary and involuntary bump, average compensation, re-accommodation times, and electronic Word-of-mouth sentiment (Nazifi et al., 2020).  
Compliance: by design on fees and refunds
The U.S. Department of Transportation critical ancillary fees should be mapped to the first-level disclosures in the sales flows and replicate the same level of transparency to international locations; and also EU package-travel information and insolvency standards to combined offers should be fulfilled. All channels and confirmations must be fed by a central, version-controlled fee and policy registry that ensures accurate itinerary based information, eliminating dispute that can occur in the discrepancy of the two (Sullivan et al., 2017).  
Ethics training and incentive alignment
The sale and frontline staff must be trained about justice-based recovery, transparent pricing, and dark-pattern avoidance, and the performance bonuses must be tied, among other trust metrics, such as complaint rate, recovery satisfaction and repeat intent as opposed to performance bonuses based solely on ancillary uptake. Sales-ethics provisions and whistle-blowing provisions should be spelled out in codes of conduct to ensure that skewed strategies are uncovered at an early stage to enhance an ethical culture that deters the tendency to deviate into malpractices (Chen & Liu, 2022).  
Value communication and Loyalty
Upselling must be reformulated in terms of genuine value and status advantages in loyalty programmers, via open and transparent communication and opt -in personalization to build trust and repurchase without unexpected charges. There should be the use of responsible price framing - avoiding the use of just-below or anchoring device used to influence upgrade perceptions and disclosures that will help guests to evaluate the total value between the alternatives must be strictly tested (Lentz et al., 2021).  


[bookmark: _Toc212123256]Conclusion
Ethical sales management in tourism and hospitality requires a conscious design of options that will focus on the prioritization of transparent pricing, fair recovery, and interfaces without manipulations to protect trust and pursue revenue goals. Empirical studies have shown that strategic, justice-focused proactive and preventive overbooking management can reduce backlash and prices, comparison prices, and dark patterns weaken perceived unfairness, which means profitability-some trade-off that can be overcome by integrity by design. 
Contemporary, consistent with changing transparency regulations and package-travel guarantees, all-in-first pricing, and making dark patterns a relic of the past, institutionalized dark-pattern free UX and compliance-by-design reduces the legal and reputational risk and supports long-term relationships and lifetime value. Ethical leadership, training, and incentive alignment are coupled to make sure that the frontline behaviors are reflected in the policy and ethical sales are turned in a competitive edge instead of a constraining organizational trend (Kim, 2021).  
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Appendix A: Recovery Checklist Proactive overbooking.  
Anticipate and pre-sell high-risk flights or stays and pre-sell volunteers, on a tiered basis, with confirmed re-accommodation and definite timescales, prior to the day of travel or arrival.  
Harmonies compensation floors and escalation reasoning in CRM, which involves scripts that communicate apology, rationale, and choices to maximize perceived distributive and interactional justice (Nazifi et al., 2020).  
Monitor Key Performance Indicators voluntary vs. involuntary bump rate, average compensation cost, re-accommodation cycle time, and negative electronic Word -of-Mouth incidence and assess them monthly to tune.  
Appendix B: Controls of Transparency of Pricing and Fee Disclosure.  
Report initial shown prices with obligatory charges and make sure that totals on the web, apps, call center, and confirmations are clearly displayed and consist of the same amount, avoiding unexpected costs and disagreements.  
On airlines disclose the important ancillary charges on the first itinerary screen using itinerary-and-passenger specific logic; on hotels display the total price per night with mandatory charges itemized in a single view.  
Having a centralized policy registry will help to ensure that any changes to fees are spread across all touchpoints and partner feeds in real-time to mitigate mismatch and complaints risk.  


Appendix C: Dark Pattern Free Design Guardrails.  
Up design and legal check upsell flows in coverture, and do periodical audits and control against a peruse taxonomy; trail experiments and examine impacts on fairness views not alone conversion.  
Use simple-language microcopy and clear comparisons to make informed decisions and this will enhance brand-related attitudes and maintain qualified acceptance of upsell.  
Appendix D: Sales Ethical Governance and Training.  
Revise codes of conduct and sales policies to incorporate justice-based recovery, transparency and consent; entrench these changes in sales and revenue teams onboarding and yearly sales and revenue team certifications.  
Tie incentives and trust results like reduced complaints, recoveries satisfaction and repeat intent so as not to overemphasize on ancillary uptake a condition that is likely to encourage unethical behaviors.  
Create cross-functional ethics and compliance council to look at performance, legal changes and UX audit quarterly, with quick response to regulatory or market changes.
image1.png




image2.png




image3.png
@ European Institute of Innovation,
Entrepreneurship, and Technology





 


 


 


SALES MANAGEMENT


 


 


Ethical Challenges in Sales Management 


–


 


Balancing 


Profitability and ConsumerTrust


 


Name: Rahul 


Saini


 


Course: 


Bachelor's in Tourism and Recreation


 


Submission Da


te: 23


rd


 


October,


2025


 




     

SALES MANAGEMENT     Ethical Challenges in Sales Management  –   Balancing  Profitability and ConsumerTrust  

Name: Rahul  Saini   Course:  Bachelor's in Tourism and Recreation   Submission Da te: 23 rd   October, 2025  

