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Abstract

Despite in the last decade there was a significant increase in the corporate social responsibility
(CSR) literature, little attention has been devoted to shed light on strategic CSR practices in the
hospitality industry, especially in the context of developing countries. This paper uses a case-
study methodology to investigate CSR practices of eight hotels in Santa Marta, Colombia. The
results show that hotel companies were implementing different CSR behaviors that can be
classified as philanthropic-reactive, legal-reactive and active groups. The findings revealed that
their CSR activities were intended to add value to their economic performance. Hence, this
contribution discusses about these hospitality establishments’ individual improvement plans
and puts forward a CSR management model for the entire industry. In conclusion, it presents
important theoretical as well as managerial implications for practitioners, and proposes future
research avenues. The authors suggest that future research should take into account other

companies’ CSR activities from different industries.
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1. Introduction

More businesses in service-based industries are increasingly embracing CSR behaviors
(Park, Song, & Lee, 2017). Therefore, CSR has become a popular topic in relevant literature.
More academic researchers are exploring CSR practices in different tourism contexts (Font &
Lynes, 2018; Serra-Cantallops et al., 2018). However, there are just a few studies that sought
to investigate strategic CSR practices in the hospitality industry, especially in developing

countries (Ehsan et al., 2018).

Researchers should bear in mind that CSR is continuously changing and adapting itself
to reflect today’s realities. It is a dynamic phenomenon that varies according to environmental
and social changes, external demands, and the moral maturity of the organizations themselves
(Font, Guix, & Bonilla-Priego, 2006). It is also implemented differently from one location to
another, one industry to another, and over time (Guédez, 2010). The successful implementation
of CSR is depend on the contextual situation of each company and on its marketing environment
in a particular point in time (Lee, Kim, & Kim, 2018). Consequently, CSR behaviors that are
carried out in other industries may not necessarily be replicated in all settings (Wells et al.,
2015). Hence, this research is intended to increase academic knowledge and understanding of

how CSR initiatives are being carried out in the hospitality industry.

CSR refers to business activities that create a positive impact on society. They may
involve a wide range of laudable practices ranging from philanthropic actions and donations to
charitable institutions, volunteering, as well as sustainable behaviors like environmental
protection, reduction in waste and externalities, et cetera (Camilleri, 2019, 2020; Su &
Swanson, 2017). Several studies postulate that such corporate behaviors can benefit the firm by

creating a competitive advantage (Lee, Seo, & Sharma, 2013), by increasing customer



satisfaction, trust, and loyalty (Park & Kim, 2019), thereby boosting profitability and market

value (Cho, Chung, & Young, 2019).

This contribution suggests that CSR is relevant to the hospitality industry due to its
connection with the environment and the local communities. Hotels can have an impact on the
natural and social environment, for example, through air pollution, noise pollution, waste
generation, and will inevitably require additional infrastructure including water and electricity
(Chung & Parker, 2010). The environmental sustainability is strongly related to the
destinations’ competitiveness and is also positively linked to their economic performance (Zhu,
Zhan, & Shaobo, 2020). In the light of these considerations, this study explores CSR in the
hospitality industry, in Santa Marta, Colombia. This city is home to natural, geographic,
historical, and cultural resources that position it among the cities with the greatest potential for

tourism development.

Drawing on sustainable development (SD) theory, this  study uses a case-study
methodology and an action research approach to identify, diagnose, and evaluate the CSR
practices of eight hotels of different sizes. The hotels are then classified in terms of CSR
activities, and a strategic plan is designed for each of them. This contribution builds on previous
theoretical underpinnings also puts forward a conceptual model that raises awareness on how
CSR behaviors can add value to the businesses as well as to societies, thereby improving
destination sustainability and competitiveness. Moreover, it discusses about the managerial

implications for industry practitioners, and identifies future research avenues to academia.



2. Theoretical Background

The work of Garriga and Melé (2004) in the area of CSR is among the most rigorous
and widely accepted in the scientific literature. These authors classify CSR theories into four
groups having to do with benefits (instrumental theories), political action (political theories),

social demands (integrative theories), and ethical values (ethical theories).

The present research is associated with ethical theories, since CSR is, first and foremost,
an ethical concept (Argandona & Hoivik, 2009) that, at its best, leads to sustainability.
Companies that base their CSR on ethical theories aim to do the right thing. As a matter of fact,
the earliest contributors had associated CSR with corporate philanthropy, stewardship
principles and business ethics. Whilst retaining CSR’s comprehensive aspects. Generally, they
strive to contribute to the common good by implementing normative behaviors (Annan, 1999;
Chomali & Majluf, 2007; Freeman & Reed, 1983; and Kaku, 1997). Throughout the years, CSR
was typically used when evaluating the effects of business on society and the environment

(Camilleri, 2017).

Moreover, some of the emerging theoretical underpinnings are increasingly pointing out
that CSR is a driver for business and societal benefits (Porter & Kramer, 2011). In addition,
many empirical studies have also proven that there are significant advantages to be gained for
the businesses themselves when they engage in socially responsible and sustainable behaviours
(Wang & Choi, 2013; Ameer & Othman, 2012; Falck & Heblich, 2007). Many studies
investigated various CSR studies at the global level, in different contexts, including in the
tourism and hospitality industry. Very often, CSR activities are usually classified based on their
economic, social, and environmental dimensions (Pefia, Arteaga & Ramoén, 2019) and this

classification will be used in the study.



This model that is based on relevant theoretical underpinnings on the CSR agenda
(Carroll, 1991, 1999; De George, 1987; Drucker, 1984; Freeman, 1984; Garriga & Melé, 2004;
Murphy, 1978; Pefia & Serra, 2012; Porter & Kramer, 2002, 2006, 2011; Sasia & Valor, 2007;
Yepes, Pefia, & Sanchez, 2007; Zadek, Sabapathy, & Dossing, 2003). Second, it has been
adapted in other contributions that were focused on the tourism industry as well as in other
sectors (e.g., Sepulveda et al., 2013; Sepulveda, Ordonez, & Prada, 2014), thereby

demonstrating its validity in academic research.

As shown in Table 1, the model makes a classification of companies that carry out CSR
practices in order to distinguish the different CSR approaches used by organizations. The
classification contains the typology (column 1), the description (column 2) and the type (column
3) and level (column 4) of CSR with the corresponding ranges of quantitative (column 5) and
qualitative (column 6) values. Specifically six types of companies are proposed (inactive,
philanthropic-reactive, legal-reactive, active, proactive and leader) and for each one is provided
a description of their characteristics, the type of CSR (nil, philanthropic, basic, tactical,
strategic, integral-sustainable), the level of CSR (based on the following scale: nil, minimum,
low, medium, high, maximum), a quantitative evaluation (based on the following scale, 0.0; 1.0
to 1.9; 2.0 to 2.9; 3.0 to 3.9; 4.0 to 4.9; and 5,0) and a qualitative assessment (based on the
following scale: nil, deficient, insufficient, acceptable, outstanding, excellent). In general, the
proposed scales were based on six-point Likert scale, very useful and proven in this type of

study.

The novelty of this present study is that this contribution uses a chronological approach
to classify how the businesses’ social responsibility practices have evolved over time. The
researchers adopted an action research approach as they applied evaluation parameters to hotels

of all sizes (micro, small, medium, large). Hence, they identified the type of company



(according to its CSR practices), as well as their type and level of CSR in the hospitality

industry.

Table 1. Classification of companies according to their CSR practices

Type of

company

Description

CSR
Type

CSR

Level

Quantitative

Value

Qualitative

Value

Inactive

There is no evidence of
any CSR practice, since
the term “social
responsibility” is not
conceived in a formal

way or in a strict sense.

Nil

Nil

0.0

Nil

Philanthropic-

reactive

Isolated philanthropic
activities can be

observed.

Philanthropic

Minimum

1.0-1.9

Deficient

Legal-

reactive

CSR activities are
limited to strict
compliance with current

legislation.

Basic

Low

2.0-2.9

Insufficient

Active

Companies begin to
engage in CSR practices
for tactical reasons, even
though they are not

required to do so by law.

Tactical

Medium

3.0-3.9

Acceptable

Proactive

CSR is integrated into

business strategy.

Strategic

High

4.0-4-9

Outstanding

Leader

Companies are
committed to the
sustainable development

of society.

Integral-

Sustainable

Maximum

5.0

Excellent

(Source: Pena & Serra, 2012)

3. Methodological Approach

The present research uses an interpretative case-study methodology and, within it, an
active research approach. For Yin (2003), a case study investigates a contemporary social

phenomenon in its real-life context, while for Eisenhardt (1989), the purpose of a case study is
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to understand the dynamics that are present in a single setting. As CSR should be analyzed in
real and unique contexts, the case-study method was considered suitable for to capture and
interpret the findings from this research, with the main advantage of obtaining rich information
about the environmental context, and from research participants’ opinions and beliefs on their

company (Gonzdlez, Alén, & Rodriguez, 2011).

Moreover, the researchers have adopted an action research approach to better
understand organizational processes and their behaviors (Ladkin, 2005). This methodology is
frequently used in research that investigate organizational theory (Bradbury, 2001). Interesting
work has also been done in the field of tourism (Van Der Duim & Van Marwijk, 2006; Tepelus,

2008), and hospitality research (Font, 2008).

In this light, the practical methodological process consisted of the following stages.
Firstly, the researchers carried out a thorough review of the relevant literature on CSR concepts,
theories and practices. Secondly, they gathered primary data from a convenience sample of
eight hospitality properties that were situated in Santa Marta, Colombia, one of the country’s
most popular tourism hubs in South America. The researchers have followed Eisenhardt’s
(1989) recommendations to include a variety of organizations to take part in their inductive
case studies. They sought to include different hotel companies of different organizational sizes
(and staff counts) including 2 micro hotels (fewer than 10 employees), 2 small hotels (between
11 and 50 employees), 2 medium-sized hotels (between 51 and 200 employees), and 2 large
hotels (with more than 200 employees). For confidentiality purposes, the hotels will be referred
to as follows: micro hotel 1 (Hmil), micro hotel 2 (Hmi2), small hotel 1 (Hsm1), small hotel 2
(Hsm2), medium-sized hotel 1 (Hmel), medium-sized hotel 2 (Hme2), large hotel 1 (Hlal),
and large hotel 2 (Hla2). In table 2, there is specific information about the hotels and the

research participants.



Table 2. Hotels’ information and the research participants

Hotels Code | Category/classification | Rooms | Years of operation | Informant position
Hmil Boutique 10 <10 General Manager
Hmi2 3 stars 10 <10 General Manager
Hpel Boutique 12 <10 General Manager
Hpe2 3 stars 75 > 40 General Manager
Hmel Nil 72 <10 General Manager
Hmel Nil 134 21-40 General Manager
Hgrl Nil 350 > 40 General Manager
Hgr2 Nil 330 10-20 General Manager

Thirdly, the interpretative data was gathered through a structured questionnaire that was

disseminated among hotel managers. This questionnaire sought information on their

organizations’ CSR practices. Finally, the qualitative case studies were analyzed, synthesized,

and interpreted. The researchers evaluated their research participants’ responses on their hotels’

CSR practices. They clarified the rationale for their engagement in responsible behaviors and

shed light on their companies’ economic, social and environmental dimensions. Table 3

clarifies how CSR practices can be categorized according to these three dimensions.

Table 3. Classification of CSR activities by dimension

Economic Activities (ECASs)

Social Activities (SOAs)

Environmental Activities

(ENAs)

ECAIl. CSR is integrated into the
strategy of my business (mission,
vision, values, policy, strategic plan).
ECA2. We are part of an international,
national, regional, or local CSR
initiative (Global Compact, Code of
Ethics for Tourism, GRI, or other).

ECA3. We strive to provide high-
quality products and/or services at
competitive prices (good value for

money).

SOA1l. We have an established
social action policy and plan.

SOA2. We collaborate directly

and/or indirectly on the social
projects of local communities
(social ~ welfare, development

cooperation, corporate volunteering,

company foundation, NGO,

donations, charity, isolated
philanthropy, loan of facilities, etc.)

in the fields of health, education,

ENAI. We have an established
environmental plan and policy.
ENA2. We have a concrete
strategy to deal with global
warming (climate change).

ENA3. We have environmental
certification or are in the process
of earning it.

ENA4. We have identified our

environmental impact and have




ECA4. We know the needs,
expectations, and satisfaction levels of
our clients.

ECAS. We give our clients complete,
transparent, and honest information
about the commercial offer, and we
respect their rights.

ECA6. We encourage our clients to
use and consume local products
during their stay (the tourism business
value chain).

ECA7. We hire local personnel at
different levels of responsibility in the
company (low, medium and high).
ECAS. We pay our workers a fair and
decent wage that, at the very least,
complies with existing legislation and
the industry’s market prices.

ECAO9. We hire local suppliers.
ECA10. We include aspects of social
responsibility in our purchasing

criteria.

housing, etc. to reduce poverty and
improve quality of life.

SOA3. We promote respect for the
human rights of our workers and the
local community (including a clear
no to labor exploitation and the
sexual exploitation of children). We
respect the right to form and join
trade unions.

SOA4. We take special care of
workers’ health and well-being by
preventing occupational hazards,
improving health and hygiene
conditions at work, and carrying out
team-building and  recreational
activities (leisure, culture, sports).
SOAS. We have a flexible work
policy that allows our workers to
achieve work-life balance.

SOAG6. We promote the training and
professional development of our
employees and allow them to work
flexible shifts so they can attend
training sessions.

SOA7. We promote gender equality
in all of our organizational
processes, from hiring to internal
promotion.

SOA8. We employ people with
disabilities.

SOAY. Our facilities are equipped to
accommodate people with
disabilities.

SOA10. We encourage clients to
respect the heritage, values, culture,
and language of local communities
and to join and participate in local

social initiatives at the destination.

taken concrete steps to minimize
it.

ENAS5. We have energy-, water-,
and  paper-saving strategies
(employees, clients).

ENA6. We use some kind of
alternative energy (i.e., renewable
energy: solar, wind, ocean,
geothermal, biomass, or
hydraulic).

ENA7. We have waste reduction,
recycling, sorting, or treatment
programs or systems.

ENAS. We include environmental
aspects in our purchase criteria and
in the selection of our suppliers
and business partners (tourism
business value chain).

ENA9. We encourage our clients
to care for and protect the
environment at their destination.
ENA10. We carry out awareness-
raising campaigns and/or
environmental training for
employees, clients, business
partners, and/or local communities

(tourism business value chain).

Source: Pefa, Arteaga, and Ramén (2019)




It is relevant to say that the overall quantitative score for each hotel’s CSR was
calculated as the arithmetic mean of its economic, social, and environmental activities
(individually scored by each hotel manager to whom the questionnaire was administered). For
the purposes of the present study, they were all assigned the same weight and importance,
thereby complying with ethics-based SD theory in the sense of promoting corporate actions
carried out within a framework of comprehensive economic, social, and environmental
development that ensures a balance of corporate profitability, the natural environment, and
society. In summary, in the field, each manager gave an assessment (between 0 and 5) to each
of the 30 CSR activities (10 economic activities, 10 environmental and 10 social). In summary
to measure CSR practices, the activities listed in table 3 (ECAs, SOAs, and ENAs) was
evaluated based on six-point Likert scale from nill to maximum (the rest: minimum, low,

medium, high).

As described in table 1 there are six types of companies according to their CSR practices
(inactive, philanthropic-reactive, legal-reactive, active, proactive and leader) and each one has
arange of quantitative values. To sum up, if the average of all the CSR activities of the hotel is
zero, it means that it’s an inactive company. Between 1.0 and 1.9 it’s a philanthropic-reactive
company. Between 2.0 and 2.9 it”s a legal-reactive company. Between 3.0 and 3.9 it”s an active
company. Between 4.0 and 4.9 it”s a proactive company. Finally, if the average is 5, it"s a leader
company in CSR. These ranges of values for each type of company are those established within
the model summarized in table 1 explained before, which has already been used in other studies

of the tourism sector.

To conclude, an inactive hotel, has no evidence of any CSR practice, since the term social
responsibility is not conceived in a formal way or in a strict sense. A philanthropic-reactive hotel
carries out isolated philanthropic activities. For legal-reactive hotel, the CSR activities are limited

to strict compliance with current legislation. An active hotel begins to engage in CSR practices
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for tactical reasons, even though they are not required to do so by law. Meanwhile, in a proactive
hotel, CSR is integrated into business strategy and lastly a leader hotel is committed to the

sustainable development of society.

4. Results and discussion

The descriptive survey provided useful insights on CSR behaviors in the Colombian
hospitality industry. The researchers shed light on the CSR practices of eight hotels in Santa
Marta. They put forward their action plans for each hotel and present a CSR management model

that is intended to support industry practitioners.

4.1. Identification, diagnosis, and evaluation of CSR at the hotels in the study

The findings revealed that similar-sized hotels were carrying similar CSR practices, as
reported in table 4. Specifically, micro and small hotels (global quantitative values: Hmil=1.6;
Hmi2=1.7; Hsm1=1.8; and Hsm2=1.9) that belonged to the philanthropic-reactive category as
they were engaging in altruistic CSR behaviors that were not necessarily related to their
business activities. The medium-sized hotels (global quantitative values: Hmel=2.7 and
Hme2=2.9) were simply executing minimal CSR practices in order to comply with law and
relevant legislations. Consequently, their legal-reactive CSR behaviors did not require a high
level of commitment. The larger hotels (global quantitative values: Hlal1=3.8 and Hla2=3.9)
were considered as CSR-oriented companies as they were actively implementing CSR
initiatives that were beyond their legal obligations. They have not yet integrated them into their

business strategy, but rather engaged in tactical CSR with a medium level of implementation.
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Table 4. Classification of hotel companies according to their CSR practices

Hotel Type of CSR CSR Quantitative Value Qualitative
Company Type Level ECAs | SOAs | ENAs | Global Value
Hmil | Poilanthropic- b thropic | Minimum | 2.1 1.8 1.0 1.6 Deficient
reactive
X -~ Mini
Hmiz | Poilanthropic- b hropic | ™l 20 | 20 | 10 1.7 Deficient
reactive
Hemi | Fhilanthropic- | oo o hropic | MIimmUm 53 f 50 | 11 | 18 | Deficient
reactive
Hemz | Philanthropic- | p o o hropic | MIMMUm o5 b 50 | 11 | 19 | Deficient
reactive
Hmel Legal-reactive Basic Low 3.2 3.0 2.6 2.7 Insufficient
Hme?2 Legal-reactive Basic Low 3.2 3.0 2.6 2.9 Insufficient
Hlal Active Tactical Medium 4.0 3.7 3.8 3.8 Acceptable
Hla2 Active Tactical Medium 4.1 3.7 3.8 3.9 Acceptable

In all cases, these businesses’ CSR activities were triggered by strategic motives to
improve their economic performance. The economic dimension received the highest scores
(ECAs quantitative values: Hmil=2.1; Hmi2=2.2; Hsml1=2.3; Hsm2=2.5; Hmel=3.2;
Hme2=3.2; Hlal1=4.0; Hla=4.1). This was followed by the social (SOAs quantitative values:
Hmil=1.8; Hmi2=2.0; Hsm1=2.0; Hsm2=2.0; Hme1=3.0; Hme2=3.0; Hla1=3.7; Hla=3.7) and
environmental (ENAs quantitative values: Hmil=1.0; Hmi2=1.0; Hsm1=1.1; Hsm2=1.1;
Hmel=2.6; Hme2=2.6; Hlal=3.8; Hla=3.8) activities. These results are consistent with similar
results reported in other studies that have also found minimum and low levels of CSR
implementation at the global level (Alwyn & Kiyoteru, 2012), in Latin America (Casado &
Roser, 2009), in Colombia (Atehorttia, 2008), in the tourism industry in general (Tepelus,

2008), and in the hotel industry in particular (Eme et al., 2013).

One interesting finding is that as the larger hotels were more adept in their CSR practices
as opposed to their smaller counterparts. Most probably, they had more competences, resources
and capabilities, that could have facilitated their CSR performance. The active hotels engaged
in tactical activities that went beyond what was legally required by them. Evidently, they

realized that there is more to CSR than philanthropy and ethical behaviors. They were
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implementing CSR because it increased their companies’ bottom lines. In this regard, the
present results are consistent with those that reported that there is a business case for CSR
(Corral et al., 2007; Forum Empresa, 2011; Garay & Font, 2012; Roadmap, 2010; Vives, Corral,

& Isusi, 2005).

This study suggests that hospitality managers are not knowledgeable enough about the
positive effects of CSR on their business (Camilleri, 2015; 2017). Their CSR performance can
improve their relationships with stakeholders, including employees, customers, and nearby
communities, among others, and may lead to increased trust in the company, to a better

corporate image and to their improved reputation, among other benefits.

4.2. Action plans for hotels

The proposed action plan builds on key theoretical underpinnings that were drawn from
relevant academic literature as well as from non-governmental organizations’ regulatory
instruments and principles (Freeman & Reed, 1983; Mitchell, Agle & Wood, 1997; Rey-
Magquieira et al., 2011; GRI, 2013). The researchers clarify the CSR activities involving internal
and external stakeholders as well as environmentally friendly practices can lead to positive
economic, social and environmental outcomes. Specifically, the management areas with a direct
impact on hotel stakeholders are: senior management; employees; customers; the environment;
the local community; investors; suppliers; competitors; research, development, and innovation

(henceforth R&D, and innovation or R&D+i); and government.

The respective plans drawn up based on these criteria are provided in Tables 5, 6 and 7.
They were designed taking into account the strengths (scores of 4 and 5) and weaknesses (scores
of 0, 1, 2, or 3) of each management area with regard to the implementation of the 30 CSR
activities proposed for this study. It is important to comment that strengths are those CSR

activities (from table 1) that were valued (on six-point Likert scale) with 4 or 5 points and
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weaknesses are those CSR activities (from table 1) that were valued with 0, 1, 2 or 3 points,
being 0 nil and 5 maximum, as explained in the methodology. The plans were grouped by size,

in accordance with the results described in Section 4.1, and a maximum of 12 months was

recommended for their implementation.

Table 51. Improvement plans for micro and small hotels - Hmil, Hmi2, Hsm1, and

Hsm2
Management
Area - Activity Verification Source
Stakeholder
Integrate CSR into the hotel’s strategy, i.e., its mission, L. .
.. . . . Mission, vision, values,
vision, values, policy, and strategic plan. This latter olicy. and stratesic plan
document should contain measurable CSR objectives with poficy, gic p
i .. documents prepared.
comparable, verifiable, and assessable indicators.
Document offering proof of
Seni Join an international CSR initiative, preferably the Global | the commitment to the
enior ] .
¢ Compact, the Global Code of Ethics for Tourism, or the | Global Compact, Global
managemen . .
g GRI, and transparently and regularly report on the | Code of Ethics for Tourism,
progress and achievements in CSR required under it. or GRI and prepared and
published CSR report.
Form a CSR committee, representative of all the hotel's | Minutes  recording  the
management areas, responsible for the comprehensive | formation of the committee
management of CSR. with functions.
Create employee-company conciliation committees to
settle any type of dispute, including those related to | Committee created.
unions (freedom to create and operate employee unions).
Employees A.dap.t. facﬂmes and work stations for people with Famhhes and work stations
disabilities. improved.
Design a schedule of team-building and leisure activities
. Schedule prepared.
(recreational, cultural, and sports) for employees.
Customers Adapt facilities for customers with disabilities. Facilities improved.
Make an environmental statement in which the
organization publicly undertakes to prevent pollution, | Environmental statement
combat climate change, and improve its environmental | made.
Environment performance.
Establish a management program with measurable .
.. . . . Environmental program
objectives and goals consistent with the environmental .
. established.
commitment.
Carry out regular awareness-raising campaigns for the . .
Y . & . & P g. . Campaigns carried out on an
prevention of the commercial sexual exploitation of oneoine basis
Local children and adolescents. going ’
community Promote local cuisine by including typical local dishes on | Menus designed, typical
the menu, and promote the purchase of food supplies at | dishes prepared, and food
neighborhood businesses to boost the local economy. ingredient purchases made.
Maintain a relationship based on transparency, loyalty, | Comprehensive report
Investors . . o . . . .
and sustainable value creation with investors, making | (financial, social, and
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public the annual accounts, which should include the
financial, social, and environmental results.

environmental)
annually.

published

Establish a purchasing policy based on ethical criteria and
compliance with economic, social, and environmental
aspects of CSR.

Policy document developed.

Suppliers

Establish a policy of merit-based hiring of local suppliers
that includes compliance with economic, social, and
environmental aspects of CSR.

Policy document developed.

Competitors

Actively participate in business and industry associations
such as COTELCO [Colombian Hotel and Tourism
Association] for the promotion of aspects of common
interest in the industry, prioritizing issues related to CSR.

Report on participation in
association activities.

R&D and
innovation

Sign cooperation agreements with academic institutions
for the formulation and implementation of R&D and
innovation projects that promote improvement and
excellence in the areas of interest of the organization and
its stakeholders.

Agreements signed.

Government

Establish channels for communication and dialogue with
government agencies (local, regional, and national) in
order to cooperate on the development of a CSR policy
for the hotel industry that, in addition to including
incentives, promotes transparent business actions in the
area of CSR to the point of making it a natural and
industry-wide culture of action.

Minutes of meetings with
government agencies
draft policy developed.

and

Table 6. Improvement plans for medium hotels —- Hmel and Hme2

Management Area
— Stakeholder

Activity

Verification Source

Senior management

Integrate CSR into the hotel’s strategy, i.e., its mission,
vision, values, policy, and strategic plan. This latter
document should contain measurable CSR objectives
with comparable, verifiable, and assessable indicators.

Mission,  vision, values,
policy, and strategic plan
documents prepared.

Develop a Code of Ethics that defines the organization’s
conduct, behaviors, and principles of action.

Code of Ethics developed.

Form a CSR committee, representative of all the hotel's
management areas, responsible for the comprehensive
management of CSR.

Minutes  recording  the
formation of the committee
with functions.

Conduct a workplace environment assessment at least
every two years and implement practical mechanisms
for continuous improvement.

Workplace environment
report prepared.

Make available to all members of the organization the

appropriate channels to submit suggestions or | Explanatory document
Employees complaints or report violations related to aspects of | prepared.

CSR.

Carry out regular awareness-raising campaigns and/or | Campaigns and training

training sessions with employees on care for and | events held at least once a

protection of the destination’s environment. month.

Carry out regular awareness-raising campaigns and/or | Campaigns and training
Customers training sessions with customers on care for and | events carried out during

protection of the destination’s environment.

customers’ stay.
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Environment

Design an early warning system for the identification of
environmental impacts that makes it possible to carry
out preventive and corrective actions in relation to them.

Early warning system for the
identification of
environmental impacts
designed.

Implement technical and technological systems to
promote the use of alternative energy, mainly, solar,
wind, and ocean.

Technical and technological
systems implemented.

Local community

Carry out regular awareness-raising campaigns for the
prevention of the commercial sexual exploitation of
children and adolescents.

Campaigns carried out on an
ongoing basis.

Promote local culture through the use of decorative
elements that promote and encourage craftwork, the
organization of cultural immersion tours, and the
holding of on-site activities such as concerts, dances,

Local decorative  crafts
installed in the hotel;
immersion tours and

activities of cultural interest

and craft shows. designed.
Maintain a relationship based on transparency, loyalty, | Comprehensive report
and sustainable value creation with investors, making | (financial, social, and
Investors public the annual accounts, which should include the | environmental)  published
financial, social, and environmental results. annually.
Establish a purchasing policy based on ethical criteria
and compliance with economic, social, and | Policy document developed.
environmental aspects of CSR.
Suppliers Establish a policy of merit-based hiring of local
suppliers that includes compliance with economic, | Policy document developed.
social, and environmental aspects of CSR.
Maintain good relations with competitors, respecting .. L
. . . . Report on joint activities
Competitors their property rights and cooperating transparently with carried out with competitors.
them.
Sign cooperation agreements with academic institutions
for the formulation and implementation of R&D and
R&D and innovation projects that promote improvement and | Agreements signed.
innovation excellence in the areas of interest of the organization and
its stakeholders.
Establish channels for communication and dialogue
with government agencies (local, regional, and national)
in order to cooperate on the development of a CSR | Minutes of meetings with
Government policy for the hotel industry that, in addition to including | government agencies and
incentives, promotes transparent business actions in the | draft policy developed.

area of CSR to the point of making it a natural and
industry-wide culture of action.

Table 7. Improvement plans for large hotels — Hlal and Hla2

Management Area —
Stakeholder

Activity

Verification Source

Senior management

Integrate CSR into the hotel’s strategy, i.e., its mission,
vision, values, policy, and strategic plan. This latter
document should contain measurable CSR objectives with
comparable, verifiable, and assessable indicators.

Mission,  vision, values,
policy, and strategic plan
documents prepared.
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Join an international initiative on codes of conduct for the
promotion and protection of human rights, preferably that
of Amnesty International (Human Rights Principles for
Companies) or the United Nations (Guiding Principles on
Business and Human Rights).

Document offering proof of
the commitment to one of
these codes of conduct.

Form a CSR committee, representative of all the hotel's
management areas, responsible for the comprehensive
management of CSR.

Minutes  recording  the
formation of the committee

with functions.

Create employee-company conciliation committees to
settle any type of dispute, including those related to unions
(freedom to create and operate employee unions).

Committee created.

Make available to all members of the organization the

. . . . Explanator document
Employees appropriate channels to submit suggestions or complaints p Y
L prepared.
or report violations related to aspects of CSR.
Carry out regular awareness-raising campaigns and/or | Campaigns and training
training sessions with employees on care for and | events held at least once a
protection of the destination’s environment. month.
Carry out regular awareness-raising campaigns with . .
Y & £ .p & Campaigns  carried  out
customers to promote respect for the heritage, values, .
Customers . during customers’ stay.
culture, and language of the local communities.
Design a strategy with specific activities to tackle global
g' . &y P g Strategy document prepared.
warming (climate change).
Environment Implement technical and technological systems to

promote the use of alternative energy, mainly, solar, wind,
and ocean.

Technical and technological
systems implemented.

Local community

Promote local culture through the use of decorative
elements that promote and encourage craftwork, the
organization of cultural immersion tours, and the holding
of on-site activities such as concerts, dances, and craft

Local decorative  crafts
installed in the hotel;
immersion tours and

activities of cultural interest

shows. designed.

Maintain a relationship based on transparency, loyalty, | Comprehensive report

and sustainable value creation with investors, making | (financial, social, and
Investors public the annual accounts, which should include the | environmental)  published

financial, social, and environmental results. annually.

Encourage good business practice among suppliers by

providing support to them for compliance with | Suppliers supported and
Suppliers international fair-trade policies and for their proper | included in Fair Trade

inclusion in leading organizations in this field, such as | International.

Fair Trade International.

Maintain good relations with competitors, respecting their | Report on joint activities

Competitors property rights and cooperating transparently with them. | carried out with competitors.

R&D and innovation

Sign cooperation agreements with academic institutions
for the formulation and implementation of R&D and
innovation projects that promote improvement and
excellence in the areas of interest of the organization and
its stakeholders.

Agreements signed.

Government

Establish channels for communication and dialogue with
government agencies (local, regional, and national) in
order to cooperate on the development of a CSR policy for

Minutes of meetings with
government agencies
draft policy developed.

and
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the hotel industry that, in addition to including incentives,
promotes transparent business actions in the area of CSR
to the point of making it a natural and industry-wide
culture of action.

4.3. CSR management model proposed for the hotel industry

In order to better manage and implement both the hotel tourism companies’ CSR
activities and their respective improvement plans, an industry-specific CSR model was
designed, taking the following into account: i) with regard to codes, standards, guidelines, and
guides, a total of 16 international CSR documents; ii) with regard to CSR theories, the ethics-
based SD theory; and iii) with regard to tourism, the content of the Global Code of Ethics for
Tourism, as the main framework of reference worldwide for responsible and sustainable

tourism promoted by the UNWTO, the industry’s governing body.

Additionally, to make the implementation more applicable to the business reality of the
hotel industry, ideas were adapted from the classical and practical PDCA cycle (plan-do-check-
act) model for continuous improvement proposed by Deming (1989); in the general field of
tourism, concepts were adapted from the models proposed by Hall (2000) and Mihalic (2016);
and, in the specific field of the hotel industry, ideas were taken from the models proposed by

Rey-Magquieira et al. (2011) and Pefia and Serra (2012).

The main element of the proposed model is the ethical and moral framework of the
organization, which, in practice, is carried out through compliance with universally accepted
principles and social interests, such as ethics, human rights, labor standards, the environment,
SD, and justice, as well as the principles stipulated in the Global Code of Ethics for Tourism,
thereby ensuring that the hotel companies in the study are more directly engaged with the

welfare and development of the local host communities in their immediate area of influence.
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The proposed model is graphically depicted in Figure 1. The four component stages (plan,
do, check, and act) that each hotel has to follow for the improvement plans to be successful are

described in detail below.

Figure 1. CSR management model for the hotel industry
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Plan. Based on its knowledge of its business in terms of CSR (diagnoses of CSR practices) and
of its stakeholder relationships, the hotel company should identify those practices that yield the
best result for both the company itself and the host society, i.e., those practices that create the
most value for both of them. In practice, this means that the CSR actions identified by the
company must necessarily improve its business competitiveness, social welfare, and
environmental conservation. For the present study, the respective diagnosis for each of the eight
hotel establishments has already been carried out (classification of the companies according to
their CSR practices), and the corresponding CSR activities have been identified and are

explained in the improvement plans described in Section 4.2.

Do. Once the CSR activities have been identified, they are prioritized for immediate
implementation. This prioritization makes it possible to determine the specific order in which
the CSR practices will be implemented, as it is done in accordance with the analysis of three
criteria that define the types of relationships that companies have with their stakeholders,
namely: power, referring to the influence that they are perceived to have over the business;
legitimacy, related to establishing the extent to which their claims can be justified (e.g., through
a contractual relationship); and urgency, which has to do with the seriousness of the problems
that may arise and the need to apply the necessary correctives to solve them. In this regard,
from a quantitative scale from O to 5, being 0 nil and 5 maximum, each manager assessed the
three criteria (power, legitimacy, urgency) for each of the stakeholders (see table 8), resulting
in the following order, in terms of implementation of activities: senior management, employees,
customers, the environment, the local community, investors, suppliers, competitors, R&D and
innovation, and, finally, government. The improvement plan activities were thus organized in

this order.
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Table 8. Assessment of the criteria for prioritizing CSR activities on a scale of 0 to 5

Hotels Hmil, Hmi2,

Hsm1, Hsm2 Hotels Hmel, Hme2 Hotels Hlal, Hla2

Stakeholder

PlL|lu|loas|P|[L|Uu|loas|P| L | U]| 0aS
Senior management [ 50 |50(50| 50 |45[50|50| 48 |45]| 45 [45]| 45
Employees 45(5045| 47 |45|50[40| 45 |45] 45 |40]| 43
Customers 45(5040| 45 |45|50(35| 43 |40] 45 |40]| 42
Environment 404040 40 |40|45|30| 38 |40]| 40 |30]| 37
Local community |40 |35|40| 38 |40/40|30]| 37 [35] 30 |[40]| 35
Investors 50(150[10| 37 |40]45|20| 35 |40] 40 [20]| 33
Suppliers 35135[30| 33 [30]35]30] 32 [30] 30 [3.0] 3.0
Competitors 30[130[30] 30 [25[30/30] 28 |25] 25 |25] 25
R&D and innovation | 05 125 |25| 25 [20]25[25] 23 [20] 20 [20] 20

Government 20]25]20 2.2 20]12.0]20 2.0 20| 20 |15 1.8
Notes: P = Power. L= Legitimacy. U = Urgency. OAS = Overall Average Score

Check. In this stage, the monitoring of the implementation of CSR practices is carried out and
the degree of compliance is evaluated in percentage terms (0 to 100%). Each practice is
measured to determine whether the desired outcomes and improvements in the proposed issue
have been achieved. Specifically, this stage helps the company determine with certainty
whether it has reduced or eliminated the negative impacts, what benefits have been obtained,
and which activities have delivered the most value for the company and the host society, that
is, what impact each activity has had in terms of improving business competitiveness, social
welfare, and environmental conservation. To determine this impact, it is necessary to measure
the results of the CSR activities, to which end a series of indicators must be designed by the
organization’s social, environmental, and economic areas that have a direct relationship with
its stakeholders (Camilleri, 2015). For the companies in this study, these indicators are defined

in the respective proposed improvement plans.
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Act. In this final stage, the respective improvements are proposed and carried out, based on the
results obtained in the previous stage, mainly in relation to the implementation of the CSR
activities and their impact on the hotel establishments’ economic, social, and environmental
indicators and, ultimately, on business competitiveness, social welfare, and environmental
conservation. In particular, detailed feedback is provided, both in terms of early detection of
possible deviations that may arise and to highlight the successes achieved and open future
avenues of action in the field of CSR.

In the light of this explanation of the proposed model, it is worth recalling that, as a
result of growing stakeholder concern about SD, CSR has become key for the business sector,
shifting the business model toward a new voluntary paradigm, based on natural resource
conservation, social welfare, stakeholder engagement, and economic performance (Ait
Sidhoum & Serra, 2018). The goal of the proposed model is thus similarly to make CSR the
essence of the strategic management of companies in a specific industry, namely, the hotel
industry, so that the CSR actions of the establishments that make up the industry in the study
area can more effectively contribute to environmental conservation and the social welfare of all
their stakeholders, as well as improve their business competitiveness, which will undoubtedly

generate the greatest benefit in the long term, both for them and for their host societies.

5. Conclusions

Although traditionally more polluting industries such as the oil and gas, chemical, paper,
and mining industries are perceived by society as posing a higher environmental and social risk
(Amor-Esteban, Galindo-Villardon, & Garcia-Sanchez, 2018), tourism has its own
differentiating intangible characteristics because it is a consumer discretionary industry,

meaning customers and people in general can easily stay away from its brands in the event of
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poor performance. Consequently, the industry should not ignore CSR (Kim, Lee, & Kang,
2018); rather than taking the form of isolated one-off actions, it should be given a strategic
focus, as it significantly helps attract and retain valuable employees (Camilleri, 2021; Gligor-

Cimpoieru et al., 2017), which is undeniably highly beneficial for the company.

Likewise, CSR practices are increasingly common due to a variety of social,
environmental, and economic pressures (Zatwarnicka-Madura et al., 2019) and have advanced
as a result of global changes and because of how their role in the promotion and support of SD
is perceived (Li, Khalili, & Cheng, 2019). In particular, CSR has become an important tool to
achieve tourism competitiveness and sustainability, and industry and government should thus
approach it as a long-term holistic concept (Andersen, Blichfeldt, & Liburd, 2017), especially
in those places in which tourism activities have emerged as a real alternative to solve structural

problems such as unemployment and poverty, which normally occurs in developing countries.

In the hotel industry, Kim, Barber, and Kim (2019) have cited several studies that show
a real connection between sustainability and CSR. In this regard, the present study has sought
to offset the deficiencies in CSR actions in the hotel industry and foster awareness and a critical
mass for its conceptual understanding and proper implementation — specifically at tourist
accommodation companies in the city of Santa Marta (Colombia) — as a strategic tool that, in
addition to helping to generate traditional economic benefits for businesses, makes it possible
to better contribute to the social, environmental, and sustainable economic development of the
communities located in their immediate surroundings and, thus, to destination sustainability

and competitiveness.

Specifically, the identified, diagnosed, and evaluated CSR practices have placed the
study hotels within a minimum, low, and medium range of implementation, classifying them

within the groups of philanthropic-reactive, legal-reactive, and active companies. The study’s
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findings also make it possible to conclude that, within the various dimensions of CSR, economic
activities (mainly related to customers and the product) are given the most importance and
highest scores, indicating that CSR has been understood as a means of wealth creation, a
position that falls within the framework of the instrumental theories proposed by Garriga and
Melé (2004). However, even though they were rated lower, several social activities focused on
the local community and workers stood out, as did environmental activities to promote care and

protection of the destination’s environment.

In the light of these results, eight improvement plans were proposed (one for each hotel),
intended to achieve a balance between the implementation of economic activities with that of
environmental and social activities, placing emphasis on the management areas with the
greatest impact on stakeholders, i.e., senior management, employees, customers, the
environment, the local community, investors, suppliers, competitors, R&D and innovation, and
government. Each proposed activity was assigned a verification source that will make it
possible to determine compliance with it, which may not take more than twelve months to

accomplish.

Separately, the challenge of SD drives destinations and tourism companies to implement
new management and operating models, with a vision focused on the concepts of ethics,
competitiveness, and sustainability, making stakeholders — both external and internal — essential
elements of the business strategies and constantly seeking to balance business profitability with
the natural environment and society. Such a model will clearly generate more well-being and
development in the communities in which tourism activity is carried out, since the decisions
and actions taken in this area will always seek to improve business competitiveness, social

welfare, and environmental conservation.
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For this reason, the main implication of this study is the proposal of a CSR management
model for the hotel industry in the area that will make it possible to improve profitability,
product quality, the physical and social environment, and customer and employee satisfaction
with the accommodation companies, which positively contributes both to their competitiveness

and sustainability and to the hotel industry and the tourism destination itself as a whole.

Regarding theoretical implications, first of all, this paper contributes to a better
understanding of CSR practices in an important sector (tourism) of Latin American countries,
as it is known, the focus of academic research in this issue has been in developed countries
(Jamali & Carroll, 2017). Secondly, it’s important to state that in all hotels the economic
activities received the highest and this raises a serious reflection, since CSR has been
understood exclusively as a means for the creation of wealth, framing this type of actions within
the instrumental theories described by Garriga & Melé (2004). Nevertheless, it is relevant to
note that the hotels in the study carry out certain activities (although they are not yet strategics)
in the social and environmental dimensions, which can be framed within the ethical theories
also proposed by Garriga & Melé (2004) and specifically within the theory of SD, which

becomes hopeful evidence for the future of the sector in the study area.

On the other hand, the study makes a twofold contribution to the field of CSR research
in the hotel industry. First, it describes a study that can be replicated, given the clarity of the
findings, by any researcher interested in the issue; second, it can be compared with other studies,
making it possible to identify gaps and opportunities for future research that could improve the
quality of this publication. In this regard, given that the study is limited to the perception of
hotel managers, future research should examine the opinions that other hotel stakeholders have
of CSR (Pefia, Serra, & Ramoén, 2018), such as employees, guests and the local community, in
order to establish a more comprehensive diagnosis of the topic in the area. Similarly, given the

contribution of CSR to SD demonstrated in papers such as Moon (2007), future research should
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include other industries, which would improve the understanding and practice of CSR at a larger
number of companies in the city of Santa Marta, making it a decisive factor for the SD of the

local economy.

Additionally, growing stakeholder pressure requires companies to be transparent with
regard to their CSR practices, and, in fact, companies are trying to communicate more on these
issues to increase their legitimacy in the eyes of society (ElAlfy, Darwish, & Weber 2020). It
is thus essential to know how reliable the corporate reporting mechanisms are, analyzing the
gap between CSR claims and its actual implementation (Font et al., 2012). Future research
should therefore analyze factors that influence not only CSR practices, but also the
communication thereof. In this regard, the study of the relationship between the gender variable
in corporate management and CSR is an outstanding issue for accommodation establishments,
as some studies (e.g., Pucheta-Martinez, Bel-Oms, & Nekhili, 2019) have shown that the
presence of women on company boards promotes reporting on CSR, contributing to

transparency, a fundamental aspect for the social legitimation of companies (Camilleri, 2018).

In this sense, it could be argued that studies such as the present one make it possible to
identify how wide the gap is between organizations’ social claims and actual CSR practice, as
it has conclusively revealed the difference between what the companies of the city of Santa
Marta report in terms of CSR and what they actually do. Furthermore, it has done so in one of
the most important sectors globally, namely, tourism, and, within it, in the most influential
industry in terms of generating both positive and negative impacts for the host communities,

namely, the hotel industry.

Finally, this research has taken an important step toward improving the strategic
management of the CSR of the studied hotel establishments by proposing a model that clearly

promotes the competitiveness and sustainability of a developing-country tourism destination
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(in this case, in Colombia), thereby helping to generate critical mass and applied knowledge in
the field of so-called “third world” countries, narrowing the gap somewhat between them and

developed countries in terms of CSR training and practice in the tourism industry.
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