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Abstract. Due to the COVID-19 pandemic businesses in the travel and tourism industry were pushed
to the edge of chaos and bifurcation and restrictions resulted in unprecedented and far-reaching
impacts. Using a qualitative method, chaos theory is applied to investigate 24 tourism business
managers in Plateau State in Nigeria on the business management practices employed for their
businesses to promote tourism activities following the post-pandemic reopening of tourism busi-
nesses. Results reveal that most of the tourism businesses survived the pandemic with businesses
gradually ‘bouncing back’ due to human resources and the overhauling of business operations.
Bifurcation caused tourism businesses to be on paths that led to their closure (destruction), while
some gained new market segments thanks to reorganization to reach self-organization facilitated
by strange attractors. The incorporation of chaos theory in business management practices during
the pandemic further confirms that crises are complex and unpredictable.
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Introduction

The tourism industry is predisposed to external forces and crises ranging from
infectious diseases to social events (Ritchie, 2004). Although the world’s tour-
ism system has, over the years, enjoyed relative stability, this steadiness can be
disrupted without warning (Ritchie, 2004; Speakman & Sharpley, 2012; Boukas
& Ziakas, 2014). In the recent past, and even now, the world has been plagued
by crises and disasters so that nations around the globe are grappling with the
challenges these incidents present to the tourism industry. The global tourism
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industry is susceptible to a growing diversity of events like earthquakes, floods
and hurricanes, social and political instability, oil crises, wars, financial and eco-
nomic crises, terrorism as well as outbreaks of contagious diseases characterized
by pandemics and loss of life (Kim, Chun & Lee, 2005; Mansfeld, 2006; Rossello,
Becken & Santana-Gallego, 2020).

The tourism literature has reported on a wide range of crisis events such as
hurricanes (Higgins, 2005), flooding and tsunamis (Cheung & Law, 2006; Calgaro
& Lloyd, 2008), earthquakes (Huang & Min, 2002), volcanic eruptions (Carlino,
Somma & Mayberry, 2008), bush fires (Armstrong & Ritchie, 2008) and cultural
conflicts (Su, Lin & Liu, 2012; Yang, Ryan & Zhang, 2013; Ye, Zhang & Yuen,
2013; Malikhao, 2017; Tsaur, Yens & Teng, 2018). Other tourism related studies
have looked at other events such as outbreaks of foot-and-mouth disease (Keel-
ing et al., 2003; Rodway-Dyer & Shaw, 2005), severe acute respiratory syndrome
(SARS) (Brug et al., 2004; McKercher & Chon, 2004; Cooper, 2005; Au, Ramasamy
& Yeung, 2005; Colizza et al., 2007), zika virus (Gray & Mishtal, 2019), Ebola (Sifolo
& Sifolo, 2015; Maphanga & Henama, 2019) and, currently the sArRs-cov-2 virus
(covip-19) (Cori et al.,, 2020; Dube, Nhamo & Chikodzi, 2020). These events have
created tensions that impacted tourism businesses and the covip-19 pandemic
created transformations in the tourism industry and the world order. This trans-
formation can be viewed as “an evolving chaotic ordering from a chaos theory
perspective” (Boukas & Ziakas, 2014, p. 192). The chaotic transformations in the
tourism system led to a new order due to the pandemic with massive losses of jobs
in the tourism industry.

It has been estimated that the covip-19 pandemic has removed over 50 mil-
lion jobs globally and usD 2.1 trillion in tourism business revenues thus posing
serious humanitarian challenges to regions and countries worldwide (UNWTO,
2020). African countries had by March 2020 lost usD 4.4 billion in revenue with the
refunds of airline tickets increasing by 75% in comparison with 2019. Nigeria lost
about 2.2 million overseas-bound passengers and revenue of UspD 434 million as the
coronavirus spread continued to escalate (Oyebade, 2020). This decline in revenue
and passengers are the aftermath effects of unexpected events (Drakos & Kutan,
2003; Richards, 2007; Kapuscinski, 2014; Adeloye & Brown, 2018). For instance,
Nguyen & Imamura (2017) and Ichinosawa (2006) opined that crisis events such
as terrorism, conflicts and pandemics change tourists’ behaviour towards a desti-
nation. This causes shifts in demand that affect the economy of destinations and
tourism businesses.

The experiences of tourism business managers especially during and after
a health pandemic can be explained using the chaos theory. For this paper, tour-
ism business managers include hired managers and owners of tourism businesses
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managing their businesses themselves. The tourism businesses considered are spe-
cifically restaurants, hotels and tourist attractions. The aim of this paper is to use
chaos theory to highlight the business management practices employed by tourism
businesses in Plateau State during the covip-19 pandemic following the post-
pandemic reopening of tourism businesses in Plateau State, Nigeria.

COVID-19 and Tourism Research in Africa

The year 2020 witnessed the global emergence of the novel coronavirus (covip-19)
which is an entirely new threat described as a ‘black swan’ (Adam & Kimbu, 2020;
Zenker & Kock, 2020). No crisis in recent history has imposed the intensity and
global-scale impact of the covip-19 pandemic (Beirman, 2021). The pandemic’s
debilitating impacts on the survival and functionality of the tourism industry are
crucially affecting the vital contributions by the sector that is undergoing an over-
haul of operations (Rogerson & Rogerson, 2021; Visser & Marais, 2021). A ‘tsu-
nami’ of research has been undertaken so far in Africa on the pandemic (Persson-
Fischer & Liu, 2021; Rogerson & Rogerson, 2021) findings of “which is changing
African tourism and the directions of African tourism research” (Rogerson & Rog-
erson, 2021, p. 1027).

Across Africa, “various perspectives have been applied to investigate the im-
pacts of the covip-19 pandemic on tourism and hospitality” (Visser & Marais,
2021, p. 1685). Exploratory studies have been carried out on governments respons-
es and policies during the pandemic and how the lack of such policies impacted on
tourism (Nyawo, 2020; Mensah & Boakye, 2021). The responses by governments
to the pandemic in Africa remained problematic due to policy responses devoid of
local and national realities (Ezeh & Fonn, 2020). In Nigeria, these policies put strain
on the operations and revenue generation and deprived ecotourism and leisure
related nature tourism businesses of their patrons (Bello & Bello, 2021). Undoubt-
edly, this led to a massive sale of tourism and hospitality business facilities due to
bankruptcy “worsened by poor government support and weak business recovery
policy for hospitality business owners” (Bello & Bello, 2021, p. 424).

Tourism in Africa is one of the most important and fastest developing eco-
nomic industry, with certain protected areas and many local populations strongly
reliant on tourism and the benefits it provides. However, the covip-19 pandemic
adversely impacted these local and marginalized communities across the African
continent (Dube, 2021). Consequently, the impact in Botswana was typified as
“a socio-economic and ecological emergency” (Hambira, Stone & Pagiwa, 2021,
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p- 1). In South Africa, small and medium enterprises in the tourism sector suffered
severe economic losses from the covip-19 shock (Rogerson & Rogerson, 2020;
Booyens et al., 2022). Rogerson and Rogerson (2022) found that there was a nota-
ble change in the spatial pattern of tourism during 2020. The trend to concentrate
tourism development in the South Africa’s major cities appeared to have been
halted and reversed by the impact of covip-19. In addition to this, evidence docu-
ment that Safari and wildlife tourism were brought to a standstill (Dube, 2021;
Visser & Marais, 2021). Tourism suffered devastating impacts along with com-
munities involved in conservation and management of natural tourism resources
accompanied by losses in income and employment (Nyaruwata & Mbasera, 2021;
Visser & Marais, 2021). More so, most iconic tourism attractions in Africa were
shut down as the “deserted pyramids of Egypt lit up at night messaging people
to ‘stay home, stay safe, motionless cable cars at Cape Town’s table mountain, the
cessation of tours along Ghana’s forts and castles as well as empty safari lodges
across several countries in Eastern and Southern Africa are powerful symbols of
COVID-19 ravages” on the economy of countries of Africa (Rogerson & Baum,
2020, p. 728).

Tourism in Africa faced revenue losses and a slow recovery for tourism busi-
nesses and their workforce (Fletcher et al., 2020). Admittedly, these lost revenues
are “specifically due to governments making decisions that undermined two es-
sential components of the tourism industry: the mobility to travel, and social
interactions between tourists and the host populations” (Visser & Marais, 2021,
p. 1686). Technology and digital transformation are a recovery route for tourism in
Africa (Masaki, John & Abel, 2021; Musango & Rusibana, 2021). In Zimbabwe and
Ghana, virtual tourism, ecotourism and domestic tourism have been explored as
alternative means to contribute to sustainability (Chirisa et al., 2020; Soliku et al.,
2021). Coping strategies and adaptive responses emerged from Ghana and South
Africa (Dayour et al., 2020; Giddy & Rogerson, 2021; Rogerson, 2021; Bandoh et
al., 2022) whereas a shift in mobility patterns in Africa from larger travel groups
to smaller groups to reduce the risk of infection is also reported in the literature
(Giddy & Rogerson, 2021; Nair & Mohanty, 2021).

Although the future of tourism research is unpredictable, however, “tourism
related themes in an African context will clearly require a major reset and rec-
alibration in the post-covip era” (Rogerson & Baum, 2020, p. 733). This trans-
formation follows that there should be a “considerable value for African scholars
to learn lessons from past experience and undertake historical tourism research
studies which might resonate with contemporary debate” (Rogerson & Rogerson,
2021, p. 1029).
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Chaos Theory: Order out of Disorder (‘New Normal’)

Events causing chaos continue to affect tourism destinations (Rindrasih et al., 2019;
Aldao et al., 2021; Park, Kim & Kim, 2022). Chaos factually “implies a complete
lack of order” (McKercher, 1999, p. 428). However, in the context of tourism, chaos
occurs when “a system is dislodged from its steady condition by a triggering event
that is as random and unpredictable as the outcome” (Russell & Faulkner, 2004,
p. 557). Chaotic and extremely complex systems such as the tourism industry can
be studied constructively using the chaos theory (Russell & Faulkner, 1999; Sell-
now, Seeger & Ulmer, 2002; Zahra & Ryan, 2007; Speakman & Sharpley, 2012).
Russell (2006, p. 110) suggests that “chaos theory reflects the change-proneness, the
dynamism, and the self-healing properties of living organisms. Chaos theory and
“numerous instances of recent events have demonstrated that, if anything, the only
certainty about the future is that the unexpected will happen” (Faulkner & Valeiro,
1995, p. 33). Chaos theory explains non-linear complex systems (McKercher, 1999;
Russell & Faulkner, 1999) and it recognizes “the random, complex, unpredict-
able and dynamic nature of systems” (Speakman & Sharpley, 2012, p. 68). There
is agreement that chaos theory provides an insightful paradigm for investigating
the changing situations that influence a non-equilibrium system and it focuses on
changes that accumulate over time and that accelerate alterations in the system
(Scott, Laws & Prideaux, 2008).

The butterfly effect of chaos theory described by McKercher as sensitive de-
pendence on initial conditions (sp1c) explains how significant developments may
lead to profound chain reactions that can alter or shift the system structure (Mc-
Kercher, 1999). Similarly, Russell (2006) observed that tiny alterations come sud-
denly and can produce large catastrophic outcomes. The inability to adequately
measure the impact of the disaster further complicates the situation, as single
events can lead to chain changes at destination locations (Boukas & Ziakas, 2014).
For example, the covip-19 pandemic started in Wuhan, China, and spread to over
200 countries. The reaction is that it altered the tourism system and impacted
tourism businesses because of the lockdown. In the tourism context, the covip-19
is the butterfly effect that grew exponentially (McKercher, 1999) and disrupted
global systems because of the travel restrictions and ban on social gatherings
bringing about new protocols and guidelines referred to as ‘new normal’ (Ozili
& Arun, 2020).

Furthermore, the lock-in effect explains how, in chaotic systems, certain past
innovations that have been inherited can have a lasting effect even though the
initial response has become expendable (McKercher, 1999; Russell & Faulkner,
2004; Speakman & Sharpley, 2012). As observed by McKercher (1999, p. 429) this
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justifies “why accidents of history are still current today” Implying that certain
incidents of the past may still be useful today. This explains why the same non-
pharmaceutical interventions (NP1s) that were used during the saRs crisis were also
implemented in the covip-19 pandemic (WHO, 2003; WHO, 2020). In the context
of tourism, tourists repetitive behavioural pattern describes the impact of the lock-
in effect which McKercher describes as ‘brand loyalty’ or ‘our family has always
gone there’. This explains “why some destinations still retain a level of appeal that
would normally not be warranted” (McKercher, 1999, p. 429). This attraction or
familiarity gained through previous visits influences long-term relationships that
inspire repeat visits (McKercher, 1999; Tsai, 2012). Experiences of the past shapes
tourists’ image about a destination and improves destination image for tourists
(De Nisco et al., 2015). The lock-in effect of past experiences can therefore be an
important determinant of crisis management.

According to Speakman & Sharpley (2012, p. 70) “a system is always on the edge
of chaos when a trigger event may directly or indirectly induce a crisis.” This may
be due to the existence of the possibility of system disruption despite the stability
in time past. In a bid to control the uncontrollable, organizations are faced with
the threat of losing control which can be frightening for the organization (McK-
ercher, 1999). However, chaos recognizes that the frightening period of instability
of the system is necessary for further change to occur in complex systems (Boukas
& Ziakas, 2014). Scholars argue that instability is intrinsic to complex systems and
stability can be disrupted unexpectedly (McKercher, 1999; Speakman & Sharply,
2012). Hence, systems must be ready for radical changes once they reach the point
of tenuous equilibrium (steadiness) (Russell & Faulkner, 2004; Russell, 2006). This
stage is the edge of chaos where dynamic complex systems evolve towards the edge
of chaos taking up extreme changes to return to normal.

Bifurcation is a critical point where changes that emerge in response to a cha-
otic environment can lead to a breakdown or a breakthrough in a system (Parask-
evas, 2006). Sellnow, Seeger & Ulmer (2002, p. 271) describes bifurcation as “the
flashpoints of change where a system’s direction, character, and/or structure are
fundamentally disrupted.” This implies that bifurcation is the point of unexpected
system stability breakdown or breakthrough. Sellnow, Seeger & Ulmer (2002) fur-
ther argue that all intricate systems have the potential for bifurcation despite the
appearance of stability and order. During the covip-19 pandemic most tourism
businesses got to the point of breaking down or breaking through due to the impact
of the pandemic.

Systems are thrown into chaos and disequilibrium like Faulkner’s emergency
phase of the disaster life cycle and no organization is completely insulated from cri-
ses (Faulkner, 2001). Unexpected events (UES) can leave tourism systems irreparably
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damaged. Conversely, a system can emerge stronger if the system responds to the
corresponding changes. The quick response by global, regional, national tourism or-
ganizations, tourists and stakeholders determines the bifurcation of the tourism
system (Speakman & Sharpley, 2012). Turbulences in the tourism system are not
predictable, however these turbulences allow the system to re-emerge into a more
competitive system. Self-organization is a consequence of bifurcation where order
and new stability emerge from a random and chaotic phase (Sellnow, Seeger & Ul-
mer, 2002). Sellnow, Seeger & Ulmer (2002) posits that the relationship between
chaos and order is complex and dynamic. Despite the chaos, tourism operates with
some order for the achievement of a new stable and adaptive system (McKercher,
1999). For example, during a crisis, information dissemination is co-ordinated and
information can be assessed on daily basis. In a complex tourism industry tour
organizers and managers of hotels, restaurants and tourist attractions can self-or-
ganize to satisfy the needs of customers (McKercher, 1999). Additionally, managers
can prepare, train and equip workers to handle the challenges of initial conditions
teaching them to ‘organize the chaos’ (McKercher, 1999; Lemonakis & Zairis, 2019).
Sellnow, Seeger & Ulmer (2002, p. 272) observed that “through self-organiza-
tion, new forms, structures, procedures, hierarchies and understanding emerge,
giving a new form to the system, often at a higher level of order and complexity”
Self-organization changes the goals, activities, resource layout and directions of the
system. Lemonakis & Zairis (2019) agree that self-organization leads to significant
improvements in efficiency, upgrade of human resources, improves performance
and increases the value of the system. They maintain that for an organization to
self-organize, assessing the current state of the business must be through identify-
ing the self-organization goals and preparing the work plan. The implementation
of the work plan and evaluation of the results helps in successfully repositioning
the system through the self-organization process (Lemonakis & Zairis, 2019).

Study Area and Methods

The spatial scope of this study is limited to the Jos North local government area
ONLGA) and the Jos South local government area (JsLGA) in Plateau State, Nigeria
(Figure 1). These two LGas were selected for study owing to their being home
to well-established, developed and properly managed tourism businesses (hotels,
guest houses and restaurants) and physical tourism attractions such as the Kurra
falls, Assop Falls, Riyom rock formation, Solomon Lar amusement park, Rayfield
holiday resort and the Jos Museum complex.



116 Tina Odinakachi lirmdu, Ronnie Donaldson

B ASSA

~Angware
Bassa ®

~ ) JOS EAST

\
Xy )
RIYOM/ -
M) Brai 1’// (
BARKIN  vangu @
Lap | ¢ \ K i
~MANGU{

S v ! o
o~ 7 \ /) o l@}/m Kowal (K & .s" /
L‘ \
!
i

=S
/  Langtang\
PANKSHIN/ © )

A Ve -««LANGTAN(f Jrase

A B L /
\ // 51/\\f Vs \ NoRTHL WA s E
N LA ’Ba,ag‘\‘_M,_!\fK A N G \\\‘ ¢ 4 e
® / N o~
\\'Aé;]; { ~Shenda (,/ P
s S ) |
e oy
( )
QUA'AN PAN/ e
i ,[ \ LEGEND
)
/ |LANGTA N?\, @ Headquarters
J \ SOUTH = State Capital
- {s ENDA M\\\ + — Statc Boundary
Kilometres N [—ILocal government arca
20 10 0 20 40 60 \ [Z3 Study arca
e ™, |

Figure 1: Plateau State, Nigeria, showing the study areas, Jos North and Jos South local government areas
Source: Compiled in 2021 by the GIS Lab, Department of Geography and Planning, University of Jos, Nigeria

Purposive sampling of the most popular hotels, guest houses, tourist attrac-
tions and restaurants was used to choose the tourism business managers (TBMs)
for interviews. The sample frame was used to choose a stratified random sample
of 24 tourism accommodations (hotels and guesthouses), 10 restaurants and 10
tourist attractions in the study area. Interviews were performed with the man-
agers who agreed to participate. Face-to-face interviews were conducted to de-
termine the meanings, behaviors, situations, and perspectives of participants
(Neuman, 2003). Participants were requested to sign a written informed consent
form after giving their approval and assent. Interviewing was used because it
allowed the interviewers to provide clarification to the respondents and obtain
personal replies that would not have been feasible with a questionnaire survey.
Interviewing also allowed the researchers to delve deeper into the responses of
participants. This is critical for gathering pertinent information that may not have
been considered or fully considered. Face-to-face interviews with consenting
TBMs were undertaken to determine their roles in influencing tourism promo-
tion in Plateau State.
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The size of the sample was based on previous qualitative tourism and hospital-
ity studies in which samples ranged from 14 to over 30 interview participants (Yap
& Ineson, 2009; Phelan, 2015; Kaushal & Srivastava, 2021). In this study the 44 TBMs
originally approached for participation were reduced to 24 consenting participants.
Face-to-face and telephone interviews were carried out at the time of the first contact,
at the option of the participants. Eighteen interviews were conducted face-to-face
while six were conducted telephonically. A semi-structured face-to-face interview
lasting about 50 minutes was conducted with each participant and detailed notes
were taken by the researchers and the conversations were audio-taped for verbatim
transcription. The telephone interview lasting about 40 minutes was conducted with
each participant and the conversations were recorded for verbatim transcription. The
style of questioning was formal to elicit information from the participants’ percep-
tions and experiences during the covip-19 pandemic. Protocol of ethics of confiden-
tiality and anonymity was followed. The information obtained from the interviews
was later subjected to thematic analysis, findings of which are reported in turn.

Business Management Practices

The business management practices put in place to manage a business during a natu-
ral disaster, terrorism, conflicts, non-natural events or a financial crisis play vital
roles in the continuity of a business (McKercher & Chon, 2004; Au, Ramasamy
& Yeung, 2005; Cooper, 2005; Higgins, 2005; Rodway-Dyer & Shaw, 2005; Cheung
& Law, 2006; Armstrong & Ritchie, 2008; Calgaro & Lloyd, 2008; Carlino, Somma
& Mayberry, 2008; Su, Lin & Liu, 2012; Yang, Ryan & Zhang, 2013; Ye, Zhang & Yuen,
2013; Malikhao, 2017; Tsaur, Yens & Teng, 2018; Gray & Mishtal, 2019; Maphanga
& Henama, 2019). Crises and disasters affect the current and future performance of
most tourism businesses. Cook (2015) found that 75% of businesses without sustain-
ability or continuity plans fail within three years after a crisis or disaster. Aside from
the lack of sustainability plans, factors like loss of income due to absence of workers
and declines in cash reserves continue to impact businesses due to the covip-19
pandemic (Fabeil, Pazim & Langgat, 2020a). Business management practices work
well with a business survival strategy. This position is supported by authors who call
attention to the importance of a survival strategy for organizations during a crisis
(Fabeil, Pazim & Langgat, 2020b) who call attention to the importance of a survival
strategy for organizations during a crisis.

The interviews revealed that many business managers began to diversify and
shift to alternative business management practices to continue operating and sus-
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taining their businesses. Table 1 summarizes the business management themes and
practices that were identified in the study.

Table 1: Emerged themes of business management practices
identified by the interviewed business managers

Theme Practice

Strange attractors Providing multiple promotions

Self-organization Overhauling of human resources and the business operations

Government intervention Getting tax holiday and government intervention fund

Lock-in effect Quality and good manager-customer mutual relationships
Rendering tailored products and services

Maintenance Developing maintenance plans for strategic cost reductions
through cost cuts by limiting services

Source: Field survey, 2021

Five themes emerged during the interviews with participants about the busi-
ness management practices employed by businesses during the pandemic namely
strange attractors, self-organization, government interventions, lock-in effect and
maintenance practices. These practices are described in turn in the following five
subsections. To preserve the anonymity of the participants in the descriptions, they
are referred to by participant numbers, for example P1, P21 and P8.

Strange Attractors

The concept of the strange attractor in chaos theory points to techniques that can be
used during a crisis to encourage order from chaos (Speakman & Sharpley, 2012).
The use of various strange attractors by tourism business managers is an indication
that stability can be brought to a chaotic situation by facilitating methods that will
help the tourism industry work in unison towards achieving its common goals
(Zahra & Ryan, 2007). Various promotion strategies were introduced. While some
managers reduced their promotional costs, others saw the crisis as an opportunity
to explore new segments. A participant described it as an opportunity “to mar-
ket tourism products and services to domestic tourists with a major focus on the
specific attributes of the location such as the beautiful scenery, unique weather of
Jos, the waterfalls, hills and mountains” (P6). Another participant said that the
pandemic expanded “our thinking faculty to play around with new products and
food menu. We introduced specials such as the naman ridi (sesame seed or ben-
niseed coated meat), fresh palm wine and dry fish pepper soup. This has become
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a big bait for the surge in our big clients from the government reserved area [GRA].
We even receive orders for the naman ridi and the fresh palm wine from clients
outside Jos” (P21).

The promotion of price drops on special offers and a reduction in list prices en-
hanced patronage as attested to by most of the respondents: “We lowered prices to
compensate for the reduction in demand during the covip-19 pandemic period,
this in a way increased patronage” (P8). Promoting domestic tourism and encour-
aging Nigerians to travel within their own country, especially to Plateau State, all
the interviewed managers affirmed that they began aggressive promotion of new
products and services to new segments. There was a surge in conference tourism by
non-governmental organizations (NGos) and the corporate industries because the
pandemic was not as great a threat in Plateau State as in Lagos State where most of
the conferences were cancelled and rescheduled to be hosted in Jos.

One of the respondents affirmed that “we saw an explosion in the number
of conferences that were moved from Lagos, Port Harcourt, Abuja and Warri to
Jos. Plateau State in this period has become the centre of conference tourism”
(P2). Confirming this, another respondent stated that “there was a sudden surge
in our bookings and reservations for rooms and conference halls” (P4). Other
strange attractors introduced are discounts, social media promotion of products,
deliveries, airport pick-up shuttle services for clients arriving from outside Jos,
and the adoption of cash on delivery (copy which hitherto was not available
to clients. These stimulated the domestic market with offers that exploited the
lock-in effect.

Self-Organization

A major component of chaos theory is the ability of tourism businesses that have
gone through a chaotic event to self-organize into “communicative structures and
relationships, understandings and procedure” (Sellnow, Seeger & Ulmer, 2002,
p. 274). Plateau State is known as the Home of peace and tourism that houses diverse
and complex tourism sectors. The study found that most of the tourism businesses
have survived the pandemic with businesses gradually ‘bouncing back’ thanks to
human resources and the overhauling of business operations. This did, however,
create some problems that involved workers being laid off to reduce the size of
the labour force, using unpaid leave, rotating workers per week, reducing salaries
(salary cuts) and reducing the number of workdays per week. Providing multiple
responses, Figure 2 highlights some of the problems reported by the respondents.
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Confirming that tourism businesses faced some challenges, a respondent stated
that “we had to reduce overhead costs, put all investment on hold, reduce workers
by 70% and reduce salaries by 50% as our monthly income drastically fell from
N20 million to N2 million” (P12). Some respondents had to put up their businesses
for sale while others resorted to partial business operations. The accommodation
sector suffered the major brunt of the problems. A similar scenario with the case
in South Africa (Rogerson & Rogerson, 2020).

The pstc (Plateau State Tourism Corporation) initiated a ‘tourism rescue plan’
“which acted as a strange attractor in a way and as a means of harnessing a common
vision, sense of meaning, strategy, or value system that drives people to achieve
a common goal” (Zahra & Ryan, 2007, p. 855). In a bid to keep businesses and
workspaces safe for employers and employees during the pandemic, the Plateau
State government (PsG) also organized risk management training for tourism busi-
ness managers. Forty-five per cent of the interviewed managers attended the course
while the remaining managers did not attend. Those who had not attended and all
those who had attended confirmed their eagerness to attend any future training
seminars and workshops on the covip-19 health crisis and its impacts on tourism
businesses. Eighty-three per cent businesses that did not have any plans for contact-
less transactions and payment options were considering the option to keep in line
with the physical and social distancing prescriptions to minimize human contacts.

70%

62.5
60%

50%

40%

30%

20%

16.7 16.7

10%

0%
Accomodation Restaurant Tourist attraction

B | could not operate the business due to the lockdown. B | put up business for sale.
B Reduction in monthly financial turnover M Laying off workers M Partial business operations

Figure 2: Problems faced by tourism businesses
Source: Field survey, 2021
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Self-organization is vital in addressing an extremely disorderly occurrence like
the pandemic which affects the dynamism and complexities in the tourism system
where activities are inextricably linked (Sellnow, Seeger & Ulmer, 2002). Tour-
ism managers create and implement specific contingency plans with protocols for
the entire organization as effective crisis management practices to salvage their
businesses. Studies have shown that in crisis management practices employees
can also self-organize to handle any crises impacting tourism businesses (Israeli,
Mohsin & Kumar, 2011; Hao, Xiao & Chon, 2020). This study identified certain
human resources measures that were put in place by tourism business managers,
namely training programmes to ensure employees’ and clients’ safety and security;
improved communication channels; and an emergency communication network
that was open for employees to stay informed during the pandemic. This is con-
sistent with other research findings (Hao, Xiao & Chon, 2020; Garrido-Moreno,
Garcia-Morales & Marin-Rojas, 2021) and they offer managers a framework to
react appropriately to crises (Speakman & Sharpley, 2012).

Government Interventions

Despite the enormous potential of the tourism industry in developing countries,
the sector can suffer internal and external shocks and governments can wade in
to salvage the industry. For example, De Sausmarez (2004, p. 168) suggests that
government measures during a crisis may include “incentives to stimulate foreign
investment, tax relief and extended credit to tourism businesses, increased funding
to national tourism organizations, and the stimulation of domestic tourism in the
absence of international visitors.”

Three out of four interviewees reported having asked the government for
a grace period on tax payment, tax holidays or cancellation of taxes during the
lockdown period as there was no steady income as usual. The remaining 25%
did not ask for grace periods on tax payments because their businesses were not
affected as they offered essential services during this period. Four out of five re-
spondents requested a grace period on local government tax payments. Only nine
(37%) managers or owners had benefited from the government intervention fund.
The application procedure to apply for the recovery funding was available online
on a designated federal government website where basic credentials of the business
had to be inputted, including bank details of the business and contact telephone
number. Although the respondents complained about the prolonged delays in re-
ceiving funds, the few tourism business managers who received the funds injected
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these back into their businesses, principally to pay workers’ salaries. In April 2021
arespondent (P21) pointed out the low rate of government intervention through
the fund:

There was a sort of government intervention and funding tagged ‘covip-19 relief fund’
for businesses. I can confirm that it is not all tourism businesses that were helped but
only selected businesses received the funds. I have called my fellow managers that I know
asking them if they received the fund. So far, all the responses have been negative.

Although the Nigerian government rolled out a covip-19 intervention pro-
gramme, it was adjudged by most of the respondents to be lopsided in favour of
government-owned businesses. This contrasted with the situation in other parts
of the world as reported in the literature where private businesses received bailout
funds. According to respondent P7:

The government acknowledged that businesses needed interventions and asked manag-
ers to compile a list of 10 workers to receive palliative (salary or wage) from the govern-
ment. The selection of beneficiaries was done selectively and haphazardly. Up till today,
none of the staff here received anything after submitting their information online on
the government portal.

The answers given by most (58%) of the interviewees confirmed that the Nige-
rian government’s intervention was for selected households, while 42% confirmed
that the intervention mainly entailed a wage subsidy for selected businesses for
their employees. This is consistent with the verdict by Edokwe (2021) that the
move was aimed to enrich a few and curry favour going into the 2023 election year.
Respondent P23 argued in June 2021 that:

We have not received any government assistance during this covip-19 pandemic.
Of all the names and bank information of 10 employees the government asked us to
send, up till today I am having this conversation with you, not even one person has
received any cash transfer or alert. This government can make fake promises. This
N5000 monthly cash transfer I heard they said they are doing, is far less than the
current poverty line of N11 450 (usD 28) per month, which is not even enough to
ensure a decent standard of living anywhere in Nigeria. They just do not care about
the masses, raising our hopes in this difficult time. This is far from what is happening
in other parts of the world.

According to respondent P24:
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I do not know where Nigeria is heading to. There are a lot of injustices in the system. There
are no rights to common food which we are producing. There is even no right to life as
insecurity has gone over the roof. There is no adequate standard of living. The cost of
living and doing business in Nigeria is so high. Compared to 2015, the inflation rate was
9%, this year 2021 it is 18.12%. The unemployment rate was 8.19% in 2015, in 2021 it is
33.28% while the Gpp growth rate was 2.79% in 2015, in 2021 it is 0.51%. I am a business-
man [ follow the trends and these key indicators to help me plan (Interview in May 2021).

The continued echoing of the threats to life and security by the respondents in
the tourism industry in Plateau State in particular but also in Nigeria generally,
amplify the already dire situation in which the tourism industry is languishing.

Lock-in Effect (Brand Loyalty)

Lock-in effects are activated by the strange attractors that bring and retain custom-
ers as a driving force for competition. “Repeat purchases or recommendations to
other people are mostly referred to as consumer loyalty” (Yoon & Uysal, 2005,
p. 48). Brand loyalty is characterized by behavioural or attitudinal loyalty with
a sequence of customers’ repeat purchases, the proportion of patronage or the
probability of purchase with a form of commitment or statement of preference
(Yoon & Uysal, 2005; Pike et al., 2021; Stavrianea & Kamenidou, 2021). This com-
mitment is enhanced by “developing a mutually beneficial relationship between
the businesses and customers” (Chen & Gursory, 2001, p. 80).

Confirming Chen & Gursory’s (2001) statement, interviewee P4 stated that their
businesses thrived based on quality and mutual benefit. Another manager (P11)
asserted that they treated customers importantly and therefore have very loyal cus-
tomers with positive attitudes towards their businesses who will always patronize
them despite the circumstances. Corroborating good manager-customer mutual
relationships, respondent P8 stated that “our customer services and relational expe-
riences keep bringing back our customers for revisits, not just the facilities alone.”

Return visits, enhanced by quality offerings, increase patronage as “quality is
a determining factor for brand loyalty” (P17). In order not to miss the quality they
received from the business, some managers revealed that their loyal customers
were the ones who gave them the option of product delivery. Consequently, some
of the interviewed managers at restaurants started food delivery during lock-
down. The study found that a way of appreciating loyal customers and sustaining
brand loyalty was for managers to gather information about the preferences of
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their loyal customers and then use the information to win customers’ loyalty by
rendering tailored products and services. This is consistent with research find-
ings by Chen & Gursory (2001), Kusdibyo (2021), Li, Liu & Soutar (2021) and
Pike et al. (2021).

To maintain business appeal, customers were given ‘loyalty rewards’ of one-
night free hotel accommodation on their next visit (this varied among respondents
as some made it a two-night giveaway); free entrance tickets at tourist sites were
made available to customers who presented receipts for at least three past visits
within the month; and free meals were offered at restaurants to customers who had
eat-ins or take-aways or deliveries five times within a specified period.

Such offers encouraged the habit of keeping receipts where most customers
were tended to discard their receipts after the purchase of products and services.
The introduction of these strange attractors and the lock-in effect impacted the
patronage by customers positively as attested to by respondent P4:

We witnessed a surge in bookings due to these loyalty rewards the management intro-
duced. You know;, a lot of people like freebies especially now that many Nigerians are
suffering a reduction in cash flow and purchasing power. The clients are happy with the
development and they feel valued for rewarding their loyalty. This way, we are sure that
our clients will remain indebted to us (Interview in June 2021).

The lock-in effect introduced in the form of brand loyalty for customers dur-
ing the pandemic is emphasized in the literature regarding that which brings and
retains customers in the tourism business, especially during a pandemic. This is
also consistent with the global trend as a means of sustenance for businesses.

Maintenance

Facilities are integral parts of the tourism industry that promote tourism develop-
ment by increasing the attractiveness and competitiveness of tourism businesses
(Mandi¢, Mrnjavac & Kordi¢, 2018). These facilities are amenities that help make
tourism products enjoyable, reliable and sustainable (Khadaroo & Seetanah, 2007).
The maintenance of these tourism facilities and infrastructures is important for
businesses to thrive and compete because maintenance is a key to business pros-
perity and economic growth. Maintenance does not connote just maintaining
production as it also requires minimizing maintenance costs and ensuring a safe
environment (Khadaroo & Seetanah, 2007).
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Consistent maintenance is vital to preserve the functionality of infrastructures
and facilities and to ensure that they remain high-value assets for businesses (Ab-
dullah, Razak & Jaafar, 2014). The lack of maintenance, on the other hand, can
lead to deterioration or damage of facilities. Abdullah Razak & Jaafar (2014) point
out that inadequate maintenance can cause premature deterioration of facilities.
However, the interviews revealed that because of the economic impacts of the
pandemic, most of the respondents did not continue with their 100% maintenance
schemes but developed maintenance plans for strategic cost reductions. These in-
cluded cost cuts by limiting services such as shortening the hours of using gen-
erators during load shedding and power outages, postponement of the physical
maintenance of business buildings and postponing maintenance of the engineer-
ing systems of the businesses. According to respondent P1 this was “necessitated
to cushion the financial burden and constraints on business operations” because
“financial resource is a great constraint to effective maintenance of business facili-
ties” as claimed by respondent P15.

Despite the reduction in maintenance due to financial constraints, respondent
P11 contended that “there should be a revival of maintenance culture. Once busi-
ness facilities are maintained regularly as at when due, then those facilities will be
sustained. We should stop paying eye and lip services and singing ‘maintenance
culture’ like a mantra, we need to mean it and act it” Tourism businesses have
resorted to cutting extra costs on maintenance expenses to save money due to the
uncertainty surrounding future lockdowns.

Since crises are inevitable and unpredictable, and business organizations not
immune to potential crisis, businesses should expect the unexpected. All businesses
are susceptible to a crisis, therefore crisis preparedness and decisions made dur-
ing a crisis are crucially important to avoid what could be an irreparable downfall.
Although decisions about business management practices during a crisis are de-
scribed as complex because they are made quickly, the components of chaos theory
can be infused into this complex decision-making process of what managers can
do during a crisis. Through the application of strange attractors, tourism busi-
nesses quickly self-organized, became creative and searched for new brand stories
to retain, market and attract new customers.

The government’s role in mitigating the impacts of a crisis is vital in the business
recovery process. The foregoing findings shed light on the business and crisis man-
agement practices instituted by tourism business managers and owners in Plateau
State. These practices were put in place to increase long-term operational efficiency
and competitiveness through innovative thinking aimed at business survival by
ensuring safety and maintaining profitability during the pandemic.
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Recommendations

During the covip-19 crisis, tourism business management methods in Africa faced
a number of challenges, including knowledge, financial, and organizational limits.
Furthermore, limited technological application and development impedes the im-
plementation of technology and innovation mechanisms to address Africas crisis.
During the pre-crisis period, we propose working on and developing these areas.

According to the findings of this study, many (75%) tourism businesses lacked
proper crisis planning and readiness. Natural catastrophes, terrorist attacks, and
health problems should all be included in crisis readiness and tourism prepared-
ness. Extant literature focuses on individual crises situations rather than crisis
management practices as a broader phenomena and area of concern. This gives an
important overview of areas related to the pre-crisis period, such as tourism and
travel sectors’ readiness and preparedness, which leads to research fragmentation
and limits our understanding of an integrated viewpoint of tourism crisis manage-
ment research in Africa. Future research “should move away from identifying exist-
ing response practices and evaluating the effectiveness of alternative approaches
identified in the literature” (Senbeto, 2022, p. 5).

Conclusion

This study found that the vast majority (92%) of tourism business managers em-
ployed self-rescue practices to confront the uncertainty of the impact of covip-19.
Management practices identified are lower operating costs, closure of certain facili-
ties, flexible staff assignment or rotation, and halts to further investment. Tourism
companies invested in promotion campaigns to attract new markets while creating
a new set of weird attractors. These strange attractors were introduced by tourism
business managers to keep their regular clients and to hopefully get new ones. The
attractors are new products and services, loyalty and reward programmes, pro-
motions, updated and improved channels for contacting, attracting and selling to
customers, and digitized media channels. These strange attractors are consistent
with those reported in the literature on what is happening in the tourism sec-
tor around the world (Israeli, Mohsin & Kumar, 2011; Hao, Xiao & Chon, 2020;
Heredia-Colaco & Rodrigues, 2021).

Uncertainty surrounds business continuity. Existing literature confirms that
the complex tourism industry can be thrown off balance by triggering butterfly
effect events. Tourism systems have been found presently to be on distinctive ways
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compared to where they were some time recently before the covip-19 pandemic.
This study found that bifurcation caused tourism businesses to be on paths that led
to their closure (destruction), while some gained new market segments thanks to
reorganization to reach self-organization facilitated by strange attractors. Moreover,
the incorporation of chaos theory in business management practices during the
‘new normal’ (CoviD-19 pandemic) further confirmed that crises are complex and
unpredictable as every crisis is unique and requires a dedicated approach to reach
anew order and gain new stability as exemplified by the studied tourism businesses.

The effects of continuous crises may be less visible than the effects of one-time
catastrophes. Understanding the effects and solutions to ongoing crises will trans-
form crisis management into a more practical and day-to-day concern. Using chaos
theory to strengthen the theoretical foundations will help to develop innovative
viewpoints and insights into the existing literature. Chaos theory therefore pro-
vides a framework for identifying real-world, pertinent, and operative strategies
for the sustenance of tourism businesses during a crisis, especially the covip-19
pandemic.
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Praktyki zarzadzania przedsiebiorstwami turystycznymi w stanie Plateau
w Nigerii w dobie ,,nowej normalnosci”: podejscie oparte na teorii chaosu

Streszczenie. W wyniku pandemii COVID-19 firmy z branzy turystycznej znalazty sie na skraju
chaosu i stanety w obliczu dramatycznej zmiany warunkéw funkcjonowania ze wzgledu na ogran-
iczenia, ktore pociagnety za soba bezprecedensowe i dalekosiezne skutki. Odwotujac sie do teorii
chaosu, autorzy artykutu analizuja dane jakosciowe uzyskane od 24 menedzerow przedsiebiorstw
turystycznych w stanie Plateau w Nigerii na temat praktyk zarzadzania stosowanych w celu promow-
ania dziatalnosci turystycznej po ponownym otwarciu przedsiebiorstw turystycznych po pandemii.
Wyniki pokazuja, ze wiekszo$¢ badanych firm turystycznych przetrwata pandemie i stopniowo
,dochodzity do siebie” dzieki pracownikom i zmianie sposobu funkcjonowania. W wyniku nagtej
zmiany warunkow, ktére w teorii chaosu nosza miano bifurkacji, wiele przedsiebiorstw turystyc-
znych musiato zaprzestac dziatalnosci, podczas gdy niektorym udato sie zdoby¢ nowe segmenty
rynku dzieki reorganizacji. Mozliwos¢ zastosowania teorii chaosu do analizy praktyk zarzadzania
przedsiebiorstwem podczas pandemii stanowi dalsze potwierdzenie ztozonego i nieprzewidywal-
nego charakteru tego kryzysu.

Stowa kluczowe: turystyka, praktyki zarzadzania przedsiebiorstwem, nowa normalno$¢, teoria
chaosu, stan Plateau
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