


HOSPITALITY
ESSENTIALS SERIES

IMPR-OVING
SUSTAINABILITY INTHE
HOSPITALITY INDUSTRY

FRANS MELISSEN AND %{
LIEKE SAUER




Improving Sustainability in the Hospi-
tality Industry

Over the past few years the hospitality industry has become a lot
more sustainable than it used to be. However, the industry’s con-
tribution to the sustainable development of our societies is still
significantly smaller than it could be. This book specifically ad-
dresses the links between operations, tactics and strategy from a
sustainable development perspective and moves beyond de-
scribing what is to reflect on what could be or even what should
be, thus providing students with a concise guide for improving
sustainability concepts and businesses in the hospitality indus-
try.

Each chapter uses specific cases and examples to reflect on
different ways in which sustainability principles can be used for
revisiting the host—guest relationship and improving the indus-
try’s business processes and models. In doing so, the book pro-
vides current and future professionals with guidelines, inspira-
tion and a call for action to take sustainability within the hospi-
tality industry to the next level, based on inclusiveness, equality
and a sustainable relationship with our natural environment.
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Introduction

As indicated by its title, this book focuses on sustainability in the
hospitality industry. It is not the first book to do so. In fact, a
number of textbooks, but also edited works and (popular) sci-
ence books, all addressing this topic in some way or another
have been published over the years. Many of them are dedicated
to describing best practices and case studies related to imple-
menting or using specific (more) sustainable technologies,
processes or materials in hospitality settings. Others provide
current and future hospitality professionals with inspiration and
explanations with respect to specific cutting-edge approaches to
particular aspects of sustainability within particular contexts.
Some focus on the applicability of particular sustainability con-
cepts, such as cradle-to-cradle or the circular economy, in the
hospitality industry and either elevate one of those concepts to a
panacea or explain in detail why the peculiarities of this industry
make it especially difficult or even impossible to apply it.
Whereas some of these books address the link between day-to-
day operations in hospitality businesses and sustainability, oth-
ers look into the relevance of sustainability for decision-making
at the strategic level.

Therefore, you might ask why we would need another book on
this topic. The honest answer is that we, the authors, feel we
could add something to the collection of resources already avail-
able to you, the reader, that seems to be missing: A perspective
on how to take sustainability in the hospitality industry to a next
level. Numerous initiatives and programmes dedicated to intro-
ducing (more) sustainable practices have certainly made this in-
dustry more sustainable than it used to be. A lot of progress has
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already been made. However, this has not (yet) resulted in a true
integration of sustainability into the business models, strategies,
tactics and day-to-day operations applied by the vast majority of
hospitality businesses and professionals. The hospitality indus-
try is not yet fully aligned with the concept of sustainability. It is
not yet making the contribution to sustainable development of
our societies that it could make. This book explains why and,
more importantly, explores avenues to change this situation.
Therefore, it goes beyond addressing the most obvious links be-
tween operations, tactics, strategies and business models in hos-
pitality on the one hand and sustainable development on the
other. Instead of describing what is, this book explicitly focuses
on what could be or even what should be.

The rationale for this book

A number of other books have already looked into the details of
particular technologies, processes and certification schemes
that could reduce the environmental impact of, for instance, ho-
tels and restaurants. We would never claim that we could do a
better job of describing the details of those technologies and
processes than the writers of those books. In fact, this book will
not even attempt to provide you with a full overview of best
practices or (the details of) certification schemes relevant to the
hospitality industry. Instead, it focuses on the concept that this
industry lends its name to: hospitality.

In other words, this book does not tell you how to install LED
lighting or water-saving showerheads, nor the associated returns
on investment. What it does do is look into the relationship be-
tween hosts and guests in hospitality settings, and how this rela-
tionship impacts people’s behaviour, also in relation to possible
energy-saving or water-saving technologies and measures. The
reason for doing so is that sustainable development cannot be
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realised only through technological advancements; it requires
new behavioural patterns of people. Those patterns will not
emerge from nowhere but need to be purposely stimulated and
cultivated, based on a thorough understanding of what people
need, want and desire.

The rationale for this book is that the hospitality industry
could fulfil a crucial role in stimulating and cultivating sustain-
able behavioural patterns of a number of people. Not only
guests, but also employees, local residents of the neighbourhood
in which a hospitality establishment is located, other businesses
and professionals, policy-makers, and so on. From a sustainable
development perspective, the (potential) impact of successfully
fulfilling this role is likely to significantly outweigh the direct im-
pact of measures such as installing energy-saving or water-saving
technologies.

This is not to say that such measures should not be taken. Of
course they should and we encourage you to make full use of all
checklists, guidelines, examples, tips and tricks already available
to help you to do so. However, in this book we argue that this is
not enough to truly integrate sustainability into hospitality con-
cepts and businesses. This is also not enough for the hospitality
industry to achieve its full potential with respect to furthering
sustainable development of our societies.

Therefore, this book explicitly focuses on what would be
needed to realise this potential. It reflects on avenues to move
from treating sustainability as an add-on to business as usual to
using sustainable development principles as a powerful concept
and guideline for revisiting the host—guest relationship and im-
proving the industry’s business processes and models.

Set-up and style

Consequently, the set-up of this book is a little bit different from
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most textbooks (on hospitality and sustainability). Even though
it consists of separate chapters, like most other textbooks, these
chapters are actually parts, or building blocks, of an overall sto-
ryline. You will not find separate chapters on the people, planet
and profit aspects of sustainable development, nor chapters ded-
icated to particular sustainability problems, such as water, biodi-
versity, climate change or poverty. Instead, each chapter pro-
vides a part of the argumentation of what could probably best be
described as a call for action. This call for action explains how
the hospitality industry could realise its full potential regarding
its contribution to sustainable development of our societies.

This call for action kicks off with an exploration of the relation-
ship between the hospitality industry and sustainable develop-
ment of our societies. It then moves on to establishing the key
role of behaviour in pursuing sustainable development, also -
and maybe even especially so — in the hospitality industry. Sub-
sequently, promising avenues for stimulating (more) sustainable
decisions and behaviour of people are explored and explained.
The next steps in this call for action show that successfully fol-
lowing these avenues needs to be based on creating a match be-
tween your identity, as a hospitality provider, and the way you
engage in sustainability initiatives, as well as establishing a sus-
tainable relationship between your business and the local com-
munity and (local) natural environment. Once these building
blocks are in place, hospitality businesses and professionals
could focus on new ways of organising hospitality, for instance
through joining forces with grassroots movements and collabo-
rating with so-called sharing economy initiatives instead of fight-
ing them. Finally, all of these elements are then combined to cre-
ate the contours of truly sustainable business models that could
be applied in the hospitality industry. This book concludes with
describing the key role of current and future hospitality profes-
sionals in shaping this sustainable future of the industry and our
societies, and, obviously, ends with making an appeal to hospi-
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tality professionals to take up that challenge.

An overview of the remainder of this book

The remainder of this book comprises six chapters.

Chapter 1 explains the concept of sustainable development
and why it represents our biggest and most urgent societal chal-
lenge. It then discusses the current situation in the hospitality in-
dustry with respect to tackling this challenge. Based on this dis-
cussion, this chapter concludes with highlighting why the hospi-
tality industry’s contribution to achieving sustainable develop-
ment of our societies need not be limited to reducing its own (di-
rect) negative impacts. In fact, three reasons are distinguished
that explain why this particular industry is actually perfectly po-
sitioned to move well beyond this limited perspective on sustain-
ability.

Chapter 2 then links these three reasons to the topics of en-
ergy management, waste management, water management, sus-
tainable food and drinks, and the building (materials and furnish-
ing). It further builds on the rationale presented in the first chap-
ter by highlighting why some hospitality businesses and profes-
sionals to date find it difficult to apply a progressive approach to
dealing with sustainability but also by arguing that some of these
barriers are based on overcomplicating matters. Most hospitality
companies could do (a lot) more, from a sustainable develop-
ment perspective, than they currently dare or choose to do. The
chapter concludes with explaining that pursuing sustainable de-
velopment, as a hospitality business or professional, need not al-
ways be complicated or involve huge investments. Rather, it rep-
resents a choice and requires a focus on people instead of tech-
nology.

Chapter 3 explores this crucial role of people in achieving sus-
tainable development in more detail. It highlights the impact of
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contexts shaped by the hospitality industry on people’s deci-
sions and behaviours, and reveals some of the underlying mech-
anisms. It then moves on to reviewing how these mechanisms
both explain the unsustainable course our societies are on and
how they could be used to adjust this course, also, and maybe
even especially, in the hospitality industry.

Chapter 4 reviews how accounting for the values, preference
and priorities of your customers needs to align with the values,
intentions and priorities of your hospitality company. It high-
lights and explains the relevance of aligning your overall identity,
as a company, with your identity when it comes to sustainability
and the context you create for your customers. If you are to con-
vince your customers to buy and consume the sustainable hospi-
tality experiences you offer them, and support you and get in-
volved in making your sustainability measures and initiatives a
success, you need to send a coherent and appealing message
through all of your decisions and actions. This chapter con-
cludes with explaining why and how your employees need to be
involved in creating and sending that message.

Chapter 5 focuses on the crucial role of local communities, so-
cial networks and bottom-up innovation in achieving sustainable
development of our societies. If a hospitality company wants to
have a maximum positive impact on putting our societies on a
more sustainable course, it needs to establish a sustainable rela-
tionship with its immediate surroundings, both the (local) nat-
ural and social environment. In fact, this chapter explains why
tapping into so-called grassroots movements and local (sustain-
able) developments is a must for any hospitality company, both
from a sustainable development and a traditional business-eco-
nomic perspective.

Chapter 6 then connects the final dots and translates the train
of thought presented in all previous chapters into a call for ac-
tion to hospitality businesses and professionals. It explores the
implications of this call for action for the business models that
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hospitality companies need to create and apply, and it highlights
crucial additions to the (traditional) competencies that current
and future hospitality professionals need to master to answer to

this call.
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CHAPTER
1 Hospitality and sustainability

Introduction

To understand the relevance of the hospitality industry for sus-
tainable development of our societies, we first need to under-
stand what sustainable development means. Therefore, the next
section addresses the origins and meaning of the terms sustain-
ability and sustainable development. The subsequent sections
then provide an exploratory appraisal of the relationship be-
tween hospitality and sustainability. As part of this appraisal, we
review the current status of addressing sustainability and the
way the concept of social responsibility is interpreted and ap-
plied in the hospitality industry, the crucial role of reporting,
communicating and transparency in all this, and the (perspec-
tives and behaviours of) key stakeholders. Together, these ele-
ments set the stage for a preliminary assessment of both the cur-
rent and potential contribution of the hospitality industry to
achieving sustainable development of our societies.

Sustainability and sustainable development

In this day and age, numerous companies use the word ‘sustain-
able’ as an adjective to describe their products, services and
processes. Many politicians also use it to specify the type of eco-
nomic growth they pursue through their decision-making. More
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and more consumers seem to prefer, or at least are willing to try,
products and services that are marketed or labelled as ‘sustain-
able’. For some products, processes or decisions, ‘green’ is con-
sidered to represent a synonym for ‘sustainable’ by many. Green
energy is sustainable energy. Greening your home means using
more sustainable materials and sustainable, or less, energy.
Green growth is economic growth that supports sustainable de-
velopment of our societies.

Somehow, these particular characteristics of the products and
services we, consumers, buy and consume to satisfy our needs
have become important to us. In fact, they have become so im-
portant to us that some of the companies who provide them feel
the need to overstate their case when it comes to the actual envi-
ronmental (or social) impact of their products, services and
processes. In a world in which sustainability apparently has be-
come an important quality, some are tempted to mislead con-
sumers with respect to the actual benefits of what they produce
and offer, and the way in which they do so, or at least exaggerate
a little. This is usually referred to as ‘greenwashing’. In fact,
greenwashing has become so common that most consumers
nowadays more or less assume some exaggeration to be part of
any message by companies, or politicians for that matter, refer-
ring to their sustainability performance. Unfortunately, this also
means that whereas more and more of us, in our roles as con-
sumers and voters, feel sustainable development is important,
quite a few of us have also become rather sceptical regarding the
motives of those claiming to be or act sustainable.

This scepticism, which has sometimes even turned into cyni-
cism, is something that clearly needs to be addressed and tack-
led if we, as humanity, are to achieve sustainable development of
our societies. It is a topic we will return to repeatedly in the re-
maining chapters of this book. However, before doing so, we
need to have a full understanding of what ‘sustainable’ and ‘sus-
tainable development’ actually mean. What is it that we are aim-
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ing for when we say we want to achieve sustainable develop-
ment? What are the characteristics of products, services and
processes that would actually make them contribute to (increas-
ing the chances of us) achieving this objective, and thus make
them qualify to be labelled ‘sustainable’? The fact of the matter is
that answering these questions unequivocally is not that easy.

Even though the origins of the concept of sustainability can be
traced back to hundreds of years ago, it would be fair to say that
two specific reports have really catalysed widespread discus-
sions about this concept amongst academics, politicians,
thought leaders and the business world. The first is entitled The
Limits to Growth, which was written by the so-called Club of
Rome in 1972. Representatives from academia, civil society,
diplomacy and industry from around the world founded this club
in 1968. In their report, they warn that the continued growth of
the Earth’s population, combined with increased food produc-
tion, pollution and the (excessive) use of non-renewable energy
sources, such as oil, gas and coal, will cause serious problems
for all of us. In fact, they use the words ‘a rather sudden and un-
controllable decline in [...] population’ (Meadows et al., 1972, p.
183) to elaborate on the gravity of the situation. They were not
the first to warn that the way we, humans, exploit our planet’s re-
sources to satisfy our needs could very well lead to us harming
or even destroying our surroundings and, ultimately, ourselves.
However, what makes this report different from earlier warnings
is that it came with some very specific and detailed predictions
of what would happen if our behaviour did not change in this re-
spect. What makes this report especially relevant and influential
in any discussion on sustainability and sustainable development
is that even today, close to five decades after its publication,
these predictions pretty much describe exactly what has hap-
pened since. In other words, these predictions have so far
proven to be ominously accurate.

The second report that is referred to in many discussions on
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sustainable development is Our Common Future by the United
Nations’ World Commission on Environment and Development
(UNWCED), chaired by former Prime Minister of Norway Gro
Harlem Brundtland and therefore also known as the Brundtland
Commission. This commission defined sustainable development
as ‘development that meets the needs of the present without
compromising the ability of future generations to meet their own
needs’ (UNWCED, 1987, Chapter 2, item 1). In essence, this re-
port describes our common challenge, as humanity, to create a
world in which the needs of all people can be satisfied in a way
that accounts for the limitations in what our planet can provide
in terms of resources. In other words, finding a way to satisfy our
needs that prevents the predictions of the Club of Rome coming
true. As straightforward as this definition may sound, it is impor-
tant to realise that the Brundtland Commission added some cru-
cial explanations to this definition in their report. For instance,
they stated that with respect to the needs of people, it is impor-
tant to realise that all people have ‘legitimate aspirations for an
improved quality of life’ (UNWCED, 1987, Chapter 2, item 4), not
just those fortunate enough to live privileged lives or be born in
rich parts of our world. This means that meeting the needs of
people goes beyond just providing food and safety but also en-
compasses issues such as education, belonging somewhere and
the chance for self-development.

Achieving a state of development of our societies that would
qualify as sustainable development is quite a challenge. Espe-
cially if you realise that we, as humanity, currently already use
more resources than Earth can provide in the long run. If you
combine this realisation with the predicted growth of our
world’s population and the fact that significant portions of the
population currently live their lives in circumstances that cer-
tainly do not meet the criteria for a decent quality of life, let
alone an improved quality of life, the gravity of the situation be-
comes clear.
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Numerous news reports, documentaries, newspaper and maga-
zine articles, blogs and vlogs, personal stories and the like about
the current state of both our environmental and social systems
further illustrate the gravity of the situation. As a result, most
people in our world are now more or less aware of the situation
and share a sense of urgency. Most of us realise that our soci-
eties are currently on an unsustainable course and measures are
necessary. Climate change and poverty, hurricanes and armed
conflicts, pollution scandals and a range of health problems all
have one thing in common. They could all be argued to represent
signals from our planet, combining into one very clear message:
you, humans, better change the way you have arranged your
world to satisfy your needs, and fast! The fact that these signals
have not only continued but have actually become stronger and
more worrying over recent years also implies that the way in
which we have so far targeted achieving sustainable develop-
ment is clearly inadequate. The situation cannot be resolved by
simply balancing the outcomes of individual decisions based on
the well-known three pillars of sustainable development: people,
planet and profit. This is too slow, leads to sub-optimisation and
ignores the ethical and systemic dimensions of the required
change. To put it bluntly, simply recycling some materials and
turning the thermostats in our houses down a notch will not be
enough. We will need to drastically change the way we - con-
sumers/voters, businesses and politicians — make decisions in
order to change the distribution of wealth across our globe, how
we account for the needs of (different groups of) people, our
technological systems, our production systems, and more. We
will return to this in more detail in the remaining chapters of this
book. First, the remainder of this chapter reviews the current
contribution of the hospitality industry to achieving sustainable
development of our societies.
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CASE 1.1

Sustainable development goals and transparency

Introduction

In 2000, the United Nations (UN) established the Millennium
Development Goals (MDGs). These eight goals included targets
with a main focus on people and prosperity. Ending hunger, re-
ducing poverty, increasing education and fewer (victims of)
diseases were some of the goals set. In 2016, the Sustainable
Development Goals (SDGs) were established, which build on
the MDGs. These goals also focus on the Planet aspect and
represent a shift in thinking towards addressing sustainable
development in general, and as a whole. All 193 members of
the UN have signed up to realising these goals. The goals
serve as a reference point and guideline for the UN until 2030.
All 17 goals interconnect with each; success for one goal af-
fects success for others. The issues discussed affect everyone
on the planet and therefore involve all of us to make the world
a safer, more prosperous and more sustainable place for all
humanity.
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Figure 1.1 The 17 Sustainable Development Goals
Source: https://www.un.org/sustainabledevelopment/news/communi
cations-material/

SDGs and the hospitality industry

Ever since all members of the UN undersigned the SDGs, nu-
merous local and global initiatives have emerged for trying to
achieve these goals. Some of these initiatives focus solely on
the tourism and travel industry, including the hospitality indus-
try. The Impact Travel Alliance (ITA) has set up one of these
initiatives. They have organised a series of events in their 30
hubs around the world, bringing three global issues to the
forefront. By using these 30 hubs, ITA activates the global
community on a local level. The International Tourism Partner-
ship (ITP) is an initiative with the sole aim of connecting the
world’s large hotel chains, as they believe working together
makes you stronger. ITP focuses on the four SDGs addressing
water, carbon, human rights and youth unemployment. An-
other example is from the Pacific Asia Travel Association
(PATA), who has announced that they will advocate for in-
creased gender equality in 2018, which is a fundamental
human right. This requires investing in education, vocational
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training and skills development for women, so that they feel
empowered to make choices for their future.

Risks and opportunities of applying SDGs for/in the hos-
pitality industry

The SDGs were set on a global scale, thus constituting a clear
reference point for partnerships or other initiatives. However,
this also means that the SDGs are a political agreement, set-
ting national targets for countries, not companies. Therefore,
companies could easily ignore the SDGs and refer to national
governments as the ones who bear responsibility. Another risk
is that the colourful SDGs are only used to spice up Corporate
Social Responsibility (CSR) policies and reports rather than ac-
tually resulting in actions to achieve the goals because there
are no accreditation bodies or measurement policies in place
to determine who qualifies for actually assisting in achieving
these goals and who does not. In other words, the SDGs are
vulnerable to greenwashing. Finally, the way the SDGs have
been established and communicated by the UN allows and ac-
tually very much invites parties such as individual companies
to focus on some SDGs, and ignore others that are equally im-
portant, just because they are easier to align with business as
usual. Simultaneously, and fortunately, there are examples of
companies who have adopted all 17 goals and have chosen a
more holistic approach, for instance through joining forces
with other companies. Another pro of the SDGs is that they are
framed to stimulate innovation rather than being formulated
as something you have to do based on specific minimum re-
quirements. Goals like Sustainable Consumption and Produc-
tion could very well actually become the driving force for new
business models.

Good or bad example?

Melia Hotels International released a statement in November
2016 that they will incorporate the SDGs in their CSR policy.

30




When looking for evidence on their website, it is not clear
where the SDGs tie in (into their overall strategy and day-to-
day operations) and how they will be/are being reported on.
This raises some doubts about the transparency and genuine-
hess of such a claim. However, Melia still seem to be involved
with quite a few interesting sustainability initiatives because
they do pop up regularly when looking for best practices of
CSR in the hospitality industry, for instance on social media or
in professional and scientific literature. We will leave it to you
to decide whether this is the result of clever communication
and good marketing or a genuine desire to do good and acting
upon that.

Source: United Nations, http://www.undp.org.
Melia Hotels, https://www.meliahotelsinternational.com.

N /

Sustainable development and the hospitality in-
dustry

The hospitality industry encompasses a wide range of different
types of businesses, both with respect to the products they offer
to customers and aspects such as size and ownership arrange-
ments. A small independent restaurant operated by a husband
and wife, in which the husband’s domain is the kitchen and the
wife interacts with diners, serves them food and drinks, takes
care of reservations and payments and so on, belongs to this in-
dustry. Marriott International is an American hospitality com-
pany that manages and franchises hotels and other types of lodg-
ing facilities. In 2016, Marriott merged with Starwood to create
the world’s largest hotel company. This company covers about
30 brands and more than 5000 properties worldwide, which
amounts to more than a million rooms. This international hotel
company is also part of the hospitality industry. Restaurants and
hotels are generally considered the two key areas of this indus-
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try. However, ‘hospitality industry’ is often also used as an um-
brella term for not only these two sectors but also businesses
and professionals operating in entertainment and recreation,
such as theme parks and casinos; travel service provision, such
as cruise lines and sightseeing companies; and assembly and
event management, such as convention centres and exhibitions.
In turn, the hospitality industry is part of the wider tourism in-
dustry, which also includes businesses such as travel agencies,
(online) booking companies and airlines.

This heterogeneity of the hospitality industry and the ambigu-
ity regarding delineation of its borders make it difficult to pro-
vide a precise assessment of its contribution to (achieving) sus-
tainable development. As indicated in the Introduction to this
book, providing a full overview of all sustainability aspects
linked to this industry and the (technical) details of addressing
them in the particular contexts created by the specific circum-
stances of the full range of different companies involved is be-
yond the scope of this book. However, in general terms, the hos-
pitality industry could make a contribution in two distinct ways:
(1) reducing the negative impact(s) of this industry, and (2) in-
creasing the positive impact(s) of this industry.

The negative impact of the hospitality industry

Tourism can be linked to a range of negative impacts from a sus-
tainable development perspective. The one that stands out is
greenhouse gas emissions associated with this industry. Most of
these greenhouse gas emissions are linked to travelling, as a re-
sult of most tourists either using a car or an airplane to reach
their destination. With more and more people preferring and
being able to afford the latter mode of transport, air travel has al-
ready increased significantly and will continue to increase
rapidly in years to come, which amounts to equal increases in
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emissions of particles and gases such as CO9, hydrocarbons, ni-

trogen oxides, lead and more. Consequently, air travel con-
tributes significantly to pollution and climate change. The cur-
rent contribution of aviation to climate change is estimated
somewhere between 5% and 10%. However, the actual size of this
problem becomes clear if you realise that, if one accounts for
current predictions regarding population growth, income growth
and technological developments, around the years 2050/2060
greenhouse gas emissions linked to air travel would equal almost
all the greenhouse gas emissions we can afford if we want to
limit global warming to 22 C (Peeters, 2017), as agreed upon in
the so-called Paris Agreement. In other words, if we want to stick
to the Paris Agreement and these predictions prove accurate, we
would need to reduce the contribution to climate change of
other industries, sectors and activities, such as those associated
with (constructing and heating) buildings, manufacturing, other
forms of transport and agriculture, to ... zero!

Obviously, given that airlines and airports are usually not con-
sidered to be part of the hospitality industry, one could argue
that emissions linked to flying are not formally the responsibility
of this industry. However, a lot of us do step into an airplane to
spend our holiday in a hotel or resort that is a formal part of the
hospitality industry. Business people and academics do often
travel to meetings and conferences organised in and hosted by
conference hotels and convention centres that are integral to
this industry. What is more, a lot of the products offered to their
guests by hospitality businesses and professionals, for instance
that tender piece of steak from New Zealand or strawberries on
the menu in wintertime in a restaurant in Europe or the US, have
travelled across our globe by airplane to get there. So have a lot
of the materials used for constructing, furnishing and decorating
the broad range of facilities that together shape the hospitality
industry. In the end, it really does not matter who is to blame for
specific emissions from a legal or industry delineation perspec-

33



tive. The fact remains that the tourism and hospitality industries,
but also the transport and agriculture sectors, are intertwined in
many ways and all of them, as do we consumers, have a role to
play in reducing greenhouse gas emissions. Achieving sustain-
able development is our joint responsibility and the hospitality
industry plays a crucial role in this specific negative impact of
human activity on our planet and (thus) in mitigating it.

However, air travel is certainly not the only way in which this
industry is involved with negative impacts of human activity on
our planet and people. For instance, quite a few hospitality es-
tablishments are located in pristine natural environments across
our globe. Roads have been constructed cutting through wilder-
ness to make them accessible. These establishments often at-
tract large numbers of tourists and not all of them make a con-
certed effort to minimise their negative impact on the local
ecosystem and the remaining wildlife. Obviously, this ecosystem
has already been impacted during construction of those hospi-
tality facilities. However, negative impacts are not necessarily
limited to the local ecosystem. The construction of any hospital-
ity facility, regardless of where it is located, requires significant
natural resources, and sometimes materials used are not only
scarce but can also be linked to a range of negative conse-
quences throughout their supply chain.

Potential negative consequences of hospitality businesses are
not limited to the construction phase and also not to environ-
mental consequences. Some of these aspects are discussed in
more detail in the next chapter but it is important to note here
that consumption of natural resources continues once a hospital-
ity business becomes operational. In fact, the hospitality indus-
try is known for its high consumption of energy and water. It is
also known for generating high amounts of waste. A number of
companies in this industry focus on providing guests with com-
fort and luxury, which is quite often translated in focusing on
oversupplying guests. A typical example would be the copious
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amounts of bathroom amenities provided to guests of hotels, re-
sorts and other accommodation facilities. Many of those are
packaged individually in plastic or small bottles. Once a guest
has used a little bit of the bar of soap or bottle of hair condition-
ing lotion, the remainder of the bar and contents of the bottle, in-
cluding the bottle itself, are disposed of by housekeeping and re-
placed with brand - pun intended — new supplies. Another typi-
cal example is serving guests food and drinks as a buffet. A buffet
is defined by the Oxford English Dictionary as a meal consisting
of several dishes from which guests serve themselves and the
online version of this dictionary includes the following sentence
as an example of how to use the word ‘buffet’: ‘The best meal of
the day was, without doubt, breakfast, which is served as a buf-
fet, but is essentially a feast of 20 or so heaving tables offering
more dishes than anyone could sample in a week.” Unfortunately,
this sentence actually accurately describes the situation in quite
a few hospitality establishments. This generates enormous
amounts of food waste. What is more, one could question
whether oversupplying your guests really equals caring for them
and treating them well. Within the context of food and drinks,
from a health perspective, it certainly does not.

Which brings us to the people component of sustainable devel-
opment. Obviously, the hospitality industry is very much people-
oriented; at the core of this industry lays the relationship be-
tween hosts and guests, the interaction between people. There-
fore, one would expect this industry to focus on the social di-
mension of sustainable development in trying to make a contri-
bution, for instance through caring for the well-being of employ-
ees and guests, and engaging with local communities. In reality,
this industry, especially the hotel and restaurant sectors, has a
rather questionable reputation when it comes to working condi-
tions for and remuneration of its employees. As indicated in the
previous paragraph, you could also question whether caring for
the well-being of guests really equals carelessly oversupplying
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them with food, drinks and amenities. Finally, whereas tourism is
often ascribed the power to stimulate local economies, the hos-
pitality industry is not really known for its active contribution to
an equal division of wealth across people around our globe. In
fact, examples of globally operating chains putting independent,
local entrepreneurs out of business are widespread. Simultane-
ously, this industry is increasingly seen by those who have al-
ready acquired more than their fair share of wealth as an inter-
esting investment opportunity and environment to increase
brand or market value as a means to further increase (the value
of) their share(s).

In reality, the global hospitality industry is more and more
turning into an arena in which high net worth individuals and in-
stitutional investors, such as insurance companies, real estate in-
vestment trusts and private equity funds, compete for money in-
stead of focusing on, and sometimes at the expense of, the inter-
action between people within businesses that are intertwined
with local communities. As with the environmental aspects, this
particular aspect and some of the other aspects of the link be-
tween the hospitality industry and the social dimension of sus-
tainable development are discussed in more detail in later chap-
ters. However, within the context of this preliminary assessment
it would be fair to conclude that the hospitality industry could
make a significant contribution to (achieving) sustainable devel-
opment by (purposely) reducing or avoiding some of the nega-
tive consequences associated with its (current) ways of operat-

ing.

Reducing this negative impact

There are numerous certification schemes, checklists and labels
that hospitality businesses and professionals could use as guide-
lines and inspiration to reduce their negative impacts from a sus-
tainable development perspective. More importantly, numerous
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hospitality businesses and professionals actually use them. What
is more, both scientific and popular (science) publications and
media report on these efforts extensively, as well as on best
practices related to specific sustainability measures and initia-
tives. Together, this creates a wealth of information available to
all hospitality businesses and professionals to figure out which
schemes, measures, initiatives and solutions would fit their spe-
cific circumstances. Finally, practitioners in some sectors have
also joined forces in various ways, for instance with respect to
exchanging information and jointly defining ambitions and set-
ting standards for (specific) sustainability aspects and measures.
The International Tourism Partnership (ITP) is a typical example
of such a collaboration. A number of the world’s biggest and
most influential hotel chains have joined this initiative and have
partnered with KPMG and the World Travel & Tourism Council
(WTTC) to set up the Hotel Carbon Measurement Initiative
(HCMI): a shared methodology for measuring and communicat-
ing greenhouse gas emissions of hotels.

Combined with the oftentimes significant enthusiasm and
drive of individual and groups of hospitality professionals, both
management and staff, all of this has resulted in numerous hospi-
tality companies making quite some progress already in reducing
their negative impacts. The assortment of measures that some of
these companies have introduced is impressive. We all know the
bathroom signs indicating that if you do not put your towel on
the floor, the accommodation provider is going to assume that
you will use it again without it being laundered first. As trivial as
this simple measure may seem, it actually saves a lot of energy,
water and pollution linked to laundry detergents. A lot of hotels,
resorts, bed & breakfasts, restaurants, theatres and theme parks
now include vegetarian and/or vegan dishes on their menus and
use local and organic produce to prepare their dishes. A number
of companies have introduced a range of measures to save en-
ergy and water. Some of the facilities in the hospitality industry

37



have been purposely designed and constructed to reduce or
even completely avoid greenhouse gas emissions. More and
more companies carefully select suppliers and materials they
use based on sustainability considerations, also linked to the so-
cial component of sustainable development. Others have made
an effort to employ people with a so-called distance to the labour
market and have improved working conditions and remuneration
for staff. Finally, some hospitality companies have literally
started to share their space(s) with local stakeholders. For in-
stance, Zoku Amsterdam has created so-called social spaces:
communal working spaces that can be used by staff, guests and
local entrepreneurs and residents.

Even though some of these measures by some of these compa-
nies might not be the result of intrinsic motivation of decision-
makers involved but rather represent a reaction to public and/or
regulatory pressures, the fact remains that today’s average hos-
pitality business could be argued to be less unsustainable than
10 or 20 years ago. Some of this progress might have been lost
through an increase in the number of customers served by this
industry, as well as the wider tourism industry and thus also air
travel and disturbance of ecosystems, but it would be unfair to
say that nothing has been done (yet) to reduce the negative im-
pact(s) of the hospitality industry. Simultaneously, as the re-
mainder of this chapter and the subsequent chapters will show,
there is still a world to be won.

Corporate Social Responsibility, reporting and trans-
parency

As indicated by Jones et al., the truth is that, throughout the hos-
pitality industry, ‘the concept of sustainability [still] provides a
teasing paradox’ (2016, p. 37). Sustainability now plays an impor-
tant role at the operational, the tactical and the strategic level
for most companies in this industry. At the operational level, the
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ultimate customer experience offered to (paying) guests, visi-
tors, diners, clients or customers more often than not incorpo-
rates sustainability measures to at least some extent. Sometimes
this is limited to trivial measures such as the well-known cards in
hotel bathrooms with messages about reusing towels, some-
times this has completely changed the ultimate experience. A
menu with only vegetarian dishes would be a typical example of
the latter. At the tactical level, quite a few hospitality businesses
and professionals include sustainability aspects in their market-
ing messages, even though this is often limited to referring to a
specific label or certification. Simultaneously, specific sustain-
ability measures have become business-as-usual because they
represent a good business case. Some (corporate) clients would
not book a room in your hotel or visit your premises if you could
not prove to live up to a certain minimum sustainability stan-
dard, for instance through qualifying for the very same sustain-
ability labels or certifications mentioned earlier. Other sustain-
ability measures simply save money through saving water or en-
ergy. Combined with pressure from the general public and the
logical desire to avoid possible legal challenges, all of this has re-
sulted in sustainability now representing something that you
simply have to address as a hospitality business or professional.

In fact, especially sizeable companies, and those that are listed
on the stock exchange, have developed (extensive) sustainability
policies, usually as part of so-called Corporate Social Responsi-
bility (CSR) or Corporate Citizenship (CC) programmes. Most of
these companies also explicitly report on their environmental,
social and (business) economic impact — the well-known three Ps
(people, planet, profit), following the Triple Bottom Line report-
ing principles introduced by John Elkington (1997), in their an-
nual reports or special CSR reports. This is usually done in the
form of numerous tables and figures, which are accompanied by
beautifully worded high-minded long-term goals.

Simultaneously, many of these same companies still offer expe-
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riences to their guests, visitors, diners, clients and customers
based on oversupplying them. King-size, luxury, seduction and
excitement are not only the principles on which many of these
experiences are based but also the terms often used to advertise
them. And, ultimately, despite some of the hopeful and promis-
ing messages included in CSR reports and displayed on websites,
the one goal that prevails over all others is to increase profits
and market share. Even though many companies ‘stress their
commitment to sustainability and to integrating it into their core
business strategy [they do so] while pursuing continuing growth
which makes a range of demands on environmental [and social]
resources’ (Jones et al., 2016, p. 37). This also means that some
companies engage in greenwashing to attract customers that
value sustainability.

Interestingly, others actually engage in the opposite of green-
washing, i.e., greenhushing (Font et al., 2017). This phenomenon
relates to purposely understating your efforts with respect to
sustainability measures and initiatives out of a fear of scaring off
potential customers. For some reason, many hospitality profes-
sionals, especially in the hotel industry, are convinced that cus-
tomers are predominantly driven by hedonic and gain motives
(Melissen et al., 2016). In other words, they believe that cus-
tomers do not want to be bothered with sustainability measures
and initiatives, and simply want to enjoy their stay, holiday,
evening out or visit offered to them by the hospitality company
without being confronted with possible negative impacts linked
to their decisions regarding consuming that particular hospital-
ity product, service or experience and the way they do so. All of
this leads to a situation in which businesses and professionals
officially state they are committed to sustainable development
but actually go out of their way to either overstate or understate
their actual efforts and impacts, depending on what is consid-
ered smart business within a specific context. In turn, as indi-
cated earlier in the chapter, this leads to consumers ending up
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rather sceptical regarding the motives of those claiming to be or
act sustainable. In turn, this cynicism is then often interpreted
by hospitality providers as not caring about or not wanting to be
bothered with sustainability measures and initiatives.

4 N
CASE 1.2

Greenhushing?

Introduction

One of the authors of this book has recently supervised a grad-
uation student whose thesis focuses on the perception of
guests towards sustainability, based on the case of a 4-star
hotel with 230 rooms. The hotel has a Green Key certificate.
Green Key is a voluntary eco-label for establishments within
the tourism industry. Based on the standards set by Green Key,
the hotel has implemented sustainable practices in terms of
people, planet and profit, e.g., energy efficient devices.

So what?

These practices are not directly visible or promoted to guests,
neither is there explicit mention of the Green Key label for in-
stance through a plague near the front door of the hotel’s
premises. It was also not known how guests would respond to
these practices, if they’d notice any changes and if so, if they’d
appreciate them. Therefore, after discussing this with one
member of management, the graduation student focused on
assessing whether guests had noticed (the impact of) these
sustainable measures. He found that the majority of guests
had not. Guests also did not think these measures had influ-
enced their level of comfort during their stay.

What is more striking though, or perhaps shocking is a bet-
ter word, is that during the research the student discovered
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that almost all employees and even most members of manage-
ment at the establishment were not aware of the Green Key
certification of the hotel. As it turned out, the decision to pur-
sue this certification, and the application process itself, repre-
sented topics that were, so far, only discussed at the head-
qguarters of the chain that this particular hotel belongs to. Mea-
sures, such as the need to install new devices, were communi-
cated by headquarters to all individual establishments but the
background for these measures - for instance, reducing en-
ergy use and living up to the Green Key certification standards
- were not. If there ever was an example of greenhushing... or
is it?

- J

Obviously, transparency is a key ingredient and precondition
for achieving sustainable development, even at the level of an in-
dividual company. It is impossible to decide on the most sustain-
able alternative without incorporating all possible outcomes,
also from a social and environmental perspective, and the per-
spectives of and impacts on all relevant stakeholders. Unfortu-
nately, the previous paragraph describes a situation that is quite
different; a vicious circle leading to limited transparency about
actual motives, efforts and results, and a situation in which deci-
sions regarding sustainability measures and initiatives are heav-
ily influenced by purely (business) economic motives. This para-
dox is not unique to the hospitality industry. Companies in other
industries also struggle with simultaneously meeting sustainable
development demands and the demands of operating and surviv-
ing in the free market. Many of them need to satisfy shareholders
who expect a reasonable return on their investment. Acquiring
funds for investing in new facilities or maintaining existing ones
becomes a lot harder if you do not make enough profit. Most cus-
tomers are not willing to pay extra for more sustainable prod-
ucts, services and experiences and would pick the cheapest one
if and when offered alternatives of equal quality.
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We will return to these so-called self-reinforcing mechanisms
of our current socio-economic system in more detail later in this
book, but here it is important to note that the hospitality indus-
try could be argued to be especially vulnerable to these mecha-
nisms. An industry with a core product, hospitality experiences,
that is often based on concepts such as luxury, indulgence and
oversupply might find it especially difficult to change this prod-
uct into more sustainable alternatives. A big portion of this in-
dustry consists of small, independent companies with limited fi-
nancial means and access to new insights and technologies,
which makes it even more difficult to make these changes. Fi-
nally, for some reason, over time, the relationship that lies at the
heart of the hospitality industry, the relationship between host
and guest, seems to have evolved into a relationship that is
based on assumptions about the Other rather than one based on
transparency, and open and direct communication about the mo-
tives, values and preferences of both parties involved. Conse-
quently, the actual host—guest relationship between a number of
hospitality businesses and their (potential) customers seems to
act as a barrier rather than a catalyst for furthering sustainability
in this industry (Cavagnaro et al., 2018).

The status quo and reasons for not accepting it

In their recent reflections on the state of sustainability in the
hospitality industry, Jones et al. conclude that ‘definitions of sus-
tainability within the hospitality industry can be interpreted as
being constructed around business imperatives rather than an
ongoing commitment to sustainability’, that ‘materiality and ex-
ternal assurance are not treated comprehensively’ and ‘that the
concept of sustainable consumption and any critique of the in-
dustry’s commitment to economic growth are conspicuous by
their absence’ (2016, p. 36). Based on the preliminary assess-
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ment of the current contribution of the hospitality industry to
achieving sustainable development presented in this first chap-
ter, this rather harsh conclusion unfortunately also seems to be
rather accurate. Despite an abundance of certification schemes
and labels, dedicated partnerships and beautifully worded high-
minded long-term goals in CSR reports and on company web-
sites, sustainability principles have not yet been fully integrated
into the core business strategies, tactics and operations of most
hospitality businesses and professionals. There is no doubt that
a lot of progress has been made with respect to making this in-
dustry less unsustainable than it was a few decades ago and that
quite a few individual businesses and professionals are highly
motivated to move further forward, but, overall, this industry
now seems stuck in what Benn et al. (2014) refer to as the effi-
ciency phase of organisational change towards sustainability.

The remainder of this book is dedicated to exploring avenues
to break this deadlock. There are two reasons why this is so im-
portant.

First, despite the range of sustainability measures and initia-
tives already introduced to date, this industry still negatively im-
pacts our environment quite significantly. Even though this in-
dustry plays an important role in our economies and thus in gen-
erating income for quite few people, the way in which it does so
not always qualifies as sustainable from a social perspective, es-
pecially in relation to improving the quality of lives of all people,
both across our globe and in the long run. Therefore, if new mea-
sures, initiatives, innovations and concepts could be introduced
that would assist in having the hospitality industry generate the
same or more societal value while for instance improving remu-
neration and working conditions for hospitality workers, nega-
tively influencing the lives of less people across our globe, and
consuming less natural resources, this would already amount to
a (much) more significant contribution to achieving sustainable
development of our societies.
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Second, there is no reason why the hospitality industry’s con-
tribution to sustainable development would have to stop at re-
ducing its (direct) negative impacts. This industry could also cre-
ate a number of positive impacts. As indicated by Melissen
(2018), there are at least three reasons why the hospitality indus-
try could be argued to be in a perfect position to move beyond
minimising its own negative impacts and actually serve as a cata-
lyst for achieving sustainable development of our societies:

1. Hospitality experiences are offered by a wide variety of busi-
nesses and professionals, ‘ranging from powerful and influ-
ential globally operating [...] chains to local, independent
businesses that are completely intertwined with local com-
munities’ (Melissen, 2018, p.155). Consequently, if all of
these companies would truly promote sustainable develop-
ment (goals and principles), this would stimulate, support
and influence (the actions of) a wide range of stakeholders at
all levels of the so-called ‘global-local nexus’ (Saarinen, 2006,
p. 1134) involved with sustainable development. This indus-
try could thus serve as a crucial partner for all parties and
initiatives that focus on the systemic nature of sustainable
development, without being hampered by artificial bound-
aries such as industry delineation and country borders. The
example of air travel discussed earlier is a typical example of
this. Officially, air travel is not part of the hospitality indus-
try. However, the hospitality and tourism industries are inex-
tricably linked and the hospitality industry would automati-
cally (have to) play a crucial role in any initiative to address
this problem.

2. Businesses and professionals providing hospitality experi-
ences to customers, regardless of whether they are operat-
ing independently or as part of a bigger chain, ‘are automati-
cally linked to local social, economic and environmental sys-
tems’ (Melissen, 2018, p. 154). They employ, and thus create
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work and income for, local residents; they sell their products
to, and thus influence the behaviour of, visitors to a destina-
tion (and thus the impact of those visitors on that destina-
tion); they buy supplies from local suppliers; they con-
sume/impact local natural resources/ecosystems; and so on.
Therefore, these businesses and professionals are natural
stakeholders and partners in sustainable development of
local and regional social, environmental and economic sys-
tems.

. Hospitality experiences are consumed by almost all of us. As
such, the businesses and professionals offering them to us
and the way in which they do so could influence the per-
spectives of a significant portion of our world’s population,
especially given that most of these experiences are based on
direct interaction between host/provider and guest/con-
sumer. This interaction usually takes place in pleasurable
circumstances. Most hospitality experiences are designed to
make you happy, to have you enjoy consuming them. You
could not ask for better circumstances to discuss sustain-
ability or to try out sustainable products and services. If hos-
pitality businesses and professionals could show us, con-
sumers, that sustainability can be enjoyable and that sus-
tainable products and services can be perfect alternatives to
unsustainable ones, the positive impact of the hospitality in-
dustry on sustainable development could move far beyond
simply minimising its own negative impacts. The hospitality
industry could actually play a crucial role in showing us how
to change our behaviours into more sustainable ones with-
out that having to lead to a lower quality of life. They could
prove to us that sustainable products and services do not
necessarily have to be more expensive, less fun, less tasty or
of lesser quality, thus stimulating us to start using more sus-
tainable products and services in our daily lives as well.
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Together, these three aspects imply that the hospitality indus-
try’s contribution need not be limited to further decreasing its
own direct negative impact. The hospitality industry could actu-
ally play a crucial role in achieving sustainable development of
our societies and a transition towards a sustainable alternative
for our current socio-economic system. The subsequent chap-
ters are dedicated to exploring how this industry could realise
this potential.

SUMMARY

Based on reading this chapter, we hope you will understand
and remember the following:

e Sustainability is understood in different ways by different
parties and - therefore - sometimes misused.

® The concept of sustainable development knows a long his-
tory.

e Sustainable development is development that meets the
needs of the present without compromising the ability of
future generations to meet their own needs.

® There is a need to drastically change the way we use our
planet to satisfy our needs.

® The hospitality industry could make a contribution to sus-
tainable development by:

o reducing the negative impact(s) of this industry;
o increasing the positive impact(s) of this industry.

® Air travel is one of largest contributors to climate change,
and this will continue to become a more significant prob-
lem in years to come.

® Hospitality businesses negatively affect the environment
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by using too many resources, such as water and energy, or
creating too much waste.

e Sustainability policies are usually part of Corporate Social
Responsibility (CSR) programmes and reported on via the
Triple Bottom Line (people, planet, profit).

® Some companies deliberately overstate or understate sus-
tainability efforts, which is referred to as greenwashing
and greenhushing respectively.

® Transparency is key to avoiding consumer scepticism and
cynicism.

® Despite all of its efforts, the hospitality industry is stuck in
the efficiency phase of organisational change towards sus-
tainability.

® Three reasons why the hospitality industry could actually
serve as a catalyst for achieving sustainable development
of our societies are:

o hospitality experiences are offered by a wide variety
of businesses and professionals;

o these businesses and professionals are natural stake-
holders in local and regional social, environmental
and economic systems;

o hospitality experiences are consumed by almost all of
us.

FOOD FOR THOUGHT

Based on the content of this chapter, the following questions,
challenges and topics could serve as interesting starting points
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for further discussion:

e Think of ways that sustainability has played/plays a role in
your life so far.

® Could you name a few hospitality businesses or experi-
ences that represent good examples of how to implement
sustainability?

® Think of your own consumption behaviour as a guest,
tourist or traveller. What changes could or should you
make, from a sustainable development perspective?

e Would you want to make those changes if it meant you
could live longer on this planet?
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CHAPTER
2 Technology versus behaviour

Introduction

As indicated earlier, authors of numerous other publications
have already addressed (most of) the details of particular tech-
nologies and processes that could play an important role in re-
ducing the negative environmental (and sometimes also social)
impact of the hospitality industry. A recent example of such a
publication is the third edition of Sustainability in the Hospitality
Industry: Principles of sustainable operations by Legrand, Sloan
and Chen (2017). This chapter reviews some of the key topics ad-
dressed by Legrand ef al: energy management, waste manage-
ment, water management, sustainable food, and building (materi-
als and furnishing). The reason for doing so is neither to criticise
this particular book nor to prove that we could do a better job of
providing a full review of all relevant topics, technologies and
processes; we probably could not. In fact, we highly recommend
publications like the one by Legrand et al. (2017) for exploring
specific sustainability topics, technologies and processes in
more detail. These topics are discussed here within the context
of the particular call for action that forms the common thread
running through all chapters of our book. Reviewing these topics
through addressing some of the basic problems and possible so-
lutions highlighted by these authors allows for linking them to
the three reasons why the hospitality industry could serve as a
catalyst for achieving sustainable development of our societies,
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as identified in the previous chapter.

The ‘Big Five’ of sustainable hospitality opera-
tions

Typically, hospitality companies, such as hotels, restaurants,
theme parks and theatres, consume a lot of water and energy
and generate a lot of waste. A key ingredient of almost any hospi-
tality experience offered to customers by these companies is to
provide food and drinks as an integral part of that experience.
The setting in which these experiences are staged are usually
purposely created for doing so. Constructing and maintaining
these facilities not only requires huge amounts of materials but
also energy and water, and the choices made during the design
and construction phases to a large extent determine energy and
water use during the operation stage. Together, these five ele-
ments — energy, waste, water, food/drinks, and the building (in-
cluding its materials and furnishing) — are responsible for a sig-
nificant part of the negative environmental (and sometimes so-
cial) impact of the hospitality industry. Therefore, any attempt
to make the hospitality industry more sustainable needs to at
least address these issues.

Energy and greenhouse gas emissions

Even if we disregard the hospitality industry’s link to air travel
and other forms of transportation used by its customers to
travel to and from hospitality facilities, this industry is still di-
rectly responsible for a significant portion of global energy use
and greenhouse gas emissions. As Legrand et al. (2017) explain,
operating buildings can be linked to about 40% of total energy
use and a third of all greenhouse gas emissions. Hospitality facili-
ties are created for staging hospitality experiences for customers
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and, as discussed in the previous chapter, many of these experi-
ences are based on concepts such as comfort, luxury and over-
supply. Consequently, energy use for the typical hospitality facil-
ity is rather high compared to other types of buildings. Just con-
sider the amount of energy needed to cool a casino on a tropical
island or to heat a hotel in a ski resort. Obviously, energy is also
needed for heating water for showering in hotel rooms or pools,
and hot tubs in spa and wellness centres. Preparing the food that
is served as an integral part of the hospitality experience staged
for guests, diners and visitors of hotels, restaurants, theatres
and theme parks also uses considerable amounts of energy, es-
pecially if you also consider the energy needed for transporting
the ingredients to the hospitality facility and storing them at the
facility in a way that prevents them from spoiling.

Consequently, the hospitality industry’s carbon footprint is
high, which means that it contributes significantly to global cli-
mate change and all related (short-term and long-term) environ-
mental, social and economic damages. Therefore, Legrand et al.
(2017) highlight a number of interesting technologies, processes
and measures for decreasing this footprint. Ultimately, they iden-
tify two key areas for reducing the hospitality industry’s carbon
footprint: (1) using renewable instead of non-renewable energy
sources, and (2) reducing the overall amount of energy used.

Greenhouse gas emissions are the result of using fossil fuels,
such as gas, coal and oil, to generate energy. Hospitality compa-
nies can rely on these non-renewable energy sources in two
ways. First, they might use fossil fuels themselves, for instance
gas to heat the building in which a casino is located or petrol for
a lorry used by staff responsible for keeping the vast garden that
surrounds the castle in which a luxurious hotel is located in pic-
ture-perfect condition. Second, they might use electricity, for in-
stance for heating water used by guests in a resort for showering
or for induction cooktops, electric ovens and fridges in restau-
rants. In most parts of our world, this electricity is generated in
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power plants that use gas or coal. Through using this electricity,
hospitality companies thus rely on the fossil fuels used by these
power plants.

Therefore, one of the most obvious ways for hospitality com-
panies to reduce their carbon footprint is to switch to electricity
that is generated using renewable energy sources, such as wind,
hydro or solar power. In some countries, more and more power
plants are using these renewable energy sources and utility com-
panies offer a choice to end-users to switch to so-called green
electricity. In other countries, it might prove difficult to find a
utility company who can guarantee that the electricity you use is
actually generated in an environmentally responsible way.

In those situations, and also with respect to the fossil fuels
used in daily operations, a hospitality company would have to
rely on local solutions for decreasing its carbon footprint.
Legrand et al. (2017) describe a number of these solutions, such
as:

e Using solar energy to generate electricity, mechanical
power, heat and lighting.

e Using nature to light, warm and cool your facilities, for in-
stance by installing roof light wells, planting trees that pro-
tect you from the sun in the summer and allowing the sun to
warm your buildings in winter, designing your buildings in
such a way that cooling breezes can ventilate and cool the
air in your facilities, and so on.

¢ Wind turbines to generate electricity.

e Using geothermal resources to either directly heat or cool
your facilities and water or to generate electricity.

Some of these solutions could be applied at an individual hos-
pitality facility, whereas others might involve teaming up with
local suppliers, such as local farmers who have the space to in-
stall solar panels or wind turbines. In some countries or regions,
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you can now buy your electricity directly from such local green
electricity providers. Obviously, to ensure that you reduce your
carbon footprint as much as possible, you would need to switch
the heating system in your hospitality facility from one that uses
gas to one that uses electricity. For heating water, you could
switch from gas burners to boilers linked to solar panels that are
used to heat the water. In the kitchen, you would have to switch
from gas-powered cooktops and ovens to, for instance, induction
cooktops and electric ovens.

Obviously, regardless of the specific technologies involved in
supplying the energy needed for operating a hospitality com-
pany, one of the most direct ways to reduce one’s carbon foot-
print is to reduce the total amount of energy needed. Insulation,
window sizes, materials used for walls and roofs, and so on, all
play a key role in the ultimate amount of energy needed. And fi-
nally, if all else fails and it proves impossible to further reduce
the carbon footprint of a specific facility, you might engage in
carbon offsetting. In essence, carbon offsetting comes down to
compensating for your greenhouse gas emissions, for instance
through (financially) supporting organisations that plant trees or
help others to reduce their carbon footprint.

Books like the one by Legrand et al. (2017) and a wide range of
other publications, as well as dedicated websites, certification
schemes and initiatives, such as the Hotel Carbon Measurement
Initiative mentioned in Chapter 1, offer individual hospitality
businesses and professionals a wealth of information, sugges-
tions, checklists, tips and tricks that could assist them in making
the most of the wealth of solutions already out there. In fact, for
almost any practical situation imaginable, a solution based on
applying a specific technology or process is already known that
could very well reduce the carbon footprint linked to that situa-
tion significantly, sometimes even to the extent that you could
apply a local solution that would actually amount to operating in
such a way that you generate more (green!) energy than you con-
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sume or absorb more greenhouse gases than you emit. The latter
is called a negative carbon footprint.

As indicated in the previous chapter, fortunately, a number of
hospitality businesses and professionals already apply some of
these solutions. Some hospitality facilities have been designed
and constructed in such a way that their carbon footprint is zero
or even negative. A number of existing buildings have been reno-
vated to reduce their carbon footprint, for instance within the
context of the EU-funded project Nearly Zero Energy Hotels
(neZEH). This project ran from 2013 to 2016 and provided assis-
tance to committed hoteliers to turn their hospitality facilities
into nearly energy-neutral buildings. A nice example of an indi-
vidual company taking responsibility for its contribution to
global climate change is Le Pain Quotidien, an international
chain of bakery-restaurants. They started their quest to become
carbon neutral at their (more than 40) New York- and Connecti-
cut-based restaurants in the United States with calculating the
carbon footprint of those restaurants, and reviewing all areas of
their operations that contributed to this footprint, to create a full
understanding of what they could do to reduce it. Based on that
analysis, all lighting in their facilities is now based on LED tech-
nology and they have invested in more energy-efficient kitchen
equipment. They have also decided to offset their remaining car-
bon footprint by supporting a charity that focuses on reducing
greenhouse gas emissions. Le Pain Quotidien has picked a pro-
ject in Uganda, which is dedicated to making cleaner energy ac-
cessible to local communities. In 2016, Le Pain Quotidien re-
ported that their US based restaurants are now operating carbon
neutral and they aim to do the same for all of their other restau-
rants across the globe by 2020.

Sometimes, you really do not need complicated technologies
or offsetting to reduce or mitigate local greenhouse gas emis-
sions. Why would thermostats in hospitality facilities need to be
set at more than 20° C or even 18° C? StayOkay Hostels in the
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Netherlands participates in the national so-called Warmetru-
iendag (Warm Sweater Day) each year. To raise awareness for cli-
mate change, like at many other companies and organisations, at
their national headquarters they turn down the thermostats that
day and staff put on warm sweaters. One degree lower on the
thermostat means 6% less energy used and 6% less greenhouse
gas emission.

By now, almost all hospitality providers across our globe have
introduced bathroom signs indicating that if you do not put your
towel on the floor, they will assume you will use it again and will
not wash it. This may not be the most technologically advanced
and sexy measure you could come up with but it still saves en-
ergy and greenhouse gas emissions.

Waste and pollution

Climate change, as a result of greenhouse gas emissions, repre-
sents a problem that most of us are fully aware of and that re-
ceives a lot of attention in both scientific and popular publica-
tions and media coverage. However, it is certainly not the only
problem that needs to be addressed from a sustainable develop-
ment perspective. Waste and pollution, with the latter often
being the direct result of the first, represent two of those other
problems.

Our modern-day society has organised production and con-
sumption of the products, services and experiences we crave in
a wasteful and polluting way. Just consider the garbage patches,
sometimes referred to as plastic soup, in our oceans. These
patches basically represent areas in our oceans where, through
currents, huge concentrations of plastic (particles), chemical
sludge and all kinds of other debris have amassed. A study re-
cently published by Geyer et al. (2017) concluded that, of the
close to 10 billion tons of plastic that we, humans, have pro-
duced and consumed over the course of the last seven decades,
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close to 7 billion tons are no longer used. Less than 10% of these
discarded plastics have been recycled and another 129% have
been incinerated. This means that the remaining 6 billion tons or
so are now littering and polluting our oceans, lakes and soil.
Shockingly, scientists actually expect the total weight of plastics
in our oceans to exceed the total weight of fish in those same
oceans within a few decades. These plastics end up in the stom-
achs of animals and, through our food chains, also in people’s
stomachs. Many of these plastic particles have picked up an
array of other pollutants, such as PCBs and DDT, along the way.
Needless to say, these plastics are not just an aesthetic problem
but also represent a significant and growing health problem for
all living organisms, including humans, on our planet.

Unfortunately, the incineration of plastics often only adds to
this problem. Many of the facilities used for incineration of
waste, not just plastics but also a number of other types of
waste, are responsible for emissions of particularly toxic sub-
stances, such as dioxins and heavy metals, into the air. These
substances harm us humans and all other living organisms not
only through the air we breathe but also through ending up in
water and soil, and, ultimately, once again, in our food chains.
The same applies to landfills, which have the added ‘bonus’ of
also generating greenhouse gases, such as methane.

Obviously, these represent just a few examples of the seem-
ingly endless number of ways in which our production and con-
sumption patterns are associated with waste and pollution. We
will spare you, our reader, a full rendering of all ways in which
these patterns can cause and already have caused landscapes to
change, acidification of land and water, biodiversity loss and
health problems, just to name a few of the many interrelated
problems and risks. However, it is important to mention another
side to this coin. Waste is not just linked to pollution; it is also
linked to resource use. Given that Earth’s resources are limited,
we cannot afford to waste them, even if we would do so in a way
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that does not lead to pollution. We actually already use more re-
sources, not just oil, coal and gas but also wood, precious metals
and so on, than Earth can provide in the long run. If we combine
predicted population growth and our current production and
consumption patterns, we would actually need two Earths by
2030 to support these patterns!

As with greenhouse gas emissions, today’s hospitality industry
is responsible for a considerable proportion of our world’s waste
problem. Whilst most hospitality facilities do not emit or leak
pollutants into land, water and air directly, they do generate a lot
of waste. As indicated by Legrand et al. (2017), waste generated
by the hospitality industry broadly falls into one of two cate-
gories: (1) wet or organic waste, and (2) dry waste, such as plas-
tics, glass, paper and electronic waste. The first category is
mostly made up of food waste and represents nearly half of all
waste generated by this industry. We will return to this crucial
topic in more detail later in this section.

A typical example of the second category has already been dis-
cussed in Chapter 1: the waste generated by hotels, resorts and
other accommodation facilities through providing guests with
copious amounts of bathroom amenities, often individually pack-
aged in small plastic or glass bottles, tubes and so on. However,
the typical hospitality company also generates a lot of paper
waste, for instance through printing reservations and bills but
also work schedules for staff, and electronic waste. The latter is
linked to the enormous amount of electronic equipment used in
hospitality facilities, ranging from lamps and TV and computer
screens to vacuum cleaners, toasters, washing machines, hair
dryers, dishwashers, and cooling and freezing equipment. Many
of these appliances could potentially be reused, refurbished or
recycled. In reality though, most electronic waste in our world is
traded, transported and processed illegally and in environmen-
tally irresponsible ways. Unfortunately, appliances discarded by
the hospitality industry are no exception to this rule.
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Technological solutions can bring relief for some of the prob-
lems associated with waste and pollution, also in the hospitality
industry. For instance, information technology could assist in re-
ducing the amount of paper used. However, most of these prob-
lems need to be addressed in different ways. In fact, many of
them represent a choice. Is it necessary to install a TV in every
hotel room? Why use individually packaged soap bars and small
bottles of shampoo when you could also use dispensers that can
be refilled? LED lighting not only saves energy but also has a
longer (service) lifetime. Why could curtains in hotel rooms, or
those used on stage in theatres for that matter, not be made of
recycled textiles? The same goes for bed sheets, towels, banquet
linens, and so on. It is not that difficult to decide on staff uni-
forms that can easily be recycled. The same goes for those cur-
tains, towels, bed sheets, and so on. For almost anything used in
hospitality operations, suppliers can be found who can provide
less hazardous, less toxic, less wasteful and less resource-inten-
sive alternatives. Sometimes, all that is needed is to look for
them. Consequently, the list of choices that influence the amount
and types of waste and pollution generated by hospitality com-
panies is almost endless. In fact, for almost any practical situa-
tion imaginable, various solutions are already known, and avail-
able to hospitality businesses and professionals, that could very
well reduce the amount of waste and the pollution that they gen-
erate, either directly or indirectly. Most of these solutions do not
require advanced technologies or significant investments; they
require making different choices.

Water

One could argue that the need to make different choices also ap-
plies to another major area of concern from a sustainable devel-
opment perspective: droughts and (clean drinking) water short-
ages (in parts of our world). As Legrand et al. (2017) explain,
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scarcity of water and numerous instances of bad water manage-
ment threaten our food supplies and health, ecosystems and bio-
diversity, and economic development across our globe. For ex-
ample, in the same period this book was written, Cape Town in
South Africa faced an immediate and urgent water crisis. Both as
result of a three-year drought and water consumption patterns of
local residents and businesses, water was literally running out.
Most of us are also familiar with satellite pictures of the Aral Sea
between Kazakhstan and Uzbekistan. Once the fourth largest
lake in the world, as a result of Soviet irrigation projects it has
now been reduced to a few separate small lakes and swamps that
together equal less than 10% of its original size. The once thriv-
ing local fishing industry is now virtually non-existent, and salini-
sation and pollution have become huge threats to public health.

At the risk of sounding like a broken record, once again, it is
important to note here that the hospitality industry plays a sig-
nificant role in this problem. Hospitality experiences are often
designed and staged in ways that require large quantities of
water. This water use can be linked to irrigating that beautiful
garden surrounding the castle hotel mentioned earlier but also
to laundering bed sheets, towels and banquet linens. If the expe-
rience involves providing accommodation, it also involves water
used for showering/bathing. If the experience involves thrilling
rides in a theme park, just consider the amount of water needed
for water coasters.

Luckily, as with energy and waste management, there is actu-
ally a wide range of proven solutions that could assist hospitality
businesses and professionals in reducing their water use.
Legrand et al. (2017) mention quite a few of these solutions, such
as maintaining taps, valves and pipes, maintaining and upgrading
toilets, installing water-saving showerheads, (re)using greywater,
and so on. You could also install dry composting toilets, water-
saving washing machines, keep the temperature of the water in
the pool a little lower, create gardens with plants that do not
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need as much water and without fountains and water features.
You can also collect rainwater and use it for irrigating the garden
and flushing toilets. Finally, as with your carbon footprint, an al-
ternative way to reduce you ultimate water footprint is to offset
your direct water use by supporting charities and projects that
focus on improving water management in other parts of the
world.

Obviously, like with waste, some specific types of water use re-
ally are a matter of choice. Just consider the water use involved
with wellness centres and facilities offered by a number of hospi-
tality businesses but also the water needed to keep a golf course
that is part of a resort located in a (former) desert in perfect
playing condition. However, maybe the best example of how re-
ducing your water use is not just a matter of technological solu-
tions or adjusting processes is food. Your direct water use and
your ultimate (negative or positive) impact on water manage-
ment and water scarcity in other parts of the world is very much
influenced by choices you make with respect to the food and
drinks you serve as part of the hospitality experience you stage.

Food and drinks

In fact, food and drinks are not only an integral part of many hos-
pitality experiences; they are also directly linked to a significant
part of the negative environmental (and sometimes social) im-
pact of the hospitality industry.

In his book Fundamentals of Sustainable Development (2017),
Roorda illustrates this perfectly by referring to the consumption
of meat and the way we have organised our food chains to sup-
port this. Cattle bred for meat production are usually fed vegeta-
bles such as grass, maize and soya. Most of these vegetables
used to be grown locally and most farmers would therefore have
a mixed farm. However, these days, a number of farmers in coun-
tries with high meat production, such as Vietnam and some Eu-
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ropean countries, actually import most of the animal feed they
need from countries such as Brazil. This means that nutrients in
the soil of South America are basically transported to Asia and
Europe, and end up in the ground there through the manure of
the cattle. This leads to high levels of nitrate in water and land,
acidification of water and land, and so on. In turn, in South Amer-
ica the lower levels of nutrients in the soil lead to less fertile soil
and erosion. Together, this leads to low quality drinking water
and acid rain in some parts of our world, and loss of rainforest as
a result of having to move agricultural activities to more fertile
soil in others. Ecosystems are ruined, biodiversity further de-
creases, less greenhouse gases are absorbed, and less land is
available for farmers in meat-producing countries to grow their
own food. However, the list of problems associated with the way
we have organised our food chains and our consumption pat-
terns does not stop there. Meat production requires enormous
amounts of water. Meat production also leads to methane being
released into the air as a result of the gases produced by cattle.
Methane is a greenhouse gas that is even more powerful than
CO9, with powerful being a negative thing here because it refers

to a higher contribution to climate change. The transporting of
animal feed from one part of our world to another and the trans-
porting of the meat to yet other parts of the world obviously also
leads to CO9 emissions and the emissions of other polluting par-

ticles. And then, to top it off, the end product that we consume,
meat, is actually a very inefficient sources of proteins; one of the
nutrients that we, humans, need to survive. Cattle need to eat
enormous amounts of vegetable proteins, in the form of animal
feed, to create meat with animal proteins. Every kilogram of ani-
mal protein requires at least 10 kilograms of vegetable proteins.
Through this process, we actually waste a lot of nutrients and we
do so while we already use more resources, such as fertile soil,
than our Earth can provide in the long run. And then ... we actu-
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ally waste a significant portion of all food and drinks available to
us for consumption. Vegetables and fruit in supermarkets are
thrown away as soon as little spots or dents appear. Many of us
overestimate the size of our stomachs when preparing our meals
or buying take-away lunch, and a lot of the leftovers end up in
garbage cans.

Some of us have decided that something needs to change. We
buy more biological, organic, seasonal and local produce and
products in supermarkets. More and more people have become
vegans and vegetarians or at least so-called flexitarians — the lat-
ter representing someone who still eats meat occasionally. Oth-
ers have joined food-sharing initiatives, often by making use of
dedicated apps and platforms, such as OLIO in the UK and Too
Good To Go, which started in Denmark but is now used in eight
European countries. In some of these initiatives, hospitality com-
panies such as restaurants participate through selling their sur-
plus food at a reduced price.

However, it would be fair to say that hospitality businesses
and professionals have not yet joined this grassroots movement
en masse. Unfortunately, a lot of food and drinks are still wasted;
today, up to 50% (1) of the waste stream generated by the hospi-
tality industry is made up of food waste (Legrand et al., 2017).
Nearly half of this food waste stems from the food preparation
stage but it is also linked to customer returns and, for instance,
to using buffets as a means to serve food and drinks to guests
and diners, as discussed in Chapter 1. Meanwhile, the menus in
most restaurants are still dominated by meat and (unsustainably
caught) fish. Food outlets in theme parks in some parts of our
world consider a turkey leg to represent a snack and entice visi-
tors with an adrenaline rush, from that wild rollercoaster ride
they just enjoyed, with messages full of words like ‘meat’, ‘big-
ger’ and ‘beast’. At the other extreme, a posh hotel in Amster-
dam flies in small plastic bottles of mineral water from South
Africa for their guests who have flown in from the States.
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Maybe even more so than with respect to energy and water,
once again, a lot of the negative impacts associated with these
practices come down to choices that are in no way constrained
by today’s state of technology or having to invest in new equip-
ment or processes. Most kitchens are perfectly equipped to pre-
pare more sustainable food and waste less of it. Local and sea-
sonal produce can be used to prepare meals that are just as
flavoursome, if not more flavoursome, than meals using ingredi-
ents that have to be flown in from all parts of our globe. Reduc-
ing customer returns is not rocket science; again and again, ex-
periments have shown that simply using smaller plates will not
only significantly reduce customer returns for buffets but is also
perfectly acceptable to customers in a la carte restaurants. Many
of them would actually feel more comfortable with smaller por-
tions, both at the moment the meal is served to them and at the
moment they (do not) have to send back whatever is left on their
plate because they could not possibly eat more than they have
already done.

Building (materials and furnishing)

However, in contrast to these choices with respect to the food
you serve, some decisions to further sustainability, and the feasi-
bility of specific solutions to do so, can very well be constrained
by availability of technologies and/or investments required to
make use of them. Most of these are directly linked to the facili-
ties that form the context for staging hospitality experiences. For
instance, energy and water use resulting from hospitality opera-
tions very much depend on these facilities and thus on decisions
made in the design and construction phases of these facilities.
Just consider a hotel located in a monumental/listed building
which is poorly insulated, with numerous big windows without
double glazing but with stained glass features and a heating sys-
tem that is based on a huge gas burner that heats water which

65



runs through separate radiators in all hotel rooms. Obviously,
the characteristics of this building can make it very difficult to
minimise the energy used for operating this hotel. Simultane-
ously, legal and financial constraints might make it infeasible to
renovate the building in such a way that it becomes more en-
ergy-efficient. Also, the specific technologies available to at least
reduce the ultimate carbon footprint might be limited. For in-
stance, separate radiators are not a good fit with geothermal in-
stallations for heating. Typically, these installations only work in
combination with low temperature floor heating. You might be
able to replace the single-glazed windows with double-glazed
windows and even manage to preserve the (appearance of)
stained glass features but reducing the size of the windows could
be tricky, even if it is an option from a legal perspective, because
the huge natural bricks used in constructing the original outside
walls are no longer available. Finally, choices made 200 years ago
with respect to the materials used in the building and the way it
has been constructed make it impossible to avoid significant
water and energy use in renovating or deconstructing/demolish-
ing it. In the case of the latter, most materials used in the original
building are not suitable for reuse or recycling, which makes the
choice to demolish the old building and create a new facility an
unattractive one from a sustainable development perspective,
especially considering the energy, water and materials required
for building a new facility.

Even in circumstances that constraints associated with an ex-
isting building do not play a role, not all technologically and fi-
nancially feasible options can be applied in all of those circum-
stances. Using wind as an energy source is going to be tricky in
regions with a climate that leads to a lot of windless days. Solar
panels on the roof of a theatre next to a skyscraper that blocks
the sun does not make a lot of sense. Geothermal energy re-
quires drilling holes, which might be difficult if your facility is lo-
cated on ground that is mostly made up of rocks.
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Simultaneously, in almost any situation you can still make a
number of choices with respect to what specific energy and
other resources you will use and the materials you are going to
apply. Some of these decisions relate only to the environmental
(and sometimes social) impact of the construction phase, others
will significantly influence the impact of the operation phase and
beyond. These days, ‘circular economy’ represents a popular
term for this context and it refers to a concept that could assist
in the decision-making process. Simply put, creating a circular
economy relates to applying materials and products that allow
for reuse, repair, refurbishing or recycling once you discard
them or that have been created through applying these tech-
niques to existing materials and products. NH Hotels represents
an early adapter of this concept. They launched a project in 2011
to collect bottle stoppers in their hotels, which were then trans-
formed into floor and wall coverings for insulation and cladding
purposes.

As hip and trendy as the term circular economy might seem
and sound, it actually is not really a new concept at all. In
essence, it is not that different from the cradle-to-cradle concept
launched by McDonough and Braungart in 2002. Martins Hotels
in Belgium has applied this concept for quite some time now by
using recyclable carpet tiles in their renovated hotels. The tiles
are not only produced using recycled textiles but there is also
the added benefit of only having to replace damaged tiles in case
of wear and tear or stains, instead of having to renew the whole
carpet. Before cradle-to-cradle, The Natural Step was the sustain-
able way to go. Like circular economy and cradle-to-cradle, it re-
volves around achieving sustainability in the way things are de-
signed, built/constructed and produced through accounting for
environmental (and social) consequences of using specific re-
sources and materials. And before The Natural Step, you might
ask? Well, we simply referred to these things as reuse, repair and
recycling. These terms might not be as sexy but they are as rele-
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vant today as back in the day, maybe even more so.

Within the context of designing, building/constructing and fur-
nishing hospitality facilities, Legrand et al. (2017) mention a num-
ber of other interesting principles, concepts and certification
schemes, such as preserving vegetation cover, energy and re-
source independence, giving consideration to embodied energy,
eco-design, life-cycle design, zero-energy buildings, LEED,
BREEAM, passive housing, and more. Ultimately, it is irrelevant
what specific labels or names you put on specific decisions, tech-
nologies and processes. Like with energy, water, waste and food,
the combination of these three elements determines the actual
impact of buildings and materials used by hospitality companies.
Similarly, some of these combinations increase the negative envi-
ronmental and sometimes social impact, others decrease it. For
any given situation, it thus comes down to figuring out what
combination would lead to a minimal negative or even positive
impact. For almost all situations, there is an abundance of infor-
mation already out there that can assist and inspire hospitality
businesses and professionals to pick the best possible combina-
tion for their particular situation.

4 N
CASE 2.1

Finch Bay Galapagos

Introduction

Finch Bay Galapagos is a boutique hotel with 27 rooms, based
on Santa Cruz Island. The hotel has been awarded prizes, and
has been a finalist in competitions, several times for its efforts
towards sustainability. The hotel calls it ‘our commitment to
Galapagos’.
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What do they do?

As is discussed in this chapter, there are many different tech-
nological solutions when it comes to the big five of sustainable
hospitality operations: energy, waste, water, food/drinks and
building (materials and furnishing). Finch Bay has applied solu-
tions in all of these areas, namely:

Energy-saving measures (solar panels, LED light bulbs,
movement sensors, more efficient electrical appliances),
improved insulation, monitoring energy use, drying sheets
and linen outdoors instead of using dryers, alternative
transportation for employees (bikes);

Solid waste management programme, recycling pro-
gramme, biodegradable soap, detergent, and shampoo,
homemade compost, refillable water bottles, cleaning pub-
lic beach daily;

Water treatment plant, collecting rainwater, watering gar-
dens at coolest time of the day, monitoring water system
to avoid leaks;

Agricultural farm, buying locally, organic products, pesti-
cide and preservative free options;

Recycled glass was used in paving stones on the island.
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Figure 2.1 Finch Bay’s chef at work
Courtesy of: Finch Bay Galapagos

So what?

70




-

Whilst above-mentioned solutions might seem logical and not
necessarily innovative, it needs to be said that the key to Finch
Bay’s success story lies in their cooperation and communica-
tion. Signing up for awards is not only a way for them to get
recognition for their efforts, but they also hope it will inspire
other hospitality businesses, locally and globally, to do the
same. Especially since Finch Bay is the first eco-hotel in
Galapagos, they serve as a pioneer in implementing technolo-
gies to reduce a hospitality company’s environmental impact.
Furthermore, Finch Bay is a key stakeholder in projects to-
gether with the local government and local NGOs to develop an
effective recycling programme.

When traveling to the Galapagos Islands, tourists have al-
ready been made aware of the (need for) conservation of the
islands. For example, you can only book return flights as a
non-resident. Sustainable tourism is key at Galapagos. But
Finch Bay takes this one step further by giving guests an eco-
friendly welcome speech to encourage pro-environmental be-
haviour during their stay. Also, when visiting their website, you
can already find information on their home page on ‘their pas-
sion to preserve’. And when reading their information on sus-
tainability, it doesn’t only tell you what the hotel does, but also
how you, as a guest, can contribute.

Source: Finch Bay, https://www.finchbayhotel.com
Travindy, www.travindy.com

~

CASE 2.2

Landal Mont Royal

Introduction

Landal Mont Royal, in the German Mosel Valley, is one of the
holiday parks of Landal GreenParks. Landal GreenParks has
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been named in April 2018 as the most sustainable travel sup-
plier by the Sustainable Brand Index. In 2017, their CSR man-
ager was awarded the title ‘CSR Manager of the Year’ at the Na-
tional Sustainability Congress in the Netherlands. Their 87
parks are located in nine countries in Europe. On their website
(Dutch section only), you can find more information on why
they want to be sustainable and engaged.

What do they do?

Landal GreenParks is known for its sustainability efforts, as
shown by the awards and recognition mentioned above. The
chain of holiday parks claims it wants to be connected to na-
ture, guests and society. In terms of the big five of sustainable
hospitality operations, they have applied the following in Lan-
dal Mont Royal - which has 99 bungalows of which 74 have re-
cently been redeveloped:

® The 74 bungalows are gas-free and energy neutral. This is
realised through solar panels, which guarantee that the
bungalows generate at least as much energy as they use in
a year. Any surplus energy goes to the 25 existing bunga-
lows in the park. Movement sensors have been installed in
halls and toilets and guests can use a green button to
switch off all power in one go.

® Wooden furniture is used, which is made from recycled
teak and oak. In the bedrooms, carpet is used which is
made from scrapped fish nets. Any other flooring is also
made from recyclable or upcycled material. Overall, 80% of
the materials of the old bungalows were reused in the 74
redeveloped ones.

So what?
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Together, these efforts could be argued to represent a best
practice on choices you can make as a hospitality business.
What is interesting to mention though, is that Landal also
chose to install saunas and sunbeds in the luxury versions of
the redeveloped bungalows. And, as a guest, you can park up
to three cars next to these bungalows. This raises the question
whether this case represents a best practice or a typical exam-
ple of how companies that engage in sustainability efforts
often struggle to find and follow a clear path.

Source: Duurzaam Ondernemen, www.duurzaam-ondernemen.nl

Landal GreenParks, www.landal.com

\ )

That status quo again and how to challenge it

The previous section has reviewed five key topics with respect
to making the hotel industry less unsustainable. This review has
shown that hospitality businesses and professionals could ad-
dress all five topics by drawing upon the vast body of knowl-
edge, inspiring best practices, checklists, certification schemes
and dedicated initiatives already out there. For some aspects of
these five key topics, it would definitely help to invest in new
technologies, equipment and processes. However, this review
has shown that making progress with respect to all of these top-
ics can also be done without complicated technologies and huge
investments in new processes and equipment. It often comes
down to simply deciding to do things differently, making a
choice. There is really no reason why hospitality companies
could not address all five areas based on a well-thought-out, co-
herent and ambitious approach that fits with their specific cir-
cumstances.

However, in Chapter 1 we have had to conclude that a majority
of hospitality companies seem stuck in the efficiency phase of or-
ganisational change towards sustainability (Benn et al., 2014)
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and that sustainability principles have not yet been fully inte-
grated into the core business strategies, tactics and operations
of these companies. In this first chapter, we have also high-
lighted some possible explanations for this status quo and two
very good reasons for not accepting it. The second of these two
reasons is that the characteristics of the hospitality industry,
and the product it offers to customers, actually place it in a per-
fect position to move well beyond merely reducing its own nega-
tive impacts and it could ultimately serve as a catalyst to achiev-
ing sustainable development of our societies.

This contrast between what is and what could be, both with re-
spect to the direct negative impact of this industry and its poten-
tial broader role in achieving sustainable development of our so-
cieties, underpins the need to have a look at the possible expla-
nations for the status quo in more detail.

One of the possible explanations is that hospitality companies,
like any other type of company, need to make a profit to survive
in today’s highly competitive free market. As Jones et al. (2016)
explain, the hospitality industry is certainly not the exception in
focusing on financial performance and (economic) growth; it is
something that can be witnessed in almost all sectors of our
global economy, as well as in decision-making by politicians and
others that create the constraints for operating within the free
market. The fact that applying specific (advanced) technologies
and processes to improve sustainability performance can come
at the cost of short-term financial performance, because they re-
quire substantial investments, consequently acts as a barrier to
adopting them in many sectors of our economy.

Simultaneously, it would probably be fair to say that the hospi-
tality industry is not (yet) a frontrunner when it comes to adopt-
ing sustainable technologies and processes. In fact, it is regularly
described as somewhat of a laggard in this respect. This is where
the specific characteristics of the hospitality industry, and how it
differs from most other industries, come in. As indicated in
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Chapter 1, this industry encompasses a wide range of different
types of businesses, ranging from small independent businesses
to powerful and globally operating chains. Many of those small
businesses simply cannot afford expensive technologies and
processes. Unfortunately, oftentimes they also lack the knowl-
edge and time to look for (less expensive) alternatives or, at
least, that is how they see it themselves. These small businesses,
operated by hospitality professionals (and oftentimes their fami-
lies) who consider themselves as not having the means to tackle
such a gigantic problem as sustainable development, make up a
significant portion of the hospitality industry.

However, another significant portion of this industry consists
of those big (international) chains. Surely, a company like Mar-
riott does have the (financial) means and expertise to pick the
best possible combination of decisions, technologies and
processes for their hotels? Well, as it turns out, the situation in
practice is quite a bit more complicated than that. These compli-
cations are linked to particular (developments in) ownership
constructions that are typical for this industry. For instance, for
more and more hotels and restaurants the owner of the build-
ing/facility that serves as the context for staging hospitality expe-
riences for guests and diners is actually not the same person or
party as the one who is responsible for staging those experi-
ences. In fact, oftentimes there are many different stakeholders
involved in the ownership and operation of such a hospitality
company, such as the owner of the building, the owner of the
land on which the building is located, the person or party who is
entitled to the company’s profits, the person or party running
and managing the company (on a daily basis) and the owner of
the brand (name) displayed on the outside wall of the building
(Melissen et al., 2016). The specific responsibilities, obligations
and authority of all people and parties involved in these arrange-
ments have usually been laid down in (painstaking) detail in so-
called management contracts and franchise agreements that are
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‘firmly positioned in the “control and manage paradigm” (Melis-
sen et al., 2016, p. 39).

Obviously, this really complicates matters when it comes to
improving sustainability performance of an individual establish-
ment. Those contracts usually make it virtually impossible for
one of the parties involved to simply decide to do things differ-
ently from now on. Renovating the building could be interesting
from a sustainability perspective but who is going to pick up the
bill? Oftentimes, these buildings are actually owned by (real es-
tate) investment firms. People whose salaries and bonuses de-
pend on maximising dividends for the firm’s shareholders
through renting out, buying and selling real estate are the ones
managing these firms. Chances of them favouring significant in-
vestments in upgrading these buildings, from a sustainable de-
velopment perspective, are usually rather slim. The actual opera-
tor of the building usually works based on a management con-
tract stipulating that their fee for doing so depends on yearly
revenues and gross operating profit. As indicated earlier, invest-
ments in sustainable technologies and equipment might thus
hurt them financially. Another possible complication relates to
possible detachment of particular stakeholders involved in the
ownership and operation of a particular establishment in rela-
tion to the actual local business and its environment, both geo-
graphically and mentally. The headquarters of the company re-
sponsible for operating a local business, such as a hotel or a
restaurant, might very well be located on the other side of the
globe. This might make it rather difficult for them to account for
‘the interests of and impacts on local socio-economic and envi-
ronmental systems in decision-making or, at least, make it more
difficult to actually involve local stakeholders’ (Melissen et al.,
2016, p. 40).

Similarly, companies in all sectors still find it difficult to con-
vince (potential) customers to pick sustainable products and
services over unsustainable ones, especially if that means paying
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more for them. However, the specific characteristics of hospital-
ity companies, or rather the characteristics of the ultimate prod-
uct they offer to their customer and the way in which they do so,
might very well explain why this industry is (still) relatively un-
sustainable. As indicated in Chapter 1, many hospitality profes-
sionals are convinced that their customers want to be oversup-
plied, prefer luxurious experiences, and like to be seduced and
excited based on escaping reality. To be fair, we, in our roles as
guests, diners and visitors, have given them plenty of reasons to
assume so, for instance based on our loyalty to companies and
experiences that can really not be described in any other way
than being unsustainable and our tendency to use more en-
ergy/water and produce more waste away from home. We will re-
turn to the questions of whether this assumption is correct and
whether it really has to function as a barrier to promoting sus-
tainable products, services, experiences and behaviours in the
next chapter. Here, it is important to note that, once again, the
specific characteristics of the hospitality industry, and its core
product, seem to play a role in explaining the status quo with re-
spect to (further) reducing its negative impacts from a sustain-
able development perspective.

Interestingly, the train of thought presented in this section
suggests that the very same characteristics identified in Chapter
1 as reasons why the hospitality industry could serve as a cata-
lyst for achieving sustainable development of wider society also
(still) serve as barriers for changing the status quo with respect
to its direct negative impacts. The fact that those involved with
individual hospitality establishments often represent influential
globally operating companies not only makes them powerful al-
lies in promoting sustainable development but also brings with it
the complications involved with the ownership constructions
that characterise this industry. On the one hand, the local busi-
nesses that together shape this industry might be intertwined
with local and regional social, economic and environmental sys-
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tems, and thus represent natural partners and stakeholders in
sustainable development of these systems. On the other, actual
decisions made by these businesses might very well be made by
persons and parties with geographical and mental detachment
from this particular establishment and its direct environment,
and ultimate decision-making might very well be constrained by
contracts and agreements that can only be described as not
being conducive to sustainable development (Melissen et al.,
2016). Or, in contrast, these decisions need to be made by pro-
fessionals, and oftentimes also their families, who consider them-
selves to not be equipped, both financially and in terms of knowl-
edge and time, to make any significant contribution to achieving
sustainable development. And then there is the core product,
i.e., hospitality experiences. Pleasant, enjoyable experiences that
make you happy could create the perfect circumstances to dis-
cuss sustainability and to experience that sustainability can be
fun, rewarding and not necessarily more expensive. Ironically,
the very experiences currently staged by this industry that cre-
ate those favourable circumstances are mostly based on princi-
ples that can only be described as contradictory to sustainability
principles.

There we have it: two sides of the same coin. Is the hospitality
industry the villain or the hero, or both? Maybe it is simply a
matter of choice. As this chapter has shown, pursuing sustain-
able development need not be complicated. It does not always
require huge investments. Sometimes it simply requires making
different decisions, deciding to do things differently. As worded
so eloquently by Parrish, ‘there is growing anticipation that it is
not human technology so much as patterns of human activity
that are challenging the sustainability of human development’
(2007, p. 846). Therefore, maybe the best way to change the sta-
tus quo is not to focus on technology but on people. The authors
of this book certainly think so and therefore the next chapter
looks at why people behave the way they do in more detail. Sub-
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sequent chapters than apply these lessons to show how hospi-
tality businesses and professionals could apply them and how
the villain could become the hero.

SUMMARY

Based on reading this chapter, we hope you will understand
and remember the following:

® Five elements that are responsible for a significant part of
the negative impact of the hospitality industry, are:
© energy,
o waste;
o water;
o food and drinks;
o the building (including materials and furnishing).

® Energy use for typical hospitality facilities is higher com-
pared to other types of buildings, leading to a high carbon
footprint.

e Two key areas to reduce the hospitality industry’s carbon
footprint, are:

© using renewable instead of non-renewable energy
sources;
o reducing the overall amount of energy used.

e Examples of renewable energy sources are wind, solar or
hydro power, and these could also come from local suppli-
ers.

e Reducing the amount of energy needed can be done
through, for example, insulation, window sizes and mate-
rials used for walls and roofs.
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Waste generated in the hospitality industry can be divided
into two categories:

O wet or organic waste;

o dry waste (plastic, glass, paper, e-waste).
Recycling or re-using materials is not always common
practice (yet) in the hospitality industry.
The best solution for waste is to make different choices,
e.g., using recycled materials or not putting a TV in the
room.
There are quite a few technological solutions for water
use, e.g., (re)using greywater and dry composting toilets.
Meat production requires enormous amounts of water,
and produces a lot of greenhouse gas emissions.
Half of the waste stream from hospitality is food waste.
Half of the food waste stems from food preparation.
Choices such as reducing portion size could help reduce
food waste.
Circular economy builds on concepts such as cradle-to-
cradle and The Natural Step. All of them revolve around re-
cycling, repairing and reusing materials.
The very same reasons why the hospitality industry could
serve as a catalyst for achieving sustainable development
now seem to act as barriers for moving to the next level.
Resolving this situation might not require huge invest-
ments or complicated technologies but rather making dif-
ferent choices and focusing on people’s decisions and be-
haviours.
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FOOD FOR THOUGHT

Based on the content of this chapter, the following questions,
challenges and topics could serve as interesting starting points
for further discussion:

e |f you were the decision-maker in a hospitality business,
would you invest in improving technologies and processes
or in changing human behaviour?

® How do you perceive your own behaviour when taking the
‘Big Five’ of this chapter into account? And do you see a
difference in your behaviour compared to people close to
you?

e What are the pros and cons of carbon offsetting?
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CHAPTER
3 People and sustainability

Introduction

The previous chapter concluded with highlighting the crucial
role of people in achieving sustainable development, also, and
maybe even especially, with respect to the hospitality industry.
Therefore, this chapter explores the impact of contexts shaped
by this industry on people’s decisions and behaviours. In order
to understand this impact, it is important to first understand the
basics of human decision-making and human behaviour. There-
fore, the subsequent sections are devoted to reviewing these ba-
sics from two perspectives: (1) how do they explain the unsus-
tainable course our societies are on, and (2) how could the same
logic be used to create contexts that stimulate sustainable deci-
sions and behaviour? The final section then provides a first ex-
ploration of how this logic could be applied in the hospitality in-
dustry to assist in changing the status quo discussed in the pre-
vious chapters.

Human behaviour and unsustainability

The suggestion in the final section of the previous chapter that
those aiming to contribute to achieving sustainable development
should focus on people instead of technology may have come
across as a bold statement. It is not. We, the authors, are neither
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the first nor the only ones making this suggestion. In fact, over
the years, a growing number of researchers, practitioners, politi-
cians and activists have put forward similar claims. For instance,
in 1973, Maloney and Ward already stated that the solution for
sustainability problems would have to come from insights with
respect to (changing) human behaviour. Their paper was pre-
ceded and followed by two of the most authoritative and influen-
tial publications regarding the link between human behaviour
and (un)sustainability: Garrett Hardin’s 1968 paper entitled
‘Tragedy of the Commons’ and Robyn Dawes’ paper, ‘Social
Dilemmas’, in 1980. The tragedy of the commons actually repre-
sents a specific type of social dilemma and social dilemmas play
a crucial role in explaining our tendency, as human beings, to en-
gage in unsustainable behaviour. Unfortunately, resolving these
dilemmas is anything but a sinecure. This section explains why.

The complexities of human behaviour

A number of theories on human behaviour are in some way or
another based on two main concepts: (1) expectations; and (2)
value. These so-called expectancy-value models suggest that we,
humans, are more likely to engage in specific behaviour if we ex-
pect that behaviour to result in an outcome that we value. They
suggest that we calculate or compute the expected utility of all
behavioural alternatives linked to a specific decision before mak-
ing that decision. Those expected utilities are calculated through
multiplying the likelihood of all possible outcomes for a particu-
lar behavioural alternative with the respective values we attach
to those outcomes, and then adding all resulting scores. The be-
havioural alternative with the highest expected utility score is
the one we will pick.

Despite the continued popularity of these models in psychol-
ogy, but also in other fields, by now some serious doubts have
been raised about the actual predictive value of these models in
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real-life situations. For one, because it is probably unreasonable
to assume that we, people living our daily lives, actually base all
our choices on calculating or computing various probabilities,
values and ultimate scores based on multiplying and adding
them. If we really did this, we could probably only make a few
dozen decisions each day, while in reality we make thousands
and thousands of decisions each day. Just consider the first few
minutes of a typical working day. Your alarm goes off. You then
either press the snooze or the stop button. You do this with your
right or your left hand — or another body part of your choice,
should you so desire. In the case that you have chosen to press
the stop button, you either decide to actually get out of bed or
you do not. In the case that you actually get out of bed, you de-
cide on whether you will take a shower or a bath. You decide on
which towel you will use for drying yourself afterwards before
you step into the bathtub, because you need to hang it close to
the bathtub before you get the tap running and step in, other-
wise the whole bathroom floor will get wet at a later stage. By
the way, will you start the tap running with your right or you left
hand, or ...? Will you step into the bathtub with your left leg first,
your right leg, or will you just jump in? And so on. By now, you
have already made dozens of decisions and it has literally only
been minutes since the alarm went off. In other words, as logical
as expectancy-value calculations may seem, it is clearly not
something we actually do for most decisions we make.

Probably the most famous and widely used theories on human
behaviour to date are the theory of reasoned action (Fishbein
and Ajzen, 1975) and the theory of planned behaviour (Ajzen,
1985; Ajzen and Madden, 1986). In both theories, your attitude
towards a particular behaviour constitutes a crucial element of
the likelihood you will engage in that behaviour. Interestingly,
this attitude concept is very much based on the same logic as ex-
pectancy-value thinking. Not surprisingly, therefore, these theo-
ries have also been widely criticised for not being complete or
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applicable to practical situations. It is beyond the scope of this
book to explain all details of these discussions. However, it is im-
portant to note here that more and more researchers have come
to the conclusion that, while these theories may have been influ-
ential and helpful in furthering our understanding of human be-
haviour over the years, their usefulness for predicting and influ-
encing real-life behaviours, especially within the context of
(un)sustainability, is actually rather limited.

To illustrate this, consider the simple fact that more and more
people these days are quite worried about the current unsustain-
able course of our societies and would like this situation to be re-
solved. In fact, it would probably be hard to find anyone that
would prefer the predictions of the Club of Rome, as discussed
in Chapter 1, to become reality over us finding a way to prevent
further climate change and make poverty disappear. In other
words, most of us subscribe to the values that the concept of
sustainable development represents and have a positive attitude
towards achieving it. However, most of us also still engage in be-
haviours that contribute to the opposite; that can only be de-
scribed as unsustainable. Apparently, especially when it comes
to behaviours that are relevant to sustainable development, our
decisions and behaviours are pretty complex. Or rather, predict-
ing and influencing our decisions and behaviours is more compli-
cated than these popular theories and models suggest. Simulta-
neously though, numerous public campaigns and policies today,
that have purposely and specifically been set up and installed to
promote sustainability, are still based on assumptions founded
in the very same logic that these theories and models are based
on. We will return to this issue later in this chapter but, obvi-
ously, this is probably part of the explanation for the limited suc-
cess of these policies and campaigns.

Our tragedy of the commons and our social dilemmas
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To truly understand the complexities involved with unsustain-
able behaviour, it helps to take a step back from the complicated
chemistry and calculations involved with trying to grasp issues
such as climate change, and focus on the essence of what is actu-
ally happening with our planet and us, humans, who live our
lives by using the resources it offers.

The ‘tragedy of the commons’ is a concept that can assist us in
doing so (Hardin, 1968). Hardin uses the example of a piece of
grassland, used by multiple herdsmen, to illustrate this concept.
Obviously, each herdsman tries to provide for his family the best
way he can. This implies that each herdsman is faced with the
question of whether it would be beneficial to him and his family
to add another animal to his herd. An extra animal would mean
extra income through being able to sell more milk and/or meat.
Simultaneously, an extra animal would also mean that less grass
is available per animal for all animals of all herdsmen that use
the same piece of grassland. However, from the perspective of an
individual herdsman this possible negative consequence is
clearly outweighed by the positive consequences of adding an
extra animal to his herd because the negative consequences are
spread out over all herdsmen, whereas all extra income goes di-
rectly to him. Unfortunately, if all herdsmen reason like that,
they will all add an extra animal to their respective herds. Maybe
even more than one. The number of animals grazing the grass-
land will therefore increase significantly, whereas the grassland
itself and the amount of grass it can provide stay the same. Actu-
ally, the latter is probably not true because overgrazing will
likely degrade the grassland and probably sooner than later the
grassland will not be enough to feed all animals, animals will die
and the herdsmen will be left with no income. In other words,
what seemed like a perfectly reasonable course of action for indi-
vidual herdsmen, will actually lead to tragedy for all of them.

Obviously, this tragedy represents a simplified version of what
is happening to our planet. It illustrates how overpopulating our
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planet and overusing its resources will cause, and has already
caused, serious problems for all of us. It also illustrates how all
of this seems to be happening while most of us tell ourselves
that we are not to blame because we have to make the decisions
we make and we have to behave the way we do to meet our
needs and those of the people close to us. Through making these
decisions, we are actually doing exactly what we are supposed to
do from the perspective of a capitalistic economic system based
on free markets. This system dominates most of our societies
when it comes to setting the rules for interactions between busi-
nesses and consumers, how professionals in those businesses
are supposed to act, and the decisions we expect from politicians
and policy-makers. We have come to rely on this system for the
way in which we fulfil many of our needs and wishes. Interest-
ingly, or maybe ironically, the logic on which this system is
based very much contradicts the logic used by Hardin to explain
the tragedy of the commons.

Ultimately, mechanisms incorporated in the free market sys-
tem can be traced back to the train of thought presented by
Adam Smith in The Wealth of Nations (1776). Smith is commonly
acknowledged as the one laying the foundations for economic
theory and the spiritual father of the socio-economic system that
creates the context for most of our everyday lives. This train of
thought can be summarised as the firm belief that (the mecha-
nisms incorporated in) free market economies ensure that peo-
ple acting in self-interest, for instance by focusing on their own
private profit, material wealth and property, automatically con-
tribute to more prosperity for all. And, to some extent, it is quite
obvious that doing so has actually benefitted most of us. It would
be hard to argue with the fact that this economic system has
helped us to exploit Earth’s resources in ways that have resulted
in economic growth, more material wealth for many of us, better
health care for many us, better education for many of us and
more opportunities for many of us, compared to a few hundred
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years ago, or even compared to a few decades ago. For many of
us this system seems to work!

Not for everybody though, because this same socio-economic
system has also created more significant differences between
rich and poor, and this same system has not been able to pre-
vent many people across our globe (still) living their lives in
poverty, (still) not having access to proper health care, (still) not
having access to good education, (still) not having the opportu-
nities that we, privileged ones, living in rich parts of the world,
have. What is more, (economic) prosperity for many of us has
come at another price. In our pursuit of economic growth and
more material wealth, we have become so good at extracting
Earth’s resources to satisfy our needs that this might very well
result in destroying our planet and ourselves. Following Smith’s
advice has been good to many of us but at the expense of falling
into the very trap that Hardin has warned us about. In fact, as in-
dicated earlier, more and more of us are actually quite aware of
this. We know we are digging our own hole by basing most of our
decisions and behaviours on Smith’s logic and ignoring Hardin’s
warning. Somehow though, we seem reluctant or maybe even un-
able to stop doing this.

That is our tragedy of the commons. Humanity’s tragedy repre-
sents a particular type of a so-called social dilemma (Dawes,
1980). Simply put, a social dilemma is a situation in which it ap-
pears to pay off for each of us, individually, to focus on our own
(short-term) interests in our decisions and behaviours but all of
us would actually be (much) better off, especially in the long run,
if we would all base our decisions and behaviours on the com-
mon good. A typical example would be flying. Most of us know
perfectly well that to avoid climate change, and all associated
catastrophes, it would be best if all of us stopped using air-
planes, at least until we have found a way to make flying carbon
neutral. However, in practice, most of us still decide to book holi-
days to tropical islands or long weekend trips to vibrant cities
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that require us to travel by airplane. Similarly, many of us are
fully aware of all environmental and social problems associated
with consuming high quantities of meat but does that stop us
doing so? No.

One could argue that we have been conditioned by our socio-
economic system based on the values of free market capitalism
to keep making the decisions we have always made and to keep
behaving as we have always behaved. It is just how things work
in our world. It is what everybody does and it is what has brought
us so much. It is how we have arranged our world to satisfy our
needs. This system’s apparent success, in terms of bringing
many of us prosperity, makes it hard to imagine another system
replacing it. Communism has proven not to represent a viable al-
ternative. Dictatorships and authoritarianism are simply unac-
ceptable. Basically, free market capitalism is the only system
most of us have known and the only system we can imagine
being able to satisfy our needs. Adam Smith’s logic has trans-
formed into something like a natural law in the minds of many of
us; for some, especially politicians, it has even turned into some-
thing like a religion. No wonder most of us seem to find it per-
fectly normal and acceptable to continue booking airplane tick-
ets, eating meat, driving our cars, and so on.

Bring in the Flintstones

However, the conditioning effect of the socio-economic system
that has been in place for the last few hundred years is probably
not the only possible explanation for our tendency, as a species,
to persist in making unsustainable decisions and engaging in un-
sustainable behaviours. To understand some of our decisions
and behaviours today, it might also help to account for the evo-
lutionary bases of our behaviours. Over the course of (human)
history, natural selection has not only determined what we look
like today but also some of our behavioural tendencies. To illus-
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trate the sustained — pun intended - present-day effect of this
process, just consider children’s preference for sweets over veg-
etables. The reason for this is not that parents set out to teach
their little ones to pick sugar over vegetable proteins. Children
have this natural tendency to like sugary things because their
brains have been programmed that way by evolution. In days
long gone, when we still roamed on plains of an ‘uncivilised’
planet, you could not simply walk into a supermarket to buy
your food; you had to hunt for it, search for it, and you would be
doing so in an environment that was anything but convenient
and safe. Therefore, ripe fruit would be something you would
never pass on because it provided you with much-needed calo-
ries to survive. This preference to go for ripe over unripe, for
sweet over not sweet, is thus something that comes natural to
us. It is something we have inherited from our ancestors.

In their paper dedicated to this topic, Griskevicius et al. (2012)
highlight five of these tendencies and how they explain our self-
destructive behaviour from a sustainable development perspec-
tive. The first is our propensity for self-interest. Natural selection
has taught us to care about the replication of our own genes,
even if this comes at the expense of the survival of the genes of
strangers. This explains that our instinct tells us, even today, to
focus on our self-interest and that of our loved ones instead of
the interests of strangers in many of the day-to-day decisions we
make. Obviously, this tendency is closely linked to, and partially
explains, our predisposition to focus on self-interest instead of
the common good in social dilemma situations. In fact, the
tragedy of the commons concept perfectly captures this ten-
dency in situations in which we decide to behave unsustainably
because it serves our own (short-term) interests. This also ex-
plains why public campaigns that promote sustainable behav-
iour through urging people to put the interest of humanity in the
long term over their own short-term interests often prove inef-
fective.
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The second tendency identified by Griskevicius ef al. is linked
to our desire for relative status. This desire stems from the fact
that those considered successful by others have the best chance
to seduce the other sex to reproduce, and thus guarantee the sur-
vival of their genes. To be honest, this was not just the case in
the old days; it is still true today. No wonder we are prone to (ex-
cessive) consumption of luxurious products, services and experi-
ences, and accumulating and showing off our material wealth.

Third, we instinctively copy the behaviour of others. In the
dangerous and uncertain circumstances of the old days, it was
not good advice to learn how to survive based on trial-and-error.
In fact, only those who were smart enough to mimic the behav-
iour of older and successful people, who obviously knew exactly
how to survive, would stand a chance of surviving themselves.
This desire still plays a crucial role today and explains why peo-
ple, for instance, find it difficult to motivate themselves to throw
their own waste in trash bins at a parking site along a highway if
that site is littered with trash.

The final two tendencies mentioned by Griskevicius et al. are
our predisposition to be short-sighted and our proneness to dis-
regard impalpable concerns. Similar to copying others’ behav-
iours, these tendencies are linked to the uncertainties of surviv-
ing in the old days. Thinking about the future was not a luxury
you could afford; you had to focus on the right here and right
now. Concentrating on what you could actually see, feel, touch,
hear or smell supported this. If and when you felt hungry, you
had better start hunting or gathering. If and when you smelt fire,
you had better run. Together, these two tendencies explain why
many of us manage to live our lives the way we do and make the
decisions we make, also those that harm the environment and
aggravate climate change, without feeling alarmed all the time
about the unsustainable course our societies are on. We simply
have not been programmed properly to react appropriately to
problems that evolve as slowly as climate change. Our brain is
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not designed to perceive and detect dangers that are less obvi-
ous and tangible, such as pollution. As long as ‘our house smells
just fine, our neighbourhood has trees, our water tastes fine, and
our food supply at the store is plentiful’ (Griskevicius et al., 2012,
p. 124), we find it difficult to really register unsustainability. We
might understand the basics of what is happening but evolution
has not (yet) taught us to respond to this in the right way.

Promoting sustainable behaviour

All this leaves us in a bit of a pickle, to put it mildly. We, humans,
are really good at exploiting Earth’s resources to satisfy our (im-
mediate) needs and wishes, and we are really bad at registering
the negative consequences, as well as adjusting our behaviour in
order to avoid these consequences. Does this mean we are
doomed? Have we been programmed to create our own downfall
and is it therefore inevitable? Luckily, the answer to these ques-
tions is no, or, at least, not necessarily. As Griskevicius et al.
(2012, p. 116) point out, in reference to Dawkins (1976), ‘although
our genes are selfish at the ultimate level, selfish genes can and
do build organisms that are capable of behaving in ways that are
kind, charitable, and sustainable’.

This section explores how the very same lessons learnt and
discussed in the previous section could also be used to (pur-
posely) promote sustainable decisions and behaviours. We, hu-
mans, might be stubborn, and our decision-making and behav-
iour might be complex, but we are also pretty predictable and
consistent. Apparently, our brains have not really changed that
much over the years and chances are that they will not change
significantly over the next few decades. Therefore, whilst our
mission might be difficult, it is not impossible, because we can
draw upon quite a lot of reliable information about what we do
respond to, what we do like and what we are inclined to do,
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today, tomorrow and the day after tomorrow.

Focus on what we do know

In the sciences that deal with human behaviour, such as psychol-
ogy, the expectancy-value approach and theories such as the
theory of planned behaviour still play an important role. They
are often used as the starting point for trying to understand, pre-
dict and find ways to influence real-life behaviour, also with re-
spect to behaviour relevant to achieving sustainable develop-
ment. And, to be fair, over the years, this has actually resulted in
significant progress with respect to identifying several additional
factors and/or determinants that seem to influence sustainability
behaviour. Even though we might not know all relevant factors
and/or determinants for all particular behaviours and circum-
stances (yet), we have been able to pinpoint some key areas. For
instance, it is now perfectly clear that in our roles as consumers
but oftentimes also in our roles as employees, neighbours, vot-
ers and professionals, we do not rely on actually computing ex-
pected utility for many of the decisions we make and many of the
behaviours we engage in. In our day-to-day lives, habits and rou-
tines, as well as unconscious decisions, play a crucial role. We al-
most automatically buy the same products we have always
bought; we display the same behaviours we have always dis-
played. When we buy that ice cream we really like, we usually do
not consider the environmental and social consequences associ-
ated with the cocoa beans used for the chocolate in the ice
cream. When we prepare dinner, we usually do not consciously
prepare more than our family is likely to eat that day. We do not
make a detailed calculation based on measuring the calories our
spouse and children have already burnt that day. Much more
likely, we actually think about very different things when doing
so. We prepare the same amount of food as we always do and
think about which movie it would be nice to watch that evening
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while eating. We buy that ice cream because it is a hot day and
that is what is on our mind.

Therefore, those who try to influence us in making more sus-
tainable decisions and displaying more sustainable behaviour
need to account for this. They need to grab our attention. They
also need to be honest and open about what they are trying to
do and why they are doing it, especially companies whose prod-
ucts, services and experiences we consume. As discussed in
Chapter 1, by now, we have heard it all before and many of us
have become quite sceptical regarding the motives of those
claiming to offer us more sustainable products, services and ex-
periences. If you, as a company, make particular claims with re-
spect to the sustainability level of your products, services,
processes and actions, you better make sure you can back up
those claims. Just displaying a logo on the packaging of your
products or a nice plaque next to your front door is not enough.
Chances are, we will not even notice them.

In trying to influence us, you also better account for the fact
that we all have our own preferences, priorities and values when
it comes to sustainability. Some of us feel that climate change is
the most important and urgent challenge to address; others trust
that this issue will be resolved through technological advance-
ments and would rather have the focus on reducing inequality
and eradicating poverty in our world. You might very well find
out that we even disagree on these things within our own fami-
lies, so you must make sure to not address us as if we are all the
same. Allow and stimulate us to link what you want us to buy or
do to what we value (most).

Mind the different values

In fact, if and when promoting sustainable decisions and behav-
iour, those who do so need to realise that for most people sus-
tainability relates to potential conflicts between their various val-
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ues. As Steg et al. (2014) explain, goal framing theory suggests
that, in many situations we face, three different types of goals
seem to play a role in what we decide and do: hedonic goals, gain
goals and normative goals. Hedonic goals relate to our feelings
and lead us to prefer options that make us feel better, such as
through avoiding effort, and seeking pleasure and excitement.
Gain goals link to our personal resources and stimulate us to
protect or increase these resources, such as money and status.
Finally, normative goals tell us what would be the right thing to
do; what would be the appropriate course of action, for instance
from an ethical perspective. You could almost say that in any
given situation, these three goals are shouting for our attention
and the one that is triggered the most by a particular situation
will likely win and determine what we will decide or do.

Obviously, not all of these goals are directly linked to deci-
sions and behaviours that are highly relevant from a sustainable
development perspective, or, at least, not to the same extent.
What is more, they are oftentimes also in conflict with each
other in these situations. Just consider turning down the thermo-
stat in your house. This could save you money and it would be
the sustainable thing to do, but it also means the house could
feel chilly and that you would have to go upstairs and get a
sweater to compensate for that. The same goes for taking the
bike to work or school: cheaper and better for the environment
but certainly not as pleasant when it is raining and a cold wind is
in your face.

In trying to promote sustainable decisions and behaviour, you
could account for these goals by purposely trying to resolve
some of these conflicts. For instance, you could make sustain-
able alternatives more fun and less expensive. If the sustainable
alternative is just as much fun and not more expensive than the
unsustainable alternative, or even more fun and cheaper, there is
every chance you could convince people to try it, especially if
you manage to get their attention by pointing out these new fea-
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tures of this product, service or experience. For some sustain-
ability aspects, this is definitely possible. For instance, local and
seasonal food can be just as tasty and less expensive than a meal
that is prepared using produce flown in from across the globe.
Another option to navigate the potential conflicts, between the
three types of goals we pursue, is to purposely strengthen (the
impact of) one of them, like, for instance, the normative goals
that favour sustainable decisions and behaviours. You could do
this by creating an environment that incorporates specific cues
and stimuli linked to these goals. For one, you could make sure
that the environment in which you want people to make sustain-
able decisions or engage in sustainable behaviour contains lots
of plants, and pictures of beautiful landscapes and animals, be-
cause research has shown that being exposed to nature could
tap into our so-called dormant biophilia (Griskevicius et al.,
2012): the fact that evolution has endowed us with an apprecia-
tion and desire for the natural world (Wilson, 2006). In other
words, exposure to natural environments, or objects and pic-
tures that resemble a natural environment, could very well
strengthen the normative goal that most of us have in common,
i.e., to protect that same environment, and thus influence us to
make sustainable decisions and display sustainable behaviour.

Combine approaches

All this means that we, humans, might be stubborn and creatures
of habit, but we actually are open to changing our routines and
trying new things, including sustainable products, services, expe-
riences and behaviour, as long as we are seduced to do so by
ticking all the right boxes. Sometimes, all that is required is rein-
forcing our normative goals that already favour sustainable deci-
sions and behaviour; at other times, we need things to be made
easier, cheaper or more fun. It is important to strike the right bal-
ance in combining these approaches though. For instance, as a
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company it would not be wise to focus only on hedonic and gain
goals in promoting your sustainable products, services and expe-
riences. This would ‘make these goals more influential in [future]
decision-making [by consumers], thereby weakening normative
goals’ (Steg et al., 2014, p. 106). If normative goals were ignored,
this would make it difficult to make an appeal to them in your fu-
ture offerings to those same consumers. By then, these con-
sumers would assume you, as a company, do not care about
these goals, because you have focused exclusively on the fun
and price level of your sustainable products, services and experi-
ences in your interactions with them up to that point. This will
make them associate those products, services and experiences
with fun and price, and it will also make them see you as a com-
pany that only cares about fun and money. Suddenly changing
your tactics to focusing on your environmental and social im-
pact, as a company, will probably no longer be seen as being
open and honest about your motives, thus result in you running
the risk of alienating your customers or, at least, making them
sceptical. Obviously, this is not going to help your future efforts
with respect to reducing your negative impacts or having a posi-
tive impact through involving your customers.

In other words, convincing customers to accept or even prefer
sustainable alternatives to unsustainable ones is not impossible,
but it still represents a challenge that requires a well thought-out
and balanced approach. In fact, you could argue that it usually
needs to be based on combining three approaches (Hall, 2013):

1. A utilitarian approach, which aims at providing people with
honest and detailed information about the sustainability as-
pects involved in what you want them to buy or do.

2. A social/psychological approach, which accounts for the fact
that solely providing information is usually not enough to
convince people, and thus also focuses on the context for
these choices and behaviours.
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3. A so-called system of provision approach, which also fo-
cuses on that context but on a more structural or fundamen-
tal level.

At first glance, the second and third approach might seem
rather similar, but they really are not. Both try to influence the
context for decisions and behaviour, thus promoting sustainabil-
ity, but whereas the second explicitly focuses on nudging people
in the right direction without limiting their options, the third ac-
tually focuses on trying to change the ‘institutions, norms, rules,
structures and infrastructures that constrain individual decision-
making, consumption and lifestyle and social practices’ (Hall,
2013, p. 1099).

Nudging people (Thaler and Sunstein, 2008) has become a pop-
ular way of trying to promote sustainability, especially amongst
policy-makers. A typical example would be to provide people
with feedback on their own water and energy use, and that of
their neighbours. It taps into our tendency to compare our own
behaviour to that of others. If our neighbours use less water and
energy, there is every chance that we will try to reduce our own
water and energy use because we do not want to be the laggard
or the outsider. Tapping into our dormant biophilia would be an-
other typical example of nudging through changing the (psychi-
cal) context for our decisions and behaviour.

Changing the system of provision moves beyond nudging and
trying to seduce people to make different choices; simply put,
this approach suggests that this is not enough or, at least, too
slow from a sustainable development perspective, and that for
some decisions or behaviours the logical and right thing to do
would be to limit people’s options. The most effective way to en-
sure that people do not engage in unsustainable behaviour is to
make it impossible. For instance, if you want to improve air qual-
ity in city centres, you could encourage people to take their
bikes or use public transport, but you could also simply ban cars
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from that area. If you want farmers to use fewer pesticides, you
could explain to them that it would be better for the environ-
ment to use sustainable alternatives (approach 1) or inform
them about the great results that other farmers have had with
using those sustainable alternatives (approach 2). However, if
the negative effects of those pesticides is significant, and farmers
are proving reluctant to switch, it might very well be wise to sim-
ply make the production, selling and use of those damaging sub-
stances illegal (approach 3).

However, this third approach could also be applied at a lower
level and need not be restricted to actions by policy-makers and
authorities. If an individual company wants to promote local, or-
ganic and seasonal food, there is no reason why it could not
move beyond promoting this to their customers; a restaurant
could very well decide to only use this type of produce for
preparing the meals they offer to diners. Why would a theme
park have to sell both fair-trade and non-fair-trade coffee and
chocolate to its visitors? We will return to the options available
to hospitality businesses and professionals in the final section of
this chapter but here it is important to note that, also for (com-
mercial) companies, all three approaches could prove useful in
promoting sustainable decisions and behaviour by customers.

4 )
CASE 3.1

Ecomama

Introduction

Ecomama calls itself a ‘green, quirky and conscious boutique’
hostel. Located in Amsterdam, in a former travel agency, the
hostel is furnished and decorated with vintage furniture and
eco-conscious design.
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What does Ecomama do to stimulate pro-environmental
behaviour?

Most of the materials in the building are second-hand, or as
they call it, vintage. For example, the reception desk is built
out of second-hand books. This immediately helps the guest
to understand the concept of this hostel. Their employees also
explain the hostel’s recycling program upon check-in. The
hostel’s whole value proposition revolves around responsibility
and being conscious, although this is done in a humorous,
light-hearted and non-pushy way. Consequently, they manage
to really make you feel it is better to be eco-friendly; they
manage to get under your skin. For example, they do not tell
you to save energy; they send this message through their light
switches, which have drawings around them of a hamster-
wheel to remind guests of the fact that electricity requires en-

ergy.
’ .‘

I

Figure 3.1 The hamster wheel at Ecomama
Courtesy of: Ecomama

So what?

101




Ecomama is a prime example of just doing it, without over-
thinking it but still projecting a coherent identity. Sustainability
is in their DNA and not forced upon the guest; it is just ...
there. From the moment of visiting their website, up to and in-
cluding your actual stay, the theme of being sustainable is
everywhere: in their communication, their behaviour, their
building, their materials and more.

Source: Ecomama (n.d.)

\_ )

Tap into our Stone Age brain

In combining these three approaches, and linking to the different
types of values of people, it could also help to realise that the
five evolutionary tendencies discussed earlier not only explain
unsustainable decisions and behaviour; they can also be used to
promote sustainable alternatives.

Griskevicius et al. (2012) illustrate this by referring to the same
example they use to explain the sustained effect of our Stone Age
brain on our present-day lives. If we acknowledge that our brain
has been programmed to prefer sweets to vegetables, what bet-
ter way to seduce us to eat more vegetables than to sweeten
those vegetables? Have you ever wondered why most salad
dressings have a sweet flavour? Dressings are the perfect way to
make something healthy taste sweet and fatty; exactly what we,
humans, have been programmed to like.

In their paper, Griskevicius et al. (2012) illustrate that the same
reverse logic could be applied to all five evolutionary tendencies
discussed earlier. Our propensity for self-interest could be used
in messages aimed at using less energy and water. Instead of fo-
cusing on the common good, these messages could focus on the
negative impacts of using too much energy and water on the
lives of the children and grandchildren of the people that need to
be convinced. In the old days, we tried to create safety and ac-
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cess to enough resources to survive by working together in
hunter-gatherer groups. This has taught us that it is often wise to
help out others because this will increase chances of them help-
ing you when you need it. These mechanisms are particularly in-
fluential in interdependent social networks, even today. There-
fore, another way to make use of these mechanisms, in promot-
ing sustainable decisions and behaviour, is to ensure that you
create such a network as the context for these decisions and be-
haviours. By purposely creating a community feeling linked to
the products, services and experiences they offer to customers,
companies could tap into principles such as reciprocal altruism
and social obligation, but also group reputation and group iden-
tity, in seducing potential customers to buy and consume sus-
tainable alternatives.

This also links to the second tendency: our desire for relative
status. If making sustainable decisions and displaying sustain-
able behaviour can be turned into something with which you can
show you are successful, smart, willing to self-sacrifice and so
on, they can be turned into something that people can use to in-
crease their relative status. Ranking companies based on their
sustainability efforts could encourage them to do more. Con-
sciously not decreasing the price of sustainable products, possi-
bly even increasing them, could actually better persuade some
consumers to buy them than doing the opposite. It surely seems
to work for Tesla, who have managed to turn their electric cars
into status symbols rather than transportation that only attracts
‘tree huggers’.

Similarly, our tendency to copy the behaviour of others, our
predisposition to be short-sighted and our proneness to disre-
gard impalpable concerns can all be used to promote sustainabil-
ity. Based on these principles, it makes no sense to communicate
how many people are not behaving sustainably, and how this is
ruining our climate in the long run. Therefore, it would help to
change the message into one that shows how many people do
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make sustainable decisions and display sustainable behaviour,
especially if those include well-known and popular role models.
It would also help to make environmental and social problems
predictable, visible and tangible. Griskevicius et al. (2012) actu-
ally use the examples of colouring harmful emissions and alter-
ing the taste of water to represent the level of pollution to illus-
trate how this could be done. Maybe these examples are not al-
ways realistic, but they do highlight the relevance of our senses
in comparison to complex statistics and detailed but abstract
predictions.

Shaping hospitality contexts that favour sus-
tainability

Which brings us to the hospitality industry’s role in all this.
Surely, if any industry should be able to find ways to create ‘mes-
sages and incentives that reach [our] [...] ancestral sensory
mechanisms’ (Griskevicius et al., 2012, p. 124), it would be the
hospitality industry. If any industry is able to turn sustainable
behaviour into something fun and exciting, it must be this one. If
context is so important for our decisions and behaviour, this is
the industry you would turn to for creating contexts that can
make specific decisions and behaviours feel logical, pleasant,
worth it, and so on. If these companies can make you feel like
you have stepped into a completely different world, like theme
parks do, or make you forget about your daily worries and com-
pletely unwind, like holidays and resorts do, why could they not
use the same talents, qualities and circumstances to create the
perfect conditions to discuss sustainability and experience the
benefits of more sustainable decisions and behaviour?
Simultaneously, the previous chapters have indicated that hos-
pitality businesses and professionals have so far been rather re-
luctant to focus on creating those conditions, contexts and links
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between their core product and sustainability. One of the expla-
nations is that, for some reason, over time, the relationship that
lies at the heart of the hospitality industry, the relationship be-
tween host and guest, seems to have evolved into a barrier
rather than a catalyst for furthering sustainability in this indus-
try. A recent study (Melissen et al., 2016) suggests that quite a
few hospitality professionals are convinced that their customers
are solely driven by hedonic and gain motives. In other words,
they feel their customers do not want to be bothered with sus-
tainability, and just want to enjoy their stay, visit, dinner, night
out, and so on. Interestingly, a follow-up study performed by the
same authors shows that this perspective on the hospitality in-
dustry’s customers might very well be overly pessimistic (Cav-
agnaro et al., 2018). In fact, it shows many customers are actually
quite willing to sacrifice some comfort, that they would like to be
involved in sustainability decisions of the company offering hos-
pitality experiences to them, and that they would be inclined to
actively participate in making sustainability measures and initia-
tives a success. They would certainly like to know more about
what the company is doing or not doing with respect to sustain-
ability, and why. However, they do have some doubts about
whether hospitality businesses and professionals really want to
pursue sustainability.

This is in line with a number of studies reported on in scien-
tific journals and popular media over recent years. Overall, we,
the general public, are more and more aware of the seriousness
and urgency of the sustainable development challenge our soci-
eties are faced with. We also feel that something needs to
change. However, we are both reluctant to step up to the plate
and be the first to act, and we have serious doubts about the mo-
tivations of others to make the right choices for the right reasons.
Somehow, we assume our own values, norms and beliefs with re-
spect to the need to achieve sustainable development to be dif-
ferent from those of others. This lack of trust in other people’s

105



normative goals, especially when it comes to sustainability, is
part of the explanation of why we usually persist in making self-
ish choices in situations that represent social dilemmas.

However, if we all feel that way, this would imply that we are
all open to changing our decisions and behaviour. We are not
against sustainable development; we just find it difficult to step
up to the plate. All of our brains have Stone Age elements that
can hinder us in making sustainable decisions and engaging in
sustainable behaviour, but can also be used to take down those
barriers. We all struggle with conflicting goals but we are also
susceptible to environments and contexts that help us resolve
these conflicts. Hospitality contexts are not the exception to this
rule. Hospitality professionals and customers are not the only
ones distrusting each other’s motives and motivation. Therefore,
there is absolutely no reason why the lessons learnt from the
previous sections could not be applied in a hospitality setting. It
just takes someone to take the first step, communicate openly
and honestly about that, look for the right balance in combining
the various approaches to stimulating sustainable decisions and
behaviour, and, most importantly, not hesitate to ask for sup-
port.

The authors of this book firmly believe that hospitality profes-
sionals should feel perfectly comfortable with doing so. The
whole idea of this industry is to create interactions between host
and guest that benefit both. In a society that slowly but surely is
changing into one in which sustainability is a must rather than
just one of the options, being the one that takes the lead in fur-
thering sustainability of this industry can only increase your
long-term social licence to operate (Warhurst, 2005). Your core
product is perfectly suited to resolve potential conflicts between
hedonic, gain and normative goals. Your customers want you to
at least give it a good try. And finally, this is what you have been
trained to do: designing, staging and managing hospitality experi-
ences that instil positive, fond memories in your customers’
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minds (Smit and Melissen, 2018). Surely you can do the same for
experiences that are more sustainable, both with respect to their

immediate impact and their influence on your customers’ deci-

sions and behaviour, both at your facility and once they return
to their homes.

/

CASE 3.2

BUFFET

Introduction

Building on the success of the SDGs, Pacific Asia Travel Associ-
ation (PATA) launched an awareness campaign - BUFFET - on
food waste for the hospitality industry in 2017. The aim of the
campaign is to drive positive change. The dedicated website
offers a toolkit with information and resources on how to re-
duce food waste within your organisation. What is particularly
good for businesses, is that it offers practical solutions per
topic on food waste, e.g., ‘I have too much food waste’ and
then one can click on the tip for ‘Streamline deliveries’ to get
more information.

How can BUFFET lead to more pro-environmental behav-
iour?

BUFFET focuses on a combination of two approaches discussed
in this chapter. When looking at creating a context for guests

that stimulates them to not waste food, a few things can be
done:

® Portion control
o Do not offer bread and/or other starter options prior
to the meal or at the beginning of the buffet. In that
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O

way, guests are inclined to finish whatever they eat af-
terwards.

Serve smaller portions and carefully weigh those por-
tions. Please note that research has shown that reduc-
ing meat portions leads to less waste on meat plus an
increased intake on vegetables.

Offer different portion sizes to different guests, to fit
different needs.

Be more flexible with side dishes, e.g., size or price.

e Service and presentation

O

Serve food on smaller plates to make the portions
look larger.

Present food in an attractive way, e.g., colourful.
Present food creatively, reducing the quantity served.
Use inedible parts of fruit and vegetables for gar-
nishes.

Use voluminous garnishes, e.g., curly salad leaves -
same volume, fewer leaves.

e Communication with guests

O

It is vital to communicate changes to your practices as
well as food waste reduction to your guests.

Raising awareness about food waste automatically de-
creases the amount of food waste.

Ask the guest questions, when taking the order, on
portion size, ingredients or allergies, preferred cook-
ing methods and side dishes, and read back the order.
All of this reduces frequency of plates being sent
back.
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So what?

It is evident that these practical tips and solutions offered by
BUFFET can create a context in which guests can be or are
stimulated to make different, more sustainable, choices. This
could not only lead to less food waste but also creates an op-
portunity for a stimulating a more sustainable, perhaps health-
ier, lifestyle for the guest, also after leaving your premises.

Source: PATA, https://www.pata.org/food-waste/

SUMMARY

Based on reading this chapter, we hope you will understand
and remember the following:

Why it is important to focus on human behaviour when
you want to achieve sustainable development.
The attitude-behaviour gap of humans in relation to sus-
tainability.
The concept of the tragedy of the commons.
The concept of a social dilemma.
The five behavioural tendencies that hinder sustainable
behaviour but can also be used to promote sustainable al-
ternatives:

o self-interest;

o desire for relative status;

o copy others’ behaviour;

o short-sighted;

o disregard intangible concerns.
Transparency is key if you want to influence sustainable
behaviour.
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® Mind the different types of values.
® Convincing customers to accept or prefer sustainable al-
ternatives needs to be based on combining three ap-
proaches:
o O utilitarian approach;
o 0O social/psychological approach;
o O system of provision approach.
® Hospitality businesses are perfectly positioned to create
the right context for more sustainable decisions and be-
haviour.
e Customers are willing to sacrifice comfort and would like
to be involved in sustainability decisions, measures and
initiatives.

FOOD FOR THOUGHT \

Based on the content of this chapter, the following questions,
challenges and topics could serve as interesting starting points
for further discussion:

® Think of a situation in which sustainable alternatives were
offered and how the context influenced your decisions and
behaviour.

® List three personal values and categorise them according
to the types of goals discussed in this chapter.

® How would you create the right context in a hospitality
business to promote sustainable behaviour?
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CHAPTER
4 Identity and sustainability

Introduction

The previous chapter has shown that it is not impossible to steer
consumers’ decisions and behaviour in a sustainable direction.
In fact, it has demonstrated, and explained why, hospitality pro-
fessionals should feel perfectly comfortable with doing so. The
general public is increasingly aware of the seriousness and ur-
gency of the sustainable development challenge — and research
shows that those who consume hospitality experiences are no
exception to this trend. Hospitality contexts also constitute espe-
cially interesting contexts for promoting sustainable decisions
and behaviour, even after consumers have left these facilities
and have returned to their daily lives, homes and jobs. What is
more, focusing on consumers’ needs and wishes, interacting with
them based on accounting for their values and preferences, and
shaping optimal contexts for doing so, is exactly what hospitality
professionals have been trained to do. For most of them, it is
what they like to do and why they have chosen to pursue a ca-
reer in the hospitality industry. Simultaneously, as a company,
your customers’ values and preferences are not the only ones to
take into account in the way you pursue sustainability, and how
you involve your customers in doing so. It is also crucial to ac-
count for the core values of your company. This chapter explains
why and, more importantly, highlights some key reference points
and guidelines for aligning your company’s identity with your
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customers’ identity within the context of making a contribution
to achieving sustainable development of our societies. Finally, it
explains and explores the key role of your staff in doing so.

Hospitality experiences, identity and values

The previous chapter has explained how exploiting Earth’s re-
sources has both benefitted us and is threatening our very exis-
tence. Even in a book on promoting sustainability in hospitality,
maybe even especially in such as book, it is important to not
only focus on the latter but to also acknowledge the former.

Consumption and identity

It is crucial to understand how technological developments, and
the associated changes in our socio-economic system, which is
now basically governed by principles such as capitalism and
democracy, have changed our lives in many ways. Whereas in
the old days many of our decisions and behaviours were the logi-
cal consequences of our upbringing, our family views, our com-
munity’s characteristics and social norms, our social status, and
so on, these days many of us enjoy a lot more freedom with re-
spect to the education and career we want to pursue, which reli-
gion we adhere to - if any, our political views, how we spend our
leisure time — which has increased considerably, our money -
most of us also have a lot more to spend, and so on (Smit and
Melissen, 2018). Simply put, who we are and what we (want to)
do has more and more become a personal choice instead of
something that is predetermined. This change is often referred
to as a (still on-going) process of individualisation and implies
that, in this day and age, an individual’s identity is not fixed or
predetermined but rather reflects something that they construct
and communicate themselves, for instance through the prod-
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ucts, services and experiences they consume. Just consider what
somebody’s chosen car tells you about them. A Volvo station car
communicates something very different to us about an individ-
ual’s identity, what they find important, what they value, than a
Porsche 911. Someone who chooses to go to a vegan restaurant
usually has different priorities than someone who treats him or
herself to dinner once a week at that restaurant famous for its
spare ribs. A guest staying in a five-star hotel in a city centre,
during his or her holiday, is telling us something different about
his or her preferences than someone who spends his or her holi-
day at a camp site in the middle of a natural park.

Even though what you are and what you do has increasingly
become a personal choice, this does not change the fact that hu-
mans are social creatures. As is illustrated by Maslow’s hierar-
chy of needs (1943), we not only have basic needs, such as oxy-
gen for breathing, food and shelter, but also psychological, social
and esteem needs. These relate to aspects such as the need to
be loved, to feel like you belong, to be part of a group, as well as
the need for respect and appreciation from others regarding who
you are and what you do, especially the respect and apprecia-
tion of members of the group you (want to) belong to. As indi-
cated earlier, important ways to communicate to others which
group you (want to) belong to, but also which groups you defi-
nitely do not (want to) belong to, are the products, services and
experiences you buy and consume. This could involve buying
and consuming a particular brand of products, visiting particular
concerts, staying in particular hotels, wearing particular
(branded) clothing, and so on (Smit and Melissen, 2018). Using
your consumption pattern to prove who or what you are or want
to be, also in relation to others, is called symbolic consumption
(Denzin, 1992; Giddens, 1999). Hospitality experiences can play a
crucial role in this type of consumption. First, because we have
more leisure time and more (financial) resources than ever be-
fore, many of us actually spend a significant amount of time and
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resources on buying and consuming the experiences staged by
the hospitality industry. Second, these experiences are much
better suited to express who we are and what we find important
than most other products and services we buy and consume.
Telling your friends you visited a casino and won €400 sends a
much more powerful message than telling them what brand of
toothpaste you use to brush your teeth. A story about you buy-
ing a candy bar at a gas station on the way to work is not going
to have quite the same effect on your colleagues as a story about
you bungee jumping at the theme park you visited over the week-
end.

Values

Although we might all have similar basic, psychological, social
and esteem needs, we all behave differently, even in similar cir-
cumstances. The concept of values appears to be crucial in ex-
plaining this. Values can be defined as enduring and relatively
stable beliefs about which modes of conduct and end-states of
existence we prefer (Rokeach, 1973). In other words, values re-
late to what we find important in life and how we want to behave
to realise those things. As such, values ‘serve as guiding princi-
ples in people’s lives’ (Schwartz, 1992, p. 21). Typical examples
of values that link to what we find important in life are freedom,
equality and family safety, whereas honesty and cheerfulness,
but also intelligence and ambition, represent examples of values
that link to our behaviour. A helpful tool in portraying people’s
so-called value system or set of values is the ‘List of Values’
(Kahle et al., 1986), which can be used to differentiate between
(groups of) people through clustering them based on how they
rank the following values: self-respect, sense of accomplishment,
being well-respected, security, warm relationships with others,
sense of belonging, excitement/fun and enjoyment in life, and
self-fulfilment. Obviously, knowing and understanding the value
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systems of your (potential) customers is crucial for deciding on
the segment(s) of potential customers you will be targeting and
fine-tuning the specifics of the ultimate experience you will be
staging for them. As Smit and Melissen (2018, p.51) put it: ‘there
is really no point in trying to design and stage the ultimate
bungee jump experience for people with high scores for security
and low scores for excitement’.

This very same logic applies to promoting sustainable deci-
sions and behaviour of your customers. For instance, the previ-
ous chapter highlighted the relevance of accounting for the fact
that, in many situations, three different and oftentimes-conflict-
ing goals — hedonic, gain and normative goals — seem to play a
role in what we decide and do. Promoting sustainability needs to
account for these goals by either resolving the conflicts between
them or purposely strengthening (the impact of) one of them. In
doing so, it is important to realise that the goals that drive peo-
ple in a particular situation, as well as the strength of the various
goals, are not only dependent on the situation but also on peo-
ple’s values. In fact, Steg et al. (2014) point out that a person’s
values ‘affect the way a person perceives a situation: which infor-
mation is salient, how important different aspects of choice op-
tions are to people, and how they evaluate different aspects of
the situation so that some actions and potential outcomes are
seen as attractive whereas other actions are seen as aversive’ (p.
108). They also indicate that decisions and behaviours that are
relevant from a sustainable development perspective are usually
influenced by a person’s so-called self-enhancement values,
which link to valuing one’s own individual interests, and self-
transcendent values, which link to valuing collective interests.
Within the first category, you could distinguish between hedonic
values, which link to a key concern for minimising effort and op-
timising your feelings, and egoistic values, which focus more on
protecting or increasing your resources. For the second cate-
gory, you could distinguish between altruistic values, focusing

117



on the welfare of others, and biospheric values, which link to
caring for nature and the environment.

Obviously, hedonic and egoistic values are closely linked to
hedonic and gain goals respectively, whereas altruistic and bios-
pheric values link to normative goals. In their paper on the influ-
ence of these various values on our decisions and behaviour,
Steg et al. (2014) conclude that situational cues and stimuli can
not only strengthen and weaken our focus on specific goals di-
rectly but also indirectly, through activating or deactivating our
various values. It is beyond the scope of the discussion here to
review the various mechanisms at work here in full detail. How-
ever, it is important to note that this, for instance, implies, as al-
ready highlighted in the previous chapter, that promoting sus-
tainable decisions and behaviour is often not just a matter of
making particular decisions and behaviour more fun, easier and
cheaper. As a company, you would probably not convince peo-
ple with strong self-transcendent values to buy or consume your
sustainable products, services or experiences if you promote
them solely based on these characteristics. That is simply not
what they are looking for. They probably do not mind more fun,
easier and cheaper — who does? — but these products, services
and experiences do not help them to build and communicate
their identity as a person who cares for others and the environ-
ment. Therefore, this is not the symbolic consumption they are
looking for!

Your (sustainability) identity as a company

Given that consumers increasingly use their consumption pat-
tern as a means to prove who or what they are or want to be,
also in relation to others, businesses and professionals need to
account for what their products, services and experiences, as
well as the contexts they create for buying and consuming them,
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tell those same consumers about what they value, what they
consider to be important. As a company, more and more, you
have to consider the fact that consumers will not buy and con-
sume those products, services and experiences from just any-
one.

Understand your brand prism

A useful tool to account for the symbolic element of the con-
sumption patterns of your (potential) customers is the so-called
brand prism (Kapferer, 1997). This tool uses the analogy of a lens
to analyse how (potential) consumers will likely interpret your
decisions, actions, products and confexts. In other words, how
they feel about you as a brand. A brand is not just represented by
the ultimate product, service or experience, also not just by a
name or logo indicating who has produced, delivered or staged
it, but also by the source behind all of that (Kapferer, 1997). As
such, a brand determines the identity associated with specific
products, services or experiences. Consequently, a brand is
often considered to be more like a living organism rather than
just the name identifying the maker of something, and the iden-
tity of a brand is much like the identity of a person; it deals with
values and preferences. As an individual business or profes-
sional offering products, services or experiences to consumers
you always represent a specific brand, regardless of whether you
operate as part of a bigger whole, for instance as a local estab-
lishment of a multinational company with a formal brand name
and logo, or as an independent business, such as an independent
restaurant or hotel. The principles included in the brand prism
apply to both situations.

The first part of applying the brand prism framework is to use
a so-called internalisation lens to assess how your brand repre-
sents a particular personality and culture, as well as a particular
perspective on what your brand can do for (potential) cus-
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tomers’ self-image. Obviously, your brand’s personality relates
to your identity as a business or professional. It could probably
best be described as the set of (human) characteristics that
could be assigned to you based on the way you communicate
about yourself and your offer. The language and symbols you
use are key to this personality. Your brand culture links to your
values, as a company, and incorporates aspects such as what
you would and would not do, or what you find important or ac-
ceptable. Together, your personality and culture need to be at-
tractive to consumers within the context of symbolic consump-
tion. Consumers will only buy and consume your products, ser-
vices or experiences if your personality and culture add value to
who and what they want to be; their self-image. If consumers
want to be seen as hip and trendy, they are much more likely to
have lunch in a lunchroom that they consider to be hip and
trendy as well, rather than a lunchroom, café or restaurant that
they consider old-fashioned or traditional.

Whether or not consumers will consider you to be hip and
trendy is based on how you present yourself to (potential) cus-
tomers. What are the physical facets that make your brand
recognisable? These could involve your logo and the appearance
of your facilities but also the furniture in your facilities or the
colours of you staff’s uniforms. Another aspect of your presenta-
tion is your behaviour. How does your staff interact with cus-
tomers? How do you respond to complaints? And finally, there is
the so-called reflected customer: how do you portray your typi-
cal customer, for instance, in your commercials or on your pack-
aging? Together, these three elements — physical facets, relation-
ships and the reflected customer — represent the externalisation
lens.

It is crucial to create a coherent brand, not only to attract the
right customers but also to ensure that their expectations are in
line with what you (want to) offer them. If your restaurant is lo-
cated in a historic building in a fancy neighbourhood in London
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and your waiters wear traditional black uniforms, do not be sur-
prised that your diners expect you to treat them with respect
and to keep a certain professional distance. If your waiters sud-
denly start acting rather informal and insist on using diners’ first
names in talking to them, chances are you will not like those din-
ers’ reviews on TripAdvisor. Similarly, if the hospitality experi-
ences you stage, as a business or professional, are all about ex-
citement and surprise, it is probably wise to use images of ex-
cited and surprised people in your advertisements rather than
images of people contently relaxing in the sun.

4 )
CASE 4.1

Joker ViaVia Network

Introduction

In 1971, after having travelled together, a few students came
up with the idea to build an organisation of (part-time) tour
guides with a focus on enriching themselves and others via
meetings all over the world. This was the start of the Joker Vi-
aVia Network, then called Karavaan (based in Belgium). Over
the years, various suborganisations were founded with the aim
to support sustainable tourism. All of them together operate
under the name of Joker ViaVia Network.

So what does Joker ViaVia Network do to create their
identity?

From the very beginning, the organisation has been based on
altruistic values, such as wanting to meet others and doing
good for others. This type of organisation is usually referred to
as a social enterprise or societal business. By now, the Joker Vi-
aVia Network has further increased its positive impact by sup-
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N

porting numerous local cultural projects in the destinations
visited, and opening up travel cafés where travellers and the
local community can meet. Also, the network cooperates with
tourism educational centres (in local communities) to achieve
sustainable tourism. Finally, they assist local communities in
setting up additional social businesses by sharing their knowl-
edge and expertise.

So what?

It is evident that the Joker ViaVia Network embeds their values
into everything they do, which is also apparent from their web-
site. Travellers are made aware of what sustainable travel en-
tails and how the Joker ViaVia Network wants to make an im-
pact, and how all this relates to the network’s values. Their
logo and the layout of the website is down-to-earth, which is
perfectly aligned with who and what they want to be. However,
if and when you are looking for interesting trips on their web-
site, it does point out to you that ‘you will return as a better
version of yourself’. This may sound a bit highbrow or preten-
tious to some but it is exactly what this network is all about.
Therefore, highbrow or not, the sustainability identity of this
network is certainly coherent and transparent.

Source: Joker, www.joker.be

ViaVia Travellers Café, http://www.viavia.world/en/home

Create a coherent sustainability brand/identity

Obviously, the same logic can be applied to a company’s
brand/identity with respect to sustainability. It makes no sense

to communicate to potential customers that you value the envi-

ronment in your commercials and then disappoint those that
were attracted to that message by not living up to those values
in the context you create for staging experiences for them, as

well as the actual experiences themselves. This context is not
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just shaped by the company’s sustainability policies. It is also
shaped by policies that are in place for all other aspects of day-
to-day operations. In fact, the context is shaped by all decisions
and behaviours of a company, regardless of whether these are
directly linked to sustainability or not. In other words, the con-
text for promoting sustainable decisions and behaviour by your
customers is shaped by all of your decisions and behaviours, as
a company, not just with respect to sustainability issues and not
just right here, right now but also all of your (past) decisions and
behaviours that have shaped your overall brand/identity as a
company.

As Postma et al. (2013) explain, through referring to the work
by Driessen (2005), some companies go for the safe option in
most decisions they make, and have a high need for control,
whereas others are all about risk taking and trying to create and
chase new opportunities. Some companies base most of their de-
cisions on logical frameworks and known concepts; others are
used to reacting swiftly to developments in the outside world,
and find it important and easy to rely on their intuition and cues
from their social context. If you combine these two contrasts or
axes into one overview, this creates a typology based on four
quadrants, which Driessen (2005) has labelled the Pioneer, the
Salesman, the Manager and the Professional. These labels relate
to the typical characteristics of those in charge in such compa-
nies. Postma et al. (2013) have added colours and qualifications
to these quadrants and together they give a clear overview of
four possible and distinct organisational DNAs for companies.

Obviously, these four types of company also represent four
very distinct overall brands/identities. For instance, a company
in the left-bottom quadrant is all about caring for their cus-
tomers, tradition and security. Based on the brand prism logic,
as discussed earlier, this company’s brand is built, over the
years, based on a personality that is all about being reliable, rela-
tionships with customers based on caring for them and nurtur-
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ing them, tradition and stability as the characteristics that are
emphasised in the language and images they use in advertise-
ments and on their website, and staff who care for customers
based on a service-with-a-smile attitude. A typical example of
such a company would be a traditional, luxurious five-star hotel
in a historic building in a posh neighbourhood in a big city. This
is not the type of company that would organise an afternoon of
bungee jumping for its guests, would it?

The same logic applies to decisions and behaviour with re-
spect to sustainability. It makes no sense for a company in ‘the
Pioneer’ quadrant to not pursue advanced sustainability mea-
sures, and focus on known and tested measures instead. Setting
new standards and challenging existing paradigms in all other
areas and then only do what is strictly required from a legal per-
spective when it comes to sustainability, would not be a logical
combination for this company. More importantly, (potential)
customers will pick up on such inconsistencies! You simply can-
not expect your customers to support you, and step up to the
plate with respect to sustainability, if your overall identity and
your sustainability identity are not aligned. If you, as a company,
are a typical Salesman and you are able to turn problems into op-
portunities in all other areas, surely you can do the same with re-
spect to sustainability? You will not get away with using the ex-
cuse that it is simply too complicated and too expensive.

All of this may sound rather abstract. Therefore, to illustrate
the logic of what has been discussed in this chapter so far, con-
sider the following (purposely extreme but unfortunately not at
all unrealistic) example.

A luxurious resort is located in India. Management is rather
disappointed in their guests’ motivation to support and engage
in sustainability measures and initiatives by the resort, for in-
stance with respect to responsible water management — a key
topic in this part of the world - and a local charity project they
support that focuses on protecting tigers — a species vulnerable
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to extinction, also in India. Management cannot understand why
guests are so reluctant to support them in their efforts with re-
spect to these two topics; they just do not seem to care. Their re-
action to water-saving showerheads has been complaining and
showering longer, and almost nobody has donated to the charity
project. Therefore, they have decided to no longer actively pro-
mote these projects on the website and reception staff will no
longer ask guests whether they would like to donate to the tiger
project. They do still feel it is their responsibility to do some-
thing and, therefore, will not get rid of the water-saving shower-
heads in all guestrooms in the resort and they will continue to
use rainwater for flushing toilets. As business has been going
well for some time now, they will also continue to support the
tiger project financially; they will just do so without making a big
fuss about it to guests.

You might wonder why guests are not jumping on the sustain-
ability bandwagon in this resort. Well, the answer is pretty
straightforward: the context created by the resort’s management
is all wrong for that. For instance, one of the activities available
to guests in this resort is to ride an elephant! We will spare you
all details on why this is wrong from a sustainable development
perspective, an animal cruelty perspective, an ethical perspec-
tive, and so on. If you want to know more about things like lim-
ited space to move, not enough water and food, the effect of
chains, just go online and search for ‘elephant abuse’. However,
most of you reading this book are probably already familiar with
why riding elephants, but also swimming with dolphins or meet-
ing tigers, is just plain wrong. In that case, you probably also un-
derstand why this particular resort, which also advertises these
elephant rides on its website, is probably not the resort where
you will find the highest percentage of people with strong self-
transcendent values or, at least, that this particular environment
is not going to activate the pro-environmental values of guests
present.
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Especially not, if you realise that this resort might be using wa-
ter-saving showerheads and rainwater for flushing toilets but
combines this with a huge waterpark on its grounds, with water
play areas such as swimming pools, water slides, splash pads, an
artificial surfing beach, and so on, as well as an all-inclusive con-
cept with respect to eating and drinking. Elephant riding and a
waterpark do not really send the message of being a Salesman
company when it comes to sustainability, do they? Eat-and-drink-
whatever-you-want-because-it-is-paid-for is not exactly the perfect
environment to criticise people on how long they take to have a
shower. Supporting a charity project to save the tiger comes
across as confused at best, but probably as an alibi, to anyone
who is at least still partially driven by normative goals amidst all
of this. To top it off, management has now decided to start down-
playing any sustainability initiatives the resort does take, and to
no longer actively encourage guests to get involved. Not exactly
the way to go if you are really serious about sustainability and
seeking the support of your customers for pursuing it.

A coherent and transparent message

This example just shows, once again, how important it is to align
your overall brand/identity and your sustainability brand/iden-
tity with the context you create for your customers. There is no
doubt that technological advancements might assist you, as a
hospitality business or professional, in reducing the negative en-
vironmental or social impact of the ultimate experience you will
be staging for your customers and, if possible, you should make
full use of those possibilities. However, the actual impact of
those technologies, and all other sustainability measures and ini-
tiatives you could consider to take your company to the next
level in this respect, are very much dependent upon the way you
communicate about what you want to accomplish and why. Not
only in words, for instance as part of official statements or on
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your website, but also in terms of what your decisions and ac-
tions, both current and past ones, tell others about your inten-
tions, your priorities and your values. You cannot expect your
customers to be driven by normative goals if you are not show-
ing them you are as well. Activating their altruistic values is a
mission impossible if it is perfectly clear that you do not really
care about your own staff by underpaying them, making them
worKk ridiculously long hours and badmouthing them.

All this also links back to something discussed in Chapters 1
and 3: honesty and transparency with respect to reporting on
your sustainability impact and efforts. Clearly, greenwashing is
not going to help gather support from your customers for taking
sustainability to the next level. In fact, it is far more likely to do
the opposite because customers can usually see right through it,
and are probably going to become cynical rather than enthusias-
tic about any new plans or measures. However, downplaying
your sustainability efforts, usually referred to as greenhushing or
greywashing, is also not the way the go, as the example of the re-
sort has shown. In fact, failing to clearly communicate about
your actual sustainability impact and, especially, your intentions
and efforts with respect to reducing your negative impact, or ini-
tiatives that could create a positive impact, can have a detrimen-
tal effect on trying to promote sustainable decisions and behav-
iour of your customers (in the long run). As Steg et al. (2014) ex-
plain, only focusing on hedonic and gain goals in your communi-
cation about your sustainable offer to customers, and the con-
text you create for consumption, creates a very unstable envi-
ronment for promoting sustainability. In such a situation, you are
only activating values linked to those goals and you are only re-
inforcing the relevance of those specific goals in relation to your
offer while deactivating values linked to normative goals and
moderating their relevance. This actually makes it more difficult
to involve those same customers in your (future) sustainability
efforts and initiatives because they will have learned to associate
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your company and your offer with meeting hedonic and gain
goals, not normative goals. It will also only make it more difficult
to convince those customers that you, as a company, really care
about achieving normative goals, such as making a significant
contribution to achieving sustainable development.

With this in mind, let us return to the relevance of the various
sustainability labels and certification schemes that companies
could focus on, also within the context of the hospitality indus-
try. As indicated in Chapter 1, some (corporate) clients would
not book a room in your hotel or visit your premises if you can-
not prove to live up to a certain minimum sustainability stan-
dard, for instance through qualifying for these labels or certifica-
tions schemes. These schemes can also prove helpful in other
ways, for instance, as checklists for reviewing known sustainabil-
ity measures and assessing the relevance for your specific situa-
tion, and thus serve as a source of inspiration. These are per-
fectly acceptable reasons to pursue a particular label or certifica-
tion. However, their added value with respect to promoting sus-
tainable decisions and behaviour of your guests, diners or visi-
tors is limited at best. Most of them know that one of the reasons
for having them is to ensure you qualify for business bookings.
Many of them have also seen reports in the media on the fact
that many of these labels do not really say that much about ac-
tual sustainability performance of a company.

Therefore, limiting your communication about your sustain-
ability impact, intentions and efforts to displaying the logo of a
particular scheme or label on your website, and focusing on the
hedonic and gain components of your facilities and your offer to
your customers in all other communication, is probably going to
do more harm than good. It is certainly not going to activate
your customers’ self-transcendent values and reinforce their nor-
mative goals, and it is not enough to clearly communicate that
you actually do care about sustainable development and not just
about meeting a specific minimum standard because that has
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now become the norm in the industry. Another downside is that
most labels and certification schemes focus almost exclusively
on environmental aspects, and they ignore, or find it difficult to
address, the social component of sustainability. Therefore, only
using these schemes as inspiration for your sustainability efforts,
and as the means to communicate those efforts, at best portrays
you as a company that has a limited perspective on sustainable
development and at worst alienates customers with strong altru-
istic values.

All of this underlines the importance of carefully reviewing
your way of accounting for and communicating about your sus-
tainability performance, efforts and intentions, especially for
businesses and professionals in the hospitality industry. Given
that the core product offered to customers, and the contexts
shaped for actual consumption, typically incorporate explicit at-
tention for aspects such as fun, pleasure, excitement, surprise,
enjoyment and more - typical hedonic and gain goals — these
companies almost automatically run the risk of overstating and
over-activating values that hinder sustainability, and understat-
ing and deactivating values that promote it. Therefore, as a hos-
pitality business or professional, it actually makes sense to put
more emphasis on sustainability aspects in your communication,
the experience you stage for your customers and the environ-
ment you create for staging it than downplaying sustainability as
something that is just not compatible with what this industry is
about and what customers have on their minds when they con-
sider, buy and consume your offer.

This and the previous chapter have clearly shown that doing
so it not at all impossible. It might take careful consideration and
some effort but it is not a given that the hospitality industry
needs to be the villain when it comes to sustainable develop-
ment. As indicated in Chapter 2, it really is a matter of choice.
The various principles and mechanisms discussed in this chap-
ter and the previous one can very well be applied in a hospitality
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setting. In fact, as discussed earlier, the hospitality industry
might actually prove the perfect setting to experiment with ways
to make hedonic, gain and normative goals come together. It
could be the perfect environment to let customers experience
that sustainability does not have to be something negative, ex-
pensive, uncomfortable, difficult or unattractive. If hospitality
businesses and professionals manage to do so, this industry
could create a positive impact that moves well beyond merely re-
ducing the water and energy use at hospitality facilities. It could
turn this industry into a catalyst for achieving sustainable devel-
opment of our societies, and transform the villain into a hero.

4 )
CASE 4.2

The Big Lemon

Introduction

In 2007, The Big Lemon was founded in Brighton. It is an eco-
friendly bus operator, whose buses run on cooking oil. The Big
Lemon recently also introduced two electricity-powered buses,
charged by solar power. Their total fleet currently comprises
23 buses. Their business focuses on bus services run in
Brighton, as well as bus hire, day trips and they also organise
walks. From the very beginning, The Big Lemon has been
funded by offering shares and bonds to members of the pub-
lic. Therefore, it represents a so-called community interest
company.

So what does The Big Lemon do to create their identity?

Even though the name The Big Lemon does not immediately
steer your thoughts towards the topic of sustainability, it cer-
tainly does raise curiosity. When visiting their website, a bright
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yellow screen with a cheerful logo pops up. Their mission is
clearly stated below their logo on top of the page, regardless
of which part of their website you visit. The mission immedi-
ately makes clear what they stand for - ‘Our mission is to en-
able everyone to get around their community in an affordable,
enjoyable and environmentally-sustainable way’. It is a mission
that is likely to attract the right customers. This is further
strengthened by testimonials from members of the public who
have already bought shares, indicating why they believe in The
Big Lemon, such as:

e ‘| want to see cleaner, quieter streets with air fit to
breathe.’

® ‘It is an ethical business which | would like to see succeed,
and it pays a decent interest rate.’

They also clearly communicate a vision for 2030, which is fo-
cused on the community: ‘By 2030 every community in the UK
has access to affordable, sustainable transport, using zero-
emissions vehicles powered by renewable energy and owned
by the local community.” Thus, looking at their mission, their
vision, their communication on social media, and so on, one
could argue The Big Lemon is sending a coherent message.

131




Figure 4.1 Communication by The Big Lemon
Courtesy of: The Big Lemon

So what?

The Big Lemon could be argued to represent a clear example
of the reference point that if you really do what you say you
will do, you will get the (right) recognition. Community mem-
bers keep investing in the company and The Big Lemon has al-
ready won 15 awards, all related to being a socially responsi-
ble business.

Source: The Big Lemon, www.thebiglemon.com

- J

Do not forget your own people!

Speaking of heroes: this transformation cannot happen without
involving your staff. If there is one industry in which employees,
and not management, form a crucial element of companies’ per-
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formance and long-term success, it is the hospitality industry. Its
core product is all about interacting with customers, building re-
lationships, understanding their values and priorities. Staging
successful hospitality experiences is very much dependent on
the skills, expertise and attitudes of the employees.

Sending the right message

Sustainable development is not just about saving our planet. As
discussed in Chapter 1, it is also about the legitimate aspirations
of people for an improved quality of life, and about meeting the
needs of all people, not just the privileged ones. Unfortunately,
Chapter 1 has also concluded that the hospitality industry has a
rather questionable reputation when it comes to how many com-
panies in this industry treat their employees. If the hospitality in-
dustry is going to transform into a hero with respect to achieving
sustainable development, this situation needs to change. You
simply cannot expect your customers to trust your sustainability
story if the way you treat your own employees is sending a differ-
ent message. Drawing upon the altruistic values of your cus-
tomers, in an effort to involve them in a charity project aimed at
supporting those in need in poor regions of our world, is not
going to work if they notice that you are not valuing your own
staff. If you want to create a believable brand or identity with re-
spect to your contribution to achieving sustainable develop-
ment, the signals you are sending through the way you treat your
staff better match it. If you claim to care about resolving poverty,
you better pay your staff fair wages. If you claim to support the
aspirations of people across our globe for an improved quality of
life, you must also accommodate for the needs and wishes of
your own employees. Like anyone else, they also need to feel
they belong and that they are respected and appreciated; they
also need opportunities to develop themselves and realise their
potential. If you honestly feel all people are equal and deserve
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the same opportunities, embrace diversity in your own human
resources management. Simultaneously, saving our planet can-
not be done without ‘social inclusion, social justice and greater
equity’ (Washington, 2015, p. 107). The simple fact is that, if only
through population growth, the environmental, social and eco-
nomic dimensions of sustainable development are inextricable.
What is more, altruistic and biospheric values might be separate
values, but chances of finding someone with high scores for one
and extremely low scores for the other are rather slim. There-
fore, even if you (only) claim to want to make a contribution to
saving our planet, it is not a good idea to ignore the interests of
your own employees. The mechanisms described in this chapter,
such as the logic of the brand prism, will at best result in a split
image.

It is important to note here, for those that are still not con-
vinced, that caring for your employees is not just the right thing
to do from a sustainable development perspective, and the smart
thing to do within the context of creating a coherent and trans-
parent brand/identity that supports sustainability measures and
initiatives. Caring for and investing in your employees is also
likely to result in increased employee performance and produc-
tivity, more committed and motivated employees and, thus, in
improved interactions between your staff and your customers,
which in turn leads to satisfied customers (Kusluvan et al., 2010).
It is not just the right thing to do, it is also the smart thing to do,
in every sense of the word.

Create the message together with staff

Simultaneously, just about any sustainability measure or initia-
tive requires your employees to support it. They are the ones
that need to make it work in day-to-day operations. Obviously,
this further reinforces the need to value your employees, be-
cause chances are you will only be able to have them engage in,
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and make the most of, those measures and initiatives if they feel
engaged with your company in the first place.

Sinek (2009) explains that, basically, the success of any com-
pany, project or initiative starts with why. Most companies are
very clear on what they do but not as clear on why they do that.
This also applies to sustainability. However, if you want your em-
ployees to really engage in your sustainability measures and ini-
tiatives, they need to understand why that is so important. You
need to have a clear message, a good story that explains not only
to customers but also to your own employees what your pur-
pose is with respect to your sustainability measures and initia-
tives. A story that can inspire and motivate them to get on
board; a message that makes sense to them, and that they will be
happy and proud to share with customers. Clearly, the best way
to ensure this happens is to actively involve them in developing
this story and creating this message. Doing so, not only allows
you to activate their self-transcendent values, thereby strength-
ening both the relevance of their own normative goals and the
believability of the sustainability message they send to cus-
tomers in their interaction with them. It also allows you to tap
into their knowledge, experience and creativity for finding smart
ways to tackle sustainability in the particular context of your
company. In turn, it increases your employees’ knowledge, expe-
rience and creativity in ensuring sustainability measures and ini-
tiatives come to life and making them a success.

Interestingly, your employees are living their lives in the very
same societies that we have described as increasingly individual-
istic, earlier in this chapter. As any individual, your employees
are also looking for ways to build their identity and to show who
they are or want to be, as well as what group they belong to or
want to belong to. This is where sustainability can actually assist
you to engage your employees with your company. Seriously try-
ing to make a significant contribution to achieving sustainable
development, as a company, allows your employees to make a
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difference through doing their job. This is exactly what more and
more employees want. A job that can provide ‘alignment with
one’s own concept of self, values, virtues and morals’ (Glavas,
2012, p. 19) is what today’s employee is looking for. That is the
beauty of it all. Whereas making the most of sustainability mea-
sures and initiatives requires engaged employees, focusing on
sustainability is one of ‘the most powerful pathway[s] for engag-
ing employees’ (Glavas, 2012, p. 20). Therefore, once again, in-
volving your employees in defining and shaping ambitious sus-
tainability measures and initiatives is not just the right thing to
do; it is also the smart thing to do, in every sense of the word.

This is true for any company but maybe even more so for com-
panies in the hospitality industry. One of the authors of this
book talked to a restaurant owner recently and he made the fol-
lowing telling statement:

Pay all the hours and overtime your employees work. The
times of working 80 hours and only getting paid 38 hours
is gone. Of course, this might bring extra costs, but what
happens if and when your employees are dissatisfied and
frustrated because you do not reward [and appreciate]
them for their work? They will quit their job and in the
long run this will cost even more. Let’s transform the hos-
pitality industry back into one that is attractive to work in.

If anything, this chapter has shown that focusing on sustain-
ability could assist companies in doing so. Sustainability need
not be a threat; it is the right and the smart thing to do.

SUMMARY

Based on reading this chapter, we hope you will understand
and remember the following:

136



® Nowadays, who we are and what we (want to) do is a per-
sonal choice instead of something that is predetermined.

® The concept of symbolic consumption and the role the
hospitality industry can play.

e Why and how value systems could help you define target
groups and experiences.

e How the principles of the brand prism framework help to
shape a coherent sustainable brand/identity.

® How the four types of organizational DNA help to choose
sustainability measures and initiatives that are in line with
your brand/identity.

® |t is necessary to communicate to your guests about sus-
tainability and this communication needs to move beyond
displaying the logo of a certification scheme.

® Transforming into a sustainable business cannot happen
without involving your staff.

® Employees need to be treated well and in line with your
values.

® The message of why and how you engage in sustainability
measures and initiatives needs to be created together with
staff.

® Employees are increasingly looking for a job with mean-
ing/purpose; sustainability can assist in creating meaning-
ful jobs.

FOOD FOR THOUGHT
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Based on the content of this chapter, the following questions,
challenges and topics could serve as interesting starting points
for further discussion:

® |[n which company or job were you treated the best, and
why?

e Which brands do you affiliate yourself with the most, and
why?

e Name three brands that have a clear sustainability
brand/identity.

e What are you looking for in a (future) job?
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CHAPTER
5 Your role in the community

Introduction

The previous chapters have highlighted the crucial role of peo-
ple in pursuing sustainability, especially within the context of the
hospitality industry. If hospitality businesses and professionals
are to fulfil their potential to serve as catalysts for achieving sus-
tainable development of our societies, they need to involve their
customers and staff in doing so. However, the values and prefer-
ences of your customers and staff are not the only ones you need
to consider and account for in the way you, as a hospitality com-
pany, (will) pursue sustainability. For a number of reasons,
which are explored in detail in this chapter, it is also extremely
important to establish a sustainable — in every sense of the word
— relationship with your immediate environment, such as the
neighbourhood in which you are located, the region in which
you operate, and the natural environment surrounding your facil-
ities. In fact, the train of thought presented in the subsequent
sections suggests that sustainability measures and initiatives by
hospitality businesses and professionals quite simply have to be
rooted or embedded within the particular context created by
their immediate surroundings for them to be truly successful
from a sustainable development perspective. This is not to say
that specific measures and initiatives cannot focus on making a
contribution to resolving global or local problems in different
parts of our world. However, the overall message you are send-
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ing with respect to why you are pursuing sustainability and how
you want to do so, as a company, through your assortment of ac-
tual measures and initiatives, the way you have integrated them
in your strategy, tactics and day-to-day operations, as well as the
way you communicate about them, cannot ignore the local
within the so-called ‘global-local nexus’ (Saarinen, 2006, p. 1134)
of sustainability. This would undermine its believability, support
for what you (are trying to) do, and, ultimately, your social li-
cence to operate and your actual contribution to achieving sus-
tainable development. The remainder of this chapter explains
why, and highlights a range of opportunities to actually tap into
local developments and so-called grassroots movements as a key
foundation for your sustainability efforts.

Reasons for a local orientation

This section explores why a focus on the local is so important for
the hospitality industry to boost its contribution to achieving
sustainable development. Before doing so, a warning to you, our
reader, is in order though. Some of these reasons move well be-
yond the daily practicalities of hospitality operations, and some
of them link to issues such as the lock-in effect of our current so-
cio-economic system and the urgent need to create and experi-
ment with viable alternatives. Therefore, bear with us while we
review this wide variety of arguments. We promise to put them
in a coherent and practical perspective in the next section.

Concerted action is not happening

Any company trying to contribute to achieving sustainable devel-
opment needs to account for its surroundings in doing so. It sim-
ply makes no sense to contribute to resolving problems in other
parts of the world at the expense of causing more (sustainabil-
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ity) problems in your own neighbourhood, region or ecosystem.
As discussed in Chapter 1, sustainable development comprises
an ethical and a systemic dimension. In some way or another, all
of our local, regional and global social, environmental and eco-
nomic systems are connected and intertwined. Adjusting the un-
sustainable course of our societies requires accounting for these
interdependencies. Simultaneously, we, humanity, have so far
found it rather difficult to implement comprehensive measures
that improve sustainability of all of these systems at once. We
will return to this issue in more detail later in this chapter and
the next one. However, it is important to note here that the
tourism industry, of which the hospitality industry is an integral
part, represents a particularly telling example that illustrates
these difficulties. Efforts to improve the sustainability of the
tourism industry have not yet resulted in any drastic changes
with respect to global ‘institutions, norms, rules, structures and
infrastructures’ (Hall, 2013, p. 1099) that together shape the so-
called system of provision. As discussed in Chapter 3, this com-
plicates changing the lifestyles, social practices and consump-
tion patterns of those involved.

To illustrate this, just consider flying. Airplanes still emit sig-
nificant amounts of greenhouse gases and a technological solu-
tion for this problem is not on the horizon. Air travel is also rela-
tively cheap and available to ever-growing numbers of tourists.
Consequently, greenhouse gas emissions associated with
tourism air travel are rapidly increasing. Meanwhile, despite
symbolic milestones such as the Paris Agreement on climate
change, politicians and the business world have not yet shown
any apparent interest in changing this situation — for instance
through taxes or increasing prices to reflect actual damage done
by flying. Weaver (2011) describes this situation as a ‘failure of
the international community to arrive at a consensus for con-
certed action’ (p. 13). Like many others, the authors of this book
included, he expects that this will not change soon, and certainly
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not in time to avoid some of the detrimental effects of the cur-
rent system of provision. That is why he suggests, as do more
and more researchers and other advocates of sustainability ini-
tiatives, that companies in the tourism industry are better off fo-
cusing on local initiatives, and ‘participatory exposure of resi-
dents and tourists’ (p. 13) to those initiatives, as the way forward
to make any significant contribution to achieving sustainable de-
velopment.

Obviously, as an integral part of the tourism industry, this also
applies to the hospitality industry. What is more, hospitality
companies are perfectly positioned to create such participatory
exposure. A tour operator or airline company might find it rather
difficult to set the right sustainable example, and to create op-
portunities for tourists and residents to jointly experience sus-
tainability in a positive way. This is very different for a restau-
rant or a hotel. They often have both tourists and residents as
their customers. They are also trained in designing, staging and
managing experiences that prompt positive feelings, based on in-
teractions between people. Therefore, as discussed in the previ-
ous chapters, if any company could create the right circum-
stances to bring tourists and residents together and convince
them to buy and consume more sustainable experiences, but
also stimulate both groups to make more sustainable decisions
and engage in more sustainable behaviour, even after consuming
these particular experiences, it would be a hospitality company.

Hospitality as a natural stakeholder

However, even without referring to the failures of the interna-
tional community to tackle unsustainability of the tourism indus-
try at a global level, one could argue that a local orientation with
respect to sustainability efforts is almost self-evident for most
hospitality companies. A significant portion of their (potential)
negative impacts from a sustainable development perspective is
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local. As discussed in Chapter 1, just consider the impact on
local ecosystems and wildlife of a resort located in a pristine nat-
ural environment. There are many other examples, such as traf-
fic jams caused by visitors to an event or theme park, nuisance
caused by guests of an accommodation located in the middle of
a residential area, and the detrimental effect of opening a new
hotel on the income of bed and breakfasts operated by local resi-
dents.

However, hospitality companies are very much intertwined
with local communities in many more ways than just through
their (potential) negative impacts. As noted in the previous chap-
ter, oftentimes hospitality companies also host residents as their
customers; local residents might dine in a restaurant or have
their morning coffee in a hotel lobby. Hospitality companies usu-
ally employ local residents as their staff. They might also buy
(some of) their supplies from local businesses and the other way
around. In any case, hospitality companies are the neighbours of
local residents and cannot help but influence their daily lives in
that way. This influence need not be all negative. In fact, a train
of thought that has always been part of discussions on sustain-
able hospitality and the wider concept of sustainable tourism is
the potential of these companies to bring prosperity to local
communities and their residents. Notably, the United Nations
proclaimed 2017 as the International Year of Sustainable
Tourism for Development based on the reasoning that tourism
could play an important role in generating economic growth, and
in reducing poverty in parts of our world. If organised properly,
this positive impact could move beyond merely providing a di-
rect income to local residents and businesses but could also
serve as a catalyst and/or co-financer for improving local infra-
structure, social services and social cohesion (projects). As
noted by Smit and Melissen (2018), sometimes tourism can help
raise awareness and financial means to preserve and protect
local ecosystems and wildlife, for instance, if the money spent by
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tourists is used to fight poaching. By creating jobs and income
for local residents, these companies also make an indirect contri-
bution to the same cause through creating circumstances in
which these residents do not have to rely on poaching as their
livelihood.

All this illustrates that the statement made in Chapter 1, claim-
ing that hospitality businesses and professionals represent nat-
ural stakeholders and partners in sustainable development of
local and regional social, environmental and economic systems,
is by no means an exaggeration. Maybe more so than any other
type of company, hospitality companies are inevitably linked to
them, both through their (current) negative impacts and their
(potential) positive impacts on all stakeholders involved, includ-
ing the natural environment. Therefore, they naturally play an in-
tegral role in any attempt to make these systems more sustain-
able. Consequently, it would be almost unnatural for hospitality
businesses and professionals to not (also) apply a local orienta-
tion to their sustainability efforts.

The local is your and your customers’ context

All that was discussed in the previous chapter further reinforces
the need for a local orientation in your decisions and behaviour,
as a hospitality company, with respect to sustainability. Creating
a coherent sustainability brand/identity is crucial in making your
sustainability efforts a success. An important part of this
brand/identity is communicated to your customers, regardless of
whether they are tourists from another part of the world or local
residents, through the context in which you stage your experi-
ences for them. This context is shaped by all of your decisions
and behaviours, not just those directly related to your sustain-
ability efforts. Just consider the example of the luxurious resort
in India, discussed in the previous chapter. In the end, it really
does not matter whether the exact spot where your guests can

145



pay for and start their elephant ride is within or just outside the
border of your premises. It is still part of the overall context in
which they consume their experience of enjoying a holiday in a
resort in India. Therefore, decisions and behaviours, as well as
situational cues and stimuli, that are formally not part of the ex-
perience your hospitality company offers to customers, still very
much influence the overall context for your customers, as well as
your staff, and can thus seriously strengthen or weaken specific
goals and activate or deactivate specific values that are ex-
tremely relevant from a sustainability perspective.

4 )
CASE 5.1

Four Seasons Bali

Rob van Ginneken and Jasper Bosma

For and on behalf of Four Seasons Resort Bali at Jim-
baran Bay and Sayan Ubud, we deeply apologize to all
Hindus for offense and disappointment that was caused
by the Karma Cleansing program that was held in our
property, which contained Hindu rituals. The organisa-
tion of the program was not intended to cause disre-
spect, or harassment to Hindus, but it was no more than
our misunderstanding of the impact of that program
causing discomfort for Hindus. For that, we have
stopped the program, and furthermore we will always
coordinate with all related parties. We will always com-
mit to keep the Ajeg Bali (preserve Bali) by respecting
the religion, custom, culture, and tradition of locals.
Thus our open apologies we convey. Thank you.

(Wockner and Erviani, 2015)

The above statement was issued by the General Manager of the
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Four Seasons Resort Sayan, on the island of Bali, Indonesia, in
September 2015. According to articles on Australian news
website News.Com (Wockner and Ervani, 2015a and 2015b),
the Hindu Karma Cleansing ceremony performed on two homo-
sexual men created quite the local backlash. Several organisa-
tions, such as the Grand Council of Customary Villages and the
Bali Wedding Association, called for investigation of the mat-
ter. The governor of Bali even went so far as to call the event a
disgrace for Bali.

The Four Seasons Resort Sayan is an exclusive resort located
in the Ayung River Valley. The resort, managed by the well-
known luxury hotel operator Four Seasons, caters mainly to
western affluent tourists, staging hospitality experiences
against the backdrop of traditional Balinese nature and culture.
Organising weddings on the resort grounds is part of their ex-
tensive range of hospitality services. What caused the events
described here was a picture, posted on Facebook, of what ap-
peared to be a wedding ceremony between an Indonesian man
and a Westerner, and performed by what seemed to be a Hindu
holy man, at the resort. It went on to attract the attention of
the local authorities, tourism-related stakeholders and the
general public. Wockner and Ervani (2015b) even report the
couple received threats and described the public reaction to
the event as a national outcry.

According to Indonesian law, marriage should always happen
between a woman and a man. Same-sex marriage is punish-
able, according to Indonesian authorities, because of strong
religious norms against it. The majority of the Indonesian pop-
ulation is Muslim; however, on the island of Bali, where the re-
sort is located, the majority is Hindu. While Islam unambigu-
ously rejects homosexuality, Hinduism is not that clear on the
subject, and opinions strongly vary among Hindus. While tradi-
tionally Hinduism does not support homosexuality, relation-
ships between same-sex individuals are recognised, and in
Hindu art, both males and females are found depicted in
same-sex intercourse. Practising homosexuality is, since
2009, legal in India, where the majority of the population is
Hindu. All of this may partly explain why Bali has been a popu-
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lar destination for gay couples.

Following the picture gaining widespread attention and caus-
ing such a strong local response, Four Seasons explained that
the ceremony held at the resort was not in fact a wedding, but
rather a Hindu Karma Cleansing Ceremony, called Melukat.
However, the Bali authorities were unimpressed and charged
the sales executive of the hotel with blasphemy, which is pun-
ishable by a jail sentence of up to five years. According to the
police, wedding organisers, such as those at the Four Seasons,
should be aware of the importance of the Hindu symbols, and
while they could have accepted a Bali-themed ceremony, the
use of religious symbols for celebrating same-sex marriage
would still be considered blasphemy. Still, according to the po-
lice, the sales executive should have known that (traditional)
Hinduism defines marriage as between a man and a woman,
and should therefore have refused to organise the ceremony.

The police later discovered that the couple in question had
already requested to marry in the resort a year earlier. At that
time, the hotel refused to organise the wedding and the couple
married legally in the US before returning to the hotel to re-
quest the Karma Cleansing ceremony, which triggered the
above-mentioned local stir. Soon after the ceremony, the cou-
ple left the country to travel back to the US.

Sources:

Wockner, C. & Erviani, K. (2015a). ‘Bali police name Four Seasons Re-
sort sales executive as a suspect in gay wedding investigation’. News.
Com. Available on http://www.news.com.au/world/bali-police-name-
four-seasons-resort-sales-executive-as-a-suspect-in-gay-wedding-
investigation/news-story/ffb168fa6d85dccca9c173e8df827418. Last
accessed 11 October 2017.

Wockner, C. & Erviani, K. (2015b). ‘Controversy after gay marriage
wedding in Bali’. News.Com. http://www.news.com.au/world/asia/
controversy-after-gay-marriage-wedding-in-bali/news-story/1e6
744df3af250aaa067531bd99a740e. Last accessed 11 October 2017.

- J/

Simultaneously, most hospitality companies employ local resi-
dents as their staff. In the previous chapter, it has been con-
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cluded that involving your staff in defining and shaping your sus-
tainability measures and initiatives is the right and the smart
thing to do. Given that your employees live their lives in the local
community, it is only logical that they will (also) focus on local
sustainability problems as the problems they would like to re-
solve through the sustainability efforts of your company. If they
experience poor air quality in their neighbourhood, this is the
environmental problem they are likely to want to tackle first. If
your company were located in a poor neighbourhood or region,
in which many of your employees’ relatives and friends struggle
to earn their livelihood, it would be silly to expect them to come
up with the idea of saving an endangered species of monkeys liv-
ing thousands and thousands of miles away.

Interestingly, a local orientation also seems to play an increas-
ingly important role in choices made by tourists, and in the expe-
riences they favour. More and more of us seem to have left the
idea behind us that holidays are about escaping reality, and in-
creasingly we are looking for authenticity and local cultures, cus-
toms and products as key ingredients of the contexts in which
we want to spend our valuable leisure time. Information technol-
ogy and social media have also made it much easier to explore
and connect to the local communities we visit, and to share our
thoughts while doing so with those that are looking for similar
experiences. Today’s typical tourist is not looking to avoid con-
tact with the real world; he wants to immerse himself in every-
day environments (Russo and Dominguez, 2016). This is one of
the explanations for the ever-increasing popularity of concepts
such as city trips, couchsurfing and Airbnb. It is also an impor-
tant reason why more and more restaurants focus on local spe-
cialities and local produce. In the book Reinventing the Local in
Tourism, editors Antonio Paolo Russo and Greg Richards (2016),
and all authors who contributed chapters, explore some of the
mechanisms at work here. It is beyond the scope of this chapter
to review all of these mechanisms in detail. However, it is impor-
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tant to note here that one of the lessons that can be learned from
Russo and Richards’ exploration is that today’s consumers, in
their roles as tourists and consumers of hospitality experiences,
are not only looking for more authenticity but also for meaning-
ful, personal experiences; we want to be more than spectators
and want to be active and creative (Forno and Garibaldi, 2016).
In other words, we are no longer leaning back and waiting for
hospitality providers to stage their experiences for us and serve
us (with a smile); we want to co-create those experiences, and an
important part of that is to actively explore and connect to the
communities in which those hospitality providers are located.

In other words, a local orientation is key for almost all deci-
sions you make as a hospitality business or professional, also,
and maybe even especially, with respect to your sustainability ef-
forts. It is an integral part of the context in which you stage your
sustainable hospitality experience, and thus of your sustainabil-
ity brand/identity, but also of the context in which you try to en-
gage your staff in doing so and of the overall experience an ever-
increasing portion of your (potential) customers is looking for.

The only way is (bottom-)up!

However, the particular characteristics of the tourism and hospi-
tality industries are not the only reasons why sustainability ef-
forts need to apply a local orientation. As stated in Chapter 1,
achieving sustainable development will have to involve quite
drastic changes to the way we distribute wealth across our
globe, what we consider to be our needs and appropriate ways
of meeting them, our technological systems, our production sys-
tems, and more. Unfortunately, we are finding it very difficult to
make these changes.

Chapter 3 has already highlighted how this is linked to mecha-
nisms incorporated in the economic system that dominates most
of our societies when it comes to the ground rules that busi-
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nesses have to adhere to, how professionals in those businesses
are supposed to make decisions, how those businesses interact
with consumers and the decisions we expect from our politicians
and policy-makers. These mechanisms are based on the princi-
ples of free market capitalism. Development of this system could
be argued to be the direct result of technological innovations,
such as the steam engine, combined with population growth,
which allowed and required us to find more efficient ways to ex-
ploit our planet’s resources to satisfy our needs. Over time, this
has not only changed the way we exploit these resources, and
thus our production system, but also our social system. Over the
last two centuries, more and more of us moved to cities, more
and more of us earn our livelihood by working as an employee in
companies or other types of organisations aimed at producing
the products, services and experiences we crave, and more and
more of our relationships and interactions with other people are
in some way or another founded in the exchange of money for
goods (Smit and Melissen, 2018). At first glance, for many of us,
this system — our current socio-economic system - seems to
work pretty well because it has given us material wealth, free-
dom, health, opportunities to pursue our dreams, possibilities to
shape and communicate our identity through symbolic con-
sumption, and more. Not surprisingly, many of the values on
which this system is based - such as promoting private prop-
erty, autonomy and economic growth — and the ways to pursue
them - through exploiting Earth’s resources and aiming for in-
creased efficiency, productivity and profits — have become logi-
cal, attractive principles in the minds of most of us (Laszlo, 2001;
Melissen, 2016; Melissen and Moratis, 2016). In fact, most of us
find it hard to imagine a socio-economic system that is not based
on these values, if only because we have never experienced an
alternative system and the current system is full of mechanisms,
clues and stimuli that reinforce its goals and activate its values.
This explains why we are finding it so hard to make the
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changes necessary to achieve sustainable development. Simply
put, our current socio-economic system comprises a number of
self-reinforcing mechanisms that make it extremely difficult to
change its functioning. For instance, our politicians need to make
decisions that please us, the voters, to stand a chance of re-elec-
tion. The only way they can do that is by ensuring that they have
the means to make us happy: money. They need this money to
create and maintain infrastructure and to provide education,
health care, social welfare, safety, and so on. This money needs
to come from taxes on products, salaries and profits. Conse-
quently, they need to promote the exploitation of natural re-
sources on which many of those products, salaries and profits
are dependent. They need to promote economic growth to be
able to continue to afford to pay for the welfare state to which
we have become so accustomed and on which we have become
so reliant. The proven recipe for doing so is to promote effi-
ciency, productivity and profits. To add to all this, for quite a few
countries in our world, a significant portion of government in-
come is directly coming from taxing fossil fuels and selling oil,
gas, coal and other natural resources to other countries.
Loorbach (2014) describes this situation as a lock-in; a situa-
tion in which ‘we seem to be caught in a vicious cycle of optimis-
ing an inherently unsustainable system which closes down the
space for the development of inherently better alternatives’ (p.
31). In his book The Craftsman, sociologist Sennett refers to it as
Pandora’s Casket and states, in referring to the Greek myth of
Pandora, that ‘culture founded on man-made things risks contin-
ual self-harm’ (2008, p. 2). Regardless of whether we call the situ-
ation a vicious cycle, a lock-in or Pandora’s Casket, these refer-
ences and reflections all boil down to highlighting the complica-
tions involved in changing the functioning of a socio-economic
system such as ours. The way it is financed, how it is inextrica-
bly intertwined with power relationships and how it consistently
reinforces gain goals and self-enhancement values of those in
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power, make it a system that does not support but rather blocks
achieving sustainable development.

Obviously, this leaves us, humanity, in quite a pickle. The way
we have always tackled problems is not going to help us achieve
sustainable development. The way we have arranged our world
to satisfy our needs is not going to help us meet our needs in the
long run. In fact, it is the very reason why we are in trouble. This
means we need a new approach; a new way of arranging our
world to satisfy our needs. If our current socio-economic system
not only hinders sustainable development but is also the cause
for the unsustainable course of our societies, we are left with no
other option than to create a new socio-economic system.

You might ask why we, the authors, felt the need to include
this train of thought in a section on explaining the need for a
local orientation in the sustainability efforts of hospitality busi-
nesses and professionals. The reason is that this same train of
thought highlights that development of an alternative to our cur-
rent socio-economic system is not likely to be instigated by
those in power in our current system. Initiatives to create viable
alternatives to our current socio-economic system are much
more likely to come from so-called grassroots movements and
civil society; from us, the people, and social movements and ini-
tiatives (Marques and Mintzberg, 2015). In fact, Loorbach (2014)
claims that we can already witness the signs of a ‘gradual and
creeping revolution in which citizens, consumers, social entre-
preneurs, civil servants, researchers and activists are changing
the way in which we live, consume, produce in small but certain
steps’ (p. 35). This revolution is taking place in self-organised
networks that draw upon their own resources, knowledge and
capacities instead of relying on government or other parties in
power in the old system to show us the way. These networks are
based on values such as inclusiveness, equality and sustainable
ways of using our natural resources to satisfy our needs. Typical
well-known examples of such networks are the various platforms
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for sharing your house, your car, your tools and your food with
others, such as Airbnb, Uber, Peerby and the food/meal sharing
platforms mentioned in Chapter 2. However, there are many
more examples of experimenting with new ways of living, con-
suming and producing already out there. Just consider the grow-
ing number of farmers who deliver sustainable energy generated
by their wind turbines and solar panels (directly) to local resi-
dents, or groups of residents in urban areas that collectively in-
vest in technologies for sustainable energy. In other words, cre-
ating and experimenting with sustainable alternatives to our so-
cio-economic system is mostly accomplished through bottom-up
innovation (Loorbach, 2014), not top-down. Many of the initia-
tives take place in (local) communities and (social) networks, are
instigated by residents of neighbourhoods, and rely on the re-
sources, imagination and knowledge of the members of those
communities and networks (Melissen, 2016).

4 N
CASE 5.2

The New Parkway Theater

Introduction

The Parkway Speakeasy Theater in Oakland, California (US)
used to be a popular place in the Oakland community. People
got together to watch a movie, drink a beer and catch up with
friends. In 2009, the Parkway Speakeasy Theater had to close
due to problems that are typical for our current socio-eco-
nomic system; a landlord and owners fighting over money.
Local residents were very sorry to see the theatre go. In fact,
they were so sorry that they decided to organise the comeback
of the theatre themselves, through crowd funding. The theatre
reopened late 2012 as the New Parkway Theater. The theatre
has two screening rooms and a café.
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So how does The New Parkway Theater link to the local
community?

All activities in the New Parkway Theatre are very much com-
munity-focused. One example is the Karma Cinema program,
which means that one night a week regular customers pay
whatever they want for their movie ticket. At the end of each
month, 20% of the revenues of Karma Cinema tickets are do-
nated to local charities that serve local residents. The theatre
also organises community-based activities, such as bingo,
quiz and open-mic nights. When it comes to their staff, be-
sides paying them a living wage, they also make sure that they
share in profits and they make an effort to employ people who
might find difficulty getting work in other places, such as ex-
convicts. The New Parkway Theater is also concerned with their
activities having an impact on the environment and therefore
asks customers not to order more than they can consume and
helps them in creating as little waste as possible, for instance
through reusing metal straws. In terms of suppliers, they use
local suppliers as much as possible, for example all their beers
and wines come from within 200 miles. Furthermore, they also
take health into account by not serving food that contains
high-fructose corn syrup or palm oil.

So what?

The authors of this book would argue that the New Parkway
Theater could be seen as a prime example of how a hospitality
business could operate with a strong local orientation. This
particular theatre is doing this in relation to both social and
environmental aspects. What is more, it shows us how to cre-
ate a new type of business model; one that is not just about
making profit for the sake of making profit.

Source: The New Parkway Theater, www.thenewparkway.com

/

So, this actually brings us back to Weaver’s (2011) words, men-
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tioned earlier in this section. He suggests that companies in the
tourism industry are better off focusing on local initiatives, and
sustainability efforts that involve both tourists and residents (of
local communities), in making a contribution to achieving sus-
tainable development. As it turns out, this is not just true for
tourism and hospitality. Local communities and social networks
are the most logical and promising starting point for most sus-
tainability measures and initiatives, not just those directly linked
to hospitality operations. This is where people create and experi-
ment with viable alternatives to our current socio-economic sys-
tem. This is where you, as a hospitality business or professional,
can ‘tap into and join the already on-going but gradual and still
mostly hidden [sustainability] revolution’ and join forces ‘with
this movement of engaged citizens, entrepreneurs, civil servants,
researchers and activists, some of whom might actually already
be working for your organisation’ (Melissen, 2016), who might be
supplying you with the produce, products and services you
need, or who simply live next to you.

Communities and networks

Together with these networks of engaged citizens, entrepre-
neurs, civil servants and other motivated parties, you can pro-
duce the type of collaborations that are crucial to creating and
experimenting with sustainable alternatives to our current socio-
economic system. As indicated earlier, doing so requires ac-
counting for the interdependencies between social, environmen-
tal and economic systems, and also between the local, regional
and global level. These experiments move beyond merely apply-
ing specific physical technologies, they require a holistic ap-
proach that combines such technologies with new social tech-
nologies (Laukkanen and Patala, 2014). They might involve some
risk-taking, daring to not play by the rules of the old game and
co-creating new norms and rules while playing the new game.
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They might very well involve discussing, and co-creating new
ways of meeting, what we consider to represent our needs that
must be satisfied by a socio-economic system. Together, all of
these elements represent a challenge that an individual company
should not take on in isolation. If you, as a company, want to
contribute to rising to this challenge, you better ensure you have
the support and help of relevant stakeholders. Simply put, the in-
novations required for creating and experimenting with sustain-
able alternatives to our socio-economic system are not only too
complex to take on alone, they also reach well beyond the
boundaries of an individual company (Bocken et al., 2014;
Rohrbeck et al., 2013).

This, once again, reinforces the relevance, especially for hospi-
tality businesses and professionals, of focusing on the type of ini-
tiatives put forward by Weaver (2011). If you, as a hospitality
company, want to engage in co-creating the way we have
arranged our world to satisfy our needs, it is important to realise
that your ultimate product is already very much a so-called co-
production or co-creation by relevant stakeholders. As high-
lighted earlier in this section, today’s consumers, in their roles
as tourists and consumers of hospitality experiences, want to be
more than spectators and want to co-create those experiences,
with an important part of that co-creation taking place through
actively exploring and connecting to the communities in which a
hospitality establishment is located. As Pappalepore and Smith
(2016) explain, before, during and after consuming the actual
hospitality experience(s) you stage for them, your consumers in-
teract not only with you as a company (for instance, through vis-
iting your website) but also with other consumers, friends, fam-
ily, your staff and your neighbours - both local residents and
local companies — both face-to-face and online. Their interpreta-
tion of how you have helped all of them satisfy their needs can-
not be seen separately from all of these interactions. Ultimately,
their experience, as a tourist or consumer of hospitality experi-
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ences, is the product of a co-creation process in which all of
these stakeholders play a role. How this will affect their future
decisions and behaviour is also the product of this same co-cre-
ation. This is also the case for the sustainability level of this ulti-
mate experience and whether they will be willing and motivated
to actively contribute to making it as sustainable as possible, the
impact it will have on their future sustainability decisions and
behaviour, and so on. Making this ultimate experience more sus-
tainable, turning it into something that would fit in a sustainable
socio-economic system, is therefore automatically also some-
thing that is based on a co-creation process that involves all of
these stakeholders.

These same physical and virtual communities and networks
are also the perfect place to have a sensible and constructive dis-
cussion on what we consider to represent our needs, and on sus-
tainable ways of meeting them. For instance, this is the most
promising environment to make use of some of the evolutionary
tendencies, discussed in Chapter 3, to promote sustainability.
The effect of copying the behaviour of others is proven to be the
strongest in small communities and social networks. This is
where (new) social (sustainability) norms could be developed
without immediately being brought down (to reality) by concepts
such as economic growth and possible trade deficits (between
countries). This is also where you can more easily tap into prin-
ciples such as reciprocal altruism, social obligation, group repu-
tation and group identity for promoting sustainable decisions
and behaviour. If the right people give the right sustainable ex-
ample, there is every chance that this example will become the
norm. If you help others to become more sustainable, there is
every chance they will return the favour. Local communities are
also the place where sustainability impacts can be (made) palpa-
ble, recognisable, visible, real. In other words, within the context
of physical and virtual communities, it is much easier to build
trust and communicate directly and openly, and thus to create
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the circumstances in which the evolutionary tendencies identi-
fied by Griskevicius et al. (2012) need not hinder sustainability
but can actually be used to promote and pursue it. Interestingly,
hospitality businesses and professionals are specialists in build-
ing trust, open communication and accounting for the needs and
wishes of others, but also in the impact of the (physical) environ-
ment on how people feel and behave. Therefore, physical and
virtual communities and networks are not only the logical start-
ing point for their own ambitions with respect to contributing to
achieving sustainable development. These businesses and pro-
fessionals could also play a crucial role in setting up and pre-
serving (the right atmosphere and circumstances in) these com-
munities and networks, so that others also feel comfortable
using them as the starting point for pursuing their own sustain-
ability ambitions. If you combine this with the fact, as discussed
earlier, that most hospitality companies are very much inter-
twined with local communities, all this puts them in the perfect
position to be the ones that take the lead, or at least make a sig-
nificant contribution, in (purposely) creating the networks
needed for producing and experimenting with sustainable alter-
natives to our current socio-economic system.

Local orientation: a practical perspective

Admittedly, some of the concepts discussed in the previous sec-
tion are rather abstract. Our socio-economic system is not some-
thing most of us are likely to reflect upon on a daily basis. We are
not knowingly following the guidance of the invisible hand of the
free market in most decisions we make. You probably cannot re-
member the last time you consciously made use of the reciprocal
altruism principle, and you might find it rather difficult to come
up with an example of a hospitality company that uses social
obligation to promote sustainable behaviour by its customers.
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Therefore, as promised, this section puts all of this in a coherent
and more practical perspective.

The reasons revisited

Maybe the best way to do so is to first take another look at the
reasons for a local orientation, discussed in detail in the previ-
ous section, and try to summarise them succinctly here.
Hospitality is part of tourism, and tourism has a questionable
reputation when it comes to sustainability. Probably the most
widely known and debated issue within this context relates to
flying. More and more of us fly, for instance, to enjoy our holi-
days in exotic locations but also for business trips and family vis-
its. More and more people across our globe can afford to fly.
Even though all of us, including those in charge of tax systems
and regulations, such as policy-makers and politicians but also
aviation and tourism trade associations, know very well that fly-
ing is a significant contributor to climate change. However, the
total number of people flying is still increasing, and there are no
rules, regulations or incentives in place to stop this. Unfortu-
nately, there are quite a few more examples of unsustainable
practices in tourism that the international community has been
unable, or maybe unwilling, to put a stop to (yet) through regula-
tion. As an individual hospitality business or professional,
chances of you being the one who will be able to turn things
around at this (global) level of decision-making, and organise
concerted action by all relevant stakeholders, is slim to none.
Obviously, you could use this as an excuse to not engage in sus-
tainability efforts at all. However, this really does not mean that
there is nothing you can do. In fact, there is no reason why you
could not engage in sustainability efforts at a local level. Maybe,
as an individual hotel or theme park, you cannot stop people
from travelling to your facilities by airplane, but you can encour-
age those same people to travel from the airport to your location
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by public transport, or by using sustainable transport organised
by you. Maybe, as an individual restaurant or conference centre,
you cannot force the whole industry to act as employers that
truly value their employees, and as good neighbours for people
living and working in the same neighbourhood, city or region,
but you can be a good employer for your own employees, and
you can be a good neighbour for people living and working in
your own local community or region. In fact, the latter really is a
no-brainer because many of those people are also your cus-
tomers. If anyone can set the right example and create circum-
stances that would stimulate both your customers and your
neighbours to follow your example when it comes to sustainabil-
ity, it would be you. You know how to get through to people,
how to listen and talk to them, how to make them feel happy and
open to new ideas, solutions and behaviour. This is what you
have been trained to do. This is what hospitality is all about.
Unfortunately, the way hospitality is organised today is known
to also cause quite a few negative impacts on that same local
community, also from a sustainability perspective. Therefore,
the logical starting point for you, as a company that wants to
make a contribution to achieving sustainable development, is to
take away or, at least, minimise these impacts. However, you do
not have to stop there. Given that you are so closely connected
to the local community, you could also have a positive impact.
You could assist members of your community with their sustain-
ability efforts, or you could set up joint measures and initiatives.
Doing so will only benefit your own efforts, measures and initia-
tives because it will create an environment full of signals and
stimuli that reinforce the importance of sustainability, and thus
an environment in which it also becomes much easier to involve
your own customers in those efforts, measures and initiatives.
Given that a number of your employees live their lives in your
local community also makes it that much easier to involve them
in pursuing sustainability — they will not only be doing the right
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thing during their working days, and become more motivated as
a result of that, but they will also be the ones reaping the bene-
fits when they return to their homes.

What is more, all of this will only improve the overall experi-
ence of your customers. This is what more and more of them are
looking for; they do not want to be served, they want to explore
and connect to what is happening in your neighbourhood. There-
fore, they want your sustainability efforts to be focused on the
local community and your direct (natural) surroundings. Doing
so will only increase the chances of them wanting to support
your efforts, and also the chances of them remembering and ap-
plying lessons learnt once they return home.

Interestingly, lessons learnt in other sectors and industries,
and with respect to other types of sustainability problems and
solutions, all seem to boil down to the very same principles. The
logical starting point for truly making almost all of the changes
needed for achieving sustainable development is local communi-
ties and social networks. This is where we can learn to live, pro-
duce and consume in ways that do not harm others and our envi-
ronment. This is where most of us feel safe enough, trust others
enough, and feel comfortable to communicate openly and hon-
estly enough to discuss alternatives to bigger, faster, more exclu-
sive and more quantity. This is also where you will find people
who have already experimented with doing things differently,
and who have already acquired quite some expertise with re-
spect to what works and what does not.

Once again, as a hospitality business or professional, you
should feel perfectly comfortable in joining forces with this
grassroots movement. It is all about building trust, relationships,
networks, reciprocity and accounting for each other’s needs and
wishes. You know how to do that. As an expert on hospitality ex-
periences, you know how to get through to people, how to listen
and talk to them, how to make them feel comfortable and open
to new ideas, solutions and behaviours. Joining or even (assist-
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ing in) setting up these networks should feel natural to you. You
could be of great help in making these communities and net-
works a success, and thus in making a contribution to changing
the way we, as humanity, have organised our world to satisty our
needs into an arrangement that is based on inclusiveness, equal-
ity and a responsible way of interacting with our natural environ-
ment. In earlier chapters, the potential of the hospitality industry
to serve as a catalyst for achieving sustainable development of
our societies has been highlighted repeatedly. The train of
thought presented in the previous section suggests that applying
a local orientation to your sustainability efforts, as a hospitality
business or professional, is likely to be a, or maybe even the, re-
quirement for realising this potential.

4 N
CASE 5.3

SeQuential Biofuel Station

Introduction

SeQuential (SQ) Biofuels is a company founded in 2002 by two
men who met whilst having pizza at a restaurant. Those two
men both had a passion for the outdoors, the environment and
the belief that there is a more sustainable way of creating en-
ergy. Ultimately, this passion resulted into producing local, re-
sponsible bio-products, such as biodiesel by refining used
cooking oil. Two places where you can fuel your car with
biodiesel and fuel yourself with food are their refuel stations in
Eugene, Oregon (US). The stations are also referred to as SQ
Hubs, with a neighbourhood market and a community café of-
fering fresh, natural and local food.
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Figure 5.1 SQ Biofuel Station, also known as SQ Hub
Courtesy of: SeQuential Biofuels

So how does SeQuential Biofuel Station link to the local
community?

First of all, SQ only works with local companies to provide the
fuel. In everything they do, they want to support small busi-
nesses in their state. They also built the stations from region-
ally sourced materials and use renewable energy from solar
panels. They also have a living roof to reduce heat and cooling
costs. The products sold in their market and café are all local,
e.d., local beer and wine, locally roasted coffee beans. SQ en-
courages environmental behaviour from local people by selling
products from Klean Kanteen, which is a company focusing on
re—usable bottles and flasks. Furthermore, they work with part-
ners, such as a local sustainable seafood company, offering
their customers discount on sustainable seafood products.

So what?
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SeQuential Biofuel Station is an example of the blurring of
boundaries. A fuel station is no longer just a fuel station, but
also a place where people get together and where good food is
provided. This is especially novel for a fuel station, as they are
often infused with standardised assortment. SQ is intrinsically
motivated to make a change and is integrating this into their
business model. As they state themselves: ‘Expect friendly
faces’. If that is not hospitality ...

Source: SeQuential Biofuels, www.sqgbiofuels.com

- /

Practical examples

Obviously, the details of applying a local orientation to your sus-
tainability efforts, as a hospitality company, really depend on the
characteristics of the community in which you are located, the
natural environment that surrounds you or the social network
you belong to (or have created). If your local community is trou-
bled by unemployment and poverty, it seems logical that this ori-
entation will make you focus more on the social component of
sustainable development. In contrast, consider a hospitality
company that is surrounded by nature and wildlife, which is
both slowly but surely starting to show the consequences of the
unsustainable course our societies are on. Especially if the nat-
ural environment and wildlife are important reasons for cus-
tomers to frequent this establishment, and thus also crucial to
the long-term livelihood of staff and other local entrepreneurs,
you would expect this company to pay (extra) attention to pro-
tecting this ecosystem and fighting the causes for its deteriora-
tion. Then again, the actual measures and initiatives that your
company will focus on, in making a contribution to what is obvi-
ously a priority in your community or network, also need to ac-
count for your expertise, your track record, your value proposi-
tion — what particular hospitality experience you offer to your
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customers, your customers’ preferences and priorities, your
staff’s preferences and priorities, and so on. As explained in the
previous chapters, all of these elements need to come together
in your sustainability identity, and your overall identity, as a
company. Simply put, this whole picture needs to make sense to
all stakeholders involved for you to be able to make an optimal
contribution to achieving sustainable development. Therefore, it
is virtually impossible to provide a detailed guideline or check-
list here that would show every individual hospitality business
or professional what they need to focus on in their sustainability
efforts, and how to do that.

Instead, the final subsection of this chapter concludes with
some practical examples of sustainability topics/issues that hos-
pitality companies could address, based on applying a local ori-
entation and possible avenues for doing so. Hopefully, these ex-
amples can serve as inspiration.

One of the most obvious areas in which joining forces with a
local community or social network could open the door to im-
proving your sustainability performance, beyond what you could
achieve as an individual company, is energy. As discussed in
Chapter 2, there is a wide range of (technological) solutions that
could be applied to reduce the use of non-renewable energy.
Some of these solutions might not be feasible for your company
but could become available to you if you cooperate with other
local companies or local residents, farmers and so on. For in-
stance, suppose you would like to apply solar energy or wind en-
ergy to provide for your energy needs. It could very well be that
the roofs of your facilities do not allow for installing solar panels
because the construction is not suitable for it, or because it
would mean the panels would not be facing the sun. Putting a
huge wind turbine on your premises might also be problematic
because buildings that block the wind surround your establish-
ment, or local residents living close to you would not appreciate
such a huge construction in their line of sight from their garden.
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However, it could very well be that some of these buildings,
maybe even the houses of those local residents, are actually per-
fectly suited for installing solar panels. Why not collectively in-
vest in solar panels, boilers, plumbing and more, so that all of
you can use the hot water and energy created. You could do the
same for geothermal resources to heat or cool your facilities and
those of other local companies and the houses of local residents.
If there were factories or farmers in the region in which you are
located, maybe they would have space to install wind turbines
that can generate electricity that can be used by the local com-
munity. Quite possibly, there are opportunities to also use so-
called waste heat from those factories or the greenhouses of
those farmers to set up a low temperature district heating sys-
tem.

Obviously, in some instances it could also be the hospitality
company that is the one with the perfect circumstances to apply
specific solutions or technologies, and to share the resulting heat
or electricity with the neighbourhood or region. For instance, as a
theme park you might very well have buildings suitable and
space available for solar panels and wind turbines. The Eden
Project in Cornwall, UK, represents an example of such a theme
park. This park hosts pop concerts, and includes gardens, exhi-
bition centres and two huge domes with numerous plants. It has
actually been set up as a theme park that educates visitors on
the relationship between people and plants in a pleasant and fun
environment and way. It is still a hospitality company though,
that survives on making a profit through staging a hospitality ex-
perience for paying customers. However, it also purposely con-
tributes to raising awareness about environmental problems and
solutions. Within the context of the discussion here, one of the
interesting initiatives that this theme park engages in is to join
forces with external funders to build a geothermal power plant
that could provide not only the theme park but also some 5,000
homes of local residents with energy.
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Another interesting example is a project in the city of Utrecht
in the Netherlands, where both residents and local entrepre-
neurs, including a number of hospitality companies such as bed
and breakfasts, lunchrooms, cafés and restaurants, are involved
in setting up a local energy system that not only applies solar
panels and wind turbines but also uses batteries in the homes
and establishments of participants, even in their (electric) cars
(D, to store energy that is not needed immediately. Obviously, it
is well beyond the scope of this book to review all physical and
social technologies that are already or could be applied for de-
centralised production, storage and distribution of renewable en-
ergy. However, it would be fair to say that the examples men-
tioned here are just the tip of the proverbial iceberg of possible
arrangements that could assist in moving away from a socio-eco-
nomic system that is heavily reliant upon fossil fuels, and in de-
veloping one that is based on a responsible way of interacting
with our environment with respect to providing it with the en-
ergy it requires.

Obviously, similar principles can be applied with respect to,
for instance, food. Why would the produce used to prepare meals
served in restaurants, hotels and other hospitality establish-
ments have to be flown in from across our globe? Why is it so
crucial to serve strawberries when it is wintertime in your region
of the world? Fortunately, more and more customers are per-
fectly fine with eating what the local natural environment can
produce without using pesticides and other unnatural assis-
tance. In fact, more and more of us actually prefer local, seasonal
and organic. More and more hospitality providers have realised,
and are proving, that using such produce is not going to de-
crease the overall hospitality experience staged for their cus-
tomers; quite the opposite. Obviously, the latter is also closely
linked to what has been discussed earlier in this chapter. More
and more consumers of hospitality experiences do not want to
be served just anything; they want to explore and connect to
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what is happening in your neighbourhood and region. This also
means that they increasingly expect hospitality companies’ sus-
tainability efforts, including those linked to food, to have a logi-
cal link to the local community and the direct (natural) sur-
roundings. Once again, the options to shape such efforts are nu-
merous. Hospitality companies could grow their own food, have
vertical or rooftop gardens, join food waste and food sharing ini-
tiatives in their neighbourhoods or set them up themselves, and
more.

As with energy, as a hospitality company, you could join
forces with other local companies, local residents, grassroots
movements and so on, to transform (local) food production and
consumption systems. While doing so, maybe you could con-
tribute not just to creating new energy and food production and
consumption systems but also have other positive impacts on
local people and nature. A nice example of the latter is the Four
Seasons Resort Bali, who have joined the bee conservation and
community enterprise program Plan Bee in Indonesia. This
grassroots movement brings together local companies, resi-
dents, farmers and forest honey gatherers in fighting the decline
in local bee populations. The Four Seasons Resort has created
vegetable and herb gardens on their premises for local, seasonal
and organic produce they use in meals served to their guests,
but they also have two beehives with more than 10,000 bees in
total. Guests not only can enjoy the bees’ labour through the
honey that is used in meals, cocktails and even spa treatments
but they are also educated about the threat facing bees, the im-
pact of the decline in bee populations on ecosystems and our
food production systems, and how they can help protect bee
populations. This project not only helps bees — and through bees
whole ecosystems — but also local residents by teaching them
how to earn their livelihood based on gathering and selling
honey in a sustainable way, thus protecting their long-term liveli-
hood. As with energy, this is just one example of the many, many
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ways in which a local orientation with respect to food could cre-
ate opportunities for hospitality businesses and professionals to
truly make a contribution to revolutionising our global food pro-
duction and consumption systems through bottom-up innova-
tion and collaboration in local communities.

Besides food, hospitality companies could share many other
things with other members of local communities and social net-
works, such as tools, (electric) cars and space. The latter could
be a crucial element of a hospitality company’s contribution to
achieving sustainable development. A beautiful example of this
principle is the concept of the so-called diffuse hotels or albergo
diffuso in Italy, in villages or small towns that are increasingly de-
populated as a result of industrialisation and urbanisation (Gilli
and Ferrari, 2016). These hotels are not located in one dedicated
building but rather comprise several spaces within such a village
or town; either single rooms or suites or multiple rooms and
suites located in various existing buildings that have been aban-
doned by their original owners or occupants. Restoration of
these (parts of) buildings to create accommodation for tourists,
instead of constructing new hotels or resorts, means that signifi-
cant amounts of natural resources are saved. What is more,
these diffuse hotels can bring back life to those villages and
towns through reactivating the local economy and creating a
livelihood for local residents and entrepreneurs. This effect is
not necessarily limited to providing jobs to local residents in the
hotel itself but could also be through bringing in additional cus-
tomers for other types of businesses in the local community.

Once again, tourists visiting these villages and towns are likely
to be looking for authenticity, exploring traditional local culture
and activities, and connecting to people living there. This opens
the door, so to speak, to revitalising these regions based on
reusing and reactivating existing spaces, buildings and crafts,
local cuisine based on local produce, and so on. This revitalisa-
tion generates income that can be used to further ensure local in-
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frastructure and ecosystems are preserved and protected. Ulti-
mately, from a sustainable development perspective, this form of
creating new destinations and accommodation for ever-increas-
ing numbers of tourists is a far better option than constructing
new accommodation, roads and attractions that not only require
more natural resources in the form of materials, energy, water,
and so on, but may also require disturbing or even sacrificing yet
another of the last few unspoilt habitats of rare animal species or
vulnerable ecosystems in the region.

Obviously, there are many more ways in which a local orienta-
tion for sustainability efforts by hospitality businesses and pro-
fessionals could create interesting opportunities from a sustain-
able development perspective. By employing their expertise with
respect to interactions between people, and regarding how to ac-
count for people’s preferences, needs and wishes, hospitality
companies could play a crucial role in promoting social cohesion
in neighbourhoods in which local residents have become es-
tranged from each other. They could create and offer jobs to
people with a so-called distance to the labour market, which fur-
ther assists in revitalisation of and social cohesion in, for in-
stance, impoverished neighbourhoods. Maybe hospitality busi-
nesses and professionals could assist in tackling some of the
negative impacts of urban overtourism. If anyone would have the
expertise needed to create environments that make people feel
welcome, it would be these businesses and professionals; why
could they not contribute to, or even take the lead in, projects
aimed at making local residents feel at home again in their own
city instead of having the feeling they are living their lives in an
overcrowded theme park because of urban tourism getting out of
hand? Maybe the example of diffuse hotels can offer inspiration
for tackling the problems associated with Airbnb in many cities
in our world; could hospitality businesses, professionals and
principles assist in persuading, assisting or seducing both the
owners of these types of accommodation and the tourists stay-
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ing there to make different choices, and to engage in different be-
haviour that would benefit not only them but also local residents
and our natural environment?

All of the examples mentioned in this section show that a local
orientation could assist hospitality businesses and professionals
in optimising their contribution to achieving sustainable devel-
opment. In the areas of energy and food, but also with respect to
water, material use, new technologies and many more topics,
collaborating with local stakeholders and focusing on local prior-
ities, impacts and circumstances can open the door to a world of
opportunities, knowledge, expertise, support, resources and fi-
nancial means that would not be available to an individual com-
pany acting alone. The description of the diffuse hotel concept
represents a nice example of how principles and concepts such
as the sharing economy, the circular economy, economic devel-
opment, and preservation and protection of our natural world
could not only be applied simultaneously but could also rein-
force each other. More importantly, it shows the potential of the
hospitality industry in making this come true, and how doing so
is probably best realised through applying a local orientation. Fi-
nally, the discussion on social cohesion, inclusiveness, Airbnb
and overtourism (in cities) highlights how sustainability efforts
need not always focus on reducing a hospitality company’s own
(direct) negative impacts. These efforts could also comprise pro-
viding opportunities to those that need them, and focusing on
committing your time, energy and expertise to projects or initia-
tives initiated or important to other local stakeholders.

Ultimately, as stated earlier, it is important that all of your ef-
forts come together and contribute to creating a logical, coher-
ent and appealing sustainability identity and overall brand for
your company. You also need to be able to explain clearly to
your customers, and to those with whom you would like to join
forces, why you (are proposing to) do what you do, as well as
how you (will) do so and what this will contribute to achieving
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sustainable development of (local) society. Trustworthiness,
open and honest communication, perseverance, sometimes
courage or even a willingness to take some risks, are crucial to
all this. However, if you manage to account for all of these refer-
ence points, the list of opportunities to make a significant contri-
bution to achieving sustainable development is almost endless.
Many of these opportunities do not involve huge investments.
Most of them simply require you to make the choice to make a
(positive) difference. In the long run, the rewards are obvious:
more satisfied customers, better relationships with local stake-
holders, a healthier and more attractive natural environment, a
sustained social licence to operate, more motivated and produc-
tive employees, to name just a few. To put it bluntly, using the
excuse that sustainability is not rewarding, too expensive, not
wanted, is just that: an excuse. It is not. It is a choice. It is the
only logical choice, also, and maybe even especially, for hospital-
ity businesses and professionals.

SUMMARY

Based on reading this chapter, we hope you will understand
and remember the following:

® |t is key to establish a sustainable relationship with your
immediate environment.

® Hospitality businesses that want to make a change are bet-
ter off focusing on local initiatives.

e Hospitality businesses are intertwined with local communi-
ties and represent a natural stakeholder for local measures
and initiatives.

® Employees (often local residents) help you focus on local
sustainability problems.
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e Sustainability efforts depend on the characteristics of the
community in which you are located.

® Tourists are increasingly looking for local orientation and
meaningful, personal experiences.

® Tourists and guests want to co-create hospitality experi-
ences and connect to local communities and social net-
works.

® Bottom-up innovation and grassroots movements are cru-
cial to creating and experimenting with sustainable alter-
natives to our current socio—economic system.

® Hospitality companies could share many things with mem-
bers of local communities and join forces with them in cre-
ating bottom-up innovation and grassroots movements.

e Sustainability efforts in or with your local community do
not have to involve huge investments; they represent a
choice; a logical choice.

FOOD FOR THOUGHT \

Based on the content of this chapter, the following questions,
challenges and topics could serve as interesting starting points
for further discussion:

® Which sharing platforms do you know, and have you ac-
tively used them?

e What is a meaningful and personal experience for you
when travelling, and does that experience involve the local
community?
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® |n this day and age, what positive difference do you think
hospitality businesses can make to their local environ-
ment?

Based on the Four Seasons Bali case 5.1:

® |ndonesian law is, for a large part, based on religious be-
liefs. Some of these laws contradict the Universal Declara-
tion of Human Rights. Does this mean the rights of local
governments to enact and maintain such laws could be
disputed?

e Should Four Seasons, the local sales executive, the holy
man ... have known better? Isn’t it the responsibility of
such a renowned professional hotel operator to be (more)
in touch with local sensitivities? How about the couple
themselves: one of them being Indonesian, should he have
known better?

e Why did the sales executive and Hindu holy man cooperate
in the hotel staging this experience; an experience they
probably knew would cause problems with the local com-
munity they were part of themselves?
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CHAPTER

6 Your business model and com-
petencies

Introduction

In the introduction to this book, the authors indicated that its
chapters are all part of an overall storyline that could best be de-
scribed as a call for action. The subsequent chapters have dis-
cussed our biggest and most urgent societal challenge — achiev-
ing sustainable development of our societies, the relevance of
specific sustainability topics within the context of the hospitality
industry, the role of technology versus people, how to account
for people’s decision-making and behaviour, the need for honest
and transparent communication and involving staff in creating a
coherent sustainability identity, and why it is crucial to focus on
local communities, social networks and bottom-up innovation in
efforts to improve sustainability in the hospitality industry. This
final chapter is about connecting all the dots. It is now time to
link all that has been discussed in previous chapters to the busi-
ness models that need to be applied by companies in this indus-
try, and to the competencies current and future hospitality pro-
fessionals need to master to make it live up to its potential to
serve as a catalyst for achieving sustainable development of our
societies. And, obviously, it concludes with an invitation to those
same professionals to take on this challenge. In fact, it would
probably be fair to say that it is not so much an invitation but
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rather an urgent appeal.

Business models for sustainability

The train of thought presented in this book kicked off by high-
lighting that the hospitality industry could make a significant
contribution to achieving sustainable development, not only by
reducing or avoiding the negative impacts associated with its
current ways of operating but also through creating positive im-
pacts and serving as a catalyst for achieving sustainable develop-
ment of wider society. With respect to reducing or avoiding its
negative impacts, five key topics - energy, waste, water,
food/drinks and building (design, materials and furnishing) -
were reviewed, and two main conclusions followed from that re-
view. First, pursuing sustainable development, also — and maybe
even especially — as a hospitality company, need not be compli-
cated and does not always require huge investments. In fact, of-
tentimes it simply requires deciding to do things differently; to
make the choice to account for sustainability aspects in all deci-
sions you make and all actions you take. Second, ultimately, sus-
tainable development is probably not as much about technology
as it is about people. Fully integrating sustainability principles
into the core business strategy, tactics and operations of a hos-
pitality company, and thus ensuring that all decisions and ac-
tions are indeed founded on sustainability principles, requires
the support of a number of stakeholders.

First and foremost, you need the support of your customers.
Obviously, if you cannot convince them to buy and consume
your sustainable hospitality experiences instead of unsustain-
able alternatives, your contribution to reducing the negative im-
pacts of the hospitality industry will be limited. Many of these
hospitality experiences also require those same customers to
make sustainable decisions and engage in sustainable behaviour
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to minimise their (direct) negative impacts or to create (direct
and indirect) positive ones. The latter directly links to the poten-
tial of the hospitality industry to create a positive impact that
moves far beyond the direct environmental, social and economic
consequences of the experiences staged by hospitality busi-
nesses and professionals. If these experiences can stimulate cus-
tomers to use more sustainable products and services, and en-
gage in more sustainable behaviour, in their daily lives as well,
their ultimate positive impact on achieving sustainable develop-
ment of our societies could be very significant. All of this under-
lines the relevance of hospitality businesses and professionals
purposely creating contexts that stimulate sustainable decision-
making and behaviour, and communicating openly and honestly
about why they are doing so and what they have accomplished
(so far). Previous chapters have shown that this might be diffi-
cult, but that it is certainly not impossible.

However, this cannot be done without the support and in-
volvement of staff. They not only play a crucial role in staging
hospitality experiences, and thus in the sustainability message
you send to your customers through staging them. Their knowl-
edge, expertise, creativity, values and priorities are also crucial
input for defining and shaping the right message for your particu-
lar company, and creating a coherent sustainability brand/iden-
tity that supports your sustainability ambitions and that aligns
with your overall brand/identity. What is more, involving them in
decision-making with respect to what you want to accomplish,
why and how, is both the right and the smart thing to do, both
from a sustainable development perspective and a traditional
business economic perspective.

Simultaneously, it is extremely important to root or embed
your sustainability identity and your sustainability measures and
initiatives within the local environment, the local community and
the social network(s) your hospitality company is a part of. This
is where the consequences of your actions are felt the most. This
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is the context that influences the decisions and behaviour of
both your customers and staff. These are the stakeholders
whose support you require to ensure your long-term social li-
cence to operate. This is where you can tap into, and join forces
with, the so-called grassroots movements that are likely to play a
crucial role in transforming our socio-economic system into one
that is truly based on principles such as inclusiveness, equality
and a responsible way of interacting with our natural environ-
ment.

Sustainable business models

Obviously, accounting for all of these reference points would im-
pact the way you operate as a company. You would interact dif-
ferently with your environment than most (other) companies do.
Fully integrating sustainability principles into the core business
strategy, tactics and operations of your company would influ-
ence all decisions you make and all actions you take. In other
words, this would fundamentally change the rationale of your
business model. Traditionally, a company’s business model is de-
fined as describing the rationale of how a company creates
value, delivers value and captures value (Osterwalder and
Pigneur, 2010). It relates to (1) the products/services/experi-
ences you offer or provide to customers, as well as the way you
produce these products/services/experiences and the natural re-
sources needed for producing them, (2) the way in which you
then deliver these products/services/experiences to your cus-
tomers, and (3) the way in which you deal with costs and rev-
enues (Bocken et al., 2014).

Hospitality businesses and professionals are far from the only
ones that could contribute to achieving sustainable develop-
ment. In fact, over the years, numerous (other types of) compa-
nies have already adjusted their business models in order to im-
prove their sustainability performance. You could distinguish at

181



least three levels or generations of sustainable business models
applied by companies, based on the way they have actually inte-
grated sustainability principles into their core business strategy,
tactics and operations (Melissen and Moratis, 2016):

1. The first level or generation relates to companies that have
focused on redesigning their products and services, and ap-
plying recycling, cradle-to-cradle and circular economy prin-
ciples in trying to minimise or avoid pollution and in trying
to maximise material, water and energy efficiency of their
products/services/experiences and the way they produce
them. Some of these companies also apply leasing instead of
selling their products, and some use renewable energy
sources. What characterises this first generation of sustain-
able business models is that companies that apply them
mainly focus on reducing their negative environmental im-
pact. This may come across as a rather narrow perspective
on sustainable development but, to be fair, some companies
have really managed to drastically change the way they op-
erate. For instance, some of them have been able to signifi-
cantly reduce their ecological footprint, or have even man-
aged to turn their day-to-day operations into being carbon
neutral. Others have managed to redesign their products in
such a way that they no longer require materials or sub-
stances that are scarce, that need to be flown in from across
our globe or that involve cutting down rainforests or disturb-
ing vulnerable ecosystems to acquire them.

2. The second level or generation relates to companies that not
only account for their environmental impacts but also for
their social and economic impacts. These days, a number of
companies, especially sizeable and internationally operating
companies listed on stock exchanges, actually (voluntarily)
report on how they have managed to balance the well-known
three Ps of sustainable development; people, planet, profit.

182



Many of these companies publicly acknowledge that making
money is not, and cannot, be their only responsibility.
Therefore, they focus on generating profits in a way that
minimises the burden on our natural environment and peo-
ple. Besides trying to minimise the environmental damages
linked to (producing and delivering) their products/ser-
vices/experiences, some of these companies also invest in
the health and well-being of their employees, whereas others
choose to get involved with improving living conditions in
local communities or charity projects aimed at improving
ecosystems or economies across the world.

. The third level or generation relates to so-called social or so-
cietal business models. These business models are based on
the rationale of creating economic value through creating so-
cietal value (Porter and Kramer, 2011). Ultimately, the
premise of these business models is to treat profitability as a
means to an end - for instance, solving specific environmen-
tal problems or community development, not an end in itself
(Wilson and Post, 2013). In other words, these businesses
aim at solving specific sustainability problems but have
made the choice to do so through operating as a business on
the free market and not as, for instance, a non-governmental
agency relying on donations for funding its operations.

Unfortunately, despite the possible good intentions of those

making decisions in many of the companies applying any of
these three generations of sustainable business models, it would
be fair to say that the business world’s contribution to achieving
sustainable development has, so far, been rather limited. Numer-
ous companies have engaged in a range of well-meant sustain-
ability measures and initiatives, but these have not fundamen-
tally changed our socio-economic system and, thus, do not con-
tribute to actually escaping the lock-in described in the previous
chapter. To put it simply, these companies, even those applying
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societal business models, still operate within the confines of our
current socio-economic system. Some of them may have found
less unsustainable ways of producing their products or less un-
sustainable ways of delivering them to their customers, but the
third key element of their business models has not really
changed. They still rely on making profit for long-term survival.
In fact, by purposely living by the rules of the free market, they
still rely on capturing (as much) value (as possible) from that
market to survive. In other words, they still focus on money, and
exchange of money for products and services, as the overriding
principle guiding their actions. These actions are still very much
aimed at trying to increase market share in order to increase
profits and be able to satisfy shareholders and banks, whose
support is needed to acquire the materials and financial re-
sources to scale up and to be able to produce and deliver those
products efficiently, and thus be able to sell them to customers
for a price they are willing to pay. Consequently, many of the
companies applying first and second generation sustainable
business models are increasingly ‘looking for ways to engage in
corporate social responsibility that simultaneously improves
their economic performance, thus increasingly treating environ-
mental and social practices as a business case’ (Melissen and
Moratis, 2016). They continue to engage in sustainability initia-
tives, but these are increasingly judged on their contribution to
business economic criteria such as cost reductions, risk reduc-
tion and profit margins (Schaltegger et al., 2011). As Marques and
Mintzberg (2015) put it, sustainability measures and initiatives
are usually treated as add-ons - as the icing on the cake.

For those companies applying third generation sustainable
business models, the situation is actually not that different, even
though their mission statements oftentimes explicitly claim
profit margins are not what drive them and that they are in it for
different reasons. They still need to make a profit to survive.
They still need to satisfy demands from those funding them.
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They are still in competition with other companies for the cus-
tomers’ money. By choosing to operate as a company on the free
market, they still need to meet many of the same requirements
as those operating on the same free market without the burden of
simultaneously trying to create societal value. This explains why
many of these societal businesses have not managed to move be-
yond being a niche player in the overall game being played. Un-
fortunately, by choosing to play the existing game based on the
existing rules, these businesses and professionals have not been
able to fundamentally change (the role of the business world in)
our socio-economic system and, thus, have also not (yet) as-
sisted us in escaping the lock-in of this system. As a conse-
quence, actual progress with respect to achieving sustainable
development of our societies is still not nearly enough to avoid
the predictions of the Club of Rome, as discussed in Chapter 1,
coming true.

Therefore, if businesses and professionals truly want to make
a significant contribution to avoiding these consequences, and to
adjusting the course of our societies to a sustainable one, they
need to apply sustainable business models that move beyond
these first three levels or generations. They need to apply busi-
ness models that help us escape the lock-in of our current socio-
economic system, and that assist us in developing an alternative
system that is based on the principles of sustainable develop-
ment. Obviously, this means that those business models are
based on not treating sustainability as an add-on, not focusing on
values such as private property, autonomy and economic
growth, and not relying on Adam Smith’s (1776) claim that focus-
ing on self-interest is in our common interest (see Chapter 3). As
Lideke-Freund explains (2009, pp. 66-67), these businesses and
professionals need to create a business model that is based on
an ‘activity system of a firm which allocates resources and coor-
dinates activities in a value creation process which overcomes
the public/private benefit discrepancy’ by ‘extending value
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propositions to integrate public and private benefits [...], making
customers involved and responsible partners in value creation
processes |[...], taking advantage of partnerships which enhance
resources and activities [...], [...] and dedicating resources and
activities to [...] explore currently neglected opportunities in
non-market spheres’ (Liideke-Freund, 2009, pp. 66-67).

In other words, these business models, which we could refer
to as fourth generation sustainable business models, need to be
based on aligning the interests of the company with the interests
of wider society (Melissen and Moratis, 2016; Smit and Melissen,
2018). Doing so involves developing the new social technologies
discussed in the previous chapter. As has been established in
Chapter 5, developing these new social technologies can only be
done in collaboration with relevant stakeholders and will proba-
bly mostly rely on bottom-up innovation taking place in local
communities and social networks. A company that wants to join
forces with these communities and networks will need to be able
to convey to their members that they ‘have got what it takes to
be part of a community or network that is based on long-term
commitment and true reciprocity rather than short-term gains
and opportunism’ (Melissen and Moratis, 2016, p.15). This in-
volves developing the type of relationships with the members of
these communities and networks that make them trust you, as a
company, but that also involve giving up some autonomy and
sharing power when it comes to decisions with respect to what
specific needs this community or network sets out to satisfy, and
in what way (Loorbach, 2014; Stubbs and Cocklin, 2008). Obvi-
ously, this involves all of the things discussed in Chapter 4, such
as communicating openly and honestly about your intentions,
backing these up with the decisions you make and the actions
you take, and, thus, creating and living up to a coherent and
transparent (sustainability) identity that complements the iden-
tity of the community or network. And, finally, as a company, you
obviously need the support of your customers in all this. As a
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company, you can only make a significant and sustained contri-
bution to achieving sustainable development if your own cus-
tomers are on board; if they are willing to buy and consume your
sustainable products/services/experiences and assist you in
making your sustainability measures and initiatives a success.

In summary, a fourth generation sustainable business model is
based on incorporating the following types of mechanisms
(Melissen and Moratis, 2016):

1. Mechanisms that allow the company to account for the com-
plexities of human behaviour in relation to promoting sus-
tainable decisions and behaviour by their customers.

2. Mechanisms that allow the company to create a coherent
and transparent sustainability identity.

3. Mechanisms that allow the company to join forces with local
communities and social networks in bottom-up innovation
aimed at developing the new social technologies needed for
viable alternatives to our current socio-economic system.

4 N
CASE 6.1

New hotel policy in Amsterdam - QO Amsterdam

Introduction

Amsterdam is one of those cities that suffers from over-
tourism. Consequently, it would be fair to say that we are near-
ing the limit when it comes the hotel market in the city of Ams-
terdam. The municipality of Amsterdam has therefore initiated
a policy that it will not allow new hotels in big parts of the city.
In some areas of Amsterdam, hotels could be built, but only if,
simply put, they can show they would contribute to innovation,
improving the local community, sustainability and social entre-
preneurship.
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One of the initiatives for a new hotel that has managed to
meet those requirements is the one for QO Amsterdam (QO
hereafter), part of the Intercontinental Hotel Group. The hotel,
where a luxurious stay is combined with sustainability, opened
in April 2018. The hotel features 288 rooms, 21 floors, one
restaurant and a bar, a wellness studio and a rooftop green-
house.

What do they do?

Every aspect of QO is designed to have a positive impact on
the world and to ensure the most pleasant experience for
guests. Guests are defined as travellers and the local commu-
nity. The hotel features technological innovations such as a liv-
ing building, which means that moving panels react to the out-
door weather conditions and ensure comfort in the guest
rooms by providing insulation or allowing natural sunlight to
heat the rooms. Floor to ceiling windows take care of light pro-
vision during the day, limiting the need for electrical lighting.
QO also thought of little things, such as a paper strap around
a pair of slippers rather than a plastic wrapping. Menus in its
restaurant are based on products from the rooftop green-
house. The greenhouse even has its own Facebook page with
updates on what is being produced and for what purpose. On
their website they display clips of staff - mostly executive staff
- telling the story of QO and what sustainability means for
them.

According to this story, the hotel is not just packed with
state-of-the-art technology; it also wants to play an important
role in the local community. It claims to also work together
with the local community and to serve as a gathering place for
like-minded people.
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Figure 6.1 The rooftop greenhouse at QO Amsterdam
Courtesy of: QO

So what?

As the General Manager of the hotel commented in the press:
‘A compromise between luxury and sustainable should not be
necessary, we would like to show that those two can go hand
in hand’.

We, the authors of this book, would argue that QO is cer-
tainly trying to move beyond applying a typical second level or
generation sustainable business model. Sustainability is defi-
nitely not treated as an add-on; it is a crucial element of the
business model applied by this particular hotel. What is more,
the people involved with setting up the hotel obviously man-
aged to convince the Amsterdam authorities that they are con-
tributing to innovation, improving the local community, sus-
tainability and social entrepreneurship.

And yes, some of the technologies applied in this hotel rep-
resent state-of-the-art ways of minimising your carbon foot-
print. The hotel clearly focuses on local produce in their
menus. It even uses urban farming to produce its own ingredi-
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ents. And, obviously, local residents can visit the restaurant
and bar of the hotel. In fact, the wellness studio is also accessi-
ble for local residents.

Is this enough to qualify as a third or fourth generation sus-
tainable business model? Is this the type of experimenting we
need to create a sustainable alternative to our current socio-
economic system? Will this establishment be able to avoid
some of the pitfalls involved with being part of an international
chain? Time will tell. We, the authors of this book, will certainly
look out for updates and third-party reports on their efforts
and results with great interest, as we do with respect to many
of the other cases and examples included in this book, as well
as some of the other interesting new developments and initia-
tives out there. We encourage you, our reader, to do the same.

Source: Gemeente Amsterdam, www.amsterdam.nl
QO Amsterdam, www.go-amsterdam.nl

\_ %

Sustainable hospitality business models

Obviously, the key question within the context of this book is:
what level or generation of sustainable business model could,
and should, hospitality companies apply? Simply put, these days,
the first level really is a must. Within today’s market place, it will
be almost impossible to survive, as a company, if you do not at
least address and try to minimise your own negative environ-
mental impact. Governments might be slow in reacting to the sig-
nals that warn us about the detrimental consequences of contin-
uing on our unsustainable path as a society, but slowly but
surely legislation is starting to put some requirements in place
with respect to companies’ environmental impacts. We, the cus-
tomers buying and consuming hospitality experiences, might still
be inclined to often favour our short-term personal interests
over the long-term common good in deciding on which experi-
ences we want, but, simultaneously, more and more of us are
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quite worried about what is happening to our world and do feel
that the business world, including the hospitality industry, has
an important role to play in addressing this problem.

What is more, we increasingly pay attention to what the media
and our peers say, for instance, through what they report on on-
line review sites, about the sustainability initiatives and mea-
sures of hospitality companies. More and more of us are quite
conscious about what we eat and drink, and a growing number of
us prefer local, seasonal, organic and even vegetarian or vegan
options. This trend is especially relevant for hospitality compa-
nies, given that providing food and drink is an integral part of
most hospitality experiences. If hospitality companies are in the
news for blatantly ignoring their environmental impact, like with
any other type of company, we are inclined to hold a grudge, and
we will likely think twice before buying what those companies
have to offer us. What is more, an important part of the customer
base of specific types of hospitality companies, such as hotels,
consists of business clients. Business guests often form half or
even more of the total customer base. Many of these business
clients will not buy from a hospitality company if it cannot
prove, for instance, through dedicated labels or certifications,
that it at least adheres to certain minimum requirements or stan-
dards with respect to addressing its environmental impact. To-
gether, these developments imply that applying at least the first
level or generation of sustainable business model has now be-
come the norm. Not living up to this norm would seriously un-
dermine the social licence to operate and the (medium- to long-
term) business economic performance of a hospitality company.

In fact, for most, if not all, hospitality companies the same
could be said for second level or generation sustainable business
models. As Chapter 4 has shown, also addressing the social com-
ponent of sustainable development and treating your employees
well and involving them in defining and shaping your sustainabil-
ity measures and initiatives are both the right and the smart
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things to do, in every sense. As Chapter 5 has shown, especially
for hospitality companies, it is also crucial to account for the in-
terests of local residents and businesses. These residents and
businesses oftentimes form an integral part of the overall hospi-
tality experience of customers. Obviously, as Smit and Melissen
(2018, p. 232) explain, you cannot expect these residents and
businesses to ‘welcome your guests or visitors with open arms’ if
your hotel or restaurant has caused local bed and breakfasts and
lunch rooms to go out of business or ‘if your festival, conference
or theme park disturbs the local community through causing
traffic jams or noise [and] pollution’. What is more, for hospital-
ity companies of a certain size, for instance internationally oper-
ating hotel and restaurant chains, reporting on their environmen-
tal and social impact is a must. Shareholders, banks, licensing
parties, the media and a number of other stakeholders simply
will not accept anything less than Triple Bottom Line reporting
(Elkington, 1997) and a clear vision and plan with respect to the
company’s Corporate Social Responsibility or Corporate Citizen-
ship. Therefore, regardless of whether your particular hospitality
establishment is an independent local company or part of a big-
ger whole, such as an internationally operating chain, once
again, a choice to not at least apply a second level or generation
sustainable business model is likely to undermine your social li-
cence to operate and your (medium- to long-term) business eco-
nomic performance. Consequently, it would be fair to say that ac-
knowledging and addressing your environmental and social im-
pact really is something all hospitality companies could and
should do. There are numerous different ways in which you
could do this — some of which have been discussed in this book
and a wealth of additional guidelines, tips, tricks and best prac-
tices are widely available - and many of those do not involve
huge investments but rather a choice. There really is no excuse
and, to be blunt, it would be rather senseless for hospitality busi-
nesses and professionals to consciously make unsustainable
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choices and not, at the very least, apply a business model that
accounts for all of the company’s direct sustainability impacts.
However, the hospitality industry’s contribution to achieving
sustainable development of our societies need not stop there.
Earlier, some of the complications of applying a third level or
generation sustainable business model have been highlighted. It
would be fair to say that quite a few of the companies that apply
this type of business model have found it rather difficult to walk
the fine line between focusing on creating societal value and still
meeting the demands of operating in the free market as a com-
pany (Santos et al., 2015). In practice, many of these companies
have found it difficult to scale up or have had to make conces-
sions to their original mission and ambitions to survive (Melis-
sen and Moratis, 2016). Simultaneously, this type of company is
invaluable from a sustainable development perspective. If the
business world is going to make a truly significant contribution
to tackling our biggest societal challenge, it simply must find
ways to move beyond treating sustainability measures and initia-
tives as add-ons and business cases — from a traditional business
economic perspective — and it needs to explore (how to take on)
a new role in how we, as humanity, have arranged our world to
satisfy our needs. A sustainable alternative to our current socio-
economic system cannot be based on one of the key players in
that system sticking to the rules and principles of the old system.
Based on everything discussed so far, one could argue that if any
industry could give applying and experimenting with societal
business models a good try, it would be the hospitality industry.
The companies in this industry represent natural stakeholders in
social, environmental and economic systems at all levels of the
‘global-local nexus’ (Saarinen, 2006, p. 1134) of our biggest soci-
etal challenge. These companies are very much intertwined with
local and regional social, environmental and economic systems,
and they could not only contribute significantly to achieving sus-
tainable development of these systems, but they also represent

193



key beneficiaries of developing them in a sustainable direction.
The valuation of their core product by their customers is reliant
on these local and regional systems; they increasingly form an in-
tegral part of the overall experience of their customers. Finally,
that same core product is designed to make people feel happy,
to install fond memories, to show them a good time. Therefore, if
you would have to pick any type of company to have the motiva-
tion and the appropriate expertise, skills and attitude — together
oftentimes referred to as competencies — to step up to the plate,
it would be a hospitality company.

The Eden Project, which was highlighted in the previous chap-
ter, represents a very nice example of a hospitality company that
could be argued to already apply a societal business model, and
an example of a company that has already showed that it can ac-
tually work. This is far from the only example already out there
though. In their book on sustainable customer experience de-
sign, Smit and Melissen (2018) mention quite a few more exam-
ples. For instance, in the events sector of the hospitality indus-
try, we can witness a significant increase in events that are pur-
posely staged for promoting sustainable products, services and
behaviour, and quite a few of them have proven to be successful,
also from a business economic perspective. More and more
restaurants, lunchrooms and other types of businesses in the
food and drinks sector of the hospitality industry have explicitly
been established to promote sustainable food and drinks, or to
create jobs for people with a so-called distance to the labour
market and to show others that they need not and should not be
overlooked. With respect to the latter, it is important to note,
once again, that, contrary to what some people think, achieving
sustainable development of our societies is not just about reduc-
ing CO9 emissions and saving our natural environment. It is also

very much about ‘social inclusion, social justice and greater eq-
uity [...] precisely because without it we will not solve the envi-
ronmental problems’ (Washington, 2015, p. 107) we face. If any
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industry could, and really should, take the lead in this regard, it
would be an industry that is all about interactions between peo-
ple and focusing on the needs, values, priorities and preferences
of individuals; the hospitality industry.

For exactly the same reasons that hospitality businesses and
professionals need not and should not limit themselves to apply-
ing first and second generation sustainable business models, and
could be the ones showing us that societal business models can
be applied successfully, one could also argue that if any type of
company could set out to fully align its interests with the inter-
ests of wider society, it would be a hospitality company. The pre-
vious subsection concluded with highlighting three mechanisms
that need to be incorporated in a business model to be able to
turn that business model into a fourth level or generation sus-
tainable business model. By now, surely, you will have noticed
that these three types of mechanisms correspond with the top-
ics of the previous chapters of this book. We, the authors of this
book, could claim that this is a coincidence but ... obviously, it is
not.

The introduction of this book has already stated that we have
purposely set out to describe what could be instead of what is.
Based on the train of thought presented so far, we hope that you
will agree with us that there is every reason to not accept the
current state of sustainability in the hospitality industry. Why
would this industry, as is often claimed, have to lag behind other
industries and sectors when it comes to its contribution to
achieving sustainable development of our societies? The previ-
ous chapters have shown that the opportunities to turn this situ-
ation around are there. Some of the roads for aligning the inter-
ests of a hospitality company with the common good might
prove difficult ones and require some effort, but they are all but
closed down. In fact, we would argue that the opposite is true.
Given all that has been discussed so far, it actually makes no
sense for this industry to stick to treating sustainability as an
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add-on to business as usual. It is perfectly positioned to move
well beyond such a limited approach to sustainability measures
and initiatives. It is also in the long-term best interest of hospital-
ity businesses and professionals themselves to no longer assume
that hospitality and sustainability represent two mutually exclu-
sive concepts. Like any other type of business, hospitality com-
panies’ social licence to operate and business economic outlook
will deteriorate rapidly in years to come, if they do not find a way
to adjust their core product in a sustainable direction. Ignoring
the increasing relevance and urgency of the biggest societal chal-
lenge of our times is the real dead end. This is especially true for
companies that rely so heavily on their direct surroundings, the
natural and social (eco)systems they are located in and closely
connected to, for how their customers will value their offer to
them. How can you make your customers feel welcome and in-
stall fond memories in a hostile environment? How can you con-
tinue to serve them food and drinks, as an integral part of the ex-
perience you stage for them, if our food production system is
one of the first to come under pressure as a result of an unsus-
tainable way of arranging our world to satisfy our needs? How
can you focus on hospitality as your unique selling point in a
world that no longer represents a hospitable environment for hu-
manity?

Hospitality and sustainability need not be mutually exclusive
concepts; their true core principles are actually the same. Sus-
tainable development is all about meeting people’s needs, ac-
counting for their values, preferences and priorities, and finding
ways to interact with each other based on inclusiveness, equality
and a sustainable relationship with our natural world. Ultimately,
the essence of hospitality represents a crucial concept for
achieving sustainable development. Therefore, to put it bluntly
and without meaning to offend those who already dedicate their
time and energy to doing so, it is about time that the industry of
the same name stops wallowing in ignorance and refusing to step
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out of its role as the villain with no other choice and, instead,
starts to live up to its potential to serve as a catalyst for achiev-
ing sustainable development of our societies.

So, there we have it: a clear call for action, as promised in the
introduction of this book. Hospitality businesses and profession-
als are in the perfect position to experiment with and apply third
and fourth level or generation sustainable business models. They
are the ones that could step up to plate when it comes to creat-
ing a new role for the business world in our societies and creat-
ing sustainable alternatives to our current socio-economic sys-
tem. These businesses and professionals could play a key role in
promoting sustainable behaviour well beyond the formal bound-
aries of the hospitality industry, finding ways to sidestep social
dilemmas and avoiding humanity’s tragedy of the commons, and
developing the physical and, especially, the social technologies
needed for doing so, acting as a key member of grassroots move-
ments and as a bottom-up co-innovator and co-creator. What is
more, doing so is not only the right thing to do, from a sustain-
able development perspective, but also the smart thing to do, in
every sense of the word.

Competencies for sustainability

The obvious follow-up question to this call for action is: what are
the details of these physical and social technologies, and of the
resulting business processes and models, that these hospitality
businesses and professionals need to develop, install and apply?
This is where things get a bit complicated.

Obviously, the authors of this book are not the only ones call-
ing for action with respect to the business world’s contribution
to achieving sustainable development of our societies. They are
far from the first and only ones to realise that the business world
is ‘inextricably both part of the problem as well as the solution’
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(Warhurst, 2005, p. 155). Consequently, numerous researchers,
professionals, activists, policy-makers and others have already
put in quite some time and effort in trying to formulate, shape
and experiment with the details of these technologies, processes
and models. Unfortunately, we have not found the answer to all
questions yet. We have not yet been able to figure out all rele-
vant details of all the required physical and social technologies,
value creation processes and resulting business models for all
relevant contexts. This is hardly surprising because if it were
that simple, we would have managed to adjust the course of our
societies already. If changing the way we have arranged our
world to satisfy our needs was that easy, we would probably not
find ourselves in the pickle we are in.

Simultaneously, given the gravity of the situation, we simply
cannot afford to wait with making changes until we have found
the answer and figured out all details. We cannot wait for our
governments and policy-makers to (finally) realise that we do
need progressive sustainability regulations and dramatic revi-
sions of our tax systems. Even though customers’ preferences
and behaviours are slowly but surely moving in a more sustain-
able direction, the invisible hand of the free market will not sud-
denly make all companies shout out Fureka!, have a collective
light bulb moment and instantaneously adjust all of their prod-
ucts, services and production and delivery processes to exactly
those ones that we need to avoid all negative consequences of
our behaviour, as humanity, thus far, and repair the damages al-
ready done.

Therefore, what is needed is for as many people and organisa-
tions as possible to step up to the plate and make changes, right
here and right now, based on what we do know and what we can
do. And, luckily, we actually already know a lot, and we can al-
ready do a lot. For instance, over the course of the last few
decades, scientific research has pointed out and helped us un-
derstand many of the interactions between local, regional and
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global environmental, social and economic systems that we need
to account for in creating a sustainable alternative to our current
socio-economic system. Researchers and the business world
have developed numerous physical technologies that could as-
sist us in repairing some of the damages already done and avoid-
ing future problems. Grassroots movements and local communi-
ties are already experimenting with interesting new social tech-
nologies that could play a crucial role in pursuing inclusiveness,
equality and a sustainable relationship with our natural environ-
ment.

Your role as a hospitality professional

This is where you, the reader of this book, come in. Given that
you were probably stimulated by your professor, your boss or
your colleagues to read it — or maybe it was your own choice
based on reading a review or a summary of the contents on a
website or social media, we, the authors, assume that you are ei-
ther a current or a future hospitality professional, or a current or
future professional in a related field. Based on all that has been
discussed so far, we hope that you now realise that this puts you
in a special position that comes with a special responsibility.
This book has argued that the hospitality industry is perfectly
positioned to act as a catalyst for achieving sustainable develop-
ment of our societies. It has also discussed particular avenues
for doing so. Simultaneously, it has pointed out that this indus-
try, as a whole, is currently not (yet) realising this potential. And,
finally, it has shown that this status quo need not be a given but
rather represents a choice and, to make a long story short, the
wrong choice, in every sense of the word.

Therefore, it is now up to you to turn things around. You are
the one who will have to look into possibilities to apply new
physical and social technologies in the particular hospitality
company in which you (will) work. Together with your (future)
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colleagues, you will need to figure out how to adjust the value
creation processes and business model of your company in a
sustainable direction. Together with your customers and other
relevant stakeholders, especially those in your local community
and social networks, you will need to convey, discuss and deliver
on what role your company could play in satisfying their needs,
and in co-creating sustainable ways of doing so.

Obviously, the details of the particular sustainable technolo-
gies, processes, business model and role of your particular com-
pany depend upon your particular context. What type of com-
pany are you/will you be working for? Is it a small independent
hospitality business or is it a local establishment of a big interna-
tionally operating chain? Are you/will you be working in one of
those local establishments or at headquarters? Have you
started/will you start your own company? What is the core prod-
uct of your company? What do the direct natural surroundings
and local community in which you are located look like, and
what are the most pressing sustainability problems for this par-
ticular context?

Obviously, the specific physical technologies that could assist
you in sustainably transporting visitors to your theme park are
very different technologies than those needed to sustainably
heat or cool your restaurant. Then again, both are still based on
replacing non-renewable energy sources with renewable ones.
The social technologies needed to play a role in achieving sus-
tainable development of your local community, if your down-to-
earth and very reasonably priced bed and breakfast is located in
an impoverished part of town, are likely to not be exactly the
same as those needed to play a role in achieving sustainable de-
velopment of the local community, if your theatre focusing on
modern dance performances is located in the richest part of
town, where income is not the main problem but rather poor air
quality is. Once again though, in both instances you will need to
communicate openly and honestly about your intentions and
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gain the trust of local stakeholders to have them join forces with
you. Guests of the bed and breakfast might be very different
types of people than those attending performances in the theatre,
but both groups of customers are still people. For both groups,
you will need to account for their values, preferences and priori-
ties if you want to involve them in your sustainability measures
and initiatives.

Therefore, as Smit and Melissen (2018, p. 219) explain, ‘even
though the details of sustainable [technologies, processes and]
business models might differ depending on the context in which
they are applied, the basic reference points on which they are
based will be the same’ and ‘the train of thought that you will
have to apply [...] will be quite similar’. Even more so for compa-
nies that all belong to one and the same industry and thus, ulti-
mately, offer the same type of final product to their customers:
hospitality experiences. Regardless of whether you are/will be
working in a fancy restaurant or a hip and trendy lunchroom, a
five star traditional conference hotel or a theme park with
thrilling rollercoaster rides, a highbrow theatre or a community
centre that hosts AA meetings and mindfulness sessions for un-
employed youngsters from broken homes, applying sustainable
hospitality business models must be based on successfully com-
bining hospitality principles and sustainability principles. Funda-
mentally, these principles do not change; you just need to apply
them in concert with each other, and in a way that matches the
particular context in which you do so.

Sustainable hospitality competencies

Therefore, if you want to contribute to improving sustainability
in the hospitality industry, you need specific competencies — ex-
pertise, skills and attitude — to successfully face the teasing para-
dox referred to in Chapter 1. Sustainable development is increas-
ingly becoming a topic that deserves the attention of the hospi-
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tality industry, and it is now obvious that this industry could ac-
tually play a vital role in tackling this urgent societal challenge.
Meanwhile, many of its core products and business models are
still based on contrasting values, such as oversupplying cus-
tomers, only linking to their hedonic motives, unsustainable
ways of staging these hospitality experiences, and ignoring the
interests of other relevant stakeholders, the local community
and the natural environment.

Obviously, successfully facing this paradox is all about adjust-
ing these core products and business models in such a way that
they could contribute to achieving sustainable development of
our societies, while still being able to convince (enough) cus-
tomers to buy and consume them. A hospitality company still
needs customers to survive, and to be able to play its role in ad-
justing the way we have arranged our world to satisfy our needs.
Therefore, a sustainable hospitality company still stages hospi-
tality experiences for its customers. However, the experiences it
stages, and the way in which it does so, will probably be some-
what different from traditional hospitality experiences and tradi-
tional (service-with-a-smile and the-customer-is-king) ways of stag-
ing them. What is more, the company’s vision and mission, as
well as its identity, that support the design, staging and manage-
ment of these experiences are likely to be based on values that
move beyond merely making money.

Consequently, sustainable hospitality competencies are also a
bit different from fraditional hospitality competencies. These tra-
ditional hospitality competencies tend to focus on how to create
value through staging hospitality experiences based on under-
standing the needs and wishes of customers, creating a welcom-
ing atmosphere, cultural sensitivity, designing, managing and
(continuously) improving so-called on-stage and back-stage
processes, accounting for legal and financial aspects, and so on
(cf. Lub et al., 2018). Many of these aspects are also important
for creating a sustainable hospitality company. Therefore, these
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aspects also constitute important ingredients for sustainable
hospitality competencies.

However, if you are to make a significant contribution to im-
proving sustainability in the hospitality industry, you cannot
focus solely on monetary value; you also need to focus on soci-
etal value, maybe even more so than monetary value. You also
cannot focus only on creating a welcoming atmosphere within
the confines of your establishment; you also need to focus on the
surroundings, the local community and the natural environment.
In fact, an important part of fulfilling your role in achieving sus-
tainable development of your local community could very well
be to apply your expertise on creating a welcoming atmosphere,
to ensuring that sustainability initiatives in your local commu-
nity ‘and resulting benefits reach all inhabitants of the local com-
munity, not just those eager and confident enough to step in at
the early stages’ (Melissen, 2016, p. 26). Cultural sensitivity is not
limited to understanding the values, preferences and priorities of
your customers in order to please them, but it is also vital for
convincing them to support and join you in making your sustain-
ability measures and initiatives a success. In fact, you also want
to use this understanding as the foundation for promoting sus-
tainable decisions and behaviour by your customers once they
have left your premises and have returned to their daily lives.
Obviously, you can use this same knowledge and expertise with
respect to what makes people tick in building the relationships
and trust needed for jointly engaging in experiments with sus-
tainable alternatives to our current socio-economic system with
local stakeholders and members of your social networks. Some-
times, these experiments might involve creating opportunities
and room for not sticking to the rules of the old game. In other
words, instead of accounting for legal and financial aspects
through following the guidelines of our current socio-economic
system, creating a truly sustainable business model for your hos-
pitality company might very well involve ‘lobbying and teaming
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up with influential others to persuade policy makers and public
authorities to adjust regulatory systems or to at least allow you
[and your co-experimenters] to not follow current regulations to
the letter’ (Melissen, 2016, p. 22).

Maybe the best way to highlight these additions or updates to
traditional hospitality competencies is to refer to them as apply-
ing a specific way of reasoning in handling all of these aspects.
Melissen and Moratis (2016, 2017) have labelled this way of rea-
soning as sustainability intelligence, and they have distinguished
three distinct types of sustainability intelligence to constitute
the key reference points for creating and applying sustainable
business models:

1. Naive intelligence
2. Native intelligence
3. Narrative intelligence

The first relates to the need to look at things differently, and to
having the freshness, openness and intuitiveness to come up and
experiment with viable alternatives to our current socio-eco-
nomic system. It also relates to perseverance and not getting dis-
couraged or frustrated by possible raised eyebrows from those
who find it difficult to escape the lock-in of our current system in
thinking of ways to arrange our world to satisfy our needs. In
other words, this type of intelligence links to the courage and
doggedness that is needed to focus on doing things in ways that
might very well be labelled naive by others.

Native intelligence refers to understanding people and how
they could be persuaded and motivated to make sustainable de-
cisions, and to engage in sustainable behaviour. It links to every-
thing that has been discussed in Chapter 3, including avenues for
tapping into the evolutionary processes that explain many of our
decisions and behaviours, even today. This type of intelligence
links to resolving potential conflicts between hedonic, gain and
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normative goals, nudging us, influencing us through creating spe-
cific contexts, and using the tendencies in our Stone Age brains
for promoting sustainability, convincing others of (the relevance
of) your sustainability measures and initiatives and allowing you
to support and join theirs.

Finally, narrative intelligence refers to making full use of the
fact that we, humans, are narrative animals (Mateas & Sengers,
1999). If you want your customers to buy and consume your sus-
tainable hospitality experiences, and support and join you in
making your sustainability measures and initiatives a success,
they need to understand the logic and benefits of doing so. If you
want to join forces with other (local) stakeholders in achieving
sustainable development of your local community or natural en-
vironment, you need to co-create a clear description of what it is
you will be doing, and how. You need a story, an appealing pic-
ture, and you need to be able to convey what you will be bring-
ing to the table. Therefore, open and honest communication and
storytelling techniques are crucial to making all of this work.

In summary, sustainable hospitality competencies — the exper-
tise, skills and attitude needed to create and apply sustainable
hospitality business models and to convince others to support
and join you in making them a success - could be argued to rep-
resent an updated version of traditional hospitality competen-
cies. They constitute a future-proof version of the good old hos-
pitality competencies, by injecting them with sustainability intel-
ligence, so to speak. Your challenge, as a current or future hospi-
tality professional, is to apply them wisely. Maybe you (will)
work in one of those big international restaurant or hotel chains.
Then, you could use the train of thought presented in this book,
and all of the ingredients of these competencies, to convince
your colleagues or your bosses to allow you to set up a new divi-
sion or a new establishment to explore where your core product
could take you in terms of making a contribution to achieving
sustainable development of our societies. Maybe you (will) work
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in a small independent company and you could use this book as
inspiration to join forces with other businesses and local resi-
dents in making your local community a better place to live in, in
every sense of the word and for all people involved. The simple
fact is that we, the authors, cannot tell you what to do and how
to use the reference points discussed in this book. We do not
know all details of the particular circumstances of your profes-
sional and personal life. We cannot account for all possible com-
plications that you might have to deal with, be it a management
contract with little wiggle room or limited financial resources.
Then again, it is crystal clear that it is about time that more hos-
pitality professionals step up to the plate, make a conscious
choice to no longer focus on what is, and to focus on co-creating
what could be and what should be, together with all of those en-
gaged citizens, entrepreneurs, professionals, civil servants, re-
searchers and activists already out there. We can only hope that
you will be one of them.

SUMMARY

Based on reading this chapter, we hope you will understand
and remember the following:

® Pursuing sustainable development need not be compli-
cated.

e Sustainable development is not as much about technology
as it is about people.

e Fully integrating, deciding and acting on sustainability
principles requires the support of a number of stakehold-
ers:

o customers;
o staff;
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© local environment/community and social network.
Why traditional business models need to be transformed
into sustainable business models.
The first three levels or generations of sustainable busi-
ness models.
Why it is important to move beyond these first three levels
and move to a fourth generation sustainable business
model.
The mechanisms to be incorporated in fourth generation
sustainable business models.
Hospitality business should, at the very least, apply sec-
ond generation sustainable business models but they very
well could apply third and fourth generation sustainable
business models.
Why hospitality companies can successfully align interests
of the wider society with their own interests, and thus
should not lag behind other types of companies.
Ignoring the relevance and urgency of achieving sustain-
able development is the real dead end.
Focusing on sustainability is not only the right thing to do,
but also the smart thing to do.
(Future) hospitality professionals have a special position
with a special responsibility.
The logic of sustainable hospitality competencies.
The three types of sustainability intelligence needed to
create and apply truly sustainable hospitality business
models.

207



FOOD FOR THOUGHT

Based on the content of this chapter, the following questions,
challenges and topics could serve as interesting starting points
for further discussion:

® Choose three different hospitality businesses and estab-
lish which level of sustainable business model they are
currently applying.

e What other elements of sustainable hospitality competen-
cies could you think of?

e How do you see your role, as a (future) hospitality profes-
sional, in relation to achieving sustainable development?
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