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a b s t r a c t

Corporate social responsibility practices have been mostly analyzed in the large manufacturing busi-
ness context, with little attention paid to the service sector and even less to small and medium-sized
accommodation enterprises. This study aims to fill this gap through analyzing how these enterprises
nterprises
eveloped countries
ature destinations

take responsibility. A survey of nearly 400 enterprises showed that the main reason for acting respon-
sibly is altruistic, although competitiveness reasons are also important. Aspects of the “resource-based
view” of the firm are validated through the positive impact of environmental cost-savings in financial
performance, but also because other practices (not always related with economic reasons) are influencing
their competitiveness. The article concludes that further implementation of these practices is necessary
to achieve the full potential of competitive advantages.
. Introduction

This study analyses the main reasons for small and medium
ccommodation enterprises (from now SMAE) in a developed
ourist destination to accept responsibility towards sustainable

anagement, and whether this impacts on their financial perfor-
ance. The literature has reviewed this relationship extensively

or large manufacturing enterprises, comparing corporate social
esponsibility (CSR) with corporate financial performance (CFP),
et there is little evidence from the service sector and even less
or small enterprises. In Western countries, these SMAE represent
large percentage of the accommodation and tourism sectors, so

t is especially important to have more information about these
rocesses if we really want to know if any transformation towards
ustainability is taking place.

The structure of this paper is as follows. First, we review the lit-
rature that has analyzed the impact of CSR in CFP, moving on to the
nalytical evidence of this relationship for tourism enterprises and
nally SMAE. Next we present our instrument design and method-
logy. This is followed by the quantitative results, discussed against
he main theories from the literature on the reasons for enterprises
o engage in sustainability actions, drawing lessons on how appli-
Please cite this article in press as: Garay, L., Font, X., Doing good to do w
in small and medium accommodation enterprises. Int. J. Hospitality M

able these are for SMAE. Finally, we present our main conclusions,
imitations and proposals for future research.
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2. Corporate social responsibility and its impact on
corporate financial performance

CSR is a complex term broadly defined as the active and
(sometimes) voluntary contribution of enterprise to environmen-
tal, social and economic improvement. The concept has evolved
largely with the historical development of the notion of what an
enterprise is in relation to society. As a result of this constant change
and the complex and dynamic nature of the enterprise–society rela-
tionship, it is better not to take a prescriptive and fixed approach
and better to take a “principles” approach (Wood, 1991) which
could have validity for different scenarios. This approach is based
on a gradual conception of responsibility from the institution, pass-
ing through its organization and finishing in individual action.
One of its main consequences is to consider the role and influ-
ence of stakeholders (shareholders but also employees, customers,
public administration and many other actors) in enterprise activ-
ity.

This point of view overcomes the traditional liberal concep-
tion (Friedman, 1970) of a corporation having responsibility only
for towards its shareholders, but having to go beyond to include
stakeholders who are impacted by the enterprise (Swift, 2001).
Enterprises are therefore at the service of and accountable to soci-
ety, beyond and independently of economic results. As CSR is an
evolving concept and therefore a moving target, enterprises are
ell? Corporate social responsibility reasons, practices and impacts
anage. (2011), doi:10.1016/j.ijhm.2011.04.013

likely to prioritize actions that fulfill their CSR obligations that also
have a positive financial impact. Academia has also given much
attention to identifying the business case for CSR in measuring the
relationship between CSR and CFP.

dx.doi.org/10.1016/j.ijhm.2011.04.013
dx.doi.org/10.1016/j.ijhm.2011.04.013
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Academic data is however inconclusive in explaining this rela-
ionship, reporting positive, neutral and even negative associations
Griffin and Mahon, 1997; Margolis and Walsh, 2001). While
here is no consensus, two basic approaches stand out. The “slack
esources” approach (Seifert et al., 2004) argues that better CFP
esults in the availability of slack resources accessible to implement
SR, while the “good management” approach (Garriga and Melé,
004) argues that CSR improves CFP when it is one more element of
well-managed enterprise. De Bakker et al. (2005) considered that
ost CSR research is repetitive, without looking at the underlying

actors affecting the relationship. Therefore the research question
hould be not only whether CSR and CFP are related, but also how,
nd what the nature of that relationship is.

Wood’s (1991) principles approach is precisely helpful in that
ense by focusing on the reasons for CSR engagement within orga-
izations and the stakeholder impacts caused. Stakeholder theory
as put forward in the 1980s to explain the interaction of the

nterprise with different stakeholder groups with two arguments,
egal (explicit compliance with some stakeholders) and economic
implicit compliance) (Freeman and Reed, 1983). Wood (1991)
dded that responsibilities stretch beyond the legal and economic,
o include the ethical and discretionary responsibilities. The main
easons driving enterprises to implement CSR will tell us which
takeholder interests are these enterprises responding to. Enter-
rises driven by competitiveness reasons will focus normally on
hareholders and investors, those driven by legitimization respond
o a broader range of stakeholders (employees, consumers, public
dministration. . .) that engage with the company, while altruistic
easons respond to societal concerns (both local and global).

By honoring contracts with some stakeholder groups, the
nterprises implicitly make choices that can influence their CFP.
cademics have developed two explanations of the results of

hese choices. The “resource based view” (RBV) of the enterprise
Barney, 2001; Branco and Rodrigues, 2006) suggests sustainable
ompetitive advantaged can be gained from implementing CSR
ractices, acquiring resources and developing skills that result in a
roduct that cannot immediately be imitated by competitors. Alter-
atively, proponents of Transaction Cost Economics (Williamson,
005) argue CSR implementation makes business sense because

t avoids higher costs from more formalized contractual compli-
nce mechanisms. Competitiveness reasons have been typically
xplained by RBV, while legitimization is explained by Transac-
ion Cost Economics. Altruism has received less attention in this
articular literature. In any case, CSR–CFP literature reports primar-

ly studies in large manufacturing enterprises. The next sections
eview the academic contributions in tourism and small accom-
odation enterprises.

. CSR reasons, practices and impacts in the tourism sector

Tourism CSR literature is scarce (Bohdanowicz, 2006) and ana-
yzes the reasons for CSR at the same two levels as in other
ndustries: personal/individual and organizational (El Dief and
ont, 2010). On the one hand, according to the “Human Cogni-
ive Process” approaches (Ayuso, 2006) the personal or individual
evel explains that CSR engagement is sometimes driven by man-
gers’ environmental paradigms or belief systems. On the other
and, the organizational level research aims to explain engagement
hrough organization-wide espoused environmental values (less
as been written on socio-economic or ethical values). The poten-
ial orientations of environmental responsibility (competitiveness,
Please cite this article in press as: Garay, L., Font, X., Doing good to do w
in small and medium accommodation enterprises. Int. J. Hospitality M

egitimacy and altruism) used to explain tourism business behavior
orrespond to those in the broader literature.

Competitiveness, mostly related with a RBV orientation, aims
o explain firm environmental behavior as a result of believing
 PRESS
itality Management xxx (2011) xxx–xxx

that environmental protection may favor the development of some
valuable capabilities, such as stakeholder integration, continuous
innovation or higher-order learning. This is the most widely quoted
argument for business engagement, aligned with the classic objec-
tive of maximizing returns and obtaining competitive advantages
through cost reduction, sales increases, new market opportunities
and enhanced company image. Different studies identify compet-
itive advantages as reasons behind the adoption of sustainable
practices in tourism businesses (Knowles et al., 1999; Stabler and
Goodal, 1997). The “legitimacy” approach is close to institutional
theories, viewing CSR as a manner of compliance with social norms
and values to maintain reputation among a broader range of stake-
holders affected by the enterprise activity (Cheyne and Barnett,
2001; Ian, 1996). Finally, altruism aims to explain enterprise behav-
ior as “doing good” from accepting society and nature as the
greatest stakeholders (Ayuso, 2006; Rivera and de Leon, 2005;
Tzschentke et al., 2004).

The reasons outlined above explain the CSR practices recorded.
CSR practices in tourism can be classified into organizational and
operational activities (El Dief and Font, 2010). Organizational prac-
tices are relevant to the development and implementation of a CSR
management system that helps enterprises identify and manage
responsibility issues and consequences related to their operations
in a holistic and consistent way (Hooghiemstra, 2000), while opera-
tional activities fall under the traditional environmental, social and
economic dimensions (Holcomb et al., 2007; Inoue and Lee, 2010).
Management systems do not reduce impacts in themselves but they
introduce mechanisms to improve the environmental performance
through a structured and systematic process. Operational practices
involve modifications in both the production and operations sys-
tems and are industry-specific (Alvarez et al., 2001; Carmona et al.,
2004). In tourism-related enterprises these practices are broad and
sometimes ambiguous, as in other industries (e.g. environmen-
tal management, community involvement, customer relations, and
employee relation), yet dominated by environmental actions that
will cut operating costs, minimize resource consumption and intro-
duce green procurement (Ayuso, 2006; Bohdanowicz, 2006; Kasim,
2007b).

Following RBV thinking, several tourism academics propose
that CSR can have a positive correlation with CFP and is a source
of competitiveness in this sector, reporting how CSR positively
affects reputation, consumer satisfaction, attractiveness of a firm
as an employer, and employee commitment. The development
of firm’s unique resources and capabilities provide the basis for
a new strategy that usually has a positive impact on results.
The CSR actions reported in the literature are however limited
to environmental operational practices, most of which have a
positive business efficiency impact. Environmental operational
advantages may have short and medium-term returns (mainly
ecosavings), that require organizational practices to become longer
term returns from improvements in efficiency, enhanced product
quality, increased market share, reduced responsibilities, access
to new markets, motivation and employee satisfaction, improved
relationships community, access to financial assistance and wel-
fare benefits resulting from competition or legislation, as outlined
below.

Early studies reported hotel environmental policies and activ-
ities responding to direct financial rewards (e.g. energy and
waste management) and governmental requirements (Kirk, 1995).
Alvarez et al. (2001) concluded that age of facilities, size, chain
affiliation, stakeholder environmental pressures and using oper-
ational management techniques exert a lasting influence on the
ell? Corporate social responsibility reasons, practices and impacts
anage. (2011), doi:10.1016/j.ijhm.2011.04.013

degree of implementation of environmental management practices
by hotels and they also showed a positive relationship between
environmental management and financial performance. Carmona
et al. (2004) suggested that affiliation to a group is associated with

dx.doi.org/10.1016/j.ijhm.2011.04.013
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higher level of environmental performance but not necessarily
ith economic performance. Claver et al. (2007) reported that envi-

onmental proactivity does not strongly impact on organizational
erformance, although performance levels increase alongside envi-
onmental proactivity. Meanwhile Rodríguez and Armas (2007)
ound a positive relationship between CSR and return on assets,
nd Nicolau (2008) concluded that CSR is considered value-added
hare prices.

There growing tourism literature studying the CSR–CFP rela-
ionship explicitly (Inoue and Lee, 2010; Kang et al., 2010; Lee
nd Park, 2009) has found a positive relationship in both the
hort and long terms. Using an aggregate CSR measure, Lee
nd Park (2009) found a positive CSR–CFP relationship in hotels
nd no relationship in casinos. Kang et al. (2010) examined
he effects of positive (proactive) and negative (reactive) CSR
ctivities on CFP for tourism-related industries (airline, casino,
otel, and restaurant) and for hotels and restaurants they found
positive impact of positive CSR activities on firm value, but

o significant impact on profitability. Finally, Inoue and Lee
2010) disaggregated CSR into five dimensions based on corpo-
ate voluntary activities for five primary stakeholder issues and
xamined how each dimension would affect financial performance
mong enterprises within four tourism-related industries (airline,
asino, hotel, and restaurant). While all CSR dimensions were pro-
osed to have positive financial effects, results revealed that each
imension had a differential effect on both short and long term
rofitability and that financial impacts varied across the four indus-
ries.

. CSR reasons, practices and impacts in small and medium
ccommodation enterprises

The study of CSR practices in SMAE is limited to pro-
nvironmental behavior and therefore broader small and medium
rms’ (SME) literature is used to complement this section. As
zschentke et al. (2008b) indicate, few studies have considered
heir distinctive features, namely lack of structured decision-

aking and information control, financial instability, greater risk
xposure mixed with a strong need for independence and also
great importance of owners’ values and a strong identification

etween owners and their enterprise.
Early studies of CSR engagement in SMAE identified the intro-

uction of simple practices, usually related to cost savings, which
ot needed an organizational system of innovation and envi-
onmental management. Different authors (Kirk, 1995; Knowles
t al., 1999) report eco-savings driven environmental actions while
zschentke et al. (2004) report the importance of ethical and
ocial reasons alongside economic ones. Both show that scarcity of
esources and the pursuit of competitive advantage played a cru-
ial role in SME decisions, while legislative practices (particularly
reen tax incentives or subsidies) also influenced developing new
olicies or practices (Bonilla et al., 2011). Both Tzschentke et al.
2004) and Sampaio et al. (2012) found substantial savings made
n energy, recycling and water management, that most (environ-

entally certified) respondents were not aware or able to identify
ecause they did not have methods of monitoring or because they
ere introduced for altruistic reasons.

In a subsequent study, Tzschentke et al. (2008b) reported value-
riven decisions to become environmentally friendly for SMAE,

nfluenced primarily by the development of environmental con-
ciousness and personal, socio-cultural and situational factors of
Please cite this article in press as: Garay, L., Font, X., Doing good to do w
in small and medium accommodation enterprises. Int. J. Hospitality M

he individual business-owners. The fact that the values and beliefs
ere a powerful motivator to implement CSR meant that if the most

requent barriers (usually budget) were largely eliminated, taking
ction was likely. Sampaio et al. (2012) also found that owners’
 PRESS
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worldviews, higher self-efficacy beliefs and mastery goal orienta-
tion were critical in guiding the level and type of environmental
practices chosen for adoption.

Both studies reported above focused on sustainability certified
SMAE, and would differ from the average behavior of tourism firms.
Other authors found that positive environmental attitudes rarely
translate into concrete actions (Tilley, 2000), with owner-managers
less financially oriented being less willing to adopt innovations
(including CSR), whereas those willing to introduce CSR also had
financial expectations from adopting them (Sampaio et al., 2012).
Kasim’s (2009) study of explicit CSR–CFP relationships reports that
managers did not go beyond the basic common sense of cutting
their water and energy costs, indicating a lack of clear and adequate
knowledge about environmental management, and their tendency
to be “politically correct” in relation to CSR issues.

Some studies have also shown that enterprise size and lack
of resources in particular affect the proactivity of environmental
strategies and that SME’s because they think it can reduce their
profitability (e.g. Russo and Fouts, 1997). It may therefore lead to
the argument that RBV of the enterprise should be reinterpreted for
SMAE, given that their acquisition of resources, skills development,
strategies and the resulting product cannot be the same as in large
enterprises, in the same way that they have different CSR reasons
(Aragón et al., 2008).

5. Instrument design

The literature has provided the background to study the reasons
for SMAE to engage in CSR practices, the dimensions and categories
of the implemented practices, the relationship between CSR and
CFP (if any), and finally how managers’ reasons influence the rela-
tionship (and its sign) between CSR and CFP. Following that, an
on-line survey was constructed with (among others) three main
sections: (1) enterprise characteristics and financial health, (2) CSR
practices and (3) explanatory variables to interpret the relation-
ship between the previous two, highlighting the reasons for CSR
engagement.

Enterprise characteristics include issues that previous studies
have shown to impact on ability and willingness to engage in CSR.
Beginning with management variables include gender, because
previous research suggests that females are more likely to imple-
ment CSR measures (Deng et al., 2006; El Dief and Font, 2010).
Another variable was the manager’s age (measured in three levels:
less than 40, 41–60 and 61 and over) thinking that the era in which
one is brought up is central to determine its values, attitude and
behaviors (Petts, 1998; Rivera and de Leon, 2005). Educational level
(measured in four levels: primary secondary, university degree and
university postgraduate) was included given the possible relation-
ship of education with CSR behavior (Ewert and Baker, 2001; Rivera
and de Leon, 2005).

Enterprise variables included the establishment antiquity
(Shrivastava, 1995b) measured in six levels (less than 3, 4–10,
11–20, 21–30, 31–40 and 41 and over), aiming to test if older
and most stable enterprises are more willing to implement CSR.
Another important variable was the affiliation of the establishment
to a brand or chain (Carmona et al., 2004), with the purpose of
detecting whether the fact of belonging to a group facilitated the
implementation of CSR because of the pressure of this stakeholder
(Alvarez et al., 2001; Ayuso, 2006; Bohdanowicz, 2006). Family-
ownership (Getz and Petersen, 2005) was one of our key variables,
because if we are talking about SMAE is very likely to find a large
ell? Corporate social responsibility reasons, practices and impacts
anage. (2011), doi:10.1016/j.ijhm.2011.04.013

number of family businesses and this should have a significant
impact on the management of the company itself and the rea-
sons and behavior related to responsibility, especially in relation
to working conditions and other social measures.

dx.doi.org/10.1016/j.ijhm.2011.04.013


 ING Model
H

4 f Hosp

m
p
m
r
a
a
G
s
s
5
1

o
s
u
w
2
L
B
i
t
s
h
s

t
E
a
w
w
z
2
v
2
e
a
f
s
e
e
t
m

i
m
f
e
p
s
c
f
t
d
w
s

i
l
b
l
a
o
m
n
t

ARTICLEM-1083; No. of Pages 9

L. Garay, X. Font / International Journal o

Establishment type and category (Alvarez et al., 2001) was
easured for all types of accommodations (hotels, self-catering,

ensions, campsites and rural tourism suppliers). Considering that
ost hotels and pensions are located in the urban and coastal ter-

itories and rural houses in inland spaces, we could also see if there
re differences related to location (Carlsen et al., 2001). Size was
nother key variable (Aragón et al., 2008; González-Benito and
onzález-Benito, 2006; Henriques and Sadorsky, 1999), with most
tudies having focused on large firms. In this study size was mea-
ured through two parameters, the number of employees (less than
, 6–10 and over 10) and bed spaces (less than 5, 6–10, 11–100,
01–500 and over 500).

This was followed by questions on the financial performance
f the enterprise, using as proxies the number of months in high
eason, the average prices in low and high seasons, the financial sit-
ation of the establishment and the managers’ level of satisfaction
ith the financial situation (Alvarez et al., 2001; Carmona et al.,

004; Claver et al., 2007; Inoue and Lee, 2010; Kang et al., 2010;
ee and Park, 2009; Nicolau, 2008; Rodríguez and Armas, 2007).
oth financial situation and its related satisfaction were measured

n three levels (poor, average, good). We have included the satisfac-
ion because it could be possible that CFP was in an average or poor
ituation but the present satisfaction could be good, and that could
ave an impact in the reasons related with CSR implementation,
pecially thinking in altruistic behaviors.

The analysis included also variables on quality and environmen-
al certification because different studies (Chan and Wong, 2006;
l Dief and Font, 2010) have shown the importance of certification
s a vehicle to respond to stakeholder CSR demands. In the survey
e asked the establishment if it was certified or not and if so what
as this certification. For the CSR practices section, both organi-

ational and operational variables were included (El Dief and Font,
010), the latter as a battery of environmental, social and economic
ariables (Holcomb et al., 2007; Inoue and Lee, 2010; Kang et al.,
010). Among the environmental measures were evaluation of the
nvironmental impact, energy and water saving activities, use of
lternative energy sources, waste recycling, use of environmentally
riendly products, the fact of choosing environmentally friendly
uppliers, to encourage customers to save energy and water, to
ncourage customers to use environmentally friendly products, to
ncourage customers to contribute to initiatives for the protec-
ion of the environment and an open response to introduce other

easures.
Related with social measures they were evaluation of the social

mpact, collaboration with social projects, support to local com-
unity development and heritage conservation, adaptation of

acilities for disabled people, promotion of gender equality in the
mployment practices, to choose staff with disabilities wherever
ossible, seek to balance work and family life for the staff, to choose
uppliers that demonstrate their social responsibility, to encourage
ustomers to contribute to social initiatives, to encourage respect
or the language of the area, to encourage customers to respect
he destination and an open response for other measures. Social
imension of responsibility is not as popular as environmental and
ith these variables we wanted to contribute to knowledge in this

ense, making a wider consideration of CSR.
Finally, the economic measures were evaluation of the economic

mpact of the business activities in the local community, to choose
ocal staff wherever possible, the fact of having staff salaries not
elow industry average, to encourage customers to consume/use

ocal products, to encourage customers to contribute to charitable
ctivities, to choose suppliers that contribute to the local devel-
Please cite this article in press as: Garay, L., Font, X., Doing good to do w
in small and medium accommodation enterprises. Int. J. Hospitality M

pment and, another time, a open response for other economic
easures. If we said that social measures have generally been

eglected by CSR analysis, with economic measures this is even
ruer. It seems that economic factors could be excluded from the
 PRESS
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influence of responsibility, but without including this dimension
we thought that it was not possible to really speak about CSR.

The final part of the survey reviewed the altruistic, economic and
legitimization reasons for implementing CSR. As explained in pre-
vious paragraphs these were the three main reasons to understand
the introduction of CSR. Altruistic reasons included environmen-
tal protection (Bansal and Roth, 2000; Morrow and Rondinelli,
2002) and personal values and lifestyle (Ayuso, 2006; Rivera and
de Leon, 2005; Sampaio et al., 2012; Tzschentke et al., 2004;
Tzschentke et al., 2008b). Economic reasons were competitive-
ness cost-reduction and marketing/image strategy (Nicolau, 2008;
Porter and van der Linde, 1995; Shrivastava, 1995a). Legitimization
reasons were legal and governmental compliance (Chan and Wong,
2006; González-Benito and González-Benito, 2006; Kasim, 2007b;
Rivera, 2004) and stakeholder pressure (Alvarez et al., 2001; Cheyne
and Barnett, 2001; El Dief and Font, 2010; Henriques and Sadorsky,
1999; Ian, 1996). The final questions on reasons to implement CSR
were related to the capacities and abilities of managers to imple-
ment them (Sampaio et al., 2012) and the barriers or obstacles to
CSR engagement (Kasim, 2007a; Tzschentke et al., 2008a).

Related with this we have asked the owners/directors about
their capacity to identify measures to make the business more
responsible, to manage unexpected problems that come up in
implementing these practices, to find useful information on envi-
ronmental and social actions, to share experiences with other
businesses, to ask advice to public sector organizations, to identify
business activities that can be detrimental to the environment and
to identify business activities that can be detrimental to the local
and global society. Finally, related with the barriers we have asked
what stop them from taking more sustainability measures, consid-
ering lack of time, lack of money, do not know what to do, the fact
that the customers have not asked for it and the fact that anybody
will value it, based on the research by Sampaio et al. (2012).

6. Methodology

Our empirical research was conducted in Catalonia, a traditional
developed tourist destination in Spain. Tourism is a key economic
driver in the region, with 11% of GDP and about 200,000 peo-
ple employed in this sector (Idescat, 2010), mostly in small and
medium sized companies. Catalan micro-enterprises (with 10 or
less employees) are around 90% of the enterprises in tourism (INE,
2003–2010), in keeping with the European average (EU, 2004).
There should be no major differences with other mature tourist
destinations in developed countries: the reasons and behaviors of
managers, its resources, the environmental, social and economic
conditions or stakeholder pressures do not differ significantly,
despite these indicators and the history of tourism development
in the destination, and even considering the existence of specific
cultural elements, such as sensitivity to protect the own language.

6.1. Sample and data collection

A self-completion questionnaire was distributed to all accom-
modation managers (all ratings of hotels, self-catering, pensions,
campsites and rural tourism suppliers) regardless of their current
level of CSR engagement, as previously done by Carlsen et al. (2001)
and Revell et al. (2010). The survey was tested with in depth inter-
views and mailing tourism academics, CSR experts and hoteliers to
strengthening the content validity of the study. Academics helped
ell? Corporate social responsibility reasons, practices and impacts
anage. (2011), doi:10.1016/j.ijhm.2011.04.013

to adjust questions to the literature and the CSR experts pointed
at different shortcomings in the study, as for example the need
to incorporate different levels of agreement/disagreement in the
answers about the entrepreneur’s ability to introduce responsi-

dx.doi.org/10.1016/j.ijhm.2011.04.013
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le practices, to introduce questions about local identity and other
ocio-cultural issues and also to consider customer feedback.

The refined questionnaire was subjected to further testing
his time with two accommodation managers (one specialized in
mall tourism enterprises and another with large chain hotels).
hey identified shortcomings in measuring financial performance
nd working conditions that they suggested managers would not
espond to in their current format. As a result, questions per-
eived to be potentially problematic were left optional, although
5% reported their academic level and 77% the financial situation
f the enterprise or managers’ satisfaction with CFP. The survey was
istributed both in Catalan and Spanish for cultural sensitivity and
o improve response rates, as suggested in the pre-testing phase.

The population for this study was the entire accommodation
ector in Catalonia, composed by 5906 establishments in 2009
Idescat, 2010). The sampling frame was a database with tourist
ccommodation enterprises (including emails) provided by the
atalan regional government (DIUE, 2010) with 3838 establish-
ents, of which 3225 had valid accommodation emails (excluding

hose that did not work and also instances where one email was
sed for several linked properties). The survey began with a soft
elease to 150 enterprises as a further test. When the survey method
as further validated, three rounds of data collection including two

eminders were used to gather responses over a 6 week period, in
eptember–October 2010.

The response rate of 12% (394 establishments) provided valid
nd reliable results with a sampling error of 5%, a confidence level
igher than 95% (Fischer, 1956) and a level of heterogeneity of 50%
onsidering the traditional assumptions of a normal distribution.
he Cronbach’s Alpha Statistics for the main CSR variables resulted
n ˛s positive and near 1, suggesting that differences between
on-participant and participant enterprises were not statistically
ignificant. The sample and population have similar percentages of
nterprises by its size and number of employees (INE, 2003–2010).
his cautiously suggests generalizability within the constraints of
orking from a sampling frame of businesses with emails, and
irecting the survey to the enterprise manager reduces the partici-
ation of enterprises where the person receiving the survey might
ot be best placed to answer.

. Results

The sample received reflects closely the profile of accommo-
ation enterprise in Catalonia: 77% of the respondents have five or
ewer workers and 86% have ten or fewer. It is important to remem-
er that these are SMAE, with 86% being micro-enterprises, and it

s unlikely that any of the remaining 14% will have more than 250
mployees to qualify as large firms. This is also confirmed by the
act that 33% have fewer than 10 bed spaces and 86% have fewer
han 100. Furthermore, 90% of them are family enterprises, 55%
ave been in operation less than 10 years, and 80% are indepen-
ent enterprises, not affiliated with any brand or hotel chain. 55%
re rural houses mostly in the countryside, with 26% being tradi-
ional hotels, mostly middle and lower class, many of which are
ocated in cities and by the coast (8% are campsites and 11% pen-
ions). Only 24% have some sort of quality certification. The average
rice for a double room is relatively low and there is little differ-
nce in prices between seasons (62 Euros in high and 55 Euros in
ow season). About 75% have less than 4 months of high season, yet
nly 10% said their financial situation was bad and only 15% are not
atisfied with their business results in the last two years (although
Please cite this article in press as: Garay, L., Font, X., Doing good to do w
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ajority of responses said that the situation was regular).
These managers believe customers choose their accommoda-

ions primarily for their quality (30%) and location (24%), while
rice is perceived to not be very important (5%). 52% of the cus-
 PRESS
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tomers used the Internet as the primary means of finding the
accommodation provider, followed by word of mouth (20%) and
repeat customers (13%), while advertisements in traditional media,
travel agencies and tour operators are almost negligible market
sources. The main markets are regional (67% of customers are from
within Catalonia), international (19.5%) and other Spanish regions
(13.5%). The profile is family groups (40%) and couples (22%) staying
two to three days (78%) arriving by car (90%).

7.1. Sustainability practices

Most of these enterprises claim that they are introducing envi-
ronmental practices that go beyond initial assumptions that only
simple operational eco-savings practices would take place. While
the widespread environmental responsibility practices reported
are waste recycling (88%) and energy and water savings (77%),
between 30 and 45% of enterprises report some other operational
and organizational practices, as environmental accountability, use
of alternative energy sources and ecological products, environmen-
tal promotional initiatives among customers and also working with
responsible suppliers.

Social responsibility practices reported suggest support of local
development and heritage conservation (68%), promotion of the
regional language (66%), promotion of civic attitudes among cus-
tomers (65%) and gender equality (56%). Between 30 and 45%
of enterprises report cooperating in social projects, installing
infrastructure suitable for disabled customers or work-life balance
practices. Economic responsibility practices reported were pro-
moting local products consumption (80%), recruitment of workers
from the same locality where the establishment is located (59%),
choosing providers that promote local development (56%) and pay-
ment of a salary higher than the sector average (54%). Respondents
believe that customers occasionally value these practices (almost
70%), that 22% value them positively and that only 8% see them neg-
atively. Sustainability actions are communicated mostly informally
(61%) and less often on the enterprise website (17%).

7.2. CSR–CFP relationship

The analysis provided interesting correlations between sus-
tainability practices and financial health of the establishments
(see Table 1). Environmentally, eco-saving practices correlate pos-
itively, albeit slightly, with the financial situation of the enterprise
(Pearson .161, sig. .005) and the financial expectations of managers
(Pearson .141, sig. .009). Environmental impact assessment has also
a positive correlation (Pearson .109, sig. .045) with CFP satisfaction.
In analyzing social practices, there is a positive correlation between
social impact assessments and managers’ CFP satisfaction (Pearson
.146, sig. .007). In economic practices, fair wages correlates posi-
tively with CFP (Pearson .120, sig. .037). Another finding is in the
direction of the CSR–CFP correlation. We have found that there is a
bidirectional relationship between some CSR practices and CFP but
these models have a very low R2 (between 0.01 and 0.03) because
CFP is obviously explained by many more variables, and finally
we have chosen to conservatively not include these results in our
analysis.

Although 86% of the sample is made up of micro-enterprises, the
establishment size has some impact on the results and the practices
implemented. Considering size as the number of workers, there is a
positive relationship between a larger establishment and different
result indicators (higher occupancy rate, higher prices, better CFP),
but curiously a negative association with CFP satisfaction. Size and
ell? Corporate social responsibility reasons, practices and impacts
anage. (2011), doi:10.1016/j.ijhm.2011.04.013

CSR correlations offer new results. While there is a positive cor-
relation with eco-savings, environmental protection, collaboration
with social projects, adapted facilities, contracting workers with
disabilities and local people, gender equality measures and paying

dx.doi.org/10.1016/j.ijhm.2011.04.013
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Table 1
CSR–CFP correlations in small and medium accommodation enterprises.

Environmental impact
assessment

Implementing energy and/
or water saving practices

Social impact assessment Paying fair wages

Corporate financial performance (CFP)
P. correlation .057 .161** .030 .120*

Sig. (2-tailed) .325 .005 .608 .037
N 302 302 302 302
Satisfaction with CFP in the last two years
P. correlation .109* .141** .146** .034
Sig. (2-tailed) .045 .009 .007 .531
N 337 337 337 337
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* p < .05.
** p < .01.

air wages, we found negative correlations with local development
upport, heritage protection and promotion consumption of local
roducts. In any case, what is more important for us is that the
stablishments with less than 5 workers report a higher CSR–CFP
elationship in the same issues that in the whole sample (with
he exception of fair wages) and new positive correlations in other
ractices, as contracting responsible suppliers and balancing work
nd personal life. Finally, there is no correlation in any variable for
he rest of the groups (6–10 and over 10 employees), which seems
ogical given their little weight in the sample.

It is also worth adding that there are significant correlations
etween having a quality certification and the introduction of CSR
ractices, especially in the case of the environment, but results need
o be read with caution as certified enterprises made up 25% of the
otal sample (i.e. disproportionately high compared to the popula-
ion). It is also important to add that family businesses are more
illing to introduce labor welfare, which is logical given that the
orkers are mostly part of the same family, and rural tourism SMAE

re usually more satisfied with their financial performance. Related
ith the barriers, it is finally worth pointing that the enterprises

elieving their main limitation to introduce CSR to be the lack of
udget correlate negatively with CFP satisfaction (Pearson −.127,
ig. .019), which may be related to those owners who are more
ensitive to the economic management of their enterprise.

.3. Reasons and barriers for engaging in sustainability

The reasons reported for accepting responsibility for sustain-
bility are varied. Respondents were asked to choose four reasons
ut of twelve. Altruistic reasons related to environmental protec-
ion (85%), lifestyle (64%) and social commitment (61%) are the
hree top reasons reported. Economic and competitive reasons are
mportant, but remain in secondary and only in relation to reduc-
ion of costs (56%) and the need to differentiate the enterprise image
40%). Legitimization to public sector and private sector stake-
olders (tour operators and hotel chains) is less important, with

egislation compliance (29%) being the only significant response.
The main reported answer for preventing SMAE from taking

ore sustainability practices (the barrier) is the lack of budget
76%), implicitly assuming that being sustainable means increas-
ng costs, or at least making investments without short repayment
eriods. Related with their capabilities, most respondents believe
hey could improve their CSR accountability (6.6 out of 10), over-
ome CSR implementation challenges (6.5), find useful information
6.4), share experiences with other enterprises (6.6), seek advice
rom public bodies (5.9), and identify enterprise activities harmful
o the environment (7.3) and people (6.9). Managers were ques-
Please cite this article in press as: Garay, L., Font, X., Doing good to do w
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ioned also on their capacity to perform new tasks, showing a
ignificant correlation between the preference for tasks that require
earning new things and being satisfied with their financial situa-
ion (Pearson .127, sig. .020), and undertaking most environmental,
social and economic accountability practices. We interpret this to
potentially be reflecting a substantial percentage of owners ori-
ented to entrepreneurship (74%).

7.4. CSR engagement and the relationship between CSR practices
and CFP

The next step was to assess the influence of sustainability
engagement (CSR) on financial results (CFP). For the largest group of
enterprises whose main motivation was environmental protection
for its sake (85% of the sample), there is a correlation between self
reported healthy enterprise performance with managing energy
and water consumption (Pearson .138, sig. .025). However, the 15%
of the enterprises said to not implement CSR activities for this
altruistic reasons show a considerably higher correlation between
a good financial situation and eco-saving actions (Pearson .329,
sig. .038), use of alternative energy (Pearson .334, sig. .035) and
specially waste recycling (Pearson .444, sig. .004). The same type
of relationship (stronger correlation among respondents without
altruistic reasons) is found in the social impact assessment variable.
Finally, in economic practices, we only find a strong relationship
between CFP and fair wages (Pearson .468, sig. .002) for those 15%
who do not have this altruistic environmental motivation.

Among the group of enterprises whose main motivation was
lifestyle (64% of the sample) we have found a significant correlation
between managers’ CFP satisfaction against practices for water and
energy savings (Pearson .176, sig. .008). It is worth highlighting that
the relationship is not against enterprise performance, but their sat-
isfaction against their own expectations. And again, the 35% that
did not engage in sustainability for lifestyle reasons have a much
greater correlation with engaging in eco-savings (Pearson .224, sig.
.025). Related with this latter group and the implementation of
CSR practices, there are also positive correlations with the satis-
faction of financial performance on two practices, environmental
impact assessment (Pearson .159, sig. .017) and collaboration with
social projects (Pearson .133, sig. .046) and no correlations within
economic CSR and CFP.

A third variable suggesting altruistic reasons was that of social
commitment (61% of the sample). In this case there is a slight corre-
lation between the environmental impact evaluation and financial
performance (Pearson .145, sig. .045) and financial satisfaction
(Pearson .148, sig. .032) but again there is a stronger correlation
between the introduction of eco-savings and financial performance
(Pearson .271, sig. .004) and between eco-savings and financial sat-
isfaction (Pearson .298, sig. .001) for those who do not have this
motivation. Social and economic practices have only weak positive
correlations between CFP and social impact assessment, introduc-
ell? Corporate social responsibility reasons, practices and impacts
anage. (2011), doi:10.1016/j.ijhm.2011.04.013

tion of gender equality and implementation of fair wages.
Two reported economic reasons were analyzed, engaging in

CSR for cost savings (56% of the sample) and image differentiation
(40%). There is a significant CSR–CFP correlation for respondents

dx.doi.org/10.1016/j.ijhm.2011.04.013
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ot engaging in CSR for cost saving reasons (Pearson .204 and .185
etween financial satisfaction and eco-saving practices and alter-
ative energy sources), while the correlation is lower for those
ngaging in CSR for cost savings (Pearson .159 between financial
erformance and eco-savings implementation). Social and eco-
omic CSR and CFP practices did not correlate to the same extent in
his group. There is a positive correlation between the promotion of
ender equality and financial performance (Pearson .178, sig. .021),
etween social assessment and financial satisfaction (Pearson .171,
ig. .018) and between the establishment of fair wages and financial
esults (Pearson .165, sig. .032).

The enterprises seeking image and marketing differentiation
enefits behind their CSR engagement show also more interesting
esults. Both CFP variables (financial performance and managers’
atisfaction with it) are correlated with eco-savings practices (Pear-
on .242, sig. .006 and .214, sig. .012) and there is also a slight
orrelation between financial performance and the promotion of
cological products. Among the social practices it is only pos-
ible to highlight the correlation between the CFP and social
mpact evaluation for those who do not have this motivation and
etween economic practices there is no significant correlation.
inally, the stakeholder legitimization motivation of legal com-
liance, reported by 29% of the sample, shows another strong
orrelation with both CFP variables (financial performance and
anagers’ satisfaction with it) and eco-savings practices (Pearson

302, sig. .008 and .279, sig. .008), but no significant correlation
etween CFP and social or economic practices.

. Discussion

Most previous studies have used one prism to explain CSR
ngagement, while this research corroborates for the first time
hree reasons that are not mutually exclusive. Environmental and
ocietal altruistic and lifestyle reasons bring entrepreneurs to make
ecisions that, for them, must not be exclusively elated to busi-
ess profits (Carlsen et al., 2001; Tzschentke et al., 2008a; Vernon
t al., 2003). Conversely, economic and competitiveness reasons,
specially cost-reduction and image differentiation, explain a con-
iderable part of why enterprises engage in sustainability. Finally
egitimization reasons ranked as a low third, but we have to con-
ider that many altruistic reasons could be implicitly understood
s broader stakeholder reasons.

CSR practices reported partially coincide with previous studies,
ith cutting operating costs and minimizing resource consumption

eing the most common (Ayuso, 2006; Bohdanowicz, 2006; Kasim,
007a,b; Kirk, 1995; Tzschentke et al., 2004). But, as a new contribu-
ion, this research has also shown that there are other meaningful
ractices implemented across the triple bottom line beyond these
arly eco-savings, reporting relevant social and economic practices
uch as local development and heritage conservation, promotion of
dentity, civic attitudes and consumption of local products, recruit-

ent of local workers, fair wages and gender equality. This is
elevant because most literature has focused on environmental
ssues, but also because these socio-economic activities are not
nfluenced by the same eco-savings mentality that has dominated

uch of the rhetoric being the business case for sustainability.
ore research is needed to understand whether these actions are

aken at least partly to be responsible towards the local society and
conomy, or for other reasons.

Some of these practices appear to be directly motivated by com-
etitiveness reasons, whether in the short term or for the purpose
Please cite this article in press as: Garay, L., Font, X., Doing good to do w
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f gaining competitive advantage in the long term, as understood by
he RBV (Aragón et al., 2008). However other practices cannot only
e explained by economic reasons, but legitimization and altruism.
or example, while saving energy and water (77% of the sample)
 PRESS
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would have an economic motivation (although not exclusively),
recycling (88% of the sample) is less likely to have an economic
incentive in the Spanish context and its origin could be placed in
stakeholder pressure (probably local or regional administration or
social norms) or in altruistic reasons.

Because both CSR reasons and practices are self-reported, one
needs to be cautious before drawing conclusions without further
research. Furthermore what is not clear from this data is up to which
extent the CSR practices reported are explicitly taken for moral rea-
sons, habit and convenience, or other unexplained variables. This
is particularly important for the less researched socio-economic
practices. However we should not dismiss the results because
they do not fit well with some earlier thinking there is increas-
ing evidence of “business case” CSR proactivity in SME (Revell
et al., 2010) that goes well beyond the reported apathy from
ten years earlier (Hillary, 2000; Tilley, 2000) suggesting that the
awareness–value–action gap is closing.

Furthermore, the holy grail of the CSR–CFP literature is to prove
that enterprises do well by doing good. Perhaps the most important
result of this research is to prove a positive CSR–CFP correlation for
SMAE, considering that most previous research focused on man-
ufacturing and large service sector enterprises. In this sense, the
implementation of eco-savings, one of the most discussed practices
in literature (Kirk, 1995; Knowles et al., 1999), resulted in a CFP
improvement but this study also revealed a previously unreported
positive correlation between CFP and CSR triple bottom line actions
such as environmental assessment, social impact assessment and
paying fair wages. This supports a “good management” argument
in keeping with the findings that motivating staff in meeting the
objectives of the enterprise also results in better CFP (Holcomb
et al., 2007; Inoue and Lee, 2010). These results can be also inter-
preted as a form of CSR driven by (staff) stakeholder legitimization,
or they can also be partially explained by the large proportion of
family enterprises surveyed who may not have staff other than
family members.

We have also seen that size matters, but curiously in the oppo-
site direction previously reported: enterprises with less than 5
workers had a strongest CSR–CFP positive correlation. Another
new finding is related with the direction of CSR–CFP relationship:
despite significant relationships between the variables none of the
regressions in each direction had sufficient explanatory value (with
R2 between 0.01 and 0.03). It seems that this relationship is actu-
ally bi-directional, but obviously there are many more variables
explaining CFP.

In addition we have gone a step further reviewing the reasons
given by these enterprises and its impact on CFP, as suggested
by De Bakker et al. (2005). In this sense, those implementing
CSR actions for non-altruistic reasons report a better CSR–CFP
result, although the CSR–CFP relationship is also greater for
those who are not motivated by a simple cost reduction, which
in itself is imitable and therefore not a long term source of
competitive advantage. In fact, this relationship is stronger for
enterprises reporting image differentiation and legal compliance
as its main reason. The RBV approach can be also better sup-
ported by these marketing reasons which are more long term and
less imitable. Instead, the CSR–CFP relation for enterprises acting
as legal requirement (compliance with public sector norms) can
be interpreted through a Transaction Cost Economics perspective,
arguing that enterprises implementing CSR may do so to avoid
higher costs from more formalized contractual compliance mech-
anisms.

Either way, the data corroborates, for the tourism and hospital-
ell? Corporate social responsibility reasons, practices and impacts
anage. (2011), doi:10.1016/j.ijhm.2011.04.013

ity sectors, the arguments of authors as Aragón et al. (2008) that it is
possible for small enterprises to adopt proactive CSR practices that
lead to superior CFP via capabilities such as closer communication
and interaction, owner’s vision, management flexibility or differ-

dx.doi.org/10.1016/j.ijhm.2011.04.013
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nt external relationships. The entrepreneurial orientation (Getz
nd Petersen, 2005) was also one of the most important SME capa-
ilities, as also we have seen in this study. Therefore approaches
uch as the RBV or “good management” may also be accepted
or the SMAE, when taking into account their specificities in rela-
ion to the role played by the business-owner of these enterprises,
ho is most often also the manager. In that sense, it is worth re-

mphasizing that the data shows how sustainability is explained
s a value-driven journey, influenced primarily by the develop-
ent of environmental consciousness and personal, socio-cultural

nd situational factors of the individual business-owners. Follow-
ng Sampaio et al. (2012) in this study we have seen that SMAE

anagers are basing their CSR decisions mostly in their worldviews
nd that most of them seem to be confident with their self-efficacy
nd goal orientation.

Altruism and competitiveness are not mutually exclusive. What
ould be more possible is that these managers need more support
n acting sustainably while gaining business performance (Revell
t al., 2010; Tzschentke et al., 2008b). Public administrations that
ocus their policies on the business case, CSR–CFP relationship will
owever only speak to a narrow audience, and fail to engage those
usinesses driven by altruistic values. There are obvious dangers in
olicy makers putting too much faith on the business case for CSR as
he only route to changing SME behavior. Emphasizing the business
ase may well work for some SMAE, yet this needs to be coupled
ith a complementary suite of push and pull actions (Revell et al.,

010).

. Conclusions

This paper contributes to the understanding of the reasons, prac-
ices and impacts of corporate social responsibility implementation
n small and medium accommodation enterprises. Most litera-
ure has analyzed large manufacturing enterprise while both the
ourism sector and SME have received less attention. This arti-
le differs from much of the tourism and hospitality literature
tudying CSR behavior in surveying all accommodation firms, not
ust those having shown a pro-sustainability behavior. This paper
resents how these small and medium accommodation enterprises
re introducing responsibility mainly for altruistic reasons, related
ith the need of protect environment and personal and lifestyle

alues. These practices embrace all three environmental, social and
conomic dimensions, and they are implemented through opera-
ional and organizational mechanisms.

Responsibility practices are becoming more and more important
or small and medium enterprises. Most of these enterprises report
o be already implementing new actions, but they still have a long
ay to go. Further research is needed analyzing the self reported
ractices with site-based audits, coupled with manager interviews
o understand the underlying reasons for their answers. Most prac-
ices, especially the environmental ones, still remain in the early
perational stages and are driven by cost-savings, although there
as been progress in the economic and social dimensions. It is
lso found that some of these practices have a positive impact in
nancial performance. While small and medium enterprises have

ewer skills and opportunities that larger enterprises to implement
hese practices, the entrepreneurial character and altruistic values
f many of its managers and owners have facilitated the introduc-
ion of such practices. Emphasis in the future should be placed on
mproving the CSR planning and management and on communi-
ation and customer loyalty resulting from more real, authentic
Please cite this article in press as: Garay, L., Font, X., Doing good to do w
in small and medium accommodation enterprises. Int. J. Hospitality M

xperiences.
One of the most important findings lies in the fact that most

nterprises undertaking CSR activities did so for altruistic reasons.
he research however provides evidence that CSR–CFP is stronger
 PRESS
itality Management xxx (2011) xxx–xxx

for enterprises motivated for reasons other than altruism, but
instead competitiveness (image differentiation) and stakeholder
compliance (public sector norms) reasons. These are interpreted
as arising from more structured CSR planning, management and a
better translation to CFP improvement, and greater willingness to
tackle new learning opportunities and challenges. A variety of fur-
ther studies are needed, among them a longitudinal study with the
same population analyzing the impact of specific government inter-
ventions, sustainability learning processes by enterprises moving
from values to actions, site audits of sampled businesses represen-
tative of the different typologies to measure the value–action gap,
and comparative studies between more and less developed tourist
destinations, would all provide further valuable explanations
for the changing behavior of small accommodation enterprises
towards taking responsibility for being more sustainable.
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