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Abstract 

Hotels are not just places where people sleep or eat; they can provide unique cultural 

opportunities and community experiences, and at the same time contribute to enhancing 

the local communities in which they are embedded.  Hotels are also subject to prevailing 

social values and cultural shifts. Two such significant shifts now occurring are the growth 

of the leisure class and the demand from customers to provide greener alternatives.  

These shifts are challenging hoteliers to come up with ways to increase the sustainability 

of their operations and, ideally, as part of sustainable development, also contribute to the 

communities in which they are embedded.  This research explores the role of sustainable 

hospitality and addresses the question: To what extent do hotel leaders integrate concepts 

of sustainability into their strategic planning process?  A sustainable community 

development definition comprised of four conditions (scale, limits, place, and diversity) 

was used to guide the research and analyze findings. A multiple case-study approach was 

adopted.  Research methods included semi-structured interviews and the use of visual 

explorer, a research tool where a set of images is used to support collaborative and 

creative conversations as well as background documentation. Three hotels in western 

Canada were studied. Due to the sensitive nature of the information disclosed by 

interviewees, hotel names, locations, and chain affiliation have been kept confidential. 

Research findings demonstrated that understandings of hotel sustainability were generally 

shallow as was the integration of sustainability initiatives into the case study strategic 

plans. A sustainable community development lens adapted from the scholarship of Dale, 

Ling, and Newman (2004 to 2015) was uniquely developed for hotel sustainability and a 

model subsequently derived from the case study data.  This model, which integrates 
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planning strategy imperatives with sustainability imperatives (ecological, social and 

economic) focuses on investment, innovation, sense of place, social capital, and 

leadership. Recommendations, both for practice and future applied research, include the 

development and implementation of a sustainability training and leadership development 

education program for hoteliers and the development of indicators based on the four 

conditions of sustainable community development (scale, limits, place, and diversity) to 

inform the greater understanding and implementation, as well as evaluate the 

sustainability of hotel organizations.  
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CHAPTER I  

INTRODUCTION  

Hotels are not just places where people sleep or eat; they can provide unique cultural 

opportunities and community experiences, and at the same time contribute to enhancing the 

local communities in which they are embedded.  Hotels are subject to prevailing social 

values and cultural shifts. Two such significant shifts now occurring are the growth of the 

leisure class (MacCannell, 2013) and the demand for greening their operations from 

customers. Consequently, customers are now evaluating the industry’s commitment to 

greening their hotels, and hotel leaders need to consider how they can make their operations 

more sustainable.  Not only because this is what a growing number of customers expect 

(Bader, 2005; Jones, Hillier, & Comfort, 2014; Tripadvisor, 2012; Vora, 2007), but also 

because hotel leaders rely on a wide range of environmental and community resources such 

as access to clean water, reliable energy, and the availability of workers, crucial for 

successful hotel operations.  

In a survey conducted by Tripadvisor (2012), 71% of respondents reported that they 

planned to make more environmentally minded choices.  This figure was up from 65% the 

previous year. Meeting conveners now include in conference proposals questions asking 

how hotels deal with waste and requesting copies of sustainability polices, while customers 

are increasingly using sustainability as a criterion in selecting a hotel.  For example, the 

General Services Administration in the United States (General Services Administration, n.d.) 

and the United Nations Environment Program (UNEP, 2012) have produced guides that 

encourage meeting planners to select facilities that have put in place sustainability initiatives.  
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Another overall trend is the general business rhetoric of ‘growth at all costs’ is 

transitioning to a narrative that espouses sustainability as good business practice, hotel 

leaders who seek to make their businesses, and by extension their communities, more 

sustainable need to implement sustainable strategic planning models that integrate all three 

sustainability imperatives: environmental, social, and economic (Chiong, Mohamad, & 

Abdul Aziz, 2017; Dale, 2001; Robinson & Tinker, 1997; Strand, 2014).  Nevertheless, the 

bottom line of commercial businesses remains profit and hotel leaders must meet goals and 

targets focused on improving shareholder returns in an increasingly competitive market.  

This research explores the following question. 

To what extent do hotel leaders integrate concepts of sustainability into their strategic 

planning process? 

Sub questions include the following.  

• How can a sustainable framework of scale, limits, place, and diversity enhance 

understanding of sustainability within hotel organizations?   

• What are the barriers and limits experienced by hotel leaders while integrating 

concepts of sustainability into strategic planning processes? 

• What are the necessary leadership skills, characteristics, and practices to lead 

sustainability in hotels?  

• What is the relationship between sustainable community development and building 

sustainable hospitality enterprises? 

As the title of this dissertation denotes, the intent of this research project was to investigate 

sustainable hospitality from a multi-disciplinary lens with the hopes that by investigating 

sustainability from diverse perspectives, novel issues would be uncovered. 
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  The goals of this research have been to: (a) explore the process that hotel leaders 

use when incorporating concepts of sustainability into their strategic plans, (b) discover the 

barriers and limitations in this integration, (c) contribute to the sustainable hospitality 

conversation, and (d) discover the leadership skills, characteristics, and practices leaders use 

when engaging in this hotel strategic planning process.  The outcomes of this research are 

the creation of a rich and thick description of the process followed by hotel leaders in their 

attempts to incorporate concepts of sustainability into their strategic plans, an understanding 

of how hotel leaders view sustainable hospitality, and how the sustainable development 

conditions of scale, limits, place, and diversity can inform sustainable hospitality. 

Tourism is a major trade category with worldwide export income reaching $1.5 

trillion in 2015 (UNWTO, 2016).  Tourism accounts for 30% of the world’s exports in 

services and 7% in overall exports of goods and services (UNWTO, 2016). In 2016, the 

sector generated 721,600 jobs in Canada with domestic and international visitors spending 

$91.6 billion dollars (Destination Canada, 2016).  Tourism also accounted for 2.05% of GDP 

in 2016 (Destination Canada, 2016).  In Canada, the hotel industry employs 287,000 people 

and generates in excess of $32.2 billion dollars in accommodation and value-added revenue 

(CHA, 2015). Continued growth in the worldwide tourism sector is expected.  The United 

Nations World Tourism Organisation (UNWTO) predicts that international tourist arrivals 

(the number of international arrivals in a country not the number of individual persons) will 

increase 3.3% a year between 2010 and 2030 for an expected 1.8 billion annual arrivals 

(UNWTO, 2016).  The tourism sector is, therefore, an important industry worldwide that 

contributes significantly to many economies, including developing countries.   
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Sustainability and sustainable development are often used interchangeably, but they 

are not synonymous, and reflect different values and ideologies.  For instance Dale (2001) 

noted over 1,000 definitions exist for the term with other definitions being added since then 

(e.g., Moore, Mascarenhas, Bain, & Strauss, 2017).  Many argue that the term has a 

constructive ambiguity that has brought people to the table that would normally have never 

convened and that the lack of a precise definition has enabled a unique dialogic space (Dale, 

personal communication, October 17, 2012).  Robinson (2004) argues that sustainability 

must be an integrative concept: a concept that spans industries and sectors. He defines 

sustainability as, “an approach or process of community thinking that indicates we need to 

integrate environmental, social and economic issues in a long-term perspective” (Robinson, 

2004, p.381).  Thus, in this dissertation I will use sustainable development and sustainability 

interchangeably, as this is a fine-grain distinction not applicable to the hotel sector. For the 

purposes of this research, sustainable development is, therefore, defined as the integration of 

environmental, social, and economic imperatives (Dale, 2001; Daly, 1991; Johnston, 

Everard, Santillo, & Robert, 2007; Kates, Parris, & Leiserowitz, 2005; Robinson & Tinker, 

1997).  

Another key domain explored in this dissertation is sustainable hospitality.  There are 

various sustainable hospitality models, which include models developed by hotel 

associations, hotel companies, and scholars. Some of these models are based on best 

practices and provide certifications such as Green Leaders (TripAdvisor, 2018), Green Key 

(Green Key, 2015), and Green Globe (Green Globe, 2018). For the purposes of this 

dissertation, sustainable hospitality is defined as an activity that optimizes economic 

prosperity by respecting ecological limits (scale), provides the capacity to innovate for 
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continued development (limits), promotes a strong identification to the physical space 

(place), and encourages difference as a necessary condition for resiliency (diversity) (Dale et 

al., 2008; Dale & Newman, 2010; Newman & Dale, 2008, 2009).  This definition is 

composed of the four conditions for sustainable development that will be discussed in 

chapter two.  

I argue that although models for sustainable hospitality exist, such as Hawkins and 

Bohdanowicz’s (2012) model for responsible hospitality (discussed in chapter two), its 

implementation into daily practices requires a deep understanding of sustainability and the 

necessary leadership (Stubbs & Cocklin, 2008) to integrate it into hotel strategic planning 

cycles.  Models such as that proposed by Hawkins and Bohdanowicz (2012) focus on the 

implementation of a variety of tactics but are mostly silent on the organizational conditions 

necessary to enact these tactics. In using a definition of hotel sustainability that focuses on 

scale, limits, place, and diversity the intent is to uncover how these conditions contribute to a 

deeper understanding of sustainability that can support these tactics. These conditions were 

not used to frame the data collection but rather to test their usability with interviewees as a 

way to deepen their understanding of sustainable hospitality and its implementation in the 

hotel industry. 

In an effort to bind the scope of this research, several theoretical propositions were 

developed.  Theoretical propositions are useful in de-limiting the boundaries of a study and 

in directing the researcher to what data to collect (Yin, 2009). Propositions for this study 

included: (a) hotel leadership team members are unfamiliar with how concepts of 

sustainability may be applied to business planning, (b) focusing on concepts of sustainability 

and a concrete model can lead leadership teams to more integrated strategic action plans, and 
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(c) looking to apply concepts of sustainability to strategic action plans provides hotel leaders 

with a more complete picture of their business and the communities in which they are 

embedded.  Next, I would like to share the ontological approach I adopted as well as a few 

comments on the industry from my experience as both a hotelier and consultant to hoteliers. 

Scholars highlight that when considering ontological approaches, one is faced with 

two choices.  One can advocate for a positivist approach that seeks to be external and 

objective or a constructionist approach that is subjective and focused on the search for 

meaning (Cruickshank, 2012; Easton, 2009; Sayer, 2000).  In reflecting on my own 

perspective, I find neither completely resonates with me.  While I view reality from a social 

constructionist perspective I also believe that there are structures or mechanisms that govern 

these constructions. Given this belief, I am more aligned with a critical realist perspective 

(Bhaskar, 1978; Bhaskar & Lawson, 1998).  From this perspective the knowledge goals of 

critical realism are the theoretical explanations of events (Bhaskar, 1978; Bhaskar & 

Lawson, 1998), and as such, I was interested in developing an applied model that would 

provide a different way to look at my findings and perhaps be of use to the sector I was 

studying.  

As with many fields of research there are various schools of thought within the field 

of hospitality research.  Taylor and Edgar (1996) note that some schools of thought view 

hospitality as a science (hospitality science) and focus their research in the natural and 

physical sciences (Jones, 2004); others see the study of hospitality as management 

(hospitality management) that favours empirical and quantitative research (Nailon, 1982; 

Slattery, 1983; Taylor & Edgar, 1999). Another school of thought, hospitality studies, 
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encourages both a quantitative and qualitative approach to the study of hospitality based on 

the human sciences (Littlejohn, 1990).   

At the core of these schools is how the buyer-seller or guest-host relationship is 

interpreted.  For example, scholars in hospitality management view this relationship as 

transactional, the buyer and sellers of products and services, and draws upon notions of 

marketing and operations management (Enz, 2010; Harrington, Chathoth, Ottenbacher, & 

Altinay, 2014). Researchers that view the relationship from a guest-host perspective focus on 

the more social and experiential aspects of hospitality or hospitality studies (Kastenholz, 

Carneiro, Eusebio, & Figueiredo, 2013; Sherringham & Daruwalla, 2007). However, other 

scholars see no reason why both these perspectives cannot co-exist (Lashley, Lynch, & 

Morrison, 2007; Morrison & O’Mahony, 2003; Morrison & O’Gorman, 2008).  Jones (2004) 

in commenting on the state of affairs in hospitality research argues that while different 

perspectives are necessary in any discipline, it is also necessary for the continued 

development of the discipline to establish connections and to build across schools of 

thought: an approach he sees as lacking in hospitality research. Roper and Brookes (1999) 

write that owing to the diverse settings of the hospitality industry, hospitality research should 

be viewed as interrelated disciplines. Extending this idea Morrison (2018) offers that critical 

hospitality management research may provide a bridge of sorts between hospitality studies 

research that is focused on theory and social issues and hospitality management research that 

is focused on industry specific issues by providing research that advocates for both of these 

agendas. Thus, critical hospitality management research uses mixed method methodologies 

and provides research on theory informed practice.  
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Morrison and O’Gorman (2008) comment that in pushing at subject boundaries we 

encourage intellectual challenge, reflection, and discourse.  It is with this in mind that I 

elected to position this research across three domains of interest (sustainable community 

development, sustainable hospitality, and strategic planning) and not stay firmly within the 

schools of thought described above. Conducting research across various disciplines does 

have its challenges.  These include mastering knowledge in more than one literature domain, 

reconciling conflicting methodologies (Golde & Gallagher, 1999), and mastering 

interdisciplinarity.  

I continue the discussion in this chapter by providing background on each of the 

three cases.  I believe this is necessary, as it will help readers understand the nuances of each 

case and set the research context.  In addition, I also list the outcomes that interviewees 

sought to obtain from the strategic planning session.   

Since the information disclosed by participants was of a highly sensitive nature that 

could be used by competitors, the names, locations, and chain affiliation of the hotels being 

studied has been kept confidential. The hotels studied belonged to one hotel chain and were 

located in Western Canada.  Two of the hotels were located in a downtown core and the 

other hotel located in the suburbs.  The hotels studied all had food and beverage and catering 

facilities and have between 180-200 rooms. Only one hotel was branded, while the other two 

were not.  

The three hotels that participated in this study are part of a hotel chain that I will refer 

to as Hotels Management Group (HMG) for confidentiality purposes. HMG has adopted the 

HAC (Hotel Association of Canada) Green Key Programs as their main sustainability 

initiative across all their hotels. Site one holds a four-key rating, site two no-rating, and site 
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three holds a four-key hotel rating and four-key meeting rating.  Curiously these hotels did 

not hold the same level of classification, possibly due to a number of factors. 

The first hotel studied was a full-service hotel located in a suburban, industrial area 

outside a secondary city in Western Canada. The leadership team consisted of a general 

manager, director of operations, director of human resources, banquet manager, revenue 

manager, director of sales, catering manager, front office manager, chief engineer, executive 

housekeeper, restaurants manager, pub manager, executive chef, and comptroller.  The hotel 

had a little over 200 rooms, two restaurants, extensive meeting/convention facilities, room 

service, fitness facilities, and a business centre.  At the time of the research there were over 

175 people employed at this hotel. The hotel is under a franchise agreement with a full-

service hotel chain. The leadership team reported that the building was in need of major 

refurbishment. The hotel leadership team was undergoing pressure from the owning group to 

meet critical financial targets. Thirteen of the fourteen leadership team members participated 

in the research. 

The second hotel investigated is a full-service hotel located in a secondary city in 

Western Canada.  The leadership team consisted of a general manager, director of human 

resources, front office manager, chief engineer, restaurants manager, food and beverage 

manager, kitchen manager, and comptroller.  This hotel had a little over 200 rooms and the 

following amenities: restaurant, room service, meeting facilities, pool, and exercise facility. 

The hotel employed, at the time of the research, over 125 people.  Here again the leadership 

team reported that the hotel was in need of serious refurbishment as per the interview data. 

Seven of the eight leadership team members participated in the research. 
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Several years ago a disaster resulted in this hotel losing a sizeable amount of its 

banqueting space resulting in decreased capacity and potential for generating revenue.  This 

event affected the hotel in several ways.  The sizeable decrease in capacity not only resulted 

in employees losing their jobs and a reduced ability to generate revenue, it also affected the 

culture within the hotel.  Interviewees reported that losing such a sizeable part of their hotel 

was akin to losing part of their identity, and employees were unsure of their futures and their 

collective identity.  Following the event, there was much speculation as to whether the hotel 

would be sold, rebranded, or refurbished.  In the end the hotel was sold.   

During the intervening period there was a sense of waiting for some direction or sign 

from HMG’s head office as to how the future would unfold.  In analyzing the interview 

transcripts a nagging sense of ‘waiting for something’ seemed to characterize the thinking of 

some of the leadership team members.  Leadership team members felt that there was nothing 

to do but wait for decisions from the owners.  Interviewees shared feelings of futility and 

resignation of being at a standstill.  However, this situation was resolved when head office 

confirmed that the hotel was to be sold. In fact, the initial strategic planning session 

coincided with news reaching leadership team members that the hotel was being put up for 

sale.  In a very real sense, this research provided an opportunity for the leadership team to 

move forward and create a new future by developing strategies that reflected their new 

reality.    

The third and final hotel site investigated was a full-service hotel located in a 

secondary city in Western Canada different than site one.  The leadership team consisted of a 

general manager, director of human resources, front office manager, director of sales and 

marketing, chief engineer, food and beverage manager, executive chef, executive 
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housekeeper, and comptroller.  This unbranded hotel has a little over 180 rooms and has the 

following amenities: restaurant, room service, meeting facilities, pool, business centre, and 

exercise facility. The hotel employed, at the time of the research, over 150 people and was in 

need of refurbishment.  Eight of the nine leadership team members participated in the 

research. Consequently, well over a majority of hotel leaders were sampled in the HMG case 

study. 

One of the sub-themes that influenced the two-day strategic planning session was the 

knowledge that the general manager was being shortly transferred to another hotel in the 

company.  The general manager was highly regarded as a very strong leader, and members 

of the leadership team had various feelings about this departure. Most were pleased with the 

person’s promotion and others were sad about the departure. An interim general manager 

was appointed from within the leadership team.  During my research data collection, 

leadership team members wondered about the type of leadership the interim general manager 

would provide.  Participants saw this as positive and discussions ensued regarding how to 

best support the new appointee during the transition phase. Another key consideration of this 

management team were rumours about the hotel being sold.  This rumour was in fact true as 

the hotel was sold shortly after the data collection was completed in 2015.   

It should be noted that a robust recycling and waste management program was in 

effect at this hotel, largely led by the chief engineer.  An audit conducted by a waste 

management company revealed that 87.5% (by weight) of what is received at the hotel is 

diverted from the landfill. This is very close to the 90% diversion rate set for zero-waste 

hotels (Green Hotelier, 2013).  Landfill diversion rates were not found for Canadian hotels, 
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but a study conducted in California in 2006 found that large hotels divert only 23% of waste 

(Waste Disposal, 2006). 

Participants from sites two and three had additional outcomes that they wanted to 

achieve other than the development of business strategies. Site two felt that because of their 

need for greater clarity concerning their organizational identity, the crafting of their vision 

and mission statements was necessary; site three wanted their strategic planning sessions to 

provide an opportunity for team building.  Although these outcomes were not directly 

associated with my research questions, including these objectives provided some interesting 

insights into the strategic planning process used by participants in developing their 

sustainable business strategies.  For example, the creation of organizational vision and 

mission statements supported the development of strategies that were more aligned with 

organizational objectives. 

I would like to clarify at the outset how I will be using the terms participants, 

leadership team, leaders, and leadership in this dissertation.  The use of the term participants 

refers to those individuals who engaged in the research, leadership team to refer to a group 

of participants from a site, and leaders to denote individuals who work in hospitality and 

hold positions of authority. In this dissertation, leadership is defined (Drath et al., 2008; 

Fairhurst & Grant, 2010) as an outcome that produces direction, alignment, and commitment 

to organizational objectives achieved through a social process that is co-constructed, a 

product of collective meaning making and negotiated on an ongoing basis among actors, be 

they designated or emergent leaders, managers, and/or followers.  According to this 

definition leadership has occurred when organizational members agree (alignment) and 

follow (commitment) a specific course of action (direction).  Thus, positional leaders by 
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virtue of their title do not automatically engage in leadership and the act of leadership can 

emerge from anyone across the organization. A participant’s leadership ability was not a 

criterion for recruitment for this study but rather if an individual was responsible for setting 

strategy within the organization.  While employees are not responsible for setting strategy in 

organizations, they can assume a leadership role when it comes to sustainability. Haski-

Leventhal, Roza, and Meijs (2017) have developed a concept called employee social 

responsibility that is a combination of an employee’s socially responsible behaviour and 

socially responsibly identity.  This concept contains various components such as personal 

values, opinions, and behaviours such as active participation in activities. In this way 

employees can champion sustainability initiatives that can in turn inform the sustainability 

strategy of an organization.  

In bringing this chapter to a close I would like to disclose my position in relation to 

sustainability within hotels. I have spent the better part of my career either as a leader within 

hospitality or as a consultant to hotel leaders. Like many other sectors, I have observed that 

in the hotel sector, instead of hotel leaders working together to meet organization objectives, 

hotel leaders tend to work in silos, focusing on meeting their own departmental objectives. 

In taking an interdisciplinary approach to my research, I consciously chose to break down 

silos by seeking to integrate the literatures of sustainable community development, 

sustainable hospitality, and strategic planning in an effort to provide hotel leaders a different 

lens from which to view their business.  One of the core beliefs guiding this research is that 

we cannot create sustainable communities without sustainable businesses. Another is that in 

exploring sustainable hospitality through the lens of sustainable community development we 

can arrive at a richer understanding of how to create more sustainable hotels.  
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Many hotel leaders have gone beyond the linen and towel recycling that is the most 

widely used sustainability initiative in hotels (Bruns-Smith, Choy, Chong, & Verma, 2015).  

However, more work needs to be done (Melissen, Cavagnaro, Damen, & Duweke, 2016), 

especially since the majority of initiatives are focused on the environmental imperative of 

sustainability (Holcomb, Upchurch, & Okumus, 2007; Melissen et al., 2016; Nicholls & 

Kang, 2012; Scerri & Lovell, 2011).  It is my hope that this research will lead to the 

continued development, understanding, and appreciation of the role that integrating 

sustainability into hotel strategic planning can make to both a hotel and the wider 

community in which it operates.  

This dissertation is organized as follows. In chapter two, I review the literatures on 

sustainable community development, sustainable hospitality, and strategic planning. Topics 

in this chapter include definitions of sustainable development, achieving sustainable 

development, defining hotel sustainability, and strategic planning in hotels.  Turning to 

chapter three, I discuss the methodology used. I address the advantages of a multiple-case 

study methodology.  Further, I discuss the methods chosen and provide a rationale for my 

choices of both methodology and methods.  In chapter four I turn to the results of the three 

case study sites organized into seven overarching themes: (a) participant understandings of 

sustainability, (b) sense of place (c) innovation, (d) employee engagement, (e) lack of 

investment, (f) leadership for sustainability, and (g) alignment of strategies. In chapter five, I 

analyze and discuss the findings in light of the literature and theory and present a model for 

sustainable hospitality.  In chapter six I answer the research questions. Finally, in chapter 

seven I provide a conclusion and offer six recommendations that ideally will influence the 
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hospitality sector to more deeply implement sustainability imperatives as well as add to the 

sustainably hospitality and strategic planning literature. 
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CHAPTER II 

LITERATURE REVIEW 

In this chapter, I review the three main literatures critical for answering the research 

questions, namely, sustainable community development, sustainable hospitality, and 

strategic planning.  A discussion on sustainable community development is central to this 

research because from this literature an operational definition was developed to evaluate the 

sustainable strategies developed by research participants. In the section on sustainable 

community development I explore concepts, provide definitions, and discuss the sustainable 

community development conditions of scale, limits, place, and diversity.  

I discuss sustainable hospitality because it is in this overall environment that the 

research is conducted. In this section I discuss sustainability in the context of hotels and 

explore the four conditions of sustainable community development from a sustainable 

hospitality lens. I also discuss in detail innovation and the rejuvenation and stagnation phase 

of the tourism area life cycle.   

Finally, I explore strategic planning, since this was considered the appropriate level 

of business planning to research strategies for increased sustainability in the hotel industry, a 

key outcome of this research.  

Sustainable Development – Earlier Concepts 

Many experts (e.g., Brander, 2007; Elliott, 2005; Gordon, 2006; Tainter, 2011) in this 

domain will often set the scene for sustainable development by introducing the Malthusian 

concept of limits to our natural resources and population growth.  Malthus, writing in 1798, 

states, “population when unchecked, increased in a geometrical ratio, and subsistence for 

man in an arithmetical ratio” (as cited in Rogers, Jalal, & Boyd, 2008).  In other words, 
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while population growth is exponential the resources needed to provide for such a growing 

population do not grow at the same rate.  Malthus believed that humanity was doomed to a 

litany of catastrophic events because of a growing population competing for finite resources.  

This Malthusian perspective has gained many followers including the scholars who wrote 

Beyond the Limits (Meadows, Meadows, & Randers, 1992) and Lester Brown the founder of 

the World Watch Institute.  In reaction to this Malthusian concept of finite resources, a 

school of thought termed the cornucopians has postulated a contrary theory (e.g., Boserup, 

1965; Kahn, Brown, Martel, & Hudson Institute, 1976; Simon, 1980).  They believe that 

through ingenuity and necessity humanity will be able to meet its growing needs.  Boserup, 

perhaps one of the better-known scholars to disagree with the Malthusian philosophy, 

posited that necessity was the mother of invention and that a growing population would be 

fed by improved agricultural methods (Boserup, 1965; Mebratu, 1998).  These two positions 

are joined by another position that favours an economic model that is constrained by 

planetary limits.  

Daly (1972) argues for a society that encourages, “the cessation of gross physical 

accumulation” (p. 945).  An economy that (a) promotes socio-cultural well-being without 

increasing the consumption of natural resources or pollutants and (b) focuses on meeting the 

basic needs of people and that views development as primarily about being more and not 

having more (Earth Charter, 2013). Daly (1991) describes this steady state economy as,  

an economy with constant stocks of people and artifacts, maintained at some desired, 

sufficient levels by low rates of maintenance "throughput", that is, by the lowest 

feasible flows of matter and energy from the first stage of production to the last stage 

of consumption. (p.17) 
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What Daly (1991) implies is that economies need to reach equilibrium characterized 

by a more equitable distribution of wealth, a stable population, and regulation of companies.  

Other scholars argue for degrowth, as, “an equitable downscaling of production and 

consumption that increases human well-being and enhances ecological conditions at the 

local and global level” (Schneider, Kallis, & Martinez-Alier, 2010, p. 512).  Degrowth 

implies eschewing notions of growth for growth's sake and abandoning the religion of 

economy, growth, progress, and development (Latouche, 2010).  

The argument of how best to meet the needs of humanity is far from settled, and the 

issue of optimal scale is one of the most problematic. However, what is clear is that an 

approach that favours more sustainable ways of living is gaining greater currency and with it 

the concept of sustainable development.  

Sustainable Development – Key Concepts 

Rogers et al. (2008) offer that five factors govern sustainable development: (a) 

poverty, (b) pollution, (c) participation, (d) policy and market failures, and (e) prevention 

and management of disasters.  One of the more pressing factors that govern sustainable 

development is poverty.  Rogers et al. (2008) note that although those in poverty cause 

resource depletion and degradation in order to survive, wealthier individuals are generally 

responsible for the most serious of environmental damage, in terms of their ecological 

footprint. A footprint that is exacerbated by consumerism and the subsequent increase in 

greenhouse gasses produced from the manufacture of goods. Pollution, especially from 

chemical production, is a significant factor in sustainable development (e.g., oil spills, 

industrial accidents, by-products of industrial activity).  Sustainable development also 

requires participation by stakeholders in the planning process.  With respects to 
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participation, Rogers et al. (2008) argue that effective participation requires a deep 

understanding of local conditions and a supportive policy environment.  Policies that 

mismanage resources and markets that do little to add value to resources are common in 

policy and market failures.  For example, when multinational tourism organizations do not 

re-invest in local communities. With issues of climate change and natural disasters, the 

prevention and management of disasters is key to sustainable development (El-Masri & 

Tipple, 2002; McBean, 2012; UNISDR, 2002).  One need only look to the economic, social, 

and environmental impacts of natural disasters to see how communities can be crippled, or 

even wiped out, literally in seconds.   

To situate this conversation in a more applied fashion, Robinson (2004) writes that 

sustainability should not be seen as one concept or a set of concepts but rather as, 

an approach to community-based thinking that indicates we need to integrate 

environmental, social, and economic issues in a long term perspective while 

remaining open to the fundamental difference about the way that it is to be 

accomplished and even to the ultimate purposes involved. (p. 381) 

Thus, Robinson implies that sustainable development practices evolve to meet community 

needs and aspirations in an effort to integrate environmental, economic, and social 

imperatives.  However, there are many perspectives on the integration of these imperatives, 

and competing emphases on each of the three imperatives. 

Munro (1995) offers that sustainable development is increasingly misunderstood.  

Instead of looking at sustainable development as a goal, we must look upon sustainability as 

a continuous or iterative process wherein, “experience in managing complex systems is 

accumulated, assessed, and applied” (p.34).  Robinson (2004), echoing several of Munro’s 
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(1995) comments, points to sustainable development as a discursive playing field where 

people debate many perspectives and develop new methods of participation.  In other words, 

although it is important to understand the constructs of sustainable development it is just as 

important is to encourage conversations about sustainable development.  On the other hand, 

Viederman (1995) writes that sustainability provides us with a road map and a set of values 

to guide our actions.  Goulet (1995) speaks of authentic development, development that is 

not limited to sustainability but incorporates a political, cultural, and (what he terms) a full 

life dimension to sustainable development.  He writes that sustainable development is 

political in that it should include political freedom and democracy, cultural in that it should 

confer identity to people, and full life in that it includes meaning and belief systems that 

focus on larger-than-life questions.  Finally, Thiele (2013) argues that the term sustainability 

has become anything to anyone, arguing sustainability is also about the welfare of those 

whom our decisions over time impact. He believes that the scope of sustainability extends to 

a larger group of stakeholders and points to the inter-dependent nature of the world and asks 

us to consider that sustainable hospitality goes beyond towel recycling to include cultural 

creativity, imagination, innovation, and an ability to adapt to modern contexts.  

Flint (2013) offers that we must confront several truths in our pursuit of sustainable 

community development: (a) everything material on Earth has limitations, (b) many 

components of our global systems are interconnected, (c) change is the norm, not the 

exception, (d) all socio-economic factors are grounded in a healthy environment, (e) 

diversity within systems will contribute to the system’s stability and resiliency, (f) equity is 

the foundation of healthy functioning systems, and (g) uncertainty and ignorance are often 

associated with complex systems. He further highlights nine sustainable development 
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principles: (a) ecological integrity (preserving natural systems), (b) social equity (equitable 

access to resources, opportunities), (c) sufficiency and opportunity (sufficiency of resources, 

opportunities to seek improvements), (d) efficiency (minimize stresses on resources), (e) full 

cost accounting (taking into account resource replacement costs), (f) citizen engagement and 

democracy, (g) communication and cooperation, (h) precautionary principle (a philosophy of 

anticipation and prevention in decision-making), and (i) integrative and adaptive (integrating 

both short and long term goals). Flint (2013) notes that sustainable communities look to the 

long-term and hold core values such as: (a) economic security (healthy and diverse economy, 

(b) societal well-being (sense of belonging, sense of place, connection with nature), (c) 

ecological integrity (sustainable supplies of natural resources and waste assimilation), (d) 

cultural vitality (preserve history and culture for future generations, (e) citizen engagement 

and responsibility, and (f) institutional effectiveness (raising awareness of sustainable 

development issues).  Creating community capacity for sustainable development is another 

key concept linked to sustainable development. 

Emery and Flora (2006) take a systems approach to analyzing the availability of 

various community resources (capital).  They draw on the work of several scholars to 

develop a framework that is composed of seven forms of capital: 

• natural capital refers to the assets such as natural resources and weather; 

• cultural capital refers to how people come to know their world and how they act 

within it;   

• human capital refers to the skills and abilities used to enhance resources;   

• social capital refers to the networks people develop to make things happen;   
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• political capital refers to the ability of people to find their voice and the access 

people have to governments and other civil institutions, and   

• financial capital refers to the money available for investment in a community and 

built capital refers to the infrastructure that supports activities within a community.  

Dale (2005) and others argue that building social capital is perhaps the most critical of 

capitals for several reasons. Social capital is about growing relationships and networks: not 

just within communities but also across communities.  Social capital is important because it 

allows for increased agency, the ability to collectively work on community-wide problems, 

the ability to spread principles and practices, and finally the ability to mobilize people (Dale, 

2005; Dale & Onyx, 2005; Newman & Dale, 2005). Thus, sustainable development is 

dependent upon community capacity building.  

Chaskin (2001) defines community capacity as,  

the interaction of human capital, organizational resources and social capital existing 

within a given community that can be leveraged to solve collective problems and 

improve or maintain the well-being of a given community.  It may operate through 

informal social processes and/or organized effort.  (p. 295) 

Much of the research into community capacity building is in the fields of health and 

education (Merrick & Caron, 2013; Minkler, 2012; Moscardo, 2008; Stringer, 2013).  In 

borrowing from these fields, Chaskin (2001) provides a framework wherein he notes four 

characteristics for community capacity and capacity building: (a) a sense of community, (b) 

a sense of commitment among community members, (c) the ability to solve problems, and 

(d) access to resources.  Chaskin, Brown, Venkatesh, and Vidal (2001) posit that community 

capacity is created in the interplay between three spheres of activities: individual, 
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organizational, and networks.  These spheres create a form of social agency that contributes 

to community capacity.  For example, capacity in a community is contingent on the level of 

skills, knowledge, and values of community members.  Elements in the organizational 

sphere can include the processes and structures that foster capacity.  The networks sphere 

refers to the links to outside organizations or associations often referred to as bridging or 

linking social capital (Dale & Onyx, 2005).  Increasing capacity implies that energy and 

resources need to be directed at these three spheres.  Chaskin et al. (2001) also note that 

communities have intended functions, including program planning, solving problems, 

creating development, and collaboration.  Thus, communities have certain characteristics 

that possess a certain amount of social agency aimed at providing certain outcomes 

(Chaskin, 2001).  

In this section, I have explored various perspectives on sustainable development.  

Authors who believe that sustainable development is about reconciling the social, economic, 

and environmental imperatives from a growth perspective and others who advocate for less 

growth.  I have also reviewed authors who view sustainable development as a goal (e.g., 

alleviating poverty) and others who view sustainable development as an ongoing 

conversation that must extend to a large group of stakeholders. I have also discussed a 

central theme among sustainable development authors about the importance of capacity 

building and community engagement. There is broad consensus that sustainable 

development is about integrating or reconciling the social, economic, and environmental 

imperatives and that the participation of stakeholders in developing and implementing 

strategies is a key component (Robinson & Dale, 2012). Therefore, for the purposes of my 

research, I am using the term, sustainable community development to emphasize current 
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thinking about the inclusion of stakeholders for its realization on the ground (Dale, Foon, 

Herbert, & Newell, 2014).  In the next section, I discuss various definitions that build upon 

these historical perspectives and end with the operational definition used in this research. 

Sustainable Development - Definitions 

Scholars (Mebratu, 1998; Pezzoli, 1997; Robinson, 2004) offer that even with the 

many definitions of sustainable development there is consensus around one core concept.  

Namely, that the damage inflicted on the environment by human activity have made these 

same activities unsustainable (Elkins, 2011; Elkins & Jacobs, 1995; Mebratu, 1998; 

Millennium Ecosystem Assessment Report, 2005). What there is less consensus about is 

how to define sustainable development, or as others argue, which may not even be 

necessary.     

Mebratu (1998), in an effort to make sense of the various definitions of sustainable 

development, classifies these definitions into three groups: (a) institutional, (b) ideological, 

and (c) academic.  Institutional definitions recognize that social, economic, and 

environmental systems are intertwined and that solutions must be arrived that respect all 

three imperatives. The definition most often referred to in this category is one that appeared 

in the Brundtland Report in 1987.   

In essence, sustainable development is a process of change in which the exploitation 

of resources, the direction of investments, the orientation of technological 

development; and institutional change are all in harmony and enhance both current 

and future potential to meet human needs and aspirations. (World Commission on 

Environment and Development, 1987, Chapter 2, para. 15) 
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Some of the key concepts advanced in the Brundtland Report include the meeting of basic 

needs of all and the opportunity for future generations to satisfy their aspirations for a better 

life; the promotion of values that encourage consumption within the ecological limits, 

increasing productivity, and ensuing equitability; and that development must not endanger 

natural systems that support life on earth.  Sustainable development explores sustainability 

as a relationship between economic development, environmental quality, and social equity 

(Rogers et al., 2008).  Specifically, sustainable development is characterized by growth over 

time (economic development) that does not negatively impact the environment or social 

structures (Pearce, Markandya, & Barbier, 1989).  Rogers et al. (2008) write: 

Economic objectives should not be maximized without satisfying environmental and 

social constraints.  Environmental benefits should not necessarily be maximized 

without satisfying economic and social constraints.  Social benefits should not be 

maximized without satisfying economic and environmental constraints. (p. 46) 

What is important to recognize is that, “sustainable development is about maximizing 

economic, social, and environmental benefits to a set of constraints” (Rogers et al., 2008, 

p.46).  In defining sustainability, Flint (2013) echoes much that has already been said, 

arguing that sustainability is about the need to ensure that future generations are not 

compromised in their ability to achieve desired lifestyles.  He further defines community as, 

“a lively, self-reinforcing resonance of ever-changing, interactive, interdependent systems of 

relationship” (Flint, 2013, p. 5) and development as the recognition of the limits of growth, 

looking for alternative ways to improvement with a focus on what he calls, “developing our 

full potential as conscious beings” (Flint, 2013, p. 7).  This concept of developing the full 

potential of human beings is intriguing.  One could infer that for Flint (2013) the intended 
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outcome of sustainable development is the ongoing development of human beings and not 

the integration of the social, environmental, and economic imperatives.  

Other institutions have adopted the Brundtland definition of sustainable development 

but with different focuses, for example, the International Institute for Environment and 

Development (IIED), the World Business Council for Sustainable Development (WBCSD), 

and the Coalition for Environmentally Responsible Economies (CERES).  The IIED (IIED, 

2017) focuses primarily on care for the environment, the WBCSD (WBCSD, 2017) on 

promoting the efficiency of organizations, and CERES (CERES, 2017) promotes sound 

investment policy by asking members to adopt ten principles. Finally, a definition developed 

by Robinson and Tinker (1997), and one espoused in this dissertation, offers that sustainable 

development requires the reconciliation of three imperatives: 

• the ecological impetrative is to stay within the biophysical carrying capacity of the 

planet; 

• the economic imperative is to provide adequate material standard of living of all, 

and 

• the social imperative is to provide systems of governance that propagate the values 

that people want to live by.  

The second category in Mebratu’s (1998) typology comprises those definitions from 

an ideological stance.  These definitions revolve around concepts of Marxist and eco-

feminist ideologies.  Marxist definitions of sustainable development see capitalism at the 

source of the environmental crisis and advocate a socialist and more egalitarian perspective.  

Thus, authors blame this crisis on the current socio-economic system (Mebratu, 1998; 

Pepper, 1993). From an eco-feminist perspective, the reason for the current environmental 
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crisis is the male dominated, androcentric system. Therefore, male domination must be 

exposed and a shift in society and culture must be brought about if we are to heal the 

environment (Gautero, 2016; Moore, 2011).  

Finally, academic definitions of sustainable development focus on the response of the 

scientific community to sustainable development.  These responses include placing a 

monetary value on the environment in an effort to correctly price products and services 

(Benjamin, 1992; Elkins, 2011; Howarth, 1996), and placing the earth at the centre of our 

actions and moving away from our anthropocentric stance (Donahue, 2010; Schneider, 

2004).  

Robinson (2004) asks us to consider that having many definitions of sustainable 

development may not be a bad thing.  He suggests that allowing for definitions to arise out 

of implementing sustainable development projects may be a better approach than a rigid 

definition given the messy political world of sustainable development.  It is with this in mind 

that I discuss the research of Dale et al. (Dale et al., 2008; Dale & Newman, 2010; Newman 

& Dale, 2008, 2009) and their development of the four system conditions essential to the 

implementation of sustainable development. 

Sustainable Development - Scale, Limits, Place, and Diversity 

Dale and colleagues (Dale et al., 2008; Dale & Newman, 2010; Newman & Dale, 

2008, 2009) offer that there exist four major conditions that inform sustainable community 

development: scale, limits, place, and diversity.  These four interrelated conditions are: (a) a 

taking into consideration of all variables and integrating them into decision-making, (b) an 

adoption of a co-management approach to allow for feedback to percolate through the 

system, (c) the availability of diverse options, and (d) a process to prevent communities from 
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being locked-in or entrenched in ideas or behaviours (Newman & Dale, 2009). These 

conditions include the need for innovation and creativity in the search for new options and 

the need to be aware and integrate feedback into systems.   

Newman and Dale (2008), in exploring the concept of limits, discuss that 

improvements to current infrastructures are needed if we are to effectively disseminate new 

ideas and innovations to a wider audience.  They note that these infrastructures are often 

lacking in communities. Dale et al., (2008) explore the importance of place in sustainable 

community development.  They note that a sense of place is formed by the geographical 

space that the community occupies.  The authors claim that this connection to the natural 

world contributes to the community’s identity, which in turn is mediated by geography and 

accessibility. They write that the uniqueness and access to natural environments are 

important conditions in creating meaning and subsequently influence the depth of connection 

to physical place and space.  Thus, they hold that the degree to which we have constructed 

an identity that is connected to a place affects the degree to which a community is 

sustainable.  Further, the authors note that a diversity of connections to place and space is 

desirable as they suggest that such diversity encourages broader connections to one another 

(social capital) and to place (Dale et al., 2008).  Indeed, connection to physical space is a key 

factor in creating sustainable communities and extends to the built environment.  MacDonald 

(2012) argues that it is possible to build a sustainable building in an unsustainable 

community, but that it is impossible to build a sustainable community without sustainable 

buildings. Finally, the theme of diversity weaves its way through the sustainable 

development literature, whether it is in connection with finding different solutions and the 

need to explore options, or the diversity present in ecosystems (Dale & Newman, 2010).  
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Dale and Newman (2010) write, “One of the defining questions of our time may well be how 

we embrace diversity and difference given our background of tribalism, separation of nature 

and culture, and maximization of economic process” (p. 42). Intuitively we may know that 

diversity is desirable, making the leap to embrace it is a more difficult matter.   

In reflecting on the preceding discussion of the four major conditions for sustainable 

development, one might operationalize a sustainability development framework within a 

community as a planning model that optimizes economic prosperity while respecting 

ecological limits (scale), provides communities with the ability to innovate, for continued 

development (limits), promotes a strong identification to a community’s physical space 

(place), and encourages difference as a necessary condition for resiliency (diversity) 

(adapted from Dale et al., 2008; Dale & Newman, 2010; Newman & Dale, 2008,2009).    

Just as there are many definitions of sustainable development, there are definitions 

that focus on the integration of all three imperatives, others that focus primarily on the 

environment and still others that see the lack of sustainability as a political and system issue.  

In the next and final section on sustainable development, I discuss ideas on how to achieve 

sustainable development built on the perspectives and definitions in the preceding sections. 

Achieving Sustainable Development 

In effort to provide some ideas on how to achieve sustainable development Rogers et 

al. (2008) present nine ways to achieve sustainability: (a) leave or return everything to its 

pristine state, (b) keep development within the carrying capacity of systems, (c) with 

economic growth sustainability will follow, (d) sustainable solutions can be arrived at by 

those polluting the environment and those who are suffering, (e) capitalist markets will take 

care of sustainability, (f) adjust the prices of goods and services to include the external costs 



SUSTAINABLE HOSPITALITY 
        
42

to the environment, (g) use national statistical measurements to take into account expenses 

that are used for defense, (h) invest the profits of non-renewable resources in renewable 

resources, and (i) provide future generations with the options and/or capacity to be as well 

off as we are.   

In considering these various options it is clear that leaving or returning the 

environment to its pristine state is unrealistic, as the environment cannot be returned to a 

previous state given the co-evolution of natural and human systems (Norgaard, 1994).  

Although determining the carrying capacity of an environment makes sense, there are 

serious measurement challenges when dealing with dynamic living systems.  The 

cornucopian view (Boserup, 1965) that with economic growth sustainability follows is 

premised on the ideas, values, and ideology that as societies get richer people become more 

aware of their environment but, how much damage, perhaps irreversible, will be done until a 

society reaches this threshold.  Coase (1960) advocated bringing polluters and victims 

together to decide on reasonable limits.  He posited that the negative effects or externalities 

of development could be internalized within communities if there is negotiation and 

agreement on the process of internalization.  Rogers et al. (2008) comment that this might 

work in small-scale situations, it would be more difficult to enact on a larger scale because 

of the number of actors involved in negotiating such an agreement.  Letting the market take 

care of environmental degradation and pollution involve schemes that involve the trading of 

pollution rights.  Another avenue for sustainable development includes the factoring in of the 

environmental costs into the actual cost of goods and services.  For example, hotels might 

offer a GHG offset program for the travel their clients had to reach their destination and 

services, if they are not already part of a program. The use of national statistical figures, such 
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as GDP, still focus mainly on economic growth indicators. However, higher GDP results 

invariably mean more pollution, and many analysts argue this has been at the cost of 

persistent ecological decline (Dale, 2001; Daly, 2000; Millennium Ecosystem Assessment 

Report, 2005; Pitcher, 2001).  Consider the exogenous influences that determine larger-scale 

purchasing by large hotels, at the expense of buying locally and contributing to local 

community development. Rogers et al. (2008) suggest that society should account for such 

expenditures differently thus creating the need for a different statistical figure; perhaps 

taking into account the depreciated cost of natural resources.  Re-investing the profits of 

non-renewable resources in renewable resources has gained some momentum primarily 

through the government use of carbon taxes in certain jurisdictions. In British Columbia, for 

example, carbon taxes are used to provide carbon tax relief, maintain industry 

competiveness, and encourage green initiatives (BC, 2018).  In a recent article Elgie and 

McClay (2013) report that the BC carbon tax is a cost-effective tool for reducing green 

house gas emissions.  They report that fuel use has dropped 19% more per capita than in the 

rest of Canada in spite of GDP growth keeping pace with the rest of the country.  Finding 

ways to ensure that future generations are better off can be difficult. In reflecting on how 

sustainable development can be achieved, one thing is clear.  How we act towards our 

environment whether it is at the micro level of re-using hotel towels or meso-level of 

consuming less, behaviours towards the natural environment need to change. 

I believe that the preceding detailed section on sustainable development and its 

implementation is necessary to illustrate the full complexities inherent in achieving 

sustainable development.  In this next section, I focus specifically on sustainable hospitality. 
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Sustainable Hospitality 

In this section I discuss various aspects of hotels and hospitality such as the role 

hotels play in the broader communities in which they operate, sustainable hospitality, and 

provide an operational definition of sustainable hospitality used to analyze findings.  The 

purpose of this definition is to uncover the organizational components necessary to entrench 

sustainability initiatives as defined from the sustainable development conditions of scale, 

limits, place, and diversity.  I continue the discussion in this section by exploring the four 

conditions of sustainable development presented in the previous section within the context of 

sustainable hospitality. I end this chapter with a discussion on strategic planning within a 

hotel context and finally, a detailed discussion of innovation in the stagnation/rejuvenation 

stage of Butler’s (1980) tourism area life cycle. I begin this discussion by providing some 

background on the roles of hotels in society. 

Hotels are one vehicle through which people experience hospitality directly as a safe 

place to stay and indirectly, from members of the community with whom they interact.  

Hospitality is the work of welcoming and providing for the needs of a guest (a stranger to a 

community) by a host.  Hospitality, in varying degrees and expressions, has always existed, 

modern forms of hospitality are the result of an institutionalized re-organization of the work 

of hospitality.  This re-organization was mostly at the behest of the increased need to provide 

hospitality to ever increasingly larger numbers and diversity of travellers.  Small inns were 

replaced with larger structures that would be called hotels, these hotels were required to 

provide more and more services that in turn required complex architectural designs: most 

notably in the design of public and private space (Avermaete & Massey, 2013; Berger, 2011; 
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Sandoval-Strausz, 2007).  While, the private space of the bedroom provided respite from 

dealing with the unknown, public spaces created a sense of community by creating a space 

for residents to meet and connect, often with people from the local community even if that 

connection was limited to staff in the hotel.  Hotels have evolved to be more than just 

structures that accommodate and, oftentimes, feed visitors.  A more comprehensive 

understanding of the roles of hotels offers unique insights into our society.  Sandoval-Strausz 

(2007) highlights that hospitality is not simply the purveying of shelter and food to travellers 

but that hospitality,  

partakes of a cultural significance that transcends quotidian operations: it both 

expresses the values of a culture that creates it and registers changes in those values, 

making it a sensitive and revealing indicator of the timing and causes of historical 

change and nuances of human experience. (p. 4) 

Sandoval-Strausz (2007) charts the course of the evolution of the hotel starting with 

the public house to the modern hotel.  He shares that with an increasing mobile population in 

the late 18th century that travelled for trade and commerce it was necessary to create places 

for travellers to stay.  He argues that hotels helped introduce communities to larger networks 

by facilitating travel between communities.  Sandoval-Strausz (2007) likens the hotel to a 

social technology, a technology that is propelled by, “a new way of organizing people” 

(p.42). Take for example the evolution of the hotel lobby.  Once a place to see and be seen in 

high society (Pratt, 1992), hotel lobbies have now evolved into areas that combine both work 

(business centres, meeting facilities, cell re-charging capabilities) and play/leisure (bars, 

lounges, restaurants).  For example, Marriott Courtyard hotels have implemented a lobby 

concept that encourages guests to eat, drink, and connect (Hotel F&B, 2011).  Facilities 
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include a grab and go food station, seating areas, and an open design to allow guests to freely 

circulate within the space. In some hotels, for example, the Listel Hotel in Vancouver, 

British Columbia there is a daily wine reception, which features local wineries and allows 

hotel guests to meet one another in a more social setting, This relates to the social 

imperatives of sustainability, multi-functional spaces where people meet to naturally gather, 

building greater social capital that leads to enhanced community vitality. 

Thus, hotels change as society evolves, and provides people with different ways to 

interact with each other. Grenville (2013) maintains, “Shelter and conviviality are the 

building blocks of community, and the raison d’être of any good hotel” (p. 13).  An example 

of this connection to community is a petition that circulated in Victoria, BC to prevent the 

famous Bengal Lounge at the Fairmont Empress Hotel from closing (Victoria’s Bengal 

Lounge to Close, 2016). Unfortunately for the community, however, this grassroots effort 

was not enough to prevent a part of the city’s historical meeting and greeting places from 

closing.  Thus, the hotel can be seen as unique not only in how it translates into form and 

structure current modes of thinking and being but also, how it reflects modern trends (James 

et al., 2017).   

In detailing some of these societal changes Waldthausen and Oehmichen (2013) 

report on a new breed of traveller—a traveller that is technologically connected, community 

and relationship oriented, and values experiences.  Others point to the growing expectation 

of customers to green their operations (Bader, 2005; Jones et al., 2014; Tripadvisor, 2012; 

Vora, 2007).  In responding to these shifts in culture and customer demands hotel leaders are 

required to develop new products and services aimed at satisfying these needs. One of the 
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lenses that hoteliers can use to develop these products and services is sustainability.  In this 

next section I discuss sustainability from a hotel perspective. 

Defining Hotel Sustainability 

In considering that hotels are an expression of modern social values, it is no surprise 

that sustainability is now finding its way into the management of hotels. Yet, in the 

hospitality industry, the notion of the integration of economic, social, and environmental 

imperatives through sustainability remains to be more fully operationalized, with a few 

exceptions, notably the Rialto Hotel in Victoria, British Columbia. Indeed, Bohdanowicz & 

Zientara (2009) note that while more hotel companies are taking corporate social 

responsibility (CSR) seriously by integrating social and environmental initiatives, this is not 

ubiquitous across the industry. 

Hotels and other forms of accommodation in the tourism sector account for the 

highest levels of environmental impacts (Legrand, Sloan, & Chen, 2017).  On average 

between 160-200 kg of CO2 per m2 of room area (Hotel Energy Solutions, 2011) are 

generated by hotels annually.  This is approximately equal to the amount of emissions of 

driving a car between six and seven hours. In the United States, hotels create 1.9 billion 

pounds of waste and use 219 billion gallons of water in a year (Eco Traveller, 2012). If we 

are to mitigate some of the negative impacts on the environment, hoteliers must adopt more 

environmentally sustainable initiatives (Legrand et al., 2017). While hoteliers acknowledge 

that hotel developments can have negative environmental impacts they also believe that 

partnerships between the private and public sector could help mitigate some of these 

negative impacts and foster a more sustainable approach to hotel development (Masa’deh, et 

al., 2017; Prayag, Dookhony-Ramphul, & Maryeven, 2010). With such a huge impact on the 
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natural environment is clear that hotel leaders have a major role to play in achieving 

sustainability throughout their operations and in their relationship to the communities in 

which they are embedded. 

There are several lenses from which we can view sustainability in hotels.  From a 

sustainable tourism perspective balance must be achieved between the environmental, 

economic, and social imperatives of sustainable development. The UNWTO offers the 

following definition.  

Sustainable tourism development guidelines and management practices are 

applicable to all forms of tourism in all types of destinations, including mass tourism 

and the various niche tourism segments.  Sustainability principles refer to the 

environmental, economic and socio-cultural aspects of tourism development, and a 

suitable balance must be established between these three dimensions to guarantee its 

long-term sustainability. (UNEP, 2005, p. 11) 

What is noteworthy in this definition is the focus on making the tourism activity 

sustainable.  One could argue that making a tourism activity more sustainable could indeed 

lead to improved community sustainability; however, one might also argue that this 

approach may not be the best development opportunity for a community (Moscardo, 2008). 

For example, Coria and Calfucura (2012) note, in discussing tourism within Indigenous 

communities, that it should not be considered as the only development alternative.  Further, 

when we consider delicate and sensitive ecosystems, a tourism activity could possibly 

degrade the current environment, without consideration of optimal scale, that is, the number 

of tourists it can support (Briguglio, 2008; Marsiglio, 2017; Mohan, Nabin, & Sgro, 2007). 

This concept of carrying capacity is multifaceted and includes environmental, economic, and 
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psychological elements (Simon, Narangajavana, & Marques, 2004). When a tourism area 

exceeds its carrying capacity and becomes saturated conditions are ripe for over tourism 

(Milano, 2017).  Milano (2017) suggests that there are signs that can point to this over 

tourism such as the congestion of public spaces in city centres, a rise in housing prices, and 

an unbalanced number of locals compared to visitors.  

Building on the UNWTO definition of sustainable tourism Legrand et al. (2017) 

advance a definition of a sustainable hospitality in which resources are managed, 

“considering the economic, social and environmental costs and benefits in order to meet the 

need of present generations while protecting and enhancing opportunities for future 

generations” (p.26). They provide a framework that mitigates impacts on the environment, 

provides for both internal and external economic benefits, and the development of initiatives 

aimed at the well-being of all stakeholders. In elaborating the environmental dimension 

Legrand et al.  (2017) comment on the need to evaluate the impacts of a hotel on the 

environment not only during ongoing operations but also before the hotel is built. From an 

economic perceptive the writers argue that hoteliers need to develop a business plan that 

maximizes profit by putting in place sound environmental management systems and the 

development of the local economy by using local employment and partnering with local 

organizations to develop new revenue generating initiatives. Considering the social 

dimension Legrand et al. (2017) offer that hoteliers need to pay attention to the social 

imperative of sustainability to enhance the well-being of community members. They write 

that hoteliers need to consider three related spheres: individual (e.g., human rights, working 

conditions), social life (e.g., local identity, cultural diversity), and social infrastructure (e.g., 

workplace safety, community involvement).  Another useful lens that can be used to discuss 
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sustainability in hotels is through corporate social responsibility (CSR).  In this next section I 

explore CSR since it is often discussed in the hotel sustainability literature.  

There is little consensus in the literature on a definition for CSR.  Bowen (1953), one 

of the first authors to use the term, defined CSR as policies and decisions that are made by 

business in pursuit of societal values.  Some authors view CSR as similar to sustainability 

(Strand, Freeman, & Hockets, 2015) while others see CSR as more focused on social issues 

and the environment (Dahlsrud, 2008; Dyllick & Hockerts, 2002; Schwartz & Carroll, 

2008). Sheehy (2015) and Whitehouse (2006) argue that defining CSR is difficult due to the 

contextual nature of CSR and ambiguous because of the complexity of the problems that 

need to be solved. A definition often cited in the literature comes from the European Union.  

They define CSR as businesses voluntarily integrating social and environmental concerns in 

their operations, going beyond their legal expectations and investing in human capital and 

the environment (European Union, 2001). In this last definition it should be noted that there 

is no mention of integrating the three imperatives of sustainability or for ensuring that the 

needs of future generations are met. With these various definitions come various approaches 

to CSR.  

 In an effort to untangle the various approaches to CSR, Garriga and Mele (2004) 

conducted a review of the various literatures on CSR and categorized the theories uncovered 

in the literature under four categories.  Instrumental theories focus on wealth creation and 

see CSR as a means to make profit. Political theories are concerned with a strong sense of 

responsibility towards the local community and seek to improve the community and 

environment. Integrative theories argue that business depends on the community for growth 

and development and as such social demands should be integrated with business frameworks 
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and lastly, ethical theories view CSR through the lens of ethics and view social obligations 

as ethical obligations.  In applying the concept of CSR to hospitality Njiten, Hancer, & 

Slevitch (2011) developed a framework based on research conducted with hotels that fits 

into the instrumental category as developed by Garriga and Mele (2004).  The framework 

begins with describing how managers form conceptualizations of CSR through internal (e.g., 

moral, responsible) and external motivators (e.g., consumer demand, competitor), and that 

these lead to a variety of possible activities (e.g., contribution, participation) in service of the 

long-term outcome of growth, profitability, and business survival.  This model is significant 

in that if hotel leaders have narrow conceptualizations of CSR (internal motivators) then this 

may limit the activities undertaken and subsequent growth or profitability.  

Hotel leaders understand the importance of CSR and the need to assume more 

responsibility for the environment and the communities in which they are located 

(Bohdanowicz & Zientara, 2009).  Rationales for CSR may vary from a need to project a 

positive image (de Grosbois, 2012; Martinez, Perez, & Rodriguez del Bosque, 2014; Mozes, 

Josman, & Yaniv, 2011), to achieve greater customer loyalty (Martinez et al., 2014) or 

differentiate their hotels in a crowded marketplace (Boley & Uysal, 2014; Calveras, 2015; 

Siegel, 2007). CSR brings many benefits. These include positive organizational citizenship 

and company attractiveness (Bohdanowicz & Zientara, 2008; Rupp, Ganapathi, Aguilera, & 

Williams, 2006), increased employee retention (McGehee, Wattanakamolchai, Perdue, & 

Calvert, 2009; Park & Levy, 2014) and commitment (Deery, Jago, & Stewart, 2007), and 

greater organizational efficiencies (Avila et al., 2017; Calveras, 2015; Esty & Winston, 

2009).  It is interesting to note that research into CSR initiatives contributing to profitability 

has been inconclusive (Benavides-Velasco, Quintana-García, & Marchante-Lara, 2014; 
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Salzmann, Ionescu-Somers, & Steger, 2005).  Eco-labels or green certifications are one way 

that hotel leaders use to operationalize the various features of CSR. 

Eco-labels or green certifications are increasingly popular with hotel leaders.  

Industry leaders have developed and devised various business practices that have addressed 

the environmental imperative of sustainability (Aragon-Correa, Martin-Tapia, & Torre-Ruiz, 

2015; Bruns-Smith, et al., 2015; Jones, et al., 2014; McMullen, 2012; Smerecnik, & 

Andersen, 2011).  Some of these industry led practices have been rolled into a variety of 

green programs that have been developed for the hospitality industry, typically offering 

different levels of certification. The Hotel Association of Canada (HAC) has developed one 

such program.  The HAC is a national association comprising member hotels and motels that 

acts as a voice for its members across various government agencies (HAC, n.d.).  It provides 

members with various benefits and access to resources.  It also operates two sustainability 

programs called the green Key Eco-Rating Program and Green Key Meetings Program. The 

Green Key Eco-Rating Program and Green Key Meetings Program are a, “graduated rating 

systems designed to recognize green hotels, motels and resorts that are committed to 

improving their environmental and fiscal performance” (Green Key, 2015).  The eco-rating 

assessment is used to assign a rating and covers five hotel operational areas (a) corporate 

environmental management, (b) housekeeping, (c), food and beverage operations, (d) 

conference and meeting facilities, and (e) engineering.  Hotel practices are evaluated in the 

following nine areas (a) energy conservation, (b) water conservation, (c) solid waste 

management, (d) hazardous waste management, (e) indoor air quality, (f) community 

outreach, (g) building infrastructure, (h) land use, and (i) environmental management (Green 

Key, 2015). Assessments are based on self-report with on-site audits completed on an ad hoc 
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basis.  A newer program called Green Key meetings has been developed with the Meeting 

Planners Foundation of Canada.  This program is aimed at assessing sustainability practices 

from a meetings and events perspective.  It assesses the following areas: core areas (energy, 

water, waste), communication (information, training, policies & management), activities 

(community, procurement, auditing), health (wellness activities, air quality, people), 

exhibitions, and audio-visual (Green Key, 2015). A number of keys (used to identify the 

rating) is given out of five. Organizations with one key are deemed to be engaging in less 

sustainable activities than organizations with five keys.   

Hotel chains have also joined this eco-labelling trend and have developed a series of 

programs that vary considerably in their approach.  The Fairmont Hotel and Resorts 

(Fairmont Hotels, 2013) group market a program called Green Partnership in which they 

focus on, “improvements in waste management, sustainability, and energy and water 

conservation at our properties, and innovative community outreach programs involving local 

groups and partnerships” (para. 2,). Other groups such as the Hilton chain focus their 

sustainability efforts on reducing the use of energy, water, and waste output, as well as 

limiting the carbon footprint of their hotels (Hilton Worldwide Environment, 2016). Hilton 

reduces the carbon footprint of their hotels by purchasing carbon-offset credits through their 

Clean Air Program and provides hotel leaders with a tool called LightStay.  LightStay is a 

measurement tool that helps hoteliers understand how energy is being managed within their 

hotels with the intent of driving greater efficiencies, (Hilton Worldwide Carbon, 2016).  

Hotel leaders use these programs as a form of eco-labelling to inform the public of 

their commitment to principles of sustainable development (Chan & Hawkins, 2012; Leroux 

& Pupion, in press; Sipic, 2017), as a tool to differentiate themselves from competitors 
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(Aragon-Correa, et al., 2015; Hart, 1995), and to cut costs (Alonso-Almeida & Rodriguez-

Anton, 2011; Wang, 2014).  Melissen (2013) reports that indeed there is an extensive body 

of research that links these green practices to financial performance but with varying levels 

among certifications. He questions whether securing a certification is a, “valid indication of 

the level of the type of environmental decision-making” (Melissen, 2013, p.816). It is not 

only academics that are critical of the use of eco labels and their effectiveness.  Consumers 

have levelled charges of green washing at hotel leaders because of the perceived shallow 

integration of environmental practices (Donovan & McElligott, 2000; Knowles, Macmillan, 

Palmer, Grabowski, & Hashimoto, 1999; Tufts & Milne, 2015), the focus on financial 

incentives (Kirk, 1998), and the selective disclosure of sustainability programs and results 

(Parguel, Benoit-Moreau, & Larceneux, 2011).  These motives create scepticism in the mind 

of consumers that may result in the loss of consumer intention to return (Rahman, Park, & 

Geng-Qing Chi, 2015). Thus, focusing activities, such as marketing plans, on creating 

positive consumer perceptions of hotel sustainability plans is crucial to avoid charges of 

green washing (Chan, 2013). One group of consumers that are especially influential are baby 

boomers. 

The social imperative may become even more important to the hotel industry given 

the projected retirement rates of baby boomers. Data from the 2011 Canadian census reveals 

that 9.6 million people or three out of every ten Canadians are baby boomers (Statistics 

Canada, 2015).  Baby boomers spend $157 billion dollars on travel annually with travel 

being the number one leisure activity (Gerber, 2013). Gerber (2013) reports that the top 

seven trends in boomer travel are: ecotourism, adventure tourism, medical tourism, 

multigenerational tourism, bucket list tourism, passion tourism, and spiritual tourism. He 
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notes that one of the most prevalent travel trends amongst baby boomers are more 

sustainable forms of tourism. The trend towards more sustainable travel seems to be 

continuing.  In a recent survey conducted in the U.S. 60% of respondents who had taken at 

least one trip considered themselves sustainable travelers (Peltier, 2016).  It is important to 

recognize that this trend will require hoteliers to adopt deeper sustainable practices (Cleaver 

& Muller, 2002) hence the title of my dissertation. From a social imperative perspective, this 

means playing a greater role in not just sustaining their own operations but contributing as 

well to the communities in which they are embedded through their procurement policies, 

partnering and hosting events with community organizations, promoting available cultural 

opportunities and so forth. Especially as this role contributes to building opportunities for 

baby boomers to interact with various cultures, have memorable experiences, and broaden 

their minds (Patterson, Sie, Balderas-Cejudo, & Rivera-Hernaez, 2017).   

In concluding this section, if we consider that hotels need to be responsive to current 

social values, then it is no wonder that sustainability has found its way into the management 

of hotels.  How hotel leaders conceive sustainability, either as the integration of all three 

imperatives and the necessity to meet the needs of future generations or more narrowly as 

CSR has an influence on how hotel leaders implement sustainable hospitality.  Further, a 

reliance on eco-labeling schemes as a sustainability framework can leave hotel leaders 

vulnerable to criticisms of green washing due to the perceived shallower implementation of 

sustainability activities.  Lastly, the social imperative of sustainability has become even 

more important due to demographic changes and the expectations of baby boomers to 

interact and have meaningful experiences in the communities in which hotels are located.  
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In the next section I discuss Hawkins and Bohdanowicz’s (2012) model for 

sustainable hospitality as a way to compare and contrast an existing model with concepts of 

sustainability and sustainable development.  I selected this model because of its approach not 

only to the economic and environmental pillars of sustainability, but also its focus on people 

and communities.  

A Sustainable Hospitality Model 

 Hawkins and Bohdanowicz (2012) have developed a model for sustainable 

hospitality by identifying three core themes from the literature on responsible business. 

Some of their sources included the Global Sullivan Principles of Social Responsibility, 

Agenda 21, and the United Nations Global Reporting Initiative.  It is important to point out 

that the authors have chosen the term responsible hospitality instead of sustainable 

hospitality because it is the, “most common parlance among businesses that are transforming 

their business model to become part of the solution to the wide range of economic, social 

and environmental issues” (Hawkins & Bohdanowicz, 2012, p.13). The authors outline ten 

principles of responsible hospitality:  

• avoid wasteful use of resources and protect, and where possible improve, the 

environment; 

• prepare for the unexpected; 

• develop products that are responsible and can be operated responsibly; 

• take full account of the views of people and communities;  

• embed responsible business practices throughout the supply chain;  

• engage employees and customers in actions that support environmental, economic, 

and social well-being;  
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• contribute to the development of public policy that promotes environment, social 

and economic well-being;  

• define responsible business values and communicate good practices,  

• build trust through transparency, and  

• take responsible business to the heart of the company.  

In addition, indicators support each principle. These act as a checklist to assist leaders in 

implementing sustainable initiatives. The authors make the business case for responsible 

hospitality by arguing that responsible hotels are likely to gain efficiencies, increase their 

market appeal, and build resilient business. As previously discussed, sustainability activities 

can bring about greater operational efficiencies and improved customer relations and 

enhanced lived experiences.  A full matrix of this model including indicators is available in 

Appendix A.   

In reflecting on Hawkins and Bohdanowicz’s (2012) model we see that there are 

many linkages to sustainable development. For example, the model seeks to provide 

solutions to economic, social, and environmental issues, to take into account the regeneration 

of the environment and engagement of various stakeholders (Bridger & Luloff, 1999; Dale et 

al., 2010; Robinson, 2004).  Further, it takes into account supply chain management, a 

growing sustainability issue as more hoteliers source local products that increase local 

economic development and community resiliency (Lefebvre, 2005). However, Hawkins and 

Bohdanowicz (2012) do not refer to the implementation of strategic human resources 

practices (Renwick, Redman, & Maguire, 2013) such as training and activities to increase 

employee engagement (Melissen et al., 2016) or the need for innovation (Chen, 2011) as 

necessary for the implementation of sustainability.   The fuller integration of the social 
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imperative of sustainability seems to be also missing from Hawkins and Bohdanowicz’s 

(2012) model.  The authors list indicators that support going out into the community to 

gather feedback so that it may be used in business decisions but it is unclear what feedback 

needs to be gathered.  

Melissen (2013) comments that, “Sustainability concerns currently only include 

ecological and parts of the economic elements of sustainable development” (p.817).  Given 

that hospitality is such a labour-intensive industry with working conditions that can be 

physically and emotionally difficult (Kusluvan, Kusluvan, IIhan, & Buyruk, 2010), it seems 

odd that this social aspect of sustainable development has not yet been fully addressed in 

sustainable hospitality models.  This situation is perhaps indicative of an industry having 

trouble coming to terms with the integrative nature of the concept of sustainable 

development (Robinson, 2004). 

There are several challenges in implementing sustainability in the hotel industry.  

These include the fact that management models need to embrace not only the diverse actors 

within the hospitality business environment (e.g., customers, community members, 

employees, owners) but also their needs and aspirations (Dos Santos, Mexas, & Meirino, 

2017; Stubbs & Cocklin, 2008). With the majority of efforts aimed at the environmental 

imperative of sustainability (Holcomb et al., 2007; Nicholls & Kang, 2012; Scerri & Lovell, 

2011) Melissen et al. (2016) paint a picture of an industry with weak sustainability models 

that focus on cost-savings (Garay & Font, 2012) and increasing shareholder value (Jones et 

al., 2014). Melissen et al. (2016) write, “hoteliers seem to have a rather limited and short 

term perspective on what constitutes a sustainable hotel” (p.235). However, Melissen et al. 

(2016) point to the willingness of hoteliers to act as leaders or champions of sustainability.   
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In an effort to define sustainable hospitality in the context of this research, I expand 

upon Dale’s earlier reconciling definition and added four necessary system conditions for 

sustainable community development that need to be satisfied for implementation—scale, 

limits, place, and diversity. Therefore, for the purposes of my research, I define sustainable 

hospitality as an activity that optimizes economic prosperity by respecting ecological limits 

(scale), provides the capacity to innovate for continued development, while respecting 

ecological limits and biodiversity (limits), promotes a strong identification to the physical 

space (place), and encourages difference as a necessary condition for resiliency (diversity) 

(Dale et al., 2008; Dale & Newman, 2010; Newman & Dale, 2008, 2009). In the following 

four sections I discuss these conditions as they relate to hospitality and how they might 

contribute to our understanding of sustainable hospitality.  

Scale and Sustainable Hospitality  

Concepts of scale and market play a key role in sustainable hospitality.  The 

development of large capital investments such as a hotel requires careful thought and 

planning.  To become financially viable, hotel developers need to ensure that the location of 

a hotel can provide a demand for accommodation (Song & Ko, 2017). Given that hotel 

services are consumed on-site, location plays a key role in profitability (Bull, 1994; Lado-

Sestayo, Otero-González, Vivel-Búa, & Martorell-Cunill, 2016; Sainaghi, 2011; Suh & 

McAvoy, 2005) because hotel leaders need to attract customers to their location.  Indeed, 

location has been identified as one of five key-factors for hotel investment (Newell & 

Seabrook, 2006).  Other factors include economic, financial, diversification, and relationship 

sub-factors (Newell & Seabrook, 2006).  The authors note that financial and location factors 

are the most important in deciding where to build a hotel.  Some of the financial sub-factors 
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included: forecasted return on investment; gross operating profit, and historical rates of 

return. Location sub-factors included: site attributes; current hotel supply, and the volatility 

of demand (Newell & Seabrook, 2006). The profitably, and ultimately the survival of a hotel 

is not only dependent on local market conditions such as location (Song & Ko, 2017) but 

also the ability to find effective ways of competing in the marketplace (Thompson, Peteraf, 

Gamble, & Strickland, 2016).  Scale is an important factor in the financial success of hotels.  

Too big, and a hotel may have difficulty in renting bedrooms or conference space and too 

small, and revenue growth might be limited in an active market.  In the built environment, 

hotel guest rooms are a perishable commodity.  If a room goes unsold its ability to generate 

revenue for that night disappears, unlike other commodities that can be sold the next day.  

In the natural environment, notions of scale are also important and are the primary 

focus of hotel sustainability efforts. In the previous discussion of CSR, it was noted that in 

the tourism sector hotels account for the highest level of environmental impacts (Hotel 

Energy Solutions, 2011).  With this in mind, hoteliers need to adopt more environmental 

sustainability initiatives and implement environmental management plans that focus on 

reducing their environmental impacts (Legrand et al., 2017).  One way that hoteliers can 

reduce their environmental impacts while optimizing their economic prosperity is through 

capital investment.  

Capital investments include renovations to hotel facilities, mechanical upgrades, 

technological improvements and so forth. These investments are typically large purchases 

that are amortized over a number of years.  These funds are provided to hotel leaders by 

hotel owners and do not form part of a hotel’s operating budget.  Thus, hotel owners are 

keen to ensure that any capital investment increases profitability (Keller & Burke, 2016; 
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Major, 2014).  Investing capital in hotels can provide for an increased average daily rate and 

market penetration when compared with hotels in need of renovations (Major, 2014).  

Further, these investments support environmental sustainable initiatives such as centralized 

air-conditioning systems and dual-flush toilets (Chan, Okumus, & Chan, 2015). However, 

barriers such as high initial investment costs, company culture, and lack of funds may limit a 

deeper application of these initiatives (Chan et al., 2015). 

When considering scale, hoteliers need to strategically plan for what infrastructure 

improvements and capacity building need to occur to promote and/or revitalize the hotel.  I 

argue that these plans should not focus solely on the financial viability of the hotel but seek 

to integrate sustainability considerations such as the carrying capacity of ecosystems and the 

community in which the hotel is located.  Next, I turn to the sustainable development 

condition of limits as it relates to sustainable hospitality. 

Limits and Sustainable Hospitality 

The question of limits is taken up, though indirectly, in the work of Butler (1980) and 

the tourism activity life cycle (TALC).  He explains the TALC framework in terms of 

number of visitors over time and stages.  

The TALC proposes that the number of visitors to a tourism activity will increase 

over time until the tourism activity reaches maturity. In the initial exploration period, the 

number of tourists is low and facilities for tourists are often limited.  In the involvement 

stage, the number of tourists increases and facilities for the exclusive use of tourists are built.  

In the development phase, well defined tourism areas will emerge and an increase in the 

marketing and promotion of the product will engender an increased number of tourists.  In 

the consolidation stage, the rate of visitors will level off and in the stagnation phase visitor 
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rates will start to decline.  Once the stagnation phase is reached, the product is revitalized or 

goes into decline.  

To use a hotel as an example of this lifecycle in the development stage developers 

focus their attention on the supply and demand of hotel rooms within an area (Cole, 2007).  

In the consolidation stage hotel leaders will focus on maintaining their market share.  In the 

stagnation stage demand has leveled off and at one point this will lead to the rejuvenation or 

decline of the hotel. Andriotis (2001) shares that there are various strategies that can be used 

during each stage.  For example, during the exploration and involvement stages strategies 

that encourage selling new products and building market share are needed while the 

development stage strategies that are needed include those that draw new customers from 

competitors and maintain existing demand.  In the consolidation and stagnation stage 

strategies should be in place to prevent decline.  Finally, in the post-stagnation stage 

decisions need to be made as to whether rejuvenate the product or abandon it. 

Johnston (2006) notes that there have been dozens of articles written about the 

tourism area life cycle (TALC) since its inception by Butler in the 1980’s with numerous 

empirical applications of the model (Lee & Weaver, 2014).  Cole (2006) wonders if the 

longevity of Butler’s model is due to its ability to simply explain a very complex reality. 

Uysal, Woo, & Singal (2012) point out that the TALC is based on the premise that like 

consumer products tourism destinations have a life cycle (Butler, 1980, 2004). Butler, (2011) 

notes that there are similarities between the TALC and consumer product life cycle models 

but that tourism areas and products are uniquely exposed to different elements, focus, and 

are part of a complex set of actors.  Tourism scholars note that tourism areas are subject to 

changes in the number of visitors and tourist likes and dislikes thus, making the decline of a 
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tourism destination or product inevitable (e.g., Agarwal, 1994; Butler, 1980, 2011).  Marois 

& Hinch (2006) point to the complex interplay of multiple tourism product lifecycles in 

destinations (Hovinen, 2006) and the use of the TALC as useful in tracking and predicting 

destination and product development.  

In conducting a literature survey Lagiewski (2006) finds strong support for the model 

(e.g., Hovinen, 1981, 2002; Meyer-Arendt, 1985; Opperman, 1998) as well as those that see 

the model in need of an update (e.g., Agarwal, 1994; Bianchi, 1994; Choy, 1992).  For 

example, Boyd (2006) advocates for the inclusion of levels of sustainability and the degree 

of environmental pressure added to the model.  Agarwal (1994, 2006) proposes a re-

orientation stage as a way of capturing the various activities that take place between the 

stagnation, rejuvenation or decline stages of the model.   

Butler’s (1980) TALC and the sustainable condition of limits share perspectives of 

continued development and innovation.  From Butler’s (1980) perspective continued 

development in the form of innovation is necessary if the tourism product or area is to 

continue beyond the stagnation stage and rejuvenate (Carayannis, Samara, & Bakouros, 

2015; Porter, 1990). Similarly, for a community to be sustainable it must find different ways 

to disseminate innovation (Newman & Dale, 2008).   

Hotel leaders are faced with many limitations (e.g., location, competitors, supply and 

demand) if they are to meet the challenges these limitations impose they must increase the 

level of innovation available within their hotels.  I discuss the link between Butler’s (1980) 

stagnation stage and innovation in greater depth later in this chapter. 
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Place and Sustainable Hospitality 

The interest in people/place research continues to grow (Lewicka, 2010), whether it 

is because of globalization or politically driven processes (Lewicka, 2010). Jorgensen and 

Stedman (2001) define sense of place as over–arching concept that includes place attachment 

and place identity. In this section I discuss definitions, offer concepts related to place and 

place making, and conclude with some thoughts on attachments to the built environment, 

specifically, hotels.  

Place is central to the tourism sector and to the hotel industry. More than just a 

geographical location, place is a set of qualities that include relationships, social structures, 

and landscapes that combine to create a sense of place (Smith, 2015).  Dale et al., (2008) 

note that both the natural and built environments contribute to a sense of place, and that a 

sense of place is a key condition for achieving sustainable development. In this way, hotels, 

being part of the built environment, have the capacity to provide an opportunity for 

customers and employees to experiment, experience, and develop a stronger connection both 

to the hotel and the communities in which they are located leading to more sustainable 

behaviours.  

A sense of place is the result of personal meanings attributed to a place (Kleinc & 

Baker, 2004; Kyle, Absher, Graefe, Mowen, & Tarrant, 2004; Sherry, 1998).  Feld and 

Basso (1996) define a sense of place as, “the experiential and expressive ways places are 

known, imagined, yearned for, held, remembered, voiced, lived, contested, and struggled 

over” (p.11). Brocato, Baker, and Voorhes (2014) write that three key place concepts: place 

identity, place dependence, and social bonding foster a sense of place. This framework 

contributes to an understanding of sense of place by highlighting the concept of place 
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identity, how people use place to describe themselves (Jorgensen & Stedman, 2001; 

Stedman, 2002), place dependence, defined as a person’s evaluation of the ability of the 

place to satisfy one’s needs (Backlund & Williams, 2003; Jorgensen & Stedman, 2001), and 

social bonding, defined as the relationships formed between people within a place (Brocato 

et al., 2014; Low & Altman, 1992).  Thus, a sense of place is a meaning making process 

wherein personal meanings are created from interactions and relationships with the built and 

non-built environment. These interactions and subsequent meaning making also influence 

our feelings, thoughts, and behaviours toward a place. In this next section I discuss two 

major concepts that contribute to creating a sense of place, place attachment and place 

identity. 

Place attachment relates to the connections people create with places (Giuliani, 2003; 

Lewicka, 2008; Low & Altman, 1992; Manzo, 2003) and contains three components; (a) 

affective, how people feel about the place, (b) cognitive, what they think about a place and 

(c) behavioural, how they act in a place (Jorgensen & Stedman, 2001; Lewicka, 2008).  

Scannell & Gifford (2010) offer a model for place attachment that comprises three 

dimensions: person, process, and place.  Person refers to individually and collectively held 

meanings. Process refers to the affect (feelings), cognition (memory, knowledge, meaning), 

and behaviour towards a place whether built or natural.  Further, feeling comfortable and 

safe are key outcomes of attachment to place (Anton & Lawrence, 2014; Hidalgo & 

Hernandez, 2001) and contributes to well–being (Scannell & Gifford, 2017).  While these 

models are similar, Scannell and Gifford (2010) point to the characteristics of the place and 

its ability to promote social relationships and group identity.   
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Lewicka (2010) offers that there are several factors that influence place attachment.  

These include socio–demographic predictors (e.g., length of time in an area, age, and 

gender), social predictors (e.g., sense of safety in an area, extent of social networks), and 

environmental predicators that facilitate or hinder attachment (e.g., size of buildings, scale, 

civil disorder).  Speller (2000) posited that these predictors could have a positive or negative 

effect on attachment to place. For example, research has positively predicted place 

attachment with length of residency in an area (Bonaiuto, Aiello, Perugini, Bonnes, & 

Ercolani, 1999; Brown, Perkins, & Brown, 2004; Lewicka, 2010). Milligan (1998) highlights 

that from an interactionist perspective the higher the meaning given to an experience in a 

place the greater the likelihood that place attachment will occur. Place attachment also 

influences a related yet distinct concept of place identity. 

Place identity, first coined by Proshansky (1978), can be defined as part of a person’s 

identity that is used to describe themselves in relation to their environment (Jorgensen & 

Stedman, 2001; Stedman, 2002) or as broad array of thoughts and perceptions composed of 

memories, ideas, and feelings about a place (Proshansky, Fabian, & Kaminoff, 1983). There 

are diverging opinions as to whether place identity is a sub concept of place attachment or 

two distinct concepts (Hernandez, Hildalgo, Salazar-Laplace, & Hess, 2007; Rollero & De 

Piccoli, 2010). However, what scholars agree is that these two concepts are linked to each 

other (Rollero & De Piccoli, 2010). To better situate place identity under the psychological 

concept of identity Breakwell (2010) proposes a theory termed identity process theory that 

stipulates that identity is a product of social interactions that while psychological are 

manifest through thought, action, and affect. Breakwell (1993) writes that this process has 

four guiding principles—distinctiveness (uniqueness), continuity (growth and change), self–
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efficacy (feelings of control), and self–esteem (a positive view of self). Thus, place 

attachment focuses on the feelings, thoughts, and actions towards a place, place identity 

refers to how people describe themselves in relation to that environment and sense of place 

can be defined as how people evaluate the ability of their environment to fulfill their needs 

(place dependency), how it contributes to their personal identity (place identity), and their 

feelings and relationships towards a place (social bonding). 

To illustrate these concepts of sense of place within the hotel sector, consider a stay 

at a favourite hotel.  Chances are the hotel was located in an area that was conducive to a 

diversity of planned activities (place dependence), brought back pleasant memories of past 

stays (place identity), and provided an opportunity to re–connect with people in the area 

(social bonding).  However, this does not just apply to customers but also employees.  For 

example, an employee with a strong sense of place might feel that their work is valued (place 

dependence), that their personal values align with those of the hotel (place identity), and that 

they have many positive relationships with colleagues (social bonding), all important for 

customer satisfaction. 

In tourism literature, the relationship between people and place has been investigated 

from a variety of perspectives that include the various facets of sense of place previously 

discussed. For example, researchers have studied place attachment, place identity, and place 

dependence (Gross & Brown, 2006, 2008; Hwang, Lee, & Chen, 2005; Kyle, Graefe, 

Manning, & Bacon, 2003, 2004; Ramkissoon, Weiler, & Smith, 2012; Tsai, 2012; Yuksel, 

Yuksel, & Bilim, 2010) and social relationships (Kyle et al., 2004; Ramkissoon et al., 2012).  

Specifically, researchers have explored topics such as customer involvement (Filo, Chen, 

King, & Funk, 2013; Ramkissoon, Mavondo, & Uysal, 2018) as an antecedent to place 
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attachment, the positive relationship between sense of place and visitor intentions to revisit 

(Abou-Shouk, Zoair, El–Barbary, & Hewedi, 2017), and the importance of sense of place 

within the context of product development and branding (Campelo, Aitken, Thyne, & Gnoth, 

2014; Smith, 2015).  Further, others have reported that place attachment can positively 

influence environmentally responsible behaviour (Lee, 2011; Ramkissoon, Smith, & Weiler, 

2013; Vaske & Kobrin, 2001).  Thus, hoteliers can encourage hotel sustainability by using 

concepts of sense of place to connect more deeply with employees and customers 

(Shrivastava & Kennelly, 2013).  

Diversity and Sustainable Hospitality  

Embracing diversity makes good business sense.  The HR Council (2016) suggests 

that diversity supports recruitment challenges and skills shortages, improves employee 

satisfaction and retention, provides better customer service, broadens community 

engagement, fosters innovation and problem-solving skills, and promotes organizational 

values more fully.  Other authors argue that diversity can improve decision-making, reduce 

costs, improve productivity (Kossek, Lobel, & Brown, 2006; Mor-Barak, 2005; Peretz, Levi, 

& Fried, 2015) and increase employee engagement (Downey, Werff, Thomas, & Plaut, 

2015).  Embracing diversity provides hoteliers with an effective strategy to respond to the 

complicated issues they face such as high employee turnover and employee skills shortages.  

In this section I explore definitions of diversity, discuss hotel diversity programs, managing 

for diversity, and conclude with a section on employee engagement. 

Defining diversity is not an easy task (Kapoor, 2011). He notes that the beginnings of 

diversity are rooted in affirmative action but that more recently our understanding of 

diversity has been extended to concepts of inclusion.  Shore et al. (2011) offer a definition 
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from the Diversity Task Force (2001) that defines diversity as all the characteristics (e.g., 

gender, age) and experiences that define people and inclusion as feeling a sense of belonging 

and involvement in decision-making.  Diversity also implies a certain sense of being treated 

fairly in spite of our characteristics or experiences (Edelman, Fuller, & Mara-Drita, 2001; 

Poster, 2008). Diversity is an important and growing area of research within hospitality 

(Singal, 2014). In Canada, the tourism industry has become more diverse and hotel leaders 

rely heavily on diverse workforces (Torres, Fub, & Lehto, 2014) that comprise new 

immigrants or visible minorities. In 2001, 49.2% of tourism workers were either indigenous, 

people with disabilities, visible minorities, or born outside of Canada (TIABC, 2017). In 

2011 this percentage had grown to 64.3% (TIABC, 2017). Specifically, in hotels 27.6% of 

workers are new Canadians (TIABC, 2017). Data from the United States demonstrates that 

86% of hospitality workers are minorities (Hispanic, Latino, Black/African America, Asian, 

and women) (Kalargyrou & Costen, 2017).  

Effective diversity management can benefit a business in several ways (Garib, 2013).  

Singal (2014) notes that recruiting more diverse talent and using more diverse suppliers can 

increase access to a wider pool of talent and lower costs (Groschl, 2011).  Diversity can also 

increase performance, productivity, job commitment, customer service, and job satisfaction 

(Kim, 2006; Madera, Dawson, & Neal, 2013; Singal, 2014; Sourouklis & Tsagdis, 2013).  

Lastly, diversity fosters a more creative and innovative environment (Kim, 2006; Singal, 

2014; Sourouklis & Tsagdis, 2013). Sourouklis & Tsagdis (2013) found that commitment, 

productivity, staff turnover, and satisfaction were positively linked to diversity.   

 Madera et al. (2013) offer that diversity programs have grown over the past two 

decades and that the goal of such programs is to create an organizational climate that 
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embraces a diverse environment and commitment to an organization’s objectives concerning 

workplace diversity (Madera et al., 2013). Madera et al. (2013) point out that managers play 

a key role in creating a positive climate.  Indeed, large hotel chains have instituted diversity 

programs that tend to revolve around: attracting new talent; fostering inclusion in the 

workplace; exploring suppliers from diverse backgrounds, and attracting investment form 

minority populations (Hilton, 2016; Hyatt, 2016). Accor Hotels’ commitment to diversity 

sets eight principles that form the foundation of their commitment.  These include: 

combating all forms of discrimination; providing opportunities for all; diversity training; 

purchasing actions that promote diversity, and reflecting diversity in their offerings (Accor, 

n.d.). However, having a diversity program is not enough.  Managers require strong diversity 

management skills that include experience working with employees with limited English 

speaking skills (Madera et al., 2013), high levels of emotional intelligence, intercultural 

competence (Popescu, Borca, Fistis, & Dragichi, 2014), and a leadership approach that 

allows for the expression of different knowledge and expertise (Garib, 2013). Here the 

literature on innovation and diversity overlap because of the need to harness the power of a 

positive diversity climate to support innovative thinking. Gehrels, & Suleri (2016) share that 

while hospitality may appear to be a diverse workplace there is significant homogeneity at 

senior management levels both corporately and at a hotel level.  This lack of diversity at 

senior levels may hinder the effectiveness of diversity programs (Herdman & McMillan-

Capehart, 2010) and give the appearance of mere window dressing, especially if the greatest 

diversity is among lower income workers.  

Kalargyrou and Costen (2017) identified seven practices hoteliers should adopt to 

encourage diversity: (a) take employees seriously; (b) recognize capabilities of all 
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employees; (c) support all employees; (d) communicate effectively with all employees; (e) 

value a diverse work group; (f) respect different cultural beliefs, and (g) accept non-English 

speaking employees. Malik, Madappa, and Chitranshi (2017) also recommend that 

hospitality and tourism programs include diversity training in their curriculum. Earlier in this 

section I discussed some of the benefits of diversity one of which is employee engagement.  

A topic I turn to next.  

Shuck and Wollard (2010) define employee engagement as, “an employee’s 

cognitive, emotional and behavioural state directed toward desired organizational 

outcomes”.  Other writers note the availability of physical resources workers need to perform 

work (Kahn, 1990; May, Gilson, & Harter, 2004). It is thought that the use of an employee’s 

strengths in the function of their duties will result in a more engaged workforce because it 

becomes more meaningful (Kahn, 1990; Macey, Schneider, Barbera, & Young, 2009).  

Thus, a more engaged workforce will more likely lead to the implementation of strategies 

because of a deeper understanding and commitment to organizational goals (Floyd & 

Wooldridge, 2000; Hamel & Prahalad, 1994).  In a related theory, Schaufeli, Salanova, 

Gonzalez-Roma, and Baker (2002) identify three components to engagement: vigour; 

dedication, and absorption.  Vigour is defined as the level of energy towards the work, 

dedication as the enthusiasm and commitment to the work, and absorption the level of 

immersion in the work.  This last concept of absorption is closely related to 

Csikszentmihalyi’s (1990) concept of flow.  Flow can be described as a state of total 

absorption with a task: when an individual’s level of skill with a task provides the sufficient 

amount of challenge that is not too overwhelming or underwhelming.  
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There appears to be two general streams of thought with respect to employee 

engagement theory.  One stream focuses on the psychological conditions of engagement.  

These conditions include meaningful work, availability of personal resources, and a sense of 

psychological safety (Kahn, 1990, 1992). The other stream focuses on the job demands-

resources relationship.  This relationship is described as one in which employees have the 

necessary resources to do the job (Bakker & Demerouti, 2007; Bakker, Hakanen, Demerouti, 

& Xanthopoulou, 2007; Mauno, Kinnunen, & Ruokolainen, 2007; Xanthopoulou, Bakker, 

Demerouti, & Schaufeli, 2007). For example, in this stream of thought, ensuring employees 

have the proper equipment to do their jobs, have a sense of job security, autonomy, and 

support from leaders is seen as the key to an engaged workforce.  

The concept of social capital was discussed earlier in this dissertation as key in 

building sustainable communities (Dale, 2005). Dale and Sparkes (2011) share that, “social 

capital is about the type of connections people make with one another and the possibilities 

that open up to these people as a result of their connections” (p.478).  Social capital can be 

categorized into three types—bonding, bridging, and linking (Gitell & Vidal, 1998; Szreter 

& Woolcock, 2004).  Bonding social capital refers to relationships among people that are 

similar (Putnam, 2000), bridging social capital refers to the building of relationships across 

different groups (Szreter & Woolcock, 2004), and linking social capital refers to 

relationships that are built with institutions or those in authority (Szreter & Woolcock, 

2004).  From this perspective, employee engagement is necessary for building bridging 

social capital, a necessary lubricant to connect various diverse groups in the work of 

sustainability and the implementation of strategic plans on the ground.   
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Managing diversity is a strategy that hotel leaders can use to make their businesses 

more successful.  An effective diversity strategy can help reduce costs, attract talent, provide 

for better decision-making, and increase employee engagement.  Further, diversity is 

necessary for hotel sustainability because it supports the building of bridging capital which 

helps change entrenched ideas or behaviours, supports innovation, and addresses 

implementation gaps. 

Strategic Planning  

One of the tools that hoteliers have at their disposal to more closely align and 

integrate sustainable development imperatives is the annual strategic planning cycle used by 

the vast majority of hotel leaders. This planning cycle typically outlines the projected 

revenues and expenses for the coming fiscal year as well as a series of strategies that the 

organization plans on undertaking to meet these goals, strategies that can become an 

important tool for increasing sustainability in hotels. 

Harrison and Enz (2005) discuss strategic management and detail a process that starts 

with an analysis of the environment, stakeholders, and available organizational resources 

then continues to the establishment of a strategic direction (vision, mission, purpose), the 

formulation of strategies, and the implementation and monitoring of strategies.  It is 

important to recognize the feedback loops between phases, as results of implemented 

strategies are fed back into the refinement of the strategic direction and the formulation of 

strategies. A vision statement, as part of the strategic planning process, is a key tool for 

implementing sustainability in a hotel.  It can act as the catalyst for the development of 

sustainable strategies beyond mere green washing and towel recycling, help motivate 
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organizational members to meet sustainability goals, and provide a map to a desired future 

(Mirvis, Googins, & Kinnicutt, 2010).  

A commonly used tool to conduct an environmental analysis is a SWOT.  A SWOT, 

short for strengths, weaknesses, opportunities, and threats, “provides the basis for crafting a 

strategy that capitalizes on the company’s strengths, overcomes its weaknesses, aims 

squarely at capturing the company’s best opportunities, and defends against competitive and 

macro-environmental threats” (Thompson et al., 2016, p. 90). This strategic management 

process ends with the implementation of strategies and the establishment of control systems 

to monitor progress. 

The responsibility for implementing this strategic management process falls to 

various people within the hotel.  For example, general managers set the broad strategic 

direction and department heads devise functional strategies to reach organizational goals.  In 

large national and multinational hotel organizations, area or regional vice-presidents may be 

responsible for setting the strategic direction for hotels.  The traditional strategic planning 

process in hotels follows a well-established format.  Typically, hotel strategic plans 

emphasize the operating budget, which normally includes revenue and expense targets, 

broken down into functional areas (Garrison, Noreen, & Brewer, 2008).  The general 

manager produces budgets and strategic plans which are then presented to either owners or 

other company representatives for approval (Collier & Gregory, 1995).  Historically, this 

process involves considerable time and effort on behalf of hotel leaders (Hope, Fraser, & 

Rosen, 2003; Steed & Gu, 2009).  Leaders must gather data, analyze patterns, and forecast 

expected results and provide details (through strategic plans) on how results will be met.  

Invariably, senior leaders return these budget and planning documents to local hotel leaders 
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with requests to review targets (usually upwards) and resubmit updated budgets.  Senior 

leaders typically use the concept of zero-based budgeting, which asks leaders to start from 

scratch because they believe that local hotel leaders become more intimately aware of details 

and purportedly more committed to reaching targets.  There is little evidence to support that   

zero-based budgeting approach improves commitment to reaching results. Harrison and Enz 

(2005) note, the revision and submission process does nothing to commit leaders to budgets 

and often leads to games of one-upmanship as leaders produce conservative budgets 

knowing that they will be revised upwards.  

The Hawkins and Bohdanowicz’s (2012) responsible hospitality model presented 

earlier is one-tool hotel leaders could use to integrate sustainability into their yearly 

planning. For example, hotel leaders could take the various principles and devise strategies 

and evaluate their success against the indicators. Green certifications (Martin-de Castro, 

Amores-Salvado, & Navas-Lopez, 2016) are another way hotel leaders could integrate 

sustainability into their strategic plans. Hotel leaders could adopt a green certification and 

develop actions to meet the requirements.  Other frameworks such as the one developed by 

Jonker and de Witte (2006) focus on the various components of CSR and cluster them into 

four areas centered on the organization’s business proposition or the reason the organization 

exists.  These distinct, yet related organizing activities are organizing identity (e.g., values, 

branding image), organizing systems (e.g., communication, training), organizing 

accountability (e.g., monitoring systems, auditing), and organizing transactivity (e.g., 

stakeholder involvement, dialogue, procurement). These four areas have close links to the 

models put forward by Harrison and Enz (2005) and Hawkins and Bohdanowicz’s (2012).  

For example, both stipulate a need for clarity around the organization’s values, business 
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proposition, and attention to the various systems.  However, one area that stands out is the 

focus of sustainability on dialogue and stakeholder involvement.  To be sure, Harrison and 

Enz (2005) point out that connecting with stakeholders is needed and valuable when 

developing plans and Hawkins and Bohdanowicz (2012) offer that hotels should reach out to 

communities.  However, I believe that maintaining a dialogue with different stakeholders, 

especially external stakeholders, may be a newer concept for many hotel leaders and one that 

can prove to be difficult to operationalize (Lane & Devin, 2017). 

Ensuring that various stakeholders, both internal and external, are engaged as part of 

a sustainable hospitality process is at the core of sustainability (Bowen, Newenham-Kahindi, 

& Herremans, 2010; Lane & Devin, 2017; Shahzad, Rutherford, & Sharfman, 2016). Onkila 

(2011) highlights that business leaders need to be able to manage relationships among 

stakeholders by understanding their interests. Lane and Devin (2017) offer an engagement 

model that begins with the identification and selection of stakeholders, continues on to 

securing stakeholder interest, and ends with implementing the engagement activity. While a 

straightforward model, embarking on an engagement strategy requires deep thought.  For 

example, deciding who the stakeholders are, identifying who to engage within the 

stakeholder groups, and how the activity will be implemented.  Mitchell, Agle, and Wood 

(1997) offer that stakeholders can be selected according to three criteria: power (the ability 

of a group or person to impose their will), legitimacy (possessing an appropriate and shared 

interest), and urgency (critically important for the stakeholder).  From this perspective, a 

hotel leader might set-up a committee that provides recommendations to management 

(power) comprised of employees who share an interest in developing sustainable initiatives 

(legitimacy) and provide the committee with resources (urgency) to conduct their work.  
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While sustainability or green committees are a good way to engage internal stakeholders, 

hotel leaders must also engage external stakeholders.  

The yearly strategic planning cycle is a process that is well known to hotel leaders. 

Budgeting revenues, expenses, and planning activities to meet these targets are part of the 

duties of hotel leaders.  While this process is useful for business planning, it is less so when 

it comes to planning activities that encourage sustainable hospitality because of its short-

term and internal focus. While, some of the benefits of sustainable hospitality can be seen at 

the initial stages of implementation, sustainability initiatives can take time to mature and 

deliver desired results.  Further, the planning cycle tends to focus on the deployment of 

internal resources and capabilities and very rarely includes the participation of external 

stakeholders.   With this in mind, hotel leaders need to ensure that when it comes to 

sustainability they think beyond the yearly cycle and include external stakeholders. 

Stagnation, Rejuvenation, and Innovation in Hotels 

In this section I discuss Butler’s (1980) stagnation stage in greater depth and the role 

innovation can play in keeping hotels from decline. Faulkner and Tideswell (2006) note that 

tourism destinations need to constantly reassess and plan in order to remain competitive.  

Canavan (2013) recommends that tourism destinations in stagnation re-invest money in 

marketing and support tourism businesses to maintain quality and develop niche markets.  

Hovinen (2006) points out that occasionally tourism operators will blame tourist boards or 

agencies for a lack of efforts in promoting the destination while these same tourism boards 

or agencies blame operators for a lack of investment and the development of new products or 

services to prevent decline of a destination. While this applies for a tourism destination it 

also applies to a tourism product such as a hotel. The key then is to ensure that tourism areas 
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and products are part of a planning cycle that includes change and transformation to prevent 

this inevitability and ensure competiveness (Haywood, 2006).  

Cooper (2006) comments that with many tourism areas reaching levels of maturity 

the stagnation stage of the TALC is gaining more attention. He notes that tourism areas at 

the stagnation stage can either abandon the tourism activity or extend the life cycle of the 

product.  Abandoning a tourism activity may make sense especially in areas that can longer 

support the activity such as in war zones. Cooper (1995) highlights that strategic responses 

in the stagnation stage are categorized into extending the life cycle of the product or 

developing new products or services.  Extending the life cycle entails increasing market 

share, modernizing facilities or attracting new markets and product development refers to 

creating new products or services.  Cooper (2006) goes on to note that vision, planning, and 

leadership, are important especially in the beginning of the rejuvenation stage.  Hotel leaders 

can more effectively deal with the stagnation stage by creating climates that encourage 

innovation.   

The need for leaders to be innovative is well documented in the literature.  Indeed, 

writers point to the need for innovation for competitive advantage (Carayannis et al., 2015; 

Porter, 1990). Carayannis et al. (2015) offer that competitive advantage occurs in three areas; 

(a) product/service research and development, expansion into new markets, new 

technologies, sales productivity, or increasing the number of customers, (b) human resource 

development activities, organizational morale, and investments that promote growth, and (c) 

a focus on products/ services that distinguish the enterprise from the competition and 

attracting new customers. Carayannis et al. (2015) write that there are several basic 

principles pertaining to innovation (a) an integrated approach, (b) incentives, (c) systemic 
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process to convert ideas into innovations, (d) teamworking skills, (e) effective 

communication, (f) learning, and (g) effective project management. Innovation is not just 

important for staying competitive in a marketplace, it is also important for sustainability. 

Authors Nidumolu, Prahalad, and Rangaswami (2009) note that there is no 

alternative to sustainable development and that increasing organizational capacity to 

innovate is key.  Seebode, Jeanrenaud, and Besant (2012) concur and offer that if we are to 

deal with growing resource pressures such as food security and climate change using 

different models of managing innovation is important.  They argue that managing innovation 

is not simply allocating resources to an innovation project but rather managing innovation is 

dynamic and organizations must implement and review innovation processes.  Thus, 

encouraging innovation is a key management strategy in effectively managing issues of 

limits and sustainability within hotels.   

In a review of the tourism innovation literature Hjalager (2010) categorizes tourism 

innovation into three areas: product or service; process, managerial, management, and 

institutional.  Product or service innovations are changes directly seen by the consumer 

while process innovations are aimed at increasing productivity or reducing costs. Managerial 

innovations are concerned with the internal human resource structure and management 

innovations deal with typically marketing changes.  Finally, institutional innovations are 

more wide-ranging and include collaborations with other partners (Hjalager, 2010).   

Within the hospitality sector, innovativeness is an important factor for 

competitiveness and contributes to increased profits and sales (Chen, 2011; Sandvik, Duhan, 

& Sandvik, 2014). Innovations within the hotel industry range from hotel concepts to 

services such as spas and technology (Hossain, Kumar, & Kumar, 2010).  However, the 
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service nature of the hotel industry makes the profits derived from innovations temporary as 

other competitors tend to copy innovations (Sandvik et al., 2014).  One such example is the 

ability for customers to use their devices to remotely check-in. In fact, some services have 

quickly gone from being innovative to becoming part of a necessary service that hoteliers 

need to offer customers. High-speed wireless is a good example of this rapid transition.  

Thus, when we consider innovation in a hotel it would be more appropriate to consider 

innovation as a continuous process (Sandvik et al., 2014) and that the challenge for hoteliers 

is to continue innovating (Dube, Enz, Renaghan, & Siguaw, 2000) to quickly adapt to an 

ever-changing marketplace (Sandvik et al., 2014).  Meeting this challenge is made more 

complex given the localized business environment in which hotels operate, a low tolerance 

to deviate from customer expectations (Kessler, Pachucki, Stummer, Mair, & Binder, 2015), 

and the availability of human capital within a hotel (Sandvik et al., 2014).  Tseng, Kuo, and 

Chou (2008) offer that effectively managing the technological, organizational, and human 

resources systems within a hotel supports increased innovation. In other words, factors such 

as high turnover, poor employee engagement or a lack of training may impede innovation. If 

we consider innovation to be a core organizational competence, then how can hoteliers 

create a culture that supports innovation?   

 Drejer (2002) advances the concept that the innovation process needs to be managed: 

that, similar to other business processes, there are certain activities leaders can engage in to 

better reap the rewards of this process.  Ottenbacher and Gnoth (2005) write that there exist 

nine success factors for innovation in hospitality: (a) market selection (return on investment), 

(b) strategic human resources management (attracting and retaining excellent employees), 

(c) training of employees (enhancing employee expertise), (d) market responsiveness (fit 
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between innovation and the market), (e) empowerment (employee autonomy), (f) behavior-

based evaluation (employee performance evaluations), (g) marketing synergy (pricing, 

advertisement, and delivery of the innovation), (h) employee commitment (support of the 

innovation), and (i) tangible quality (promised quality). In reflecting on these nine factors it 

becomes clear that an innovation’s success greatly depends on many human resource aspects 

such as employee selection, retention, and training. Training increases the business 

knowledge of employees thereby increasing the learning capability of an organization 

(Martinez-Roman, Tamayo, Gamero, & Romero, 2015; Nieves & Diaz-Meneses, 2016).  In 

increasing employee knowledge of the hotel’s business environment, hoteliers increase 

organizational learning that can be directed to support innovation. The role of selection and 

employee training for innovation is taken up in a study by Chang, Gong, & Shum, (2011) 

that found that the hiring multi-skilled employees that have expertise across related areas 

provides an opportunity to arrive at innovations quicker than with organizations with 

employees who had less skill and required more training.  Training as a condition for 

innovation was studied by Martinez-Ros & Orfila-Sintes (2012) who found that internal 

training was positively co-related with improved levels of innovation within hotels. This 

makes sense if we consider that it would be difficult for employees to advance innovative 

ideas without a firm understanding of the business.  I explore in chapter five how the 

management of innovation is a necessary competency for hotel managers. 

While there are many ways hoteliers can encourage new ideas such as an idea box in 

the cafeteria or paying monetary incentives for ideas that have been adopted (Kattara & El-

Said, 2014) hoteliers must still ensure that barriers to innovation are reduced and creativity 
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encouraged if they are to remain competitive in the marketplace and more deeply embed 

sustainability in hotels.  

In this chapter I have explored the literature on sustainable development, sustainable 

hospitality and strategic planning, which included innovation in hotels, and the tourism life 

cycle.  The literature review included key concepts, perspectives, and definitions of 

sustainable development followed by the definition of sustainable development for the hotel 

sector, and its four system conditions. I have also discussed the sustainable hospitality 

literature through the four system conditions of scale, limits, place, and diversity, although 

for the purposes of my research this definition was only tested with the interviewees to 

determine its usefulness to contribute to a greater understanding of sustainability within 

hotel strategic planning processes.  
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CHAPTER III 

METHODOLOGY 

 
I begin this chapter by re-stating the research questions and then continue by 

discussing the methodology, and the methods used to conduct the research.  Further, I 

discuss how participants were selected, how the data were analyzed, and the study 

conducted.  I conclude with a section on ethics. 

The questions this research sought to answer are the following. 

To what extent do hotel leaders integrate concepts of sustainability into their strategic 

planning process? 

Sub questions include the following.  

• How can a sustainable framework of scale, limits, place, and diversity enhance 

understanding of sustainability within hotel organizations?   

• What are the barriers and limits experienced by hotel leaders while integrating 

concepts of sustainability into strategic planning processes? 

• What are the necessary leadership skills, characteristics, and practices to lead 

sustainability in hotels?  

• What is the relationship between sustainable community development and building 

sustainable hospitality enterprises? 

Approach  

In considering an ontological perspective I was faced with two main approaches.  A 

positivist perspective in which reality is external and objective, and the search for facts is 

value-free, and an interpretivist perspective in which reality is socially constructed, 

subjective, and a search for meaning dominates (Cruickshank, 2012; Easton, 2009; Sayer, 
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2000).  In this section I discuss the ontological and epistemological claims of social 

construction, critical realism and end with a personal reflection as a way to situate my 

approach in relation to the research.  

A social constructivist approach views reality as co-constructed between actors and 

that reality may only be known in relationship (Guba & Lincoln, 2005).   Guba and Lincoln, 

(2005) write that actors create knowledge in transactions, and that knowledge is inherently 

inter-subjective (created by two or more people).  Gergen and Gergen (2007) offer that 

knowledge of self and others is found in human relationship.  The ontological perspective of 

social constructionism proposes that our world is a construction created by people in 

relationship to each other; that there is no objective world and that language mediates the 

meaning ascribed to experiences, events, and things (Andrews, 2012; Gergen & Gergen, 

2007).  Research conducted in organizations using a constructivist perspective posits that: 

organizations are socially constructed; that relationships are observable in interaction, and 

that the goal of research is to understand the relational dynamics as constituted in social 

practices (Sias, 2009).  However, I disagree with Sias (2009) in that from my perspective 

there are indeed structures or laws that produce these relational dynamics and that the goal of 

research in the social sciences is to uncover these structures or laws.   

In reflecting on my own view of reality a purely constructionist view doesn’t quite 

resonate.  My search for a more representative view of reality steered me to a critical realist 

approach. Cruickshank, (2003) notes that within the social sciences, laws or structures are 

ever changing because of the concept of agency.  Thus, while mechanisms or structures are 

responsible for events within the social sciences these structures change from place to place 

and from time to time.  Critical realists and post-modern authors agree that the social world 
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is socially constructed.  However, critical realists depart from the common post-modern 

belief that there are no structures other than what actors construct (Cruickshank, 2012; 

Sayer, 2000).  This ontological position recognizes that laws or structures exist (positivism) 

but that these structures can only be understood by observing events that are produced by 

these structures (interpretivism) (Bhaskar, 1978; Maxwell, 2012).  

From an epistemic perspective, critical realists, not unlike social constructivists, 

believe that knowledge is historically, socially, and culturally situated (Archer et al., 2016). 

Social constructivists and critical realists share the belief that knowledge is created in 

relationship and as such knowledge is relative to a particular truth, context, or concept 

(Archer et al., 2016).  Critical realists embrace epistemic relativism (knowledge that is 

relative to a given context) and focus less on the knowledge being created by actors than 

unearthing theories that drive events (Bhaskar & Lawson, 1998). 

I selected a critical realist approach for this research because I believe that this 

approach would best uncover the structures, perceptions, and theories used by the 

participants with respect to sustainability in hotels. 

Franklin and Blyton (2011) claim that sustainability researchers require a range of 

qualities, including an ability to appreciate and apply systems thinking, a willingness to cross 

disciplinary boundaries, be relatively robust, unapologetic, and calm.  They offer that 

sustainability research is values-based and intentional and thus, open to criticism from the 

academy because it is based on the prior assumptions of researchers.  They further claim that 

sustainability researchers must be visionaries and heretics: going beyond notions of trans-

disciplinarity and the breaking down of paradigms.  Thus, sustainability researchers need the 

skills of integration, synthesis, and contextualization (Franklin & Blyton, 2011; Robinson & 
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Tinker, 1997; Robinson, 2004). Researchers must also account for personal perspectives and 

make explicit personally held values, assumptions, and purposes.  This is necessary if one is 

to come clean about one’s standpoint and positionality in relation to the conduct of research.   

The thought of labeling myself a sustainability researcher had not crossed my mind 

until well into the research.  Many of the qualities that Franklin and Blyton (2011) mention 

just seem to me to be good research qualities, or for that matter, a good consultant. In 

reflecting on some of the challenges in working across disciplines I can see how I needed to 

hone my skills for integrated thinking and synthesis. Further, integrating diverse literatures 

and perspectives was often daunting, and thus my rationale for bounding my research in 

three clearly articulated domains. I certainly do not see myself as a visionary or a breaker of 

paradigms; however, I believe that research conducted across disciplines has an opportunity 

to provide added insights to help solve complex problems. 

Methodology 

Considering my ontological position, the research question, and potential outcomes 

of this research project I was drawn to case study as a research methodology because of its 

goal of investigating and exploring social phenomena and its constructivist nature (Baxter & 

Jack, 2008). In this next section I explore case study as a research methodology and provide 

a rationale for its use in the conduct of this research.   

There are several perspectives on case study research. For example, Schramm (1971) 

offers that case studies when used as a research methodology, “illuminate a decision, or set 

of decisions: why they were taken, how they were implemented, and with what results” (p. 

6).  Flyvbjerg (2006) offers that investigators should explore the details of a particular case 

in an effort to understand the dynamics within a particular setting (Eisenhardt, 2002). 
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Further, case study is an appropriate methodology when a holistic, in-depth investigation is 

needed (Feagin, Orum, & Sjoberg, 1991) and when the study is focused on providing an in-

depth discussion concerning relationships and processes (Denscombe, 1998). Bryman (2008) 

offers that case study methodology can also highlight distinctive concepts in order to arrive 

at a theory.  In digging deeper into case study as a research methodology, I found three main 

approaches, those of Yin, Stake, and Merriam. I compare and contrast these approaches next. 

Yin (2009) defines a case study as, “an empirical inquiry that investigates a 

contemporary phenomena within its real-life context, especially when the boundaries 

between the phenomenon and context are not clearly evident” (p.18).  Thus, case studies 

focus on contemporary and not historical events and the uncovering of context when 

studying a phenomenon. Yin (2009) also writes that case study as a research methodology is 

useful in addressing how and why questions and advocates for the use of multiple data 

collection methods.  From an epistemological perspective, Yin’s (2009) focus on case study 

as an empirical inquiry and the maintenance of objectivity places him in the camp of post-

positivist researchers who value objectivity and the generalizability of data (Ellingson, 2011; 

Harrison, Birks, Franklin, & Mills, 2017).   

Stake (1995) when defining case studies takes a more flexible stance than Yin 

(2009).  He defines a case study as, “the study of a particularity and complexity of a single 

case, coming to understand its activity within important circumstances” (p.x) and that the 

focus should be on what is being studied and not the methods being used (Harrison et al., 

2017). Stake (1995), similar to Yin (2009), advocates for a disciplined approach in the 

conduct of case study research but notes that the researcher has an interpretive role. For 

Stake (1995) one of the knowledge goals of case study research is to discover participant 



SUSTAINABLE HOSPITALITY 
        
88

meanings in context (Harrison et al., 2017) and not an objective truth as with Yin (2009).   

Further, Stake (1995) notes that for the researcher to understand the case "requires 

experiencing the activity of the case as it occurs in its context and in its particular situation" 

(p.2).  Thus, we can see that for Stake (1995), case study as a research methodology is 

closely aligned to constructivist and interpretivist paradigms since it requires researchers to 

interpret activities that are being constructed between actors. Finally, Merriam (1998) writes 

that a case is, “a thing, a single entity, a unit around which there are boundaries” (p.27).  She 

goes on to describe a case as, “an intensive, holistic description and analysis of a bounded 

phenomena such as a program or institution, a person, a process, or a social unit” (p.xiii). For 

Merriam (1998), cases studies are particularistic in that they focus on a particular 

phenomena, descriptive in that they should yield a rich thick description of the phenomenon 

under study, and heuristic in that they should help the reader understand the phenomena 

under investigation. For Merriam (1998), as with Stake (1995), reality is constructed 

between people (Harrison et al., 2017; Yazan, 2015) and thus falls within a constructivist 

paradigm. 

While there are differences among these three approaches there are significant 

similarities.  For example, there is general agreement that a case is an entity of interest, is 

bounded and studied in context, and is an in-depth study of the phenomena under 

investigation (Harrison et al., 2017).  Further, case studies rely on multiple sources of 

evidence and can be descriptive, exploratory, explanatory, illustrative, or evaluative 

(Harrison et al., 2017). Thus, case study should be used when the desired outcome of a 

research project is the investigation and production of a detailed description of a particular 

case with the intent of providing the reader with a deep understanding of the phenomena at 
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play. I believe that my research question, outcomes, and goals are aligned with a case study 

methodology. 

My research question asks, “To what extent do hotel leaders integrate concepts of 

sustainability into their strategic planning process?” I believe that to answer the question it 

was necessary to investigate, explore, and describe participant understandings of hotel 

sustainability and create a robust description.  Further, to achieve the intended outcomes of 

this research which were to (a) provide a rich and thick description of the process followed 

by hotel leaders in their attempts to incorporate concepts of sustainability into their strategic 

plans, (b) to provide an understanding of how hotel leaders view sustainable hospitality, and 

(c) how the sustainable development conditions of scale, limits, place, and diversity can 

inform sustainable hospitality, required a deep understanding of the phenomena and 

dynamics at play.  Finally, the goals of this project which were to (a) explore the process that 

hotel leaders use when incorporating concepts of sustainability into their strategic plans, (b) 

discover the barriers and limitations in this integration, (c) contribute to the sustainable 

hospitality conversation, and (d) discover the leadership skills, characteristics, and practices 

leaders use when engaging in this hotel strategic planning process were best achieved by 

using various research methods.  The fact that this study occurred in a real world setting that 

was bounded by a particular entity, in this case hotel leader perspectives of hotel 

sustainability, I believe provides a strong rationale for the use of case study as a 

methodology. 

A multi method, multiple-case study approach using exemplifying cases was selected 

for this research to address issues of rigour and generalizability. This approach allows for the 

examination of key social processes, the ability to compare and contrast distinguishing 
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characteristics and the ability to highlight distinctive concepts in order to arrive at a model 

(Bryman, 2008). The design of this research followed an embedded case study design in 

which researchers gather evidence from different aspects of a case (Scholz & Tietje, 2002) 

resulting in a rich thick descriptive case study.  A rigorous description of a case should 

provide enough detail to help the reader come to conclusion that what the researcher reports 

makes sense (Merriam, 1998). There are also disadvantages to using case study as a 

methodology, including questions concerning whether the cases selected appropriately 

answered the research question, a limited basis for generalization, and that results may not be 

generalizable to a larger population (Yin, 2009).  However this is balanced with the notion 

that the results can be generalized to theory (Yin, 2009). 

The selection of the case study followed a literal replication model.  A literal 

replication model refers to the selection of multiple cases aimed at exploring and describing 

features across similar cases (Yin, 2009).  Yin (2009) and Eisenhardt (1989) suggest that a 

replication model is more powerful and useful when seeking to analyze data with regards to 

a theoretical construct.   A multiple case study design that uses a literal replication model 

requires that individual reports be written for each case and that cross-case conclusions 

should be drawn across cases (Yin, 2009), culminating in a cross-case report. Yin (2009) 

advocates the use of multiple sources of evidence, the use of a case study database, and 

maintaining a chain of evidence that can be traced back to the original data from the report 

as ways to ensure validity and trustworthiness of the conclusions made by the researcher. In 

following his advice, I created three separate databases, organized the data by site, and used 

memos so others could clearly follow how I arrived at my interpretations. Another way that I 
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sought to ensure validity was through reflexivity, acknowledging my place in the research 

study (Bryar, 2000). 

Methods 

The research methods used in this research were direct participant observation, semi-

structured interviews and the use of a tool, visual explorer.  Semi-structured interviews were 

used to investigate implicit and explicit knowledge and assumptions, in reconstructing 

theories in use and to obtain in-depth responses with nuances and contradiction (Flick, 2009; 

Mack, Woodsong, MacQueen, Guest, & Namey, 2005).  Interviews are a way of 

investigating implicit and explicit knowledge and assumptions, reconstructing subjective 

theories in use, and useful in obtaining in-depth responses that contain nuance and 

contradictions (Flick, 2009; Mack et al., 2005).  There can be challenges with interviews, for 

example, in ensuring that the required data is obtained and that participants have the 

necessary knowledge to answer the questions (Flick, 2009; Mack et al., 2005). 

Similar to interviews (Harper 2002) visual explorer is a method in which a set of 

images is used to support collaborative and creative conversations and to elicit participant’s 

individual, collective understandings (Palus & Horth, 2010), perspectives, viewpoints, and 

feelings (Harper, 2002).  Visual explorer helps stimulate dialogue by combining diverse 

images with discussion that will often generate deep understanding among participants.  

Further, it can be used to forge alignment and a collective understanding (Palus & Horth, 

2010).  

Visual explorer is an example of a visual research method.  Visual research methods 

use photographs, video, or artwork as a way to generate conversations between researchers 

and participants (Clark-Ibanez, 2004; Johnson, 2014; Thomas, 2009) aimed at uncovering 
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participant insights into a variety of social issues (Keller, Fleury, Perez, Ainsworth, & 

Vaughan, 2008).  

Mackay and Couldwell (2004) write that visual research methods, as with all 

research methods, have their advantages and disadvantages. For example, using photographs 

allows for participants to be actively involved in the research, provides an opportunity for 

negative images to be discussed, and is a method in which participants enjoy engaging. 

Bignante (2010) comments that visual research methods can also contribute to better 

communication and relationships between researcher and participant.  However, using visual 

research methods requires a verbal follow-up with participants, is more labour intensive for 

researchers, and participant conversations maybe influenced by others (Mackay & 

Couldwell, 2004). 

Clark-Ibanez (2004) notes that photo elicitation methods, visual research methods 

that use photographs, can generate different and more information from participants that can 

include; sharing information that participants might not have thought as important (Clark-

Ibanez, 2004), provide an opportunity for participants to talk about their values, beliefs, and 

experiences (Glover, Stewart, & Gladdys, 2008).), and encourage participants to engage 

more with their senses and emotions (Pink, 2014). Further, this type of participant 

engagement with visuals can allow the researcher to ask different types of questions than 

would be possible solely with a verbal interview (Wilhoit, 2017). In discussing the 

ontological and epistemological issues of visual research methods, Lynn and Lea (2005) 

write that these methods are aligned with a socially constructivist approach and that the 

knowledge goals of using this method are not truth but rather a deeper understating of the 

phenomenon under study.  Bignante (2010) notes that photo-elicitation does not replace 
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other research methods but rather is useful in in triangulating data from other sources.  In 

this way photo elicitation can bring about additional validity (Bignante, 2010).   

The visual explorer process has five steps; (a) frame, in which the guiding question or 

questions are developed and subsequently provide context to the discussion, (b) browse, 

where participants are invited to silently browse images, (c) reflect, participants are then 

asked to reflect on their selection, (d) share, where participants share with the group their 

reflections, and (e) extend, where participants develop a deeper collective understanding. In 

this way visual explorer is similar to a group interview in which participant opinions are 

revealed and their meanings negotiated (Flick, 2009).   

Participants  

In this section, I provide details on the population selected for the research, the 

sampling technique used, and the selection criteria employed.  In considering potential 

participants it was important to select hotel leadership teams that had an interest in 

sustainability and in implementing sustainability into their business strategies.  Hotel leaders 

were selected because they are responsible for leading business strategy planning.  

Selection criteria.  Three sites were chosen. Hotels were selected from one hotel 

management group in order to compare and contrast the influence of the owning group, 

minimize incompatibility with case study comparisons, and for easier access to participants. 

Participants were selected from hotels with a minimum of 150 rooms and with food and 

beverage and banquet facilities.  I decided to select participants from hotels with these 

facilities because it would allow for a greater pool of leaders and diversity of perspectives, 

and roles. In a smaller hotel, without food and beverage or meeting facilities, the leadership 

team is relatively small, two or three people. Further, smaller independent hotels may not 
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have formalized business strategy processes.  Ease of access was also a consideration.  

Urban hotels that are clustered in one part of the country would allow for greater ease and 

provide for more cost-effective travel. A background for each site appears in the introduction 

to this dissertation.  

Population.  Three leadership teams were selected.  Each team worked in a hotel that 

had at least 150 rooms and food and beverage and banquet facilities. These hotels were 

situated in urban areas and were from both branded and un-branded hotels.  All three hotels 

were located in Western Canada.  Leadership teams included general managers and 

department managers. All three hotels were part of a hotel chain that shall be referred to as 

HMG.  HMG has a sustainability policy that is not limited to environmental efforts, but 

includes a commitment to the social well-being of communities in which they operate.  

Some of these initiatives include raising money for charity, codes of conduct for suppliers, 

and providing a safe environment for employees. 

Participants.  A total of 27 leaders out of a potential 30 leaders participated in both 

the interviews and the visual explorer activity. On average, hotel leadership teams for the 

suggested sample size varied between eight and ten interviewees.  The following functional 

roles were generally represented on the leadership teams: general manager, food and 

beverage manager, rooms manager, sales manager, executive housekeeper, 

engineering/maintenance, human resource manager, and executive chef.  Not all roles 

existed at all three sites and some roles were combined.  

Sampling strategies. There are no established rules in qualitative research when it 

comes to sample size, there are, however, practical guidelines.  For example, samples should 

be selected purposefully so that they can provide information about the phenomena being 
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investigated (Miles & Huberman, 1994).  Further, participants should be selected according 

to criteria following not only the research purpose but also the unfolding theorizing (Miles & 

Huberman, 1994).  Thus, sampling strategies are not static but may change as the needs of 

the project change.  For example, if new, or emerging concepts become evident it may be 

necessary to adjust sampling strategies and or criteria.  Purposeful sampling is the selection 

of cases that provide in-depth information (Patton, 1990).  Selecting samples with this 

approach can be done in many ways.  Researchers may, for example, select samples that are 

extreme or homogenous representations of the phenomena being studied (Patton, 1990). For 

the purposes of this research, a purposeful sampling strategy using criterion sampling (all 

cases meet the same criteria) was used. 

Analysis  

There are several reasons why it is important for researchers to clearly articulate the 

decisions and assumptions made in analysing the data.  Chief among them is the need to 

evaluate the quality of the research, compare research findings across other similar studies, 

and as a way not to hinder the work of other researchers (Attride-Stirling, 2001). In this 

section I explore the ontological and epistemological underpinnings of thematic analysis and 

how this approach was used to analyze the data.  

Thematic analysis is “a method for identifying, analysing, and reporting patterns 

(themes) within data” (Braun & Clarke, 2006, p. 78).  Boyatzis (1998) describes thematic 

analysis as a way of seeing, “of sensing themes in life” (p. 1) and a process that can be used 

across many qualitative methodologies (Boyatzis, 1998; Ryan & Bernard, 2000).  

Braun and Clarke (2006) share that researchers code data in various ways, that is, 

either from an inductive perspective or a theoretical one.  An inductive approach is analysis 
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driven by the data while a theoretical approach is analysis driven by the research questions 

and theoretical propositions.  Further, Braun and Clarke (2006) differentiate between a 

semantic approach that tends not to look beyond what has been said or written and a latent 

approach that looks to identify the features, “form and meaning” (p. 84) behind the data.  In 

this project a theoretical and latent approach was used to code the data.  I used Braun and 

Clarke’s (2006) six-step approach to conducting thematic analysis (a) familiarising oneself 

with the data, (b) generating codes, (c) searching for themes, (d) reviewing themes, (e) 

defining and naming themes, and (f) producing a report.  

Initial codes were generated for each case. These raw codes were not themes but 

rather initial ideas about the data. Raw data used in the analysis included data from the visual 

explorer activity, interviews, and data generated by participants during the planning session 

and captured on flipcharts.  Some of the codes included innovation, leadership, and so forth.  

Codes were then further analyzed to generate themes. Themes were then reviewed, defined, 

and categorized.  This required iteratively going back to the data and the original codes. To 

ensure the accuracy and reliability of the themes identified, it was important to ensure that 

the data within a theme was coherent.  This step in thematic coding is referred to as internal 

homogeneity (Patton, 1990).  Conversely, it was also important to ensure that data outside of 

this theme belonged to another theme called external heterogeneity (Patton, 1990).  To 

demonstrate reliability and validity selected extracts are published in the discussion areas of 

the dissertation.  

Study Conduct  

The research was conducted following a process outlined by Yin (2009). This 

process contains six phases: (a) plan, (b) design, (c) prepare, (d) collect, (e) analyze, and (f) 
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share.  Below, I use the different phases of Yin’s (2009) case study model to outline the 

steps taken in conducting the research. 

Plan.  In the planning stage it is important to determine if the question can be 

answered by using a case study approach and if the research project will include one or more 

cases. When contemplating the design for the case study, Yin (2009) suggests that 

researchers define the research question, consider the study’s propositions, define the unit of 

analysis, demonstrate the logic linking the data to the propositions, and set the criteria for 

interpreting the findings. During this stage I followed Yin’s (2009) suggestions and 

reworked the research questions, defined the unit of analysis and explored how I would 

analyze the data.  I also field-tested the interview questions and prepared the interview guide.  

There were also administrative details that needed to be tended to such as preparing the 

informed consent forms, answering participant questions and planning logistics such as 

travel. 

Design.  Four distinct data collection phases were designed—(1) a visual explorer 

activity; (2) SWOT presentations; (3) the co-creation and development of strategic plans, 

and (4) interviews with the participants from the first three phases.  

The visual explorer, SWOT presentations, and the development of strategic plans 

occurred during a strategic planning session held over two-days.  The objective of the 

session was the development of strategic plans and actions to meet desired business goals 

from a sustainability perspective.  The list of strategies developed by participants appears in 

Appendix B. 

 The strategic planning method I used followed a SWOT process: identifying 

strengths, weaknesses, opportunities, and threats. Given my expertise in the industry, I 
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developed and facilitated a two-day session. The program for the strategic planning sessions 

included an introduction; exploring the four system conditions of sustainable community 

development (scale, limits, place, diversity); applicability of these conditions to hotel 

business planning; and the subsequent co-development of plans and actions. 

During the two-day planning sessions, participants (department heads and general 

managers) explored the proposed framework with the goal of devising business strategies for 

improved sustainability.  During these sessions, I acted as the expert in group processes 

while participants provided their practical local knowledge (Coghlan & Brannick, 2001; 

Greenwood & Levin, 2004) to create these business strategies. The two-day planning 

sessions were structured as follows. I presented a framework on sustainable hospitality then 

followed up with a visual explorer activity asking the question, “What does sustainability 

mean to you in the context of this hotel?” Next, I provided further context by discussing 

Hawkins and Bohdanowicz (2012) ten sustainability principles. Before launching into the 

development of business strategies I presented a strategy development framework, which 

was then followed by participants presenting their departmental SWOT.  The sessions ended 

with the development of business strategies. 

Prepare.  In the prepare phase of the research, I field-tested the interview questions 

with three department hotel managers not associated with the case studies.  In this stage, 

other activities included submitting the ethics review, the preparation of letters of informed 

consent, and the general organization of my research.  I also familiarized myself with a 

qualitative software program called MAXQDA used to help analyze the data.  

Collect. The interview protocol was designed to answer the research questions as to 

what processes were followed, barriers discovered in integrating the sustainable community 
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development model, and what leadership skills and characteristics were used. Interviews 

were held shortly after the two-day planning session either in person or by phone. Notes and 

strategies were captured on flipcharts. 

Analyze.  To ensure confidentiality, each interview was given a participant number 

that identified the interviewee.  A master list of these participant numbers w maintained for 

easy reference.  A third party transcribed interviews into a Microsoft word document format 

with time stamps. These files were then downloaded into MAXQDA for analysis.  Images of 

flip charts from the visual explorer sessions and SWOT’s were also downloaded to 

MAXQDA for analysis.  

Share.  Yin (2009) urges researchers to produce visual and textual information that is 

tailored to a defined audience and disseminated as widely as possible through various means 

such as conference, symposia, and the popular press.  In considering knowledge 

dissemination, Scullion (2002) notes that it is vital to consider factors such as audiences, the 

message being communicated and the medium used to communicate the message.  Further, 

he notes that it is important to consider knowledge dissemination early on in the research 

design phase. 

Ethical Considerations 

This research project was guided by the Royal Roads University (RRU) ethics policy, 

which is a reflection of the Tri-Council policy statement (TCPS) on ethical research.  The 

TCPS (2011) outlines three core principles: (a) respect for person, (b) concern for welfare, 

and (c) justice.  In discussing respect for persons, the TCPS notes that this core principle 

recognizes the intrinsic value of human beings and an obligation to respect their autonomy.  

With respect to concern for welfare, the policy document outlines the responsibility to 
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protect the welfare of participants and to provide participants with enough information to 

make judgments as to the potential risks of engaging in the research.  Finally, in discussing 

the principle of justice, the policy states that the research should not unduly burden one 

segment of society or deny the benefits of knowledge generated by the research.  I did not 

work with segments of the population that are vulnerable (e.g., children) but I did pay 

attention to issues of informed consent and anonymity and was able to provide anonymity to 

all my interviewees. I was not able to provide anonymity to participants during the visual 

explorer activity because this was a group activity.  I did make this clear to participants and 

gave them an opportunity to withdraw their participation.   

Conducting research using a case study methodology poses unique ethical issues.  

For researchers to construct a thick and rich description of the case they must come into 

direct and close contact with participants.  This can render participants vulnerable especially 

if the sample size is small enough for participants to recognize others that they work closely 

with when reading this dissertation (Langley & Royer, 2006). To help mitigate this and to 

prevent competitors from possibly obtaining propriety information, participant hotels or the 

management company they belong to have not been identified.  

My position as an outside consultant with the case study participants can also pose 

unique ethical challenges different to researchers internal to an organization.  Morton (1999) 

notes the dual-role consultants have within the organizations they are researching.  These 

dualities include: (a) holding the promise made to clients in delivering on project goals; (b) 

the presentation of the researcher as an academic or as a consultant; (c) the possible 

researcher dilemma of allowing a possible failure of an action to occur that may be useful to 

the researcher but not to participants, and (d) balancing activities that may be of interest to 
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the researcher but of little use to participants.  In considering the promises made to research 

participants it is important for researchers to be aware of their skill level and not promise 

what they cannot do. How researchers present themselves to participants can influence how 

participants interact with the researcher changing the nature of the relationship between 

researcher and participants.  This makes it important for the researcher to clearly indicate 

which role is being assumed.  During the research process participants may decide on a 

planned action that the researcher believes, based on experience, may fail.  In this case, the 

researcher is faced with the dilemma of letting the action continue, possibly, risking the 

failure to meet research objectives, or allowing the action to continue and uncovering 

valuable data that may result from the failed action.  For example, participants may decide 

that training (planned action) is needed.  However, a researcher may feel that establishing a 

process may be more appropriate to reach the objectives of the planned action.  If 

participants decide to go ahead with training and the planned action fails this could provide 

the researcher with valuable data about the use of training to achieve the objectives of the 

planned activity.  On the other hand this data might not be useful to participants and may not 

get them closer to their objectives.  Finally, not all activities that may interest a researcher 

are beneficial to participants. For example, researcher reflection is an important component 

of the research process; however, one that may not prove beneficial to participants and that 

could detract from the time spent on activities that might otherwise benefit participants. The 

social constructionist approach to this project also brings within it particular ethical 

considerations. 

Shotter (2005) raises the issue of ethics in a socially constructed world.  He asks 

readers to consider what might be the ethical challenges in coming to an understanding of 
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the lives of others from both our own perspective and the other person's perspective.  If 

social constructionism is about co-constructed relationships, then what are our ethical 

responsibilities in conducting research from this perspective?  Shotter (2005) offers that 

when we communicate in a socially constructed space we need to maintain a sense of a 

collective-we.  A collective-we which maintains a shared reality that,  

we can not only express to each other who we are, the nature of our unique inner 

lives to each other, but also within such richly textured realities, that we can sense 

ourselves as free agents in our interactions, and not feel dictated to by the others 

around us in what we say and do. (Shotter, 2005, p. 117-118)   

In maintaining this collective-we, Shotter (2005) encourages us to relate responsively and 

responsibly, understanding that the other’s responses are contingent on our own through a 

transactional process.  How do we relate responsively and responsibly within this context?  I 

understand from Shotter that, from a social construction perspective, we achieve 

responsiveness when we interact (respond) to others and we relate responsibly when we 

understand the obligation to interact. 

Further, when we maintain this level of interaction we achieve presence.  An 

example might help illustrate this point.  Let us consider constructive learning in an online 

course.  If learners do not interact (blog, hold discussions, message) then they will co-create 

less knowledge.  In this situation, one could say that the absence of interaction (response) is 

unethical because learners have abandoned their responsibility to interact with both their 

cohort and their instructor.  Thus, from this perspective, to act ethically one must be present 

to the other, working together to create meaning. 
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In this chapter I outlined the goals of this research which were to: (a) discover the 

leadership skills, characteristics, and practices leaders use when engaging in the case study 

hotel’s strategic planning process; (b) explore the process that hotel leaders use when 

incorporating concepts of sustainability into their strategic plans; (c) discover the barriers 

and limitations in this integration, and (d) contribute to the sustainable hospitality 

conversation.  To do so, I adopted a multiple case study methodology approach because of 

the ability of this approach to create a rich description of participant theories in use. Semi-

structured interviews and the use of visual explorer were selected as methods due to their 

ability in uncovering theories. Participants were selected from three hotels with a minimum 

of 150 rooms and with food and beverage and banqueting facilities to ensure a diverse range 

of views. The study took on the design of a two-day strategic planning session and data were 

analyzed using a thematic coding approach.  Finally, I discussed some of the ethical 

considerations, which included anonymity, confidentiality, and my role as an external 

consultant.  
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CHAPTER IV 

RESULTS 

In this chapter I provide the research results.  The findings are organized into seven 

overarching themes uncovered in the research (a) participant understandings of 

sustainability, (b) place identity, (c) employee engagement, (d) innovation, (e) investment, 

(f) leadership for sustainability, and (g) the alignment of strategies developed by participants 

with sustainability.  Exemplar tables presented in this chapter are arranged by site except for 

Table 1, which is arranged from shallow to deep understandings of sustainability. 

Participant comments about the planning sessions were favourable. Participants 

appreciated the opportunity to work in a group and get to know their colleagues better. The 

outgoing general manager of site three commented, “the discussion over those photographs 

(referring to the visual explorer) was, I think, highly effective in launching the team towards 

sort of better understanding of where they are and kind of what help they need” (Site 3, 

Interviewee 5). Another commented, “No, I mean this is just a light bulb that went off here. I 

mean I started off by saying that I think overall everybody came away from there 

recognizing that sustainable development is more than green” (Site 3, Interviewee 3).  He 

continues, “It’s absolutely been memorable and will – much has been learned and will be 

maintained” (Site 3, Interviewee 3). These comments reflect the general tone of participants 

from this particular hotel site.  

 

Participant Understandings of Sustainability  

In analyzing the visual explorer data and the interview transcripts, it became apparent 

that there were varying perspectives concerning sustainable development and what 
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sustainability might mean in a hotel context. The perspectives offered can be placed on a 

continuum from deep to shallow understandings and knowledge of sustainability.   

Warburton (2003) shares that deep learning is especially important for sustainability.  

Deep learning requires understanding underlying meanings, the use of critical thinking skills, 

and independent thinking. While more surface learning is focused on providing descriptions.  

Bennet and Bennet (2008) go on to characterize understanding from shallow to deep.  

Shallow understandings are characterized by possessing some information about the concept 

and creating a limited interpretation and meaning.  However, deep understandings are 

characterized by integrating both information and meaning making to shift a perspective 

(Bennet & Bennet, 2008).   

On the shallower end, we would expect interviewees to have little or limited 

knowledge of the core concepts of sustainability and focus mainly on reusing and recycling. 

Towards the deeper end of the continuum, one might expect interviewees to talk about the 

environment, the economy and possibly the social imperative of sustainability, or to be able 

to apply concepts of sustainability to hospitality. Within the context of this research, 

participants who had a deeper understanding of sustainable hospitality were more likely to 

not only describe features of sustainable hospitality they were also able to articulate personal 

perspectives of hotel sustainability.  

Most interviewees were on the shallower end of this continuum with a few notable 

exceptions. Of the 27 interviewees, three interviewees were identified to be on the very 

shallow end of the continuum, one person from site one and two persons from site two. Two 

interviewees were identified to be on the deep end of the continuum one person from site 
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one and another from site three. The majority of persons, 22, were placed in between.  In 

Table 1 I present exemplars to illustrate this continuum.  

Table 1.  Understandings of Sustainability -- Exemplars Shallow to Deep 

Site Participant Exemplar 

1 4 To be honest it wasn’t until we had our retreat that I really 

thought about it. 

1 3 Never really applied it in a business sense. 

1 5 And so whether it’s the recycling or the reusing of any kind of 

materials that we have. 

2 1 Renew, recycle, we want to be able to take that definition I guess 

and apply it to this hotel. 

3 6 It’s reusing. It’s a reusable resource. 

3 5 It’s like with our recycling programs. 

1 6 So much more prominent, prevalent and people are more 

passionate about it now than they were. And I don’t necessarily 

mean-, I don't necessarily think that people never thought about 

it, I just don't think there was as much, as big a spotlight on it. 

1 7 And as we, you know-, sometimes I think we-, it's always a fine 

balance between environmentally aware for the PR side of 

things, but also it can actually help us reduce costs, you know, 

because there' s the focus on recycling and reusing, and there's 

also the focus on, you know, there is avenues where you can 

actually sell a lot of those by-products. 
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Site Participant Exemplar 

2 2 What you’re doing with your business and how are you giving 

back to the business or giving back to the, to your customers or 

giving back to your community.  

3 2 Education. Our mission is to increase our environment 

sustainability, increase our diversion from landfill, to really get 

us up over that 90% or beyond. For now, 90 is good. We’re 

going to do better down the road. 

1 2 Lots of times because it was on their doorstep (environment), 

that link between how they operate as a business and the impact 

that they have on their surroundings. 

1 1 Well, I think I look at sustainability as – coming from my 

background – I always look at it three pieces, and they have to 

… if you have all three sort of pillars you can hold your 

business up. And that’s been part of the environment, your 

sustainability, your care for the environment overall, your care 

of your business – so you have to have a financial pillar, and 

environmental pillar – and then I say the culture or community. 

1 2 Lots of times because it was on their doorstep (environment), 

that link between how they operate as a business and the impact 

that they have on their surroundings. 

 



SUSTAINABLE HOSPITALITY 
        
108

In analysing the data, an interviewee shared that in a previous job their president 

strongly believed in sustainability and actively encouraged employees to participate in 

activities that focused on sustainability.  S/he offered, 

Well, I think I look at sustainability as – coming from my background – I always 

look at it three pieces, and they have to … if you have all three sort of pillars you can 

hold your business up. And that’s been part of the environment, your sustainability, 

your care for the environment overall, your care of your business – so you have to 

have a financial pillar, and environmental pillar – and then I say the culture or 

community.  (Site 1, Interviewee 1) 

Another participant, on the deeper end of the sustainability continuum, commented on how 

working for large hotel brands with hotels in natural settings allowed them to form an 

understanding of sustainability that included the importance of the natural environment. S/he 

commented, “Lots of times because it was on their doorstep (environment), that link between 

how they operate as a business and the impact that they have on their surroundings” (Site 1, 

Interviewee 2). Here we can see that close proximity to the natural environment strengthened 

this person’s view of sustainability. 

Other participants shared perspectives that focused on the recycling, reusing, 

reducing, and repurposing of materials and community activities aimed at helping the 

environment (16 of 27 respondents).  Other perspectives included how material items could 

be kept from going to the landfill and activities aimed at keeping their immediate 

environment clean.  Participants shared how items that were no longer useful in their current 

form were being repurposed, for example, old bed sheets into rags and banquet tables into 

wall protectors.  When it came to more indirect sustainability activities, these included 
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participation in activities such as Earth Day and community street clean up efforts.  It was 

clear to these participants that sustainability was about consuming less and sending less to 

the landfill. Two participants reported never having thought about sustainability within a 

hotel context before the session. One participant commented that they had never, “really 

applied it in a business sense” (Site 1, Interviewee 3).  That, “We all recycle cans and bottles 

and things” (Site 1, Interviewee 1), suggesting that sustainability was connected to more 

personal activities of recycling.  Another central theme in the interviews was equating a 

sustainable hotel with a commercially viable hotel.  It is not surprising that the primary focus 

of the leadership team was to make a profit.  Indeed, this was mentioned in all the 

interviews.  However, what also emerged was how participants “fitted” the three aspects of 

sustainability (environmental, economic, social) and connected it to the long-term viability 

of the hotel.   

Another main theme that surfaced in discussing sustainability was the extensive 

green programs at site 3.  Some of the programs include composting, soap recycling, and 

general recycling. The chief engineer reported that 87.5% (by weight) of waste was diverted 

from the landfill, verified by their waste management company. S/he offered, “Education. 

Our mission is to increase our environmental sustainability, increase our diversion from 

landfill, to really get us up over that 90% or beyond. For now, 90 is good. We’re going to do 

better down the road” (Site 3, Interviewee 2). Another manager commented on these 

initiatives,  

I think it’s great that we do all of those things for the younger generation and 

everything, but I really honestly see it as something that I can market. I think it’s 
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great to be able to show our customers and our community that we are engaged in 

that stuff and it’s not just talk. It’s actually we’re doing it.  (Site 3, Interviewee 4) 

Here we see the sales and marketing manager looking for ways to leverage current green 

initiatives in the market place. 

Leader perceptions are crucial to the deployment of sustainable activities throughout 

the hotel (Holcomb & Smith, 2017). A leader’s attitude, (Fritzsche, 1995), perceived ethics 

and social responsibility (Singhapakdi, Vitell, Rallapalli, & Kraft, 1996), and role modeling 

(Mackenzie & Peters, 2014) play a part in determining how sustainability is enacted and 

understood through out the organization. 

When interviewees discussed the social aspect of sustainability they invariably 

pointed to the inside and outside environment of the hotel.  While it was clear to participants 

that they needed to contribute to the community’s well-being, it was also important to tend 

to the needs of employees.  These conversations focused on employee well-being, 

empowerment, and engagement.  Several made the argument that there was no sustainability 

without happy, engaged employees.  

The social is important because if we go back to your first question it’s to make the 

employees feel that they own this place, that they are engaged in the business, that 

they are much part of the business.  So they engage with the guests, they engage with 

the other people and they will … at the end they will bring business to the hotel too. 

(Site 1, Interviewee 1)  

Site two interviewees described sustainability in terms of growth, an eye towards the 

long-term, and a sense of thriving versus one of surviving (Dale & Onyx, 2005). 

Interviewees shared that teamwork was important for sustainability; that each person had a 
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role to play. They commented that sustainability is built on strong relationships and is goal 

oriented. Participants also spoke about some of the challenges that prevented its 

implementation.  These included a belief that many decisions were out of their control, that 

an independent hotel had more difficulty in being sustainable because of limited autonomy 

with their resources and that a focus on short-term cost-savings was influencing their ability 

to act in the long term.  A very prevalent theme in relation to sustainability was one of a 

siloed mentality between their respective departments.  This was described as departments 

working in isolation from one another and a lack of a sense of collective team across 

departments.  This siloed environment was attributed to a lack of vision/purpose, leadership, 

and a loss of control over one’s decisions. Site three described sustainability as meeting 

organizational goals, an ability to adapt to change, to be flexible, to evolve, and provide 

support. An ability to be resilient was also mentioned.   

In analyzing the interview data, it became apparent that concepts of sustainability 

were often linked to job responsibilities.  For example, one manager spoke at length of the 

need to improve hiring practices and training and what s/he saw as a direct link to the hotel’s 

sustainability.   

So I don’t think it was sustainable to continue to just be like everybody else. I went 

to some new sources to find employees – new for the hotel. I’m still expanding that 

because I think we aren’t the nicest hotel on the block so we had better be good at 

some other things otherwise we’re going to have problems. And as you know, in HR, 

hiring is something that affects every department.  (Site 3, Interviewee 3) 

In this quote we also note a strategy of differentiating between competitors based on service 

or “doing things better”.   
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In summery, participants had varying levels of understanding of sustainability. Some 

articulated that they hadn’t really considered sustainability while others understood it from a 

perspective of the three imperatives. Reducing, reusing and recycling was a common theme.  

Participants understood the need for employee engagement and the need for doing things 

differently in an effort to meet organizational goals such as sustainability. 

Sense of Place 

There was a strong sense of pride and connection to the hotels in which the 

interviewees worked. Exemplars appear in Table 2. Interviewees reported, “If you are proud 

to work here in this hotel you are proud to tell other people to come over” (Site 1, 

Interviewee 1), “I’m proud enough to wear it (name of hotel) on my name tag. I’m proud 

enough to hand a business card out no matter where I go” (Site 3, Interviewee 2), and “I put 

my heart and soul into this place” (Site 3, Interviewee 2).  Other interviewees reported, 

“Pride is definitely a huge strength in our hotel (Site 2, Interviewee 3). A sense of pride was 

reported as being a motivator in working together to ensure success: “They’re working to be 

successful and they love this place (Site 2, Interviewee 4) and “I want to have pride in the 

building so the client can see that” (Site 3, Interviewee 4).  Elements of sense of place such 

as the longevity of employees and the hotel were also mentioned: “You’ve been around 40 

years as a hotel and you’ve got some long-standing people (Site 3, Interviewee, 4) and “You 

offer history and you offer an experience. We have an identity” (Site 3, Interviewee, 3).  

However, one interviewee commented on the lack of identity: “So instead of us reacting to 

that I think we just kind of stood back and waited, but waited so long that we lost our own 

identity” (Site 2, Interviewee, 3). On the whole, interviewees felt a connection to the place in 
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which they worked. Linking pride and connection to sense of place as a necessary to be able 

to meet organizational goals. 

Table 2. Sense of Place - Exemplars 

 

Site Participant Exemplar 

1  1 If you are proud to work here in this hotel you are proud to 

tell other people to come over. 

2  3 Pride definitely is a huge strength in our hotel. 

2 3 So instead of us reacting to that I think we just kind of stood 

back and waited, but waited so long that we lost our own 

identity. 

2  4 They’re working, to be successful and they love this place.  

3  2 I’m proud enough to wear it on my name tag, I’m proud 

enough to hand a business card out no matter where I go  

3  2 I put my heart and soul into this place.  

3  3 So what do you offer? You offer history and you offer an 

experience. We have an identity. 

3  4 You’ve been around 40 years as a hotel and you’ve got some 

long-standing people.  

3  4 I want to have pride in the building so the client can see that. 
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Innovation 

Participants spoke at length about the need for innovation and creativity, and focused 

on the theme of doing things better or differently.  Exemplars appear in Table 3. One 

interviewee reported:  

I think innovation, creativity, as far as all those three pillars I can see – and the 

sustainability – are certainly what needs to drive us into the future. And I’m hoping. I 

think we’ve got some pretty creative people on the team.  (Site 3, Interviewee 4)  

Another commented when asked about sustainability, “Again, that’s just growing your 

business, right? Thinking outside the box, what are we missing?” (Site 3, Interviewee 5). 

The theme of innovation was relatively common throughout the leadership team in site 3.  

One manager captured the general sentiment of the group on sustainability when she 

explained,  

I mean obviously it goes beyond, like we talked about, just the green initiatives. I 

mean how do we sustain (hotel name), the building, the people, our goals, the 

business, and what we’re giving back to (name of owning company)?  I think it’s 

pretty much it in a nutshell.  (Site 3, Interviewee 1) 

Another reinforced this sentiment.  

Well, I think it’s changed … First of all, when I think sustainability I think about our 

green programs and things like that. I have learned now that there are different levels 

to sustainability … I took it from anyways, was there’s the business sustainability as 

far as with the economy and how you sustain a business. And then you team, as far 

keeping your team sustainable.  And then the third being kind of your environment, 

your community and how you can kind of help sustain that. Yeah, that word has 
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changed for me, for sure. Kind of opened up to what else you need to sustain in a 

business. It’s not just green and community. It’s people and its business and revenues 

and perhaps the asset and the building itself, so yeah.  (Site 3, Interviewee 4) 

This last quote exemplifies how one person’s perspective changed during the strategic 

planning session and how some participants started considering other aspects of 

sustainability as a result of participating in the visual explorer activity and being presented 

with the framework. 

 Participants commented on the need to renew or develop services: “And you’re going 

to renew your product in either a service model or in a messaging or in some other way 

renew yourself so that you have something fresh and something that’s keeping you front of 

mind in the industry” (Site 2, Interviewee 2) and that innovation as linked to growth, “We 

want to continue to grow. So how do we do that? So we have to be innovative” (Site 3, 

Interviewee 5) and “So I don’t feel like people have that sense of urgency, perhaps to feel 

that, you know, in order to stay at the front they have to be creative and innovative” (Site 3, 

Interviewee 4). Participants also spoke of an environment that supports innovation and 

creative thinking, “I think that the innovation and creativity really comes with people and the 

team. I think – I mean even just the environment that you’re in drives that” (Site 3, 

Interviewee 4) and “Can we do better? Oh hell yeah. We just need to be able to figure out 

how to get those little extra things” (Site 3, Interviewee 2).  Participant thoughts of 

innovation, out of the box thinking, or of being creative were squarely linked to the running 

of a successful hotel and concepts of sustainability. 
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Table 3. Innovation - Exemplars 

Site Participant Exemplar 

2  2 And you’re going to renew your product in either a 

service model or in a messaging or in some other way 

renew yourself so that you have something fresh and 

something that’s keeping you front of mind in the 

industry. 

3 1 I mean obviously it goes beyond, like we talked about, 

just the green initiatives. I mean how do we sustain 

(hotel name), the building, the people, our goals, the 

business, and what we’re giving back to (name of 

owning company)?  I think it’s pretty much it in a 

nutshell. 

3 2 Can we do better? Oh hell yeah. We just need to be able 

to figure out how to get those little extra things.  

3 4 I think innovation, creativity, as far as all those three 

pillars I can see – and the sustainability – are certainly 

what needs to drive us into the future. And I’m hoping. I 

think we’ve got some pretty creative people on the team 

3 4 I think that the innovation and creativity really comes 

with people and the team. I think – I mean even just the 

environment that you’re in drives that.  
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Site Participant Exemplar 

3 4 Well, I think it’s changed … First of all, when I think 

sustainability I think about our green programs and 

things like that. I have learned now that there are 

different levels to sustainability … I took it from 

anyways, was there’s the business sustainability as far 

as with the economy and how you sustain a business. 

And then you team, as far keeping your team 

sustainable.  And then the third being kind of your 

environment, your community and how you can kind of 

help sustain that. Yeah, that word has changed for me, 

for sure. Kind of opened up to what else you need to 

sustain in a business. It’s not just green and community. 

It’s people and its business and revenues and perhaps 

the asset and the building itself, so yeah. 

3 4 So I don’t feel like people have that sense of urgency, 

perhaps to feel that, you know, in order to stay at the 

front they have to be creative and innovative. 

3 5 We want to continue to grow. So how do we do that? So 

we have to be innovative. 

3 5 Again, that’s just growing your business, right? 

Thinking outside the box, what are we missing? 
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Employee Engagement 

One of the other themes discovered during the data analysis was an emphasis on 

growth and the viability of the business: that growth was a necessary pre-requisite for 

sustainability and required teamwork and employee engagement.  Exemplars appear in Table 

4. One of the interviewees offered, “That’s how I see sustainability, is it’s about growth, it’s 

about nurturing the people that you have with you and around you, and keeping everybody 

involved” (Site 3, Interviewee 1). Another interviewee believed that:  

I guess maybe that there will be some change within the team just because we’re not 

being able to sustain the business levels (referring to food and beverage revenues) as 

they are and the costs are too high. We're losing money. That’s not sustaining. I mean 

you can’t renew when you’re losing. You have to be growing or at least staying par.  

(Site 3, Interviewee 6)  

Some participants believed that they worked in silos, with very little opportunity to engage 

with each other.  One noted,  

Why is it only (name of chief engineer) that has to worry about the environmental 

stuff? Why is it only the sales and catering team that has to worry about meeting that 

revenue target? So why not as a team work towards it.  (Site 3, Interviewee 5) 

Another interviewee commenting on sustainability remarked, “I think sustainability as well 

is sustainability of a team, of a cohesive team that works together well, can deal with issues, 

problems, when we need to react, we can react. To me, that’s sustainability” (Site 3, 

Interviewee 6).  
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A common theme throughout all threes sites but more prevalent in sites one and three was 

that employee engagement was linked to successfully meeting organizational goals such as 

generating revenue or acting more sustainably: “You can’t run a business if your employees 

aren’t engaged you can’t ask them to generate revenue, take care of your building, and look 

after the environment or volunteer” (Site 1, Interviewee, 10), increasing employee retention, 

“I kind of think about those three words, the recruit, maintain, retain. So I think all of those 

elements need to be in there to keep a sustainable team – keep them engaged, to keep them 

happy, keep them here” (Site 3, participant, 4) and “And the return might just be that we 

keep our people engaged and we keep them happy and they choose not to go work 

somewhere else (Site 1, Interviewee 5). Finally, in speaking to satisfying customers 

participants shared, “When your associates are happy and engaged, the guests feel it, right, 

and they care about stuff” (Site 1, Interviewee 9).  Another interviewee connected 

engagement with the social imperative of sustainability:  

The social is important because if we go back to your first question it’s to make the 

employees feel that they own this place, that they are engaged in the business, that 

they are much part of the business.  So they engage with the guests, they engage with 

the other people and they will … at the end they will bring business to the hotel too. 

(Site 1, Interviewee 1) 

Employee engagement was an important concept for participants not only in 

contributing to meet business objectives but also increased sustainability.  
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Table 4. Employee Engagement - Exemplars  

Site Participant Exemplar 

1  1 The social is important because if we go back to your first 

question it’s to make the employees feel that they own this 

place, that they are engaged in the business, that they are 

much part of the business.  So they engage with the guests, 

they engage with the other people and they will … at the end 

they will bring business to the hotel too.  

1 5 And the return might just be that we keep our people 

engaged and we keep them happy and they choose not to go 

work somewhere else.  

1 9 When your associates are happy and engaged, the guests feel 

it, right, and they care about stuff. 

1 10 You can’t run a business if your employees aren’t engaged 

you can’t ask them to generate revenue, take care of your 

building, and look after the environment or volunteer.  

3 1 That’s how I see sustainability, is it’s about growth, it’s 

about nurturing the people that you have with you and 

around you, and keeping everybody involved. 

3 4 I kind of think about those three words, the recruit, maintain, 

retain. So I think all of those elements need to be in there to 

keep a sustainable team – keep them engaged, to keep them 

happy, keep them here. 
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Site Participant Exemplar 

3 5 Why is it only (name of chief engineer) that has to worry 

about the environmental stuff? Why is it only the sales and 

catering team that has to worry about meeting that revenue 

target? So why not as a team work towards it.   

3  6 I guess maybe that there will be some change within the 

team just because we’re not being able to sustain the 

business levels (referring to food and beverage revenues) as 

they are and the costs are too high. We're losing money. 

That’s not sustaining. I mean you can’t renew when you’re 

losing. You have to be growing or at least staying par.  

3 6 I think sustainability as well is sustainability of a team, of a 

cohesive team that works together well, can deal with issues, 

problems, when we need to react, we can react. To me, 

that’s sustainability.  

 

Lack of Investment 

 Investment or the lack thereof was on the mind of leaders at all three sites (Table 

5). Participants reported that investment was needed to remain competitive in the 

marketplace:  

Honestly, unless they invest some money into this hotel we are so far behind the, 

in my opinion, the (competitor hotel), new hotels coming up everywhere, right, 
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we’re old and tired.  You know, to keep our market share or to be a leader in, we 

gotta come up with some different. (Site 1, Interviewee, 11)  

Other leaders shared, “The product is aging, the product is old, the product is tired” (Site 

2, Interviewee 1).  Other participants noted the need for investment to keep and attract 

customers:  

Because people need change. People get fed up for seeing the same things again 

and again. For example, this environment, I would say, and ambiance of this 

restaurant is from past ten years. So people are getting fed up. They need change. 

(Site 1, Interviewee, 12)  

Other participants noted the potential loss of staff due to the lack of investment: “I know 

I’ve lost people because of that” (Site 2, Interviewee, 3). Site three participants 

recognized the need for investment: “Okay, here, this is what we are. We're not the 

shiniest, but we're clean” (Site 3, Interviewee, 4), and the need to mitigate the lack of 

investment by other means, “I think we aren’t the nicest hotel on the block so we had 

better be good at some other things otherwise we’re going to have problems (Site 3, 

Interviewee, 3).  This sentiment was echoed by another participant: “They feel like the 

place is run down, and it needs repairs. And it's just a better understanding where we're 

at. It's coming, or, you know, we've got to work harder” (Site 1, Interviewee 9). One 

participant noted that there was a loss of business not because of service but because of 

the quality of the hotel: 

Well this client is pulling out because they can get a better product’.  And if we 

change, you know I have one salesperson’s been there, she’s been there for a long, 

long time, she’s more casual part time but her clients specifically have said that, 
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right.  “If you renovate give us a call.  We love the service.  We love the people.  We 

just can’t handle paying for that product anymore. (Site 2, Interviewee 3) 

The lack of investment was seen as a barrier to meeting financial targets and the potential 

loss of market share. It appears that while participants across all three sites agreed that a lack 

of investment was a barrier, participants from site three seemed to be more ready to come up 

with solutions to mitigate the condition of their hotel. 

 Table 5.  Lack of Investment - Exemplars 

Site Participant Exemplar 

1 9 They feel like the place is run down, and it needs repairs. 

And it's just a better understanding where we're at. It's 

coming, or, you know, we've got to work harder. 

1  11 Honestly, unless they invest some money into this hotel we 

are so far behind the, in my opinion, the (competitor hotel), 

new hotels coming up everywhere, right, we’re old and 

tired.  You know, to keep our market share or to be a leader 

in, we gotta come up with some different. 

1 12 Because people need change. People get fed up for seeing 

the same things again and again. For example, this 

environment, I would say, and ambiance of this restaurant is 

from past ten years. So people are getting fed up. They need 

change.  

2 1 The product is aging, the product is old, the product is tired. 
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Site Participant Exemplar 

2 3 Well this client is pulling out because they can get a better 

product’.  And if we change, you know I have one 

salesperson’s been there, she’s been there for a long, long 

time, she’s more casual part time but her clients specifically 

have said that, right.  If you renovate give us a call.  We love 

the service.  We love the people.  We just can’t handle 

paying for that product anymore.  

2 3 I know I’ve lost people because of that. 

   

3 4 Okay, here, this is what we are. We're not the shiniest, but 

we're clean.  

3 3 I think we aren’t the nicest hotel on the block so we had 

better be good at some other things otherwise we’re going to 

have problems. 

 

Leadership for Sustainability 

A major finding revealed in this research relates to the barriers in implementing the 

business strategies developed and the quality of leadership currently being experienced by 

interviewees.  I also probed interviewee perceptions of the critical leadership characteristics 

they believed were essential to implement sustainability strategies at all three sites.  

Interviewees shared both positive and negative experiences with their general 

managers. General managers from sites one and two were generally considered weak and 
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ineffectual by a majority of interviewees, albeit for different reasons. An interviewee from 

site one shared:  

(name of general manager) is not providing really not providing leadership. He’s 

kind of the mouthpiece to people like (area manager) and to people like corporate and 

he’s visual within the hotel. People walk around, “Well, there’s our general manager. 

He’s really nice and he talks to us and he’s a really great guy. (Site 2, Interviewee 4) 

Interviewees across all sites overwhelmingly shared that leadership and accountability were 

key to implementing the various strategies they had developed. They reported that jointly 

creating the strategies increased buy-in and that implementing the strategies was feasible. 

Barriers to implementation across sites included: accountability, a lack of leadership, and the 

perceived extra effort required to implement these strategies.  Barriers in sites one and two 

focused on a lack of leadership and accountability while interviewees from site three agreed 

that accountability was more of a barrier than leadership.  Interviewees from site three were 

more positive and engaged. They spoke positively of their general manager and the freedom 

they had to make decisions. One participant shared, “Well, now things are happening well 

largely because of our combined efforts with (general manager's name) leadership” (Site 3, 

Interviewee 3).  I saw through participant observation that there was genuine excitement 

among site three interviewees at having a plan and moving forward.  

When interviewees were asked what characteristics or attributes were required of 

leaders to enact these strategies, they tended to reflect on past positive experiences with 

leadership. Exemplars are listed in Table 6.  Interviewees were able to respond more easily 

when they could connect to a person that they considered a good leader. Some of these 

characteristics included having a vision; thinking long-term; being a good communicator; 
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being respectful; supportive; competent; creative; a good role model and a team player. 

Participants reported:  

I think a good communicator, because obviously you need to sell a vision for a 

sustainable hotel, they obviously need to sell that vision to the group they're working 

with. And obviously be an active participant in the process, you know, so walk the 

talk type thought process, where it's sustainable, but if the person's throwing out 20 

water bottles a week instead of using a reusable bottle then it kind of slowly loses its 

strength, right. (Site 1, Interviewee, 7) 

Another interviewee offered, “Supportive of people around them, (Site 2, Interviewee, 3), 

while others commented on the importance of role modeling behaviour, “Yeah.  You know 

that old saying, you know, people like to talk the talk but do you walk the walk (Site 1, 

Interviewee 11) and,  

Well you know what?  I want to start by saying I think it starts right at the top.  And 

I think that if I didn’t work for the kind of company that had as one of its pillars 

environmental sustainability it would be more difficult to do the things that we do. 

(Site 1, Interviewee, 5) 

The majority of interviewees from all three sites tended to agree that leaders that exhibited 

these characteristics were good leaders.  Good leaders were described as those able to meet 

organizational goals and objectives.  Interviewees spoke of a sense of empowerment and a 

willingness to be open to change as a needed leadership characteristic. They shared, 

“Someone who lets them do their thing, someone who is not a micromanager, someone who 

is there for support” (Site 3, Interviewee 1) “Because if a leader has people working for them 

I think they’re the people that need to push those people ahead and not pull them, not drag 
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them along behind them kind of thing (Site 2, Interviewee 3) and “Your leaders have got to 

be open to change.  They have to promote it.  They have to instigate it.  They have to 

encourage it.  They have to desire it” (Site 2, Interviewee 2). 

A unique leadership characteristic offered by another participant was nurturing.  The 

interviewee described nurturing as spending time with employees: getting to know them as 

people. When asked why this was important to sustainability s/he replied:  

Because you’re passing on your own life expertise, your own knowledge, what 

you’ve learned. People are going to take bits and pieces of that within their own 

lives. So to me, that’s sustainability where information, knowledge sharing, that’s not 

going to be lost. (Site 3, Interviewee 1)  

This is a rather unique perspective and one that speaks to concepts of knowledge transfer and 

changing workplace culture where employees demand more autonomy and information. 

Another participant advanced the concept of a green champion: “(name of chief engineer) 

has stepped up to the plate as the champion of that Green Team” (Site 3, Interviewee 7).  I 

continue this section by detailing the quality of leadership for each site. 

Interviewees from site one reported that they felt that their general manager was not 

present and lacked interest in running the hotel.  They related incidents of problems going 

unsolved or overlooked that hindered the effective operation of the hotel. Several 

interviewees commented on a sense of being adrift and rudderless.  Follow up interviews 

with site-one participants revealed several changes to the leadership team including the 

departure of the general manager, director of operations, director of sales and marketing, and 

revenue manager. When asked if any of the strategies decided upon were implemented, those 

interviewed responded that none had to any great extent.  When questioned why this was the 
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case interviewees cited a lack of leadership from the general manager and ownership by 

leaders for the strategies that were developed. Participants commented that with prevailing 

poor financial results the general manager had a single-minded focus on cost cutting as a 

way to meet financial goals.  Interviewees commented that as a result, guest comment scores 

worsened and the physical condition of the hotel continued to deteriorate. At the time the 

second interviews were held a new general manager was approximately six weeks into his 

new position.  Interviewees commented on new initiatives that included a renewed focus on 

spending on the building, an increased focus on meeting brand standards (e.g., uniforms, 

training, service standards), and leadership that was not singularly focused on cost cutting.  

During the workshop, participants from site one explained that the hotel was falling 

behind in its financial targets.  Indeed, meeting financial targets was uppermost in the mind 

of participants as strategies were being developed; yet, it is curious that the strategies 

implemented were never enacted since it was against this backdrop that they were created. 

Clearly, in this context, the traditional bottom line imperative becomes dominant, at the 

expense of the social and ecological, in spite of the fact that the latter two may contribute 

more to unique branding in an increasingly competitive market. 

Interviewees from site two commented on the youthfulness and inexperience of the 

general manager.  Several more seasoned managers commented on his lack of experience 

and ineffectual handling of several key leadership tasks such as performance reviews.  This 

lack of experience was seen as a major barrier on several fronts.  Firstly, in providing 

direction to leaders and staff members and secondly, in dealing effectively with the regional 

manager.  There was a collective sense that the regional manager was in fact running the 

hotel.  Site two interviewees adopted a wait and see stance concerning the implementation of 
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the strategies due to the perceived lack of leadership from the general manager. Comments 

included a lack of competency in the role and not being set-up for success by HMG (the 

owning company).  Interviewees appreciated that the general manager was newly appointed 

and felt that because of this the regional manager was running the hotel.  Several shared an 

experience concerning the performance review process that was negative and led to 

dissension and bad feelings among participants.  Interviewees shared that the regional 

manager unilaterally attributed, and in some cases changed, performance rankings and 

bonuses.  This reinforced the idea that the general manager had little say in the running of 

the hotel.  One of the interviewees shared that s/he felt frustrated and that little was being 

accomplished because of this lack of leadership. While follow-up interviews were not 

possible since the hotel was shortly sold after the planning session and the entire leadership 

team was replaced, the general manager did share that one of the strategies implemented 

pertained to the rollout of the vision and mission statement. The leadership team executed an 

activity that comprised a treasure hunt that led hotel staff to a nearby park where food was 

served and specially made t-shirts with the vision statement were distributed.  The intent of 

the event was to create a fun activity for staff to introduce the new vision statement.  As 

mentioned earlier the vision statement was a key outcome of the planning session.  It was 

developed by the leadership team to help bring clarity as to the direction of the hotel and to 

help articulate the sense of place felt by organizational members.  This identification to 

place, as noted previously, is an important aspect of sustainability.  

Interviewees from site three spoke favourably of their general manager and spoke 

highly of the person’s ability to lead and get things done.  This person’s leadership style was 

generally viewed as positive, fair, and effective. Tough but fair was a characteristic often 
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attributed to the general manager by members of the leadership team.  Participants 

commented that the general manager’s collaborative leadership approach also contributed to 

increasing the social capital of the leadership team.  This individual encouraged leaders to 

seek out opportunities for collaboration and joint problem solving. In one instance a leader 

saw an opportunity to reduce the amount of waste by recycling plastic yogurt containers 

from the breakfast buffet.  However, this was made difficult because before these containers 

can be recycled they need to be free of any remaining yogurt.  Notice how this leader 

enlisted the help of employees who wash dishes.  

We have made it a mission for our dishpan people to figure out a way to do this. How 

are you going to executed (sic) this? They throw them all into a five-gallon pail. 

They fill the five-gallon pail up with really hot water and a detergent, right? So at the 

end of breakfast after they’re done doing all the dishes, they really have just soaked 

the yogurt out of those containers, give them a little swish, they go in. They don’t 

have to be perfectly clean and unwrapped and all this kind of stuff. They just give 

them a swish and throw them into the recycling. Done.  (Site 3, Interviewee 2) 

The preceding, albeit at a micro level, was an example of a more collaborative leadership 

style.  

 There were varying degrees of leadership experienced at all three sites. Site three 

participants seemed to be more positive about the leadership of their general manager while 

participants from site one and two tended to be more negative. Participants from all three 

sites reported similar characteristics of good leaders with the exception of characteristic of 

nurturing from a participant in site three (Table 6). There was also broad consensus that 

leadership was necessary to meet business goals including increased sustainability.  The 
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interview data highlights the need for strong leadership and effective teamwork to realize 

greater and greater degrees of sustainability within each hotel. 

Table 6.  Leadership Characteristics - Exemplars 

Site Participant Exemplar 

1 5 Well you know what?  I want to start by 

saying I think it starts right at the top.  And I 

think that if I didn’t work for the kind of 

company that had as one of its pillars 

environmental sustainability it would be 

more difficult to do the things that we do.  

1  7 I think a good communicator, because 

obviously you need to sell a vision for a 

sustainable hotel, they obviously need to sell 

that vision to the group they're working 

with. And obviously be an active participant 

in the process, you know, so walk the talk 

type thought process, where it's sustainable, 

but if the person's throwing out 20 water 

bottles a week instead of using a reusable 

bottle then it kind of slowly loses its 

strength, right. 
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Site Participant Exemplar 

1  11 Yeah.  You know that old saying, you know, 

people like to talk the talk but do you walk 

the walk.  

2 2 Your leaders have got to be open to change.  

They have to promote it.  They have to 

instigate it.  They have to encourage it.  

They have to desire it.   

2 3 Because if a leader has people working for 

them I think they’re the people that need to 

push those people ahead and not pull them, 

not drag them along behind them kind of 

thing.  

2 3 Supportive of people around them. 

2 4 (name of general manager) is really not 

providing leadership. He’s kind of the 

mouthpiece to people like (regional 

manager) and to people like corporate and 

he’s visual within the hotel. People walk 

around, “Well, there’s our general manager. 

He’s really nice and he talks to us and he’s a 

really great guy. 
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Site Participant Exemplar 

3 1 Someone who lets them do their thing, 

someone who is not a micromanager, 

someone who is there for support. 

3 1 Because you’re passing on your own life 

expertise, your own knowledge, what 

you’ve learned. People are going to take bits 

and pieces of that within their own lives. So 

to me, that’s sustainability where 

information, knowledge sharing, that’s not 

going to be lost. 

3 2 We have made it a mission for our dishpan 

people to figure out a way to do this. How 

are you going to executed (sic) this? They 

throw them all into a five-gallon pail. They 

fill the five-gallon pail up with really hot 

water and a detergent, right? So at the end of 

breakfast after they’re done doing all the 

dishes, they really have just soaked the 

yogurt out of those containers, give them a 

little swish, they go in. They don’t have to 

be perfectly clean and unwrapped and all 

this kind of stuff. They just give them a 
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Site Participant Exemplar 

swish and throw them into the recycling. 

Done.   

3 3 Well, now things are happening well largely 

because of our combined efforts with 

(general manager's name) leadership, 

Site 3  7 (name of chief engineer) has stepped up to 

the plate as the champion of that Green 

Team.  

 

 

Alignment of Strategies  

In this section I present findings related to the development of business strategies and 

relate the results of individual SWOT (Strengths, Weaknesses, Opportunities, Threats) 

analyses and the business strategies developed by each hotel leadership team.  A complete 

list appears in Appendix B.   

To initiate the strategic planning process in phase two, participants were asked to 

prepare an analysis of their respective departments to present to the rest of the group.  A 

SWOT is a common business tool used to analyze the current environment; the first step in 

the development of business strategies (Thompson et al., 2016).  The SWOT analysis was 

used to identify strengths in order to leverage opportunities as a way of mitigating 

weaknesses and reducing threats that could be used when applying the proposed model. 

Some common themes emerged across all three sites. Strengths tended to focus on a 

strong team (referring to departmental teams).  Reported weaknesses include increased 
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competition, a lack of capital investment, and high employee turnover.  Some common 

opportunities reported across all sites focused on strong employee knowledge, skills, and 

abilities.  Commonly reported threats included a lack of capital investment and increased 

competition as newer hotels come online.  

Site one participants reported strengths that included an effective and knowledgeable 

team, strong associate satisfaction scores, and great service. Central themes in reporting on 

hotel weaknesses included high employee turnover, lack of training and development, 

increased competition, and lack of money to refurbish the hotel. When talking about 

opportunities participants reported on a can-do attitude amongst staff and that some 

renovations had been completed. Finally, threats centered on the lack of availability of 

employees, growing competition, and employees leaving the hotel to make more money 

elsewhere. 

In analysing the strategies developed by site one participants it became apparent that 

participants were thinking about the long-term, how to make the business profitable and 

what needed to be done to integrate economic, social, and environmental imperatives. The 

leadership team developed six over-arching strategies along with actions to operationalize 

these strategies.  The six strategies developed by participants of site one were (a) control 

costs, (b) revenue growth, (c) WOW guests/guest loyalty, (d) strategic training, (e) decrease 

turnover, and (f) ownership/entrepreneurial.   

When interviewees were asked if there was a link between strategies and hotel 

sustainability, interviewees were able to connect the two.  One participant commented:  

When we talk about our strategies for guest loyalty that of course goes into my 

people because it’s all about the people. Anything to do with our revenue generation 
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is a lot of my financial. And then anything to do with environmental or community 

service goes into my environment type thing. It’s overly simple but it helps me 

organize my … how I work.  (Site 1, Interviewee 1) 

Here we see an effort by an interviewee to connect the three imperatives of sustainability 

with their work responsibilities. Actions developed by participants to operationalize these 

strategies included decreasing costs by reducing, reusing, and recycling, caring and getting 

to know employees, and training departmental trainers.  

Site two participants reported strengths that included references to pride of place 

from associates, organizational knowledge from a core of long-term employees, the use of 

various marketing opportunities to promote the hotel, and teamwork.  Other, less prominent 

themes focused on the hotel’s location and service standards.  In discussing weaknesses, 

participant responses focused on themes relating to training, leadership (weak 

managers/leaders, lack of vision), and unclear service standards.  Participants outlined 

opportunities in the following areas: training; associate pride; greater consistency, and hotel 

recognition by the community.  Finally, in discussing threats, participants reported 

overwhelmingly the sale of the hotel, the aging product (assets), increasing competition, a 

lack of consistency, and employee turnover as the major threats.  

Site two participants developed seven strategies to address these threats: (a) develop 

and implement a training program; (b) develop and implement a human resource plan; (c) 

rollout the hotel’s vision/mission to employees; (d) decrease employee turnover; (e) hold 

revenue/forecast meetings; (f) develop and implement a marketing/packaging plan for the 

hotel, and (g) clarify the performance review plan process.  Some of the actions developed to 

operationalize these strategies included developing a process to create manning guides, 
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planning a launch event for the vision/mission, inviting department heads and sales staff to 

revenue/forecast meetings, and completing a quarterly marketing debrief.  Participants 

commented overwhelmingly that the strategies developed were aligned with business 

priorities and that the process of developing these strategies provided an opportunity to 

create a stronger sense of team.   

It was previously noted that this leadership team requested assistance in the 

development of vision and mission statements.  While this was outside the direct scope of 

this research, vision and mission are important pieces of any strategic planning process. To 

arrive at a vision, a second visual explorer activity was held. The question posed was, what 

is your vision for this hotel?  Once participants had de-briefed their picture to the group, 

participants identified the following themes: diversity; strength of employee expertise; 

experiences; uniqueness; durability; service; people, and memories.  These themes were used 

to craft the following vision statement: “We are the heart of (location of hotel) providing our 

communities with unique and memorable experiences through excellence in service.”  The 

use of the term communities was very intentional as participants felt that the plural form of 

community was preferable to stakeholders and conveyed a sense of embeddedness in the 

place in which they resided. 

Following this activity, a more structured activity with the purpose of establishing a 

mission was completed. Here a form was presented to participants to guide them in the 

writing of a mission statement.  The form asked participants to think about the unique 

aspects of the hotel, who are the stakeholders, how it goes about its business and finally why.  

The mission created by participants was, “The (name of hotel) is passionate about providing 

memorable customer service to our guests, supporting our associates, and being involved 
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community neighbours by living our values and creating a culture that ensures our success”.  

It is interesting to note that the strategies and actions developed did not address the 

environmental or social imperatives of sustainability explicitly. 

Site three participants presented strengths that included long-term staff, 

knowledgeable staff, a high level of employee engagement, and many green oriented 

programs. The central themes in reporting on weaknesses included leadership team 

members’ inability to manage various aspects of the operation, a need for training, the 

seasonal turnover of staff, and the aging hotel. When talking about the opportunities 

participants talked about the yet undeveloped training plan, the addition of new employees, 

and continued momentum in implementing green initiatives. Finally, threats centered on an 

ageing workforce, lower customer scores, and an ageing building in need of refurbishment.  

The leadership team of site three developed the following four business strategies to 

meet organizational goals: (a) operation customer year, blow the budget out of the water; (b) 

clear fit: recruit/retrain/maintain; (c) be (name of hotel), and (d) green and healthy.  Some of 

the actions developed to operationalize these strategies included the following: front desk 

referral plan; clear training schedules; link to community by creating a quarterly event; 

promoting yoga, and educate customers about the Clean the World Program. As an aside, 

this program gathers soap, and other in-room hair and bath products, from hotels and 

recycles them into soap as part of their worldwide ongoing hygiene programs (Clean the 

World, 2017).   

In speaking to these strategies, one interviewee spoke to the general sentiment used 

in their development and commented,  
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I felt like we all really heard each other and I think everybody had ideas that were 

heard. So maybe that’s why for me it seems more authentic. I don’t think anything on 

here seems way off, like we’re trying to be something that we’re not, you know. (Site 

3, Interviewee 1) 

However, while there appeared to be broad buy-in for the strategies, participants noted that a 

more detailed plan would have to be established and that accountability for achieving the 

intended outcomes was key. Participants believed that the strategies developed were aligned 

with concepts of sustainability.  For example, an interviewee commented, “I never really 

thought about it yesterday, but when I look at all of these (referring to strategies), each one 

of them, to me, includes those three pillars which I’ve identified as sustainability” (Site 3, 

Interviewee 2). 

In a follow-up interview with a participant in site 3, it was noted that the strategies 

that were implemented had achieved some success with respect to business operations. 

These included the short-term goal of increasing food and beverage revenue.   The 

leadership team also implemented two of the strategies under the heading green and healthy.  

The hotel started offering yoga classes and placed material in guest rooms about Clean the 

World. Participants reported that the team was less siloed and were making efforts to work 

better together.  It was reported that the owning company put the hotel up for sale.  It was 

further reported that this did not surprise employees, and that employees were eager to 

move-on to an owner who was more supportive and possibly open to innovation.  

Invariably, all three sites developed strategies that focused first on cutting costs, 

increasing revenue, serving customers, and focusing on what can described as employee 

engagement. Participants generally thought about the short term and developed strategies 
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that included some elements of sustainability.  Across all three sites, participants articulated 

a systems thinking approach to the development of business strategies and commented that 

sustainability required an approach that integrated or balanced all three sustainability 

imperatives.  

It should be noted that the strategies developed by all three leadership teams focused 

more on the economic and social imperatives of sustainability with little attention paid to the 

natural environment except perhaps for site three. The focus on the social imperatives 

primarily concerned employee work satisfaction and benefits. It was interesting to note that 

there were many strategies linked to the internal environment (social imperative) of the hotel 

and to job conditions. Site one arrived at one action under the strategy of cutting costs to 

reduce, reuse, and recycle.  Site two did not develop a strategy or action that could be 

considered as focused on the natural environment.  However, site three developed a 

green/wellness strategy that included actions such educating hotel guests on the Clean the 

World program. 

In this chapter I presented an analysis of the research results under the seven themes 

uncovered: (a) participant understandings of sustainability; (b) sense of place; (c) employee 

engagement; (d) innovation; (e) investment; (f) leadership for sustainability, and (g) the 

alignment of strategies with sustainability.  Key highlights included a shallow understanding 

of sustainability that focused on reusing and recycling, participant feelings of pride and 

sense of place, the need for employee engagement and innovation to meet business needs, a 

need for investment to stay competitive, and leadership that is empowering.  In discussing 

the strategies developed, interviewees generally believed that there was alignment between 

strategies and the three imperatives of sustainability based on their shallow understanding of 
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sustainability.  However, it is noteworthy that leadership teams, with the exception of site 

three, did not develop strategies that included the social imperative of sustainability, other 

than as narrowly pertaining to their employment. Finally, interviewees reported a lack of 

leadership and accountability as major barriers to the implementation of the business 

strategies developed. 

In the next chapter I discuss these findings against the literature and theory through the 

lens of scale, limits, place, diversity, and leadership for sustainability.   
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CHAPTER V 

ANALYSIS AND DISCUSSION 

In this chapter I discuss the three cases, explore, compare, and contrast the various 

themes highlighted from the previous chapter and attempt to provide an integrative hotel 

sustainability model that integrates the four conditions of sustainable community 

development: scale, limits, place, and diversity.  To arrive at this model, it was first 

necessary to identify the various conditions for sustainable community development. Here 

the work of Dale et al. (2008); Dale and Newman (2010); and Newman and Dale, (2008, 

2009) provided the foundation for an operational definition uniquely applied to sustainable 

hospitality.  As mentioned previously, the sustainable hospitality definition used in this 

dissertation is: an activity that optimizes economic prosperity by respecting ecological limits 

(scale), provides the capacity to innovate, for continued development (limits), promotes a 

strong identification to the physical space (place), and encourages difference as a necessary 

condition for resiliency (diversity) (Dale et al., 2008; Dale & Newman, 2010; Newman & 

Dale, 2008, 2009).  

As previously noted these conditions were not used to frame the data collection but 

to test the usability of this framework with interviewees to help identify forms of capital that 

support hotel sustainability.  In circling back to the literature on sustainable community 

development the need to build various forms of capital was discussed (Emery & Flora, 

2006). Indeed, Dale, (2005); Dale and Onyx, (2005); and Newman and Dale, (2005), point to 

the importance of building social capital because it allows for increased agency, the ability to 

collectively work on community-wide problems, the ability to spread principles and 

practices, and finally the ability to mobilize people.  It is from this capital building 
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perspective that the proposed integrative model was derived. Without the necessary capital 

and capacity for investment, innovation, sense of place, diversity, and leadership, the 

implementation of sustainability activities within hotels are hampered.  Thus, instead of 

listing activities and principles hotel leaders can use to implement sustainable hospitality, 

this model attempts to identify the various forms of capital that support the implementation 

of sustainable initiatives while at the same time, integrating business imperatives. This 

chapter, therefore, explores the links between the research findings, the four conditions of 

sustainable community development and the various forms of capital required for the 

implementation of sustainability beyond towel recycling.  

I begin this chapter by discussing participant understandings of sustainability then 

continue with a discussion linking the research findings to the four conditions.  I bring the 

chapter to a close by providing a discussion of the four conditions in the hotels studied, a 

model for sustainable hospitality, and answer the research questions.  

The depth of understanding of sustainability and hotel sustainability varied widely. 

Two of twenty-seven interviewees reported never really having thought about sustainability 

(outside of reducing, reusing, and recycling) before the strategic planning session and never 

within the context of a hotel.  At the other end of this continuum two interviewees were 

actively involved in implementing sustainability strategies in their hotels.  The vast majority 

of interviewees, while being able to articulate some understanding of sustainability and hotel 

sustainability before the strategic planning session subsequently reported that their 

understanding had increased following the research process.  It is interesting to note that, 

after the strategic planning session, the majority of interviewees reported an increased 

awareness of the need to integrate the three imperatives in an effort to maintain the viability 
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of the hotel.  If hoteliers are to integrate sustainability into their hotel strategies, 

understanding sustainability is an important first step. Clear understandings contribute to the 

strategic vision, mission, and core values of a hotel (Thompson et al., 2016). A murky 

understanding of sustainability will most often lead to ill-defined strategies that are hard to 

carryout, if implemented at all.   

Participants spoke of efforts to produce less waste and participate in activities that 

promoted increased awareness of taking care of the environment, at the shallow end of the 

continuum.  Some of the activities mentioned included participating in Earth Hour, 

community clean-up activities, and encouraging guests and staff alike to use less.  Site three 

was the most committed to reducing their impacts on the environment.  It is not surprising 

that the economic and environmental imperatives of sustainability received the most 

attention, and clearly in all cases, the economic imperative dominated.  As noted previously 

Dale (2001) has observed that the social imperative is the least understood of the three 

imperatives.  However, participants delimited the social imperative with the inner social 

world of the hotel and their employment conditions.  These findings are in keeping with the 

literature on hotel sustainability, especially from the perspective of CSR.  While hotel 

leaders admit to the increasing importance of CSR (Bohdanowicz & Zientara, 2008) and its 

many benefits (e.g., Bohdanowicz & Zientara, 2008; Calveras, 2015; de Groisbois, 2012; 

McGehee et al., 2009) progress in adopting CSR is still slow (Bohdanowicz & Zientara, 

2008).  

It was clear that viability referred to the hotel’s financial success, in other words, 

participants viewed hotel sustainability as an element to meet financial goals.  For example, 

one hotel leadership team identified high employee turnover as being costly and thus 
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unsustainable at current levels.  While this can be interpreted as a traditional bottom line, I 

argue that instead participants were considering the various aspects of running a 

commercially successful hotel using a sustainable framework.  For example, participants 

linked the social imperative of running a sustainable hotel with employee engagement, 

employee training, and employee satisfaction (Hawkins & Bohdanowicz, 2012).  However, 

the current sustainability framework that is presently being used is focused on improving 

hotel environmental and fiscal performance (Green Key, 2015).  Thus, it is not overly 

surprising that there is less of a focus on the social imperative of sustainability (e.g., Aragon-

Correa et al., 2015) since this is the current sustainable strategic framework being used by 

these hotel leaders.  The environmental perspective was more focused on the internal 

environment of the hotel versus the natural environment.  Here participants spoke at length 

of the undercapitalization of their hotels and the detrimental effect of this undercapitalization 

on meeting targets. Indeed, as has been previously noted, capital investment leads to 

increased revenues and profitability (Major, 2014). I discuss this further in the section on 

sustainability and scale. 

In summary, participants had varying understandings of sustainability: some deeper 

than others. Those with deeper understandings could articulate the imperatives of 

sustainability beyond reusing and recycling while others had never thought about 

sustainability in a hotel context.  Using the Green Key (2015) as a sustainable framework 

may be limiting understanding and the development of sustainability initiatives.  

Sustainability and Scale 

The topic of investment, or lack of investment, from the owning company in the 

infrastructure, furniture, and fixtures of the buildings was often discussed among 
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participants.  The under capitalization of a hotel poses a serious threat to the implementation 

of sustainable initiatives not only because it can hinder the purchase of newer, and often 

more energy efficient equipment, it can have a detrimental effect on employee moral and 

engagement. I previously mentioned that the hotels studied were in Butler’s (1980) phase of 

stagnation.   All three hotels were in need of investment and that this lack of investment 

contributed to these hotels being less competitive and imposing constraints on their ability to 

implement sustainability throughout their operations.  

Participants from all sites complained that the lack of capital investment including 

updates, renovations and the like were a significant barrier to implementing further 

sustainability innovations. They stated this underfunding handicapped their ability to more 

effectively integrate the three imperatives of sustainability.  For example, a lack of 

investment in out-dated mechanical systems was less environmentally sustainable as older 

systems consumed more resources.  It was also noted that a lack of investment contributed to 

lower customer satisfaction scores, decreased business levels, and low employee morale. 

Participants from sites one and two stated that increased competition from newer hotels 

placed them at a disadvantage and site three reported the need to reduce room rates to 

compensate for the unimproved condition of the hotel.  This lack of capital investment 

hindered their ability to focus on environmental and social imperatives. Participants shared 

that they would be willing to do more environmentally but were restrained by the availability 

of financial resources to put programs into place. It should be noted that these hotels had 

little control over the distribution of money for capital projects (defined as money for 

furniture, fixture, and equipment).  Typically, this is money provided to hotels from the 
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owning company and is not part of the hotel’s operating budget. These purchases also tend 

to be large amortized expenditures.  

All three hotels appeared to be under capitalized.  It was interesting to note how 

demoralized hotel participants were when talking about this lack of investment.  There was a 

sense of futility and frustration about how efforts to improve their situation, through 

innovation for example, would amount to little. In my personal experience this is not a novel 

complaint.  Routinely hotels are seen in prosperous times as an effective means to contribute 

to an owning company’s profitability and in lean times as expensive to maintain and operate. 

However, undercapitalized hotels tend to under perform when compared to competitors.  A 

key indicator of a hotel’s performance is a metric called Revenue per Available Room 

(RevPar).  The formula to calculate RevPar is: RevPar = total rooms revenue divided by the 

total number of rooms available.  Rooms available refers to the total number of rooms for the 

period and not just those that have been sold or unsold.  For example, if a hotel generated 

$80,000 in room revenue over a period of a week and has 100 rooms in inventory, we would 

divide the $80,000 into 700, which would give a RevPar of $114.29. In a report prepared by 

HVS, a major hospitality consulting firm, Major (2014) found that RevPar increased 

considerably in hotels that had been renovated versus those that had not.  He reports that un-

renovated hotels continued to experience decreases in average rate and occupancy. He 

further reported that hotels with an increased RevPar saw increases in both the revenue that 

was generated and the number of rooms sold.  Interestingly, he reported that hotels typically 

experienced this increase in the first year or two of the renovation and that the cost of 

renovations was typically recovered over a five-year period. Besides increasing revenues 

appropriately, capitalized hotels can also reduce operating costs by capturing energy 
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efficiencies by investing in newer technology (Legrand et al., 2017). It would be interesting 

to see if hotels could offset under capitalization compensated through innovative lived 

experiences in the communities in which they are embedded. 

An under capitalized hotel is clearly at a disadvantage in the market place.  This 

disadvantage must then be mitigated in order to continue to achieve financial targets set out 

by owners.  Thus, an undercapitalized hotel is less sustainable because its ability to integrate 

the economic, environmental, and social imperatives is seriously compromised, and the 

economic imperatives dominate.  For example, its inability to generate revenue can cause 

sustainability programs (e.g., replacement of older equipment) to be shelved because of a 

need for financing (Legrand et al., 2017), create a disengaged workforce that can lead to 

higher turnover (Glavas, 2012), and ultimately the loss of an amenity in the community that 

can increase unemployment. Indeed, these hotels seemed to be in the decline stage of 

Butler’s (1980) tourism area life cycle model with little hope of rejuvenation. 

Sustainability and Limits 

The successful development and implementation of sustainable business strategies 

requires hoteliers to develop and encourage innovation within hotels.  The connection 

between innovation and competitiveness is well known, but hotel leaders must harness 

innovation to generate sustainable solutions (products, services, processes and experiences) 

that create value for both the enterprise and customer (Sempels & Hoffmann, 2013). 

Innovation was less prevalent in sites one and two, yet front and centre in site three.  

Participants generally defined innovation as a need to innovate to meet changing market 

needs and new realities in an effort to meet organizational goals and targets and ensure the 

sustainability of the enterprise. While participants spoke at length about innovation there 
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appeared to be little knowledge or expertise in trying to stimulate and manage innovation 

within any of the three site case studies. 

In connecting the literature to the research results, it appears that innovation at all 

three sites was ad hoc and a generally unmanaged process. As noted previously Nidumolu et 

al. (2009) write that sustainable development is not an option and that increasing 

organizational capacity to innovate is a priority.  Indeed, innovation is needed to continually 

meet organizational needs (Chen, 2011; Sandvik et al., 2014).  Seebode et al. (2012) argue 

that managing innovation is not simply allocating resources but rather managing innovation.  

There was little evidence of some type of management or organizing framework for 

innovation or of an integrated approach to innovation (Carayannis et al., 2015).  Further, 

there appeared to be little knowledge or expertise about harnessing innovation within the 

hotel, this is perhaps due to low levels of collaboration and the siloed environment generally 

reported by participants.  

Sustainability and Place 

As discussed earlier a sense of place is central to tourism. A sense of place refers to 

the relationships, social structures, and landscapes of a place (Smith, 2015). Guthey, 

Whiteman, and Elmes (2014) advocate that a sense of place is a key component to 

sustainability but one that is sadly under researched. They believe that focusing on place has 

the potential to reframe our understanding of sustainability because of the effect a sense of 

place has on leader thinking.  Livingston (1994) has previously argued that a sense of place 

is necessary because without it leaders do not develop the skills necessary to contribute to 

healthy relationships with their community and natural environment. How strongly people 

identify with the place they live has an influence on how they view the environment and 
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sustainability (Lalli, 1992; Uzzell, Pol, & Badenas, 2002).  Thus, strong connections to place 

will drive a desire to maintain and conserve the natural environment (Lee, Levy, & Sheau 

Fen Yap, 2015). I argue that sense of place does not solely refer to the natural environment 

but also the built environment.  

Interviewees from all three sites, but more so in sites two and three, spoke of strong 

connections to the place in which they worked.  They articulated these connections by using 

descriptors such as being in the heart of the city not only geographically but also at the heart 

of many family events (site two) and by using metaphors such as the grand dame (site three).  

Interviewees also spoke of the need to codify or transform these connections into a unique 

sense of place. In the literature review chapter, I discussed place identity as a broad array of 

thoughts and perceptions composed of memories, ideas, and feelings about a place 

(Proshansky et al., 1983) and place attachment as connections people make with places 

(Giuliani, 2003; Lewicka, 2008; Low & Altman, 1992; Manzo, 2003). Following Scannell & 

Gifford’s place attachment model (2010) participants shared meanings of their places of 

work (people), feelings of being proud (process), and actions that displayed care for the 

building and people (behaviour).  Further, the overall longevity of employee retention 

reinforced the importance of attachment to place (Bonaiuto et al., 1999).  

A strong sense of place and attachment to place existed at all three sites.  Participants 

reported feeling pride, shared meanings of what their place of work meant to them, and 

engaged in behaviours that demonstrated care and concern for the built environment.  

Sustainability and Diversity 

Employee engagement and working in silos were themes interwoven through many 

participant conversations whether the topic of conversation was employee retention or 
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generating more revenue.  Increasing employee engagement was seen as an important 

strategy in obtaining better results for any new initiatives, never mind, sustainability. 

Participants generally experienced working in silos as a barrier when work needed to be 

done across departments but as an advantage within departments.  Participants commented 

on strong departmental teams and at the same time, siloed leadership teams.  As discussed 

earlier, the building of social capital is a key element of improved sustainability outcomes.  

It allows for the development of relationships and networks (Woolcock, 1998), the transfer 

of knowledge, and the sharing of information (Cash et al., 2003) all necessary for the 

implementation of sustainable sustainability business plans.  Employee engagement is linked 

to social capital because of its focus on organizational relationships, the need for trust, and 

the creation of networks within the organization that are needed to create deeper engagement 

with sustainability initiatives.  

Employee engagement showed up in various ways. Participants discussed employee 

well-being and training and linked these topics to employee engagement.  Leadership teams 

from all three sites developed strategies in all these areas.  These strategies included offering 

yoga classes to developing training programs.  A measure common to all three sites was an 

employee satisfaction survey.  Participants reported that this survey was an important tool 

that was used to evaluate employee engagement.  Participants also reported that they were 

rewarded on results from this survey and were accountable for maintaining high scores. As a 

result, participants were highly motivated to develop strategies in this area. 

 Employee engagement is an important metric for hotel leaders and owners. Savitz 

and Lawler (2013) highlight connections between employee engagement and sustainability. 

They note that the growing desire of employees to work for organizations that pursue 
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sustainability activities and how sustainability activities can increase employee engagement.  

Glavas (2012) offers that the active involvement of employees in sustainability initiatives 

could increase employee engagement by creating work that is meaningful and aligned with 

personal values. 

Concepts of working in silos and a lack of teamwork were also articulated at all three 

sites.  Participants reported that teamwork was a key component of sustainability: that 

working in silos was detrimental to sustainability as it made acting in unison, collaboration 

and the generating of ideas problematic.  Participants generally reported that this was a 

barrier and often held them back in trying to reach organizational goals.  

 Silos can be described as group identities built on a concept of sameness and the 

need for these groups to defend themselves against perceived threats (Cilliers & 

Greyvenstein, 2012).  Silos provide a sense of safety and comfort to members by keeping 

others out (Cilliers & Greyvenstein, 2012). Cilliers and Greyvenstein (2012) comment that a 

common manifestation of siloed behaviour in an organization is the anxiety members may 

feel when forced to interact with other teams.  Certainly, this level of tension was 

experienced during the planning sessions, especially at the beginning, and dissipated 

somewhat as they continued.  It was evident that a more collaborative environment among 

participants was needed. 

Dale et al. (2014) argue for the need for more collaborative models that, “bridge silos 

and stovepipes” (p.79) in an effort to solve complex problems. Kiron et al. (2015) take up 

the topic of collaboration for sustainability.  In a survey conducted in 2014 that included 

more than 3,795 responses, 90% of respondents agreed that collaboration is required to 

implement sustainability (Kiron et al., 2015). As noted earlier in this dissertation 
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collaboration is also an important factor in implementing sustainable tourism enterprises.  

Collaboration allows for the solving of complex problems, improved stakeholder buy-in and 

increased social capital (Graci, 2013).  Practically, leaders then need to actively search for 

these areas of commonality in an effort to bridge siloed behaviour. 

The themes of employee engagement and working in silos were two examples 

demonstrating the importance of building social capital for sustainability. Both bridging and 

bonding forms of social capital are necessary within an organization for the purposes of 

enhanced collaboration, as well as commitment to implementing sustainable business 

strategies.  Strengthening bridging social capital helps break down departmental silos and 

increases employee engagement for greater commitment to implementation of sustainability 

initiatives, as well as increased information sharing and knowledge transfer.  However, a 

preponderance of bonding social capital (within departments) can be a significant barrier in 

implementing sustainability initiatives, manifested through resistance to change.   

Sustainability and Leadership 

Although leadership was not a specific focus of this dissertation, the data revealed 

that leadership is essential if an integrated strategy that defines sustainability objectives, 

accountabilities, and measures is to be developed and implemented.  Without leadership, 

sustainability initiatives may not proceed or deliver less than hoped for results.  In this 

section, I explore leadership through the lens of the implementation of business strategies 

and explore the necessary qualities of leaders to enact sustainability strategies.  

Leadership is defined as, “a process of influencing others to understand and agree 

about what needs to be done and how it can be done effectively, and the process of 

facilitating individual and collective efforts to accomplish the shared objectives” (Yukl, 
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2002, p.7).  Thus, leaders use a series of practices (a combination of behaviours, knowledge 

and skills) to reach organizational goals.  Leadership viewed from a practice perspective 

stresses the everyday lived experience of leaders (Carroll, Levy, & Richmond, 2008).  In a 

study conducted by Osseo-Asare, Longbottom, and Murphy (2005) in a higher education 

setting, researchers identified several leadership best practices.  These included stakeholders 

actively pursuing areas of commonality, stakeholders providing opportunities for greater 

freedom, and leaders needing to communicate the vision, mission, and values of the 

organization (Osseo-Asare et al., 2005).   

Leaders are responsible for mobilizing the organization to execute strategy by taking 

the lead in implementing and evaluating strategies (Thompson et al., 2016).  They cite three 

specific actions that are important for leaders to take in respects to strategy execution (a) 

closely monitoring progress, (b) placing pressure on organizational members to execute the 

strategy, and (c) when appropriate taking corrective actions to realign strategies.  It was 

interesting to note that some leadership teams implemented strategies and other leadership 

teams did not. 

As noted previously, site one follow-up interviews determined that little if any 

headway was made in implementing the strategies.  Interviewees felt that a lack of 

leadership, interest, and complacency did not drive the strategies forward.  They reported 

that the only strategy being championed by the general manager was one of cutting 

operational costs, and noted that this strategy became the main driver for their actions.  In 

follow-up interviews, site one participants spoke about how uninspired they felt.  In my 

experience, this is an all too common approach among general managers in times of crisis. In 

a study conducted in the hospitality sector Del Mar Alonso-Almeida, Bremser, and Llach 
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(2015) found that in time of crisis proactive strategies are more effective than reactive 

strategies.  Proactive strategies include strategies aimed at market leadership and finding 

greater efficiencies and reactive strategies are those strategies that tend to be unstable and 

inconsistent because they are in response to a particular aspect of a crisis (Miles, Snow, 

Meyer, & Coleman, 1978). It is curious that even when the strategies developed by site one 

participants were proactive in nature, participants still preferred to enact reactive strategies. 

Sites two and three moved quickly to put strategies into place delivering some early 

successes. While it has been noted that interviewees did not create business strategies that 

were deeply connected to the three imperatives of sustainability, these two strategies were 

somewhat linked.  The first strategy is linked to the sustainable condition of a sense of place 

and the second was part of green and healthy strategy developed by site three participants.  

Linking green and healthy was interesting.  Interviewees saw employee health fitting into the 

social imperative of sustainability. 

Participant responses in relation to the necessary leader characteristics and qualities 

to implement sustainable strategies were not surprising.  Most participants commented on 

characteristics such as honesty, credibility, the ability to gain employee trust, have vision, 

and so forth.  Interviewees also mentioned that a collaborative and participatory leadership 

style was also essential to achieving sustainability.  Participants believed that not only were 

these leadership characteristics an important feature for the implementation of sustainable 

business strategies, but equally important was the ability to engage in behaviours that were 

collaborative. Thus, to create a more sustainable hotel, leaders must be able to articulate a 

vision, use a leadership style that is collaborative, and understand the need for diversity. 
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Moreover, Hargreaves and Fink (2006) note that sustainable leaders promote and learn from 

diversity. 

There was one sustainable leadership example from site three. At this site, one 

member of the leadership team produced some remarkable results in landfill diversion.  An 

audit conducted by a waste management company revealed that 87.5% (by weight) of what 

is received at the hotel is diverted from the landfill.  Although this is a noteworthy 

achievement, it should be noted that this third site is located in a community that has more 

available resources, facilities, and government incentives that support the diversion of waste 

from landfills, that is, the necessary infrastructure.  For example, hotels and restaurants have 

access to a commercial composting program.  

The data collected was not dissimilar to positive leadership characteristics reported 

by others.  In surveys conducted by Kouzes and Posner (2012) asking participants what kind 

of leader they would willingly follow, the authors report that honesty, forward-looking, 

competence, and inspiring are the top four leadership characteristics.  The authors have 

conducted this survey as part of their Leadership Challenge program since 1987 and have 

had consist results.  Thus, it appears that the characteristics of leadership for sustainability 

are not that different than those for leadership in other areas.  

An integrated business strategy that includes sustainability initiatives is essential if 

we are to make hotels more sustainable. All too often initiatives are inadequately resourced 

and lack broad engagement from hotel leaders, especially from owning companies. Although 

the development of a business strategy is about competing differently and the quest for 

competitive advantage (Thompson et al., 2016), sadly, what most hotel leaders have not yet 

realised is that sustainability is a way of differencing their product in a highly competitive 
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marketplace, while at the same time, reducing operating costs in the long run, pending 

critical energy efficiency investments.  

The successful implementation of strategies requires a collective effort, an effort that 

is all the more difficult when organizational members identify as being siloed. Dale et al. 

(2014) report that a diversity of knowledge and a willingness to engage in dialogue are 

necessary if we are to arrive at solutions aimed at increasing sustainability in our 

communities.  

Scale, Limits, Place, and Diversity in Case Study Hotels 

One of the objectives of this research was to arrive at a better understanding of 

sustainable hospitality through the lens of sustainable community development and develop 

a plausible model that would assist hoteliers to make their hotel operations more sustainable. 

In this next section, I discuss the research findings for each site from the perspective of scale, 

limits, place, and diversity and propose a sustainability model for the hospitality sector.  

Scale, limits, place, and diversity have been previously described within the context 

of sustainable tourism as a tourism activity that optimizes economic prosperity by respecting 

ecological limits (scale), provides the capacity to innovate, for continued development 

(limits), promotes a strong identification to the physical space (place), and encourages 

difference as a necessary condition for resiliency (diversity) (Dale et al., 2008; Dale & 

Newman, 2010; Newman & Dale, 2008, 2009).  Juxtaposing the research findings against 

this definition has proven to be informative.  However, a deeper understanding of each of 

these conditions is necessary. 

The condition of scale includes the physical infrastructure of the hotel, the setting of 

budget targets, incentives, and resources for capital improvements that constrain the 
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possibilities available to the leadership team.  Limits refers not only to the natural ecology 

but the built environment in which the activity is located, for example, increased 

competition, a change in the business environment, or as was seen in site two a change to the 

physical capacity of the hotel.  A sense of place can be understood as attachment to both the 

built and natural environment, and to the communities in which it is embedded.  Finally, 

diversity in this case also refers to the necessary flexibility, collaboration, relationship 

building, employee engagement, and resilience needed to support sustainable hospitality 

initiatives. When speaking of resiliency, participants defined it as being agile and having the 

ability to weather storms (Boin & Van Eeten, 2013). Dale and Newman (2010) write that 

diversity is a key component to building resiliency, that we must embrace diversity if we are 

to survive future challenges. 

The leadership team of site one was under tremendous pressure to meet financial 

targets. They reported that the current cost-cutting approach was not sustainable.  Indeed, 

participants reported that this strategy had the opposite effect.  Revenues continued to 

diminish and guest satisfaction scores were getting worse due to a lack of investment in the 

physical building and dwindling levels of service.  There was also a lack of employee 

engagement.  Participants shared how there was a lack of accountability and interest from 

department heads in trying to improve the fiscal situation.  Thus, viewed from the lens of 

these four conditions, an integrated approach that understood the business and financial 

environment of hotels was lacking.  A cost-cutting strategy is closely linked to scale 

(reducing expenses), however, little attention was paid to increasing the capacity for 

innovation or creative thinking (limits) and a disengaged workforce is hardly able to harness 

the power of diversity. What role did place considerations play?  It was noted by 
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interviewees that brand standards were being followed only intermittently and that the hotel 

had in fact failed a recent inspection by the brand.  Participants also noted that there was 

confusion as to who they were, not quite a brand hotel and not quite an independent.  In 

considering the condition of place, it is safe to assume that this ambiguity for employees and 

customers (as reported by participants) did little to encourage a sense of place. In fact, this 

ambiguity might have been detrimental in attracting customers and keeping staff engaged, 

and by being so internally focused, little identification with the broader community. 

It is interesting to note that in the follow-up interviews, participants called the new 

general manager of site one a breath of fresh air. Some participants offered that they felt re-

energized and hopeful, that someone cares.  The current general manager seems to have, in a 

very short time, been able to provide the leadership that appeared to be lacking.  For 

example, money is currently being spent in guest contact areas that were in need of repair or 

refurbishment, managers are being held accountable through a regularly reviewed 

performance plan and some underperforming department managers have been let go. 

Further, it appears that a great push is on to ensure that the hotel adheres to the brand 

standards.  If one were to take these few actions and again compare them to the operating 

definition of a sustainable tourism activity, one could say that re-investing in the hotel and 

increased accountability creates added capacity and responds to the condition of scale, 

adhering to brand standards provides a greater sense of place and connection, and that an 

engaged leadership team can lead to greater diversity, especially with respect to building the 

social capital needed for sustainability.  Participants further reported that they have seen 

some increase in positive guest comment scores and revenue.  
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There are several intriguing parallels between the narrative of the second site and the 

conditions for sustainability, notably its scale of operations. This considerable reduction in 

the hotel’s physical capacity was followed by an inability to meet targeted revenues and a 

loss of sense of place as the physical environment changed considerably and employees were 

being let go. The protracted time it took for HMG to arrive at a decision about the future of 

the hotel engendered a sense of hopelessness that was further exacerbated by a lack of 

leadership and siloed department leaders.   

Participants who had lived through the event constantly refereed to it.  Clearly, there 

was unresolved anxiety and an inability to move forward.  One participant who had been 

hired after the event commented, “I can remember saying to folks here, I don’t know 

anything about the (event), didn’t work here then. Has no meaning to me. Why do you guys 

keep talking about it?” (Site 2, Interviewee 1).  S/he continues, “recognizing that that’s (the 

event) so much part of their world. I found it was a positive discussion – honest” (Site 2, 

Interviewee 1). Here the interviewee refers to discussions about the event during the 

workshop that made some headway in helping participants make sense of the event and 

move on.  Participants further commented on the need to have a clear vision and mission as a 

way to move forward from the event.  One participant commented,  

I think it (the workshop) really prepared us to develop the vision and to develop the 

mission statement because you need to come sort of get your thoughts around 

sustainability and what that all is before you can move to the plan of how you’re 

going to sustain or develop or grow who we are here.  (Site 2, Interviewee 4) 

Interviewees noted that while some employees who had experienced this loss were still in 

mourning, newer employees were unsure as how to engage with colleagues. It was noted that 
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leadership was needed from the general manager to correct this situation but that it was not 

forthcoming.  

Some participants perceived the general manager’s leadership as ineffective and 

wondered who was “running the place,” commenting, “(general manager’s name) is really 

not providing leadership. He’s kind of the mouthpiece to people like (referring to a person in 

the owning company) and to people like corporate” (Site 2, Interviewee 2). One would 

expect that as a result of this lack of leadership the hotel would be chaotic and rudderless.  

However, one participant’s comment is instructive on this point.  

See, that’s where I don’t get it because we’re doing better than we did last year, 

right? And so I kind of go – well, what I really think is I think people have just 

ignored (general manager’s name). They’re just going ahead and doing what they 

need to do in their silos and they’re successful in those.  (Site 2, Interviewee 1)  

A further comment offered by a participant, 

I think there are some good crossovers in our siloes between individual leaders if you 

will. Departmentally it doesn’t necessarily always cross over that well but the leaders 

seem to manage to weld it together somehow or make it work.  (Site 2, Interviewee 

3)  

Thus, it appears that these silos were created to compensate for, or as a reaction to, the 

perceived lack of leadership from the general manager.  

In is clear from the interviews and the strategic planning session that this leadership 

team was experiencing several challenges that affected their ability to be sustainable.  In 

juxtaposing this narrative against the conditions previously mentioned we can see that the 

dramatic change in scale led to a changed sense of place and that a lack of investment and 
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direction (scale) from HMG contributed to an overall feeling of powerlessness. Effective 

leadership could have helped mitigate some of these challenges. 

The site that seemed to integrate the four conditions most effectively was site three.  

The general manger was seen as a strong leader that encouraged leadership and innovation 

throughout the leadership team.  Participants commented repeatedly on the need for 

innovation and creativity because of the under capitalization of the hotel, the importance of 

green and wellness initiatives, and the sense of place beyond the building referring to the 

hotel as the old gal.  This gender bias seemed to go unrecognized by participants.  They 

described the hotel as an old gal who had been around for a while, that even when looking a 

little tired and old was part of the rich fabric of the community, a witness to many life events 

(birthdays, weddings, baptisms). Participants also shared a sense of pride and ownership. 

The leadership team felt as a whole that working as a team was very important but that at 

times they were siloed and could work more effectively together.  In reflecting on the four 

conditions, it appears that participants had a strong sense of place as expressed by the 

metaphor of the old gal, a commitment to innovation and creativity that extended to the 

environment given the limits imposed by HMG, and valued diversity.   

Integrating the conditions of scale, limits, place, and diversity to a sustainable 

hospitality model would be useful for several reasons.  A workable model would help to 

enhance and deepen knowledge about the need for integration of the three imperatives, and 

perhaps de-emphasize a focus on the economic imperative, especially in times of crisis. 

Assessing the three imperative conditions would allow hoteliers to identify barriers and 

capitalize on strengths more mindfully in the pursuit of sustainability and to enlarge their 

vision and develop strategies that are broader and more responsive to the increasing demand 
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for more than just green washing.  For example, a hotel with a strong sense and connection 

to place could leverage this in favour of promoting greater innovation as a strategy to 

overcome internal limits. Given these linkages to scale, limits, place, and diversity what 

might a working model look like?   

A Model for Sustainable Hospitality 

As noted previously the four conditions of scale, limits, place, and diversity were not 

used to frame the data collection but rather to test the usability of these conditions to deepen 

understanding of hotel sustainability. With this in mind, I have endeavoured to devise a 

model that links the four conditions to the findings of this research. In reflecting on a model 

that would integrate the research findings and the previous theoretical literature, the concept 

of a puzzle came to mind.  In Figure 4 we see the four conditions of scale, limits, place, and 

diversity make up the borders of the puzzle.  Attached to these pieces are the four themes of 

innovation, investment, place identity, and social capital and at the very centre we have 

leadership.   

There were many reasons why I settled on a puzzle to illustrate my model of 

sustainable hospitality.  Firstly, I wanted to show that all four conditions and themes are 

interconnected: that each piece depends on the other and that oftentimes boundaries are not 

clear.  Secondly, I think that using a puzzle is effective in highlighting how each piece plays 

a key role in achieving sustainable hospitality. Without a piece of the puzzle we only have a 

fragmented perspective on sustainable hospitality.  Finally, bringing all the pieces together 

creates a more complete picture of sustainable hospitality.  Each major theme developed in 

the research is connected to a condition in this illustration. Investment is primarily linked to 

scale, innovation to limits, sense of place to place, and diversity to social capital.  Leadership 
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is placed at the centre of the illustration because it is the driving force through which 

sustainable hospitality is achieved.  

Investment was linked to scale because of the need to rethink issues of scale in 

respects to hotel sustainability.  These issues include size or appropriateness of a hotel in a 

community not only along economic lines but also considering the social and environmental 

imperatives of sustainability. Further, this also includes the need for investment to assure the 

continued viability of the hotel.  As was discussed earlier, a lack of investment hinders the 

sustainability of a hotel along all three imperatives. Innovation was linked to limits because 

of the need to react creatively to a set of constraints such as meeting targets.  Here 

innovation helps provide ideas that assist in revising or devising new initiatives that help 

reduce the environmental footprint of a hotel.  Sense of place is linked to place because of 

the strong attachment participants experienced not only the physical space but also the 

connection to fellow employees. The hotel sector, however, embedded as they are in 

communities, should expand their concept of place to embrace the wider community. 

Finally, social capital is linked to diversity as a way to extend across silos and increase 

employee engagement. 
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Figure 1: Sustainable Hospitality Model 

As noted previously in this dissertation, there are many efforts made by organizations 

and scholars to provide hoteliers with models to increase levels of sustainability within 

hotels.  These range from green programs such as the Green Key program to Hawkins and 

Bohdanowicz’s (2012) principles for responsible hospitality, yet, these efforts are largely 

concentrated on providing measures, indicators, or general principles.  I offer that little has 

been written on how to build capacity for sustainable hospitality, nor have business 

imperatives, capacity and sustainability imperatives been reconciled. Surely, if the 

hospitality industry is to become more sustainable than we must build the necessary capacity 

in each hotel for this to occur. In revisiting the literature on community capacity building 

Chaskin (2001) defines community capacity as,  

the interaction of human capital, organizational resources and social capital existing 

within a given community that can be leveraged to solve collective problems and 

improve or maintain the well-being of a given community.  It may operate through 

informal social processes and/or organized effort. (p. 295) 
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In extending this definition to the hotel sector, it is essential that capacity exist within the 

hotel to actively pursue a sustainability agenda.  Thus, it would be useful when creating a 

framework for hotel sustainability to assess the level of organizational capacity for this 

endeavour. Chaskin (2001) notes that leadership and organizational development are two 

strategies hoteliers could use to build this capacity.  
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CHAPTER VI 

ANSWERING THE RESEARCH QUESTIONS 

My research question asked, to what extent do hotel leaders integrate concepts of 

sustainability into their strategic planning process? 

As a whole, participants integrated very few concepts of sustainability into their 

strategic business plans and only a few actions were developed that went beyond a very 

narrow interpretation of sustainability. There are several reasons for this limited integration. 

Firstly, participant understandings of sustainability were mostly shallow, save for a few 

participants that had a more sophisticated perspective. These shallow perspectives mainly 

focused on the reduction, reuse or recycling of material goods from a cost saving 

perspective.  As well, concepts of the social imperative of sustainability were mainly 

restricted to a sense of place within the hotel and not to the larger community with the 

notable exception of site two participants.  Secondly, sustainability was often equated only 

with financial viability.  Although a link between sustainability and viability can be made, 

for example the viability of an environment to enable a species to grow and develop, 

viability was interpreted as the ability for participants to meet financial targets so that their 

hotels would continue to operate.  In other words, a sustainable hotel was a commercially 

successful hotel with success being defined as the achievement of financial targets. Clearly, 

this is neither a comprehensive nor integrated understanding of sustainability.  The majority 

of participants reported that they were aware that an approach that integrated all three 

sustainability imperatives was necessary; however, practically, participants did not formulate 

strategies that reflected this knowledge. 
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The organizational structure in which hoteliers typically find themselves operating 

promotes short-term thinking.  In this environment, meeting revenue and expense forecasts 

and targets are paramount.  Sustainable strategies, which in the short-term may cost more to 

implement or have a longer return on investment, are not seen as contributing to meeting 

these targets and as such are harder to promote and implement. Further, sustainability was 

not a core element in the vision, mission, or values of the hotels studied. Without a direct 

line of sight between vision, mission, values, and sustainability, developing and 

implementing sustainable strategies becomes much more difficult. 

I think another factor contributing to this shallow understanding of hotel 

sustainability is the lack of knowledge regarding sustainability in general and sustainability 

in hospitality in particular.  Many universities that offer degree programs in hotel 

management will offer a sustainability course (e.g., Royal Roads University, Cornell) to 

students.  It was clear from the research that providing information on sustainability was 

useful for participants. Some participants reported that following the workshop they better 

understood the concepts of sustainability and that this learning helped them consider the 

three imperatives more deeply.  Thus, I suggest that a more elaborate educational or training 

and development programs component be part of the various hotel green programs. Learning 

about the concepts is not enough to ensure that they can be applied adequately it appears that 

hoteliers lack a basic understanding of sustainability and how it can be applied in hospitality. 

My first sub question was, how can a sustainable framework of scale, limits, place, 

and diversity enhance our understanding of sustainability within hotel organizations?  The 

definition of a sustainable tourism activity crafted within the context of this research as one 

that optimizes economic prosperity by respecting ecological limits (scale), provides the 
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capacity to innovate, for continued development (limits), promotes a strong identification to 

the physical space (place), and encourages difference as a necessary condition for resiliency 

(diversity) (Dale et al., 2008; Dale & Newman, 2010; Newman & Dale, 2008, 2009) was 

extremely useful as it provided a lens in which to consider the sustainability of all three sites, 

and to move to deeper considerations of its implementation.  Presenting and discussing the 

framework with participants at the planning session helped participants identify and 

understand challenges they were experiencing in respects to sustainability.  It also helped to 

nuance their understanding of sustainability within their hotels. For example, when 

discussing scale, site two was a unique example of how the hotel’s reduced size contributed 

to its sustainability challenges.  In exploring the concept of limits, innovative thinking was 

required to creatively deal with constraints.  In discussing a sense of place, it became 

apparent that a strong sense of place prevailed in some hotels and not in others.  In site two, 

this link was made especially clear following the event that reduced the scale of the hotel and 

led to an organizational identity crisis.  Finally, in considering the condition of diversity, it 

was clear across all sites that there was a need for employee engagement and the building of 

social capital to mitigate siloed behaviour.  

This framework of place, scale, limits, and diversity also allowed for the creation of a 

hotel sustainability model that could better inform hoteliers of some of the necessary 

conditions for sustainability.  These concepts are not discussed directly in other sustainable 

hospitality models and in this way, could contribute to the wider conversation on sustainable 

hospitality.  Further, it might prove useful to supplement current hotel green programs with 

indicators created to measure the extent to which these conditions exist within a hotel, for 

example, assessing the level of diversity within a hotel.  I also believe that a fruitful area for 
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future research might be to quantitatively evaluate these variables.  In other words what is 

the strength of these conditions to sustainability?   

My next sub question was, what are the barriers and limits experienced by hotel 

leaders while integrating concepts of sustainability into strategic planning processes? The 

main barriers experienced by participants were a lack of knowledge of sustainability and a 

lack of leadership.  Although the workshop was effective at encouraging participants to 

integrate concepts of sustainability into their strategic plans it was also clear that much more 

work needed to be done before participants were able to make any significant progress. 

While leadership can emerge from anyone and is not positional, organizational priorities are 

typically set within hotels by general managers.  Thus, a leader that does not have broad 

support from others to implement sustainable initiatives, including the general manager, will 

experience limited success in implementing sustainable practices.  Further, a focus on short-

term financial results can impede the implementation of more long-term sustainable 

initiatives.  For sustainability to take root within hotels, it must be embedded into the 

organization. One way to achieve this is by ensuring there is an agreed upon definition of 

sustainability across the organization; that the definition is linked to organizational, mission, 

vision, and values; and that there is senior level accountability for the strategies developed 

(Network for Business Sustainability, 2010). 

The third sub question was, what are the necessary leadership skills, characteristics, 

and practices to lead sustainability in hotels? It was clear that the leadership characteristics 

and practices reported by participants have a somewhat universal appeal as characteristics of 

good leadership.  It was noted that throughout the workshops and interviews that these 

qualities and a desire to break down silos was voiced. In creating group norms for the 
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workshops concepts of honesty, trust, and getting to know each other surfaced.  This is a 

useful perspective in that one can identify the attributes of effective leadership across 

industries.  In other words, effective leadership looks and behaves relatively the same across 

different environments and industries.  

The shallow implementation of sustainability in hotels may not be due to the lack of 

leadership, but rather leaders not making a strategic decision to make sustainability a core 

competency within the hotel. From this perspective, the leadership work that needs to occur 

involves the identification, nurturing, development, and deployment of a set of sustainability 

competencies that hotel leaders can use for competitive advantage (Srivastava, 2005). There 

is no definitive list of sustainable leadership competencies however, Knight (2015), notes 

that there are five main competency groupings.  A sustainable leader is results driven, a 

visionary thinker, ethically oriented, a change agent, and an inclusive operator. In other 

work, Strandberg (2015) cites specific competencies. She writes that sustainable leaders 

need to be able to adopt a systems thinking approach, possess an ability to collaborate with 

external partners, cultivate the ability to advance social and business objectives through 

social innovation, have a deep understanding of sustainability, and the ability to foster 

transformational change (Strandberg, 2015). 

Finally, the last sub-question was, what is the relationship between sustainable 

community development and building sustainable hospitality enterprises?  I think herein lies 

the value of this research.  As noted earlier it is difficult to build a sustainable community 

without sustainable enterprises.  I believe that in conducting this research from this unique 

perspective has allowed for a deeper understanding of how sustainability may be 

operationalized within hotels and ultimately indicators developed to guide hotel leaders in 
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building more sustainable enterprises. One such approach would see indicators developed to 

complement existing models such as the model presented earlier by Hawkins and 

Bohdanowicz (2012).  

Viewing sustainable hospitality through the lens of sustainable community 

development provides a unique opportunity to uncover subtle connections that may provide 

for the deeper development and application of sustainable initiatives in hospitality.  If we 

acknowledge that, the end goal is a sustainable community rather than a sustainable hotel, I 

believe how we plan hotels, build hotels, and manage hotels would be significantly different.  

Instead of asking if a hotel will be viable in an area we could be asking if a hotel contributes 

to the community’s sustainability.  

Moscardo (2008) points out that tourism may not be the best option for a community; 

indeed, a hotel built in a fragile ecosystem may not contribute but rather be detrimental to a 

community’s sustainability.  It may bring jobs and economic development, but the 

environmental costs could far outweigh the benefits. To help avoid such situations, 

regulators could use the sustainable tourism definition crafted in this dissertation based on 

the sustainability community development model of scale, limits, place, and diversity to 

evaluate the merit of hotel projects.  For example, regulators could ask how a hotel 

development project contributes to a sense of place within the community or how the project 

contributes to maintaining or improving the natural environment. Other questions could 

include whether the size of the hotel and its operations is adequate for the environment and 

what sustainability initiatives will be used in the day-to-day operation of the hotel.  
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CHAPTER VII 

RECOMMENDATIONS 

 
The recommendations in this chapter are based on the sustainable community 

development model derived from the work of Dale et al. (2008); Dale and Newman (2010); 

and Newman and Dale, (2008, 2009) and the research findings.  Specifically, these 

recommendations take the derived integrated model developed for the sustainable hospitality 

sector and focus on building capacity in the areas of investment, innovation, sense of place, 

diversity, and leadership. 

In this chapter I present six recommendations that incorporate ideas for both practice 

and scholarship that have resulted from the integrated analysis of the research data and the 

literature. 

1. It is vital that hotel advocacy groups embrace the environmental and social 

components of sustainability more aggressively. Currently, much effort is placed 

on reusing, recycling, and repurposing.  Leaders of hospitality associations and 

organizations need to understand that this is only a small part of the sustainability 

equation.  Hotel leaders need to understand that hotels are embedded in 

communities and as such, a hotel’s viability is linked to the sustainability of the 

community in which it finds itself.  The hotel sector can contribute to a 

community’s economic development by working in partnership with its 

businesses to increase the purchasing of local products, in addition to providing 

local employment. Continued efforts are needed to ensure that the necessary 

infrastructure exists to divert waste from landfills.  Further, hospitality leaders 

need to promote environmental stewardship just as strongly as say lobbying for 
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marketing dollars to promote destinations. This recommendation is supported in 

the literature calling for closer stakeholder relationships (Jayawardena, C., 

Pollard, A., Chort, V., Choi, C., & Kibicho, W, 2013). The literature also 

supports continued efforts to expand understandings of sustainability beyond the 

economic and environmental to include the social imperative (Bruns-Smith et al., 

2015; Melissen et al., 2016).  However, more work needs to be done (Melissen, et 

al., 2016), especially since the majority of initiatives are focused on the 

environmental imperative of sustainability (Holcomb et al., 2007; Melissen et al., 

2016; Nicholls & Kang, 2012; Scerri, & Lovell, 2011).  Specifically, hotel 

leaders need to open a dialogue with communities and include them in their 

strategic planning cycle. Practically, hotel leaders could accomplish this by 

reaching out to local (community leagues) and city (municipal associations) 

organizations and invite them to jointly develop sustainable strategies. These 

strategies could include: providing personal hygiene products to homeless 

shelters, complimentary or reduced cost meeting space to community 

organizations, and providing community groups access to larger business 

networks for fundraising.   

2. The development and implementation of a sustainability training and leadership 

development education program for hoteliers.  This program would be grounded 

in key sustainability concepts that would include sustainable community 

development and leadership for sustainability. This would provide leaders the 

opportunity to consider different perspectives of sustainability and provide an 

opportunity for hotel leaders to integrate and deepen these concepts into their 
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strategic planning activities. Ensuring that leaders have the knowledge necessary 

to successfully operate their businesses is crucial (Leung, 2003; Barrena-

Martinez, Lopez-Fernandez, Marquez-Moreno, & Romero-Fernandez, 2015). 

Thus, educating hotel leaders in sustainability is necessary to allow for greater 

integration of sustainability in organizations (Lopez-Perez, Melero, & Sese, 

2017). Given the generally shallow understanding of sustainability discovered, 

this is a key recommendation.  While some hotel companies provide 

sustainability education, the overwhelming majority do not. I believe that hotel 

associations should provide on-going sustainability education and that the 

completion of sustainability training by hotel leadership teams becomes a 

compulsory requirement for any green certification program. Further, 

undergraduate and graduate hotel programs could provide a stronger focus on 

sustainability by ensuring it is a core objective of hotel management programs. 

3. Develop indicators based on the four conditions of sustainable community 

development to help evaluate the sustainability of hotel organizations.  These 

indicators would form part of questionnaires that could be given separately or in 

conjunction with green programs. Developing indicators for these conditions 

from a strategic human resource perspective might contribute knowledge of the 

antecedents necessary for a deeper implementation of hotel sustainability.  For 

example, in the areas of employee engagement (Guerci, Radaelli, Siletti, Cirella, 

& Rami Shani, 2015). These indicators could be developed from established 

frameworks and questionnaires.  Practically, questions on hotel leadership, 

innovation, investment, social capital, and sense of place could be added to 
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programs such as the Green Key Certification Program, Green Key Global, and 

Sustainable Tourism Eco-Certification Program. This could provide interesting 

insights as to whether the presence of higher levels of these elements contributes 

to a higher eco rating.  

4. Encourage hotel ownership groups to adopt more sustainable hospitality targets 

when setting yearly planning goals. This recommendation requires the support of 

senior leaders at a hotel group level. Convincing hotel group boards and chief 

executive officers is key because they dictate strategic planning processes 

followed at the hotel level.  

5. Conduct quantitative studies to identify the relationship between the components 

of the model developed. The sustainability model elaborated in this research 

would benefit from empirical testing. Analyzing the structural relationships 

between the constructs could uncover latent variables.  

6. Conduct qualitative research studies to evaluate the usefulness of the 

sustainability model developed in this dissertation in contributing to greater hotel 

sustainability.  Specifically, whether the development and implementation of 

activities that increase investment, innovation, social capital, and sense of place 

contribute to greater hotel sustainability. Further research into these conditions 

should be conducted from the perspective of a web of hotels within a community 

(G. Bird, Personal Communication, July 11, 2018). 

The future is bright for hotel sustainability.  Hotel leaders are committed to 

implementing sustainability in their operations (Melissen et al., 2016).  However, for 

sustainable hospitality to grow and thrive beyond towel recycling, hoteliers must be prepared 
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to lead the charge. Hotel leaders need to gain a deep understanding of the conditions for 

sustainability and be able to advocate for change in an industry that has been slow to adopt 

sustainability.  Encouraging innovation to arrive at better solutions, pressing owners for 

increased investment in infrastructure, building social capital, and fostering an identity built 

with sustainability in mind is the work all hoteliers must commit to if we are to build 

successful hotels in sustainable communities. 
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Appendix A: Responsible Hospitality Model Matrix 

 
Responsible hospitality model matrix.  

Adapted from: Hawkins, R., & Bohdanowicz, P. (2012).  Responsible hospitality.  Oxford, 

UK: Goodfellow. 

 

Theme Principle  Indicators 

The Environment Avoid wasteful 
use of resources 
and protect, and 
where possible, 
improve the 
environment 

1. The business knows how much energy 
and waste it consumes (in volume and 
not cost) and how much waste is 
produced. 

2. Consumption of resources is declining 
per unit of production year on year. 

3. Consumption targets are challenging and 
achieved in all business units that are 
managed by the businesses as a 
minimum. 

4. The senior management team are judged 
not just on meeting financial targets but 
also resource/waste reduction targets. 

5. Decisions on new technologies are made 
not just on short-term payback, but also 
on their contribution to reducing, carbon 
emissions and/or waste. 

 Prepare for the 
(un) expected. 

1. Resource depletion, climate change, 
changes in water availability, and the 
associated issue of food security are 
discussed at board meetings. 

2. Geographical locations in which business 
operates that are likely to be adversely 
affected by the issues are identified. 

3. Risks, crisis and business continuity 
strategies include contingency planning 
for climatic events, water shortages and 
so on. 

4. Staff understands the implications of 
these issues at their locations and the 
responses that are expected of them. 

5. Contingency planning is undertaken with 
full consultation of other stakeholders 
within the areas affected. 
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 Develop products 
that are 
responsible and 
can be operated 
responsibly. 

1. The responsible business team/criteria 
are central to all new product 
development decisions. 

2. The design manual and building 
specifications are reviewed regularly to 
ensure compatibility with responsible 
business criteria. 

3. The business actively discusses its 
responsible business initiatives and the 
requirements with property developers, 
the investment community, and others 
involved in new development decisions. 

4. Opportunities to take on the management 
of new facilities or to operate into 
facilities that conflict with responsible 
business criteria are refused. 

5. Minimum and measureable performance 
criteria are specified for all new build 
and refurbishment projects, including the 
issue of renewable energy technologies. 

People and 
Communities 

Develop 
mechanisms to 
take full account 
of the views of 
people and 
communities. 

1. The business knows who its stakeholders 
are. 

2. The stakeholder lit extends beyond the 
boundaries of suppliers, customers, 
investors, regulators to include non-
governmental organisations and agencies 
that have been/may be critical of the 
business model. 

3. Someone in the organization is 
responsible for managing stakeholder 
dialogue. 

4. Engagement with stakeholder is 
multiway – providing multiple methods 
for stakeholder feedback. 

5. Stakeholder views are considered by the 
management team and incorporated into 
the business strategy as appropriate. 

 Embed 
responsible 
business practices 
throughout the 
supply chain. 

1. Everyone in the procurement team 
understands the aims of the responsible 
business programme and how they will 
affect the supply chain. 

2. The company is/has undertaken an audit 
of at least primary suppliers and 
identified the environmental and social 
implications of current supply chain 
choices (including collating data about 
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the responsible business 
aspirations/policies of companies in the 
supply chain). 

3. All major suppliers are aware of the 
responsible business programme and 
have been engaged in a dialogue about 
achieving responsible business 
ambitions. 

4. Supply chain contracts are reviewed 
regularly (at least every two years) to 
ensure that they are keeping pace with 
responsible business commitments and 
do not pose a reputational risk. 

5. Progress in changing supply chain 
preferences to ensure that they are in 
keeping with responsible business 
aspirations is recorded, measured and 
improvements are targeted. 

 Engage 
employees and 
customers in 
actions that 
support 
environmental, 
economic and 
social well-being. 

1. All employees are aware of their role in 
delivering responsible business 
objectives and have been provided with 
good quality training to adapt their 
behaviours at work and home. 

2. Employees recognize that responsible 
business outcomes match their personal 
values as well as those of the business. 

3. Appropriate processes are in place to 
collate progress by staff, celebrate 
success, and monitor customer feedback 
at the unit level. 

4. The business communicates with 
consumers about its responsible business 
aspirations and achievement in an upbeat 
and positive manner. 

5. The business actively edits choices out of 
its product portfolio to progress its social 
and environmental ambitions. 

 Contribute to the 
development of 
public policy that 
promotes 
environmental, 
social and 
economic well-
being. 

1. The business does not condone or engage 
in corrupt practices. 

2. Input into policy extends beyond 
lobbying government to repeal 
regulations and includes actively 
advising the government on the sector 
and formulating possible new approaches 
to engage the sector in sustainable 
practices. 
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3. The business actively shares examples of 
outstanding practice with policy makers 
and others. 

4. The business participates in stakeholder 
dialogues with policy makers (including 
policy consultations) to inform them of 
the industry’s specific needs. 

5. The business works in partnership with 
other companies and trade associations in 
the sector to identify the framework 
conditions for sustainable development. 

Fairness and 
Transparency 

Define 
responsible 
business values 
and communicate 
good practice. 

1. The business has a responsible business 
mission or vision statement that has 
coherence with the brand and its broader 
values. 

2. The business clearly defines the meaning 
of these responsible business values or 
mission. 

3. The responsible business values motivate 
mangers and staff. 

4. The business vets the awards it enters on 
the basis of their credibility rather than 
the ease with which they will win an 
accolade. 

5. When the company promotes best 
practice it is willing to discuss pitfalls 
rather than just achievements. 

 Build trust 
through 
transparency. 

1. The responsible business report is a tool 
to guide internal decisions and not just a 
piece of PR collateral. 

2. Responsible business reporting is not the 
sole function of the corporate 
responsibility team. 

3. The responsible business report includes 
as many business outlets as possible 
within its scope – including those that are 
franchised, tenanted and or management 
contract. 

4. The company reports and learns from the 
responsible business initiatives that have 
been unsuccessful as well as those that 
have been successful. 

5. The company report and website 
provides information across the whole 
range of impacts and does not confine 



SUSTAINABLE HOSPITALITY 
        
232

itself solely or mostly to energy (carbon), 
waste and water consumption issues. 

 Take responsible 
business to the 
heart of the 
company. 

1. The chief executive is committed to 
embedding responsible business 
principles throughout the company. 

2. Responsible business issues are 
intertwined with the company’s mission 
statement and core brand values. 

3. Responsible business criteria are a core 
part of everybody’s job description and 
annual performance reviews. 

4. Responsible business issues are allocated 
a budget that is not justified only on 
short-term payback periods. 

5. Shareholders are fully engaged in 
working with the company to support 
responsible business initiatives in the 
interests of long-term profitability. 
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Appendix B: Strategies Developed by Participants 

Strategies – Site One 

 
1. Control costs 

Actions: 

• decrease costs by reducing, reusing, and recycling; 

• identify what purchases are wants and what are needs; 

• focus on forecast to control labour and costs. 

2. Revenue growth 

Actions: 

• maximize on the ethnic diversity of associates with a commission for referred 

business; 

• social media offers (training in social media needed); 

• hold a revenue generation meeting once a month. 

3. WOW guests/guest loyalty 

Actions: 

• anticipate guest needs; 

• add customer profile section to the pass on; 

• engage more with our guests by encouraging more associates to use their PPP  

(Powerful Personal Presence). 

4. Strategic training 

Actions: 
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• ROI – Define what is an acceptable metric. D.H.’s need to justify (link) their 

training back to their business goals; 

• use SMART (Specific, Measurable, Achievable, Realistic, and Timely) goal 

process when planning training; 

• strategic succession planning (offer/develop) mentoring program.  Step by step 

plan that the associate finds value in and they can envision long term goal (was 

also an action item in decrease turnover strategy). 

5. Decrease turnover 

Actions 

• care about your people; get to know them as a person; 

• train departmental trainers. 

6. Ownership/Entrepreneurial 

• no actions decided upon. 

 

Strategies – Site Two 

 

1. Training 

• PPR – training: prepare – meet – follow-up; 

• training Plan: Standards to ensure consistency.  On the job Training.  

Departmental training.  Hotel specific tasks – service – culture - hotel specific 

training; 

• department training plan: Identify what is going to be trained.  The what.  

Establish a template; 

• train the trainer: How we are training.  Selection of departmental trainers. 
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2. HR planning 

• develop process to identify manning guides for different business levels.  

Produce an organizational chart that reflects differing business levels to be able 

to sustain and grow the business; 

• HR Planning: necessary resources.  ROI on positions. 

3. Rollout vision/mission 

• communication plan:  Teasers – posters – PowerPoint presentations – energy – 

excitement – build-up – finish word-smiting – orientation – department head 

meetings; 

• ensure engagement: launch event – town hall – plan activities – use keywords 

often – get department heads involved – use social media; 

• keep it alive. 

4. Decrease turnover 

• provide information to D.H.’s (turnover stats, exit interviews, reports); 

• use the following process; 

o provide information;     

o analyze;     

o recommendations (Planning);   

o implementation (D.H.’s); 

o re-evaluate. 

5. Revenue/forecast meeting 
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• Revenue meeting 

o revmax Meeting (Hotel); 

o more focus on F&B; 

o invite D.H.’s and Sales staff; 

o change agenda for a couple of meetings; 

o include/keep financial information. 

• Forecast meeting 

o email production-goals; 

o “save-as” Driver Base link. 

6. Marketing/packaging hotel 

• Use the following process to determine activities; 

o gather information;     

o analyze;     

o arrive at recommendations;    

o implement; 

o re-evaluate. 

• plan marketing for greater co-ordination.  Consider internal and external 

customers. Celebrate accomplishments; 

• firm up hotel marketing plan.  Provide detail: know what’s out there; 

• what are the activities? 

• ensure better communication; 

• complete social media calendar; 

• complete quarterly marketing brief; 
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• use owning company resources for marketing. 

 

7. PPR Process 

• clarity of the areas for improvement;  

• share how the PPR process will work; 

• clarity concerning area Vice-President role in the PPR process; 

• provide actual examples for each category. 

 

Strategies – Site Three 

1. Operation customer year: blow budget out of the water. 

• obtain and contact dormant accounts; 

• have a monthly/quarterly customer appreciation day or event; 

• get locals in; use a card, deals, etc. explore the neighbourhood; 

• front desk referral plan: business card to sales managers for third party guests. 

2. Clear fit: recruit/retain/maintain. 

• hire early – job fair in February; 

• clear training schedule for front and back of house staff (First-Aid, Wine, Opera, 

Microsoft, Office, Micros); structure training; post training at the start of the 

year; 

• use personality assessment, Kolb learning styles assessment for new hires and 

training; 

• Make performance review process work. 

3. Be (name of hotel) 
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• link to community, identity, branding, vision, and values; 

• one community event every quarter; be known as the “old gal” giving back. 

• customer survey; local community do they know who we are?  

• re-enforce identify with staff; 90 days / 1 year; swag – t-shirt, cap, jacket, etc.; 

• video; “Why am I proud to work here” seek staff input. 

4. Green and healthy (sustainability) 

• turn lights off; 

• promote yoga in departments; 

• put something in guest rooms about “Clean the World”; 

• sales and marketing items; green items; “ Please take the pen and plant it!”; 

postcards that have seeds in them. 
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Appendix C: Interview Protocol 

Interview Protocol 
 

Beyond Towel Recycling: Sustainability as Hotel Business Strategy 
 

Researcher:  Milton Almeida M.A. 
  
Introduction 
 
This protocol has been created to assist the researcher in conducting interviews that explore 
the concept of hotel sustainability.  The interview protocol outlines a semi-structured format 
for the interviews. The topics of interest for these interview are: (a) the subjective 
frameworks elaborated by participants concerning sustainability, (b) how participants 
evaluate this framework against business strategies, (c) what effect the 2-day strategic 
planning session had on their views of sustainability and hotel business strategies, and (e) 
participant views and objectives concerning hotel sustainability and business strategies 3 
months post the 2-day strategic planning session. 
 
 
Interview Goals, Topics, Interview Questions – Interview 1 
 
Goals 
 
The goal of the first interview is to gather participant views, perspectives, and opinions on: 
(a) how participants view sustainability, (b) their impressions on hotel sustainability 
following the 2-day strategic planning session, (c) how the strategic planning session 
influenced their views on sustainability, (d) to what extent the concept of hotel sustainability 
influenced the business strategies that were developed, and (e) what was useful to 
participants in assimilating concepts of sustainable hospitality. 
 
Topics 
 
The topics for the first round of interviews include: (a) personal and business concepts of 
sustainability, (b) the 2-day strategic planning session, and (c) sustainable hospitality, 
 
The following questions are suggested: 
 

• What is your perspective on sustainability in hospitality? 

• Think back to before the strategic planning session. How would you have described 
sustainability? 

• Did the strategic planning session contribute to your understanding of sustainability?  
If so, how? 

• How would you describe sustainability now? 
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• What are your opinions, views comments on sustainable hospitality? 

• How would you define sustainable hospitality? 

• What parts of the strategic planning session did you find the most effective?  The 
least effective?  Why? 

• What do you think about the business strategies that were developed? 

• Do you think that the business strategies are linked to concepts of sustainable 
hospitality?  How? Why not? 

• What kind of leadership do you think is necessary to enact the strategies that were 
developed? 

• We talked about Scale, Limits, Place, and Diversity.  What do these concepts mean 
to you? 

• How was this planning session different than what you have experienced in the past? 
If you haven’t experienced one in the past what was it like attending your first one? 

• What would you say are next steps for this team in regards to the development of 
business strategies? 

• How would you change the planning session? 
 
 
Interview Goals, Topics, Interview Questions – Interview 2 

 
Goals 
 
The goal of the second interview, after a 3-month period, is to gather participant views, 
perspectives, and opinions on: (a) the extent participants have integrated notions of 
sustainable hospitality, (b) the extent to which business strategies that were developed have 
been put into action, (c) explore participant concepts of hotel sustainability, and (d) barriers 
and limitations to the implementation of strategies developed during the strategic planning 
session. 

 
Topics 

 
The topics for the second round of interviews include: (a) concepts of sustainability, (b) 
implementation of business strategies developed during the strategic planning session, (c) 
sustainable hospitality, and (d) leadership for sustainability. 

 
The following questions are suggested: 
 

• In thinking back to the strategic planning session how would you describe your view 
on sustainability?  Has it changed?  What’s different if anything? 

• What’s been your experience in implementing the business strategies that were 
developed during the session? 

• What are your current views concerning sustainable hospitality when compared to 
those you held at the end of the strategic planning session 3 months ago? What about 
the views you held before the strategic planning session? 

• Did the strategic planning session influence how you lead your department? 
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• Have you noticed any changes in your behaviour as a result of the session?  If so, 
what are they? Can you share some examples? 
 
 
 

Checklists 
 
Pre-Interview Checklist 
 

o Contact potential participant via email or telephone invitation. 
o Invitation to include information about the researcher, the research project and 

context of the interview. 
o Mutually arrive at a date and time for the interview. 
o Test recording equipment prior to use noting battery/power levels, perform sound 

checks, bring power cord to recharge equipment if necessary or an extension cord in 
case the recorder is too far from a power outlet. 

o Ensure printed copies of the relevant part of the interview protocol (participant 
handout) are available to participants in case they would like to re-read the context of 
the interview. 

 
Face-to-Face Interview Checklist 
 

o Greet and welcome participant. 
o Ensure participant is comfortably seated. 
o Offer refreshments if available. 
o Thank participant for agreeing to be interviewed. 
o Ask if there are any questions. 
o Go over informed consent highlighting crucial areas. Ask if there are any further 

questions. 
o Obtain signed informed consent. 
o Conduct interview. 
o Bring interview to a close.  Ask what other questions they may have. 
o Thank participant. 
o Write impressions, comments, notes immediately following interview. 

 
 
Considerations: 
 
Meeting location:  Off-site or On-site  (Anonymity) 
Meeting Times:     During work, after work, on week-ends 
Modality:               By phone, email, face-to-face 
Who calls:       Decide who will call whom when conducting interviews by telephone. 
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Participant Handout 
 
 
Introduction: 
 
With the push towards more sustainable living, hotel leaders need to consider how they can 
make their operations more sustainable.  While the general business line of “growth at all 
costs” is rapidly giving way to a view that supports sustainability as good business practice; 
hotel leaders who seek to make their businesses, and by extension their communities, more 
sustainable need to use strategic planning models that support environmental, economic and 
social sustainability.  
 
During this interview I will be asking you for your thoughts, opinions, and perspectives on 
sustainable hospitality in general and your experiences following the strategic planning 
session. 
 
 
Interview Details: 
 
The interview will last approximately 1- hour. I will use my iPhone to record our 
conversation so that I can later transcribe the interview.  I will also take some notes during 
our conversation.  
 
What I will do with this information: 
 
This project is being conducted as a requirement for a Doctoral degree in Social Sciences. 
The interview will be recorded using an iPhone.  The recording will be downloaded onto a 
desktop computer.  The digital recording and transcription files will be password protected.  
 
Anonymity and Confidentiality 
 
Your information will be refereed to anonymously in any reports.  Computer files containing 
information will be specially coded.  Codes will be maintained in a code book under lock 
and key.   
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Appendix A 
 
Informed Consent - Interviews  
Royal Roads University, Faculty of Social and Applied Sciences  
Doctor of Social Sciences 
 
Research Project: Beyond Towel Recycling: Sustainability as Hotel Business Strategy 
Researcher: Milton Almeida M.A. 
 
This project is being conducted, by a graduate student, as a requirement for a Doctoral 
degree in Social Sciences.  
 
You are being invited to participate in a research project that seeks to explore the extent to 
which sustainability is integrated into strategic business processes. The questions posed 
during the interview ask you to provide thoughts, comments, and opinions on issues of hotel 
sustainability and strategic planning. This Interview is expected to last no longer than one (1) 
hour. I will record the information by taking notes and using an audio recorder. Choosing to 
participate or not will have no effect upon your employment or advancement. Research 
findings may be used commercially in the form of articles, books, or appearances. Research 
results will be published in the form of a dissertation.  A document summarizing key 
research results will be produced and disseminated to participants. Benefits to participants 
include: (a) an opportunity to share thoughts, opinions, and perspectives on business 
strategies and sustainable hospitality, (b) the development of business strategies, and (c) the 
possible development of managerial skills in the area of strategic planning.  No conflict of 
interest has been noted other than perhaps a sense of obligation on behalf of participants to 
take part.  No such obligation exists within this research. Participation or non-participation is 
a confidential matter and will not be shared. 
 
Before proceeding I will answer any questions you may have.  
 
I agree to participate as a member of this organization by responding to questions in a 
telephone or face-to-face interview.  
 
1.   I am over the age of 18 years old. 
 
2.   I have the right to withdraw at any time for any reason from participation in the project.  

I understand that I can, at any time, have any information provided to the researcher 
removed from the study. 

 
3. I understand my involvement in this study will consist of answering questions in a 

telephone or face-to-face conversation.  
 
4.   I understand that the research findings may be used for purposes other than the specific 

research question where the researcher finds it appropriate to do so. These may include 
academic articles.  
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5. I understand that the Information collected will be done confidentially and not contain 

any participant identifying information. Data will be kept under secure circumstances 
using passwords and/or mechanical means.  A cross-referenced list will be maintained by 
the researcher to ensure the confidentially of data.  This list will be held securely through 
the use of passwords or other mechanical means as appropriate. 

 
 
The researcher will endeavour to ensure that no harm will come to me through my 
participation in this project. No deception will be used in this study.  
 
 
 
By signing below I agree to these conditions.  
 
 
 
________________  (Name)   _______________ (Date) 
 
 
For further information regarding the purpose and methods for this project, please do not 
hesitate to contact:  
 
Milton Almeida, Researcher  
Phone: (250) 217-5895  
Email: milton@corporateedgecoaching.com  
 
Bernard Schissel, Program Head Doctor of Social Sciences Program 
Phone: (250) 391-2600 Ext 4776 
Email: bernard.schissel@royalroads.ca 
 
 

 

 


