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groups about the need to maintain “face”, which should
have been detrimental to their perceptions of customer
service. The researchers explain this seeming incongruity
by noting that the culturally separated participants had
little contact with mainstream American culture. They
were thus less familiar with the service environment and
perhaps less aware of discrimination. Furthermore, the
high value placed on “modesty and conservatism” in
Chinese culture may have made them reluctant to express
“extreme opinions”.
In contrast, the assimilated and integrated participants,
more in tune with the mainstream culture, had low levels
of satisfaction with the service and did not intend to
return to the hotel. The researchers speculate that those
who make greater efforts to assimilate into a host culture
“are not focused on maintaining their original identity”
and consequently may respond more negatively when
they “feel discriminated against by a service provider”.
Furthermore, their expression of dissatisfaction could
be an indication of their “learned ‘freedom of speech’
American value”.

Ethnicity of Staff and Origin of Hotel
Degrees of acculturation also influenced the way the
participants reacted to the ethnicity of the hotel staff
member portrayed in the scenario. The culturally
integrated participants were much more likely to indicate
that they would visit again if the employee was Chinese
rather than American. Perhaps those who try hard to “fit
into mainstream society” have greater empathy for other
Chinese trying to do the same, suggest the researchers.
Alternatively, they may feel more discriminated against
by Western staff because such treatment highlights that
they “continue to be treated differently”.
The assimilated participants, in contrast, were more likely
to indicate they would return if they were served by an
American. Assimilators, the researchers suggest, may find
it easier to forgive a failure by an American than by a
Chinese employee because they want to be accepted into
the new culture, while distancing themselves from the
old one.
Interestingly, whether the hotel was part of an American
or Asian hotel chain brand made little difference to any
of the participants, but this may not be as inconsistent
as it might seem. The researchers explain that the
expansion of Asian brands into the United States means
that consumers now “hold similar expectations for these
brands as they do for any other Western brands’.
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Hotel Employees’ Efforts Key to Successful
Implementation of Green Practices

Chinese Americans Not a Homogeneous
Market
Given that the level of acculturation is so important in
responses to hospitality service failures, the researchers
suggest “marketers should realize that Chinese Americans
do not represent a homogeneous market”. Taking this
logic a step further, they conclude that hotels should
provide “not only culture-specific training but intraculture-specific training”. This will ensure awareness
of the “nuanced differences” among Chinese American
consumers, and by extension their mainland Chinese
counterparts visiting the United States.

Points to Note
• Chinese in the United States integrate with the
mainstream culture to varying degrees.
• Differences in acculturation influence Chinese
American responses to hospitality service
failures.
• Culturally separated consumers are less likely
to respond negatively to service failures than
their culturally integrated and assimilated
counterparts.
• Hotel staff training can improve awareness of
intra-cultural differences.
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No. 3, pp. 300-313.

H

otels in Hong Kong that are looking to
implement environmentally friendly policies
should consider the knowledge, awareness,
attitudes and behaviour of their employees, according
to the SHTM’s Drs Eric Chan, Alice Hon, Wilco Chan
and a co-researcher. Attempting to implement new
policies with employees who are unwilling to change
their behaviour could increase staff turnover and
reduce the success of the programme. Selecting the
right employees and providing in-depth training on
environmental issues are thus important strategies for
ecologically conscious hotels.

A Green Future for Hotels
As concerns about the effects of human behaviour on the
environment continue to rise, laws are being introduced
in an attempt to increase awareness of environmental
issues and change people’s behaviour. The researchers
point out that hotels are consequently becoming
more concerned about balancing “environmental
performance, limited resources, public legitimacy,
burdensome litigation and profitability”. Although most
hotel chains already have policies designed to reduce
their environmental impact, it is hotel staff who must
implement those policies. The attitudes and behaviour of
hotel employees thus ultimately determine whether green
policies are implemented effectively.
As the researchers suggest, although some employees
appreciate and derive greater job satisfaction from
working for environmentally aware companies, there
is concern among hotel managers that the introduction
of environmental policies can “result in resistance
from employees” who are unwilling to change their
routines. They emphasise that this resistance to change
is normal, as most people prefer to stick to what they
call “habitual behaviour”.
One of the key elements in resistance to environmental
policies is the increased workload their implementation
brings. The researchers note that office staff may be
“asked to use double-sided printing or photocopying”
and chefs may be told to “turn on cooking equipment
only as needed”. Furthermore, some employees may feel
threatened not only by change, but also by “their own
lack of environmental knowledge”.

According to the researchers, the introduction of
unpopular policies is a particular concern in the hotel
industry, which has always been associated with
high staff turnover rates. To ensure the success of
environmental programmes and minimise the negative
effects on employees, hotel managers need to gain
the support of their staff. To do so, they need to
understand what influences employees’ attitudes towards
environmental issues, and how these attitudes affect their
“intentions to implement green hotel practices”.

Environmental Knowledge, Awareness
and Concern
The researchers set out to provide hotel managers with
a better understanding of how employees’ attitudes
and behaviour influence their intentions to implement
green practices, and to suggest management strategies
that could enhance those intentions. They distinguished
between environmental knowledge, awareness and
concern, and how these related to the employees’ actual
behaviour and intention to implement green practices in
the hotels they worked in.
Environmental knowledge is likely to affect behaviour,
note the researchers, because people tend to avoid
situations where they do not have “enough knowledge
to guide their behaviour”. Conversely, having more
knowledge about environmental issues motivates people
to engage in environmentally responsible behaviour.
Greater awareness of the effects of human behaviour
on the environment should also motivate people to buy
products with eco-labels and participate in recycling
programmes.
Environmental concern refers to the beliefs and attitudes
that people have towards environmental issues. Although
it might be assumed that people who express greater
concern will behave accordingly, the researchers point
out that the attitudes that people hold do not always
predict how they will actually behave.
The researchers thus sought to determine whether hotel
employees’ knowledge, awareness and concern was
associated with their actual ecological behaviour, such as
how often they reused shopping bags, recycled paper and
tried to save energy. The aim was to discover whether
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the extent to which individuals practised such ecological
behaviour would influence their intentions to implement
green practices in the hotels.

change by equipping employees with “necessary
environmental knowledge so that they know how their
duties and decisions will affect the environment”.

Behaviour Influences Environmental
Intentions

Once the training is underway, the researchers emphasise
that evaluation of its effectiveness is also essential to
ensure it is well received. Effective in-depth training will
not only build staff commitment to the environmental
programme, but will also “improve the employability and
marketability” of the hotel employees.

The researchers conducted a survey at ten Hong Kong
hotels, eight of which were 4 or 5 star and two of
which were 3 star hotels. Half of the respondents were
female, and the majority were aged between 20 and 49.
Fewer than half had a Bachelor degree or higher level of
education, and just over half had worked for their current
employer for more than 5 years.
Encouragingly, the employees who took part in the
survey generally had positive views on environmental
green practices. Those who indicated greater knowledge,
awareness and concern about environmental issues
were also more likely to indicate positive intentions
to implement green practices in their hotels. Yet, the
strength of those intentions was influenced by the
extent to which the employees already engaged in
environmentally friendly behaviour. In other words,
even those who were highly knowledgeable and aware,
and expressed concern about environmental issues, were
unlikely to implement a hotel’s green policy if they did
not make a habit of practising ecological behaviour in
their daily lives.

Strategies for Increasing Green Practices
Based on their findings, the researchers suggest several
strategies for hotels looking to make their businesses
more environmentally friendly. For instance, when
hiring staff, human resource managers could find out
more about applicants’ “eco-friendly practices and
environmental experiences” to ensure they hire people
with good green credentials.
Likewise, managers should “share their company’s
green culture with potential employees”, because many
applicants would prefer to work for environmentally
friendly companies. To ensure they attract the right
applicants, hotels could publicise their green initiatives on
the company website and in job descriptions.
To enhance ecological behaviour among their current
employees, the researchers suggest that hotels should
consider providing environmental training to “upgrade
employees’ skills and environmental knowledge”. Such
training would help to change attitudes and overcome
some of the barriers associated with organisational
VIII

A Win-Win Situation for Hotels and Employees
As hotels come under increasing pressure to demonstrate
their environmental credentials, managers need to
do all they can to ensure that their employees are
willing to implement new green policies. As attitudes
are notoriously difficult to change, selecting people
who already have “good environmental knowledge,
awareness, concerns and behaviour” may be the best
policy, as the researchers put it.
Employees who personally follow ecological
environmentally friendly practices are more likely to be
committed to acting similarly in the workplace and more
committed to their jobs because they prefer to work for
environmentally friendly companies. By adopting the
researchers’ strategy suggestions, hotels in Hong Kong
and elsewhere stand to not only increase the adoption of
green practices among employees but also to reduce the
risk of staff turnover associated with the introduction of
new policies.

Points to Note
• Hotels face increasing pressure to adopt
ecologically friendly practices.
• Hotel employees are the key to successful
implementation.
• Greater knowledge, awareness and concern
increase ecologically friendly behaviour.
• Selecting the right staff and providing training
are essential strategies in implementing effective
green practices.

Chan, Eric S.W., Hon, Alice H.Y., Chan, Wilco and Okumus,
Fevzi (2014). “What Drives Employees’ Intentions
to Implement Green Practices in Hotels? The Role of
Knowledge, Awareness, Concern and Ecological Behaviour”.
International Journal of Hospitality Management, Vol. 40,
pp. 20-28.

Performance Gains needed in Chinese
State-Owned Hotels

C

hinese state-owned hotels need to enhance
their performance and market competitiveness,
according to the SHTM’s Dr Kam Hung and
Professor Hanqin Qiu, along with co-researchers, in a
recently published research article. Having conducted
in-depth interviews with managers and other employees
of state-owned hotels in Hangzhou, they identify little
distinction between the ownership and management of
the hotels, the lack of a profit motive, the absence of
staff incentives and the inability to match private sector
competitors as causes of concern. Yet stable workforces
and entrenched locational advantages suggest that
these hotels “have the potential to become profitable
businesses”, the researchers argue.

State-Owned Hotel Sector
As the first market opened to foreigners after the
introduction of the open door policy in 1978, China’s
hotel and tourism industry was once “considered a
pioneer of economic reform”, the researchers observe.
They note how the industry expanded rapidly with the
help of strong government support and a favourable
business environment, to the extent that by 2009 there
were 14,237 star-rated hotels in China. As the industry
expanded, the proportion of state-owned hotels reduced
from 59% in 2001 to 38% in 2009.
Yet a major problem in the industry, the researchers
note, is that many of these state-owned hotels continue to
experience low profit margins or losses and suffer from
inefficiency in their operations. Although state ownership
is recognised as a “major cause of such inefficiency”, it
seems that the Chinese government has no intention of
privatising large-scale, state-owned enterprises. Given
that the ownership of these hotels is unlikely to change,
the researchers highlight that it is “important to identify
and remedy the problems plaguing” them.

In-Depth Interviews
To identify the challenges facing Chinese state-owned
hotels and provide suggestions on how to resolve
them, the researchers conducted interviews with hotel
employees in Hangzhou, one of the “fastest growing
second-tier cities in mainland China in terms of tourism
development”. By the end of 2007, there were 250

star-rated hotels in the city, with annual revenue of
RMB793.2 million. Additionally, many well-known
international hotel brands have a presence in Hangzhou,
creating “fierce competition in the local market” and
raising concerns about the “survival and effective
management” of their state-owned counterparts.
Of the fifteen interviewees, three were general managers,
two assistant general managers, four department
managers and six non-managerial employees. They had
worked in the industry for around 16 years on average,
although the managers had considerably more experience
than the non-managers, at 24 years versus 3 years.
During the interviews, the employees were asked to
describe the “current conditions” of their hotels and
identify the challenges they faced. In particular, they were
prompted to discuss issues such as the hotel’s operations,
human resources and market positioning.

Problems of Ownership and Management
The interviewees identified a number of problems
arising from the lack of a clear distinction between the
ownership and management of state-owned hotels.
For instance, “constant intervention” by government
officials results in “low efficiency, unprofitability and
less of an ability to compete” with other hotels, the
researchers report. Managers are not free to make their
own decisions, and any decisions they do make are often
subject to lengthy delays while awaiting approval.
Moreover, profit making is not regarded as an
“important objective” for these hotels. Rather, the
interviewees indicted that priority is given to providing
hospitality services to government officials, which is in
conflict with aims such as enhancing asset value and
making a profit. The researchers argue that this priority
has “become an operational burden” for the hotels,
and “explains their underperformance” compared with
privately owned hotels.
Not surprisingly, then, the interviewees all regarded
international hotels as having “superior management
systems” and “more experience” than state-owned hotels.
Although the researchers note that some state-owned
hotels have attempted to implement changes in their
management systems, most such attempts have been
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