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Abstract

The Christmas season is typically the highest-revenue trading window for many hotels and
resorts, driven by peak leisure travel, corporate end-of-year events, festive banquets, and
premium room rates. At the same time, it is also a period of accelerated cost growth: staffing
needs rise because of longer service hours and higher event volumes; food and beverage
(F&B) costs increase because of festive menus, buffet formats, and volatile supplier prices;
utilities and maintenance costs climb due to full occupancy, intensive laundry use, and
decorative lighting; and marketing and guest-experience spend expands through seasonal
campaigns and décor. This paper examines practical cost control techniques used during
the Christmas period and connects them to cost accounting concepts such as cost behavior
(fixed versus variable), relevant ranges, flexible budgeting, and variance analysis. Drawing
on hospitality management and cost accounting literature, the study synthesizes
approaches that prioritize efficiency and control over blunt cost cutting—especially where
service quality and guest satisfaction are at risk. Using qualitative secondary data and
thematic analysis, the study identifies five interrelated areas of action: (1) labor
optimization through forecasting, scheduling, cross-training, and productivity metrics; (2)
F&B cost management via standardized recipes, portion control, inventory discipline, and
menu engineering; (3) utility management supported by preventive maintenance and
energy monitoring; (4) budgeting and financial monitoring using flexible budgets,
daily/weekly variance reviews, and KPI dashboards; and (5) technology-enabled visibility
through property management, labor, procurement, and energy systems. Overall, findings
suggest that hotels that treat festive cost control as a strategic process—aligning cost
decisions with demand patterns, quality standards, and real-time performance
information—are better positioned to convert seasonal revenue peaks into sustainable
profit improvements.
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Introduction

Seasonal demand is a defining feature of hospitality economics. Unlike many industries that
can smooth output or inventory products, hotels and resorts must deliver service in real
time, with a large share of costs tied to the property, staffing, and operating infrastructure
required to meet fluctuating guest volumes. The Christmas period is therefore a high-stakes
test of managerial control: occupancy and event demand can rise sharply, enabling
premium pricing and higher total revenue, yet the operational intensity of the season can
also magnify cost leakage through overtime, waste, energy overuse, and last-minute
purchasing. In practice, some organizations experience “revenue growth without profit
growth” during festive peaks because variable costs expand faster than expected or because
controls are relaxed to cope with operational pressure.

Cost control during Christmas is not synonymous with cutting costs. Hospitality firms
compete on experience, responsiveness, and reliability; if cost decisions degrade service
quality, guest satisfaction and future bookings may decline. Strategic cost control instead
focuses on planning, measurement, and process discipline—setting realistic budgets linked
to forecasted activity, controlling the drivers of variable costs, and using timely information
to correct deviations before they become material.

The purpose of this study is to examine cost control techniques that are particularly
relevant during the Christmas season and to explain how cost accounting tools support
managerial decision-making in this period. Specifically, the paper asks: (1) which cost
categories create the greatest pressure during Christmas; (2) which techniques are most
effective in controlling these costs without damaging service quality; and (3) how budgeting
and monitoring tools (for example, flexible budgets and variance analysis) can be applied in
a festive operating environment. By synthesizing academic and industry literature, the
paper provides a structured overview that can be used by hospitality managers to design
practical control systems for peak-season profitability.
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Literature Review

Hospitality operations typically exhibit a cost structure characterized by high fixed costs
and highly sensitive variable costs. Fixed costs—such as property depreciation, rent or
financing charges, insurance, and a portion of administrative salaries—remain relatively
stable in the short run and do not change directly with occupancy. This creates operating
leverage: when demand is high, fixed costs are spread over more rooms and covers,
improving unit economics; when demand is low, fixed costs can quickly erode profitability.
The Christmas period can therefore be advantageous from a fixed-cost perspective, but only
if variable costs are controlled and capacity is used efficiently within the “relevant range” of
operations.

Variable and semi-variable costs rise strongly during festive demand peaks. Labor is often
the largest controllable cost in hotel operations, and Christmas demand commonly
increases payroll through overtime, additional shifts, higher service standards, and event
support. F&B costs also surge because of festive menus, buffets, higher waste risk, and
supplier price volatility (including seasonal inflation for specific ingredients). Utilities
(electricity, gas, water) can increase disproportionately due to higher occupancy, laundry
loads, heating, and decorative lighting. In addition, guest-experience spending—including
amenities, entertainment, and seasonal décor—often escalates as firms compete for
differentiation. The literature therefore recommends that managers focus on the cost
drivers behind these categories rather than relying on generic percentage reductions.

Seasonality research emphasizes the dual effect of festive demand: revenue opportunities
and cost pressures rise simultaneously. Scholars and practitioners warn that aggressive
cost cutting in peak periods can be counterproductive because it may reduce the very
service capacity that enables the hotel to capture high-margin revenue (e.g., understaffing
that limits event execution or slows room turnaround). Instead, strategic cost management
aims to optimize resources—improving productivity, reducing waste, and standardizing
processes—while protecting guest-facing quality.



Y21 European Institute of Innovation,

WEntrepreneurship, and Technology

Budgeting and control tools from cost accounting provide a foundation for this strategic
approach. Flexible budgeting is widely recommended for hotels because it adjusts cost
expectations to actual activity levels (rooms sold, covers served, events executed). This
enables managers to separate “volume effects” from “efficiency effects” and to identify
unfavorable variances that indicate operational problems rather than normal demand-
driven increases. Variance analysis—particularly when conducted frequently—supports
timely corrective action, such as revising schedules, adjusting purchasing quantities, or
changing menu offerings. Complementary techniques, such as cost behavior analysis,
contribution margin monitoring, and (where data allow) activity-based costing, can
improve understanding of which services or events drive profitability during the festive
period.

Labor cost literature highlights predictive scheduling, cross-training, and productivity
measurement as key levers. Forecasting demand by daypart and outlet, aligning staffing to
service standards, using temporary staff strategically, and monitoring indicators such as
labor cost percentage, revenue per labor hour, and rooms cleaned per hour are commonly
identified as effective practices. F&B cost control research similarly emphasizes
standardized recipes, portion control, inventory accuracy, and purchasing discipline. Menu
engineering approaches—balancing popularity and contribution margin—are particularly
relevant at Christmas, when limited-time offerings and banquet menus can be redesigned to
protect margin without appearing “cheap” to guests.

Recent studies also stress the enabling role of technology. Property management systems
(PMS), point-of-sale (POS) platforms, labor management software, procurement tools, and
energy monitoring systems provide near-real-time visibility into cost drivers and
performance. When these systems are integrated, managers can link operational decisions
(staffing levels, purchasing, promotion intensity) to financial outcomes quickly. Overall, the
literature converges on the idea that festive-season cost control is most effective when it is
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data-driven, proactive, and aligned with service quality—positioning Christmas operations
as an opportunity to strengthen profitability and operational capability.

Methodology

This study uses a qualitative research design based on secondary data analysis to explore
cost control techniques in the hospitality industry during the Christmas season. A
qualitative approach is appropriate because the aim is to understand managerial practices,
tools, and decision logics in context—rather than to estimate statistical relationships. The
research adopts a descriptive and analytical orientation: first describing the cost structure
and seasonal pressures typical of hotels and resorts, and then analyzing how cost
accounting tools and operational techniques can mitigate those pressures.

Data were collected from academic journals, hospitality management and cost accounting
textbooks, industry reports, and published case materials. Sources were selected for
relevance to (a) seasonal hotel operations, (b) cost behavior and managerial control tools,
and (c) specific operational areas such as labor scheduling, F&B cost control, and energy
management. The analysis focuses on hotels and resorts because these businesses face
intense demand variability and a complex mix of fixed, variable, and semi-variable costs
during festive peaks.

The collected material was analyzed using thematic analysis. First, the literature was
reviewed to identify recurring cost pressure points during Christmas. Second, practical
techniques were coded and grouped into themes (labor, F&B, utilities,
budgeting/monitoring, and technology). Third, each theme was interpreted using cost
accounting concepts such as fixed-versus-variable costs, relevant range, flexible budgets,
and variance analysis, enabling a structured explanation of why particular techniques work.
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Because the study relies on secondary data, ethical risks are minimal; however, academic
integrity is maintained by citing all sources used and by avoiding misrepresentation of
findings. The primary limitation is that the study does not include organization-specific
primary data (e.g., interviews or proprietary financial records), so the conclusions are
presented as synthesized best practices rather than as a single-hotel case evaluation. Future
research could strengthen the evidence base by combining these themes with primary data
from hotels operating across different market segments and geographies.

Findings

Labor Cost Management: The analysis confirms that labor is commonly the largest
controllable variable cost during Christmas, and it is also the most sensitive to operational
disruption. Cost pressure arises through overtime premiums, last-minute shift extensions,
higher staffing ratios to deliver festive service standards, and the need for additional event
and housekeeping capacity. Effective hotels mitigate these increases through demand-led
forecasting and predictive scheduling (e.g., aligning staffing to expected arrivals, banquet
covers, and restaurant peaks), cross-training staff so labor can be redeployed between
departments, and using temporary staffing strategically for predictable spikes rather than
as an emergency response. Productivity monitoring is critical: managers track labor cost
percentage, revenue per labor hour, rooms cleaned per shift, and service time indicators,
then adjust rosters, break patterns, and task allocations to maintain service quality with
controlled payroll growth.

Food and Beverage Cost Control: F&B cost volatility intensifies during Christmas because
festive menus often rely on premium ingredients, buffets increase the risk of
overproduction, and banquet service requires precise timing and volume coordination. The
literature points to standardized recipes and portion control as “first-line” controls that
protect both quality and cost consistency. Demand forecasting supports better purchasing
quantities and reduces spoilage, while inventory management systems improve accuracy
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and reduce shrinkage. Many hotels reduce exposure to seasonal price inflation through
supplier negotiations, framework contracts, and bulk purchasing for high-volume items,
while still ensuring food safety and quality. Menu engineering and banquet costing are
highlighted as profitability levers: by designing Christmas offerings that balance guest
appeal with contribution margin (e.g., pairing popular dishes with cost-effective sides,
controlling garnish and buffet replenishment policies), hotels can protect margins without
reducing perceived value.

Utility and Energy Management: Higher occupancy, increased laundry cycles, heating needs,
and festive lighting can cause utilities to rise faster than revenue if left unmanaged. The
findings show that hotels that invest in energy-efficient equipment (LED lighting, smart
thermostats, occupancy sensors), run preventive maintenance programs (to reduce HVAC
inefficiency and equipment failure), and apply occupancy-based control strategies
experience more stable utility cost ratios during the season. Monitoring tools that track
energy use by zone or department help managers identify abnormal spikes quickly, while
staff training (e.g., “switch-off” routines and responsible laundry practices) contributes to
incremental savings that are meaningful at peak scale.

Budgeting and Financial Monitoring: Flexible budgeting emerges as a central tool for festive
cost control because it adjusts expected costs to actual activity levels (rooms sold, covers,
events). This supports fair performance evaluation and reduces the risk of misinterpreting
volume-driven cost increases as waste. Frequent variance analysis—often daily for F&B and
labor, and weekly for broader departmental expenses—enables rapid corrective actions
such as revising purchasing plans, adjusting staffing, or renegotiating short-run supplier
terms. Hotels also use KPI dashboards to connect financial control with operations, tracking
measures such as gross operating profit per available room (GOPPAR), F&B cost percentage,
labor cost percentage, and energy cost per occupied room.
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Technology-Enabled Cost Control: The findings emphasize that technology increases the
speed and quality of managerial control during Christmas. Integrated systems—PMS and
POS data linked to procurement, inventory, and labor management—allow managers to see
cost drivers in near real time and to coordinate decisions across departments. Automated
alerts for overtime thresholds, inventory re-order points, and unusual energy consumption
support proactive management. Importantly, the literature suggests that technology is most
effective when paired with clear accountability (owners for each KPI), standard operating
procedures, and regular review routines, ensuring that data is translated into disciplined
action during the operational intensity of the festive period.

Discussion

The synthesized evidence reinforces core cost accounting principles about cost behavior
and managerial control under fluctuating demand. Christmas demand magnifies variable
costs—especially labor and F&B—so small inefficiencies can quickly accumulate into
material profit erosion. From a cost behavior perspective, hotels must understand which
costs are truly variable, which are fixed, and which are step or semi-variable (for example,
staffing that increases in discrete increments or utilities that rise with occupancy but also
with weather and equipment efficiency). Recognizing these patterns enables better
forecasting and more realistic flexible budgets within the relevant operating range.

A central insight is that effective festive cost control is optimization-oriented rather than
austerity-oriented. The literature consistently warns that aggressive cost cutting (reducing
staff below service requirements, lowering food quality, or deferring maintenance) can
damage guest satisfaction, increase complaints, and create costly service recovery—
undermining the very revenue premium that Christmas demand makes possible. In
contrast, the most effective techniques emphasize planning, standardization, and
measurement: aligning labor to forecasted activity, controlling portions and waste, and
using real-time dashboards to detect variances early. This approach reflects the broader
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idea that operational efficiency and service quality can be complementary, particularly in
peak seasons where process reliability is a key determinant of guest experience.

Technology emerges as an important enabler because it reduces information delays and
improves coordination across departments. When demand changes quickly, managers
benefit from timely indicators such as occupancy forecasts, banquet cover counts, labor
deployment, and inventory levels. However, the discussion also suggests that technology
alone does not guarantee control; organizations require clear governance (who reviews
which reports and when), defined thresholds for action (e.g., overtime limits, variance
triggers), and staff training to ensure compliance with procedures. In other words, festive
cost control is a socio-technical system: tools provide data, but performance depends on
routines, accountability, and a shared understanding of financial goals.

For practice, the discussion implies that hotels should prepare for Christmas as a
“controlled peak project” by setting pre-season budgets, defining KPI targets by
department, and running short feedback cycles (daily huddles and variance reviews). This
converts seasonal intensity into an advantage: high demand can justify investments in
training, technology, and preventive maintenance that strengthen the operation for the rest
of the year. Ultimately, strategic cost control helps ensure that the Christmas revenue surge
translates into sustainable profitability rather than temporary turnover with hidden cost
leakage.

Conclusion

The Christmas season offers hotels and resorts exceptional revenue potential, yet it also
concentrates multiple cost pressures that can erode margins if unmanaged. This paper
shows that effective festive cost control relies on understanding cost behavior and targeting
the drivers of variable and semi-variable costs—particularly labor, food and beverage, and
utilities—while protecting guest-facing service quality. Techniques such as predictive
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scheduling, cross-training, standardized recipes, portion control, inventory discipline, and
energy monitoring help reduce waste and improve productivity at peak volume.

Cost accounting tools strengthen these operational practices by providing structure and
timely feedback. Flexible budgets and frequent variance analysis allow managers to
interpret cost performance fairly, separate volume effects from inefficiencies, and act
quickly when deviations occur. Technology further enhances control by improving visibility
and coordination, especially when integrated across PMS, POS, labor, procurement, and
energy systems.

Overall, the evidence suggests that hotels achieve the best Christmas outcomes when cost
control is strategic and data-driven rather than restrictive. Future research would benefit
from primary data studies that compare cost control approaches across hotel segments and
regions, and that quantify the financial impact of specific interventions (for example, energy
systems, labor software, or waste-reduction programs) on festive-season profitability.
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