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Abstract
The research paper examines the challenges and opportunities of promoting sustainable practices in independent hotels. Grounded in three foundational theoretical frameworks, the Triple Bottom Line, Stakeholder Theory, and Circular Economy principles, the study analyses how independent hotels can advance sustainability under conditions of restricted resources, using Morgan Hotel, Swansea, as the primary case. The frameworks provide an analytical lens for assessing sustainability implementation in resource-constrained hospitality settings. The current sustainability practices at the Morgan Hotel are well known and were brought together holistically during the research. The barriers and areas for improvement within the central operating units are thoroughly evaluated and addressed. The research addresses a major gap in the literature on sustainability in independent hotels.
The research objectives provide a comprehensive review of the literature on sustainability in independent hotels. The current procedures at the case study hotel are examined using online sources. Possible implementation issues are discussed across all food and beverage processes at the departmental level. Opportunities for improvement based on industry’s best practices are evaluated for practical applicability. Practical recommendations for independent properties are proposed based on the research findings and analysis. A qualitative case study design is applied, and secondary research, including peer-reviewed journals, is utilised. The assessment of sustainability practices across all operating departments is conducted through systematic content analysis.
The findings indicate that free-standing hotels face critical issues, including a lack of funds. Most independent hotel operations today lack expertise in sustainability. The food and beverage departments are major impediments to advancing sustainability efforts due to their complex operations. Ensuring uniformity in green practices across all service domains remains a daily operational issue. However, the prospects for improving energy efficiency, waste management, and sustainable procurement are considerable. Other avenues include employee involvement programmes and harnessing demand and supply among guests staying in environmentally responsible accommodation. The study shows that Morgan Hotel has implemented a sustainability system in its operations.
The research found that increasing sustainability in autonomous hotels must be implemented strategically in phases. Environmental objectives must always be balanced with on-the-ground operational realities and the financial resources available for implementation. Practical recommendations include conducting rigorous energy audits and setting official waste minimisation targets for operations. These measures have both environmental and operational effects, creating opportunities to utilise resources more efficiently. Situation-specific approaches that consider the drawbacks and opportunities of independent properties are particularly topical today.
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[bookmark: _Toc222978808]Chapter 1: Introduction
[bookmark: _Toc221008102][bookmark: _Toc222978809]1.1 Background and Context
[bookmark: _Toc221008103]The hospitality sector faces pressure to adopt sustainable practices to address environmental concerns. Independent hotels constitute a considerable share of accommodation providers but are often unable to implement sustainability measures. As defined by the Brundtland Commission (Cassen, 1987), sustainability is development that meets the needs of the present without compromising the ability of future generations to meet their own needs. In the hotel industry, sustainability entails integrating environmental protection, economic performance, and social responsibility into operations and strategic decision-making (Jones, Hillier and Comfort, 2016). 
The Morgan Hotel in Swansea presents an ideal case study of an independent, award-winning boutique hotel. The hotel has gained an exceptional reputation and has won the Boutique Hotelier Award for Team of the Year, the TripAdvisor Travellers' Choice 2025 Award, Best Boutique Wedding Venue in South Wales 2024, Best Overall Wedding Venue in Wales 2023, and the Welsh National Wedding Awards 2025 - My Wedding Hero (Business News Wales, 2025; TripAdvisor, 2025; Morgans Hotel, 2025b). These dynamics play a critical role in ensuring that realistic sustainability policies are developed that maintain the environment within operational and financial constraints. In hospitality management, sustainability is typically examined through the Triple Bottom Line model (Elkington, 1994), which holds that organisations should balance economic performance, environmental protection, and social responsibility. 
[bookmark: _Toc222978810]1.2 Research Aim and Objectives
[bookmark: _Toc222978811]1.2.1 Research Aim
To analyse the issues and possibilities of promoting sustainability practices in independent hotels, as the case study of the Morgan Hotel, Swansea.
[bookmark: _Toc222978812]1.2.2 Research Objectives
1. [bookmark: _Toc221008104]To examine the literature on sustainability practice among independent hotels.
2. To determine the existing sustainability efforts in the Morgan Hotel.
3. To explore the issues of introducing sustainability, especially in food and beverage processes.
4. To assess the possible areas that could be improved in industry best practices.
5. To make effective sustainability suggestions that would work in an independent hotel.
[bookmark: _Toc222978813]1.3 Rationale and Significance
[bookmark: _Toc221008105]Small-scale independent hotels face sustainability issues that big chain hotels cannot manage. Such institutions tend to be small in terms of budget, staff, and specialised environmental expertise. The independent hotels, however, have advantages, including greater flexibility in managing the hotel, stronger community ties, and the ability to change quickly. The Morgan Hotel is a good example of such a setting, as it is a successful independent hotel that has earned national recognition for its operational excellence. The Meeting and Events department is the nucleus of the hotel's business operations, handling high-profile events such as weddings, business conferences, and meetings, as well as personal events like birthdays, baby showers, and memorials. The hotel also has outstanding event facilities, including the Banqueting Hall, Sir Galahad suite, the atrium, the Plimsoll line, and the Georgian Lounge and Bar (Morgans Hotel, 2025a). 
[bookmark: _Toc222978814]1.4 Structure of the Report
The report follows a literature review in Chapter 2, a methodology in Chapter 3, findings and discussion in Chapter 4, and a conclusion and recommendations in Chapter 5.
[bookmark: _Toc222978815]1.5 Conceptual Framework
Figure 1: Conceptual Framework for Sustainability in Independent Hotels
	INDEPENDENT HOTEL
(e.g. Morgan Hotel)
	SUSTAINABILITY CHALLENGES
Financial constraints
Knowledge gaps
Operational complexity
	SUSTAINABILITY PRACTICES
Energy efficiency (TBL)
Waste reduction (Circular Economy)
Stakeholder engagement (Stakeholder Theory)
	OUTCOMES
Reduced costs and emissions
Improved guest satisfaction
Long-term operational resilience

	Theoretical Frameworks: Triple Bottom Line (Elkington, 1994) | Stakeholder Theory (Freeman, 1984) | Circular Economy (European Parliament, 2023)


Source: Adapted from Elkington (1994), Freeman (1984) and European Parliament (2023)


[bookmark: _Toc221008106][bookmark: _Toc222978816]Chapter 2: Literature Review
[bookmark: _Toc221008109]Sustainability in hospitality management is a key issue that has taken central stage in modern international hotel studies. The idea of sustainability in this respect is rooted in three theoretical paradigms that are common and widely used, such as Triple Bottom Line (TBL), where performance is measured in economic, environmental, and social aspects (Elkington, 1994); Stakeholder Theory, where hotels are expected to manage the interest of various stakeholders, such as guests, employees, suppliers, and communities (Freeman, 1984); and Circular Economy principles, where the conventional linear approach to resource consumption is challenged and instead the reuse, recycling, and regeneration of materials. Collectively, (European Parliament, 2023). These frameworks provide analytical tools for systematically comprehending sustainability issues and opportunities in independent hotels. 
[bookmark: _Toc222978817]2.1 Sustainability Challenges in Independent Hotels
Independent hotels face several critical challenges when implementing sustainability practices across operational departments. Research has consistently identified financial constraints, a shortage of specialist expertise, and operational complexity as key obstacles that distinguish independent properties from chain-based ones (Khatter et al., 2021; Alyahia et al., 2024). Compared with chain hotels (for example, Hilton and Marriott), independent hotels must allocate limited resources across competing operational needs without institutional support. Drawing on Stakeholder Theory (Freeman, 1984), independent hotels must meet the expectations of guests, employees, local communities, and regulatory bodies. Yet they often lack the organisational capacity to do so systematically and cohesively.
The underlying scarcity of resources is especially severe in independent hotel environments. According to Hoogendoorn et al. (2014), the nature of small businesses in the hospitality sector is a budget constraint hindering environmental investment and short-term operational needs. The independents are also constrained by lower profit margins than chain operators (Khatter et al., 2021; Singh et al., 2024). Using the Triple Bottom Line model, these financial strains create a mismatch between the economic pillar, which requires short-term cost management, and the environmental and social pillars, which require long-term cost management. However, limited resources do not mean sustainable development is impossible, as well-established internal cultures of innovation have achieved better environmental outcomes in hotels despite economic stress (Asadi et al., 2020).
[bookmark: _Toc222978818]2.2 Energy and Resource Management
Energy consumption is among the most significant environmental impacts of hotel operations, and substantial energy is required for heating, cooling, lighting, and the provision of hot water to guest rooms and active spaces. Arenhart et al. (2022) identify several determinants of energy consumption in hotels, including service quality standards, building design, and operational practices. Energy management within the Triple Bottom Line framework can be viewed as the intersection of the economic and environmental pillars. The increasing use of comfort cooling systems by guests has also heightened energy demand (Amirkhani et al., 2020; Wijaya et al., 2024).
Another important resource issue that requires a strategic approach in a sustainability context is water management. As Antonova et al. (2022) note, the volume of water consumed by hotels has significant environmental and financial consequences. Gössling et al. (2012) provide an in-depth review of how tourism uses water, and water pressure on the hospitality industry arises on both the supply and demand sides. From a Triple Bottom Line perspective, water conservation can generate environmental value by minimising consumption, economic value by minimising utility spending, and social value through responsible community management of resources. Makoondlall-Chadee and Bokhoree (2024) conclude that cost-effective water-saving interventions provide easy access to sustainability improvements for independent hotels with limited financial resources.
[bookmark: _Toc222978819]2.3 Waste Management and Circular Economy
[bookmark: _Toc221008110]Solid waste management remains a challenge for hotels' operational departments. Hotels produce food waste, packaging, paper products, and other specialised items. Pirani and Arafat (2014) provide an extensive overview of solid waste management in the hospitality sector. Effective waste management requires an approachable system across all stages, from generation and separation to collection and disposal. Radwan et al. (2010) examine the distinct issues faced by small hotels. Independent properties do not have advanced waste-treatment facilities like those of larger chains. Adeel et al. (2024) support this concept, arguing that open innovation significantly supports sustainable waste management practices.
Supportively, as noted by Oo et al. (2024), the principles of the circular economy offer some of the most promising approaches to turning waste management into an opportunity. Circular economy models focus on minimising waste, reusing materials, and creating an overall recycling system (European Parliament, 2023). In line with the models, Rodriguez-Anton and Alonso-Almeida (2020) argue that the circular economy approach can boost the sustainability of hotels when incorporated into operations and supply chains. Their analysis provides good examples of paths hotels can pursue. High waste diversion rates characterise institutions that embrace circular thinking.
However, as A. Singh and Kumar (2024) note, opportunities exist for sustainable sourcing and for integrating it with circular waste management. This merger is a necessary pathway in the quest to create a more viable hospitality future. One competitive differentiation that independent hotels may adopt is environmental performance (Velaoras et al., 2025). Waste management techniques may be innovative in providing solutions for resource-constrained properties (Rodríguez-García et al., 2023). Alliances and relationships with external vendors can promote sustainability by enabling resource sharing. 
[bookmark: _Toc222978820]2.4 Food and Beverage Sustainability
The attitudes and behaviour of guests are among the important factors that affect the sustainability outcomes and the effectiveness of hotel programs. Han (2021) surveyed consumer behaviour theories applicable to sustainable tourism and hospitality. The scientific community has proven that communication and engagement are vital elements of environmental programs. As supported by Juvan and Dolnicar (2014), one of the most important observations is the attitude-behaviour gap of environmental involvement in the hospitality environment. Ecologically friendly accommodation is among the most sought-after among consumers in the global hotel market. 
Moreover, Piramanayagam et al. (2023) focused on the sustainable consumption behaviour of guests of luxury hotels. They used the extended theory of planned behaviour in their study to understand the drivers of participation. Attitude, subjective norms, and perceived behavioural control are important factors that influence guest participation in programs. Baker et al. (2014) and Okpala et al. (2023) examined those real impediments and behavioural disparities in green hotels. Guest participation in sustainability programs highly depends on convenience and ease of participation. Aggarwal et al. (2024) went a step further to understand the need for mid-market hotels and found that it is important to comprehend guests' behavioural intentions to implement.
Employee engagement is another essential factor for the successful implementation of sustainability in hotel operations. According to Pham et al. (2019), green human resource practices influence organisational citizenship behaviour. From a Stakeholder Theory perspective, employees are internal stakeholders whose engagement is essential to consistent sustainability delivery across operational departments. Ahmed et al. (2021) investigated green motivation and its impact on the maturity of environmental management. Independent hotels have structural advantages in building engagement within smaller organisations. Chowdhury (2024) replicated these findings, demonstrating the effectiveness of green human resource management in improving performance. Therefore, strategic environmental communication has a substantial impact on behavioural intentions (Acampora et al., 2022).
[bookmark: _Toc221008111][bookmark: _Toc222978821]2.5 Guest Behaviour and Stakeholder Engagement
The attitude and behaviour of guests significantly determine the hotel's sustainability outcomes and the effectiveness of its programs. According to Han (2021), consumer behaviour theories can be applied to the context of sustainable tourism and hospitality. Hrei et al. (2024) confirm that proper communication and interaction are critical elements of environmental programs. One of the most important insights is the attitude-behaviour gap regarding environmental involvement in hospitality. Trends worldwide indicate an increasing preference among guests for environmentally responsible accommodation (Bogensperger, 2023). 
Furthermore, Amatulli et al. (2020) investigated sustainable consumption behaviour among customers of luxury hotels. The results indicate that participation drivers, such as attitude, subjective norms, and perceptions of behavioural control, strongly influence guests' participation in programs. The social pillar of the Triple Bottom Line framework requires hotels not only to reduce their environmental footprint but also to engage the communities and stakeholders they serve actively. Additionally, Baker et al. (2014) examined practical obstacles and behavioural disparity at green hotels. The convenience and ease of participation significantly impact guest involvement in sustainability programs. Aggarwal et al. (2024) also delved deeper into the rationale for sustainability adoption among mid-market hotels. Their results reveal that the key to implementation lies in understanding guests' behavioural intentions.
Another element of utmost importance in practical sustainability applications throughout hotel operations is employee engagement. Pham et al. (2019) claim that the Sustainability goals of employees who have better voluntary pro-environmental behaviours should be realised. Ahmed et al. (2021) studied the role of green motivation on the maturity of environmental management. Independent hotels might have a structural advantage in fostering engagement due to their smaller organisational size. Chowdhury (2024) combined evidence showing that green human resource management improves performance. Acampora et al. (2022) established that strategic communication on the environment has a considerable impact on behavioural intentions.


[bookmark: _Toc221008112][bookmark: _Toc222978822]Chapter 3: Methodology
[bookmark: _Toc221008113][bookmark: _Toc222978823]3.1 Research Approach and Design
[bookmark: _Toc221008114]To study the sustainability issues and opportunities in hotels, this study will adopt a qualitative case study approach. Case study methodology allows for in-depth exploration of contemporary phenomena in real-world settings. The method is particularly applicable to investigating complex organisational problems that involve multiple variables. Yin (2003) emphasises that case study research is well-suited to investigating how and why questions. Independent hotels face unique sustainability challenges that require contextual understanding rather than statistical data alone. The case of the Morgan Hotel in Swansea is instructive and helps us to understand what people tend to experience when living independently.
[bookmark: _Toc222978824]3.2 Data Collection Methods
[bookmark: _Toc221008115]The research will be based solely on secondary sources, ensuring ethical compliance and the study's viability. Data collection will entail a systematic review of academic journals, industry reports, the sustainability framework, and the available information. Bryman (2008) points out that secondary analysis is a useful method for answering research questions using data. The scholarly sources provide a theoretical perspective and practical findings on the research problem of hotel sustainability practice and experience. The researchers indicate that secondary data is significant in business research (Collis and Hussey, 2014). Publicly available information about the Morgan Hotel will include its websites, industry awards, and reviews.
[bookmark: _Toc222978825]3.3 Data Analysis Techniques
[bookmark: _Toc221008116]Content analysis is the main analytical tool employed to assess sustainability practices in the central operating departments. The methodology provides opportunities to identify patterns, themes, and relationships within the textual information of different sources. Silverman (2011) supported the idea of qualitative Research to gain insight into societal phenomena via systematic analysis. Grbich (2006) and Diamantopoulos and Schlegelmilch (2002) provide detailed guidance on qualitative methods of data analysis and the importance of analytical rigour in understanding complex organisational phenomena. The report examines sustainability activities across the front office, housekeeping, food and beverage, maintenance, and event departments. Cottrell (2011) highlighted the importance of critical thinking as a key to producing practical analysis and argument. The departments are evaluated on existing practices, challenges, and opportunities for improvement, using industry best practices.
[bookmark: _Toc222978826]3.4 Research Quality and Limitations
[bookmark: _Toc221008117]Systematic recording of data sources and open analytical processes during the research process helps increase reliability. Various scholarly sources are used to triangulate the information and provide balanced perspectives on the sustainability problem. Saunders et al. (2012) described possible research methods that business students should focus on for quality. The study recognises factors that limit secondary Research, such as potential information gaps and the use of publicly available data. Robson (2016) and Zafeer et al. (2023) also discuss real-world research issues, such as the validity and reliability of qualitative Research. However, this weakness is compensated for by the extensive scholarly literature that generates general insights into the realisation of sustainability in independent hotels.
[bookmark: _Toc222978827]3.5 Ethical Considerations
The research design is ethical because it uses publicly available secondary sources. No human subjects were involved in eschewing issues of informed consent, privacy, or harm. Denscombe (2010) presented ground rules for social Research, with a focus on ethical principles for conducting social Research. All sources were also recognised and cited in accordance with academic integrity rules and norms. Cottrell (2014) offers an instructional guide on ethical conduct in research for dissertations and project reports. The case study approach focused on the Morgan Hotel information, emphasising research sustainability.

[bookmark: _Toc222978828][bookmark: _Toc221008132]Chapter 4: Findings and Discussion
[bookmark: _Toc222978829]4.1. Findings
[bookmark: _Toc222978830]4.1.1 Current Sustainability Initiatives at Morgan Hotel
The Morgan Hotel exhibits a latent pro-sustainability orientation in its operations across several service delivery areas. The energy management of the Morgan Hotel is typified by the generic efficiency measures applied in typical independent hotels, such as installing LED lights, installing programmable thermostats, and regularly maintaining equipment. According to the Triple Bottom Line theory, these actions can be effective for the economic pillar, reducing costs, and the environmental pillar, reducing energy usage at the same time. Nevertheless, the lack of an advanced energy management system or investment in renewable energy infrastructure can be viewed as a gap in environmental performance (Amirkhani et al., 2020; Okpala et al., 2023).
 According to the Stakeholder Theory approach, this disconnect also impacts the hotel by preventing it from demonstrating a plausible environmental commitment to guests and other community stakeholders, who are increasingly demanding overt sustainability action. The hotel has high social sustainability in its services, as demonstrated by TripAdvisor's 2025 guest satisfaction ratings and the Banqueting Hall (Business News Wales, 2025; TripAdvisor, 2025), which will lead to economic sustainability. Based on the Triple Bottom Line framework, the hotel's social pillar is its strongest existing asset. 
Table 1: Existing Sustainability Practices at the Morgan Hotel
	Operational Area
	Current Practice
	Sustainability Focus
	Evidence from the Case Study

	Energy Management
	Use of LED lighting and routine equipment maintenance
	Reduced energy consumption and operational costs
	Secondary analysis; industry norms

	Food & Beverage
	Closure of the in-house restaurant and partnerships with local restaurants
	Reduced food waste and energy use
	Hotel operational strategy

	Events Catering
	Centralised event catering and pre-event staff briefings
	Operational efficiency and waste minimisation
	Case study findings

	Housekeeping
	Towel and linen reuse practices
	Water conservation
	Industry best practice

	Guest Services
	Focus on service quality and operational excellence
	Indirect sustainability through efficient resource use
	TripAdvisor reviews (2025)



[bookmark: _Toc222978831]4.1.2 Resource Management Challenges
Independent hotels like the Morgan Hotel usually limit their water conservation to small guest-room fittings. The available level of water management of properties with low capital budgets is standard water-saving technology, such as faucet aerators, low-flow showerheads, and dual-flush toilets. Accessed through the Triple Bottom Line approach, these small steps are value-generative across all three pillars: economically, through lower utility rates; environmentally, through lower consumption rates; and socially, through responsible management of community water resources.
Waste management is a complex task that must be systematically measured and carefully monitored across all hotel departments. From a Circular Economy perspective, the best approach is to move towards a closed-loop system in which materials are reused, composted or recycled, replacing linear waste disposal (Aslan et al., 2025). 
The Morgan Hotel’s large-scale events-oriented operational model, which generates substantial waste from wedding and corporate functions, necessitates close coordination between the food and beverage and events operations departments. According to the Triple Bottom Line theory, these waste minimisation initiatives will fulfil all three pillars simultaneously, reducing environmental costs, lowering disposal costs and fulfilling social responsibility to the Swansea community.
Diaz-Farina et al. (2022) state that independent hotels generate diverse and multifaceted waste streams throughout their operations. In contrast, Radwan et al. (2010) report on the waste management challenges faced by small hotels without advanced treatment plants. The implementation of Circular Economy principles can provide a hypothetical path for the Morgan Hotel to turn waste from a cost and compliance problem into a value-creation system. 
[bookmark: _Toc222978832]4.1.3 Food and Beverage Sustainability
The food and beverage business is a major sustainability issue at the Morgan Hotel, requiring an integrated approach across procurement, kitchen controls, service provision, and waste minimisation. According to Nand et al. (2025), food waste is also one of the biggest and most accessible sources of waste in the hospitality sector, and it can be alleviated. The well-coordinated work of the Food and Beverage and Events departments, which follow the systematic Event Management Cycle presented by Bowdin et al. (2017), including planning, preparation, safety checks, and delivery, is an excellent illustration of operational coordination. For instance, minimising food waste in hotel kitchens needs to be measured and addressed. Therefore, sensitising employees to waste reduction strategies and adopting composting initiatives are readily available solutions that do not require significant capital investment.
Sustainable procurement of food and beverage activities brings additional opportunities to the Morgan Hotel to improve its environmental and social outcomes. According to Michalis (2025), the hospitality industry is placing sustainability sourcing at the core of a greener future. Through the Triple Bottom Line framework, local sourcing has proven to reduce the hotel's environmental footprint by reducing food travel and enhancing social sustainability, thereby creating more resilient, direct supply chains. Therefore, using Circular Economy concepts, the excess food from any event organisation can be repurposed as compost in community gardens, transforming unavoidable waste into social and environmental goods. Nevertheless, the high prices of organic and locally produced foods and beverages remain obstacles for independent hotels that focus on value-based propositions (Martin-Gago et al., 2025).
Table 2: Opportunities to Enhance Sustainability at the Morgan Hotel
	Opportunity Area
	Proposed Action
	Expected Environmental Benefit
	Feasibility

	Energy Efficiency
	Conduct periodic energy audits
	Reduced emissions and energy costs
	High

	Waste Reduction
	Introducing waste audits and staff training
	Lower landfill waste
	High

	Food Procurement
	Increase local and seasonal sourcing
	Reduced food miles
	Medium

	Food Waste
	Improve menu planning and portion control
	Reduced food waste
	High

	Guest Engagement
	Communicate sustainability initiatives
	Increased guest participation
	High



[bookmark: _Toc222978833]4.1.4 Stakeholder Engagement
Guest participation in sustainability programmes depends fundamentally on the clarity and convenience of engagement mechanisms. Kotler et al. (2021) and Wirtz (2024) emphasise that effective hospitality marketing should implement an Integrated Marketing Communications (IMC) framework to ensure coherent brand positioning across multiple channels and to strategically adapt messages to align with platform-specific audience expectations. Morgans Hotel operationalises this approach through Klaviyo, a data-driven email marketing platform that enables engagement with a subscriber base exceeding 20,000. Through audience segmentation, the hotel can deliver personalised promotional campaigns, targeted event communications, and tailored seasonal packages, thereby enhancing customer engagement and reinforcing brand consistency.
Furthermore, employee engagement is another significant aspect of sustainable operations (Mendes et al., 2022). Therefore, the Morgan Hotel needs cross-departmental coordination, as demonstrated by the collaborative nature of its operational problem-solving. 
Partnership and community stakeholder relationships also contribute to the hotel's sustainability. The partnership with local organisations such as LC Swansea and Penderyn Whisky Distillery reflects the hotel's proven ability to build relationship-based partnerships (Morgans Hotel, 2025a). Both Acampora et al. (2022) and Demir et al. (2021) confirm that environmental communication has a significant impact on guests' behavioural intentions and that environmental awareness mediates the intention to visit a green hotel, respectively. Aggarwal et al. (2024) also find that guests' behavioural intention is a core factor in the development of a successful sustainability program. 
[bookmark: _Toc222978834]4.1.5. Financial and Operational Barriers
The greatest structural barrier to sustainability investment in independent hotels is financial constraints. According to Khatter et al. (2021), the primary sustainability barrier for independent hotels is financial constraints, which directly applies to the Morgan Hotel. Compared with chain hotels, independent operators such as the Morgan Hotel must rely on internal cash sources and, in many cases, are unclear about the payback of sustainability programmes. Hoogendoorn et al. (2014) and Eskerod et al. (2019) emphasise the importance of resource availability in the adoption of environmental practices among small businesses. The lack of knowledge exacerbates financial constraints, as independent hotel managers generally lack formal training in sustainability or environmental management (Khatter et al., 2021). Greetham (2014) emphasises the role of methodological rigour and systematic learning in the development of veritable expertise. This concept applies to hotel managers seeking to establish credible sustainability programmes without professional training in environmental management. The nature of the operations, together with the mismatch between departmental goals, further complicates the implementation of consistent sustainability. 
[bookmark: _Toc222978835]4.2. Discussion
[bookmark: _Toc222978836]4.2.1 Interpreting Sustainability Challenges
The results confirm the primacy of financial constraints as the main obstacle to the large-scale sustainability development of independent hotels, in line with the theoretical hypothesis that the extent of environmental practice adoption is predetermined by resource availability (Hoogendoorn et al., 2014). At Morgan Hotel, these constraints create an imbalance in the structure of the triple bottom line, where economic factors always dominate environmental and social sustainability investments, not because of a lack of value but because of real capital scarcity. Independent hotels must generate a profit from a single operation, unlike chain hotels, which can absorb the initial investment in green technologies using their company balance sheets and amortise it over hundreds of properties, making long-term environmental investments a serious financial risk.
The complexity of independent hotel management operations highlights the tension between sustainability goals and business needs. Staff must also juggle guest service delivery, operational effectiveness, and environmental practices without the dedicated sustainability functions that define chain hotel management systems. These compounding challenges are well analysed by Khatter (2023). The nimbleness of smaller independent organisations also presents an opposing benefit: change can be communicated and integrated more quickly than in large chain bureaucracies (Kusa et al., 2023).
The information gap in sustainability best practice is one of the issues affecting independent hotel operators. Specialisation is acquired through trial and error on the ground rather than through sustainability training, and so the extent of environmental strategies implemented is limited. Khatter et al. (2021) argue that the knowledge gap is a major and ongoing impediment to hotel sustainability. Under Stakeholder Theory, external stakeholders can help fill this gap by providing knowledge about industry sustainability. Taking together, these results indicate that the sustainability efforts of Morgan Hotel are based on the main principles of the Triple Bottom Line, with an emphasis on environmental performance in terms of resource efficiency, economic sustainability in terms of cost-effective operational choices, and social responsibility in terms of excellent stakeholder interactions and local collaborations.
[bookmark: _Toc222978837]4.2.2 Energy and Resource Opportunities
The most readily available sustainability opportunity in the Hotel is energy efficiency, which provides concomitant environmental and financial benefits to the business.  The application of Triple Bottom Line theory implies that Morgan Hotel should invest in energy-monitoring systems to enhance its environmental performance and reduce long-term operational costs, thereby ensuring economic and environmental sustainability. Consistent energy audits may highlight cost-effective efficiency measures with shorter payback periods, which can be afforded even in constrained independent hotel budgets (Dibene-Arriola et al., 2021). Han et al. (2021) and Kim and Han (2022) show that technological solutions can provide not only efficiency benefits but also an improved guest experience and generate value at various levels of sustainability. Energy saving can also be achieved through behavioural changes and operational changes, even without the need to invest heavily in capital (Amiri et al., 2019).
Water conservation is another potential sustainability opportunity that can be implemented with little investment but with significant outcomes. According to the Triple Bottom Line theory, low-flow fixtures save water and utility costs, reflecting on both the environmental and economic pillars simultaneously, and the wider social aspect of sustainability engagement is expanded by involving guests in towel and linen reuse programs. Gössling et al. (2012) found that the use of water-saving fixtures and guest participation programs results in significant reductions in water consumption. With the growing availability of affordable water-monitoring technologies for independent operators, it is now possible to detect patterns and intervene specifically to facilitate continuous improvement.
[bookmark: _Toc222978838]4.2.3 Waste Management and Circular Economy
Opportunities to reduce waste extend far beyond basic recycling to the more comprehensive principles of the Circular Economy, which aim to return resources to life rather than manage their disposal. Under the Circular Economy framework, Morgan Hotel can transition from a linear waste-disposal scheme to closed-loop systems that extract value from materials that would otherwise go to waste. Independent hotels can use waste auditing systems to measure their waste output, identify the largest contributors, and base reduction interventions on evidence (Trushna et al., 2024). Local waste management and recycling companies can partner to develop capabilities that internal resources cannot, making advanced waste diversion more accessible to independent operators.
Minimising food waste is a high-value opportunity at the Morgan Hotel, given its event-based catering structure. Portion management, menu planning, and storage optimisation have been shown to deliver significant reductions in food waste without affecting guest satisfaction. Composting schemes turn unavoidable food waste into a useful organic product, aligning with the principles of the Circular Economy, which prioritise the recovery of materials rather than their disposal to landfills (Rabbi and Amin, 2024). Using local farms or community gardens to collect organic waste offers another sustainability advantage, as it supports local agricultural systems, which align with the social pillar of the Triple Bottom Line.
[bookmark: _Toc222978839]4.2.4 Sustainable Food and Beverage Operations
Green sourcing in the food and beverage business presents the Morgan Hotel with an opportunity to balance environmental goals with guest satisfaction and the community's ecology. Locally sourced, seasonal ingredients, in line with Triple Bottom Line theory, reduce transport emissions, support local suppliers, and preserve ingredient freshness, thereby serving the environmental, social, and economic pillars of sustainability. Hospitality consumer studies show that the tendency among consumers to appreciate local sources is growing, and that an independent hotel that focuses on regional heritage and food provenance is a real market differentiator compared with chain competitors, which are less flexible and cannot create an authentic local identity. The analysis of sustainability engagement in food and beverage operations (Novolyze, 2025) indicates that sustainable procurement strategies not only benefit the environment but also bring reputational gains.
[bookmark: _Toc222978840]4.2.5 Stakeholder Engagement and Communication
Communication of sustainability activities significantly influences guest perceptions and participation levels. Consistently, the hospitality literature has documented positive guest responses to genuine environmental commitment (Dedat and Rodrigues, 2025). These findings support the Stakeholder Theory framework, as Morgan Hotel's sustainability performance depends not only on its internal operational decisions but on the active engagement of multiple stakeholder groups, including guests, employees, local partners, and community organisations (Freeman and Dmytriyev, 2017). The hotel's transition to integrated multi-channel marketing communications demonstrates strong stakeholder engagement with Klaviyo email marketing infrastructure, reaching over 20,000 active subscribers.
Strategic partnerships with local organisations represent another dimension of stakeholder-based sustainability. The Morgan Hotel's existing relationships with LC Swansea and Penderyn Whisky Distillery demonstrate collaborative capacity that could be extended to joint environmental initiatives, circular sourcing arrangements, and community sustainability projects. Acampora et al. (2022) confirm that environmental communication significantly influences guests' behavioural intentions, while Demir et al. (2021) establish that environmental awareness mediates visit intentions among eco-conscious travellers. These community relationships advance the social pillar of the Triple Bottom Line framework, positioning the Morgan Hotel as a contributor to local environmental and economic well-being rather than merely a consumer of community resources.
Greenwashing risks demand that sustainability communication be grounded in measurable performance and genuine commitment rather than unsubstantiated environmental claims. Alyahia et al. (2024) discuss the significance of green transparency in maintaining consumer trust. Baker et al. (2014) confirm that convenient and intuitive sustainability participation mechanisms increase guest engagement rates. The Morgan Hotel can adopt opt-out rather than opt-in participation designs for programs such as towel reuse, thereby significantly increasing participation rates without requiring guests to make a behavioural effort. 
The findings collectively show that sustainable hotel management requires integrated, multi-stakeholder strategies that balance guest expectations, employee capabilities, operational realities, and financial constraints. These findings support the Stakeholder Theory framework and confirm that no single intervention is sufficient to advance sustainability in a complex independent hotel operation. The Morgan Hotel's strengths, including national award recognition, marketing infrastructure, and established partnership networks, provide a solid organisational foundation from which targeted sustainability investments can generate progressively greater environmental and commercial returns. 

[bookmark: _Toc222978841]Chapter 5: Conclusions and Recommendations
[bookmark: _Toc222978842]5.1. Conclusion
The Morgan Hotel in Swansea offers a compelling case study of the sustainability issues and opportunities facing independent hotels in the contemporary hospitality industry. The systematic review, conducted using five research aims, including a literature review, identification of existing sustainability practices, analysis of operational barriers, and evaluation of improvement opportunities, reveals that independent hotels face significant sustainability challenges and possess unique assets and opportunities that chain competitors cannot easily duplicate. The study is grounded in the principles of the Triple Bottom Line framework (Elkington, 1994), Stakeholder Theory (Freeman, 1984), and the Circular Economy (European Parliament, 2023), underscoring that sustainability in independent hotels is a multidimensional issue that cannot be addressed through an environmental prism alone but requires integrated approaches that simultaneously address the economic viability of the business, its environmental responsibility, and social engagement.
The main challenges throughout the study include financial constraints, limited knowledge, and operational complexity. Compared with chain hotels such as Hilton and Marriott, which have their own sustainability departments, economies of scale, and access to green financing, independent hotels such as the Morgan Hotel must meet sustainability targets under much stricter resource constraints. According to the Triple Bottom Line theory, this creates a continuous conflict between the economic pillar, which limits capital allocation, and the environmental and social pillars, which cannot achieve significant progress without sustainable investment. However, the more agile operations and close stakeholder relations inherent to independent hotels provide structural benefits that partially counterbalance these drawbacks, enabling faster implementation of incremental changes and more authentic communication of sustainability values.
The sustainability opportunities identified in the areas of energy efficiency, water conservation, waste management, food and beverage procurement, and stakeholder engagement are both theorised and justified by the unique organisational characteristics of the Morgan Hotel. According to the Triple Bottom Line theory, implementing energy monitoring systems would improve environmental performance while reducing long-term operational costs, thereby sustaining economic and environmental performance. The principles of the Circular Economy also suggest that the hotel’s event-driven catering has strong potential for waste diversion through composting, sustainable sourcing, and closed-loop material control. Stakeholder Theory further indicates that the current communication system, community ties, and the hotel's employee capacity provide a willing platform to enhance sustainability participation across all stakeholder groups.
The study reveals that sustainable development in independent hotels requires a combined strategy that takes into consideration all three aspects, namely technical, behavioural, and organisational, at the same time. Technology investments without staff training and guest communication will not be sufficient to ensure systemic sustainability improvements. On the contrary, when sustainability programmes are ambitious and the monetary resources and organisational capacity used to support them exceed available financial resources, their sustainability will be doubtful. The Morgan Hotel should hence adopt a gradual approach, in which high-impact, inexpensive interventions are undertaken in the short term and organisational capacity to support more significant investments is developed.
The Morgan Hotel’s competitive standing, evidenced by national awards and high customer satisfaction indicators, reflects organisational strength and management dedication, forming a solid basis for sustainable development. The sophisticated marketing platform, which addresses more than 20,000 subscribers via Klaviyo, together with the hotel’s list of event venues and well-developed local relationships, provides the operational base and stakeholder rapport required to implement a plausible and effective sustainability plan. The recommendations to improve sustainability, based on the Triple Bottom Line and Stakeholder Theory frameworks, represent the most realistic and theoretically appropriate way for the hotel to improve its environmental performance without compromising operational and financial integrity.
A limitation of this study is that it relies on secondary sources and does not provide daily operational data on hotel sustainability management, thereby limiting the depth of information available on the topic. The case study method, though rich in detail about the situation, does not facilitate large-scale statistical generalisation to the wider population of independent hotels. Further studies that involve primary data gathering through interviews with hotel management, operational reviews, and longitudinal monitoring of sustainability programme results would greatly enhance the evidence base. These extended methods would yield better information on the implementation dynamics and success factors of sustainability programmes within the independent hotel environment.
This study adds to the cumulative literature on sustainability adoption in independent hospitality properties by grounding its findings in established theoretical foundations and producing results that are both scholarly and practical. Without a balanced assessment of environmental aspirations against operational realities and financial constraints, independent hotels can improve their sustainability performance by prioritising strategic performance, implementing in stages, and engaging in targeted stakeholder consultation. Hotels like the Morgan Hotel make a substantial contribution to the environmental and social objectives of the hospitality industry, and the recommendations in this research offer viable avenues for the hotel to advance these objectives further. In general, sustainability is no longer a strategic choice but an essential part of long-term competitiveness and sustainability in the hospitality market.
[bookmark: _Toc222978843]5.2. Recommendations
Morgan Hotel needs to conduct extensive energy audits to identify cost-effective efficiency enhancements that deliver environmental and financial benefits. According to the Triple Bottom Line theory, carbon emissions will be minimised through systematic energy measurement and targeted investment in LED lighting upgrades, HVAC optimisation, and programmable occupancy controls, ensuring that both the environmental and financial pillars are addressed. The energy monitoring system will provide the information infrastructure needed to track consumption patterns, quantify the effectiveness of the efficiency enhancements over time, and demonstrate environmental progress to guests and other stakeholders. These investments are among the most financially justifiable sustainability interventions for independent hotels, as they have a short payback period and deliver a two-fold environmental-financial return.
The use of formal waste measurement systems and reduction targets will bring about accountability for the environmental performance of all departments. Since the Morgan Hotel operates on an event-intensive catering model, which generates significant waste in its wedding, corporate, and private event business, a systematic waste-auditing approach is crucial for identifying the most important waste streams to focus on to achieve the intended reduction. The application of Circular Economy principles, supported by source separation systems that sort recyclable, compostable, and landfill waste, together with collaboration with local composting services or local gardens, will allow the hotel to convert organic waste into resources rather than disposing of it linearly. Developing personnel training in waste sorting and reduction strategies as part of departmental briefings and pre-event huddles will maintain a high level of environmental performance without the need for large capital outlays.
It should have sustainable procurement policies that inform buying decisions across the domestic food and beverage, housekeeping supplies, and operating materials sectors. According to the Triple Bottom Line theory, relationships with local food suppliers would minimise transport emissions, promote the Swansea community economy, ensure that ingredients remain fresh, and, at the same time, develop all three pillars of sustainability. The current model of local collaboration with local businesses, including Gallini's and Rasoi Waterfront, has shown that the hotel possesses the organisational strength and ties to the local community that allow it to develop the idea of sourcing food locally on a larger scale. Seasonal menu planning for events reduces the environmental impact of long-distance food supply chains. It enhances the culinary authenticity of catering services, offering a market-differentiation advantage that competitors in the chain market may find challenging to emulate.
Staff training will be extended to ensure every employee understands the rationale for the sustainability practice and the specific steps required to implement it consistently across all departments. The orientation for new employees must include the hotel’s sustainability values, environmental policies, and departmental green operational procedures, in addition to standard service training. Introducing the sustainability champion role among frontline employees will foster peer leadership that strengthens green behaviours at the grassroots level, aligning with the principles of employee engagement identified in the literature on green human resource management (Pham et al., 2019; Chowdhury, 2024).
Improved reporting of sustainability practices to guests will strengthen the hotel’s market position and increase involvement in environmental programmes. The hotel’s sustainability promises, specific projects, and the opportunity for guests to donate during their stay should be clearly articulated on the website. Room materials should provide practical, low-friction instructions on towel reuse, energy conservation, and other sustainability measures. Designing programmes on an opt-out basis rather than opt-in will raise participation rates to much higher levels without requiring behavioural effort, and insights from Baker et al. (2014) into behavioural patterns will be used to maximise the benefits of engagement programmes.
Lastly, the Morgan Hotel needs to establish partnerships within industry circles and local associations to tap into shared resources, best-practice knowledge, and joint sustainability opportunities beyond what an individual, independent operation can manage. The current agreement with the Swansea Building Society Arena as a Silver Partner demonstrates the hotel's ability to build strategic, mutually beneficial relationships. Engagement with networks of hospitality sustainability and local environmental organisations will provide access to targeted training, peer review, and shared purchasing opportunities, making sustainability implementation cheaper and simpler. By working with suppliers, the hotel will promote economic sustainability and strengthen its environmental and social responsibilities.
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