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This placement research project examines how sustainability is managed in practice within a boutique hotel, using Morgans Hotel Swansea as a case study. The research is based on a professional placement and focuses on how sustainability is shaped by food waste, food safety requirements, legal responsibility, and cost pressure within everyday hotel operations. The project is concerned with what sustainability looks like, rather than how it is presented through formal strategies or public sustainability claims.
The introduction sets the context for sustainability within the hospitality sector and explains why boutique and independent hotels require closer attention in research. Most existing research focuses on large hotel groups, while smaller hotels deal with a different set of challenges linked to limited resources and the pressures of everyday performance. To make sense of this, the literature review draws on Corporate Social Responsibility and the Triple Bottom Line to explore how responsibility is understood across economic, legal, social, and environmental areas. It also highlights the gap between what sustainability expects and what is realistically achievable in small hotel settings.
The research itself follows a qualitative, placement-based approach. Data was gathered through direct observation during the placement and supported by document review. This approach allowed sustainability to be examined through real situations, particularly in food and beverage département. CSR and the Triple Bottom Line are used to help structure the analysis, while a PESTLE framework provides wider context by considering political, economic, social, technological, legal, and environmental factors influencing boutique hotel operations in the UK.
Sustainability at Morgans Hotel Swansea is present, but it is shaped largely by practical pressures. Food safety rules have a big impact on daily decisions, particularly when it comes to allergens and cross-contamination. When there is any uncertainty, food is often discarded. Although reducing food waste is understood to be important, avoiding risk and meeting legal obligations usually come first.
Cost pressures further limit what can realistically be done. Measures that require new systems, extra staff time, or additional spending are hard to fit in alongside the day-to-day running of the hotel. Social sustainability, on the other hand, is easier to see. It comes through the hotel’s local character and its links with the surrounding community, developing naturally as part of everyday work rather than through formal initiatives.
The conclusion draws these findings together and shows that sustainability in boutique hotels is shaped by everyday judgement and practical compromise. Sustainability is not absent, but it is worked through within legal, financial, and operational limits. The recommendations build on this by focusing on small, realistic improvements that can be introduced within existing routines and constraints. The project offers a grounded and realistic picture of sustainability in a small, independent hotel, highlighting the gap between sustainability expectations and what can be achieved in practice.
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Sustainability has become a growing concern in hospitality, as hotels are expected to balance environmental, social, and economic impacts while staying competitive. Hotels rely heavily on resources such as energy, water, food, and labour, meaning their daily operations can have significant environmental and social impacts (Sloan, Legrand and Chen, 2017; Costa and Costa, 2022). Sustainability in hospitality is also shaped by how responsibility is prioritised when organisations face competing demands, particularly in areas such as cost control, service quality, and regulatory compliance. Rather than being achieved through simple balance, sustainability often involves ongoing tension between economic, legal, and environmental considerations, which cannot always be addressed at the same time (Hahn et al., 2015). As a result, sustainability in hospitality is no longer viewed only as a long-term strategy or marketing tool, but as an operational challenge that influences decisions within hotels.
Existing research on sustainability in hospitality focuses on large international hotel chains, as these organisations tend to have formal sustainability policies, reporting systems, and public commitments (Edgell, 2020; Costa and Costa, 2022). Although boutique hotels are becoming more important within the UK hospitality sector, they continue to receive limited attention in academic research (Wickham, Donnelly and French, 2021). Their performance is typically influenced by smaller teams, fewer resources, and less formal management structures (Korstanje and Nedelea, 2020). In these types of hotels, responsibility for sustainability is often shared across the organisation in an informal way, rather than being managed through clearly defined sustainability roles (Costa and Costa, 2022). For this reason, focusing on how sustainability is managed in everyday work helps to highlight the real challenges and opportunities faced by boutique hotels. This Placement Research Project explores how sustainability is applied within the working context of a small, independent business, using placement experience at Morgans Hotel Swansea. 
The objectives of this research project are:
1. To review academic literature on sustainability and responsible practice in boutique and small-scale hotels, with particular attention to how sustainability is discussed in relation to operational realities.
2. To examine how sustainability is applied within the daily operations of the placement hotel, focusing on routine practices, service delivery, and management decisions.
3. To explore staff and management perceptions of sustainability and responsibility, including how these responsibilities are understood and prioritised in everyday work.
4. To review the challenges boutique hotels face when trying to adopt sustainable practices, especially those linked to cost pressures, resources, and operational constraints.
5. To propose practical recommendations that could help strengthen sustainability practices within the placement hotel in a realistic and achievable way.
When these objectives are taken into consideration, the report is driven by the following research questions, which are examined in the analysis provided in the chapters that are to follow.
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[bookmark: _Toc222760223][bookmark: _Toc223023061]2.1 Conceptualising Sustainability and Responsible Practice 

This chapter critically reviews academic literature on sustainability and responsible practice in the hospitality industry, focusing on hotel sustainability concepts and practices. This review discusses literature debates, limitations, and tensions, especially in operational field. Sustainability in hospitality is not defined or applied in the same way across the industry, and responsibility is understood and applied differently in organisations (Sloan, Legrand and Chen, 2017; Costa and Costa, 2022).
For this reason, the chapter is organised around key themes to reflect the mixed and sometimes unclear way sustainability is discussed in hospitality research. It first looks at how sustainability is described in the literature, before focusing on issues around implementation, measurement, and transparency. The chapter furthermore considers how case study and placement-based research can help connect theory with practice and sets the context for the placement-based analysis that follows.
Much of the hospitality literature presents sustainability as something shaped by practical limits such as cost, infrastructure, and guest expectations, and all affects what hotels can realistically do (Sloan, Legrand and Chen, 2017). At the same time, sustainability is often linked to competitiveness and market position, meaning that some initiatives may be driven as much by commercial or reputational concerns as by ethical ones (Costa and Costa, 2022).
Management also plays a role in shaping how sustainability is understood. Jauhari (2021) presents sustainability as largely driven by leadership and planning, although this does not fully capture the realities of hotel behaviour. What happens on the front line also affects sustainability, everyday behaviour, informal routines, and daily pressures influence sustainability outcomes, but these factors are not always reflected in management-led approaches (Sloan, Legrand and Chen, 2017).
Edgell (2020) places hospitality sustainability within regulation, stakeholder engagement, and management planning. While these frameworks offer strategic direction, they often do not reflect what happens in hotel operations, which limits how well they explain how sustainability is put into practice.
Some researchers also question how ethically strong many sustainability approaches in tourism and hospitality really are. Tribe (2009) argues that sustainability is often reduced to technical or managerial solutions, which can hide deeper moral responsibilities. From this perspective, hospitality frameworks often place more importance on measurable outcomes than on ethical change.
Sustainability in hospitality is shaped by economic, managerial, and ethical factors, which leads to different understandings of what sustainability means in practice (Costa and Costa, 2022; Sloan, Legrand and Chen, 2017). 

[bookmark: _Toc222760224][bookmark: _Toc223023062]2.2 Sustainability Implementation in Hotel Operations

Operational research suggests that hotels tend to prioritise sustainability measures that fit easily within existing systems and routines. Sloan, Legrand, and Chen (2017) note that practices such as energy efficiency, linen reuse, and waste reduction are more widely adopted because they can be integrated into daily routine with minimal disruption. In contrast, initiatives that require significant behavioural change, staff retraining, or financial investment are implemented less frequently, as they may interfere with operational efficiency or service quality.
Strategic approaches to sustainability also shape how initiatives are applied in practice. Korstanje and Nedelea (2020) explain that many hospitality organisations rely on structured sustainability plans to guide implementation, however, these frameworks often underestimate the complexity of hotel operations. Sustainability measures must be applied consistently across departments, shifts, and roles, which increases the risk that policies become diluted as they move from management planning to frontline practice (Sloan, Legrand and Chen, 2017).
Employees are identified as central key to successful sustainability implementation. Literature in organisational behaviour highlights the influence of staff involvement, workplace culture, and informal routines on how operational policies are carried out (Mullins, 2016). In hotels, employees are usually responsible for putting sustainability measures into practice, however, they may receive limited training or unclear guidance, leading to lower levels of understanding or commitment (Mullins, 2016).
Resource availability further constrains operational sustainability. Batabyal (2019) notes that financial pressures, infrastructure limitations, and short-term operational priorities can restrict sustainable resource management in tourism and hospitality sustainability initiatives are adopted.
Factors such as staff turnover, heavy workloads, and shifting management priorities can further weaken sustainability efforts when responsible practices are not embedded into daily decision-making (Korstanje and Nedelea, 2020).
Pirani and Arafat (2014) explain that food and beverage areas generate particularly high levels of waste, often linked to the way services are designed and carried out. They also point out that efforts to reduce waste are commonly limited by low staff awareness, poor monitoring, and management priorities that place service quality ahead of efficiency. As a result, hotels often deal with waste after it has been created, rather than focusing on prevention. 
Martin-Rios, Demen-Meier and Pasamar (2023) note that waste reduction efforts are often constrained by cost pressures, fixed  staff routines, and poor coordination between departments.
Studies suggests that hotel sustainability is shaped by strategy and organisational behaviour. Commitments are often made at a strategic level, their success depends on staff engagement, resources, and operational practices (Mullins, 2016; Sloan, Legrand and Chen, 2017).

[bookmark: _Toc222760225][bookmark: _Toc223023063]2.3 Case Study Approaches and Boutique Hotel Contexts

Case study research is widely used in hospitality studies to explore how complex issues such as sustainability are understood and applied in real operational settings. Yin (2018) explains that case studies are particularly useful when research focuses on context-specific practices that cannot be separated from organisational activity. This approach is supported by Robson (2024), who argues that practice-based research is valuable for examining how policies and values translate into routine behaviour within service organisations.
Boutique hotels offer a useful setting for sustainability research, as they often operate with less formal structure than large hotel chains. Costa and Costa (2022) point out that smaller hotels are more likely to depend on local suppliers, and informal ways of working, while producing little public information about their sustainability practices. As a result, sustainability in boutique hotels is often less visible through formal reporting and more dependent on operational behaviour.
This study uses Morgans Hotel Swansea as the primary case. Morgans Hotel is an independent boutique hotel, and its public website mainly highlights accommodation, events, and the overall guest experience (Morgans Hotel Swansea, 2025). Although the hotel takes part in community and charity activities and works with local suppliers, it does not publish a specific sustainability policy or formal sustainability report online. Alike many hotels, food waste remains an ongoing issue in daily service delivery, but this is not clearly documented in public materials. 
[bookmark: _Toc222760226]To provide a point of comparison, The Scarlet Hotel is used as a contrasting boutique example. The hotel clearly presents itself as environmentally focused and shares detailed information about its sustainability approach on its official website. This includes references to low-impact building design, energy-efficient systems, and a preference for working with natural processes rather than relying on intensive resource use (The Scarlet Hotel, n.d.). Media coverage presents the hotel as strongly focused on sustainability, particularly through its design and long-term commitments (Condé Nast Traveller, 2024). However, existing research shows that this kind of communication does not always match operational reality. Jones, Hillier and Comfort (2016) argue that hospitality sustainability reporting is often selective, meaning that everyday practices may not be fully represented. Similarly, Haski-Leventhal (2018) suggests that organisations may adopt visible sustainability narratives without fully integrating responsibility into day-to-day routines. These insights highlight the importance of examining sustainability beyond published statements.

[bookmark: _Toc223023064]2.4 Identified Gaps in the Literature

Existing research points to clear gaps in how sustainability is studied in hospitality. While sustainability is often discussed at a strategic level, far less attention is given to how it is used in hotel activities (Sloan, Legrand and Chen, 2017; Costa and Costa, 2022).
Existing research also relies heavily on self-reported data, sustainability reports, and public communications produced by hotels (Jones, Hillier and Comfort, 2016).These sources mainly show what organisations claim to do, not what happens in daily work. Routines are often missed, even though they strongly affect how sustainability is dealt with in hotels (Haski-Leventhal, 2018).
[bookmark: _Toc222760227]These gaps point to the need for research that looks at sustainability within everyday hotel operations, particularly in boutique hotel settings. Methods that focus on what happens during daily work, rather than what hotels report publicly, are especially important. Placement-based case study research allows sustainability to be examined as it is understood and applied in hotel performance.

[bookmark: _Toc223023065]2.5 Theoretical Framework: Corporate Social Responsibility and The Triple Bottom Line

This study draws on two main conceptual frameworks: the Triple Bottom Line (TBL) and Corporate Social Responsibility (CSR). The Triple Bottom Line describes sustainability as a balance between environmental, social, and economic responsibilities (Elkington, 1997). CSR, informed by Carroll’s Pyramid, offers a way to examine how far organisational responsibility goes beyond basic economic and legal requirements (Carroll, 1991). Rather than being discussed only in abstract terms within the literature review, these frameworks are used later in the study as practical analytical tools. In Chapter Four, they are applied to help interpret how sustainability is carried out in practices at Morgans Hotel Swansea, allowing theory to be considered alongside operational reality (Sloan, Legrand and Chen, 2017).
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[bookmark: _Toc222760233][bookmark: _Toc223023067]3.1 Research Approach

This report uses a qualitative approach to look at how sustainability is part of everyday work in a boutique hotel. This type of approach is useful because it helps to understand how things happen in real working environments, such as how people behave, how tasks are carried out, and how routines develop, rather than focusing on numbers or set measures (Bryman, 2015; Creswell and Poth, 2018). 
The study also takes an interpretivist approach, this means it recognises that sustainability in hotels is shaped by organisational culture, values, and management priorities, and that it can be understood and applied differently depending on the setting. From this perspective, sustainability is not understood or applied in the same way in every hotel, but varies depending on the operational context (Saunders, Lewis and Thornhill, 2019). Using this approach allows the study to develop insight that is specific to a boutique hotel setting, which is later explored in Chapter Four using established sustainability frameworks.

[bookmark: _Toc222760234][bookmark: _Toc223023068]3.2 Case Study Approach

This research employs a qualitative case study approach to examine sustainability practices within a real organisational context. Case studies are particularly appropriate when the research seeks to explore contemporary phenomena in depth and within their real-life settings, especially where the 
The research uses a single case study, focusing on Morgans Hotel Swansea as the placement organisation. Single case studies are often used when the aim is to develop a detailed and context-specific understanding of one setting, rather than to produce findings that can be statistically generalised (Stake, 1995). This approach makes it possible to explore how responsible practices are applied and experienced within a boutique hotel environment, which fits with the exploratory and practice-focused nature of the research.
The case study is limited to the hotel’s operations during the placement period and attention is given to sustainability-related practices observed across relevant departments, focusing on how these practices form part of everyday work. In case study research, clear boundaries help keep the analysis focused on the organisation being studied (Baxter and Jack, 2008). 

[bookmark: _Toc222760235][bookmark: _Toc223023069]3.3 Data Collection and Analysis

Data for this study were mainly collected using qualitative methods, drawing on the researcher’s placement experience at Morgans Hotel Swansea and the review of relevant organisational documents. Placement-based research makes it possible to engage closely with day-to-day operations and understand routines(Saunders, Lewis and Thornhill, 2019). This approach supports an in-depth understanding of how sustainability is embedded within routine hotel activities.
Documentary sources formed a key component of the data collection process. These included internal policies, publicly available sustainability communications, and operational documents relevant to responsible practice within the hotel. Document analysis is recognised as a systematic and effective qualitative method for examining organisational practices and decision-making processes, particularly when direct access to participants is limited (Bowen, 2009). The use of documentary evidence also allows for the triangulation of observations, strengthening the credibility of the findings (Johnston, 2017).
Data analysis followed a thematic approach, with the data reviewed, organised, and interpreted to identify recurring patterns related to sustainability practices, while remaining sensitive to context (Braun and Clarke, 2006) The themes were influenced by the sustainability literature discussed in Chapter Two and were later considered using the Triple Bottom Line and Corporate Social Responsibility frameworks.
The data were read several times and notes were made along the way to highlight key points. This is a common approach in small qualitative studies and helped keep the analysis grounded in the data (Creswell and Poth, 2018), as the analysis continued, ideas were adjusted and clarified in line with the research aims and literature.
A PESTLE framework was also used to help with the research by giving background information on the political, economic, social, technological, legal, and environmental issues that affect how the hotel works.

[bookmark: _Toc222760236][bookmark: _Toc223023070]3.4 Ethical Considerations

Ethical issues were considered throughout the research to ensure the study was carried out responsibly and in line with academic and professional standards. Qualitative research, particularly when based on placement experience, requires careful attention to issues of confidentiality, consent, and the responsible use of organisational information (Bryman, 2015; Saunders, Lewis and Thornhill, 2019).
Given the placement-based nature of the research, care was taken to avoid the disclosure of sensitive or commercially confidential information. The organisation is referred to only in ways that do not compromise its operations or reputation, and no internal documents are reproduced or quoted without appropriate consideration. This approach is consistent with existing guidance on ethical practice in organisational research (Israel and Hay, 2006).
The study is based largely on observation and documents, rather than direct contact with participants. Formal participant consent procedures were not required, the research was conducted in line with ethical principles relating to respect, integrity, and professional responsibility (BERA, 2024). 
Ethics were kept in mind throughout the research, including awareness of the researcher’s role as both a student and a placement participant, and this reflexive approach recognises that the researcher’s role and perspective can influence how findings are interpreted and helps to support ethical rigour (Bryman, 2015).

[bookmark: _Toc222760237][bookmark: _Toc223023071]4. Chapter Four: Findings and Discussion

[bookmark: _Toc223023072]4.1 Contextual Analysis: PESTLE Framework



[bookmark: _Toc223023073]4.1.1 Political Factors
In the UK hospitality sector, political influence on sustainability tends to operate by  expectations rather than enforcing strict regulation. While government strategies promote more responsible and environmentally conscious hotel operations, this is most often conveyed through guidance rather than meaningful financial or operational support (UK Government, 2021). At Morgans Hotel Swansea, political priorities help set the broader context for responsible practice, but sustainability actions must be fitted into existing practices rather than driven by government-led programmes.
[bookmark: _Toc223023074]4.1.2 Environmental Factors
Environmental issues like climate change, waste, and resource use are becoming harder for hotels to overlook. There is growing pressure on the hospitality sector to reduce waste and use resources more carefully, but the advice given is usually practical and focused on what can be done day to day, rather than on major environmental change (Sloan, Legrand and Chen, 2017; WRAP, 2024).
For boutique hotels, this can be difficult. Small teams, limited budgets, and daily operational pressures shape what is possible. At Morgans Hotel Swansea, environmental responsibility matters, but what can be done is shaped by the behaviour and the need to keep the hotel running day to day. 
[bookmark: _Toc223023075]4.1.3 Social Factors 
Social factors in hospitality are closely linked to what guests’ value, particularly a sense of place and a connection to the local area. Boutique hotels are often appreciated for their links to local culture and history, which can support social sustainability by strengthening community identity and local engagement (Sloan, Legrand and Chen, 2017).
Morgans Hotel reflects this through its historic character and close ties to the local area. Guest reviews highlight the hotel’s atmosphere and local feel, which can be seen in its Tripadvisor Travellers’ Choice Award based on guest feedback (Tripadvisor, 2025). Social sustainability comes through the way guests experience the hotel and its relationship with the local area.
[bookmark: _Toc223023076]4.1.4 Technological Factors
In hospitality, technology is mainly used to improve service and guest experience rather than to support sustainability. Research shows that digital tools in hotels are most often adopted to enhance customer experience and competitiveness, not environmental performance (Neuhofer, Buhalis and Ladkin, 2013).
At Morgans Hotel Swansea, technology supports bookings, communication, and online presence, helping service quality and image, while sustainability continues to rely more on everyday operational practices.
[bookmark: _Toc223023077]4.1.5 Economic Factors
Sustainability can be costly for hospitality businesses, and smaller hotels often find it harder to absorb these costs. Limited budgets can make it difficult to invest in things like energy-efficient systems or other sustainability measures, especially when compared with larger hotel groups. Research on small and micro businesses shows that a lack of financial and operational resources can be a major barrier to putting sustainability into practice (Becerra-Bizarrón and Gomez-Bernal, 2025).
At Morgans Hotel Swansea, this means that wider sustainability aims must be weighed against cost pressures. Financial constraints play a key role in shaping what is realistically achievable, and at the time of the placement no additional sustainability-related investments were being made.
[bookmark: _Toc223023078]4.1.6 Legal Factors
Legal factors play a significant role in shaping how sustainability is applied in UK hotel operations, particularly in relation to food safety. Hotels must comply with national food hygiene regulations enforced by the UK Government and the Food Standards Agency (UK Government, 2023; Food Standards Agency, 2024), which prioritise guest safety above all other considerations.
In practice, this leads to a precautionary approach to food handling. When there is any uncertainty around contamination or allergen risk, food is more likely to be discarded than reused, even when waste reduction is recognised as a sustainability objective. At Morgans Hotel, food is thrown away to ensure compliance with legal standards and avoid cross-contamination. This shows legal compliance rather than lack of sustainability awareness, highlighting how law’s requirements place limits on sustainable practices.
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Philanthropic Responsibility

Ethical Responsibility
Legal Responsibility

Economic Responsibility

[bookmark: _Toc222760228][bookmark: _Toc222760229]                                 Figure 4.2 Carroll’s Corporate Social Responsibility Pyramid
                                                     Adapted from Carroll (1991)

This section applies Carroll’s CSR Pyramid to analyse how responsibility is prioritised and practised at Morgans Hotel Swansea, with attention to operational realities observed during the placement.
[bookmark: _Toc222760239][bookmark: _Toc223023080]4.2.1 Philanthropic Responsibility at Morgans Hotel Swansea (CSR)

Within Carroll’s CSR framework, philanthropic responsibility refers to voluntary actions taken by organisations to support communities and social causes beyond what is required by law or expected ethically (Carroll, 1991). In hospitality, this type of responsibility is commonly expressed through charity partnerships and community involvement rather than complex sustainable programs(Henderson, 2007).
At Morgans Hotel Swansea, philanthropic responsibility is most clearly reflected in its involvement with local charities and community-focused events. The hotel highlights its links to the local area and support for regional initiatives through public communications (Morgans Hotel Swansea, 2025). These activities help build positive relationships locally and support the hotel’s image as an independent business.
Research shows that this approach is common in boutique and independent hotels, where charitable activity is often linked to local identity and reputation rather than long-term sustainability planning (Jauhari, 2021). While these activities can create social value, they are usually optional and sit outside hotel operations. As Henderson (2007) notes, philanthropic activity in hospitality often focuses on visibility and goodwill, while practical issues such as resource use or food waste are addressed elsewhere.
While both hotels engage in community and charitable activity, at The Scarlet these actions are supported by wider sustainability commitments built into regular practices (The Scarlet Hotel, 2024).
Generally, community and charitable activity at Morgans appears genuine and locally focused. These activities support local relationships but largely sit alongside operational sustainability, reflecting a common boutique hotel approach rather than a lack of commitment. As Carroll (1991) explains, philanthropy sits at the top of the CSR pyramid because it is optional and cannot compensate for weaknesses in more basic responsibilities.
[bookmark: _Toc222760240][bookmark: _Toc223023081]4.2.2 Ethical Responsibility at Morgans Hotel Swansea (CSR)

Ethical responsibility refers to actions’ organisations choose to take because they feel appropriate, rather than because they are legally required (Carroll, 1991). In hotels, this often appears in how businesses present themselves to guests and engage with the local area (Font and Lynes, 2018).
At Morgans Hotel Swansea, this is most clearly seen in the focus on local suppliers and Welsh identity, particularly within food and beverage department. Supporting local producers can be understood as an ethical choice, as it strengthens the local economy and supplier relationships (Murphy and Murphy, 2018).
However, research suggests ethical practices in hospitality are often selective. Font and Lynes (2018) argue that hotels tend to prioritise ethical actions that are visible to guests, while practices requiring deeper operational change are less likely to be addressed. This helps explain why ethical responsibility at Morgans is more visible in sourcing and marketing than in food waste reduction.
Ethical responsibility also involves avoiding harm to guests. In food and beverage operations, this creates tension between reducing waste and ensuring food safety. Tourism ethics research shows that ethical decisions often involve balancing competing priorities rather than achieving ideal outcomes (Fennell, 2008). At Morgans, precautionary food disposal can therefore be seen as an ethical decision focused on guest protection, even though it conflicts with sustainability aims.
Ethical principles shape how the hotel presents itself, but without formal procedures their impact remains uneven (Treviño, Weaver and Reynolds, 2006).
[bookmark: _Toc222760241][bookmark: _Toc223023082]4.2.3 Legal Responsibility at Morgans Hotel Swansea (CSR)

Legal responsibility refers to an organisation’s duty to comply with laws and regulations (Carroll, 1991). In hospitality, food safety is a key legal responsibility. When standards are not met, consequences can include harm to guests, legal action, or closure.
Food and beverage department are regulated by legislation such as the Food Safety Act 1990 and Food Hygiene Regulations. In practice, this is managed through HACCP-based systems monitored by the Food Standards Agency (FSA, 2024). Hotels are therefore required to prioritise food safety, even when this leads to cautious handling practices.
At Morgans, legal responsibility is most clearly seen in strict adherence to food safety procedures. Where contamination or allergen risk is uncertain, food is disposed of rather than reused, reflecting FSA guidance (Food Standards Agency, 2024). Research supports this approach, showing that hospitality operators often adopt risk-averse practices to meet legal obligations, even when these conflict with waste reduction.
From a CSR perspective, Morgans demonstrates strong legal responsibility. Compliance is prioritised not because sustainability is ignored, but because legal duty of care to guests is non-negotiable. As Carroll (1991) explains, legal responsibility forms the foundation of CSR, but it can also limit voluntary sustainability initiatives when compliance already demands significant operational attention.
[bookmark: _Toc222760242][bookmark: _Toc223023083]4.2.4 Economic Responsibility at Morgans Hotel Swansea (CSR)

Economic responsibility refers to the need for a business to remain financially stable while delivering its core service (Carroll, 1991). In hospitality, high fixed costs, labour intensity, and fluctuating demand place constant pressure on profitability (Jones, Hillier and Comfort, 2016).
At Morgans Hotel Swansea, economic responsibility is reflected in a strong focus on operational stability and cost control. There were no plans to invest in new systems aimed at improving environmental performance, reflecting research showing that boutique hotels often delay sustainability investment unless clear short-term returns exist (Sloan, Legrand and Chen, 2017).
In food and beverage operations, existing systems are maintained rather than redesigned, despite the potential for waste reduction. Research on smaller hotels supports this pattern, showing that sustainability actions tend to focus on low-cost measures rather than structural change (Garay and Font, 2012).
From a CSR perspective, Morgans fulfils its economic responsibility by maintaining financial stability. At the same time, this responsibility limits the scope for deeper sustainability investment, acting both as a stabilising force and a boundary.
[bookmark: _Toc222760244]
[bookmark: _Toc223023084]4.3 Triple Bottom Line
This section uses the Triple Bottom Line (TBL) framework to look at how sustainability plays out in practice at Morgans Hotel Swansea, with The Scarlet Hotel used briefly as a point of comparison. While CSR focuses on responsibility and intent, the TBL framework is more useful here because it highlights how economic, social, and environmental outcomes interact in everyday operations.

[bookmark: _Toc223023085]4.3.1 Economic dimension

From a Triple Bottom Line perspective, economic sustainability is about whether a hotel can remain financially stable over time while still engaging with sustainability in a realistic way (Elkington, 1997). Hotels operate with high costs, rely heavily on labour, and have limited room for financial risk, especially when they are independent or boutique.
At Morgans, economic sustainability is mainly about keeping the business stable. Rather than investing in large sustainability projects, the focus is on maintaining existing systems and controlling costs. This approach is common among smaller hospitality businesses, which often prioritise short-term financial security before considering longer-term change (Revell, Stokes and Chen, 2011).
Environmental initiatives tend to be taken up only when they clearly save money. Where the financial benefits are uncertain, hotels are much more cautious (Mensah, 2013). 
When resources are tight, organisations usually focus on keeping things running smoothly rather than experimenting with new systems (Slack, Brandon-Jones and Burgess, 2019). As a result, existing routines stay in place, even when they lead to inefficiencies such as ongoing food waste.
Comparing Morgans with The Scarlet shows how different economic choices shape sustainability outcomes. The Scarlet has invested heavily in sustainability as part of its business model, accepting higher upfront costs. Morgans follows a more cautious route, prioritising immediate stability. This difference reflects financial capacity rather than awareness or values.
[bookmark: _Toc222760245]Overall, Morgans performs well economically, but this stability also limits how far wider sustainability changes can be introduced.
[bookmark: _Toc223023086]4.3.2 Social dimension

The social side of the Triple Bottom Line looks at how business operations affect people, including staff, guests, and the local community (Elkington, 1997). In hospitality, this is closely tied to staff training, service standards, and the hotel’s relationship with its local area (Baum, 2018).
At Morgans, social sustainability is most visible through staff training and the emphasis placed on service quality. Training plays an important role in hospitality, particularly in a sector with high staff turnover, as it supports confidence, skills, and long-term employability (Baum, 2018).
There is also a clear link between staff development and guest experience. Well-trained and supported staff are more likely to deliver consistent service, which benefits both guests and the business. 
Beyond the hotel itself, Morgans’ focus on Welsh identity and local suppliers helps strengthen links with the surrounding community. However, research suggests that in small hotels these social outcomes are often informal and not formally measured (Zientara and Zamojska, 2016). This appears to be the case here, where positive practices exist but are not part of a structured sustainability strategy.
Compared with The Scarlet, which takes a more formal approach to social sustainability, Morgans relies more on behaviour and organisational culture.
Overall, Morgans performs relatively strongly on the social dimension in practice, but this remains informal rather than strategic.
[bookmark: _Toc222760246][bookmark: _Toc223023087]4.3.3 Environmental dimension

The environmental dimension of the Triple Bottom Line focuses on how operations affect natural resources, including waste, energy use, and environmental impact (Elkington, 1997). In hospitality, environmental performance is closely linked to building design, systems, and investment, meaning that awareness alone rarely leads to significant change (Gössling et al., 2012).
At Morgans, environmental outcomes are shaped by existing operational structures. While sustainability is recognised as important, environmental actions remain limited. Research shows that meaningful improvements often require changes to systems or investment in infrastructure, which are difficult for smaller hotels to implement (Mensah, 2014).
Food waste stands out as the main environmental challenge, hospitality research consistently identifies food waste as a major issue (Filimonau and de Coteau, 2019). From a TBL perspective, ongoing food disposal points to weak environmental outcomes, even when waste is driven by safety and operational pressures.
Smaller and independent hotels often lack the resources needed to introduce comprehensive environmental systems (Tzschentke, Kirk and Lynch, 2008). This helps explain why environmental performance at Morgans is weaker than its economic or social performance.
Overall, the Triple Bottom Line at Morgans is unbalanced. Economic and social outcomes are relatively strong, while environmental outcomes are more limited. This reflects practical constraints rather than a lack of concern for sustainability.
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[bookmark: _Toc222760230][bookmark: _Toc222760231]                                                      Figure 4.3 Triple Bottom Line Framework
                                                                                            Adapted from Elkington (1997)

                                        



[bookmark: _Toc223023088]5. Chapter Five: Conclusion and Recommendations
[bookmark: _Toc222760248][bookmark: _Toc223023089]5.1 Conclusion

This placement research project set out to explore how sustainability and responsible practice are embedded within the everyday operations of a boutique hotel, using Morgans Hotel Swansea as a placement-based case study. Corporate Social Responsibility (CSR) and the Triple Bottom Line (TBL) were used as guiding frameworks to help connect sustainability theory with what happens in practice within a small, independent hotel setting.
The first research objective focused on reviewing academic literature around sustainability and responsible practice in boutique hotels. This literature shows that sustainability in smaller hospitality businesses is often shaped by limited resources, informal management structures, and the ongoing need to remain financially viable (Williams and Schaefer, 2012; Spence, 2016). Unlike large hotel chains, boutique hotels tend to rely less on formal sustainability systems and more on shared values, local relationships, and daily decision-making (Kasim, 2009). This helped frame the findings of the study by showing that uneven or partial sustainability practices are common in small businesses and should be understood within this wider context.
The second objective was to examine how sustainability is implemented in the routine of the placement hotel. The findings showed that sustainability at Morgans Hotel Swansea exists but is not consistently embedded across all areas of operation. Economic and legal responsibilities were clearly prioritised, particularly in relation to cost control and food safety compliance. Ethical and philanthropic responsibilities were also present, especially through local sourcing and community involvement, but these were not always reflected in operational systems. 
The third objective focused on staff and management perceptions of sustainability responsibility. The placement experience suggested that sustainability was rarely discussed as a separate organisational goal. Instead, it was understood as part of general professional behaviour, such as providing good service, avoiding mistakes, and following procedures. This reflects practice-based research which argues that everyday routines and informal expectations often shape outcomes more strongly than written policies (Whittington, 2006). In small hotels, sustainability targets and monitoring systems are uncommon, responsibility is often carried through individual behaviour instead of formal instruction (Gunarathne and Lee, 2015).
The fourth objective was to explore the challenges involved in embedding sustainability within boutique hotel. Several challenges were identified, particularly financial limitations, legal obligations, and operational risk. Food waste management clearly illustrated these issues. While reducing food waste is widely promoted as a sustainability goal, decisions at Morgans were mainly influenced by food safety rules, allergen control, and the need to avoid risk. Academic research recognises that food safety and sustainability goals can conflict, and that hospitality businesses often prioritise guest protection over waste reduction (Bilska et al., 2020). Although the food waste hierarchy promotes prevention as the ideal approach, it also recognises that prevention is not always achievable within existing operational systems (Papargyropoulou et al., 2014). This shows that food waste at Morgans is shaped by structural constraints rather than lack of awareness.
The final objective was to propose practical recommendations to strengthen sustainability practice at the placement hotel. While these recommendations are presented in the next chapter, the findings suggest that sustainability improvements in boutique hotels are most realistic when they build on current practices rather than require major investment or change. Sustainability research highlights that organisations often face ongoing tension between economic, social, and environmental priorities, rather than achieving balance across all three at once (Hahn et al., 2015). As a result, sustainability should be seen as a gradual process that develops over time (Bansal and DesJardine, 2014).
The use of CSR and the Triple Bottom Line helped to explain how sustainability operates in practice at Morgans Hotel Swansea. Economic and social responsibilities were more strongly embedded than environmental responsibility, reflecting wider patterns found in small hospitality businesses (Williams and Schaefer, 2012). This imbalance does not suggest a lack of concern for sustainability, but highlights the practical limits faced by boutique hotels.
Although this study is based on a single placement case, its value lies in the detailed insight it provides into everyday hotel work. Case study research is well suited to exploring complex organisational practices within their real context (Thomas, 2011; Flyvbjerg, 2011). By focusing on daily work rather than formal policy, this research contributes a realistic understanding of how sustainability is applied, limited, and negotiated in boutique hotel operations.
In conclusion, sustainability at Morgans Hotel Swansea is neither fully embedded nor absent but shaped by operational reality. CSR and the Triple Bottom Line provide useful tools for interpretation, but their application highlights the tension between responsibility and feasibility. By linking theory directly to placement experience, this study offers a grounded and practical view of sustainability as it is experienced within a boutique hospitality organisation.

[bookmark: _Toc222760249][bookmark: _Toc223023090]5.2 Recommendations 

The findings of this placement research project show that sustainability at Morgans Hotel Swansea is already present in everyday work, but it is informal and uneven. Responsibility is shaped by operational pressure, food safety rules, and financial limits rather than by formal sustainability plans. For this reason, the recommendations below focus on realistic improvements that build on existing practice, rather than large-scale change. This approach reflects research which suggests that sustainability in small organisations develops gradually and is closely linked to how work is already organised (Bansal and DesJardine, 2014).
A first recommendation is to improve internal communication around sustainability. The placement experience showed that staff often see sustainability as simply “doing the job properly”, but this understanding is not always shared in the same way across different teams. Taking a few moments to talk about sustainability during briefings or staff meetings could help bring everyone onto the same page. Research suggests that even simple communication can make a difference when staff understand why certain actions matter (Daily and Huang, 2001). This does not require extra resources and fits easily into existing routines.
Secondly, Morgans could strengthen staff awareness through short, practical training. Rather than introducing formal sustainability programmes, sustainability could be included within existing induction or refresher training, for example, brief guidance on portion control, food handling decisions, or waste awareness could help staff make more consistent choices during service. Studies in hospitality suggest that staff involvement is central to sustainability outcomes, particularly in compact organisations where formal systems are limited (Brewster et al., 2016).
The findings showed that most food waste at Morgans comes from caution and legal responsibility, instead of poor practice. One realistic step would be to pay more attention to why food is being thrown away during service, for example by briefly noting the reasons when it happens. Research shows that simply observing and recording patterns like this can be useful, without the need for complex systems or extra resources (Principato et al., 2018). This kind of information could then be used to make minor adjustments to forecasting or menu planning, while still staying within food safety rules. This also fits with the food waste hierarchy, which places more emphasis on preventing waste in the first place rather than dealing with it later through redistribution or recycling (Papargyropoulou et al., 2014). In a boutique hotel, preventing waste is often more realistic than trying to deal with it later. A lot of surplus food comes from how service runs on the day. What gets thrown away often comes down to how things run during service. Portion measurement, communication between the kitchen and front-of-house, and how bookings are interpreted all influence how much food is left over before safety becomes a concern. In smaller hotels, it often makes more sense to focus on these day-to-day issues than to rely on extra systems or outside solutions (Martin-Rios et al., 2018).
The same applies to ethical and local sourcing, where consistency depends largely on how things are done day to day.
Morgans already works with local suppliers and supports the local area, but these choices are often informal and depend on individual decisions. Ethical and local sourcing at Morgans already happens in practice, but it is not always consistent because decisions depend on who is working at the time. Finding simple ways to share these preferences internally could help maintain continuity, without formalising or restricting decision-making (Williams and Schaefer, 2012).
Responsibility for sustainability could also be better supported through informal coordination. This does not mean creating a new role but including sustainability within the responsibilities of an existing supervisor or manager. Wood (2013) argues that responsible behaviour in organisations is shaped by everyday processes and managerial judgement, instead of formal policies alone. Having one person as a point of contact for sustainability could help keep it visible without turning it into extra work. This would be more about reminding people and keeping things consistent than creating a new role.
It may also help to keep an eye on a few simple things. For example, how much food is being thrown away, whether staff have had basic training, or how often local suppliers are used. Small-scale hotels often get more value from simple checks like these than from detailed reporting systems designed for larger organisations (Rinaldi et al., 2022). The aim would be to notice issues and make improvements over time, not to measure performance.
Overall, sustainability at Morgans Hotel Swansea works best when it is approached gradually,  makes more sense to build on what already works, such as good service and strong local links, than to try to introduce big changes. In compact organisations, sustainability tends to grow gradually, through learning and small adjustments over time (Bansal and DesJardine, 2014). These recommendations focus on strengthening sustainability in ways that make sense for a boutique hotel. Emphasising communication, staff awareness, food waste prevention, and informal coordination can help improve consistency without adding pressure on staff or resources.
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How is responsibility for sustainability understood and shared within a small, independent hotel?


Does this report help to highlight gaps between sustainability expectations in hospitality research and what can realistically be achieved in practice?


What challenges and limitations arise when sustainability is applied within a boutique hotel context?
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