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This research investigates employee sustainability awareness by looking at how sustainability policies and staff training at Coldra Court Hotel are translated into sustainable behaviours and actions. The research aim is also to identify the gaps between policy, training and practice. Using a qualitative single case study approach, the study draws on researcher direct observations from the work placement alongside other methods like document analysis and netnography to explore the impact of staff training on daily sustainability practices. Findings reveal that while the wider Celtic Collection (of which Coldra Court is part of) has developed strong sustainability fundaments, training over 1,300 staff and achieving impressive environmental outcomes, implementation at Coldra Court is inconsistent. Observations revealed that staff behaviours across departments varied and there was also minimal reinforcement of sustainable actions, and a disconnect between policies and staff understanding. Barriers identified include overly technical communication, generic training lacking departmental relevance, sustainability champions lacking empowerment, and limited digital representation and recognition for efforts staff make on sustainability.
To address these gaps, the study suggests several recommendations: develop culturally inclusive, department specific sustainability training; simplify sustainability messaging using accessible language; empower sustainability champions with formal recognition and time allocation; and celebrate staff contributions through internal and external communications (Luck and Luck, 2020). Additionally, introducing departmental sustainability KPIs and regular feedback would support longer term behavioural change (Rainer et al., 2017). This research empathize that employees are key to effective sustainability implementation. Bridging the gap between knowledge and action through tailored training and recognition may allow sustainability strategies to be implemented to their full potential. 




[bookmark: _Toc198115552][bookmark: _Toc198115605][bookmark: _Toc198115658]Chapter 1: Introduction To The Research Problem

[bookmark: _Toc198115553][bookmark: _Toc198115606][bookmark: _Toc198115659]1.1 Motive
Sustainability has become a major focus across all operational parts of a hotel. Recent studies show multiple benefits of bringing sustainability into hotel practices, such as the ability to give businesses a competitive edge while contributing to global efforts toward sustainable development (Jones et al., 2022; Legrand et al. 2021). Today, hotels often face criticism for their environmental impact. The hotel and hospitality sector are commonly blamed for harming the environment through excessive use of resources, creating large amounts of waste such as water and energy waste (Gössling & Higham, 2021). Putting effective sustainability measures into practice remains challenging, requiring good expertise and knowledge to turn ideas and policies into real actions and behaviour change (Melissen et al., 2022). As Verma and Chandra (2024) point out, employees play a crucial role in this change since making hotels more sustainable depends on staff consistently taking multiple sustainable actions. Research by Pham et al. (2020) found that hotels with strong employee involvement in sustainability efforts achieved 27% better energy efficiency compared to properties where staff were less involved. Yet sustainability is still a relatively new idea for many in the hotel industry, especially among frontline staff. Zhang and Warren (2023) recently discovered that despite increasing corporate sustainability policies, about 68% of frontline hotel workers had limited understanding of sustainability concepts and why they matter. This knowledge gap can create real barriers to successful implementation. Niñerola et al. (2021) suggest that without proper staff training and engagement, even  well designed sustainability plans can fail to achieve goals. 
[bookmark: _Toc198115554][bookmark: _Toc198115607][bookmark: _Toc198115660]1.2 Background Of Case Study 
The Celtic Collection, which includes Coldra Court Hotel, employs over 1,700 staff across its various properties (The Celtic Collection, 2024).  Coldra Court Hotel is part of this collection and is located in Langstone, Newport. This is a 4-star hotel that is with 148 guest rooms, a southern inspired smokehouse restaurant (The Rib), a health club with an indoor pool, sauna, and steam room, as well as facilities for weddings, meetings, and events accommodating up to 300 people. During my ten-week placement at Coldra Court Hotel, I shadowed supervisors across reception, food and beverage, and housekeeping departments. The purpose was to gain practical insights into major hotel operations. Beyond learning practical skills, this experience allowed me to observe sustainability practices and evaluate whether staff had enough knowledge and awareness of sustainability, weather they have been trained in sustainability and how well they were able to put training into practice. My observations revealed noticeable differences in sustainability practices across departments and that generally, sustainable behaviour in staff needs more consideration. 
[bookmark: _Toc198115555][bookmark: _Toc198115608][bookmark: _Toc198115661]1.3 Research Aim & Questions
This research paper seeks to examine the sustainability awareness and the impact of staff training at Coldra Court Hotel. It will look at the relationship between sustainability policies and staff behaviour focusing on this specific case study, aiming to evaluate how effectively these policies translate into consistent sustainable actions among employees from different departments. The purpose is also to assess the hotel's sustainability policies and online communications to determine whether staff sustainability training is efficiently incorporated and promoted. In order to address the research problem and the above aim, the following two research questions have been designed: 

Q1: How are the sustainability policies and training at Coldra Court Hotel translating into consistent sustainable behaviours and awareness among staff?
Q2: Do any gaps exist between sustainability policy and staff practice, and what factors contribute to these discrepancies?

In order to answer these overarching questions of the research, the paper follows through a series of six main objectives: 

1. To examine the relationship between sustainability policies and staff behaviour at Coldra Court Hotel, with the goal of identifying strategies to enhance staff engagement in sustainable practices across all departments. 
2. To establish a literature review on employee engagement in sustainability initiatives within the hospitality industry, focusing on behavioural factors and implementation challenges.
3. To evaluate the integration of staff behaviour considerations within Coldra Court Hotel's sustainability policies and initiatives.
4. To assess the effectiveness of existing sustainability training programs for staff at Coldra Court Hotel.
5. To identify barriers preventing consistent sustainable practices among hotel staff across departments.
6. To develop recommendations for improving staff engagement with sustainability initiatives at Coldra Court Hotel.
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[bookmark: _Toc198115557][bookmark: _Toc198115610][bookmark: _Toc198115663]2.1 A Brief History Of The Evolution Of Sustainability In Hotels

The hotel industry's journey toward sustainability has gone through significant transformation over  decades. Initially, sustainability was largely lacking from hospitality operations, with minimal environmental considerations beyond measures that can save on costs (Jones et al., 2022). The 1990s marked the start of early environmental initiatives, such as towel and linen reuse programs that emphasized water conservation (Gupta and Sharma, 2023). Later on, sustainability expanded beyond water conservation to include energy efficiency, waste management, and responsible sourcing (Legrand and Sloan, 2022). The 2010s witnessed a shift toward more thorough approaches, with leading hotel groups developing corporate sustainability policies (Kim and Hall, 2023). However, the most progress has been made in recent years with an acceleration in ambition. Post COVID-19 many major hotel chains have established sustainability targets based on science and carbon net-zero commitments, reflecting growing pressure of global climate urgency (Zhang et al., 2024)




[bookmark: _Toc198115558][bookmark: _Toc198115611][bookmark: _Toc198115664]2.2 Regulatory Frameworks And Sustainability Standards In The Hospitality Industry

Staff cooperation is essential for the successful implementation of sustainability standards. Without employee engagement and training, even mandatory standards may not be put into practice (Kim at el. 2020, Andoh et al., 2024). For example, standards such as the Environment Act 2021 have introduced new operational requirements for hotels, like mandatory food waste separation. These require clear communication and understanding from staff in order to be effectively adopted. Similarly, the Simpler Recycling legislation, starting in 2025, places the responsibility of sorting waste in the kitchens on the operational teams, making their participation key (Sustainable Restaurant Association, 2025). Voluntary initiatives such as Guardians of Grub and the Courtauld Commitment 2030 similarly empathize staff roles in reducing food waste and resource consumption (UK Government, 2021). Collectively, these measures reveal that compliance to regulation and advancing sustainability goals in hospitality is not possible without the active participation of employees.  Hotel sustainability policies often set objectives like reducing energy consumption, minimizing waste, and conserving water but fail to mention the specific role the staff play in achieving all of this. Without active staff engagement, these policies may not translate into effective practice. A Deloitte (2023) report empathizes that educating employee on sustainability behaviours not only enhances operational efficiency but also empowers staff to act as sustainability advocates. 

[bookmark: _Toc198115559][bookmark: _Toc198115612][bookmark: _Toc198115665]2.3 Staff training and sustainability awareness

Ahmed et al. (2023) found that green training, coupled with performance management and employee involvement, can increase environmental outcomes in hotels. Similarly, Babagbale (2020) highlighted that employees who receive green training are more committed to sustainable practices, resulting in increased productivity and customer satisfaction. Hotels have adopted various strategies to increase the sustainability values among staff. Most common are internal training sessions, often conducted by Human Resources. However, their depth and effectiveness can vary. Varga and Rogenhofer (2025) observed that less than 25% of surveyed Swiss hotels offer thorough SDG-focused training for operational staff, indicating a gap in comprehensive internal training programs. To bridge this, some hotels employ external experts to provide specialized workshops, enhancing the quality and relevance of the training. These trainings may include things like Carbon Literacy or Climate Fresks. Additionally, approaches like job swapping and cross training have been used to show staff  different sustainability practices within hotel operations and to obtain a deeper understanding and commitment to sustainability (EHL Hospitality Insights, 2025).
 
Despite these efforts, a significant gap in green training persists within the hospitality industry. The UNESCO-UNEVOC BILT report (2023) also emphasizes that many hospitality and tourism workers lack access to green and digital skills training, hindering the sector's progress toward sustainability goals. In Wales, research by Thomas et al. (2021) revealed that there are big environmental skills gaps, particularly in the food and beverage sector, due to limited training opportunities and awareness. Furthermore, a study by OVO Energy (2023) found that only 7% of workers receive dedicated green skills development, with a significant portion expressing a desire for more information and training in this area. Addressing these gaps requires more effort from hotel management leaders to prioritize sustainability training. 
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The Knowledge-Attitude-Behaviour (KAB) theory is a useful guide and tool for understanding how staff training influences sustainable practices in the hospitality sector. According to this model and theory, increasing individuals’ knowledge leads to a shift in their attitudes, which in turn informs and drives behaviour (Kollmuss & Agyeman, 2002). Applied to hotel sustainability training, this suggests that when employees are educated about environmental issues, such as energy conservation, waste management, or sustainable procurement, they are more likely to internalize these values, leading to a pro environmental attitude and behaviour. This shift in mindset is then likely to result in visible behavioural changes, such as turning off unused appliances, paying more attention to recycling or supporting other green initiatives (Han et al., 2020). For this reason, hotel sustainability training programs should not only focus on technical knowledge but also aim to engage emotionally and ethically with staff to influence a deeper change of attitude. Embedding the KAB framework into staff development strategies can help create long lasting sustainable behaviours across hotel operations. Nevertheless, whilst staff training is essential for promoting sustainability in hotels, it does not automatically translate into pro environmental behaviour. One significant barrier is the attitude-behaviour gap, where employees' positive attitudes towards sustainability do not always lead to corresponding actions. This discrepancy can be attributed to various factors, including organizational constraints and personal priorities (Blake, 1999). For instance, staff may value environmental practices but feel unable to implement them due to time pressures or lack of managerial support. Additionally, cognitive dissonance is created when employees' actions conflict with their environmental values, leading to discomfort that is hard to understand (Gifford, 2011). Structural barriers, such as poor resources or conflicting job responsibilities can further complicate taking sustainable actions (Burch, 2010). Addressing these psychological and structural obstacles is important for translating sustainability training into effective action within the hospitality industry, and this research paper will aim to understand if these have been considered as part of sustainability policies and staff training at the Coldra Court Hotel. 

[bookmark: _Toc198115561][bookmark: _Toc198115614][bookmark: _Toc198115667]Chapter 3: Research Methodology

This dissertation follows a qualitative case study methodology in order to explore how sustainability policies at Coldra Court Hotel are put into practice, with a specific focus on staff awareness, training and behaviour. According to Feagin et al., (1991), the case study method is particularly suited to be applied for an in depth, contextual analysis of phenomena happening in real life. According to Yin (2003), case study research is appropriate when the aim is to explore causal relationships and discover the interaction between policy and practice, making it a suitable choice for this research. This is a single-case design which allows for a more detailed exploration of Coldra Court Hotel. This approach increases credibility and richness of the analysis. As Stake (1995) argues, case studies can be interpreted from multiple perspectives, allowing the researcher to consider the interactions and viewpoints of different participants.
One key source of evidence in this research comes from researcher observation during a placement at Coldra Court Hotel. The research occupied an insider role, enabling observation and reflection on staff behaviours, routines, and practices related to sustainability. These informal, direct observations offered important insights that support the analysis of policy and digital content. Merriam (1998) identifies such a role as "participant-observer," where the researcher’s position within the environment leads to rich, contextual understanding. Yin (2003) also emphasises the value of direct observation in case studies to help with capturing  of complex, behavioural phenomena.
Policy and document analysis were another used method of data collection in this study. Publicly available reports, such as hotel sustainability statements and annual reports and policies were reviewed to assess the alignment between official policy and the observed practice. To complement the policy and document reviews, netnographic analysis was used to examine the hotel’s digital public resources, including website content, social media presence, and public sustainability statements. Introduced by Kozinets (2010), netnography is a suitable way for analysing online environments and is increasingly used in tourism and hospitality research. This technique will provide insight into how sustainability values are communicated to the public and whether sustainability efforts focused on staff are visible in these narratives.
While case study research is often criticised for limited scope, Stake (1995) proposes the idea of "naturalistic generalisation," which means that findings may resonate with readers through their alignment with personal or professional experiences. As this study has a deep context of a unique property, it aims not for statistical generalisation but for deep understanding that can inform future practice, policies and research in hospitality sustainability.
To frame the interpretation of findings, the previously discussed Knowledge-Attitude-Behaviour (KAB) model will also be applied. The KAB theory suggests that knowledge influences attitudes, which in turn shape behaviours (Kollmuss & Agyeman, 2002). This framework is particularly relevant for sustainability training, as it helps explain the potential gaps between knowing about sustainability, valuing it, and acting upon it in the workplace.
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4.1.1 Document analysis
As part of the document review process, The Celtic Collection’s official website was examined to identify available sustainability policies and reports. It was found that the organisation does not publish individual sustainability reports for each hotel; instead, a collective annual sustainability report is provided, covering all properties within the group (The Celtic Collection, 2024). This broader report outlines overall environmental commitments and actions, but it does not offer detailed, hotel specific information for Coldra Court Hotel. This general sustainability report mentions that environmental responsibility represents a core organizational goal with the ultimate aim to Net Zero by 20250. The report illustrates that the organisation’s efforts in sustainability have so far achieved 58% reduction in CO2 emissions (Scope 1 and 2) between 2017-2022. They've reduced energy consumption by 20% since 2012 and purchase 100% renewable electricity. Water usage has decreased by 42% (2017-2022). Waste management shows impressive results: 100% waste diversion from landfill since 2018, 13% reduction in waste production (2019-2022), and 63.5% waste recycling rate. Additional achievements include decarbonizing their golf buggy fleet installing EV charging stations and implementing biodiversity initiatives across their properties. Their report also mentions that the collection of hotels has established a formal structure for sustainability initiatives. They employ dedicated personnel (Sustainability and Energy Manager; Ecology Manager) and organize 14 Sustainability Working Groups and by 2022, they trained 1300 colleagues in sustainability principles, showing commitment to environmental education. 
The Celtic Collection also has a formal Environmental Policy that outlines specific operational goals and values. Updated in December 2021, the policy is a common approach to environmental management, covering areas such as legal compliance, Scope 1 and 2 emissions monitoring, carbon reduction, waste minimisation, and sustainable procurement. It also includes briefly commitments to staff sustainability training, regular environmental audits, the use of low-emission vehicles, and biodiversity protection. While the policy lists training as a key part, it does not detail the depth, frequency, or relevance of this training and does not provide enough information as a standalone document (The Celtic Collection, 2025)
4.1.2 Findings from Researcher Observations
During the placement at Coldra Court Hotel within the Celtic Collection, the researcher adopted an observer role which provided this research with deeper insights of sustainability implementation in terms of staff awareness and behaviour. Similar to the literature previously discussed, observations revealed that staff behaviour are the connection between sustainability policies and the actual real-life practices that lead to resource consumption. For example, housekeeping staff determine how frequent towels are replaced, electricity usage for cleaning, water consumption, and toiletry replacement etc. Similarly, kitchen staff influence food waste through their preparation techniques and choices they make in terms of the ingredients used in recipes. A key finding of these observations was that sustainable behaviour whilst formally required is not formally reinforced to the employers. Employees frequently encounter situations without clear sustainability goals  they are left to make decisions based in their own judgement (Teng et al., 2012) Therefore, the hotel sustainability practices were different across departments and individual employees. In housekeeping, some staff meticulously follow towel reuse programs, while others automatically replace all linens. Kitchen teams also showed significant differences in waste management, with some employees making efforts to avoid food waste, while others discarding of ingredients immediately. Front desk employees also demonstrated inconsistent approaches to sustainability communication, with some actively educating guests about green initiatives and programmes, others treated environmental concerns as an afterthought. These differences in behaviour in people from the same teams highlighted the need for a comprehensive sustainability training that could be better suited at engaging all employees across departments and not just some. This inconsistency can be partially attributed to the diverse cultural backgrounds typically found in hospitality workforces. At Coldra Court, the employees also come from many different countries. Staff from countries with improved recycling systems often demonstrated better waste sorting practices than colleagues from regions without such infrastructure. In the kitchen, behaviours around water conservation, food waste prevention, and energy usage varied considerably between individual chefs and their backgrounds. 
Through the observational research at Coldra Court, it was witnessed how sustainability champions faced challenges in their roles. Despite their personal commitment, champions seemed hesitant when having to address other colleagues' unsustainable behaviours. During staff meetings, it was noticed that their suggestions were often not as prioritized as other operational issues, reflecting what Harris and Crane (2002) term "organizational legitimacy barriers." On multiple occasions, it was  observed that champions correctly sorted waste that others had misplaced, yet they rarely confronted those responsible. This aligns with Boiral et al. (2019) concept of "disempowered environmental leadership," where the named champions resort to personal example rather than direct intervention. Their limited influence was also evident in pressured situations, where sustainability practices were the first sacrificed. 
Despite the Celtic Collection's documented sustainability achievements, including "42% less water used" and "13% less waste produced," my observations suggest these improvements have been due to mandatory regulations and new technological advancements rather than depending on individual staff behaviours. However, there are certain areas such as recycling where only 63.5% of overall waste is recycled in which improvements can ultimately be achieved only by educating and empowering the frontline employees to make better daily decision.
4.1.3 Findings from Netnography Analysis
For this dissertation, netnography was employed as a qualitative research method to examine the online narrative surrounding sustainability practices in the hospitality industry. The research focused specifically on the Celtic Collection's digital presence and public sustainability communications.
Data collection involved a general analysis of the Celtic Collection's and Coldra Court official website, social media accounts, between January 2022 and May 2025. Despite carefully searching, the reviews platform TripAdvisor contained no mentions of sustainability practices at the properties, suggesting guests either did not notice or did not consider environmental initiatives significant enough to include in their reviews. The Celtic Collection's Instagram account also revealed minimal sustainability content, with only two posts related to environmental initiatives identified within the past three years. Absent was also any content highlighting staff involvement in sustainability practices or their role in implementing environmental policies. This lack of public digital content about staff sustainability engagement is in big contrast with the organization's formal sustainability report, which emphasizes employee training and involvement. Therefore, this disconnects between documentation, sustainability policy and the external social media communication represents a key finding from the netnographic analysis. 
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This section aims to critically interpret the research findings in relation to existing literature, specifically addressing the research questions:
Q1: How are the sustainability policies and training at Coldra Court Hotel translating into consistent sustainable behaviours and awareness among staff?
Q2: Do any gaps exist between sustainability policy and staff practice, and what factors contribute to these discrepancies?
4.2.1  Translation of Sustainability Policies into Staff Behaviours
The findings reveal that the translation of Celtic Collection's sustainability policies into consistent staff behaviours at Coldra Court Hotel occurs through formal practices that face significant implementation challenges. The organization has established mechanisms sustainability action including dedicated sustainability personnel, working groups, and training programs that reached 1300 colleagues in 2022. As Bogicevic et al. (2021) note, such formal sustainability infrastructure is essential and impressive compared to other hotels, however it is insufficient at times for ensuring consistent staff implementation. The onboarding general training and the "sustainability champions" program represents the main method for translating these formal policies into daily practices. The observational experience at Coldra Court suggests that these sustainability champions often have limited influence depending on the type of department and type of work they have to perform, creating inconsistency in the adaptation of policies through the organisation.
Numerous initiatives in the sustainability report depend on consistent staff implementation. For example, the recycling achievement cannot be realized without proper waste sorting by employees across departments.  Water reduction depends on the housekeeping staff keen attention in cleaning practices and maintenance personnel promptly addressing leaks. Other initiatives like reducing plastic through paper packaging of dry-cleaned items, using eco certified cleaning products, and implementing food waste reduction all require consistent daily staff behaviours to succeed. As observed during placement, even automated systems like smart temperature controls still require staff compliance to function effectively, with instances observed where staff overrode automatic systems for guest comfort. Therefore, the answer of the first research question is that whilst these policies and trainings do successfully translate in terms of giving the staff basic knowledge, they lack consideration for department specific guidance and clear connections to staff real life values, resulting in inconsistent behavioural outcomes across the organization.
4.2.2 Gaps & Barriers Between Sustainability Policy and Practice
Addressing the second research question, the observational findings confirmed significant gaps between Coldra Court Hotel's sustainability policies and actual staff practices. This type of finding aligns with Niñerola et al. (2022) and Baum and Nguyen, (2020) research, which also found that hotels frequently underestimate the extent to which sustainability outcomes depend on employee behaviour rather than technological or policy interventions. Their study across 45 European hotels concluded that staff daily decisions account for approximately 62% of variation in environmental performance. Several key factors contribute to these policy-practice gaps. Furthermore, the focus of the paper will be to discuss some of the factors and barriers identified. 
Communication barriers were one the common aspect indifferent across all stages of research, including observations, social media and policy reviews. The highly technical language in Celtic Collection's sustainability communications represents another factor contributing to behaviour gaps. Terms like "Scope 1 and 2 emissions," "PIR technology," and "CHP systems" have been known to create substantial barriers to staff understanding and engagement. As Kim and Choi (2023) emphasize, sustainability communication that fails to resonate with employee’s real-life values and comprehension levels significantly affect implementation of sustainability strategies. Research by Martínez-Martínez et al. (2021) demonstrates that sustainability initiatives achieve greater success when framed in terms that connect to employees' intrinsic motivations, such as taking care of community well-being, children's futures, or pride in workplace, rather than abstract environmental metrics. Their study found hotels that framed sustainability communications to focus relevant, local environmental impacts and community benefits saw a 27% increase in staff compliance with recycling protocols versus those using a technical framing of their messages. The observational findings during placement confirm this literature, as staff members frequently expressed confusion about sustainability terminology while demonstrating greater engagement with initiatives framed around tangible outcomes. For instance, kitchen staff showed more enthusiasm for reducing food waste when framed as supporting local food banks rather than reducing carbon footprint. Similarly, housekeeping staff were more responsive to water conservation messaging tied to local water issues and concerns than abstract discussions of global water resources. The Celtic Collection's commitment to "Net Zero by 2050" was rarely mentioned by staff during observation, suggesting this abstract target may lack a meaningful connection to daily life and operational practices. 
Furthermore, another barrier to sustainable behaviour was the lack of department specific training. The Celtic Collection sustainability report mentions training "1300 colleagues in the principles of sustainability" but observational evidence suggests that a generic approach may represent another factor contributing to the gaps between policy and practice. During placement, significant variation was observed in how staff from different departments understood and implemented sustainability practices, indicating insufficient guidance that is role and department specific. 
Recent literature such as González-Torres et al. (2021) and Batat (2021) supports approaches to sustainability education and training that are department specific. In their study examining 16 European hotel chains, they found those implementing department specific sustainability training achieved 31% higher compliance with environmental protocols compared to those using standard training. Housekeeping staff benefit from specific instruction and hands on demonstration on towel reuse programs and eco-friendly cleaning product application, while kitchen staff require focused training on food waste reduction and energy efficient cooking practices. At the Coldra Court Hotel staff are also responsible for supporting biodiversity and rewilding efforts, maintain wildlife habitats such as bug hotels and bird boxes, and monitor the health of planted trees and wildflower areas. Their daily actions directly impact the success of these initiatives, giving attention to the importance of ongoing and more specific training alongside more general concepts of sustainability.  
A further significant challenge is managing and understanding the multicultural aspect of the employees. The observational findings highlighted another key factor that may be contributing to gaps between policy and practice: the diverse cultural backgrounds of Coldra Court Hotel employee which impacted and resulted in different understanding of sustainability practices. Interestingly, staff from countries with improved recycling systems demonstrated better waste sorting practices than colleagues from regions without such infrastructure. This aligns with research by Chen et al. (2022), who found that hospitality employees' prior sustainability experiences and knowledge significantly predict their workplace environmental behaviours as they have something they can relate with. The Celtic Collection's sustainability communications fail to account for this cultural diversity, showing only standardized messaging that may resonate differently across their multicultural workforce. Wang and Tao (2021) demonstrate that acknowledging different starting points in environmental awareness and creating sustainability communications that are adapted to individual employees and their unique cultures can increase sustainable behaviour by 24% compared to more standard approaches.
4.2.4 Limited External Communication and Recognition
The netnographic findings revealed the absence of sustainability content in the Celtic Collection's digital presence, with only two Instagram posts related to environmental initiatives in three years and no TripAdvisor reviews mentioning sustainability practices. In a world where social media and digital communications are powerful tools, the hotel’s limited external communication represents another factor that may contribute to the gaps between policy and practice. Font et al. (2021) demonstrate that hotels openly and publicly communicating sustainability efforts on their digital channels experience not only improved guest perceptions but also had 22% higher staff sustainability engagement due to public recognition. Similarly, Ettinger et al. (2022) found that employees' perception of organizational commitment to sustainability is significantly influenced by the public communications they see. The lack of sustainability content focused on staff in the Celtic Collection's digital communications may impact internal engagement. A particularly notable missed opportunity is the lack of behaviour change engagement marketing campaigns, a strategy often proven cheap and effective in sustainability implementation. According to Hardeman et al. (2019), hotels employing targeted behavioural change marketing experience 31% higher guest participation in environmental programs compared to those relying solely on passive information provision. This approach involves using behavioural science to design communications that motivate and engage stakeholders in sustainable practices. Warren and Becken (2023) further demonstrate that integrated behaviour change marketing across digital platforms can bridge the gap between intention and action in hotel sustainability initiatives, with their study showing that hotels implementing such strategies achieved a 24% reduction in resource consumption compared to traditional communication approaches. 
4.2.5 Applying KAB to Findings 
The previously discussed Knowledge-Attitude-Behaviour (KAB) theory provides a great framework for interpreting the observed disconnect between sustainability training and staff behaviour at Coldra Court Hotel. According to Kollmuss and Agyeman (2002), knowledge about environmental issues can shift attitudes, which then influence sustainable behaviour. The hotel’s efforts of training 1,300 staff members and implementing a sustainability champions program of suggest a commitment to the “knowledge” component. However, my placement observations revealed that this knowledge does not consistently translate into attitude or behaviour. Many staff members expressed confusion about technical terms like “Scope 1 emissions,” and their actions often conflicted with sustainability goals, such as often overriding energy saving systems to provide guests with comfort. This also supports Blake’s (1999) theory of the attitude-behaviour gap, where positive attitudes and knowledge are not always reflected in action due to structural or motivational barriers such as not feeling empowered enough to take action or not wanting to dissatisfy guests. Furthermore, sustainability communications often lacked emotional or relevance to personal lives, elements Han et al. (2020) argue are essential for shifting attitudes in line with KAB. Therefore, while training has raised awareness, it may not be sufficiently tailored or engaging to influence staff values or overcome operational constraints. For the KAB model to function effectively, training must be not only informative but also emotionally engaging and contextually relevant to staff roles and their responsibilities.
4.2.6 Organizational Strengths 
Despite the previously mentioned gaps, the Celtic Collection still demonstrates several organizational strengths that partially address the research questions. Their established sustainability structure, including dedicated personnel and sustainability champions, represents a significant positive finding.  Given the scale of achievements outlined in the Celtic Collection’s sustainability report, training 1,300 colleagues and establishing 14 sustainability working groups marks a significant step forward for the sector and climate change. These efforts show commitment towards integrating sustainability into daily operations. Compared to other hotels in Wales, many of which lack published sustainability reports or only offer generic environmental statements, the Celtic Collection, including the Coldra Court Hotel stands out for its transparent reporting and tangible outcomes. The presence of Sustainability Working Groups where "colleagues share ideas, propose and lead the change" aligns with some best practices in the literature (Hashmi et al. 2022, Chan and Hawkins, 2012).  However, the effectiveness of these champions at Coldra Court Hotel depends heavily on selection, empowerment, and organizational support. During the placement observation period, the influence of sustainability champions was inconsistent across departments, which suggests that there are potential opportunities for strengthening initiative. For example, Moise et al. (2022) found that sustainability champions require formal recognition, dedicated time allocation, and empowerment for  decision making authority to effectively drive change, elements  which are not addressed explicitly in the Celtic Collection's documentation. The organization's documented achievements such as 58% reduction in CO2 emissions, 42% less water usage, and 100% waste diversion from landfill, suggest that despite implementation gaps, their sustainability approach is achieving great measurable results. Interestingly, this contradiction between inconsistent implementation but measurable progress might be explained by what Pham et al. (2023) describe as the "critical mass effect," meaning that even partial staff adhering to sustainability practices can produce significant improvements for the organisation when supported and complemented by appropriate infrastructure and technology.
[bookmark: _Toc198115565][bookmark: _Toc198115618]4.2.7 Emerging Best Practices

Furthermore, it's important to discuss what are the best practices of the industry that could inform future approaches for the Coldra Court hotel. Innovative staff sustainability training programs are entering the hospitality sector by making environmental responsibility part of daily operations (Choi and Parsa, 2021, Chen, 2015).  These programs show a great progress towards training designed based on the needs of departments. For example, The World Academy for Sustainable Hospitality (WASH, 2023) offers an online platform created specifically to suit various departments, allowing for behavioural change that is measurable and aligning with hotel sustainability certification requirements. WISE Sustainability's "My Green Academy" (WISE Sustainability, 2022) also delivers interactive lessons supported by the Institute of Hospitality, leading to significant reductions in resource usage, such as a 38% decrease in bioenergy and a 21% reduction in water and food waste. Another example is Marriott International's collaboration with MAD Academy (Marriott International, 2024) which focuses on empowering chefs to reduce environmental impacts through local sourcing and sustainable culinary practices. Additionally, the Sustainable Hospitality Alliance has introduced ethical recruitment training, developed with the International Organization for Migration (Sustainable Hospitality Alliance, 2023), to ensure fair employment practices for migrant workers. 

4.2.8 Limitations and Future Research

This study has several limitations but also findings that can inform future research. Firstly, the observation period was relatively short and focused on one property within the Celtic Collection. Further research methods such as staff interviews, focus groups or interviews could have provided more perspectives and information to barriers of sustainability implementation. The netnographic analysis was limited to content that was available to the public and internal documents were not analysed. Whilst the study attempted to touch upon a brief comparison with similar hotels in the region, the lack of data available made difficult to determine whether some of the identified gaps between policy and practice are industry wide or unique to this Coldra Court. Future research may be able to address this. Additionally, the researcher's presence may have influenced staff behaviour during the observations in the ten-week placement, potentially influencing findings toward more favourable sustainability practices.  Future research may focus on exploring how effectiveness department specific versus general sustainability training may be, particularly measuring behavioural outcomes rather than just the increase of knowledge on the matter. Studies looking at the impact of digital sustainability storytelling on employee engagement would also address a significant gap identified in this research. Other areas for future research include studies showing the evolution of sustainability practices over time or comparative research across different hotel chains. Finally, researching more deeply the role of cultural diversity in sustainability implementation would provide useful information for the increasingly global hospitality workforce. 
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This research has looked at the sustainability awareness and the impact of staff training at Coldra Court Hotel in Newport. As awareness is a hard concept to measure the paper has further investigated the relationship between sustainability policies and staff behaviour at Coldra Court Hotel, addressing how effectively these policies result  into consistent sustainable practices among employees (Q1) and identifying gaps between policy and practice along with contributing factors (Q2). The findings reveal a mixed picture of sustainability implementation. While the hotel has achieved notable environmental results such as a 63.5% waste recycling rate, 42% water reduction, and 100% waste diversion from landfill, these successes come with significant inconsistencies in daily staff behaviours which are often overlooked. In response to Q1, the study demonstrates that turning policy into practice is varies between departments. Regarding Q2, several factors contribute to the observed gaps between policy and practice: insufficient department specific training, poor integration of sustainability into how performance is evaluated, very limited external and internal communication materials on sustainability. These findings align with Bogicevic et al. (2022) study that hospitality sustainability achievements depend on consistent staff practices across all operational areas, giving focus to the importance of addressing these barriers to achieve the hotel's environmental objectives.
Several barriers were identified that limit effective engagement with sustainability. First, the hotel’s sustainability communications are highly technical in nature, using phrases such as “Scope 1 emissions,” “CHP systems,” and “PIR sensors,” which are often not explained or contextualised for staff. This is also mentioned in a study by Farmaki et al. (2022) and Mensah (2019), who argue that technical language can confuse employees. Without translation into every day, meaningful language, these messages fail to resonate with staff from diverse educational and cultural backgrounds.
Secondly, the training approach at Coldra Court Hotel is generic and broad, failing to address the specific needs and work patterns of different departments. Despite training 1,300 staff members in sustainability, observations during the placement showed inconsistent implementation across departments. Gössling and Humpe (2020) and González-Torres et al. (2021), argue that sustainability must be integrated into standard operating procedures, rather than being treated as a separate topic on its own.
Thirdly, although the hotel has named sustainability champions, their roles lack formal recognition, time allocation that is structured, and more authority and empowerment for decision making because this affects their full potential to lead change and influence others. A study from Moise et al. (2022) found that champions require formal empowerment to drive behavioural change successfully. At Coldra Court Hotel, it was observed that the champions’ impact varies significantly across departments and depending on individual personality and character, suggesting the need for a more structured and supported model.
Another significant issue revealed through document and netnographic analysis is that staff contributions to sustainability were poorly celebrated or represented in the hotel’s external sustainability communications. The limited public acknowledgment of the role staff plays a big role in achieving sustainability outcomes. This can be considered problematic, as recognition and visibility are strong motivators for employee engagement and can increase that inner sense of being proud of oneself. Kim et al. (2021) found that when employee efforts are publicly acknowledged, engagement with sustainability initiatives increases significantly. Moreover, digital platforms such as social media are not fully utilised by the hotel for showcasing sustainability actions and staff involvement. Ettinger et al. (2022) argue that visible commitment to sustainability in public communication increases both brand reputation and internal staff morale.
Cultural diversity is another factor influencing staff sustainability behaviours. As observed during the placement, staff members from countries with strong national recycling and environmental education programs displayed higher compliance with sustainability, while others required more guidance and support. Wang and Tao (2021) suggest that environmental norms are shaped by cultural upbringing, and because of that effective sustainability communication must adapted to different cultures. Chen, Bernard and Zhang (2022) also found that for the hospitality employees that have been previously exposed to environmental practices, a better sustainable behaviour in the current workplace can be predicted. This highlights the need for culturally sensitive training that acknowledges different starting points in terms of environmental awareness and knowledge.
The application of the Knowledge-Attitude-Behaviour (KAB) theory helps explain the inconsistencies in staff behaviour. While knowledge about sustainability can be gained through training, it does not always translate into attitude change or consistent action. As Kollmuss and Agyeman (2002) argue, information alone is insufficient to shift behaviour without emotional engagement and contextual relevance. At Coldra Court Hotel, the gap between training and practice may be attributed to a lack of resonance between policy messages and staff values of daily responsibilities. Han et al. (2020) also found that sustainability initiatives are more effective when framed around personal, local, and emotionally compelling narratives.
In conclusion, while Coldra Court Hotel has made substantial progress in implementing its sustainability strategy, with some great achievements to this date, there remains a clear disconnect between policy and staff practice especially when observed in daily operations. This research has shown that consistent training that is also department and culturally specific combined with empowering sustainability champions and recognising staff contributions more publicly may be useful at bringing the gap between policy and practice. 
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Based on the findings of this research, it can be stated that Coldra Court Hotel and the wider Celtic Collection have made significant efforts and advancements in developing sustainability strategies. However, some gaps remain in translating these policies into consistent and highly effective staff behaviours. The following recommendations were formulated and aim to address these gaps by focusing on internal communication strategies and practical organisational changes.
5.2.1 Reposition Staff as Key for achieving sustainability
A first recommendation in improving implementation is to focus on staff not as passive recipients of policy and training, but as active contributors to ideas. Internally, this requires acknowledging the vital role employees play. Externally, the way staff contribute to sustainability should be highlighted across digital platforms, including social media, newsletters, and sustainability reports. Research by Pham et al. (2023) and Nisar et al. (2021)  demonstrates that when staff are recognised and celebrated for their environmental contributions, their commitment to sustainability increases by 41%. Celebrating employee achievements can create a stronger sense of ownership and engagement, leading to more consistent application of sustainability practices.
5.2.2 Simplify Sustainability Language 
Sustainability communications must be accessible and meaningful. At present, technical jargon used by the hotel doesn’t resonate with frontline employees, especially in a multicultural and multilingual workforce. Communications should use plain language and be framed around values that resonate with employees, such as community wellbeing, workplace pride, and care for future generations. Vazquez-Brust and Palacios-Duarte (2023) advocate the use of visual communication, particularly in diverse teams, showing a 28% improvement in comprehension and understanding.
5.2.3 Develop Department Specific Training & Culturally Adapted Communications
To move beyond basic and generic training, Coldra Court Hotel should develop tailored sustainability guides for each department and each specific hotel. Their current policies and training cover the whole hotel collection rather the individual properties. Yousaf et al. (2022) found that role specific training increased behavioural consistency by 46%, especially when aligned with daily tasks. For example, housekeeping teams could focus on linen reuse and energy saving during room maintenance, while food and beverage teams could be trained in food waste minimisation, portion control, and sustainable sourcing. But most importantly, they should be trained in understanding why these actions really matter and what difference they make not only for the business but for the world. Furthermore, given the diverse cultural backgrounds of hotel staff, communications should reflect the different environmental awareness levels of knowledge and norms across cultures. Jarvis et al. (2023) concluded that environmental training created to suit cultural context improved implementation by 31% in hospitality teams. Adopting to suit to the different cultures can be achieved through including cultural references and examples from origin countries and the involvement of staff from various backgrounds in developing materials and delivering training.
5.2.4 Empower Sustainability Champions & Showcase Staff Sustainability Stories
While sustainability champions currently exist within the hotel, their impact is limited through the lack of formal structure. These roles should be given more structure such as dedicated hours for sustainability work and recognition for their identity and importance (Li and Hsu, 2021). Empowered champions can influence others and identify issues particularly if they are supported by leadership and recognised in performance appraisals. Similarly, one major gap identified in this research is the lack of public visibility of these sustainability champions and their contributions to sustainability. Incorporating employee stories and successes into digital communications can enhance both internal engagement and external perceptions. Placing focus on real examples from Coldra Court staff, such as chef reducing food waste in creative menus can make sustainability more interesting, personal and relatable.
5.2.5 Introduce Departmental Sustainability KPIs and Feedback Mechanisms
Finally, to ensure consistent progress of policy and training implementation, sustainability key performance indicators should be implemented at department level. According to Esa et al., 2021 these KPIs must be measurable, achievable, and tailored to each team’s responsibilities. Regular performance reviews and feedback should complement them to allow for continuous improvement. Rhou and Singal (2020) established that regular feedback and appreciation on performance increased consistency by 36%. Involving staff in setting these key performance indicators can also increase commitment.
Through these recommendations, Coldra Court Hotel can make great steps towards closing the gap between sustainability policy and everyday staff practices. These strategies are important as they acknowledge the human element of sustainability, treating staff not just simply as people that need to comply with rules but as the active, most valued contributors to real sustainability. Investing in training that is culturally relevant and personally resonates to specific roles will enable Coldra Court to become a great example for the wider hospitality sector.
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