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ABSTRACT

Hotel and resort businesses consume significant amounts of natural
resources, expel large amounts of raw and solid waste and affect the sustainability
of the natural environment in which they are developed and operate. The
objective of this research study is to examine practices of lodging corporations
and individual hotels and resorts for the purpose of identifying “best practices” in
environmental management. It considers the application of life-cycle management
to hotel and resort development and operating practices. This study attempts to
identify new information that can help lodging companies and independent hotels
and resorts more effectively value and implement environmental management
programs.

The qualitative research methodology utilized for this study analyzes nine
lodging case studies in order to determine operating practices for water and
energy use, waste management, the quality of indoor air and the reduction of
indoor noise levels. A comparative analysis of the case study surveys answers
eight research questions posed by the study, the responses to which provide
multiple forms of evidence as to operating processes and patterns within
individual case studies and common practices for the case study group as a whole.

A research model compares utility consumption usage by the individual case

xvii
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studies with existing corporate benchmarks as a means of determining the
effectiveness of corporate benchmarking policies.

The data analysis results identify “best practice™ operating activities that
evidence 80 percent to 100 percent participation by the surveyed case studies as
standard practices. Significant examples of the application of techrology to
reduce the impact of lodging and recreation activities on the environment are
evaluated.

This study finds that corporate benchmarks for utility consumption and
waste output fail to consider factors that effect a lodging property’s ability to
achieve them. Recommendations of this study include a need for rethinking the
financial valuation of natural resources as a means of creating a higher value for
environmental operating practices to stakeholders and the financial community,
and the need for the adoption of standard operating “best practices™ by the hotel

industry at-large.

xviii
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Chapter 1
INTRODUCTION

Statement of the Problem

In an editorial in the United Nations publication Our Planet, Special Issue on
Tourism, The United Nations Environment Programme Magazine for
Environmentally Sustainable Development, United Nations Under-Secretary General
and Executive Director of the United Nations Environmental Program (UNEP)
Klaus Topfer, noted the impact of the tourism industry globally as serving more than
613 million people, employing over 260 million individuals and annually being the
focus of capital investment projects totaling over $800 billion U.S. dollars.

These figures are further supported by the World Travel and Tourism
Council (WTTC) as seen in Table 1.1. According to the WTTC, 11.7 percent of the
global GDP can be assigned to the tourism industry as a whole, with growth rates
projected for the year 2010 of 3.9 percent above 1999 figures. Topfer notes that
"given its scale, it is not surprising that tourism's effects on the environment,
underestimated in the past, are now receiving attention. Its potential impacts are
numerous and varied, and are linked to natural resource consumption, pollution and
building" (United Nations 1999, 1).

The problems that tourism poses to Third World countries in resource
consumption and waste generation are a threat to the environmental stability of these
regions. Topfer notes that locations have already suffered major resource depletion

as tourism has over developed sites and damaged biodiversity.
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Table 1.1

World Travel and Tourism Council Forecasts To 2010

WORLD 1999 % of Real Growth | 2010 % of Tot | Real Growth
USS$ Bn | total 1998-1999 | US$ Bn 1999-2010

Personal travel/tourism 2.104.1 11.0 4.7 | 3.960.2 11.0 2.8
Business travel 397.5 —— 441 7427 — 29
Government expenditures 247.1 6.7 09| 4448 6.7 2.4
Capital investment 733.2 11.3 39| 14914 10.9 3.9
Visitor exports 598.8 8.0 5.2 1325.7 7.9 5.7
Other exports 394.7 5.3 5.2 | 1.007.5 6.0 5.7
T&T demand 4,475.5 — 4.5} 89722 - 3.4
T&T Industry GDP 1.328.8 4.4 4.7 | 2,492.3 4.3 2.9
T&T Economy GDP 3.549.9 1.7 4.3 ]6.771.3 11.6 3.0
T&T Industry 67.8 3.1 1.8 86.4 3.3 2.4
employment

T&T Economv 192.3 8.2 1.0 253.7 9.0 2.6

(WTTC 2000)

The United Nations Environmental Program, meeting in New York City in
April, 1999, drafted “Principles for the Implementation of Sustainable Tourism™ as a
reaction to, among many issues, the environmental destruction that is being caused
through the irresponsible development and operating practices by tourism-related
businesses globally. Of the four principles for which proposals are put forward by
the document, “Development of Sustainable Tourism” is principle number two and
“Management of Tourism,” principle number three. (United Nations 1999)

As a major segment of the tourism industry, international hotel companies
are involved in both large-scale development and operations management

worldwide. As such, the hotel industry can affect environmental stability in any
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global region by both depleting natural resources through over consumption and
exceeding the existing carrying load for waste and sewerage management.

The growth of the hotel industry in Third World Countries and its projected
ramifications are based on three existing factors: hotel companies are looking for
new markets for development due to overbuilding in North America and Western
Europe; there is a desire by Third World countries to be identified as tourist
destinations; tourism as an industry is an economic development force.

In the developed countries of North America along with Western Europe, the
international hotel industry has, in [arge part, reached a point at which demands are
being met and future development will be moderate in comparison to past rates of
development. Much emphasis is, in fact, being placed on the adaptive re-use of
buildings in urban centers to encourage the rehabilitation of existing structures rather
than demolition and the construction of new hotel properties.

While the lion’s share of the benefits of early hotel development speculation
and rapid industry wide growth since the 1950s have been realized in North
America, Western Europe, parts of Asia and South America, the Third World and
emerging Eastern European countries are looking for their share of the ever-growing
demand for hotel and resort accommodations. (Starke 2002, 103)

One of the primary incentives for Third World countries to develop tourism
businesses internally is that the industry provides a major source of revenues and
jobs from semi to fully skilled labor, and requires locations in established urban,

suburban and rural settings that take advantage of the natural environment. (Starke
2001, 107)
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Given the push to identify new areas for development, the desire to be
identified as tourism destinations and the economic force of tourism as an industry,
it can be expected that Third World countries will be targeted for the greater part of
international hotel development efforts for the next twenty years. The ramifications
of this development include a number of critical social, cultural and natural resource
issues. From a natural resource perspective, this growth is directly aligned with the
environmental crises currently being experienced and projected in Third World
countries. Environmental crisis concerns include air pollution, water pollution, land
use for development purposes, natural resource depletion, energy sourcing and waste
management. Topfer relates this same issue to threats that are now being felt in
developing countries that do not have the technological knowledge or financial
means to manage the resource consumption and waste produced by tourism. In
respect to “sustainable tourism” these issues and the preservation of both the
availability of a quality natural environment along with an ongoing source of natural
resources suggests that the prudent management of environmental assets is critical to

the future of hotel and resort properties.

Sustainable Development

The growth of both tourism and business related travel internationally has
imposed excess demands on areas of the world that are unprepared to meet the
challenges required to sustain the environment of these regions. The World
Commission on Environment and Development (WCED), in the report Qur Common

Future, voiced this concern in the following statement:
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Until recently, the planet was a large world in which human
activities and their efforts were neatly compartmentalized within
nations, within sectors (energy, agriculture, trade) and all within
broad areas of concern (environment, economic, social). These
compartments have begun to dissolve. This applies in particular
to the various global ‘crisis’ that have seized public concern,
particularly over the past decade. These are not separate crises;
an environmental crisis, a development crisis, an energy crisis.
They are all one.

(WCED 1987, 4)

The overlapping crises highlighted in this statement are the challenge that the
international hotel industry must meet globally in the first quarter of the twenty-first
century. The industry must continue to develop if it is to maintain and expand its
prominence in the world business arena. The travel-tourism industry will continue to
demand new destination locations and comparable facilities to meet the various
market segment needs of the international traveling public. Maintaining growth to
meet these needs positions the three key crisis issues raised by the WCED -
environment, development, and energy - directly in the forefront of hotel and resort
development internationally.

Globally, middle-class society has reached an unprecedented level of
affluence and education. This group enters the market place with a demand to travel
to destinations that they have been unable to access in the past due to financial costs.
As the post World War II “baby boomers” reach their fifties, many are being seized
by a drive to explore and educate themselves which, combined with the financial
ability to do so, is resulting in a demand for tourist destinations responding to a wide
range of interests. Among the destinations most in demand are those related to
educational, recreational and eco-tourism interests. (Starke 2002, 103) This

increasing demand brings with it the response of hotel and development companies
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to seek new areas in which to build ever larger and more complex lodging,
conference and recreational facilities.

“Sustainable development” is development that grows at a rate which the
natural environment can assimilate and continue to sustain with the assistance of
modern technology. This assimilative capacity includes air pollution, levels of water
contamination, waste disposal, effects on wildlife and natural habitat to include the
well being of the overall environment. In the case of island locations, there is great
concern for the delicate balance required for the survival of coral reefs and marine
areas. Eqﬁal attention is being given to ecologically endangered desert areas, high
mountain ranges and wetlands. The challenge is almost overwhelming as summed up

by Stanley Clinton-Davis:

First, if the problems of environment degradation and poverty,
particularly in the Third World, are to be solved, continued
economic development is to be essential. Second, we must
reconcile environmental protection with economic growth.
There is a growing consensus that this is perfectly possible
and desirable. Third, there is also a great consensus that the
application of strict environmental standards is good for
economic growth, as well as for the environment, and that they
encourage innovation, promote inventiveness and efficiency,
and generate employment. Fourth, to achieve the goals of
sustainable development, good environment and decent standards
of life for all involves very large changes in attitude.

(WCED 1987, 335)

A problem that this research study is attempting to address is that globally the
international hotel industry does not perceive that an environmental management
program is economically feasible. Driven by profit demands from stakeholders,

management is forced to adopt practices that create revenues and increase profits.
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A purpose of this research study is to provide examples of cases in which hotels and
resorts report savings from activities related to environmental management practices,
both on a corporate and individual property basis. This research study will identify
“best practices” in environmental management among both hotel corporations and
individual hotel and resort properties that can serve as a template for the hotel
industry at-large. The analysis of “best practices” is an attempt to present evidence
of the financial feasibility and contribution of these practices to the future well being

of hotel real estate investments. The analysis will:

o Identify the application of technology in innovative
environmentally related practices.

e Determine the effectiveness of established environmental
management programs in a range of hotel and resort properties.

e Determine the financial gain of the application of specific
practices.

o Identify environmental practices that contribute to the
well-being of the community.

The following discussion identifies environmental issues specific to the hotel
industry and the concept of environmental management as it relates to the

development and operations of hotels and resort properties.

Environmental Hotel Issues
The international hotel industry is facing a crisis that affects the future well
being of the industry at-large. With the exception of some urban hotels, the majority

of hotel and resort properties internationally are in some way dependent for their
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ongoing success on the quality of the natural environment in which they are located.
For some properties the general setting which includes the local environment,
landscaping and golf course quality, has a competitive value in the market place. In
other locations, the environmental quality of major natural resources such as
mountains, beaches and marine life, fresh water lakes and rivers or oceans are the
destination draws on which large numbers of hotel and resort properties are
dependent for continued success.

Continued development, both in previously established locations and new
international venues, must incorporate operational procedures that maximize the use
of natural resources and create a minimal impact on the environment. Without
controls on such key factors as site locations, architectural design, building material
selection, energy systems, water sourcing and demand planning, waste and sewerage
treatment management design, recreational demands on natural resources and the
assessment of the socio-cultural impact of development on the existing population,
development will lead to a series of environmental crises leading to wide-spread
environmental degradation.

It is an objective of this dissertation to present an analysis of environmental
management practices that can be implemented by hotel companies on a voluntary
basis. “Best practices” in the various areas of hotel development and operational
management practices being successfully applied in hotel/resort properties
internationally are identified and discussed in the review of the research case studies

in Chapters Five and Six.
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Environmental Management. The two primary areas of environmental
management concern for the hotel industry are development and operations. It is
from these areas that an itemized list of development and operating systems
management issues was developed for the survey document used to gather data for
this research study. Highly publicized laundry management efforts, sensitive in-room
heat, ventilation and air-conditioning (HVAC) controls to reduce energy use and
employee educational programs to promote awareness and benefits of recycling are
included as part of the conservation initiatives reviewed in the case study analysis. In
addition, this research is concerned with those development issues and operational
systems management programs that affect both the initial and long-term well being
of the environment.

By initiating and maintaining environmental standards, the hotel industry
globally will be able to sustain its primary resource for continued profitability, the
natural environment. Without these natural resources many hotel businesses will be
forced to close or move on to locations that offer the quality of the environment
demanded by customers. As the ability of the environment to absorb pollution
reaches its threshold and natural resources fail to renew themselves at the rate of
depletion, hotel and resort properties will be forced to either incur the costs of
replenishing these resources or fail in business.

A commitment to corporate and/or property environmental policies offers the
hotel industry the opportunity to maintain the sustainability of the natural
environment, to create increased profits and to continue to develop globally in order

to meet the demands of the traveling public.
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Research Questions

This is an exploratory study of which an overall objective is to provide
evidence that environmental standards and initiatives can be applied to both the
development and daily operations of hotel and resort properties which at once meet
the demands of shareholders and owners for profitable business cperations and
simultaneously contribute toward efforts to sustain the environment.

To achieve this objective it is necessary to ask the question, “Can
environmental development and operating initiatives be successfully applied to hotel
and resort properties in ways that increase revenues while protecting and preserving
the environment and aligned eco-systems of the communities in which they are
developed and operated on a long term basis?” To fully answer this question the
following secondary series of questions need to be addressed:

1. How are environmental standards and criteria being integrated into
corporate and property operating policies and practices?

2. If environmental standards and criteria are incorporated into hotel
and resort development and operations, how will they be successfully
operationalized and monitored on a long-term basis?

3. Can a series of best practice benchmarks be identified from which
environmental operating goals and objectives can be developed for
hotel and resort properties generally?

4. How does the resource consumption of the operating hotel properties

cited in this study compare with existing industry benchmarks for
electricity, energy and water consumption?

10
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5. Is it possible to forecast the operating cost savings and increases
in revenues to be expected by incorporating specific initiatives
and standards into hotel and resort property operations?

6. In terms of public policy and the community, what are appropriate
environmental criteria for the development and ongoing operations
of hotels and resorts that meet the needs of the public without being
cost restrictive?

7. What benefits will the international hotel industry gain by supporting
the voluntary implementation of standards for development and
operations that protect and preserve the sustainability of the
environment both globally and locally?

8. Can a successful argument be made to the hotel industry to support
industry-wide environmental standards based on current and future
impacts of hotel and resort operations on the environment?

As a principal means of answering the above questions, research for this
dissertation focuses on nine important case studies that analyze the environmental
management programs of hotel companies and individual hotel and resort properties.
The case studies are: Inter-Continental-Bass Hotels and Resorts (Six Continents)
Corporation; Fairmont Hotels & Resorts-Canadian Pacific Hotels; Walt Disney
World Company in Orlando, Florida; Hyatt Regency Scottsdale at Gainey Ranch in
Scottsdale, Arizona; Sugarioaf USA Resort in Carrabassett, Maine; The Benjamin in
New York City, New York; The Fairmont in San Francisco, California and
Outrigger Waikoloa Beach Resort in Hawaii.

Each case study represents the application of engineering and operational

management concepts that make significant contributions to successful

' In July of 2001, Bass Hotels & Resorts changed the company name to Six Continents Hotels &

Resorts. For the purpose of this research study the company will continue to be referred to as
Bass Hotels & Resorts.

11
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environmental management practices in the development and operation of hotel
properties. The case study analysis in Chapter Four attempts to identify innovations
in technology application and the financial feasibility of the application of
environmental management practices. It is hoped that the results of this exploratory
study will contribute to the economic sustainability of environmental management

practices.

Qutline of Chapters

In Chapter Two, the literature surrounding the topic area of the
environmental management and operations of hotels and resorts is reviewed. The
scope of scholarly writing included in the review covers a wide range of interest
areas. The literature review is organized into the principal topic areas of
environmental management, environmental valuation and environmental accounting
practices.

Chapter Three focuses on the research methodology required to answer the
research questions put forward in Chapter One. The chapter includes an overview of
the research design, an outline of the criteria by which case studies were selected and
a review of the data collection instruments.

Chapter Four reviews the data gathered in both the qualitative and
quantitative parts of the research activity. A research model is presented which,
when complete, compares selected hotel corporations with respect to their overall

environmental management programs. In addition the completed research model, as
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presented in Chapter Four, compares the research data from the individual hotel and
resort properties using the Inter-Continental model as a benchmark for utility
consumption. This model iooks for comparative and replicative activities. The
research discussion in this chapter seeks to identify technology, operational and
educational initiatives developed by the individual properties.

Chapter Five presents an overview and discussion of the three corporate case
studies included in this research study. Each case study is reviewed in the categories
of company profile, corporate history, environmental challenges, life cycle
management, technology applications and innovative practices, environmental
contribution and education.

Chapter Six presents an analysis of each of the five hotel and resort property
case studies. Each case study is reviewed in the categories of property profile,
history, environmental challenge, environmental program, resource use and
innovative techniques and technologies.

Chapter Seven addresses public policy issues specifically in the areas of
industry-regulatory partnerships, voluntary industry participation, innovative
technology development and the organization of environmental programs as a
vehicle by which to manage public policy and regulation.

Chapter Eight is a discussion of the overall results of the research and
determines how the research questions outlined in Chapter One are to be answered.
The discussion then focuses on specific outcomes of the research study. In particular,

the research looks to identify patterns in environmental management that are

I3
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successful both financially and environmentally. The chapter concludes with
recommendations by the researcher of environmental actions for the lodging industry
and areas for future research.

Table 1.2

Comparative Model of Utility Consumption

Case Study
Bass Hotels & Resorts The Benjamin

Electric

Benchmark Hyact Regency

Utility Comparison Water
Electric

Case Study
Individual Case | Sugareaf
Study Utility Energy

asumption Water
Co p o

—> ¢—— Energy
¢

Case Study
Outrigger
Energy

Water
Electric

Case Study
Fairmoat

Water
Electnic
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Chapter 2
LITERATURE REVIEW
Introduction

The scope of work that has been reviewed in preparation for this research
study covers a wide range of scholarly writing including: general topics relating to the
environment, corporate business practices in environmental management, the
challenges for sustainable development, the valuation of nature, eco-tourism, travel
and tourism issues, environmental construction and design, recreation facilities and
environmental issues, corporate environmental policy practices, guidelines for
benchmarking, and environmental policies and law.

What has been understood for some time, and about which much has been
written, are the ramifications of unsound environmental practices conducted by
business in general. What is currently known and available to the international hotel
industry and academic researchers are the resulits of a number of scattered attempts to
create measurable environmental management programs in the lodging industry.

The challenge to identify relevant discussions on environmental management
issues for this research study that can be directly related to hotel and resort
development and operations, has led to an investigation of writings in the areas of

corporate business practice and policy for seemingly unaffiliated industries. It is in
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these writings that interesting concepts and theories have been found that are relevant
to the lodging industry.

The concepts and theories that can be most directly applied to the lodging
industry are reviewed in the sections that follow on environmental management and
environmental valuation. The discussion for environmental management begins first
by addressing corporate structure as it is relevant to environmental management
programs and the corporate culture that must be present for such programs to thrive.
The discussion then moves to the criteria for an environmental plan and evidence of
the application of such a plan as seen in the criteria for the environmental certification
of hotels and resorts and the environmental management programs of major hotel
corporations.

The discussion on environmental valuation reviews the relationship of the
value of the environment to life-cycle management. Valuation theories and methods
by which the natural environment can be valued, as applicable to the lodging
industry, are identified. The final section in this chapter addresses environmental
accounting practices and the challenge of classifying costs as “environmental” in
order to adequately evaluate cost savings from environmental management activities

and costs of the application of environmental practices.

Environmental Management Program
The following discussion addresses issues of environmental management.

Following the guidelines of an environmental management program, this section

16
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includes issues regarding the criteria for a corporate environmental plan, corporate
culture and attributes, life-cycle management and the competitive advantage of
participating in an environmental management program. In addition, this section
inciudes an overview of the ISO 14000 Standards resulting from the 1995 Rio
Summit proceedings as they apply to the lodging industry.

Environmental management as it relates to the lodging industry is the
management of the use of natural resources in the operation of hotel and resort
properties. This includes the operating systems that use natural resources in the
process of supplying energy, water and air to facilities. [n addition, the recreational
use of natural resources, whether actively or passively, requires planning for the
sustainability of these facilities for continued use.

In perceiving how an environmental management program should be
structured for a corporation, it is critical to identify the overall corporate culture and
attitudes as they relate to environmental issues and programs. Both Aragon-Correa
and the team of Henriques and Sandorsky, cite Roman (1992) in their identification of
four basic environmental profiles into which corporate environmental attitudes can be
designated.

Henriques and Sandorsky suggest the four environmental profile categories of
“reactive, defensive, accommodative and proactiv.” (Henriques and Sandorsky
1999, 91). The distinction between accommodative and proactive is, that while the
proactive company has a corporate commitment to dedicate staff and resources

toward designing and implementing an environmental program, the accommodative
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company will hire external consultants, usually in response to public policy issues. In
this research study the lodging companies that are being reviewed are classified as
having a proactive profile towards environmental management issues.
The environmental program discussed in this section is presented in the

following order:

1. Criteria for an environmental plan

2. Corporate culture and attributes

3. Life-cycle management

4. Competitive advantages of environmental
management programs

Criteria for an Environmental Plan
An overall environmental plan, according to Henriques and Sandorsky, should
include the following four elements:
1. A written description of the environmental plan

2. A format for communicating the environmental plan
to both staff and stakeholders

3. A provision for an environmental health and safety unit

4. A board or management committee dedicated to
dealing with environmental issue
(Henriques and Sandorsky 1999, 92)

Evidence of the acceptance of these elements as central to an environmental

program within the hotel industry can be seen in the criteria set forth for the ECOTEL
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Awards necessary for certification as an environmentally sensitive hotel by the
company Hospitality Valuation Services:
1. Executive management of the hotel must demonstrate
the existence of a formalized commitment to preserving

and protecting the environment.

2. The hotel must have a Green Team consisting of both
managers and staff level employees.

3. The hotel must fully comply with all legislation created
by the governmental body within the scope of the
environmental program.

(ECOTEL Global Awards, 2000)

Continued evidence of the acceptance of these elements is seen in the
environmental programs of the hotel corporations identified as corporate case studies
for this research. Each corporation includes, as part of their environmental
management program, the elements set out by Henriques and Sandorsky in addition
to the three key criteria required by Hospitality Valuation Service’s ECOTEL
certification.

The lodging companies referenced in this research study represent recognition
by senior hotel executives that the hotel industry needs to join the growing number of
industries globally which acknowledge that their manufacturing and distribution
processes have significant impacts on the environment and that corporate
environmental management policies are necessary to continued corporate success.

Since the hotel industry considers itseif a “service” provider and not a

manufacturer, it is and has been difficult for many hotel owners and corporate officers

to recognize their responsibility to manage the environmental impacts of the
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life-cycle operations of hotels and resorts. Knowles et al., when discussing the
problems of operationalizing green management philosophies, references this
perspective. “The greening of the tourism and hospitality industry has been pursued
to make it appear more environmentally friendly.” After two decades of such efforts,
however, this “greening” does not seem to be as successful as originally hoped”
(Knowles et al. 1999, 256). In responding to increased societal pressure both from
the business and private sectors, Knowles et al., note that “the socially responsible
hotel business is now expected, especially in Western Europe and North America, to
take action to prevent damage to the environment”(Knowles et al. 1999, 258).

With the implementation of long-term environmental management programs,
companies such as Inter-Continental Hotels (now Six Continents) and Canadian
Pacific Hotels (now Fairmont Hotels and Resorts), joined companies from sectors of
other industries that had become environmental leaders. In their article, “Managing in
the Environmental Era: Lessons from Environmental Leaders,” in the Columbia
Journal of World Business, Newman and Breeden note that:

These companies [environmental leaders] share two key
attributes: they strongly integrate environmental issues into
overall corporate strategy and follow some common “best
practices” to manage the environmental aspects of day-to-day
business operations. These companies set explicit environmental
goals against which they measure performance and look for
environmental opportunities that fit their strengths and long-term
strategy, creating a win-win situation for stakeholders....In the
past, corporations viewed environmental concerns as less than
urgent because they lacked information on the cause and effect
of pollution as well as life cycle cost, and had misconceptions
about a seemingly endless supply of raw materials and disposal

options.
(Newman and Breeden 1992, 221)

20

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Corporate Culture and Attributes

The following discussion reviews the corporate policies included in the
original environmental management programs of Inter-Continental Hotels and
Canadian Pacific Hotels. The objective of this discussion is to highlight some of the
key efforts of these companies as they relate to the development of a corporate culture
surrounding the issue of environmental management.

The original Inter-Continental Hotels environmental management program
(adopted by Bass Hotels and Resorts) included corporate policies for each of the
major operating areas, measurement processes and an environmental newsletter that
records the achievements of participating hotels and the rewards they provided for the
attainment of environmental objectives and initiatives. (Inter-Continental Hotels
1996)

Canadian Pacific Hotels (now Fairmont Hotels and Resorts) conducts a
corporate wide program titled “Green Trees”. With objectives similar to Inter-
Continental Hotel’s environmental management program, the “Green Teams” win
recognition by being awarded “Trees” as a standard symbol. A corporate document
states that “Green committees are now rewarded with “Trees” for the completion of
major environmental initiatives, and our Corporate Office of Environmental Affairs
monitors and communicates each initiative through quarterly reports.” (Fairmont

Hotels and Resorts 2000, 10)
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Marriott International has established an internal environmental management
program known as ECHO. (Environmentally Conscious Hospitality Operations) Their
environmental policy statement, though somewhat ambiguous in nature, approaches
environmental hotel management issues from a global perspective:

As a worldwide leader in the hospitality industry, Marriott
International is committed to the responsibility of protecting
the environment for our associates, our guests, and our
communities. By implementing a wide range of environmental
solutions across Marriott’s hospitality portfolio, we intend to
increase our efforts every year to conserve and protect global
natural resources. In every community we will continually
expand awareness and action among our associates and will

respond to the environmental interests of our guests.
(Marriott International 1998, 3)

The overall plan, reflecting life-cycle management issues, covers activities ranging
from a reuse program for guest room towels and sheets to policies on underground

storage tanks and PCB disposal.

Lodging Corporate Leadership in Environmental Management. Newman and

Breeder agree that companies which have become leaders in the area of
environmental management:
1. Integrate environmental concerns throughout the company.

2. Manage their [the company’s] environmental policies more
centrally and at higher levels in the organization.

3. Take advantage of their efforts by visibly demonstrating
their environmental achievements believing that the result
is a better public image.

(Newman and Breeden 1992, 220)
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In his article “Strategic pro-activity and firm approach to the natural
environment,” Juan Alberto Aragon-Correa suggests that the traditional method of
corporate approach to managing the natural environment is to solve problems as they
arise. He suggests that this method is dated and that alternative methods exist which
work on a pro-active basis. “Modern methods,” Aragon-Correa notes, “are designed
to prevent the occurrence of problems by dealing with their sources, requiring the
identification and analysis of all environmental aspects of a firm’s products and
services and the establishment of cohesive management programs” (Aragon-Correa
1998, 559).

Susan Kary, Sr. VP of Marriott Lodging Engineering, speaking at a meeting
of the Council on Hotel, Restaurant and Institutional Education in Albuquerque, New
Mexico in August of 1999, noted that the principal driving factors behind hotel
property participation in the corporate environmental program Environmentally
Conscious Hotel Operations (ECHO) are, in order of importance: guest concerns,
regulatory compliance, cost savings, associate concerns and community response.
Kary also commented that the three most successful and widely adopted
environmental programs corporate-wide are recycling, energy and utility conservation
and regulatory compliance.

Newman and Breedman have identified the following factors as necessary for
effective resuits in environmental management programs: corporate environmental
managers are appointed, company employees are surveyed to identify the needs of

property environmental teams, corporate and property objectives are specified and an
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analysis of limitations is conducted to design activities that will overcome these
limitations. (Newman and Breedman 1992, 225) Leadership in environmental issues
on a corporate level in the lodging industry, while represented by only a small
percentage of lodging companies internationally, is becoming more widely accepted
as Marriott International, Accor Hotels, Mandarin Oriental Hotel Group and Shangri
La Hotels provide evidence of the presence of environmental programs on a corporate

level.

Life-Cycle Management

In Natural Capitalism, Hawken, Lovins and Lovins suggest that in this
first decade of the twenty-first century, all companies must thoroughly understand
how social pressures are affecting their markets and adapt accordingly. Social
pressures today are placing increased demands on manufacturers to be accountable
for the full life-cycle of the product that they manufacture. This requires that
manufacturers be responsible for the collection, recycling and disposal of the products
that they produce. David Buzzeli relates the issue of stakeholder influence and social
pressure to life-cycle management: “The public wants “earth friendly” and “green”
products. It wants the whole life-cycle of a product to be considered. A company is
not just expected to produce and provide a product; it may be expected to take it back
when its usefulness has ended” (Buzzeli 1991, 17). Hawken, Lovins and Lovins
support this view in their discussions on the option of the leasing of machines and
products to companies as an alternative to the traditional buyer-seller relationship.

(Hawken, Lovins and Lovins 2000)
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Application of the Benefits of Life-Cycle Management. Much is to be gained
by the implementation of corporate environmental management programs. Life-cycle
concerns are a common issue throughout the business literature. Stephen
Schmidheiny, in his often quoted book Changing Course: A Global Business
Prospective on Development and the Environment, is concerned that corporations
understand the value of life-cycle analysis as it relates to the stated and changing
needs of the target customer markets. (Schmidheiny 1992) He suggests that
environmental management programs require corporations to “achieve ever more
efficiency while preventing pollution through good housekeeping, materials
substitution, cleaner technologies, and cleaner products that strive for more efficient
use and recovery of resources” (Schmidheiny 1992, xii).

For Rogene Buckholtz, the benefits of life-cycle management are evidenced in
pollution prevention through environmental management. Buckholtz calls for
“product reformulation, equipment redesign, resource recovery and process
modification” (Buckholtz 1993, 376). These suggested actions are all compatible with
optimal hotel operating procedures. With respect to the reluctance of the hotel
industry generally to react to an immediate need to develop environmental

management programs, Schmidheiny notes:

The painful truth is that the present is a relatively
comfortable place for those who have reached positions
of mainstream political and business leadership. This is
the crux of the problem of sustainable development, and
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perhaps the main reason why there has been great acceptance
of it in principle, but less concrete actions to put it into
practice: many of those with power to affect the necessary
changes have the least motivation to alter the status quo
that gave them power.

(Schmidheiny 1992, 11)

Schmidheiny’s statement can be applied to a number of global hotel
companies. Concerned now with the current activity in acquisitions and mergers,
corporate leaders in the lodging industry perceive themselves as having reached a
plateau of achievement and quality. This attitude mirrors Schmidheiny’s argument
that those who are in a position to effect the most change are blind to the necessity of
being pro-active in the area of environmental sustainability as a means to maintain the
ongoing success and growth of their companies. A refusal to participate in creating
changes in their corporate policies and cultures may eventually result in forced
regulation from government agencies and consumer pressure.

At a time when global corporations are reacting to consumer demand for
evidence of environmental management practices in hotel and resort facilities, the
refusal to acknowledge the growing pressure of individual customers who are willing
to accept higher room rates in return for evidence of environmental management
practices may result in a reduction in market share. Speaking at the 2001 Coalition for
Environmentally Responsible Economics (CERES) Conference in Atlanta, Georgia,
Ford Motor Company representative Sean Curley notes that: “Ford spends $150

million per year on conferences and meetings. Ford spends $80 million a year on

travel. This translates to 900,000 room nights per year. Ford recognized its buying
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power and would like to use it to make a positive impact on the environment” (Ceres
2001). Other benefits of participating in environmental management practices

include employee retention and community recognition.

The Competitive Advantage of Environmental Management

In many ways, the research for this study reflects the “ISO 14000
Management Principles” shown in Table 2.1. The criteria for sound environmental
programs discussed in this chapter are directly reflective of many of the ISO' 14000
Management Principles. The influence of the ISO 14000 management principles is
clearly evident in the environmental management programs of hotel corporations such
as Inter-Continental Hotels and Canadian Pacific Hotels. According to [SO 14000,
notes Sayres, “the environment is the surroundings in which the organization
operates, including air, water, land, natural resources, flora fauna, humans and their
interrelation. The environment extends from within the organization to the global
system” (Sayre 1966, 14).

In his analysis of the 1996 Rio Summit ISO 14000 Standards and
interpretation of the Summit proceedings in /nside ISO 14000: The Competitive
Advantage of Environmental Management, Don Sayre urges businesses to anticipate
the full life-cycle of products as they will need to be environmentally managed, as do

Lovins, Lovins and Hawken. ISO 14000 Management Principle Ten, shown in

! The International Organization for Standardization (ISO), Geneva, Switzerland
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Table 2.1, promotes using the power of volume purchasing to encourage vendors to

implement environmental management programs in the development and design of

their products.

Table 2.1

ISO 14000 Management Principles

1.

10.

ISO 14000 Management Principles for Environmental Management Systems

Recognize that environmental management is one of the highest priorities
of any organization.

Establish and maintain communication with both internal and
external interested parties.

Determine legislative requirements and those environmental aspects
associated with vour activities, products and services.

Develop commitment by everyone in the organization to environmental
protection and clearly assign responsibilities and accountability.

Promote environmental planning throughout the life cycle of the product
and process.

Establish a management discipline for achieving targeted performance.

Provide the right resources and sufficient training to achieve
performance targets.

Evaluate performance against policy, environmental objectives and
targets and make improvements wherever possible.

Establish a process to review, monitor and audit the environmental
management system to identify opportunities for improvement in
performance.

Encourage vendors to also establish environmental management systems.
(Sayre 1996, 35)
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If vendors can pressure manufacturers to reduce product packaging in addition
to developing packaging that is easier to recycle, both the input and output streams in
the waste management process of lodging facilities can be considerably reduced.
Pearce makes a similar statement in Economic Values of the Natural World.

This view is supported by the CERES organization in a commitment to the reduction
and disposal of wastes as part of their organizational principles. In setting out the
management principles stipulated by ISO 14000 as depicted in Table 2.1, Sayre notes:

We all have the right to exploit our environment if we are

responsible for its protection; we each have the opportunity

to utilize our environment as long as we are recognize

obligation to improve it for the future of civilization. Imple-

menting an environmental management system in a manner

similar to that proposed by ISO 14000 will ensure our rights,

our responsibilities, our opportunities and our obligations.”

(Sayre 1996, 17)

Newman and Breeden suggest in their article “Lessons from Environmental Leaders”

in the Columbia Journal of Business, that benefits of pro-active environmental

management programs include:

e competitive advantage for green marketing as
a response to consumer expectations

¢ media recognition of environmental efforts
¢ minimization of risks and future costs
e favorable recognition of environmental efforts

by stakeholders.
(Newman and Breeden 1992)
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Environmental Valuation

The valuation of the world’s ecosystem service has, since the 1950s, been a topic
of research and discussion among economists internationally. In 1972 “The United
Nations Conference on the Human Environment brought the industrialized and
developing nations together to delineate the “rights™ of the human family to a healthy
and productive environment” (WCED 1987, xi). Since that time, efforts to promote
international environmental awareness and sustainability have been gaining
momentum within the international decision making process on global issues.

Agenda 21 and the 1995 Rio Summit ISO 14000 Standards present guidelines
for environmental management that require the valuation of environmental initiatives
and the natural resources that provide both direct and indirect benefits to a business.
In his discussion of the advantages of environmental management, Don Sayre urges
businesses to anticipate the full life-cycle of products in the environmental
management process. (Sayre 1996)

Life-cycle management applies to both products and services that, as
discussed previously, are particularly applicable to the development and operation of
hotel properties. It is important to the optimal life-cycle design of hotels and resorts
that the expected life span of a hotel or resort product be determined in the
development phase.

According to the U. S. Environmental Protection Agency (USEPA), the life-
cycle of a product or service starts with the acquisition process and finishes with the

costs of disposal and/or disbursement. (USEPA 1995, 17) To be optimally effective,
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full life-cycle management planning requires that all contributing natural resources
having both direct and indirect impacts on the product are valued as capital assets.
The costs of operating environmental initiatives that impact these resources can then
be fully assigned to the products and services that benefit from the well being of the
environment.

Much of the discussion in the literature surrounding natural resource
management has been focused on the continued lack of methods with which to
wholly value environmental resources. A principal challenge in this area is that
environmental resources are continually under-valued, using current real estate
appraisal methods. A consistent failure to assess the full value of the contribution of
resources to the well being of the environment and identification of the financial
inputs that their loss would cause to both society and ecological balance creates an
on-going devaluation of natural “capital” assets. (Hawken, Lovins and Lovins 1999,
266)

It is critical that the long-term value of natural resources be accurately
determined if the effective adoption of environmental management programs by the
hotel industry is to occur. When the values of natural resources are considered part of
the asset value of a hotel property, operating management efforts incorporating
environmental initiatives will then have greater value and will be seen as benefiting a
property by improving guest satisfaction levels and increasing revenues.rHawken,

Lovins and Lovins support this view in their book, Natural Capitalism.
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Valuation Theories

The discussion in this section focuses on valuation methods that the
hotel and resort industry can apply to determine the feasibility of working within ISO
14000 Standards while still achieving profitability goals identified by stakeholders.
An objective of this section is to identify means by which hotel corporations and
properties can implement a system of “green accounting” based on a combination of
subjective and objective valuation methods that are addressed in the literature. Dixon
et al., in Economic Analysis of Environmental Impacts, note that a product of Agenda
21 was the agreement of participating countries to incorporate a system of accounting
that takes into account both environmental and social impacts. (Dixon et al. 1994)

Hawken, Lovins and Lovins, in Natural Capitalism, note that “future
economic progress can best take place in democratic market based systems of
production and distribution in which all forms of capital are fully valued, including
human, manufactured, financial and natural capital” (Hawken, Lovins and Lovins
1999, 9).

To contain the impact of the anticipated growth of travel and tourism
discussed in the introduction to this research study continued development both in
previously established locations and new international venues must incorporate
valuation processes into the project-planning phase of development. As noted by

Dixon et al., “the challenge [of development] is to identify the environmental effects
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of the projects concerned and incorporate correctly the valuation of their benefits and

costs within the project analysis” (Dixon et al. 1994, 42).

Environmental Valuation Techniques

The successful integration of environmental initiatives into business practices
will be the result of creating an awareness of the financial value that environmental
priorities can have on reducing operating costs, driving revenues and increasing
profits. To realize the opportunity that environmental practices can have on the
bottom line, it is necessary to adopt economical accounting practices which assign
value to environmental management activities.

Economic value, however, is based on the premise that there is an identified
market value on which to base pricing and cost analyses. Prior to a discussion of
environmental accounting, it is necessary to review the concept of establishing
economic values for natural capital and eco-systems. Pearce notes that economic
valuation of the environment is a two-part process:

1. The demonstration process wherein the value of
environmental assets are both demonstrated and measured.

2. The appropriation process which finds ways in which to
capture the value of environmental assets.
(Pearce 1993, 15)
Pearce suggests that a demand curve exists which measures a value for environmental
goods and services based on the expression of preferences by people who indicate

their “willingness to pay” (WTP) for environmental assets. These preferences are

expressed in a series of use values identified as direct and indirect-use values,
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option-use value and existence-use value. Gouldner and Kennedy, in their article
“Valuing Ecosystem Services and Philosophical Bases and Empirical Methods,”
further define this theory by suggesting that willingness-to-pay (WTP) represents how
much people would be willing to pay for a given good “whether or not they actually

would do so” (Gouldner and Kennedy 1997, 40).

Direct and Indirect-Use Value. The distinction between direct and indirect-use
value as associated with travel-tourism relates to the amount of interaction that the
customer has with the environment. While direct-use values the environment,
indirect-use values those systems that support the environment surrounding
recreational activities. As it relates to the hotel industry, direct-use value would apply
to a customer’s willingness to pay (WTP) for travel and associated lodging activities
in order to directly participate in, or observe, environmental settings. Ski resorts,
island locations featuring water activities, beach resorts and mountain view locations
are among the wide range of environmental activity based locations that offer direct
interaction with environmental assets. Indirect-use value is applied to the use of eco-
systems that support environmental systems that are required to maintain the natural

activity resources and locations.
Option-use Value. Option-use value refers to the willingness to pay for the
conservation of a natural resource for possible use in the future. Of the valuation

methods discussed here, this is perhaps the most difficult one to define. Pearce
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considers option-use value to equal the combined values of that determined for direct-
use value and that determined for indirect-use value. (Pearce 1993)

As an example, the Rangely Lakes Area of Northwestern Maine in the United
States is considered a major economic asset to the regional recreation and tourism
industry. Applying Pearce’s theory, the direct-use value of the Lakes is expressed in
the visitor’s WTP for lodging, licenses, equipment rental and other costs directly
associated with taking part in, or observing, recreational activities. Indirect-use value
is the value of the related costs required to maintain the environmental quality of the
Lakes area that the visitor is willing to pay (WTP) in the form of taxes and
surcharges. This includes development costs for local technologies and infrastructure
incurred by the local community in addition to economic growth lost as a result of
efforts to maintain the recreational quality of the Rangely Lake’s Region. Repeat
visitors to the region are willing to pay higher costs per visit in order to ensure

environmental quality and pristine recreational conditions.

Existence-use Value. Existence-use value is designated as a value placed on
the importance of the continued and future existence of major environmental assets
such as the Grand Canyon, the Nile River Basin, large areas of wetlands or jungle and
animal habitat preserves. Gouldner and Kennedy refer to existence use as non-use,
and the valuation method to be applied in part to the Grand Canyon as passive-use
value. (Gouldner and Kennedy 1997, 43) Existence-use value is often expressed
monetarily as donations to organizations such as the World Wildlife Fund or the

Grand Canyon Associates.
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Total Economic Value. The total economic value (TEV) for environmental

assets can be the combined total of these values and expressed as:

TEV = Direct-Use Value + Indirect-Use Value + Option Value
+ Existence Value

(Pearce 1993, 22)

Travel-cost Method. A traditional method of valuing environmental assets is
called travel-cost and interprets the amount spent on traveling to the recreation
destination as an estimate of the direct-use value that the individual expects to gain
from the experience. First used in the 1950s, Dixon et al., define it as “the use of
observed behavior to derive a demand curve and to estimate a value (including
customer surplus) for an non-priced environmental good by treating increasing travel
costs as a surrogate for variable admission prices” (Dixon et al. 1996, 64). Destination
marketing has long been used by the travel industry to create a demand for services.

The travel-cost method includes overall travel costs which are made up of
transportation, the value of time-cost expended, lodging, food, entry fees and
discretionary monies spent. Gouldner and Kennedy use the Galapagos Islands as an
example of the application of the travel-cost method and measure the direct non-
consumptive use value of ecotourism activities to the Islands. “A sample calculation
of this value would estimate that the average visitor spends the equivalent of $3,000
(a week on a boat is a typical excursion). ... the value of the industry would be worth

$200 million annually” (Gouldner and Kennedy 1997, 41).
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Valuation Theory Application to the Development Cycle

As the results of the planning stages of development can influence
environmental degradation and therefore the future well being and life-cycle of a
hotel or resort complex, accurate valuation is a key element in establishing the
economic policies of a business. Pearce notes that: "Valuation demonstrates an
economic case for protecting the environment. Valuation can assist in better decision
making offering the potential of more cost-effective choices” (Pearce 1993, 94). If
the environment and eco-systems along with the planned sustainable use of resources
can be economically valued, developers might begin to realize that conservation is
essential to their financial well being.

Dixon et al., put forward the theory that the application of valuation
techniques creates an atmosphere of compromise in the development process. This

* view contends that valuation promotes the “understanding and incorporating of cost-

effective measures to restore, sustain and protect natural systems and maintain
environmental quality at the earliest stages of planning” (Dixon et al. 1994, 9). In
addition, it supports environmental assessment as a process of research and analysis
that will assist in “environmentally sound development [by] identifying potential
problems so that the economic feasibility and environmental impact of alternative
processes can be assessed” (Dixon et al. 1994, 9).

Gouldner and Kennedy suggest that the challenge for the decision making

process regarding land-use is to evaluate and incorporate the costs of the altered use
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of natural resources. This effort includes a valuation of the costs of the loss of these
natural resources from the impacted eco-system. They note how difficult the
valuation of eco-system impact is and comment on the failure of evaluators to
measure this impact, concentrating instead on other facters that can be more easily
measured. (Gouldner and Kennedy 1997, 43)

In their article, “A Road Map for Natural Capitalism,” in the May/June, 1999
issue of the Harvard Business Review, Lovins, Lovins and Hawken present the
concept of “natural capitalism™ and a new paradigm for operations management
based on increased productivity, energy savings, waste management and water
conservation. The article focuses on the proper valuation of the environment in order
to influence the international business community in two ways. The authors discuss
the effects of including the full value of environmental resources in economic
analysis and propose the adoption of a new paradigm of business management based
on whole system design and thinking as a result of the realization of the impact of
environmental conservation and pollution prevention efforts.

Lovins, Lovins and Hawken's discussion as it relates to the economic needs of
the international hotel industry is relevant to the issue of valuation. In the opening
discussion of their paper, the following argument regarding the value of the earth's
eco-systems is brought forward:

"The reason companies (and governments) are so prodigal
with ecosystem services is that the value of those services
doesn't appear on the business balance sheet. ... Recent

calculations published in the journal MNature conservatively
estimate the value of all the earth's ecosystem to be at least
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$33 trillion a year. That's close to the gross world product
and implies a capitalized book value on the order of half a
trillion dollars.”

( Lovins, Lovins and Hawken 1999, 146)

Much of the theory of natural capitalism focuses on the re-engineering of
management practices at the front end of project development for cost savings, and
during operations to achieve maximized revenue profitability. The authors criticize
business for misdirecting environmental costs and related revenues by the ways
companies allocate capital, make purchasing decisions and treat costs in the
accounting process. They urge business to look at purchasing decisions based on the
cost of the full life-cycle of materials and goods from initial purchase to final
disbursement in the waste process and to allocate capital more effectively to support
environmental activities.

The estimate of thirty three trillion US dollars referred to by Lovins, Lovins
and Hawken is referenced from an article in the May, 1977 issue of Nature by Robert
Costanza et al., “The value of the world’s eco-system services and natura!l capital”. In
the article, Costanza et al., present a synthesis of the major biomes and their values,
the majority of which are outside of the market system, and note that while the annual
value of the services provided by ecosystems is 16 to 54 trillion US dollars, thirty
three trillion US dollars is the estimated overall average value. “One practical use of
the estimates,” note the authors:

“is to help modify systems of national accounting to better
reflect the value of ecosystem services and natural capital. ...
A second important use of these estimates is for project
appraisal, where ecosystem services lost must be weighed
against the benefits of a specific project. ... [Ecosystems] are
too often ignored or undervalued leading to the error of
constructing projects whose social costs far outweigh their
benefits.”

(Costanza et al. 1997, 259)
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Environmental Accounting Practices

Accounting systems are based on the assumption that there is a need to
account for costs as related to revenue in addition to the value of capital assets and
subsequent increases or decreases in their monetary value to a business. Pursuant to a
discussion on accounting practices as related to environmental management
processes, it is necessary to acknowledge the classifications of costs as they have

been identified with the environment.

Environmental Costs. Environmental costs are classified as either private or
societal (USEPA 1995, Hawken, Lovins and Lovins 1999, Gouldner and Kennedy
1997). Environmental costs that directly impact the bottom line of companies are
considered private versus those costs which impact society, both individually and
collectively, and the earth’s eco-systems. An example of societal costs might be toxic
water contamination from chemical leakage into underground aquifers and water
reservoirs while eco-system costs would be the breakdown of wet-lands and the
subsequent effects on the depletion of the entire eco-system in a geographical
location. Societal costs also include costs to either prevent or clean-up environmental
destruction, examples of which are solid waste management and air pollution.

The discussion of environmental costs in this dissertation deals primarily with
private costs as they relate to the development and operations of hotels and resort
properties. Societal costs need to be considered, however, as hotel and resort
development impacts both the environmental well being and stability of a location as

well as the culture of the indigenous society.
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Environmental Accounting Approaches. Pearce suggests that the benefit-cost
approach determines that environmental costs are accounted for in development
decisions. Using this approach, development proposals would not be approved unless
" the development benefits minus the development costs are greater than the benefits
of conservation minus the costs of conservation” (Pearce 1993, 16).

Lovins, Lovins and Hawken suggest that the operational costs of hotel
facilities, now generally treated as overhead costs, can be repositioned in the
accounting structure to show the impact of direct resource savings on the bottom line,
represented as a percentage of profit. (Lovins, Lovins and Hawken 1999) Dixon et al.,
suggest both subjective and objective valuation approaches. For application to the
hotel industry, a combination of approaches that include willingness to pay (WTP),
travel cost approach (TCA), property land value (PLV) and contingency valuation
(CV). CV s noted as the method most frequently applied to valuing recreational and
aesthetic effects. As noted previously, TCA is the method that has been most
commonly used to determine a customer’s willingness-to-pay for access to natural
resources and venues. (Dixon et al. 1994)

A singular approach, proposed by Dixon et al., focuses on two central tasks —
the identification of impacts to the environment and the assignment of a monetary
value to the impact. Surrounding these two tasks are three major problems:
identifying the scope of the project analysis, establishing a time frame within which
the life span of the project is estimated, and selecting a valuation technique by which
to evaluate the project from an environmental perspective. With respect to the use of
national resource accounting to assign a financial value to environmental variables,

Dixon et al, state that a primary problem with green accounting procedures linked
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too closely with standard accounts (SNA) is that they do not adequately measure
sustainability, resource depletion or the damage caused by pollution. (Dixon et al.
1994)

The U. S. Environmental Protection Agency (USEPA) in An Introduction to
Environmental Accounting as a Business Management Tool, suggests a variety of
formats for the application of environmental accounting as a management tool. The
premise is that using innovative accounting practices in the decision making process
can significantly reduce or eliminate environmental costs. The arguments of the
USEPA's efforts are driven, in part, by the negative view that companies take toward
environmental costs; viewing them as profit depletors rather than as costs associated
with maximizing profits by reducing costs. The USEPA’s comments note that
"Environmental accounting shows the benefit of pollution prevention practices such
as product design changes, input material substitution, process re-design, improved
operation and maintenance practices” (U.S.Environmental Protection Agency
1995, 3).

From the literature reviewed for this research, it can be assumed that when
life-cycle accounting methods accurately assign both costs and revenues to individual
natural resource assets, their overall value to a hotel or resort property becomes clear,
thereby validating environmental management efforts along with associated capital
and operating expenditures. Promoting the development of overall environmental
management systems, the USEPA outlines a seven point argument for the

implementation of environmental accounting practices as seen in Table 2.2.
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Table 2.2

EPA Seven Points for the Implementation
of Environmental Accounting Practices

EPA Seven Points for the Implementation of Environmental Accounting Practices

1. Significantly reduce or eliminate environmental costs as a resuit
of business decisions.

2. Environmental costs (potential cost savings) may be obscured in
overhead accounts or overlooked.

3. Environmental costs can be offset by generating revenues.

4. Management of environmental costs can result in improved
environmental performance.

5. Accurate costing and pricing of products [based on more
accurate valuation of environmental resources] aids companies
in the design of environmentally preferable processes, products and
services.

6. A competitive advantage [is gained] with customers by
implementing] environmentally preferable products, processes
and services.

7. Accounting for environmental costs and performance supports
the development and operation of environmental management systems.

(USEPA 1995, 1-2)

Environmental accounting practices can easily be applied to a variety of operating

practices of hotel companies including:
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e Total quality environmental management
e Business process re-engineering/cost reduction
e Design for environment/life-cycle design

e Life cycle assessment/life-cycle costing
(USEPA 1995, 18)

The benefits of environmental accounting practices identified by the EPA that the
hotel industry as a whole would find profitable include:

e increased sales

e more attractive equity of investors

e increased productivity and retention of employees

e facilitated approval of facility design and expansion
plans

e enhanced public image
(USEPA 1995, 25)

Capturing the long-term benefits of reinvesting in the *“natural capital”
paradigm suggested by Lovins, Lovins and Hawken is echoed by the EPA. The
USEPA'’s suggestion is to reflect environmental considerations in the first stages of
project design, integrating life-cycle design into all process elements and integrating

ecological with economic goals. (USEPA 1995)

Summary

The theories put forward in this discussion emanate from the Ricardian theory
of environmental scarcity which states that the limits of economic resources should

not be exceeded and that practices be put into place which simultaneously maximize
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the use of natural resources and the restoration of ecosystems and natural resource
supplies. (St. Clair, 1965) Due to the requirements of the financial community to
provide documented evidence of cost savings, revenue increases and bottom line
profit percentages, the application of these concepts necessitates rethinking the
financial management of environmental costs and presents a new paradigm for the
valuation and management of natural resources

While environmental preferences may be considered “intrinsic” values,
economic measurement can be made and values assigned to pay for natural settings
and recreation areas by using price as a measure of willingness. The return on “green”
marketing efforts for hotels and resorts can be measured in the preference of those
who book reservations, travels groups, corporate policy or individuals.

Changes to the way in which the environment is valued and subsequently
depleted or restored and maintained, in the first quarter of the twenty-first century,
will be driven by profit performance rather than conservation needs. Should
international businesses, such as the hotel industry, not recognize the value of
voluntarily applying the principles discussed in this section to daily business
practices, then they will be forced to invest in conservation as an extreme measure of

survival in the second quarter of the twenty-first century.
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Chapter 3

RESEARCH METHODOLOGY
Introduction

This research focuses on environmental guidelines for hotel and resort
development and operations. While much has been written regarding environmental
sustainability, the valuation of natural resources and the impact of travel and tourism
activities on the environment, these issues are relatively new to the lodging industry.

There is relatively little quantitative evidence identifying the impact on the
lodging industry as a result of the implementation of environmental criteria. As noted
in Chapter One, the leadership of the lodging industry does not perceive that
environmental management practices are economically feasible or that the valuation
and sustainability of natural resources is relevant to operating profits or real estate
investments. The main body of current information exists primarily in journals related
to hospitality issues, corporate documents, hotel operations reports and association
publications.

It has therefore been necessary to identify a number of case studies
appropriate for a qualitative research methodology using semi-structured interviews

and a survey instrument as the primary vehicles by which to gather information.
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The discussion in this chapter focuses on the research methodology required
to answer the principal questions put forward in the introduction to this study. Section
One presents an overview of the research design. Section Two outlines the criteria for
the selection of the case studies used to identify data. Section Three reviews the data

collection instruments and procedures used to gather the information for analysis.

Research Design

The research methodology utilized in this dissertation centers on a qualitative
mode of inquiry using case studies. The choice of case studies as a vehicle by which
to collect and measure data and other information is driven by a lack of data available
in other formats. As noted in Chapter One, the lodging industry resists accepting the
impact of environmental management practices on operating cost savings. While a
few lodging companies, such as those discussed in this research study, have
developed benchmarks for utility consumption most have inconsistent record keeping
methods on utility consumption and operating methods. The available data is limited
and the validity of the available data is often questionable. As the activity of
developing data on utility consumption for measurement and historical comparative
analysis is in the introductory stages, case study analysis is the most effective
research method for this study.

The use of case studies as the focus of the methodology for this research is
based on the appropriateness of comparative analysis to adequately answer the

questions posed by this research. These questions seek to identify operating practices
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that effectively result in operational cost savings in the use of natural resources either
as a source of energy, water or waste management or as a basis for recreational
activity. An in-depth study of each case study is necessary in order to identify the data
necessary for an evaluative analysis and to develop an understanding of the
effectiveness, or non-effectiveness, of the environmental management procedures of
each property.

For individual properties, a benchmark model has been developed against
which each case study has then been evaluated. ‘l;he researcher has attempted to
provide the foundation for a process by which common characteristics for success or
failure are established. This evaluation also provides a vehicle by which to identify
singularities in technology, environmental management and operational initiatives in
both corporate and individual hotel property environmental programs.

The multiple case study design facilitates the analysis of individual cases. This
study design also allows for a comparative analysis of selected case studies. The
objectives of this research are to identify unique processes and patterns within
individual case studies and to establish common practices for the body of case
studies. The data analysis chapter presents comparative models for both the corporate
and the individual hotel case study data.

The use of multiple case study research for this study provides the benefit of
multiple forms of evidence from a diverse sample range. Replication of the use of

operational and environmental management processes within the case studies provide
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the basis for the model shown in Table 3.1. The model compares the individual case

study findings with the corporate lodging benchmarks.

Table 3.1

Comparative Model of Utility Consumption

Case Study
Bass Hotels & Resorts The Benjamin

Energy
Water
Electric

AH&LA u Case Study
Benchmark yatt Regency
—b -§—————1 Encrgy

UtilityComparison Water
Electnic

Case Study
Individual Case ¢ SugarioaffUSA
Study Utility E
Consumption Water

Electric

Case Study
Outrigger

Water
Electric

Case Study
The Fairmont

Electric
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The objective of this comparison is to determine:

1. Is there is a pattern of consumption among the
individual case studies?

2 Is there is similarity in benchmarks between the
corporate case studies?

3. Is it feasible to develop a single benchmark for
corporate lodging properties?

4. Is it possible to recognize benchmarks for similar
types of individual lodging properties?

The replication and collaboration of findings between the individual hotel and
resort case studies will indicate where there are converging lines of the application of
environmental initiatives. An in-depth analysis of the data, from the different
properties discussed in Chapter Five, determines if these efforts are successful in

reducing operating costs in addition to reducing the use of natural resources.

Case Study Selection

An objective of this research is to identify both hotel corporations and
individual hotel and resort properties that are currently integrating environmental
standards and practices into their property management systems. The case studies
have been selected according to their suitability to supply information in the two
major categories of corporate hotel environmental programs and individual hotel

property environmental programs.
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The criteria specific for selection in the category of corporate hotel program
case studies dictates that the following elements be established:
1. An established company-wide environmental management
program that is identified by the presence of a corporate

environmental manager.

2. A minimum of ten hotel properties in which the environmental
management program is, or has been, facilitated.

3. A recognized environmental management training program
that is directed by the corporate environmental manager.

4. A desire by the company to share the environmental
management plan with the lodging industry.

The selection criteria for the individual hotel and resort case studies require the
following variables to be present:

1. The property must be located in an environment where the
sustainability of the natural environment is challenged.

2. The management of the property must be faced with a significant
challenge in obtaining energy or water or eliminating waste.

3. An on-property environmental management program must be in
place.

4. The property must display a singular environmental initiative in
the area of technology, environmental management or operating
processes.

5. The property must have a minimum of 100 guestrooms.

The factors that could not be present in the corporate or individual case study were:

s An unwillingness on the part of management to participate in an
environmental management program.

e An abuse of either the natural environment in the form of

operations policies, recreational facilities, landscaping, or outputs
in water, waste or emissions.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



e An attitude of non-compliance toward local and state regulations in
the areas of environmental protection, energy use, obtaining
potable water and emissions.

The hotel corporation and individual hotel and resort properties that meet the criteria

for case study selection for this research effort are identified in Table 3.2.

Table 3.2

Qualifying Research Case Studies

Corporate Case Studics Independent Hotel and Resort Case Studics
Bass Hotels & Resorts Sugarloaf/lUSA
Fairmont Hotels & Resorts Hyatt Regency Scottsdale

Walt Disney World Orlando The Fairmont
Outrigger Beach Resort Waikoloa
The Benjamin

In addition to the initial questions posed for this research, an evaluation of the
case studies also hopes to answer the following general questions:

What has this hotel company or property been able to
accomplish by incorporating environmental initiatives?

How has this hotel company or property been able to
achieve their environmental management objective?

How has this hotel company or property been able to
balance operational and development environmental issues
with financial and profit objectives?

What issues have been difficult for the hotel company or
property to address and why?
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Corporate Case Studies. Three case studies have been selected for this section
of the research: Inter-Continental - Bass Hotels and Resorts, Walt Disney World
Orlando and Fairmont Hotels and Resorts - Canadian Pacific Hotels. The corporate
case studies were identified for their singular corporate environmental programs.
Inter-Continental — Bass Hotels and Resorts is the benchmark program for this
research study. It was originally established in the 1980s and released to the industry
in 1990. Canadian Pacific Hotels developed their environmental program in the
1990s. With the acquisition of Fairmont Hotels in 1999, the company is implementing
the program throughout all of their hotels and resorts. Walt Disney World was
developed in the 1970s using environmental management practices. The company has
since expanded the program to include individual hotel and resort properties within

the 47 square acre park boundary.

Individual Hotel & Resort Property Case Studies. The individual hotel and
resort environmental program case studies have been selected based on criteria
specific to company profiles, development and operational challenges, adaptation to
natural settings, and initiatives in the application of environmental criteria to
development and operations. The selection of case studies seeks to present an optimal
range of operational and environmental challenges to the successful financial and
natural resource management of these properties. Five case studies have been selected

for this section of the research:
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e The Benjamin, New York City. New York
Urban business hotel

e Sugarloaf Mountain/USA, Carabbassett Valley, Maine
Mountain location in northwestern Maine. Three season resort with
120 ski trails and an 18 hole golf course.

e Hyatt Regency Scottsdale at Gainey Ranch, Scottsdale, Arizona
Desert location in Scottsdale, Arizona. Year round resort property
offering 24 holes of golf, tennis and water activities.

e Outrigger Waikoloa Beach Hotel, Waikoloa, Hawaii
Pacific island location with year round resort activities primarily
marine and golf oriented.

e The Fairmont, San Francisco, California
Urban center business and tourist hotel

Data Collection

The research on the case studies has been conducted in a three-stage process.
In the first stage, each case study was researched through documents and literature
made available by the hotel company, property management or professional
associations. This literature took the form of corporate environmental reports such as
those supplied by Canadian Pacific and Bass Hotels. On the property level, the
availability of printed information ranged from detailed reports supplied by Hyatt
Gainey Ranch, public relations releases from The Fairmont and published articles in
industry trade publications. Quarterly journals from the International Hotel &
Environmental Initiative and newsletters from the organization Green Globe supplied
additional information on both corporate practices and individual property programs.

In the second stage, an on-site visit of case study properties was conducted,

whenever feasible. During on-site visits this researcher observed operational
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procedures, equipment and technology initiatives currently being implemented by the
property. Simultaneous to the on-site visits, semi-structured interviews were
conducted with property general managers or environmental managers. These
interviews were intended to create a narrative relative to: corporate environmental
concepts, willingness to share information, effectiveness of specific initiatives in
reducing operating costs, perceived value of shareholders and guests of *“‘green”
efforts, and future development plans, and attitudes toward voluntary adherence to
industry standards in environmental hotel development and operating concepts.

Personal interviews were also conducted with representatives of the three
corporate environmental program case studies. [nterviewees signed an agreement
consenting to participation in this study as required by The University of Delaware
School of Urban Affairs and Public Policy, Human Subjects Review Committee.
Questions used during these interviews were guided by the interview question outline
provided in the Appendix. The semi-structured interview format was designed to
allow the interviewer to adjust to the immediate needs of the interview situation. The
questions for the interview were adapted to each individual situation in that they were
not included if the question was not appropriate for the case study or would have
created an antagonistic response, placing the accessibility of the case study property
in jeopardy.

The third stage of the research was the distribution of the detailed survey
instrument to each of the properties selected for the case studies. This instrument is

shown in the Appendix. The first objective of the survey was to determine operating

Wy
W
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cost savings achieved by environmental management processes. A secondary
objective was to identify major design and development issues along with operational
system management programs that affect the initial and long-term well being of the
environment.

The two-part survey consisted of a series of general questions and an
environmental action checklist. An additional objective of the survey questions was to
determine the overall commitment of the hotel company or individual hotel property
to an environmental program, and to identify the key issues that are currently being
addressed by each. The survey questions focused primarily on environmentally
related hotel issues in the key areas of hotel development and operations. The
objective of the environmental action checklist was to identify operating issues that
are included in an on-going environmental program, determine which initiatives are
being implemented, discover how measurements are being calculated, and establish
how the measurement results are being documented. The survey results for each case
study provide operating statistics relative to energy, water and waste management
systems.

Using the “Comparative Model for Utility Consumption” in Table 3.1 as a
vehicle for comparison, information regarding replication and collaboration of
environmental management activities and survey results of individual hotel properties
has been applied to a comparison of profiles for the different classifications of hotel

properties identified in this study.
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Summary

This study has identified qualitative research methodology using semi-
structured interviews and a survey instrument. Case study analysis was selected as the
most effective method for this research given that relevant data is not available in a
consistent qualitative format. Case studies were chosen according to their suitability
to supply information in the two major categories of corporate hotel environmental
programs and individual hotel property environmental programs.

The corporate case studies were asked to complete a survey document, the
objective of which was to identify key aspects of the company’s environmental
program and existing benchmarks for utility use and waste management. The
information provided by these surveys is reviewed in the discussion in both Chapters
Four, Five and Six. A comprehensive survey document was distributed to the
individual case studies with the objective of determining common operating practices
and identifying initiatives and innovative technology applications in the area of
environmental management.

In Chapter Four the survey data is analyzed in the property operating areas of
water, waste, energy, air and noise. The data is also analyzed to determine the amount
of participation by each property in specific environmental management initiatives
and the overall participation of the case study group in specific efforts. The discussion

identifies technology applications and initiatives in hotel property environmental
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management. Completing the data review is a comparative analysis using the
corporate benchmark model of utility consumption to determine any correlation

between reported individual property performance and established benchmarks.
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Chapter 4

DATA ANALYSIS

Qualitative research has been conducted on selected case studies which have been
developed from on-site visits, semi-structured interviews and a survey instrument. [t is
the intention of the following data analysis to:

e Verify the validity of each case study.

e [dentify the areas of the case study environmental programs that are common

to the success of the group as a whole.

e Conduct 2 comparative analysis of the individual case studies using a

benchmark model of utility consumption to determine if there are any
correlations between pre-established benchmarks and reported performance

by properties.

Validity of the Case Studies
Case studies for this research study are separated into two categories. corporate
case studies and individual hotel and resort case studies. A series of questions were asked
about the case studies in order to determine whether a case study was appropriate for this

research study. In this section of the discussion, the case study questions will be used to
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review each of the corporate case studies with the objective of establishing their validity
to be included in this research study.

The corporate case studies identified for this research were reviewed by
establishing profiles revealed in interviews with corporate environmental managers and
the corporate survey instrument. The answers to the qualifying questions specified in
Chapter Two, and the established profiles helped to determine whether each case study
qualified for inclusion in this research study. The three corporate case studies that proved
to be qualified and are included in this research are Bass Hotels & Resorts. Fairmont
Hotels & Resorts and Walt Disney World, Orlando FL.

The qualifying questions in the following section identify companies which have
established a company-wide environmental management program. have a minimum of
ten hotels or resort properties in which the program is facilitated. have an established
training program. have created the position of an environmental manager and have
demonstrated a willingness to share the corporate program with the lodging industry as a

whole.

Corporate Qualifving Question One

Does the case study have an established company-wide environmental program
that is identified by the presence of a corporate environmental manager?

Bass Hotels & Resorts has the longest established and globally recognized
environmental management program that was. until recently. led by Reiner Boehme. Vice
President of Engineering for Bass Hotels & Resorts. The corporate environmental

manager for Fairmont Hotels & Resorts is Lyle Thompson. Walt Disney World’s

60

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



environmental management program is managed by Karen Green, Environmental

Initiatives Coordinator.

Corporate Qualifying Question Two

Does the case study company have a minimum of ten hotel properties in which
the environmental management program is being facilitated?

Bass Hotels & Resorts, now Six Continents. has approximately 3500 hotels
globally. While not all properties have implemented the environmental management
program, a large percentage have done so. Fairmont Hotels & Resorts Corporation has a
total of 238 hotels, all of which participate in the corporate environmental management
program “Green Partnership”. Walt Disney World has a total of 23 hotels within the Park
area. The 18 Disney owned properties take part in the environmental management

program.

Corporate Qualifying Question Three
Does the case study company have an environmental management training
program directed by the corporate environmental manager?

Bass Hotels & Resorts facilitates a corporate wide training program for both line
staff and management which is directed by the corporate environmental manager.
Fairmont Hotels & Resorts has an extensive environmental management training program
directed by the environmental manager. Walt Disney World has an extensive
environmental management training program directed by the environmental initiatives
coordinator.
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Corporate lifying Question Four

Does the company have a desire to share their environmental management plan
with the industry at-large?

In 1990, Inter-Continental Hotels Corporation chose to publish their
environmental management program as a joint partnership with International Hotel
Environmental Initiatives (IHEI). Together they published Environmental Management
for Hotels. Fairmont Hotels & Resorts recently published the second edition of The
Green Partnership Guide: A Practical Guide to Greening Your Hotel as both an internal
manual for their corporate environmental program and as an educational tool for the -
hospitality industry at-large. While Walt Disney World has a corporate history of being
closed about their environmental activities. Dan Darrow. Vice President of Operations for
Walt Disney World and Karen Green, Environmental Initiatives Coordinator, were very
willing to contribute to this research. It is their hope that the resuits will be shared in tun
with the members of the Engineering and Environmental Committee for the American

Hotel and Lodging Association of which this researcher is an active member.

Individual Hotel and Resort Case Studies
In an effort to validate the individual hotel and resort case studies selected for the
study. hotel and resort profiles revealed through research and the survey instrument were
reviewed to determine if they qualified for inclusion in this study. Based on the

qualifying questions identified in Chapter Three. four of the five case studies proved to

62

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



be fully qualified to be included in this research. The fifth case study, Outrigger
Waikoloa Beach Hotel, proved to be only marginally qualified. This researcher
determined that the case study should be retained in order to provide a complete range of
environmental program studies. This range will provide more contrast in the results of the

survey information analysis.

Individual Property Qualifying Question One

[s the property located in an area where there is a significant challenge to the
sustainability of the natural environment?

The Benjamin is located in mid-town Manhattan. New York City. With a
population of over 10 million people and a visitor base of some 14 million per year'
natural resources in all categories are severely stressed. The Hyatt Regency Scottsdale
Resort at Gainey Ranch is located in the fragile environment of the Northern Arizona
desert, north of Phoenix. Arizona. Sugarloaf/USA is located in the northwestern corner of
Maine on Sugarloaf Mountain at an elevation of 4.234 feet. This rural mountain setting
is constantly challenged by the presence of a major three-season resort which promotes
visitor participation in recreational activities. Indeed. up to 10.000 visitors are on the
mountain during a peak winter season day. Qutrigger Waikoloa Beach Hotel is located on
the Koholoa Coast of Hawaii. It is in a2 very fragile environment for both the marine area
and natural flora and fauna. The Fairmont is located on Knob Hill in the center of San

Francisco where there is a general stress on natural resources.

! Source: New York CVB 2001
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Individual Property Qualifying Question Two

Does property management have a significant challenge in obtaining or managing
energy, water and waste?

As an urban hotel, The Benjamin faces the daily challenge of accessing
energy and water while simultaneously ridding itself of a sizeable waste stream. Hyatt
Regency Scottsdale Resort at Gainey Ranch is a resort property known primarily for its
recreational facilities. The resort has significant challenges obtaining water for the
irrigation of 27 holes of golf, a two and a half acre water park and extensive desert
landscaping, in addition to providing for the direct needs of hotel guests and operations.

The most significant challenge for Sugarloaf/USA is providing water to meet the
needs of both guests and recreational facilities. The Carrabassett River and the
headwaters of Brackett Brook are the major source of water for the resort. Golf course
irrigation and snow making activities. in addition to the needs of guests and resort
operations. place significant demands on water sources. Likewise, for Qutrigger
Waikoloa Beach Hotel the most serious challenge is obtaining water to meet the needs of
both guests and recreational facilities that includes 36 holes of golf. As an urban center
hotel. The Fairmont Hotel faces the daily challenge of providing energy and water while

simultaneously ridding itself of a sizeable waste stream.

Individual Propertv Qualifving Question Three

[s an on-property environmental management program in place?
The Benjamin, Hyatt Regency Scottsdale Resort at Gainey Ranch, Sugarloaf/USA

and The Fairmont have environmental management programs in place that address the
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concerns of the key areas of energy use, water conservation and waste management.
Outrigger Waikoloa also has an environmental management program in place at this time

that addresses energy use and water conservation.

Individual Property lifying Question Four

Does the property have a significant initiative in the area of technology
environmental management or operating processes?

As a preventative measure to deal with forecasted energy shortages in the
Metropolitan New York area. management of The Benjamin installed an auxiliary
generator to reduce peak load demand and guarantee that the property would be able to
provide guests with uninterrupted electrical service. In addition, sensors were installed
throughout the property in areas where lighting use would need to be monitored, an
initiative that significantly reduced the consumption of electricity. Hyatt Regency
Scottsdale at Gainey Ranch has a number of environmental initiatives. the most
significant of which is a water reclamation plant built by the Hyatt Corporation at the
time that the resort was developed. The piant was given over to the City of Scottsdale for
community use. All water for golf course and landscaping irrigation is obtained from the
plant. The most significant environmental initiative for Sugarloaf/USA is the
“snowfluent” plant which processes gray water through a lagoon system and then uses
snowmaking guns to spray the processed water into 50 foot piles of snow which then
melt slowly into the ground and replenish the underground aquifer. In the case of the

Qutrigger property, management installed a standby generator to augment electrical
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power during peak demand periods and provide a source of emergency electricity. In San

Francisco, The Fairmont is currently installing window film to reduce solar heat gain.

Individual Property Qualifving Question Five

Does the hotel or resort have over 100 guest rooms?

The Benjamin has a total of 112 guest rooms and 97 suites. The Hyatt Regency
Scottsdale Resort at Gainey Ranch has a total of 493 guest rooms and 25 suites.
Sugarloaf/USA resort has 180 guest rooms in addition to condominium units and private
homes. The Outrigger resort has 545 guest rooms, cabanas and suites. The Fairmont has

591 guest rooms and suites.

Cross Comparison of Individual Hotel and Resort Case Studies

The individual hotel and resort case studies included in this research have
been selected because they provide a broad range of environmental management
programs. from a rather basic format to a highly developed systems management
approach. Each case study also presents environmental and operational challenges. For
comparative purposes, an analysis of the qualitative questions in the survey revealed the

following information.

The Benjamin and The Fairmont. The Benjamin and The Fairmont are both urban
hotels and share the characteristics of historic properties with aging infrastructures. As
both are classified as luxury hotels an important management concem is that the

perception of hotel guests is that environmental initiatives may dilute the quality of the
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lodging services. The environmental actions of concern in this area are the linen-towel
reuse program and the in-room guest recycling efforts. Surveys from these two hotels
show that The Benjamin has chosen to participate in both of these activities while The
Fairmont has elected not to participate in either. Both properties are challenged to reduce
their solid waste stream. Each participates fully in “reduce-reuse-recycle” programs and
manages their recycling efforts. The Fairmont donates food waste to local community
programs while The Benjamin includes food in the waste stream. Neither hotel has
recreational facilities and both depend on municipal water.

A detailed review of the survey documents for both properties indicates that The
Fairmont participates in 41 percent of the environmental actions while The Benjamin
evidences a more effective program. participating in 71 percent of environmental actions.
These actions include: “reduce-reuse-recycle” programs. water conservation programs.
the installation of low flow showerheads and toilets, the installation of energy

management systems and the use of energy efficient light bulbs throughout the hotel.

Hyatt Regency Scottsdale Gainev Ranch and Sugarioaf/USA. While Hyatt

Regency Scottsdale at Gainey Ranch and Sugarloaf /USA are set in dramatically different
geographical settings, their environmental challenges are similar. Both are resort
properties that rely on recreational activities as a primary motivation for room sales. Both
are set in fragile natural environments. the sustained quality of which is vital to the
continued financial well being of their businesses. Both properties have significant water
demands in regional geographical areas in which the quantity and quality of water

resources are challenged and unpredictable. Twenty-seven holes of golf must be
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sustained year-round at Hyatt Gainey Ranch and eighteen holes of golf are maintained at
Sugarloaf/USA for two seasons, summer and fall, with marginal use in spring depending
upon weather. Sugarloaf/USA however, must also maintain 107 downhill ski trails
utilizing snowmaking technology as needed from December through April. Both resorts
participate fully in “reduce-reuse-recycle” programs and manage composting facilities.
While Hyatt Regency Scottsdale draws irrigation water from the City of Scottsdale Water
Reclamation Plant, Sugarloaf/USA manages its waste water stream through the
Carrabassett Snowfluent Plant which processes treated water into snow banks utilizing
snowmaking technology. Both properties are involved in community education programs.
Hyatt Gainey Ranch sponsors the “Native American Learning Center.” while
Sugarloaf/USA sponsors the local Audubon International Society ““Adopt-A-School™
program.

A detailed review of the survey documents for both properties indicates that
Sugarloaf/USA participates in 40 percent of the environmental actions included in the
survey while Hyatt Regency Scottsdale evidences a more extensive program,

participating in 80 percent of environmental actions.

Qutrigger Waikoloa Beach Hotel. Outrigger Waikoloa Beach Hotel was
originally intended to serve as a comparative case study for the Cuisenart Resort in
Anguila. British West Indies. This property was not included in the final case study group
because the researcher was unable to get the management of the Anguila property to
respond to the survey. However the decision was made to retain the Qutrigger property

for the purpose of balancing the scope of the environmental programs included in this
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research. Despite its location in an extremely fragile marine and flora/fauna environment
on a Pacific Island. the resort’s environmental program is very limited.

Like Hyatt Regency Scottsdale and Sugarloaf/USA. this property relies heavily on
recreational activities and a setting of natural beauty for room sales. Outrigger Waikoloa
must maintain 36 holes of golf year-round and. like the Hyatt Regency Scottsdale. there
are two swimming pools and a water slide that demand significant water resources.
Furthermore, a Pacific Ocean beachfront requires that the marine environment be pristine
for water activities.

The survey response indicates that Qutrigger Waikoloa has is a minimal water
conservation program and that the property does not participate in a “reduce-reuse-
recycle” program. While the Hyatt uses recycled water for irrigation. there is no evidence
of such activity at Qutrigger Waikoloa. There is a basic energy management program and
air quality is the environmental action area in which the resort has the highest
participation among the case studies. For the purpose of this research. the property serves
as an example of a basic environmental program. The results of the analysis of
participation in environmental activities shows that Qutrigger Waikoloa has the lowest
percentage of participation in all of the activities surveyed for the case studies, 32

percent.
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Table 4.1

Survey Results of Environmental Action Area One: Waste Management *

Benjamin | Hyatt | Sugarioaf | Qutrigger I Fairmoat | ?art% [ Activity j
yes | ves | no | no . ves | 60% i Waste audit conducted i
no ! no no No ! ves | 20% | Packaging reduction program
ves | yes ves | No 1| ves 80°% | Reduce-Reuse-Recycie
ves yes ves No | no 60% t In-guest room recycling

i ' N |
| ; ; | Recycling for !
ves yes ves | No ; ves 80% ' Paper )
i ves yes ves No | ves | 80% | Glass
! yes ves ves No ves | 80% ! Cardboard
ves yes ves No ves | 80% | Plasuc
ves yes ves No yes ! 30% | Metal
no ves ves | No ves | 80% | Food
ves ves ves ! No ! ves : 80% : Other
80% 80% 60% 0% : 80% ; . Parucipation in waste
; ‘ : . _management program
\ ! ' Tonnage measurement for
! . ! ' recvcling matenals
29 | NAV 52 NAV 0! Cardboard .
213 NAV 7 NAV | 146 | . Metals
seemetal | NAV 36 | NAV | seemetal  Glass
! 39 1 NAV ! 35 | NAV 67 . . Newsprnnt
; NAV I NAV | NAV NAV 48 Food
0 NAV | NAV | 8 . NAV | NAV | " Plasuc
" NAV | NAV 15 NAV | newspnnt | . Paper
NAV | 4 NAV NAV . NAV | Tires
281 | NAV | 242 | NAV 1 Total Tonnage Per Property

Table 4.1 details the participation of the case study properties in waste management
activities. The activity with the most participation at 80 percent is recycling, with 60
percent of the properties having conducted a waste audit. Sixty percent of the properties
reported for 60 percent of the cases. The resort case study Sugarloaf/USA. which also
has in room guest recycling programs. Tonnage amounts for waste removal were on-

property waste management activities and generates a significant amount of waste.

“participation in the activity * NAV-data not available
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has a waste tonnage output of approximately forty tons less than the urban hotel. The

Benjamin. The Fairmont reports 751 tons of waste being hauled from the property. over

twice the amount reported by the other case study properties. Renovation construction

during the reporting period contributed to the tonnage amount.

Table 4.2

Survey Results of Environmental Actions

Action Area Two: Air Quality & Emissions

i Benjamin | Hyatt | Sugarioaf | Outrigger | Fairmont ; % Part | Activity
ves i ves no | ves | no : 60% i Air qualitv index set
ves | ves ves ves | no ! 80% : Non-smoking guest rooms |
ves | NAV ves - no ! no 40% : Non-smoking public
i i ' spaces
noi ves ! no | ves no ' 40% - CFC emission monitored
no ves | no | ves : NAV | 60% . Freon loss monitored
ves yes | no | ves no | 60% _ Ban on purchase of CFC
! ! ‘ producing
! ‘ : items
E no, yes;i no ves | no 40% : Kitchen & laundry areas
! x i monitored
no: yesi no - ves | ves 60% | Waste disposal areas
i f i : monitored
! 50% | 100% | 20% . 90% | 18% | " Individual program
1 ' ' | f ~ participation

Table 4.2 details the participation of the case study properties in air quality and emissions

management activities. The activity which evidences the most participation is the

designation of non-smoking rooms. regulated in some areas but dnven primarily by guest

demand. Participation in air quality actions does not reduce costs and is often mandated

by regulatory requirements.

71

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Table 4.3

Survey Results of Environmental Actions

Action Area Three: Water

Benjamin | Hvatt | Sugarioaf | Outrigger | Fairmont | %Part | Activity

yes yes yes yes no 80% | Water quality standards
no yes no no no 20% | Water reclamation plant

yes yes no no no 40% | Waste water laundry recycled

yes no no no no 20% | Waste water kitchen recycied .
no ves no no no 20% | Runoff water recycled

yes yes _ves no yes 80% | Water conservation program
no | vyes-7 ves | no ves-8 60% | Sub meters in place
no no no no no 0% | Kitchen foot pumps
no no no no no 0% | Kitchen faucets automatic

yes yes ves ves no 80% | Towel/linen replacement

ves yes ves ves yes 100% | Lowflow showerheads/ toilets

NA ves no no NA 20% | Landscaping irrigation with

recycled water
60% | 90% 45% 38% 38% Individual program

participation

Table 4.3 details the participation of the case study properties in water management

activities. The data analysis results show 100 percent participation in the installation of

low flow showerheads, faucets and toilets, an activity that reduces water consumption

and operating costs. Fully 80 percent of the properties also participate in linen-towel

reuse programs and have an established water conservation program. In 60 percent of the

properties submeters have been installed to measure water use in specific operating areas.

The least amount of participation is reported for water reclamation efforts and kitchen

water controls.
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Table 4.4

Survey Results of Environmental Actions

Action Area Four: Energy

Benjamin | Hyatt | Sugarloaf | Outrigger | Fairmont | %Part | Activity
ves | ves : yes | yes | ves | 100% | Energy program
no no ves-20 no yes-8 40% | Submeters in place
no no no no no 0% | Co-generation plant In place
no | ves no no | no 10% | Use of non-fossil fuels
no! no no no | no 10% i Use of solar power
no no no no no 0% | Use of wind power i
no no | no no no 0% | Use of water power i
ves | yes | ves no ves 80% | Property lighting program ;
ves | yes yes no ves |  80% i Light bulb replacement '
ves yes no no ves 60% . guest rooms |
ves | ves ves ves | no 80% | meeting rooms !
ves | ves ves no | yes 80% | office areas |
NA | ves ves | no | NA 40% | recreation areas |
yes | ves ves | no | no | 60% | public areas
NA | ves yes ves noi 75% | extenior HPS or metal balide .
ves | ves | yes | no ves |  80% i housekeeping lighting
| ' ; | program
no no no no i no ! 0% | guest room sensors
yes | ves | ves | no | no | 60% | office area sensors
ves | ves ves ! ves | ves i 100% | HVAC control systems
yes | ves ves yes | ves | 100% | EMS svstem
ves ves no ves ves | 80% . cooling tower monitored
ves ves no ves ves 80% | kitchen monitored
65% | 66% 37% 35% 50% i individual program
| ! ‘ i ! participation !

Table 4.4 details the participation of the case study properties in energy management
activities. While 100 percent of the properties have installed HVAC system controls and
energy management systems (EMS), only 40 percent have put submeters in place to
monitor energy use in specific areas. Only 20 percent are utilizing solar power or use

non-fossil fuel for heating. In guest rooms. where electricity demand can be high. only 60
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percent of the case study properties have replaced incandescent light bulbs with energy
efficient bulbs.
Table 4.5
Survey Results of Environmental

Action Area Five: Noise

Benjamin | Hvatt Sugarloaf | Outrigger | Fairmont | %Part | Activity
45DBA ves no | ves ves | 80% | Noise standards set and

{ |_monitored ,
Yes ves no | no no 40% | Noise audit conducted !
No no no | no no 0%- | Guest room noise audit !
4SDBA no no | no no | 20% | Operations areas audit )
45DBA ves no no | no ; 20% ! Public areas audit
80% 60% 0% 20% 20% Individual property

! participation

Noise management is the action that seems to be of least concern for lodging property
operators. It is an area that receives immediate recognition by guests. however. and can
have a significant impact on guest comfort. The survey results reviewed in Table 4.5
indicate that the noise level in staff work areas is monitored by only 20 percent of the
properties.

Tables 4.6 through Table 4.10 present an overview of the participation in each of

the five environmental action areas by the case study properties.

74

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Table 4.6

Case Study Group Participation in Waste Management Action

Participati

[*]

n Waste Management Actions

0%
20%
30%
35%
40%
45%
50%
55%
60%
65%
70%
75%
80%
85%
90%
95%

100%

Waste audit conducted _
Packaging reduction program -

Reduce Reuse Recycle
In-room guest recycling
Recycling Program
Paper

Glass

Cardboard

Plastic

Metal

Food

Other

Table 4.6 illustrates the overall participation of the case studies in specific waste

management activities as identified in Table 4.1. Of the activitues surveyed, reduce-reuse-
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recycle efforts have the highest level of participation at 80 percent. Efforts to reduce
packaging in the input stage of the waste stream evidences the least amount of
participation at 20 percent.

Table 4.7

Case Study Group Participation in Air Quality Actions

Participation Air Quality Actions

0%
20%
30%
35%
40%
45%
50%
55%
60%
65%
70%
75%
80%
85%
90%
95%

100%

Air Quality index Set _
Non-smoking guest room —
Non-smoking public space —

CFC emission monitoring _

Freon loss monitoring _

Ban on purchase CFC producing _

CO2 emissions standards monitored_
Kitchen & laundry areas monitored —

Waste disposal areas
monitored

Table 4.7 illustrates the overall participation of the case study properties in specific air
quality activities. Of the activities surveyed. non-smoking policies in guest rooms and

public spaces have the highest level of participation at 80 percent.
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Table 4.8

Case Study Group Participation in Water Management Actions

Participation Water Management Actions
SR R R B E EEEEEEES
QO OO WO WO WO WO WOo WO Wwo
- N M N T T WH WO OO0 DO
=

Water quality standards monitored

Water recycling/reciamation
Water reclamation piant

Water conservation program
Sub meters in place

Kitchen foot pumps

Kitchen faucets automatic
Laundry on site

Guest room towel/linen program
Low flow showerheads/oilets

Landscaping irrigation

o HE
S
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Table 4.8 illustrates the overall participation of the case study properties in specific water
management activities. The activities which evidence the most participation are those
with the least investment cost and result in immediate cost savings. Those activities that
are projected to increase savings over a protracted period of time such as water
reclamation facilities and kitchen conservation devices have the least amount of
participation.

Table 4.9 illustrates the overall participation of the case study properties in
specific energy management activities. While this action area ranks third in overall
participation by the properties. participation in some of the individual activities ranges
from 80 to 100 percent. The two activities that evidence 100 percent participation are the
presence of HVAC control systems and EMS systems. Due to rising costs for energy, the
installation of these two operating systems in a hotel or resort property is becoming an
industry standard. Lighting replacement programs also prove to be common to all but one
of the properties and, like EMS systems, are becoming an activity standard to a large

percentage of lodging establishments.
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Table 4.9

Case Study Group Participation in Energy Management Actions

Participation Energy Management Actions
R
QOO O MO OO VO N O WO WO
NC')(")QVLQIOCDCDI\NQOOQ‘O_

HVAC control systems
EMS system
Guest room sensors

Cooling tower monitared

Kitchen refrigeration monitored
Property lighting retrofit w ﬂorescent—
Submeters in place
Co-generation piant in piace
Use of solar power
Use of wind power

Use of water power

Housekeeping lighting program
Lighting retrofit areas

guest rooms

meeting rooms

office areas

public space

I

exterior building
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Table 4.10

Case Study Group Participation in Noise Management Actions

70%
75%
80%
85%
90%
95%
100%

Noise standards set & monitored [ NN
Noise audit conducted —

Guest room noise audit |
Operations areas noise standard I

Public areas noise standard |

Table 4.10 illustrates the overall particiration of the case study properties in specific
noise management activities. The survey information indicates that guest room noise
levels have not been audited by any of the properties and that staff work areas have not
had a noise standard established.

Table 4.11 is a compilation of the data in Tables 4.1 through 4.5 indicating the
percentage of participation in each environmental action by the group of individual hotel
and resort case stud: properties. Air quality is the action area with the most participation
at 62 percent foll-.weua by waste management at 60 percent, water management at 54

percent. enerc. management at 43 percent and noise management at 35 percent.
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Table 4.11

Case Study Group Participation in Environmental Action Areas

éa;e Sfudé G;'oup VParticipation in Environmentai Actlon Areag W
water [
Noise [N
ar I
Energy [N
water [

0% 20% 40% 60% 80%

Table 4.12 is a compilation of the data in Tables 4.1 through 4.5 indicating the
overall participation in environmental actions by the individual hotel and resort
properties. Participation by the properties in all activities is calculated to average 53
percent. On an individual property basis, Hyatt Regency Scottsdale at Gainey Ranch
evidences the most activity in the environmental action results recorded in the survey
instrument with 80 percent participation overall. Analysis of The Benjamin results
indicate an activity level of 71 percent. The survey document completed for

Sugarloaf/USA indicates an activity level of 40 percent participation in the environmental
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actions. The Fairmont survey document indicates that the hotel participates in 41 percent
of the actions while the survey returned by the Outrigger Waikoloa Beach Hotel indicates

the least amount of participation in the environmental actions at 32 percent.

Table 4.12

Case Study Group Participation Overall Environmental Actions

Participation Overall Environmental Actions

100%
95%
90%
85%
80%
75%
70%
65%
60%
55%

S0%
45%
40%
35%
30%
25% .

Benjamin
Fairmont
Hyatl
Sugarloaf
Outrigger

All Properties

Technology and Operating [nitiatives
As has been reviewed in the case study discussions, each of the properties
includes a variety of technology and operating initiatives in their environmental

programs. While some of these initiatives are singular to a specific resort or hotel
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property’s needs, others are common to most of the other properties. In comparing these

programs with the objective of determining which actions contribute to a successful

environmental program, Table 4.13 identifies initiatives that are generally common

among the properties and shows the percentage of participation in each initiative by the

individual hotel and resort properties surveyed. As compared with the participation in all

environmental actions. as shown in Table 4.12. each property indicates a significantly

higher level of participation in technology and operating initiatives.

Table 4.13

Technology & Operating I[nitiative Participation

Technology & Operating Initiative Benjamin |Hyatt |Sugarioaf |Outrigger |Fairmont |% Of
i i Participation
EMS system installed YES YES YES YES YES 100%
Dishwasher with recycle water YES NO NO YES NO 40%
Auxiliary generator instalied YES YES YES YES NO 80%
Low flow toilets/showerheads YES YES YES YES YES 100%
Lighting retrofitted to florescent YES YES YES Partial Partial 100%
Grey water for irrigation NA YES NO NO NA 20%
Reduce-reuse-recycie program YES YES YES NO YES 80%
Compaosting NA YES YES NO NA 40%
Shuttle transportation for staff YES YES YES NO YES 80%
Community program YES YES YES NO YES 80%
80% 90% 80% 50% 60%

Figure 4.1 identifies the environmental program elements common to both the corporate

and the individual property environmental management programs. With respect to the

individual properties, only those activities with 80 percent participation are included in

the list of the 15 most common environmental action activities.
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CASE STUDY PROFILES

Corporate Profile

Individual Property Profile
(80% of Properties participate
in 15 of 68 actions surveyed)

Program Elements

Bass
Corporate benchmarks
Waste management
Published manual
Education program
Newsletter
Technology innovations
Fairmont
Waste management
Published manual
Education program
Newsletter
Technology innovations
Walt Disney
Waste management
Education program
Newsletter
Technology innovations

Environmental Actions

Waste
Reduce-Reuse-Recycle
Air
Non guest room standards
Water
Submeters in place
Linenstowel reuse
Low flow showerheads &
totlets
Water quality standards
Energy
Lighung Retrofit in meeting rooms and
offices
Recreauon & extenor lightng retrofit
Housekeeping lighting
management program
Cooling towers monitored
Kitchen refrigeration &
freezer units monitored
Noise standards set & monitored

Figure 4.1

Common Environmental Actions
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Table 4.14

Individual Hotel & Resorts Utility Consumption 2000

BENJAMIN GAINHEYVARTINCH ‘ SUGARLOAF WAIKOLOA
UTILITY 2000 New York City Anzona | Nortnwest Mane | rawan
ELECTRICITY (kWh) 2686.716 | 11.392.300 ' 2384976 | 6.286.800 '
GAS (ip)_ 409.045 | . 333717
OlL (gal) | 105278820 | 47.448
STEAM/HOT WATER (kWh) | 1.843 | ! v |
STEAM (kWh) { 5531 | ! i
WATER (gal) | 20323620 | 68.359.000 | 18.761.384 | 94.683.000
OTHER ' i | |

UTILITY San Francce__|

ELECTRICITY (kWh) 11,001,757 :
GAS (kWh) 21851157 | ! ! |
OIL (1) : i '
STEAM/HOT WATER (kWh) : ;
STEAM (kWh) ' ! ' |
WATER (gal) __51.268,668
| otHER i ‘ i '

Utility Costs and Consumption Comparison Analysis

There is a significant variation between the properties in reported utility costs and
consumption. The difficulties in accessing this information and the timeliness of the
reporting experienced in this research study supports a recent statement by David
Stipanuk in the June 2001 issue of the “Cornell Hotel and Restaurant Administration
Quarterly”. Stipanuk contends that “some lodging properties and companies lack data on

how much energy they have been using and at what prices; they don’t know the details of
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their energy-purchase options; and they may have done little to control energy use”
(Stipanuk 2001, 59). While the survey results from The Benjamin were returned in a
complete and timely fashion, the environmental manager at Sugarloaf/USA found it very
difficult to identify both current and immediate past utility usage and cost. The other
cases properties experienced varying degrees of difficulty either in accessing or in
identifying information.

As shown in Table 4.14. the usage of electricity, gas, oil, steam and water varies
depending on regional location. In addition to climate, property size. amenities and
occupancy rates determine usage amounts. revealing a significant problem in using
reports from a range of properties to compare individual property performances.

What becomes evident is that the use of direct utility consumption statistics as a
unit of measurement is not an accurate platform for the comparison of one hotel property
to another. To achieve a degree of accuracy. a comparison must be made between like
properties. The specific criteria that needs to be addressed as a basis for accepting a
property for inclusion into a utility usage group report are as follows: properties must be
of similar size, square footage and occupancy rates: have a similar number of guest
rooms. amenities, food and beverage outlets, recreational facilities, meeting room space
and spa areas. be of similar age and design: use similar building materials; and be located
in a similar region with similar climate conditions. The challenge of using property utility
usage reports without pre-established criteria such as these is evident in the analysis of

the case studies included in this research study:
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The Benjamin

Fairmont San Francisco

Hyatt Regency Scottsdale

Sugarloaf/USA

Outrigger Waikoloa

200 - rooms urban. mid-Atlantic location
Limited meeting room space
I leased food and beverage operation

591 rooms urban-mid-West Coast location
large public space and meeting space
food and beverage outlets

550 rooms suburban-Arizona desert location
large public and convention meeting room space
food and beverage outlets

2- acres of swimming pool area

extensive exterior landscaping

tennis courts

spa

160 rooms in two separate buildings

rural Western Maine mountain side location
limited public space and meeting rooms

2 food and beverage outlets

I outdoor swimming pool

120 ski trails

18 hole golf course

extensive natural landscaping

545 rooms rural-Pacific Island location
Large public space and convention meeting space
2 food and beverage outlets

2 acre swimming pool area

extensive exterior and interior iandscaping area
36 hole golf course

tennis courts

ocean front beach and water sport area

Figure 4.2

Property Profile Overview
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Figure 4.2 presents an overview of the physical characteristics that influence utility usage
for the individual case studies. Utility use reports from these properties are only relative

as to their similarities in facilities and operating demands.

Corporate Benchmarking

As previously discussed. an objective of this research study is to evaluate the
feasibility of applying corporate benchmarks for utility consumption to individual
property environmental management efforts. As a means of illustrating the difficulties in
identifying benchmark utility usage. Figures 4.3 and 4.4 provide two sets of energy usage
estimates. The Caribbean Hotel energy usage chart was compiled by the Florida Solar
Energy Center following a series of energy audits in Canbbean Island hotels. Figure 4.3
combines HVAC and cooling plant usage amounts and shows that air conditioning

accounted for 56 percent of energy usage.
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Caribbean Hotel Energy Usage

lighting 11%

Refrigeration
4% arr condiicning

56)0

Source: FSEC

Figure 4.3

Caribbean Hotel Energy Usage Graph

By comparison, Figure 4.4 shows that 35 percent of the American Hotel and Lodging
Association’s (AHL A) energy usage is devoted to air conditioning and the cooling plant.
The AH&LA chart includes laundry usage figures that are not indicated on the Caribbean
Hotel chart. Lighting for the AH&LA is close to 100 percentage higher than for the
Caribbean. There is a three percent difference in the energy usage for water heating. The
remaining areas. when combined. account for 28 percent of Caribbean Hotel usage and
35 percent of AH&L A usage but the problem that both charts present is the inconsistency

of the overall reporting process.
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American Hotel & Lodging Association
Typical Hotel Energy Usage

laundry. Kitchen,
mechameal systems

hghting

HVAC equipment

Figure 4.4
American Hotel & Lodging Association
U.S. Hotel Energy Usage Chart

In an effort to identify benchmark utility usage figures, this research study has
gathered consumption records to compare individual property usage rates with published
corporate benchmarks. It is apparent that the only major hotel company that has
established corporate utility use benchmarks per guest room for company properties is
Bass Hotels and Resorts. The American Hotel & Lodging Association has attempted to
offer benchmarks in the Environmental Action Pack for Hotels. However, on
investigation it was found that these benchmarks figures were derived from the original

1996 Inter-Continental Hotels benchmarks upon which the current Bass Hotels & Resorts

benchmarks are based.
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Bass Hotels and Resorts Benchmarking

The following discussion addresses the suitability of the Bass Hotels and Resorts
energy usage figures as an effective benchmarking source for hotel and resort properties.
The Bass Hotels and Resorts chart, shown in Figure 4.5, is calculated in percentages of
cost, rather than direct utility consumption. as in Figures 4.3 and 4.4. To test the validity
of the Bass Hotels and Resorts 2000 total utilities cost percentages. the utility costs for
the individual case studies in Table 4.16 were calculated as percentages of total utility
costs, seen in Table 4.17. As the Bass Hotel and Resorts total utility costs are
representative of 222 corporate properties without regard for total number of guest
rooms. occupancy rates or amenities. a comparison of the group of case studies to this
chart is valid. Water. as part of energyrutilities in the Uniform System of Accounts will
be considered as representing total water use in the Bass Hotels and Resorts chart. not

electricity as is represented in Figure 4.3 and Figure 4.4.
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BASS Hotels & Resorts: Total Energy Costs 1999-2000

222 Hotels All Brands

gas 14%

fuel 8% e~

Figure 4.5

Bass Hotel & Resorts Energy Costs

A comparison of the Bass Hotels and Resorts utility cost chart and the utility costs
of the research case study properties is detailed in Tables 4.15 and 4.16. In the area of
electricity costs, 100 percent of the case study properties reported utility costs similar to
the Bass Hotel & Resorts group.

In the area of fuel, none of the case study properties reflected usage for individual
utilities similar to the Bass Hotels and Resorts group. This disparity can be accounted for
by the variety and proportions of fuel sources used by the case study properties in their
overall energy programs. For example, The Benjamin uses steam as the primary heating

source while the Hyatt Regency Scottsdale and The Fairmont use gas and electricity.
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Outrigger Waikoloa uses electricity as a primary fuel accounting for 67 percent of its
utility costs with gas and oil totaling only eight percent. The percentage that electricity
represents of overall utility costs is in the range of Bass and the other case studies,
between 60 percent and 67 percent of costs.

In the area of water. two of the case study properties report costs similar to the 18
percent Bass Hotel and Resort utility cost figure. The Qutrigger Waikoloa reported that
water represents 25 percent of their utility costs. In comparison, The Fairmont reports
that less than eight percent of their utility cost is for water. Sugarloaf/USA is not included
in this exercise as water is obtained from an on-property and mountain resource and

therefore does not create a direct cost for the property.

Table 4. 15

Individual Hotel & Resorts Utility Cost 2000

UTILITY 2000 BENJAMIN REZE_»L SUGARLOAF WAIKOLOA
ELECTRICITY S 357.861 | S 718.357 $ 1.039.199
GAS $ 220.764 $ __57.101
ol $ 64.316
STEAM/HOT WATER ! § 34374
| STEAM |_s 103123 t i
WATER $ 111.780 | § 228.217 $ 384.433
TOTAL $ 607.138 $1.167.338 $ 1.545.049
L UTILITY FAIRMONT ;
| ELECTRICITY s 961.750 |
| gas | S 381.250 I
' o i
. STEAM/HOT WATER l 1
WATER $ 576.000 !
OTHER $ 1.919.000
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Table 4. 16
Comparative Utility Costs Chart

Bass Hotels & Resorts vs. Research Case Studies

| Utlity | Bass . _Benjamin__; Fairmont Hyatt Outrigger
| Electricity | 60% ‘ 60% ; 67% ; 61% , 67%
| Gas ! 14% \ 25% @ 25% . 19% 1%,
| Fuel ‘ 8% i ' 4%,
] Water : 18% ‘ 18% ~ 8% -: 20% 259%,

Bass Hotels and Resorts Benchmark Validitv. The question that needs to be

resolved in this section is. “are the Bass Hotels and Resorts total energy cost percentages
(Figure 4.5) effective benchmarks of utility consumption for the individual hotel and
resort properties included in this research study™ Of the four utilities listed in Table
4.16. only the Bass utility cost percentages for electricity and water are close to matching
the reported utility costs of the other case study properties. Gas utility costs are not
relevant to this group of case studies because the percentage that the cost of gas
represents in the case studies is markedly higher or lower than the 14 percent reported by
Bass Hotels & Resorts. with the exception of Hyatt Regency Scottsdale at 19 percent. Oil
utility costs are not relative to the majority of the reporting case study properties.
Outngger is the only property reporting a cost for oil at four percent of their total utility

cost. While there is some correlation between the corporate benchmark and the individual
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property performance, only one of the case study properties has a gas utility percentage
of cost in the range of the Bass gas percentage of cost.

Total fuel costs to include gas and o1l total 22 percent for Bass. As The Benjamin
and The Fairmont both report combined fuels at 25 percent and Hyatt Regency as19
percent. the Bass benchmark for fuel is within five percentage points of three of the case
studies. Waikoloa relies heavily on electricity due to climate. reporting only combined
fuel costs of eight percent. However. if the total combined costs of electricity. gas and oil
are taken as a comparative measure of overall usage. a range can be identified from 72
percent by The Fairmont to 85 percent by The Benjamin. This suggests that given
variances in property size, climate and utility rates, that the case studies are managing
their electricity/fuel usage to be within 70 percent to 835 percent of overall utility costs.
Therefore, the conclusion can be drawn that Bass Hotels and Resort utility cost
percentages are somewhat representative enough of the research survey group to be used
as benchmark guidelines for overall utility costs for individual properties with vanances

for climate and location.

Bass Hotels Benchmark Validity Per Guest Utility Usage Validitv. An alternative

benchmark offered by Bass Hotels and Resorts is based on per room utility usage.
Environmental Management for Hotels. originally published in 1994. was the basis for
the benchmark information when this research study was begun. In 2000. Bass Hotels
and Resorts issued an updated edition of the company benchmarks. Table 4.17 details the
per occupied guest room/per day utility usage for electricity and water. The comparative
criteria for analysis within the Bass Hotels and Resorts group include: hotels with full air
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conditioning, laundry, indoor pool. small garden. 60 to 85 percent occupancy and a

moderate tropical Mediterranean climate zone. On-property audits calculate usage based

on annual utility consumption, total square foot in meters and occupancy.

Based on the information submitted by the individual case study properties, Table

4.17 identifies the per-occupied guest room averages for electricity and water use for

each case study hotel calculated on 70 percent occupancy. as are the Bass Hotel and

Resort benchmarks. allowing for 1.5 guests per room.

Table 4.17

Bass Hotels & Resorts Benchmark Utility Usage per Room

Guest Room and Ancillary Space Utility Use Only

i , Moderate Mediterranean Tropical
' BASS HOTELS & RESORTS | Climate i Climate Climate
. Elecnaty kWh ‘: <6 ! <7 <15 . Good |
. Per occupied guest room ? 67 7-8 . 15-20 ° Farr |
>7 . >8 >20 Poor |
: i Mogerate - Megiterranean | Tropical
| BASS HOTELS & RESORTS ‘@ Climate . Climate Climate
Water (gations per quest) | 66 714 79 | Good |
; ‘ 66-79 | 71-84 1 79-95 1 Farr |
E >79 ! > 84 ‘ > g5 % Poor |
(Bass 2000)
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Table 4.18

Research Case Study Utility Consumption Usage Per Room

Total Hotel Uulity Use
. ; H“YATT
UTILITY 2000 BENJAMIN ' REGENCY | SUGARLOAF © WAIKOLOA'
Electnaty (kWh) POGR ? 33 54 . 31 . 30
! Water galions POGR 1 254 324 120 333
: UTILITY i FAIRMONT
ELECTRICITY (kWh) POGR . 50 ! ' :
‘ x :
WATER gallons POGR : 226 :

Results of the Benchmark Data Analvsis. Table 4.17 presents the Bass Hotels and

Resorts benchmark utility usage for electricity calculated as per occupied room. and for
water. calculated as per guest consumption. Table 4.18 displays the case study group
utility use for per occupied room as the base for comparison but used total hotel electrical
usage numbers as the data source. Water W;lS calculated per guest use. The data in Table
4.17 was measured by submeters to determine electricity use in guest rooms and ancillary
areas such as corridors and storage rooms. The data for electricity in Table 4.18 was
identified from the research surveys and calculated using total hotel/resort electrical use.
A review of both tables shows no correlation between the two sets of electrical use data.

Water consumption, however. is presented from data identified using similar methods of

* per occupied guest room
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measurement by both the case study properties and the Bass properties. Resuits for both
tables show some. but not significant, correlation.

The second issue is that the Bass benchmarks for electricity do not appear to be
related to the research case study properties. While the Bass benchmark properties
responded to criteria for a small to medium hotel property with limited services, 60
percent of the case study properties have resort facilities and only one has under 250
guest rooms.

A third question arises about the validity of the data reported by the research
surveys. The accuracy of the reporting was susceptible to error based on misrecording
and interpretation of the type of information that was requested. As noted earlier. the
researcher experienced varying degrees of difficulty in collecting utility consumption and
cost data from the research case studies. While case study properties were willing to
supply other information requested in the survey document. the area of utility
consumption was often considered proprietary and inaccessible. The Bass Hotel and
Resort benchmarks were complied by a corporate wide program requiring data to be
reported by individual properties in a timely and accurate fashion.

Again. the question of whether corporate benchmarks are an accurate reference by
which individual properties can measure their current utility consumption performance
and establish future performance objectives becomes pertinent. Given the disparity
between the criteria for the published benchmarks and the amenities and facilities
included in the research case studies. the conclusion can be made that corporate
benchmarks are not an effective format for individual property utility performance
measurement.
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This premise is supported by Figure 4.6, ““The Comparative Model of Utility
Consumption”. The model attempts to identify the corporate benchmarks for utility
consumption. The model then identifies case study property utility usage as a method of
determining if existing corporate benchmark figures are reflective of current individual
property practices and. if so. what the relationship is between them.

The model as shown finds little relationship between the two groups. In response
to this finding the model identifies two benchmark sets. One set represents an average of
the corporate findings. the Bass Hotels benchmark figures and the AH&L A benchmark
figures. The second set represents the individual property case study data as an average

for utility consumption per room. per night for electricity. energy and water.

Conclusion

This analysis of the data acquired from the research survey has accomplished
three objectives: the validation of the case studies. the identification of common activities
in successful environmental management programs, and the determination as to whether
there is a correlation between pre-established benchmarks for utility consumption and
property utility consumption.

Based on a review of the questions posed in the opening chapters of this research
study. the corporate and independent hotel and resort property case studies were proved
valid for inclusion in this research study.

The case study data was analyzed to determine operating information in the five
action areas: waste, air quality. water. energy and noise. Properties were analyzed to
determine the percentage of participation in specific activities by both individual
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properties and the properties as a group. In addition, a range o: technology and operating
initiatives were identified and the extent to which properties participated in these
initiatives was determined. The analysis shows the case study group to average 50
percent participation in the environmental actions that were included in the research
survey. Furthermore. the analysis shows that participation by case study properties in all
environmental actions ranges from 80 percen: by Hyatt Regency Scottsdale to 32 percent
by Outrigger Waikoloa Beach Resort.

A comparative analysis of the ' idividual case studies, using a benchmark of
utility consumption from Bass Hot:.s and Resorts. indicates that the use of a corporate
benchmark for individual prope-.ies to measure current utility consumption performance
and to establish future perfornance objectives is not an effective format. The criteria
upon which the corporate oenchmark has been established is not consistent with the
profiles of the research case studies. Given the information as presented it would appear
that while there are some areas where similarities exist such as consolidated utility costs.
overall usage d .es not evidence sufficient cgrrelation to suggest that a policy of

establishing corporate benchmarks is effective.
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Bass Hotels & Resorts Case Study
The Benjamin
Elecmcity 165 kWh per year
Energy 365 kWh Water 254 gal
Water 150 gal per guest Elecnc 33 kWh
HELA Benchmark e seoa
a1e ' ase Study
Per occupied roonvper vear Utlhty . Hyatt Regency
% Consumption
Electnc 65 kWh Water 324 gal
svn;rgy I\Si kWh Electricity 7 kWh Electric 53 kWh
: Per guest room per might
Based on % of square
meters Case Study
S
Water 150 gal ugarioal
: Per guest per mght — Water 113 gal
Fairmont .. Electric 31 kWh
Hotels & Individual Case
———_’ oy
Resorts Study Utility
No corporate Consumption
Case Study
Electricity 40 kWh Qutngger
Per guest room per might
Based on total property ¢
. : unlity use Water 333 gal
Wait Disney j Electric 30 kWh
World { Water 152 gallons
No corporate Per occupied guest room
benchmarks
Case Study
Fairmont
Marriott
International 4 Water 226 gal
No corporate Electric 50 kWh
benchmarks
Figure 4.6

The Comparative Model of Utility Consumption
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Chapter §

CORPORATE ENVIRONMENTAL MANAGEMENT CASE STUDIES

Introduction

Corporate environmental management programs in the hotel and resort
industry, as discussed in Chapter One, present a relatively new presence as compared
to the industrial business sector. While a wide range of industries have recognized the
need for the management of environmental resources and the processes by which
these resources are affected, the hotel industry has been slow to acknowledge a
similar need. The perception exists that hotels, as a service industry, are not often
considered to be large consumers of utilities or to contribute significantly to the
industrial waste stream. This perception, as has been discussed, is incorrect. Hotels
and resorts by the very nature of their role as providers of housing, recreation and
food service on a twenty-four hour basis, consume large amounts of energy and water
and produce sizeable waste streams. As is shown in the case studies of individual
properties in Chapter Six, the average medium size hotel can consume 10,000,000
gallons of water per year, 3,500,000 (kWh) kilowatt-hours of energy, and produce 98
tons of waste annually.

In 1990 Inter-Continental Hotels in London, England, having aiready

successfully implemented environmental management programs in a number of hotel
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properties, determined to share their program with the hote! industry at-large. In the
same year, Canadian Pacific Hotels in Toronto, Canada began a grass roots program
within the company to develop an environmental management program. Walt Disney
World in Orlando, Florida had been stewarding the environment throughout the 47
square mile theme park area since the early days of development in the 1970s. In
1990, the company began a formal environmental management effort throughout the
Walt Disney World hotel properties, eventually creating the position of
Environmental Initiatives Coordinator.

Since 1995, the hotel industry globally has been experiencing unprecedented
activity in mergers and acquisitions. Hotel companies have reshaped themselves with
emphasis placed often on real estate holdings rather than on the lodging and service
component of this industry. As participants in this upheaval, Inter-Continental Hotels
and Resorts was acquired by the British company Bass PLC in 1998. Canadian
Pacific Hotels, determined to expand within the North American and Caribbean
markets, acquired Princess Hotels in 1998 and Fairmont Hotels & Resorts in 1999.

It is to the credit of all of the stakeholders involved that both Bass PLC and
Canadian Pacific Hotels retained and maintained their highly successﬁxi
environmental management programs with senior management of both companies
recognizing the marketing and revenue value to the bottom line. Most importantly,
both companies recognized the value of the programs to their employees and the

communities in which their hotels and resorts operate.
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Walt Disney World, faced with a growing demand for lodging and guest
services within the park, determined to expand the number of their lodging facilities.
Between 1990 and 2001, five hotels grew to sixteen hotels and campsites with
approximately 16,452 guestrooms and facilities added within the boundaries of the
park’s 47 square mile area. The environmental management program for Walt Disney
World encompasses a single land area greater than either of the other corporate case
studies. In addition, Walt Disney World must also manage attractions, transportation,
recreation, venues and landscaping throughout the park, a monumental environmental

responsibility.

Corporate Case Study Review

The following case study review provides a profile of Bass Hotels and
Resorts, Fairmont Hotels & Resorts and Walt Disney World Orlando, and a
discussion of their corporate environmental management programs. In the case
studies reviewed in Chapter Four, these environmental management programs were
compared for their effectiveness, similarities and initiatives. With the objective of
identifying the key elements that make these programs successful, it is hoped that this
analysis will provide a template for the hotel industry at-large for the development of
corporate environmental programs that are specific to individual company profiles
and objectives.

The three corporate case studies presented in this chapter are reviewed in the

areas related to environmental management policies and programs: corporate history,
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environmental program history, environmental challenges, life-cycle management,
technology applications and innovative practices, environmental contributions and
education.

The discussion begins with Bass Hotels & Resorts which, since July 2001, has
been renamed Six Continents. As has been previously noted for the purpose of this
research study, the company will be referred to as Bass Hotels & Resorts. As the
innovator in environmental management practices for the lodging industry, Bass
Hotels & Resorts serves as the benchmark source for utility consumption and
environmental practices. The data analysis in Chapter Four presents utility and waste
consumption figures from Bass Hotel & Resort’s environmental program as a

comparative basis for the analysis of the individual hotel and resort case studies.

se Study One: Bass Hotels/Six Continents
Bass Hotels contributes to this research study in the following ways:

e Bass Hotels is recognized globally as having a superior
environmental management program for hotels and resorts.

e The corporate environmental policy seeks to interpret ISO 14000
standards as they relate to the operation of hotels and resorts, making
the principles directly applicable to the operation of their properties.

e Bass Hotels provides benchmark utility use standards for the
operation of hotels and resorts.

e Measurable results are available from hotel and resort properties
throughout the company.

e Bass Hotel’s environmental management program serves as the
benchmark by which corporate and property case studies for this
research are measured.
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Table 5.1

Bass Hotels & Resorts Company Profile

Corporate Office Location: Atlanta, Georgia
Statistics on hotel and resort properties:

Number of hotels 3200
Number of hotel rooms 510,000
Distribution 100 countries
Number of guests per year 150 million
Number of employees 101,850

Hotel and Resort Brands:
Inter-Continental Hotels and Resorts
Crowne Plaza Hotels and Resorts
Holiday Inn
Express by Holiday Inn
Staybridge Suites by Holiday Inn

(Six Continents 2001)

Corporate History. Bass Hotels is a British company whose roots lie in a
brewery business that developed naturally into the pub and restaurant business
offering a range of brands to specific target markets. In 1990, the Bass Corporation
acquired Holiday Inn International which included the hotel brands Crowne Plaza,
Holiday Inn, Express by Holiday Inn and Staybridge Suites.

In March of 1998, Bass Hotels acquired Inter-Continental Hotels and Resorts,

expanding its global positioning to over 90 countries. Inter-Continental Hotels
Corporation celebrated 50 years of activity as an international hotel company in 1995.

Since 1988 Inter-Continental Hotels has been actively demonstrating that corporate
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energy management programs can result in significant savings to the bottom line and
contribute to the financial well being of the organization. It is the original program that
serves as the benchmark against which the efforts of the mulitiple properties in this
case study analysis are compared. In 1990, Inter-Continental Hotels took the
unprecedented step of making a corporate commitment to implementing an
environmental management policy that sought to incorporate the ISO 14000 Principles
of Agenda 21 from the 1995 Rio Summit into their program.' The specific principles
that Inter-Continental’s management was determined to address with respect to hotels
and resorts are identified in Table 5.2

Table 5.2

Inter-Continental Hotels and Resort’s Environmental Commitment

e To conserve natural resources and energy within its hotels
without sacrificing safety standards or jeopardizing guest satisfaction.

o To select only products and materials from environmentally responsible sources,
whose use — wherever possible ~ has positive. beneficial effects.

e To minimize and efficiently manage waste production. ensuring the least
possible negative impact on the environment.

e To acknowledge regional differences in environmental needs and practices for
establishing adaptable local programs designed to improve the performance of
each individual hotel.

e To identify ways to participate in local community action on the environment
worldwide.

® To develop awareness of environmental issues internally and extemnally through
a variety of education and training initiatives.
(Intercontinental 1996, 104)

! The ISO 14000 Principles can be viewed in Table 2.1
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By 1993 the company had gathered enough survey information from its
properties internationally to create benchmarks for consumption and savings. These
were then used to establish corporate targets for environmental improvement for
Inter-Continental hotels and resorts globally. In 1991, the company published the
“Environmental Reference Manual.” The manual addressed 14 key environmental
issues detailed in the “Environmental Checklist of Standards” as seen in the
Appendix. The issues cover the areas of waste management, purchasing, indoor air
quality, air emissions, energy use, noise, hazardous materials, PCB’s, asbestos,
pesticides and herbicides, water consumption, waste-water management and
community action.

In 1993, Inter-Continental Hotels Corporation chose to share their
environmental program with the industry-at-large by joining with the International
Hotels Environment Initiative (IHEI) headquartered in London, England. Based on
materials provided in Inter-Continental’s “Environmental Reference Manual,” IHEI
published Environmental Management for Hotels: The industry guide to best practice
in 1993. The second edition was published in 1996.

Bass Hotels & Resorts, with its acquisition of Inter-Continental Hotels,
recognized the value of their environmental management program both from a cost
savings and marketing value perspective. The program has been assimilated into the
Bass system with some modifications necessary to make it adaptable to their

corporate culture. The following statement represents Bass policy:
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As owner, manager and/or franchisee of hotels in 90

countries around the globe, Bass Hotels and Resorts

(BHR) not only has a wide range of environmental

responsibilities but also has a unique opportunity to lead

the worldwide hospitality industry in environmentally

friendly practices and actions, BHR intends to earn that

leadership position.

(Bass 2000)

This statement of corporate intention is accompanied by an environmental policy that
commits Bass Hotels and Resorts to consider the potential impact of new projects and
developments, to implement and enforce environmental policies for both corporate
offices and company owned and managed hotels, to promote environmental policies
within the Bass franchise community, to establish responsibility and accountability
for environmental matters at the management level, to provide a format for
sustainable community action for hotel operations g'obally, to train and involve
employees at all levels, and to identify benchmarks that can be compared with best
lodging industry practices. (Bass Energy and Water Manual 2000) It is with this
series of actions that Bass Hotels & Resorts intends to assume global leadership in
environmental responsibility for the hospitality industry.

Bass Hotels & Resorts, in incorporating the Inter-Continental Environmental
Program, recognized the ten activities that represented “Hotel Industry Good
Practice.” This includes securing a comfortable environment for guests and
employees, cutting waste but not corners, improving the efficiency of the operation

and the physical structure of hotel and resort properties, measuring the efficiency of

properties and benchmarking utility consumption, adjusting to changing demands,
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matching accountability to responsibility through profit-center operations, setting
performance criteria for departments, updating technologies to state of the art systems
and methods, incorporating resource efficiency technology and practices into new
projects, and training and empowering staff. (Bass 2001) Inter-Continental Hotel
properties continued with their environmental programs following the acquisition. A
review of hotel web sites found references to Inter-Continental Hotels environmental
achievements and programs without referencing Bass Hotels and Resorts.

It appears that the recent renaming, in July 2001, of Bass Hotels & Resorts
to Six Continents, has not changed corporate policy. The newest company
environmental responsibilities web site page states the following about corporate
environmental policy: “At Six Continents we take our environmental responsibilities
seriously, based on the strategy that responsible environmental activity is good for

both our business and the community” (Six Continents 2001).

Environmental Challenge. The key environmental challenges identified by
Bass Hotels & Resorts as having the potential to be impacted by the activities of hotel
companies are the consumption of resources and products; the ability of the activities
of guests to affect the pollution, erosion and degradation of the local environment; the
emissions of Nox, CO2 and CFCs (chlorofluorocarbons) from energy use, refrigerants
and delivery vehicles; the visual intrusion of buildings on the environment and the

consumption of resources; the consumption of fresh water and the potential for
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pollution; waste generation and disposal and the discharge of waste, water and
sewerage. (Bass Environmental Review 1995, 7)

The environmental challenges that Bass Hotels & Resorts are attempting to
meet are focused on energy and water management while still maintaining the
programs in the other areas of environmental management.

An environmental policy system and checklist, released in March 2001,
identified ten key activities that each hotel and resort property should be included in
their environmental program. These are listed in Table 5.3.

Table 5.3

Bass Hotels & Resorts

Bass Hotels & Resorts Environmental Checklist

1. Environmental policy statement prepared

2. Action plan quantifying short term targets in place

3. Long term objectives quantified

4. Initial review carried out

S. Working group formerly established. Coordinator appointed

6. Staff motivational campaign and training programme

7. Business Partners involved in environmental programme

8. Guests informed of environmental programme as appropriate

9. Involvement with local community over environmental actions

10. Environmental audit to measure progress towards targets
(Bass 2001, 12)

In 2001, Bass Hotels & Resorts released an updated “Energy and Water
Management Manual for Hotels.” The manual identified total energy and water costs

for the years 1999 and 2000 for 222 hotels throughout the company broken down by

area of usage.
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Life-Cvcle Management. In the area of life-cycle management, the efforts of
Bass Hotels & Resorts can best be seen in the waste management program. The focus
here is waste minimization in addition to organized “reduce, reuse, recycle” programs
in the properties. Waste minimization forced purchasing departments to revise item
specifications and search out purveyors that could supply product in minimal
packaging and/or packaging that could be recycled.

For global corporations, efforts to recycle are often hampered by the lack of
infrastructure to properly distribute waste once it reaches the hotel’s loading dock.
During a visit to Manila in October of 1998, this researcher met with an Assistant
Manager of the Inter-Continental Manila®. His frustration was not with getting the
staff to participate in a recycling program, but rather with what to do with the sorted
material once it was ready to be hauled away. The City of Manila provided no
infrastructure that allowed for disposal of specific types of waste, instead all waste

was hauled away in the same truck.

Technology Applications and Innovative Practices. Technology applications
and innovative practices are generated, for the most part, at the individual property
level. Bass Hotels and Resort’s corporate newsletter, “Our Planet,” identifies success

stories as does IHEI's Energy and Water Management Manual for Hotels.

? James Andrews, interview by author. Manila, The Philippines. 15 October 1998.
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Examples of innovative initiatives include the Hotel Inter-Continental in
Chicago which installed a direct digital control (DDC) system providing hotel
engineering with the ability to monitor and control the heat, ventilating and air
conditioning system (HVAC) system in all of the public and back-of-the house work
areas. Space can be preconditioned for temperature and air quality prior to a function
and the desired room temperature and condition maintained contingent on the number
of occupants in the area being monitored. Guestroom temperatures are controlled
from the front desk area. The indoor air quality feature of the system monitors the air
for carbon dioxide and volatile organic compounds, exhausting air from the space and
introducing fresh air on an as-needed basis. The system saves $250,000 annually in
energy related costs by reducing electricity consumption by 18.7 percent and energy
consumption by 19.4 percent while operating with an occupancy level of 11
percentage points higher than a comparative period before the system was installed.
(Bass 2000, 56)

The Leipzig Inter-Continental, Leipzig, Germany introduced a variety of
measures over the six-year period between 1994 and 2000 resulting in a savings of
over $50,000 in water costs for an investment of $10,960. These initiatives included
the installation of 16 and 60 cubic meter storage tanks for the collection of rainwater
to be used for irrigation. The hotel’s cooling towers were replaced by air-cooled
equipment. In the sauna area, showers and buckets replaced the four plunge pools, an

action that accounted for half of the total water savings. (Bass 2000, 58)
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Environmental Contributions. One of the most significant achievements of the
Inter-Continental, now Six Continents, environmental program was the establishment
of benchmarks for the consumption of water, energy and electricity in operational
areas throughout a hotel property. From the inception of the first “Energy Manual,”
Inter-Continental Hotel’s management teams have been provided benchmarks for
utility consumption.

Where climate significantly impacts energy consumption, appropriate
adjustments are identified. These benchmarks are calculations based on property size
and amenities. Table 5.4 identifies corporate benchmarks for electricity, energy and
water (per guest) consumption based on climate zone for a fully air-conditioned hotel
equipped with an in-house laundry, an indoor pool and a small garden with an annual
occupancy of between 60 and 85 percent.

Table 5.4

Benchmark Examples

Benchmarks for Electricity and Water Consumption

Per Room/Per Day Good Fair Poor
Electricity KWh

Mediterranean Climate <7 7-8 >8
Water gal per guest

Mediterranean Climate 71.2 75 >84

Looking to the future, the leadership role that the corporation has chosen to

seek can have a significant impact globally in the development process for new hotels
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and resorts. As stated in the Bass Hotels and Resort’s corporate environmental policy
“BHR will ensure that the company is sensitive to environmental issues and considers
their potential impact in all new projects and developments™ (Bass 2000, 18).

In discussing the environmental challenges facing the world at-large, the
argument is made that increased levels of energy consumption, and therefore the
expanded rate of energy production, are directly related to environmental pollution.
Water resources globally are also severely challenged. Bass Hotels & Resorts
response to these problems is that “conserving natural resources is the central theme
of environmental management, in the context of preserving them from destructive
influences, decay or waste and extending the lifetime of their utility” (Bass 2000,
18). Company policies prioritize the following measures as essential to reaching a
goal of conservation for preservation: energy efficiency (cutting waste), energy
saving technology, reductions of emissions and a shift from non-renewable to
renewable resources.

In terms of development, the company suggests that “aggregated energy
savings by individual hotels, i.e. “micro-conservation” can be accomplished in the
following ways in hotel and resort buildings: energy conscious design, good
housekeeping, appliance efficiency, electronic management systems, industrial

processes and transportation” (Bass 2000, 16).
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Corporate Case Study Two: Fairmont Hotels & Resorts/Canadian Pacific

The second corporate case study to be reviewed is Fairmont Hotels & Resorts.
The company is also referred to in this research study as Fairmont Hotels &
Resorts/Canadian Pacific so as to emphasize the contribution to environmental
management in hotels and resorts that Canadian Pacific Hotels & Resorts has made.

The significance of this case study is found in the initial reliance on
employees to develop a series of objectives and actions for the company’s
environmental program. In addition, several innovative programs and initiatives have
evolved within the company as the result of employee contributions. With the
acquisition of both Princess Hotels and Fairmont Hotels & Resorts, the company has
become the largest luxury hotel chain in North America. The impact of an
environmental program on these hotel and resort properties reaches well beyond the
hotels and their guests into the community and local region.

Fairmont Hotels & Resorts contributes to this research study in the following
ways:

e Fairmont Hotels & Resorts is recognized as having the premier

environmental management program for hotels and resorts in
North America.

e The corporate environmental policy has, since its inception,
focused on employee involvement as a key to the success of the
program. The corporate “Green Team™ program is a key to the
ongoing success of the operationalization of corporate
environmental policies.

e Fairmont Hotels and Resorts provides benchmark utility use
standards for the operation of hotels and resorts.
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e Measurable results are available from hotel and resort properties
throughout the company.

e The Fairmont Hotels and Resorts environmental management
program provides innovative environmental applications of
initiatives and technology.

Table 5.5

Fairmont Hotels & Resorts

Corporate Office Location: Toronto, Canada
Statistics on hotel and resort properties:

Number of hotels 38
Number of hotel rooms 19,000
Distribution 5 countries
Number of guests per year 5,393,822 guests in 2000
Number of employees 22,000
Brands:

Fairmont Hotels and Resorts
Canadian Pacific Hotels
Princess Hotels
(Fairmont Hotels & Resorts 2001)

Corporate History. Fairmont Hotels and Resorts is the result of Canadian
Hotel Company’s acquisition of Princess Hotels in 1998 and Fairmont Hotels in
1999. The merger of these three hotel corporations created the largest luxury hotel
company in North America. Since 1999, hotels in Barbados, Mexico and Hawaii have
joined the Fairmont Hotels and Resorts group with expanding international locations

being added on a continual basis.
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Canadian Pacific Hotels was founded in 1886 by Canadian Pacific Railway
magnate William Cornelius Van Home with the development of a series of
destination hotels at scenic locations along the Canadian Pacific Railway. The hotel
group eventually included twenty-one hotels from Victoria, British Columbia to St.
John’s, Newfoundland. In 1998 the company acquired Princess Hotels giving
Canadian Pacific Hotels an international presence in Bermuda, Barbados and Mexico.

Fairmont Hotels originated in San Francisco in 1907 with the opening of The
Fairmont San Francisco. The company evolved into its most recent corporate entity as
The Fairmont Hotel Management Limited Partnership until its acquisition by
Canadian Pacific Hotels in 1999. At the time of the acquisition, seven hotels in the

United States were included in the Fairmont portfolio.

Environmental Program History. In 1990, Canadian Pacific Hotels undertook
the development of a corporate environmental management program for their hotels
across Canada. In an effort to establish a direction for the program, the company
turned to their then 10,000 employees, asking for suggestions and opinions in a chain-
wide audit. Commenting on the environmental program’s development during a
meeting of the CHRIE organization in Toronto, Canada in July of 2001, Ann Layton,
Vice President of Corporate Communications for Fairmont Hotels and Resorts noted
that: “Of those surveyed [employees] 95 percent considered environmental protection
an important issue, 91 percent said they would support the introduction of

environmentally friendly practices and 89 percent said that they would be more proud
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to work for us [the company] if we [the company] had an environmental program in
place.”

The result of this employee survey and other research was “The 16 Point
Green Partnership Program,” revised in 2000 and shown in the Appendix. Canadian
Pacific Hotels initiated corporate wide training programs in every hotel that
established “Green Teams” to assist in implementing the programs and focusing on
employee involvement. The corporate environmental initiative, “Seeing the Forest
AND the Trees,” provided properties and employees with guidelines for
implementing a range of environmental initiatives throughout the properties.

The company published The Green Partnership Guide in 1991 as an
implementation manual for the corporate Green Partnership Program. (Fairmont
2000) The second edition of the guide was published by Fairmont Hotels and Resorts
in 2000.With the acquisition of Fairmont Hotels in 1999, the program was extended
to include thirty-six luxury hotels throughout Canada, the United States, Mexico and

The Caribbean.

Environmental Challenge. The environmental challenges for Canadian Pacific
Hotels during the initial 1990 developmental stages of the Green Partnership Program
focused on the environmental preservation of the locations in which the company’s
hotels had been developed and reducing operating costs. As discussed previously, the
company was founded with the purpose of providing hotels at specific scenic

destinations on the Canadian Pacific Railway Line. Among the scenic locations in
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Canada where hotels were developed were Banff Springs in Alberta, Lake Louise in
Alberta, Whistler Mountain in British Columbzia, and Jasper in Alberta. These
properties, along with others, were sited and designed in such a way as to make use of
natural features such as woodlands, mountain and lake vistas, and natural flora and
fauna. The continued success of the corporation was at risk if the environmental
stability and well being of the areas surrounding the hotel properties were not
addressed.

The specific objectives of the current corporate environmental program are:
waste minimization, energy conservation, water conservation, waste reduction
through responsible purchasing policies, protection of endangered species,
rehabilitation of golf courses and community outreach. (Fairmont Survey 2001)
Hotel properties in the first phase of the environmental program are also directed to
establish attainable goals for the areas of: waste management, water conservation,
energy conservation and purchasing policies. A comprehensive action plan is
provided for each area. When a property has achieved Phase I of the environmental
program, and reached the original goals for the four key conservation areas Phase II,
shown in the Appendix, is implemented. As of 2001, all Fairmont Hotels & Resorts
are required to participate in the Green Partnership Program. The second edition of
the company publication, The Green Partnership Guide: A Practical Guide to

Greening Your Hotel, was published in 2001.
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Life-Cycle Management. Life-cycle management, while not specifically
addressed from the corporate office in the leasing of equipment, rugs, furniture and
fixtures, exists as a corporate purchasing policy. Item 10 in Phase 1 of the Green
Partnership Program directs properties to follow “Green Procurement” policies using
“Environmental Choice” standards as the minimum standards to establish
specifications for products whenever possible and to establish a corporate purchasing
policy. This policy directs that, where appropriate. “Environmental Choice™ standards
is the minimum standard for purchase of and/or conversion to environmentally
friendly products. (Fairmont 2001, 74) As noted in the Fairmont guide, “the
Environmental Choice Program (ECP), owned by Environment Canada and managed
by TerraChoice, is the second-oldest of more than twenty-eight, eco-labeling
programs worldwide” (Fairmont 2001, 75). In order to be certified by ECP and be
eligible for the Environmental Choice Program “a product must improve energy
efficiency, reduce hazardous or toxic by-products, use recycled materials or be
reused” (Fairmont 2001, 76).

Other corporate efforts toward life cycle management involve the
redistribution of soap and amenities, the use of re-refined motor oils and re-inked
printer ribbons, and the industrial composting of food and landscaping waste. In
addition, all properties are instructed to send usable food to food banks, negotiate
with suppliers to reduce packaging and recycle paper, newspaper and other identified
items as listed in the Green Partnership Program, Phases I and II, shown in the

Appendix.
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Technology Applications and Innovative Practices. Technology applications
and innovative practices are generated, for the most part, by the individual property
efforts of Green Teams chronicled in the bi-monthly employee newsletter, “The
Fairmont Times.” Success stories of the implementation of innovative initiatives
include the recycling of coat hangers at the Fairmont Tremblant, in Montrablanc,
Quebec, Canada, that saves the hotel approximately $6,606 annually in the cost of
purchasing hangers. A change in the packaging specification for yogurt from
individual serving containers to bulk containers nets The Fairmont Chateau Lake
Louise $46,072 annually in cost savings. The redirection of water and heat
reclamation from ice machines at The Fairmont Palliser has reduced water
consumption by some 30 percent annually. Results were not identified for energy
savings for hot water. The purchase of a whipped cream dispenser to replace
individual cans of whipped cream at The Fairmont Chateau Lake Louise is credited
with food and beverage savings of $16,662 per year. The return on the investment
that resulted from the cost of purchasing the equipment was not identified. (Fairmont
2001)

Ann Layton, Vice President of Public Affairs and Communications for
Fairmont Hotels and Resorts, speaking to the CHRIE organization in Toronto in July
of 2001, noted that the innovative practices of the Green Program now include
industrial composting, full Audubon accreditation at all golf courses, a green

meetings program “Eco-Meet,” Fairmont Green Tours, the endangered species
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program “Be My Beluga,” the community program “Adopt a Shelter,” and delivery to
food banks. While industrial composting, Audubon certifications and donations to
food banks are initiatives common to a number of the case studies included in this
research; “Eco-Meet,” Fairmont Green Tours, “Be My Beluga™ and “Adopt a
Shelter,” are singular to Fairmont Hotels and Resorts.

“Eco-Meet” is a meeting planners program developed by the Chateau Lake
Louise staff in response to the growing demand for properties that participate in
environmental management programs. “Eco-Meet” has four key ingredients: ECO-
Service, ECO-Programming, ECO-Accommodation and ECO-Cuisine. These four
elements can be tailored to individual group needs and include environmental
standards, environmentally friendly activities and/or tours for participants, guest
rooms that display environmental standards, and food service that focuses on
regional, organic foods and beverages. (Fairmont 2001, 54)

Fairmont Green Tours are programs designed to enhance the guest experience
with opportunities to participate in environmentally friendly programs that focus on
some aspect of the environment and native habitat. “With strict criteria, the company
has sought out a network of veteran “Green Tour” partners, including conservation
organizations, museums, and family operations” (Fairmont 2001, 56).

The preservation of endangered species was the instigation for the “Be My
Beluga” program. This program is an attempt by the employees of Fairmont Hotels
and Resorts to support research studying the effects of water and airborne toxins on

the beluga whales of the St. Lawrence River. The Green Partnership Program views
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this effort as supporting the tourism industry and the environmental sustainability of
the region. The program challenges each hotel’s Green Committee to raise $5,000 to
adopt a beluga whale. To date over $100,000 has been raised by Green Teams.
(Fairmont 2001, 126) While not directly aligned with hotel operations, this effort
motivates employees who perceive that their environmental efforts go beyond the
hotel property to support the community-at-large.

The “Adopt-A-Shelter” Program was initiated throughout the company in
May of 1997. “Each property ... has adopted a local shelter for women. The
program’s main thrust involves each hotel providing used furniture, bedding and
other household items to its adopted shelter” (Fairmont 2001, 130). Direct operating
savings are achieved with the reduced cost of tipping fees that would have been
incurred disposing of the donated items. The community benefits by providing
women with the basic needs to set-up housekeeping as they leave the shelter and
achieve independent living.

Specifically, the environmental education program for Fairmont Hotels and
Resorts begins during orientation for new employees. The “Green Team” at each
property is responsible for on-going education in the pursuit of environmental goals.
The corporate newsletter regularly highlights environmental issues and the
achievements of property “Green Teams”. Properties acquired with new management
contracts are visited by a corporate road show that introduces the Green Partnership
Program. Perhaps the most significant aspect of the Green Partnership Environmental

Program implementation is the incentive program. Fairmont Hotels and Resorts
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encourages competition between properties to meet their environmental objectives.
Winning teams receive all-expense paid “Eco-Exchange” trips to other company

properties. (Fairmont 2001, 124)

Corporate Case Study Three: Walt Disney World: Orlando

The third corporate case study offers a unique perspective on environmental
management and public policy. While case study one and two represent hotel
corporations operating a number of hotel and resort properties located throughout
specific global regions, Walt Disney World Orlando (WDWO), Florida is a forty
seven acre tract of land on which all of the corporation’s hotels and resorts are
located. In addition the area includes theme parks, a movie studio, recreation
facilities, a sports complex and an African game park. As a public policy study, Walt
Disney World Orlando is an example of privatization and planned development.

Walt Disney World Orlando contributes to this research study as follows:
e The Walt Disney Company is perceived globally as being
concerned with the well being of their employees and guests by

providing a safe and healthy environment at all of the companies
facilities.

e The Walt Disney World Orlando, Florida offers a unique opportunity to
review corporate environmental policy as it affects 23 hotel facilities
grouped together in one location.

e The public policy issues surrounding Walt Disney World Orlando have
provided an opportunity for hospitality facilities to develop with
limited local and state regulation.

e Unlike Bass Hotels and Resorts and Fairmont Hotels and Resorts, the

environmental program for Walt Disney World Orlando is not published
and available to the general public.
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Table 5.6

Walt Disney World Orlando Company Profile

Corporate Office Location: Orlando, Florida
Statistics on hotel and resort properties:

Number of hotels 28
Number of hotel rooms 24,000
Distribution 47 square mile area
Number of guests per year NA
Number of employees 56,000 +

Hotel and Resort Brands:

Disney’s Deluxe Resort Hotels

Disney Moderate Resort Hotels

Disney Value Resort Hotels

Disney Home Away From Home Resort Hotels

Recreational Facilities:
6 golf courses
3 water theme parks
Extensive landscaping and theme plantings
throughout the park
Animal kingdom replicates African jungle,
forest and savanna areas over 500-acrearea
A water canal transportation system
2 lakes
(Walt Disney World Company 2001)

Corporate History. Walt Disney World in Orlando, Florida is the realization
of the desire of Walt Disney to build a theme park on a large area of land in the
eastern region of the United States that would accommodate the growth of the park

over an extended period of time. In 1966 the Florida legislature granted the 47 square
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mile area of Orlando purchased by the Walt Disney Company as the Reedy Creek
Improvement District, to include two municipalities, Bay Lake and Lake Buena Vista.

Privatization, rather than public governance, effectively gave the Walt Disney
Company control as landowner of over 47 square miles of land. (Judd 2000, 93) The
Walt Disney World Company began the development of Walt Disney World Orlando
with control of zoning, regulation and development for the entire area. The
municipality established the Reedy Creek Water Board and the Ridley Creek
Wastewater Treatment Facility that executes the water reclamation program for the
area and creates the waste management facility that processes the bulk waste stream
from the Walt Disney World Orlando facilities.

With the ability to act unrestrained by local and state regulation and
legislation, the company has built an infrastructure for the park that responds to the
demands placed on the environment by both the continued building that has occurred
since 1969, and the impact of the over seven hundred million guests that have visited
the park since its opening in 1971.

Walt Disney World Orlando has chosen to manage each of its major systems
separately, measuring effectiveness on an individual property and department basis,
rather than as a formal “green” program that identifies the total impact of
environmental efforts to the bottom line. Specific facilities include the Reedy Creek
Water District Plant to handle sewerage, a water reclamation system, the Material

Recovery Facility and a2 composting facility.
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In addition to the hotel and recreational facilities identified in the company
profile, the park features rides, entertainment venues, exhibition areas, a working film
studio, a live animal safari park, a sports complex with a 7,500 seat baseball stadium

and a 5,000 seat field house.

Environmental Challenge. The initial environmental challenge that The Walt
Disney World Company faced when building the park was to maintain the natural
environment under the stress of rapid construction. That the overall quality of the
environment including flora, fauna, wildlife, air and water, was primary to the success
of the theme park was evident to the development team. Trees were saved or
relocated throughout the property. Retention and lateral ponds were incorporated into
the landscaping plan. Reclaimed water and recirculating fountains were designed into
many of the visual water effects. Water barriers and wetlands were left undisturbed to
be used as sight barriers or to create a visual “view” effect from a resort facility. The
natural environment has been integrated with manmade landscaping to create sound
and visual barriers.

The ongoing environmental challenges for the entire park are water
availability and quality, energy conservation and sustainability of natural flora, fauna
and natural wildlife. During a visit to Walt Disney World Orlando in March of 2001,
the researcher observed that the drought affecting Central Florida at the time had

resuited in lowered water levels of the two lakes within the park properties. Karen

128

A
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Green, Environmental Initiatives Coordinator for Walt Disney World Orlando®, noted
that they were experiencing challenges with the water based transportation system
and might have to close those sex;vices if the water levels went much lower. In
addition, Green expressed concern for the overall effects of the water shortages on the
Park’s natural wetlands and wooded areas as well as the animals for which this is a
natural habitat. At the time, large brush fires were burning in the southern area of
Orlando forcing road closures and affecting the air quality in the general park area.

Accessing energy and potable water to supply the needs of over 700 million
guests and thousands of employees since 1971 has required creative technology and
the development of water reclamation processes for irrigation and non-potable water
needs. These are detailed in Chapter Six.

The need to continually build lodging facilities to meet the demands of
increasing numbers of guests has been creatively responded to with the development
of themed hotels and resorts. In addition to the original Contemporary and Polynesian
hotels, the themed hotels and resorts include Caribbean Beach, Coronado Springs,
Wilderness Lodge, Animal Kingdom Lodge, Old Key West and the Port Orleans
French Quarter. Each of these themes requires a specific type of landscaping
indigenous to the area of theme origin. Authentic flora and fauna are necessary to
support a realistic atmosphere. The architectural design of many structures, such as
Wilderness Lodge, borrowed designs from structures in the theme’s area of origin.

Water venues and canals are an intrinsic part of the guest experience at the Caribbean

3 Karen Green, interview by author, Orlando. Flor.. 21 March. 2001.
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Beach and Old Key West resorts. Landscaping is necessary to support the atmosphere
of all of the hotel and resort properties.

The management team of Walt Disney World Orlando has also understood
that the customer’s perception of the company as clean, healthy and civically
responsible, requires that there be a visible show of environmental stewarding. This is
apparent in the park wide “reduce-reuse-recycle” programs, a guest in-room-recycling
program and a variety of energy and water conservation technologies. In addition, a
park wide “reduce-reuse-recycle” waste management program is being implemented

throughout the 28 hotel and resort properties within the park boundaries.

Public Policy Issues. As discussed elsewhere in this study, The Reedy Creek

Improvement District is a unique situation in that the “local government” within the
Walt Disney World theme park establishes public policy. Two townships, Lake
Buena Vista and Bay Village represent the population living within the Reedy Creek
Improvement District.

The Reedy Creek Improvement District, in managing the environmental
control factors within the Walt Disney World Orlando park, has established a
benchmark as to how privatization and voluntary participation can work to ensure the
sustainability of a large land area. In addition, Walt Disney World Orlando is
responsible for over 56,000 jobs in the Orlando community. The well being of the
park and continued attendance by a large international audience is necessary to the

ongoing economy of Orlando County. Sustainability of the environment during
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continued expansion of the park in order to ensure continued increases in attendance
is a major challenge for the park management team. In addition, the ability of Walt
Disney World Orlando to supply itself with quality water, sufficient energy and to
manage the theme park’s waste steam is key to achieving the levels of guest

satisfaction that maintain and increase park attendance levels.

Technology Applications and Innovative Practices. In an effort to meet the

environmental challenges that have been evident since the early development stages
of Walt Disney World Orlando, technology applications have been applied to the
areas of waste management, water conservation, energy management, air quality,
emissions and noise. These efforts affect not only the Disney theme park hotels and
resorts, but all of the park’s facilities. The information for this section was provided
by Walt Disney World Company survey document for this research. The following
discussion is directed primarily toward activities in the areas of waste management,
energy conservation and water conservation.

In the area of waste management, a waste audit has been performed for all of
the hotels and resort facilities to determine where waste is being generated and to
identify ways to better manage waste. To minimize the waste stream, a “reduce-reuse-
recycle” program is in place for the hotels and resorts. A guestroom recycling
program that encourages Walt Disney World guests to participate is in effect for hotel
and resort guestrooms. On a corporate level, a program is in effect to influence

manufacturers to reduce the packaging of products purchased for the park facility.
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A central material recovery facility recycles paper, glass, cardboard, plastic, metal
and food, while food and landscaping waste is processed in the central composting
facility.

Water conservation is critical for this South-West Florida location.
A water reclamation system is part of the Reedy Creek Improvement District
Wastewater Treatment Plant that includes both laundry and kitchen gray water. The
plant produces five million gallons of recycled water that is used throughout the park
for golf course and hotel landscaping irrigation, the bus washing facility, sidewalk
wash downs and cooling towers. Irrigation is monitored by a weather driven
computerized irrigation system to reduce unnecessary water use. The hotel properties
in most public areas feature automatic faucet sensors and flush toilets. In the
housekeeping areas, laundry load size is maximized in addition to a linen-towel reuse
program that is in place. In an effort to reduce the amount of water used by hotel
guests, hotel and resort guestrooms are equipped with low flow showerheads, 3.5
gallon commodes and 1.5 gallon sink faucets. To facilitate conservation, submeters
are in place to monitor water consumption throughout the hotel and resort properties.

To promote energy conservation, a partnership has been established between
WDWO and the U.S. Environmental Protection Agency’s Greenlights Program that
has resulted in a total savings of 46,000,000 kWh of electricity. To ensure a constant
supply of energy to the park and reduce peak demand rates for electricity, two on-site
central energy plants supplement energy from the local provider. Solar and

waterpower is also used to generate additional energy for the park. In the hotel and
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resort properties, a lighting retrofit to energy saving lamps has been performed
throughout the hotels and resorts in guest room, meeting room, office and public
areas. Recreation areas, building exteriors and landscaping are included in the
lighting conservation program. In addition, hotels and resorts are managing heating,
ventilating and air conditioning with centralized EMS systems controlled from the

hotel’s front desk area.

Summary

Each of the corporate case studies reviewed in this chapter offers a singular
perspective on the subject of corporate environmental management programs. Bass
Hotels & Resorts and Fairmont Hotels & Resorts both manage their corporate
programs from a centralized perspective. Following corporate guidelines, all hotel
properties in the company are responsible for the development of their own
environmental management program. The individual property environmental manager
however, is responsible for organizing environmental actions and initiatives for all
major systems, training staff and reporting the program results back to the corporate
office.

Bass Hotels & Resorts establishes the suggested benchmarks for utility
consumption and waste management. Fairmont Hotels & Resorts, on the other hand,
has the staff at each property determine their own utility consumption and waste

management benchmarks.
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Walt Disney World Orlando is a decentralized environmental management
program. An overall environmental management program that recognizes the
environmental management achievements of Walt Disney World Orlando is not fully
in place. Each utility operates autonomously with respect to environmental
management, as do hotel properties. The responsibility of the corporate
environmental initiatives coordinator is to organize “green teams” in each property,
provide staff training and facilitate environmental actions.

As is demonstrated in the list of environmental actions and technology
initiatives, many steps are taken at Walt Disney World Orlando to reduce utility
consumption and conserve natural resources. However, while the direct results of
similar efforts are readily available from Bass Hotels & Resorts and Fairmont Hotels
& Resorts, Walt Disney World Orlando will not make public hotel and resort property
utility cost and consumption records. This lack of public acknowledgement of
environmental activities does not diminish the efforts of Walt Disney World Orlando.
The combination of private and public governance in The Reedy Creek Improvement
District has fostered an attitude of caution regarding publishing internal company
information. It is the opinion of this researcher that however cautious the company
may be about releasing information regarding the consumption of utilities and the
impact of natural resource use on the surrounding Orlando area, a major marketing
tool is being overlooked with respect to environmental practices and Walt Disney
World Orlando’s efforts to steward the environment. Given the rather unique

challenges and operating facilities at Walt Disney World Orlando, a significant
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contribution to the hospitality industry as a whole could be made by sharing
environmental management actions and achievements with the public. As discussed
in the case study reviews, the public success of the environmental management
programs for Bass Hotels and Resorts and Canadian Pacific Hotels has been carried
forward into the new parent companies and is affecting both corporate profits and
local communities.

In the 1990s the lodging industry worldwide created such acquisition and
merger activity that it is often difficult to identify the lines that define companies. The
environmental management efforts, first by Inter-Continental Hotels, then Bass
Hotels & Resorts and most recently Six Continents, stand as a conscious action to
protect and preserve with continuity the natural resources so vital to the financial well
being of every hotel property. The commitment from senior level management of
Bass Hotels and Resorts to maintain the efforts of Inter-Continental Hotels
throughout the acquisition and renaming process shows foresight and vision on the

part of the leadership of what is now Six Continents.
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Chapter 6
INDIVIDUAL HOTEL AND RESORT
ENVIRONMENTAL MANAGEMENT CASE STUDIES

Introduction

The objective of the research into the individual case studies presented in this
chapter is to identify environmental management practices that are being
implemented on an individual property basis and to ascertain the frequency of these
practices among similar properties as well as their general usage in all of the
properties. The case studies in this section were selected because of their similarities
to each other and their singular initiatives in environmental management. These
efforts range from basic waste management and water conservation to fully
developed systems audits and formally monitored environmental management
pregrams.

The hotel and resort property case studies utilized for this research study are
The Benjamin in New York City, The Fairmont in San Francisco, the Hyatt Regency
Scottsdale at Gainey Ranch in Scottsdale, Arizona, Sugarloaf/USA in Carrabassett,
Maine and Outrigger Waikoloa Beach Resort in Hawaii.

Each case study discussion begins with an outline of the property and its

history followed by a review of the environmental challenges that the property has
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experienced. The environmental program for the property is then identified and the
public policy issues related to the development, renovation and on-going operations
of the property are reviewed. Life-cycle management efforts by the property are then
highlighted along with environmental education efforts.

The second section of each case study review deals with environmental
actions, presenting an overview of on-going environmental management actions
identified from the research surveys and on-property visits. The environmental
management actions discussed for each case study are waste management, water
conservation, energy conservation, air quality, noise, technology applications and
innovative operating practices as well as education programs. The case study review
closes with a discussion of the financial contributions of the environmental
management efforts.

The case study reviews in the following section are organized so that the
comparative property reviews are sequential. The Benjamin and The Fairmont
represent urban historic properties with well-developed environmental management
programs. Hyatt Regency Scottsdale at Gainey Ranch and Sugarloaf/USA are both
focused on recreational activities set in highly diverse environments and have
implemented technology initiatives and community programs. Outrigger Waikoloa
Beach Resort is a resort property with significant environmental challenges and a
minimal environmental program, serving as a contrast in environmental management

policies to the other four case studies.
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Case Study One: The Benjamin

The Benjamin contributes to this research study in the following ways:
e Itis an urban hotel certified as having an environmental program.
e Itis a historic property that has undergone renovation designed to

decrease the impact of the hotel’s operations on the natural
environment.

e Technologies have been incorporated into the property that
contribute to natural resource conservation.

Table 6.1

The Benjamin Profile

Location: 125 East 50" St, New York City, NY
Envelope: 26 story city structure

Age: 93 years old, built in 1927, renovated to present
condition in 1999

Interior:  Suite hotel with 97 suites, 112 guest rooms and
3300 square feet of meeting space.

(Manhattan East Suites, 2001)

The significance of The Benjamin case study is that it offers the most
complete urban hotel property environmental program included in this research study.

Of the applicable environmental activities included in the research survey, 53 percent
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are implemented at The Benjamin. The following discussion identifies innovative
uses of energy management technology, a waste management program that
encourages guest participation in recycling efforts, and the most complete reporting

of financial environmental management contributions of any of the case studies.

Case Study Review. The Benjamin is an urban hotel in the heart of New York
City. It is one of ten hotel properties owned by the Manhattan East Suite Hotel
Company, a private, family-owned company whose hotels are exclusive to New York
City. The Benjamin is the only certified eco-hotel in New York City.

The Benjamin’s environmental program was designed so that the hotel could
be certified as a Five Globe Property by Hospitality Valuation Services (HVS) Ecotel
Program. Management for the hotel has developed a very complete environmental
management program that continually implements new initiatives in response to
environmental challenges. The Benjamin is the only property in the Manhattan East
Suite Hotel group that is currently operating with an environmental management
program. August Crannen, the Corporate Director of Technical Services and principle
driving force behind this effort shares new developments in technology. with other
hotels in the system. The hotel company also operates a central laundry plant in
Manhattan that has implemented various conservation and operating practices in an

effort to reduce labor costs and to conserve water and energy.
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The Benjamin is the result of the recent rehabilitation of a 23-story structure
in New York City at the corner of Lexington Ave and East 5S0th St. The 23-story
historic structure was originally built as a hotel in 1927, converted to an office
building and then restored to its original use in 1999 by the Manhattan East Suite
Hotels Company.

The structure that currently houses The Benjamin was built in 1927 and
designed by the architect Emery Roth. The original exterior of the building featured
art-deco design finishes using terra cotta tiles and copper flashing. Renovations in
1998 and 1999 included restoration of the building exterior using materials that either
restored or duplicated the original exterior details.! The interior of the building,
originally designed as a hotel and later converted to an office building, has been
renovated once again for hotel usage to include 97 suites and 112 guest rooms.

The hotel is located diagonally across East 54" St., from the back of the
historic Waldorf-Astoria Hotel whose exterior also features art deco architectural
details. The two hotels together represent a period of urban architecture that was at
once decorative and functional. While not requiring exterior landscaping, each hotel
has a design presence that influences the urban landscape surrounding it.

The environmental challenges for The Benjamin were present in the
renovation stage and exist in ongoing operations. The primary challenge during the

renovation stage was to create an environment within the hotel that meets guest

! Manhattan East Suites brochure
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expectations for a four star hotel in mid-town New York City and simultaneously
works to conserve utility use and minimize operating costs. Operating systems design
concentrated on the areas of energy use, water use and waste management. New
window installation included triple pane windows throughout the building. A
computer controlled BMS (building management system) was introduced to control
energy use and a variety of water conservation and waste management technology
was installed.

As an inner-city hotel, The Benjamin faces a growing challenge in accessing
and managing natural resources. Maintaining a steady supply of electricity at a
reasonable cost is the most significant challenge currently facing the property. While
water supplies are readily available, waste management is the second greatest
challenge that management faces as an operational cost consideration. During the
investigative stage of the building renovation, studies were performed to “forecast
water and recyclable generation to determine what equipment and systems would
work best ... to clean rooms and dispose of wastes” (The Benjamin Survey 2001).
Recommendations from these studies were implemented in the renovation efforts.

As an inner-city hotel, The Benjamin has very limited back-of-the-house area
and no surrounding [and or space in which to manage and store waste product.
Composting, water reclamation and other technologies are not possible within the
confines of the building structure. The development of an effective waste
management program is important to achieving the objective of reduced operating

costs. The Corporate Director of Technical Services for Manhattan Suite Hotels noted
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in The Benjamin survey document submitted for this research that; “Every design
aspect of this hotel was keyed to the environment and the guest experience.

... materials were recycled during the demolition phase. All new systems were
designed to reduce energy consumption.”?

In developing an environmental program, Manhattan East Suite Hotel
Company’s management looked to an outside consulting firm HVS Ecotel, fora
format and certification. By performing a series of initiatives and placing specific
programs in operation, The Benjamin was certified as a Four Globe Property by the
HVS Ecotel Program.’ The Benjamin is the only hotel in The Manhattan East Suite
Hotels group that is committed to an environmental program. As of May 2001 the
hotel had conducted 600 hours of dedicated time to environmental education and
training for 94 employees of the hotel.

The overall results of the environmental program that has been in place for
two full years of operation (April 1999 to April 2001) are principally in the solid
waste management and water conservation areas. Solid waste savings of $6,750
represent 33 percent of the total cost of handling and haulage. Water conservation
efforts resulted in a savings of $5,035 representing ten percent of total usage. The
initial savings for this property in its first months of operations are calculated to be
$11,785.*

Long-term savings in the energy conservation program as a result of the

installation of new timers and sensors to reduce direct electricity use in areas of the

? August Crannen, interview by author, April 16, 2000
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hotel that do not require lighting on a continual basis is forecasted to be a net savings
of $5,695 for the first year and $24,596 in the third year.

The public policy issues involved in renovating The Benjamin were
focused primarily on historic landmark considerations and energy conservation codes.
In the case of renovating a historic landmark, the company complied with
conservation concerns by matching the original exterior decorative finishes in an
effort to restore the building to its 1927 architectural condition. The company was
also charged with reducing the impact of the restoration on surrounding buildings and
the neighborhood. New York City energy conservation codes were also met and
exceeded according to the corporate director of technical services for the company. In
addition to renovating all windows with triple pane glass, a variety of technology
initiatives were taken throughout the building.

Life-cycle management, with respect to the renovation and refurbishment
efforts for The Benjamin, have not resulted in any contracts with manufacturers or
vendors to handle the life-cycle management of existing equipment, machinery,
carpeting and furnishings. Life-cycle management responsibility, however, was given
to the new carpet supplier. Approximately 20,000 yards of old carpet were recycled
into material for the new hotel carpet by the manufacturer. Furniture in the building at

the time of purchase was donated to New York City organizations.

3 ECOTEL Global Awards, Hospitality Valuation Services, http: www.HVSECOSERVICES.com
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Environmental Actions
The following operations areas are included in The Benjamin’s environmental
program: waste management, air quality and emissions, water conservation, energy

management and noise.

Waste Management. According to the survey submitted by The Benjamin for
this research, the following activities have been implemented in the waste
management program:

1. A waste audit has been conducted.
2. A reduce, reuse and recycle program is in place.

3. A guest in-room recycling program is in place with a
recycle waste container in the room.

4. The recycling program includes paper, glass, cardboard,
plastic and metal.

There is no program in place by the purchasing department to reduce the packaging of
incoming products Table 6.2 shows the results for the waste management program as
reported to Manhattan East Suite Hotels by the hauling company City Waste. The
following amounts of waste were removed from The Benjamin and contributed to

recycling programs in the New York City area during the period April 1999 to April
2000.

* Manhartan East Suite Hotel calculations based on 60,000 room nights
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Table 6.2

The Benjamin Recycling Program

Totals for Recyclables
Bottles and Cans 1,421 yards 213 tons
Cardboard 1,173 yards 29 tons
Newsprint 156 yards 39 tons

Water Conservation. Water for The Benjamin is supplied by the New York
City municipal water system and water quality standards are maintained and
monitored. The only area of the hotel in which water is recycled is the restaurant
kitchen. It should be noted that The Benjamin does not have a laundry on premise and
offers limited meeting room space. All prepared food for the property originates from
the kitchen of the one restaurant. The dishwashing area is equipped with two
dishwashing machines that use recycled water for the pre-rinse cycle. Guest room and
public area toilets are equipped with low flow toilets, sink aerator devices, low flow
showerheads and flush valves. Water conservation efforts resulted in savings of

$5,035 from the property’s opening in April 1999 to April 2001.
Energy Conservation. The energy conservation program at The Benjamin
includes a computer BMS system to reduce HVAC energy use within the hotel. Other

energy conservation efforts include the use of advanced florescent lighting fixtures
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throughout the hotel and the installation of a waste heat recovery device in the steam
condenser. A standby generator was also installed to help augment electrical needs
during high demand periods and to offset emergency shortages. The cooling tower is
monitored for efficiency and kitchen refrigeration and freezer units are monitored for
consistent temperature control as part of the overall property energy conservation
program.

The Benjamin uses steam provided by New York City’s central steam plant as
the primary source of heat. Steam pipes run under the city streets and supply many of
the City’s buildings with heat for hot water and temperature control. In the first full
year of operations The Benjamin used 5,531 kWh of steam at a cost of $34,374. The

property does not consume any oil or gas.

Air Quality. An air quality index is set and monitored for all guest rooms and
public space. Non-smoking areas of public space are provided along with required
non-smoking guest rooms and there is a ban on the purchase of CFC producing items.
As the property does not burn fossil fuels and has no exterior area surrounding the
building or additional vehicles, CO2 emissions are not monitored. However, kitchen

exhausts are monitored. The Benjamin is a zero emission facility.

146

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Noise. A noise standard of 45 DBA? is established and monitored for guest
rooms and public areas. Guest room noise level was reduced from 54 to 45 DBA after

in-room refrigerators received a noise reduction system.

Technology Applications and Innovative Operating Practices. The following

systems and equipment were put into place during the renovation of The Benjamin
with the objective of implementing cost effective operating systems and enhancing
the building’s environmental performance as a hotel property. It should be noted that
in order to qualify for the HVS Eco-Hotel Certification, many of these systems were
required to be in place before the initial inspection. Manhattan East Suite Hotels
Company made the decision in the design stage to operate the hotel as
environmentally efficiently as possible, thus making possible the installation of the
following technology applications in the construction phase of renovation:

An advanced computer controlled BMS was installed to control

VAC levels and energy use.

HVA waste heat recovery device was installed in the steam condenser.

A standby generator was installed for emergency use in addition to providing a

means of augmenting electrical power during peak

demand periods.

Energy conserving fluorescent lighting equipment was installed.

A compactor-extruder and waster chute system was installed.

A dishwashing machine that recycles water for the initial rinse
cycle was installed.

% decibel

147

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Basic low flow toilets, showerheads, sink aerators and flush

valves were installed throughout the building in public, guest

and staff areas.

Environmental Management Contributions. While The Benjamin was

refurbished with various energy conservation equipment, any indication of energy

cost savings in the areas of electricity, steam and water are not yet evident. The

consumption and cost records presented in Table 6.3 present comparative figures for

three-quarters of 1999 and four quarters of 2000. The property opened in April of

1999.

Table 6.3

The Benjamin Utility Consumption & Cost Records 1999/2000

1999 2000
CONSUMP- | 1999 CONSUMP- | 2000
| UTILITY TION COST TION COST
ELECTRICITY (kWh) 2148387 |  $253.678.00 2.686.716 | $357.861.00
GAS (kWh) 1 $ 168.00 0l S 166.00
OIL()
| STEAM/HOT WATER 1.3781.25Ibs. | $ 15.566.00 1.843.501bs. | § 3437425
STEAM (kWh) 4114 | $ 62.264.00 5.531 | $103.123.00
WATER (gal) 1.636362 | S 9.000.00 20.323.620 | $ 111.780.00
OTHER
Table 6.4
The Benjamin Environmental Program Cost Savings
Environmental Program Savings to Date |Savings
Solid waste management $ 6.750 33%
Water conservation program $ 5.035 10%
Energy conservation program
Total $11.785.
[a8
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The environmental program savings by The Benjamin between 1999 to 2000
reflect a period in which the property was newly opened. Consumption figures for
1999 were from April to December while the 2000 figures were from January to
December. In addition, the first four months of the 1999 operation had room counts
significantly below normal averages for that period. Given those considerations, The
Benjamin’s energy consumption is significant. Unfortunately, this was also a period
in which energy costs escalated. However, without the programs in place the energy

bills would have been significantly higher.

Case Study Two: The Fairmont, San Francisco

The Fairmont contributes to this research study in the following ways:
e Itis an urban hotel certified as having an environmental program.

e Itis a historic property that has undergone renovation designed to
decrease the impact of the hotel’s operations on the natural environment.

e Technologies have been incorporated into the property that contribute to
natural resource conservation.
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Table 6.5

The Fairmont Profile

Location: 950 Mason St., San Francisco, California

Envelope: 23 story city structure

Age: 93 years old, built in 1907, renovated to
present condition in 2001

Interior: Suite hotel 591 with suites, guest rooms and
meeting space.

(Fairmont 2001)

The Fairmont is a complementary property to The Benjamin for the reasons identified
in the case study introduction. Not the least of the similarities is that both properties
are historic hotels with aging structures and significant architectural details. Both
properties are high-end hotels set in upscale mid-city locations. One of the significant
differences, however, is that The Benjamin was renovated with the concept of
creating an “eco-hotel” while The Fairmont was an acquisition in the Canadian
Pacific Hotels takeover of Fairmont Hotels. The Fairmont has been attempting a
changeover to the corporate environmental program.

The significance of The Fairmont case is that the hotel is in the process
of incorporating the corporate environmental program mandated by the hotel’s new
owners, Canadian Pacific Hotels & Resorts. Of the environmental activities included

in the research survey, 40 percent are implemented at The Fairmont. The following
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discussion identifies innovative uses of energy management technology, a waste
management program that encourages guest participation in recycling efforts, and the

challenges of operating a historic building from an environmental perspective.

Case Study Overview. The Fairmont was part of Fairmont Hotels & Resorts,
taken over by Canadian Pacific Hotels in 1999. The hotel is a historic structure that
was opened in 1907 following the San Francisco earthquake and is located on Knob
Hill in the center of the city. Renovation of the building in 1999 included the exterior
shell and the lobby interior. At that time no major changes were made to the building
structure that would significantly affect the conservation of water or energy. The
hotel has implemented water conservation methods and energy conservation practices
that have resulted in significant measurable results. In addition, the waste
management program has reduced the amount of waste being hauled from the hotel
property. The hotel is considered one of San Francisco’s luxury hotel properties.

The construction of The Fairmont was originally begun in 1903 but escalating
costs forced the sale of the building to the Law Brothers. In 1906 the San Francisco
earthquake caused severe damage to the interior of the nearly completed hotel. The
building was finally completed in 1907 by the architect Julia Morgan. The hotel’s
opening signaled the rebirth of San Francisco following the earthquake. The original
building exterior featured the architecture of the French Directoire Period using

polished granite as the primary building material. Many grand hotels built in the
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United States during the nineteenth century were designed to replicate palatial
European buildings.

Renovation of the building in 1999 included the cleaning and repair of the
building exterior. Management wanted to return the hotel lobby area and the Gold
Room to their original state. The interior lobby area was restored to its original
condition with a white marble floor and a spacious, open area. (Fairmont Hotel
2001)

The environmental challenges for The Fairmont are in the management and
procurement of electricity and water. Due to regional utility shortages, both water and
electricity costs have risen sharply. Conservation efforts in both the operating and
guest areas of the hotel are in place.

As an inner city hotel, waste management is the next greatest challenge that
management faces as an operational cost consideration. The Fairmont has very
limited back-of-the-house space and no surrounding land or space in which to manage
and store waste product. Composting, water reclamation and other technologies are
not possible within the confines of the building structure. The development of an
effective waste management program is important to achieving the objective of
reduced operating costs.

The environmental program for The Fairmont is part of the Green
Partnership Program for Fairmont Hotels and Resorts. “The Green Partnership
Program” originated with Canadian Pacific Hotels who acquired The Fairmont San

Francisco when it took over the Fairmont Hotels Company in 1999. The integration
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of Canadian Pacific’s environmental program into The Fairmont’s operating practices
has shown results in the area of water, electricity and gas conservation as seen in
Table 6.6. Between 1998 and 1999 the hotel’s water utility costs totaled $449, 851.
Between 1999 and 2000 water consumption decreased by 8,111,829 gallons. While
sharply rising utility costs resulted in an increase in water cost of $13,303 over the
previous year, water conservation efforts saved the hotel the cost of the water
conserved during this same period. In the area of energy savings, electric kilowatt
consumption between 1998 and 1999 realized a decrease of 1,250,923 kWh

for a savings of $83,704. Between 1999 and 2000, while electric kilowatt hour use
rose slightly by 3,984 kWh, the utility cost for this same amount increased to
$61,786. Gas usage between 1999 and 2000 decreased by 170,257 therms. Between
1999 and 2000 however, while overall usage decreased by 108,873 therms, gas utility
costs rose by $4,057 as seen in Table 6.7. In 2000, reflecting a sharp rise in energy
costs in California, less than 4000 kilowatts in additional electricity incurred
increased costs of $61,756 over 1999.

Table 6.6

The Fairmont Utility Consumption & Cost Records 1997/2000

1999 1999 2000 2000
UTILITY CONSUMPTION COST CONSUMPTION COST
ELECTRICITY (kWh) 11.087.773 $919.964 11.091.757 kWh $961.750
GAS (kWh) 854.633 therms $385.307 757.760 therms $381.250
OIL ()
STEAM/HOT WATER
(kWh)
STEAM (kWh)
WATER (gal) 59.380.497 $562.647 51.268.668 $ 576.000
OTHER
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Table 6.6 continued:

savings

1997 1997 1998 1998
UTILITY CONSUMPTION | COST CONSUMPTION | cosT
ELECTRICITY (kWh) 12.617.938kWh | _$253.678 2.686.716 |  $1.003.669
GAS (kWh) 1,024,890 |  $405.049 NA |  s3m462
oLm
STEAM/HOT WATER
_(kWh)
STEAM (kWh)
WATER (gal) 48.087.424 | $116.850 52.431.698 | $112.796
OTHER
Table 6.7
The Fairmont Utility Use and Cost Savings
Utility 1999 2000 Savings
Water 8,111,829 gal $58,214 increase
savings due to utility costs
Gas 102,873 therms

$4,057 savings

The public policy issues involved in renovating The Fairmont were focused

primarily on historic landmark considerations and energy conservation codes. In the

case of renovating a historic landmark the company complied with conservation

concerns by matching the original exterior decorative finishes in an effort to restore

the building to its 1927 architectural condition. The company was also charged with

reducing the impact of the restoration on surrounding buildings and the

neighborhood. In addition to renovating all windows with triple pane glass, a variety

of technology initiatives were installed throughout the building.
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Life-cycle management at The Fairmont is centered primarily in the waste
management program. Following the guidelines of the corporate Green Partnership
Program, food is sent to food banks and linens, towels, furniture and other items are
distributed to women'’s shelters. Purchasing is required to adhere to corporate “green
standards” whenever possible. This effort identifies products whose packaging and
material ingredients “are made from recycled materials, are energy efficient and

eliminate negative disposal impacts” (Fairmont 2000, 74).

Environmental Actions
The following operations areas are included in The Fairmont’s environmental
program: waste management, air quality and emissions, water conservation, energy

management and noise.

Waste Management. According to the survey submitted by The Fairmont for
this research, the hotel includes the following activities in their waste management
program:

1. A waste audit has been conducted.

2. An effort to reduce the packaging of purchased items is
being made.

3. A reduce, reuse and recycle program is in place.

4. The recycling program includes paper, glass, cardboard,
plastic metal, food and usable items.
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The measurement results for the waste management program, as reported to
The Fairmont by the hauling company Golden Gate Disposal and Recycling, show
that the following amounts were removed from the hotel and contributed to recycling
programs in the San Francisco area:
Table 6.8

Waste Management: The Fairmont

Item Monthly Average Total | Annual Total
Cardboard 8,360 pds 22 tons
Bottles and Cans 5,520 pds 14.6 tons
Mixed paper 25,280 pds 67 tons
Green waste (food) 80,000 pds 48 tons

Water Conservation. Water for The Fairmont is supplied by the San Francisco
municipal water system. Water quality standards are maintained and monitored.
Water is not recycled in any part of the hotel. Guest room and public area toilets are
equipped with low flow showerheads. Water consumption figures for 1999 were
59,380,497 gallons for a cost of $562,647. In 2000 water consumption dropped by
over eight million gallons but increased $6,647 reflecting the rising cost of water in

the California region.
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Energy Conservation. The energy conservation program at The Fairmont
includes a computerized BMS system to reduce HVAC energy use in the meeting
rooms and public spaces of the hotel. Other energy conservation efforts include the
use of fluorescent lighting fixtures in the guest rooms. There is a standby generator
for emergency electrical needs only. The cooling tower is monitored for efficiency
and kitchen refrigeration and freezer units are monitored for consistent temperature
control as part of the overall property energy conservation program.

The Fairmont uses electricity and gas as the primary sources of energy.
Electricity costs in Northern California caused a sharp increase in the cost of energy
to the property while only a small increase in usage was realized. Gas saw a steady
decrease in usage and cost between 1997 and 2000. Between 1999 and 2000 there

was a small savings of $4,057. The property does not use any oil.

Air Quality. While an air quality index has not been set for The Fairmont. As
the property does not burn fossil fuels and has no exterior area surrounding the
building or additional vehicles, CO2 emissions are not monitored. Freon loss is

monitored along with the air quality in the waste disposal area.
Noise. Although the hotel has a policy of “no delivery/no service” between
nine am and six pm to reduce noise from traffic and trucks, no specific noise standard

is established for the interior of the property.
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Technology Applications and Innovative Operating Practices. The following
systems and equipment have been put in place to implement cost effective operating
systems and to enhance the environmental performance of the hotel property:

1. The centrifugal chiller was retrofitted with a variable speed drive
controlled by chilled water.

~

Lighting fixtures in guestrooms were replaced with compact
fluorescent lamps.

3. The extraction times on washing machines were extended to
reduce drying time.

4. Office temperature set-points were reset to reduce HVAC load.
5. Window films were installed to reduce solar heat gain and extend

the life of room furnishings by reducing incident UV rays.

Environmental Management Contributions. The environmental management
contributions of The Fairmont are focused on energy management savings and waste
reduction. As has been previously noted, The Fairmont is in the process of
incorporating Canadian Pacific Hotel Company’s full environmental program under
the supervision of an on-property environmental manager. The most significant
contribution of the environmental effort is to have reduced energy and water
consumption figures so as to minimize the impact of sharply increased costs for these
utilities on the operating budget of the hotel.

The waste management program is currently working to reduce the incoming

waste stream to the hotel by forcing suppliers on a local and national level to
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eliminate excess packaging or provide recyclable packaging. Waste food is being
given to shelters through the “Adopt-A-Shelter” corporate program.

Recently The Fairmont spent considerable effort to restore interior
architectural details in public spaces rather than to the building’s shell and

. infrastructure. Until an investment is made to replace windows and install energy
saving technologies, The Fairmont will not be able to realize the benefits of an
environmental management program to the extent that has been experienced by The
Benjamin.

Moving away from urban center hotels, the next two case studies focus on
resort properties in Scottsdale, Arizona and Carrabassett, Maine. While the properties
are significantly different in both regional setting and environmental conditions, they
share many similar challenges. Both properties struggle to produce quality
recreational facilities in areas in which natural resources are stressed and controlled
by weather. While the resource issues may be different, environmental management
actions are necessary for both properties to maximize utility and resource
consumption. Both properties are committed to environmental management activities,
have an environmental steward (or manager) on property, and apply technology to

their environmental programs through innovative practices.

Case Study Three: Hyatt Regency Scottsdale Resort at Gainey Ranch.
Hyatt Regency Scottsdale Resort at Gainey Ranch contributes to this research

study in the following ways:
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e Itis a resort property with an environmental program.

e Itis a property that has developed significant technologies in order to reduce the
impact of the hotel’s operations on the natural environment.

o [Initiatives and natural resource conservation efforts have been incorporated into
daily operations.

Table 6.9

Hyatt Regency Scottsdale at Gainey Ranch Profile

Location: 7500 East Doubletree Ranch Road, Scottsdale, Az.

Envelope: 4 story structure for the primary building. 7
additional small casitas are located adjacent to
the main building.

Age: Built in 1986
Interior: 493 guest rooms, 25 suites, 3 restaurants, lobby

bar, spa health and fitness center and 70,000
square feet of meeting space.

Exterior: 560 acre ranch

Facilities: 2.5 acre water playground: 10 swimming pools,
three story water slide, whirlpool spa
27 holes of USGA championship golf, 8 tennis
courts, jogging and cycling trails.

The significance of the Hyatt Regency Scottsdale Resort at Gainey Ranch is
that it has evidenced a wide range of environmental initiatives from the pre-
development stages of the resort to the present day. Of the environmental activities
included in the research survey, 78 percent are implemented at the Hyatt Regency
Scottsdale Resort. The following discussion identifies the history of environmental

management at the resort.

160

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



The resort’s history begins with the construction of a water reclamation plant
built as a result of the foresight of corporate developers regarding the severe water
shortage problems in the Central Arizona desert area. In addition to water
conservation, creative waste management efforts have resulted in significant
decreases in the amount of waste hauled from the property. Community service in
environmental activities at the resort have contributed to an environmental award
winning profile. In response to the need to reduce air pollution from auto emissions,
the resort participates in a program to reduce the number of vehicles that employees
drive to the property. One of the most innovative social environmental programs has
been the development of The Native American Living Center, educating guests and
staff about the traditions and culture of the Hopi Indian Tribe whose reservation is

located north-east of the Scottsdale area in Mesa, Arizona.

Case Study Overview. The Hyatt Regency Scottsdale Resort at Gainey Ranch
is a sprawling resort located on a 560 acre ranch at the foothills of the McDowell
Mountain Preserve in Scottsdale, Arizona. The 14 year old property was built by
Hyatt Corporation. Early in the development stages the Hyatt Corporation recognized
that the availability of water for golf course and landscaping irrigation was going to
be a significant on-going challenge for the resort. In response to this perceived need,
the company built a water reclamation plant adjacent to the resort, subsequently

turning it over to the City of Scottsdale.
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Bill Eider-Orley, general manager of the hotel for most of its history, was the
initiator and ongoing force behind an environmental management program that not
only manages and conserves the natural environment as it relates to resort operations,
but has taken on social responsibility within the community. While the water
conservation program is one of the significant features of the environmental
management program at the resort, it is the cultural exchange program with local
American Indian tribes that is outstanding. Located close to the Four Corners area of
the South Western part of the United States, Northern Arizona is the home of the
Hopi Indian Tribe. Tribal elders are very protective of the “ancient ways” and
reluctant to have their rituals and celebrations intruded upon by the general public.
With considerable effort, Eider-Orley convinced elders of the Hopi Tribe to share
their culture in a facility within the hotel property that serves as a showcase for both
Hopi native art and traditions. In 1998, the hotel opened “The Native American
Living Center”. This unique facility is a partnership between the leaders of the Hopi
Indian tribe and hotel general manager Bill Eider-Orley, providing opportunities to
guests to experience the music, art, dance and teachings of the Hopi Indians in a
setting not generally available to the public.

The resort was originally built in 1986 on a 560 acre track known as Gainey
Ranch set against a backdrop of the McDowell Mountain Preserve. Much of the
hotel’s architecture was designed to blend with the desert environment. Some of the
early landscaping choices failed due to their unsuitability to the desert climate.

Continued improvements in landscaping design have provided a desert garden setting
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for the areas around the hotel property. The resort was designed for recreation,
featuring three nine hole golf courses and a large swimming pool system that flows
from one pool to another over a two and a half acre area.

A conference hotel as well as a resort property, Hyatt Regency Gainey Ranch
has experienced high levels of occupancy throughout its history due to location, the
continued maintenance and improvement of its facilities and the ability of
management to offer guests unique experiences in an increasingly competitive
market.

The primary environmental challenges for Hyatt Regency Gainey Ranch
revolve around the high desert climate in which the property was developed. The
accessibility of water and the ability to maintain a comfortable interior building
temperature were the two greatest environmental factors facing developers. Potable
water in the Scottsdale area is supplied from underground wells, which have been
drying up at an increasing rate. An aggressive water management program was
initiated early in the property’s development. A water reclamation plant was built to
provide gray water for the significant landscape irrigation requirements of both the
golf courses and property garden areas. An off-peak watering schedule combined
with drip and underground irrigation processes reduce the overall water requirement
for landscaping.

Recent shortages in energy have raised the question of reliable availability of
electricity in the region. As the resort relies heavily on electricity to operate the

hotel’s HVAC system, the impact of energy shortages or blackouts is critical to
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maintaining operations. With regard to energy consumption, a heat exchanger was
installed during construction to provide an option for the HVAC system during cooler
periods. The hotel’s lighting system has been retrofitted with energy efficient lamps.
The HVAC system has been upgraded along with the energy management system.

Air quality in the Phoenix-Scottsdale area has been increasingly deteriorating
to the detriment of the overall quality of the resort’s environment. The local energy
provider, Arizona Public Services, produces energy using coal for over S0 percent of
its fuel S, thus contributing heavily to air pollution. The property’s energy
conservation program calculates that it saves 200 tons of coal annually through the
reduced energy consumption efforts. Furthermore, the resort has instituted a trip
reduction program to provide incentives to empioyees to use alternate forms of
transportation to and from work. The heavy use of passenger cars and resulting
emission of carbon monoxide in the Phoenix/Scottsdale region is a primary cause of a
brown haze in the valley air.

While not a primary challenge, waste management has become a significant
part of the hotel’s environmental program. The increasing costs of haulage influenced
property management to commit to an extensive “reduce- reuse,-recyclé” waste
management program.

The environmental management program at Hyatt Regency Gainey Ranch is
facilitated by management and certified by HVS Ecotel as a four globe property.

Hyatt Corporation does not have a formal corporate environmental management

“Hyatt Regency Scottsdale Environmental Program “Impact”™
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program,; therefore the on-property program was developed by General Manager, Bill
Eider-Orley and is implemented by an environmental program coordinator. The
program has received numerous awards including the Arizona’s Clean & Beautiful
Annual Governor’s Pride in Arizona Award, the Stars of the Industry Environ-
Management Award from the American Hotel and Motel Association, the Arizona
Pollution Prevention Leadership Enhancement Award, the Arizona Waste Wise
Business Award Program and the Arizona Hotel and Motel Association Enviro-
Management Gold Key Award. The resort’s mission statement regarding the
environment is as follows: “We at the Hyatt Regency Scottsdale, while providing a
luxurious resort atmosphere for our guests, also strive to be environmentally
responsible.” 2

The chlorine filtration system for the two and a half acre swimming area has
been replaced with a calcium hypochlorite system to reduce the use of toxic
chemicals. Measures have been taken to reduce the amount of water that evaporates
from the pool area. The property has also installed water conserving devices
throughout and sub-metered all main water feeding lines to detect leaks.

Public policy issues were recognized in the pre-development stages of the
resort. As one of the major luxury resort properties in the Scottsdale area featuring
water sports and extensive golf facilities, the Hyatt Corporation recognized the need
for a continued source of water for irrigation. During the construction period, the
Hyatt Corporation built a water reclamation plant to provide a source of gray water

for on-property irrigation. The plant was subsequently given to the City of Scottsdale
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for use throughout the valley. The process draws contaminated water from the
Scottsdale sewer, then filters and treats it to a level acceptable for irrigation for golf
course and public landscaping purposes. The resort has also been instrumental in
supporting the efforts of the Arizona Preserve Initiative to protect the area around the
McDowell Mountains from continued development with the establishment of the
McDowell Mountain Preserve

The solid waste management program was recognized with the Arizona Waste
Wise Business Award for its “reduce-reuse-recycle” initiatives and the efforts of the
resort to inform the community about ways to reduce the overall waste stream. Waste
management efforts in Arizona are focused on reducing landfills. The State of
Arizona is home to over 14 landfills, all of which are classified as Super Waste Fund
Sights by the United States Government. Due to the amount of desert and arable land,
the state has encouraged other states to dump waste in state sponsored landfills. This
process has resulted in hazardous waste landfills in addition to traditional trash.
Organizations throughout the state are now working to reduce the growth of
additional landfills by implementing “reduce-reuse-recycle” programs, such as that
incorporated into the operating systems of Hyatt Regency Gainey Ranch. The
program is discussed in detail in the section on Environmental Actions.

Life-cycle management issues exist primarily in the waste management
program. The resort purchases 20 percent or more post-consumer content paper
whenever possible. In addition, the lobby bar glassware is made from recycled coke

bottles manufactured in Mexico and the resort sends excess food to a food bank.
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A range of educational programs for the staff have been implemented for the
environmental program at Hyatt Regency Gainey Ranch. Seminars are conducted
through the human resources department focusing on environmental issues and
practices. All employees are expected to participate in the on-property environmental
initiatives. Additional programs exist that are developed and promoted by employees.
The staff environmental education program recognizes participation with certificates
and awards. An educational program is in place to inform guests about environmental
practices. Guest participation is recognized with awards and the resort participates in

environmental educational efforts in the community.

Environmental Actions
The following operations areas are included in Hyatt Regency Gainey Ranch’s
environmental program: waste management, air quality and emissions, water

conservation, energy management.

Waste Management. According to the survey submitted by Hyatt Regency
Gainey Ranch for this research, the following activities are included in the its waste
management program:

1. A waste audit has been conducted.
2. A reduce-reuse-recycle program is in place.

3. A guest in-room recycling program is in place with a recycle waste
container in the room.
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4. The recycling program includes paper, glass, cardboard, plastic,
metal, food, computer hardware, light bulbs, batteries, bathroom,
bed and table linen, landscaping waste.

Purchasing guidelines have been refined to promote the purchase of goods packaged
in recyclable containers. Measurements for the waste management program show that
the following amounts were recycled in the year 2000.

Table 6.10

Waste Management: Hyatt Gainey Ranch

Item Monthly Average Total | Annual Total
Cardboard 28 tons 336 tons
Bottles and Cans 42 tons 504 tons
Green waste (food) 25 tons 300 tons

Water Conservation. Water for Hyatt Regency Gainey Ranch is supplied by
the Scottsdale municipal water system and underground wells. Gray water for
irrigation is obtained from the City of Scottsdale Water Reclamation Plant. In
addition, rainwater is collected in catch basins and contributed to the irrigation system
and water quality standards are monitored on a daily basis. Guest rooms and public
area toilets are equipped with faucet aerators and low flow showerheads and toilets. A
linen and towel reuse program is currently being incorporated into the housekeeping

program. Sub-meters are in place on all main water feeds to detect leaks to water
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features, cooling towers and the irrigation system. Drip irrigation is utilized for the
golf courses and landscaping throughout the property and off-peak watering is

mandated to reduce evaporation.

Energy Conservation. The energy conservation program at Hyatt Regency

Gainey Ranch includes a computerized Energy Management System (EMS) to reduce
HVAC use within the hotel. A heat exchanger was installed during construction to
reduce the demand on the chillers during cooler months. All lighting has been
retrofitted to energy efficient fluorescent bulbs. Sensors have been installed in the
banquet rooms and remote sensors in most meeting rooms and offices. These
activities have resulted in energy savings of 644,080 kilowatt hours between 1999
and 2000. The cooling tower is monitored for efficiency along with refrigeration and
freezer units throughout the property. A proactive maintenance program helps to

identify maintenance needs for both energy efficiency and guest comfort and safety.

Air Quality. Air quality concerns at the Hyatt Regency Gainey Ranch are both
internal and external. Internally, the air quality index is established and monitored.
Non-smoking guest rooms are maintained and non-smoking areas of public space are
provided. There is a ban on the purchase of CFC (chlorofluorocarbon) producing
items. Freon loss and CO2 emissions are monitored as well as kitchen and laundry

exhausts in the disposal area.
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External air quality is a concern for the overall quality of the environment
surrounding the resort. The property has instituted a trip reduction program in hopes
of providing employees with incentives to reduce the amount of single occupancy

vehicles on the roads in the Scottsdale area.

Noise. Noise standards are established for public areas in the resort buildings.
A noise audit has been conducted in public areas only. Internal building noise

problems are addressed as needed.

Technology applications and innovative operating practices. The following
systems and equipment have been put into operation with the overall objective of
reducing operating costs and enhancing the external and internal environment of the
resort. While the property also participates in a guest room recycling program and has
retrofitted lighting to energy efficient fluorescent bulbs and sensors, the following are
unique environmental operating practices and applications.

1. Gray water for irrigation is supplied from a water reclamation plant originally
built for the property.

2. Drip and subterranean irrigation processes are used for golf courses and
landscaping.

3. The chlorine filtration system for the 2.5 acre swimming pool area has been
replaced with a calcium hypochlorite system to reduce the release of toxic
chemicals into the air. This also provides a health and safety benefit for resort
guests.

4. A ‘Koi’ lagoon pond was converted to a non-chemical, self-contained aqua
culture. This pool is part of the overall landscaping surrounding the property.
Landscaping throughout the property has been converted to xeriscaping, the
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use of plants native to the desert and more appropriate to the overall
environment of the property.

S. A trip reduction program seeks to reduce the number of automobiles driven to
work by employees. Incentives to participate include financial and gift
awards. The hotel provides vouchers for bus transportation.

6. Glass materials used in the lobby bar are made from recycled coke bottles.

7. The children’s playground area, Camp Kachina, features equipment
constructed entirely from recycled milk jugs.

8. The Native American Learning Center provides a unique opportunity for
resort guests to learn and understand the Hopi Indian culture through art,
music, dance and traditional teachings.

9. The resort participated in efforts to have lands set aside for the McDowell
Mountain Preserve to halt development in that area. The mountains are a
primary feature for resort guests to observe from a wide range of venues
throughout the property

Table 6.11

Hyatt Regency Scottsdale Utility Consumption Records 1999/2001

19992000 19992000 20002001 200072001
UTILITY consumption cost consumption cost
ELECTRICITY (kWh) 11.372.900 $700.971 11.644.080 $719.357
GAS (kWh) 1.678.425 $203.593 409.04S kWh $220.764
OIL (1) -
STEAM/HOT WATER
(kWh)
STEAM (kWh)
WATEL(PI') 65.724.000 $220.255 61.892.378 $228.217
OTHER
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Environmental Management Contributions. The operationalization of the
theories of Hawken, Lovins and Lovins discussed in Chapter Two, are seen in the
incorporation of environmental initiatives in the development stage of Hyatt Regency
Scottsdale at Gainey Ranch.

The environmental contributions of Hyatt Regency Scottsdale at Gainey
Ranch are historically important. Driven by the efforts of hotel manager Bill Eider-
Orley, the resort has become the flagship of environmental management for Hyatt
Hotels Corporation. By pursuing his personal commitment to conserving natural
resources and maintaining the environment of the desert location, Eider-Orley
developed one of the first comprehensive resort property environmental management
programs in the United States.

Eider-Orley’s efforts have significantly reduced the Hyatt Regency
Scottsdale’s demand for potable water from both private wells and the Scottsdale
municipal water system. Waste management, while less than cost effective for the
hotel, has reduced the out-going waste s;ream from the resort to the local area. The
energy and water management programs have also reduced the impact of sharply
increased utility prices on the operating cost budget.

While the Native American Learning Center does not affect natural resource
consumption, it serves as an important resource for information about the Native
American traditions and beliefs that have protected the environment of The Four
Corners area for centuries. This commitment, along with other community efforts,

impacts the quality of the overall environment in the Northern Arizona region.
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Sugarloaf/US A presents a unique comparative case study for Hyatt Regency
Scottsdale. As noted previously, this mountain location ski resort in the northwest
comer of the State of Maine faces similar challenges to Hyatt Regency Scottsdale in
managing water resources and waste. Sugarloaf/USA has also made significant
strides in developing community programs that address environmental management

and environmental initiatives.

Case Study Four: SugarloaffUSA

Sugarloaf/USA Resort contributes to this research study in the following ways:
e Itis a resort property with an environmental program.

o [tis a property that has developed significant technologies in order to
reduce the impact of the resort’s operations on the natural environment.

¢ [Initiatives and natural resource conservation efforts have been
incorporated into daily operations.

The significance of the Sugarloaf/USA case study to this research study is that
the resort offers innovative technology and initiatives in the areas of water-waste
disposal management and environmental education. Of the environmental activities
included in the research survey, SO percent are implemented at Sugarloaf/USA. In
addition, the following discussion identifies development review practices, the
challenge to the mountain resort for sources of the considerable water demand

required for seasonal recreational activities and the public/private partnership
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Table 6.12

Sugarloaf/lUSA Profile

Location: Sugarloaf Mountain, Carrabassett, Maine in the
Bigelow Mountains: elevation 4234 ft.

Envelope: 6 story structure for the primary hotel building.
1 additional 40-room hotel on the mountain. Base
lodge and S additional restaurants located
adjacent to primary hotel.

Age: Mountain resort is 50 years old. The Grand Summit
hotel was built in 1977.

Interior:  Grand Summit has 120 guest rooms and suites, 2
restaurants, spa health and fitness center and 3,443
square feet of meeting space. Mixed use hotel and
time-share property. The base lodge has 19,265
square feet of meeting space. Sugarloaf Inn has 40
guest rooms, | restaurant-bar, 6,997 square feet of
meeting space and an outdoor pool. Additional
condominium units are adjacent.

Facilities: 107 downhill ski trails
2 swimming pools, 1 outdoor and 1 indoor
18 holes of championship golf, 1 tennis court
mountain biking and hiking trails.

Exterior: 1400 acre mountain side resort  (SugarloaffUSA)

Case Study Overview
Sugarloaf/USA is located in the northwest region of Maine, set in the Bigelow
Mountains at an elevation of 4232 feet. As the highest ski peak in the East, the

mountain resort spreads across some 1400 acres. Originally opened in 1950, the
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mountain is now home to two hotels, an 18 hole golf course, 107 downhill ski trails
and other recreational facilities.

While Sugarloaf/USA’s management team has always been aware of their
commitment to the natural environment and their reliance on its sustained condition,
it has only been within the past four years that a formal environmental management
program has been developed for the resort properties. Sugarloaf/USA has a unique
relationship with the Town of Carrabassett, sharing a number of facilities and
partnering in new initiatives in environmental management.

An outstanding technology innovation has been the snowfluent plant as
part of the wastewater management system. The mountain has also recently
implemented an industrial composting system to reduce the waste stream and provide
compost materials that are used throughout the resort from ski trails to golf course
landscaping. Sugarloaf’s Environmental Steward, Kimberly Truzkowski, is the
sustaining force behind this environmental program, providing momentum to expand
the program and develop measurement tools.

Sugarloaf/lUS A was originally developed as a downhill ski slope in 1951
and has seen continual growth to its current status as a three season resort and
conference center. The Sugarioaf Inn was the first hotel property on the mountain. In
1977 the company built Grand Summit as the lodging component for a conference
center that could utilize the meeting room space in the base lodge during off-ski

season periods.
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The resort is located on the north face of Sugarioaf Mountain and offers a
wide range of recreational activities throughout the year that utilize the mountain’s
facilities on a continual basis. The original Sugarloaf Inn was designed as a two-story
country inn to blend with the wooded landscape. The Grand Summit, however, is a
six-story modern structure with two wings flanking a central octagonal core. The
remaining buildings were designed for function rather than aesthetics and provide a
mix of architectural styles at the base of the ski lift area.

Condominium and private housing on the mountain have gone through growth
stages which have, in turn, been designed to complement the landscape and focus on
new trends in architecture appealing to home buyers. Currently, all construction
projects must undergo an extensive review by a township committee with a broad
membership base. The review process is guided by the guidelines set down in The

Sugarloaf/lUSA Design Review Process and Residential Design Guidelines, which

state that:

“The quality of site planning, architectural design and construction, and
landscaping determine to a great extent the character and visual quality
of a community. A design review process has been established at Sugarloaf
to preserve the special character of the community as it grows. ... to
encourage harmonious architectural design and siting within the natural
land forms and native vegetation that make Sugarloaf special.... Applicants
[for a design permit] should strive to preserve the integrity of the natural
environment to remove a minimum of the natural vegetation, to preserve
particularly beautiful trees, and to promote minimal disturbance of the
natural site features vistas to and from the site.”

(Sugarloaf/lUSA 1983, §5)

Access roads to the mountain have been kept free of advertising and are

designed to focus on the natural landscape of the mountain. Viewed from a total
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design perspective, the development of Sugarioaf/USA has managed to contain the
sprawl of commercial and inappropriate building structures to the benefit of the
mountain as a whole. Unlike other large ski areas, visitors to Sugarloaf/USA find a
rather pristine mountain atmosphere with minimal commercial activities focused at
the base of the ski lifts. Sugarloaf’s geographical location has been a primary element
in maintaining this rustic mountain atmosphere. The mountain is two hours from a
major airport and can only be accessed by secondary roads or small aircraft.

The primary environmental challenges for Sugarloaf /USA are water and
waste disposal. As there is not a municipal water system in the township, potable
water for all of Carrabassett, Maine is supplied from underground wells. The
community is extremely rural, surrounded by the heavily wooded Bigelow
Mountains.

The Carrabassett River, Brackett Brook and run-off water are the only other
sources of water for the resort area. Maine State regulatory laws do not allow either
Sugarioaf/USA or the Town of Carrabassett to draw water from the river below a
flow of six cubic feet per second. Requirements for snowmaking, irrigation and
potable water that exceed the available amounts must be brought in by truck.
Sugarloaf/US A operates a private water association consisting of two point driven
artesian wells and two covered reservoirs holding 850,000 thousand gallons and

1,000,000 gallons respectively. A loop system between the two wells distributes

water throughout the resort.
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Fifty-five fire hydrants are spread throughout this same system to provide fire
protection. Surface water from the river and catch basins provide irrigation for the
golf course and landscaped areas in the spring, summer and fall. In winter, the
snowmaking process draws water from the river. The amount of water that can be
drawn from the Carrabassett River is regulated by the Environmental Protection
Agency. Snowmaking requires 200 million gallons per season depending on rainfall.
The golf course uses approximately 192,000 gallons per day for irrigation, depending
on rainfall, totaling an estimated 21,120,000 gallons for the 110-day season. These
demands conflict with the restrictions imposed by the Town on the amount of water
that can be drawn from the river.’

Waste management creates a challenge for the resort in that the waste
management laws for the State of Maine do not allow for arbitrary dumping in rural
areas. All waste must be managed through transfer stations set up in local
communities. This allows for recycling and distribution to be handled efficiently
throughout the state. In addition, the proper citing of landfills and content
identification is a means of protecting underground aquifers and streams from
becoming contaminated by toxins leaching through the ground. Wildlife and land are
also protected from poisonous materials by managed dumping stations.

Record keeping for waste management purposes at Sugarloaf/USA began in
1997 when 1001 tons of trash was hauled away from the mountain. In 2001 this

amount had increased to only to 1022 despite increases in mountain population. The

" David Keith, interview by author. Carrabassett. Maine. June 18. 2000.
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efforts of the mountain to “reduce-reuse-recycle” have resulted in a leveling off of the
amount of waste being hauled, recycled or composted. As the cost of haulage,
including tipping fees, is approximately $85 a ton, this is a continued source of
savings for mountain operations. In 1997, 127 tons of materials were recycled as
compared to 179 tons in 2001.

Energy has become a significant concern to SugarioaffUSA. While the
mountain operates three on-site generators, concern is primarily focused on the rising
costs of energy. An energy management program is underway to identify ways to
significantly reduce energy use throughout the mountain resort.

Sugarloaf/US A has an on-property environmental management program
facilitated by an environmental manager. Although Sugarloaf/fUSA was acquired by
American Ski Company in 1997, the mountain resort had historically been facilitating
an environmental management program. The resort is complying with the
environmental program “Sustainable Slopes” developed by the Association of
National Ski Areas.® The operationaliza.tion of the environmental program at
Sugarloaf/USA is particularly challenging in that it involves two hotel properties,
numerous food outlets along with condominium units and private homes. Creating

unified participation from all areas of the resort requires continued educational

efforts.

* The entire environmental program can be reviewed on the associations web site www.nsaa.org
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The golf course is part of the Audubon Golf Course Certification Program and
is currently certified in four of the six certification categories: water conservation,
environmental planning, integrated pest management and outreach, and education.

In the area of public policy, Sugarloaf/USA provides a unique opportunity to
examine a private facility that works in a symbiotic relationship with a municipality.
The town owns the golf course and leases it back to the resort and also owns and
manages the transfer station. Planning and development on the mountain must be
reviewed by town officers for compliance with federal and state regulations. The
cross-country ski touring center, technically counted as a Sugarloaf/USA facility, is
also owned by the Town of Carrabassett and leased to Sugarloaf/USA. It is in the
town’s best financial interest to facilitate policymaking that increases attendance at
the mountain resort. At the same time, town officials must also manage the
infrastructure of township facilities in such a way as to protect the health and well
being of the region and its population, both present and future. This dichotomy may
present challenges to elected township officials.

As the mountain resort covers some 1400 acres, federal and state programs
such as the United States Environmental Protection Agency and Maine Department of
Environmental Protection are constantly monitoring activities in the area. In addition,
several private citizens organizations are interested in activities that might affect
endangered species and other wildlife, forestry, natural water resources, clean air and

other pertinent environmental issues.
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Life-cycle management at Sugarloaf/USA exists primarily in the food waste
and recycling segments of the waste management program. To date, equipment
throughout the resort is not leased. Furniture is given away or sold with linens and
towels recycled as rags throughout the resort.

The environmental education program for Sugarloaff/USA consists
of three components; employee, guest and community. “The environmental education
program,” stated the environmental manager for Sugarloaf/USA,

“ has in the last three years been the building block for our

environmental program. We include all employees, visitors and

the community in our educational efforts. The objective of our

environmental education programs is to create an awareness of

the impacts that mountain operations have on the natural

environment. We have seen that this awareness leads to

participation and innovation.””
Employees attend two mandatory environmental education sessions per year in
summer and winter called “Employee Essentials”. Management’s required training
session includes a two-hour environmental management session. The employee
newsletter features a “Green Talk” section to report the results of environmental
efforts and awareness issues. Individual department training is conducted for
recycling, waste management, erosion control and resource conservation. Employees
are also encouraged to compost food waste at their homes.

Guests participate in the recycling program by environmental awareness and

recycling information posted in guestrooms and rental units. Recycling centers for

® Kimberly Truzkowski. interview by author. Carrabassctt. Maine. 21 June. 2000)
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cans and paper waste are located throughout the resort and the resort television station
features notices and programs on environmental education. In addition, ongoing
educational programs and home composting workshops are held for the property
owners association. Guests can participate in the “Outdoor Adventure Environmental
Education Programs” during the summer months, an education program focused
primarily on five to twelve year olds.

Within the community, environmental education and recycling sessions are
shared with local businesses. The environmental science class at Carrabassett Valley
Academy, a local residential ski academy, builds and helps to maintain nature trails
throughout the resort and golf course. Sugarloaf/USA pays for Audubon
International’s “Adopt—A-School Program” in two local schools featuring projects
such as building blue bird houses, waste management and recycling, composting,
garden building, watershed education, and education about the relationship of
economics and ecology in the community. The food-composting program accepts

food wastes from local businesses.

Environmental Actions

The following operations areas are included in Sugarloaf/USA’s
environmental management program: waste management, air quality and emissions,
water conservation, and energy management. Erosion control along with wildlife and

habitat considerations are also areas toward which environmental actions are directed.
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Waste Management. According to the survey submitted by Sugarloaf/USA for
this research, the following activities are included in the resort’s waste management
program

1. A waste audit has been conducted.
2. A reduce, reuse and recycle program is in place.

3. A guest in-room recycling program is in place with
a recycle waste container in the room.

4. The recycling program includes paper, glass,
cardboard, plastic, aluminum cans, tin cans, food
waste, landscaping waste, rugs and other hotel
furnishings, construction materials and large heavy
metal pieces.

Purchasing efforts to reduce packaging or encourage recyclable
package materials are on-going; however, due to the number of commercial retail
outlets and lack of a centralized purchasing program for the resort, this effort is not as
effective as it could be.

The measurement results for the waste program in Table 6.13 show the
comparison of recyclable amounts and haulage in tons for the years 1997 through
2001. The first year for which waste amounts were tracked was 1997. One of the
challenges to tracking total waste generated from the resort and its activities is to
determine how much is coming from the mountain facilities or condominium
construction sites. In the summer of 2000, Sugarloaf/USA began a formal composting

program for food and landscaping waste. Total food composting for 2001 was 11

tons. Compost is returned to the mountain as mulch for golf course and resort
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landscaping as well as ski trails. While the financial savings are not yet known,
compost is replacing soil enhancement materials that have previously been purchased
for the development of new golf course gree‘ns,

In terms of overall cost savings, the environmental steward for
Sugarloaf/lU.S.A. noted in an interview that the recycling efforts save twice what the
haulage costs would be per to. Waste management efforts throughout the resort are
centered on efforts to reduce the overall amount of materials considered waste,
including food, and to increase the amount of materials considered recyclable as
compared with trash that must be hauled.

Table 6.13

Sugarloaf/lUSA Recycling Results

Waste catesory 1997 1998 1999 2000
Bulky & non bulky waste 1001* | 1090* 1048* | 1022*
Disposed (not recvcled)
Recyclables
Metal 41 58 88 o0
| High grade paper 18 9 8 11
Cardboard 38 65 43 52
Newspaper 16 28
Mixed Paper
Glass
Aluminum
Tin
#2 Plastic
| #1 Plastic
Tires
Total Recveled 1
* weight the ton

35

L
+| OO

W
W
4o
&la

L
EW&NW“O\W

YAV A RN
f@u.uu.asqu

4
Nl R[] wni

"~

(3]
do

Water Conservation. As previously discussed, water for Sugarloaf /USA is
supplied from underground wells, the Carrabassett River and the headwaters of

Brackett Brook. There is no facility on the mountain for water reclamation and

184

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



rainwater is collected in catch basins for irrigation. Water quality standards are
maintained and monitored throughout the resort and sub-meters are placed in all
commercial facilities and some of the condominium clusters. Guest rooms and public
area toilets are equipped with faucet aerators, low flow showerheads and toilets. A
linen and towel reuse program is in place at The Grand Summit Resort Hotel for the
on-site laundry and a pressure reducing valve has recently been installed in the base
lodge to reduce water consumption.

Snowmaking and golf course irrigation are the two largest consumers of water
for recreational activities. While these activities require water during different
seasons, both obtain their water supply from the Carrabassett River. As noted
previously, the EPA has mandated that the resort may not draw more water than
reduces the flow of the river less than six cubic feet per second. Code Enforcement
Officer for the Town of Carrabassett, William Gilmore, noted in an interview that this
is generally a problem during the dryer periods of the summer months. At such times
he notifies golf course management that water must be used from other sources until
the river water rises to an acceptable level. '

In winter, snowmaking for the ski trails uses approximately 9000 gallons of
water per minute, when in use. Major snowmaking efforts take place at the beginning
of the ski season to ensure a sufficient base of snow on the trails. Additional
snowmaking takes place throughout the season to augment natural snowfall. Climate

is the controlling factor as to how much snowmaking activity must take place. The

1% william Gilmore. interview by author, Carrabassett. Maine. 23 July 2001.
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snowmaking activity during the season requires an estimated total of 200 million
gallons per season. Sugarloaf/USA has incorporated new technologies in
snowmaking equipment in order to maximize the effect of snowmaking efforts and
reduce energy consumption. Computerized systems allow snowmakers to monitor the

amount of water being used in addition to the amount of energy being consumed.

Energy Conservation. The energy conservation program at Sugarioaf /U.S.A.
is receiving increased attention in order to reduce consumption and recognize
alternative technologies. Twenty sub-meters are placed through out the resort to
monitor electrical consumption. The Grand Summit Resort Hotel and the Base Lodge
have changed incandescent lights to energy efficient fluorescent bulbs and high-
pressure sodium lights have been installed in recreation areas. Remote sensors have
been installed in management offices and guest rooms in the Grand Summit Resort
Hotel and are monitored by a central energy management system controlled by the
front desk. While the system does not i;uclude sensors to indicate occupancy, room

temperature and the HVAC system is monitored by the front desk staff.

Air Quality. Indoor air quality is the primary concern at Sugarloaf/USA, as
Maine State Law requires that all public space be non-smoking. Guests at Sugarloaf

Inn are fined $100 for violating the non-smoking in guest rooms policy. "'

"! This policy is a Sugarioaf Inn policy only.
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As the resort is in a high mountain rural setting the air quality is good.
Concerns do exist however, for fuel burning emissions of maintenance vehicles on
the mountain. In addition, a shuttle program is in place from the center of
Carrabassett Valley during the winter season to encourage staff members to reduce

the number of trips and the number of vehicles on the mountain.

Technology Applications and Innovative Operating Practices. The following
systems and equipment have been put into operation at Sugarioaf/USA with the
overall objective of reducing operating costs and protecting the environment of the
mountain area surrounding the resort. These unique environmental operating practices

and applications are:

1. A composting system is in place to eliminate food and landscaping
waste from the general waste stream for the resort.

2. Compost is returned to the resort as mulch for ski trails, landscaping
and the golf course.

3. A pressure reducing valve has been installed in the base lodge to
reduce water consumption.

4. A shuttle system for staff members during ski season seeks to reduce
the number of automobiles driven up to the mountain by staff
members.

5. The snowfluent plant processes the results of the purification of gray

and black water waste, applying snowmaking technology to process
gray water into snow which is blown into 50 foot mounds that slowly
melt back into the water table, replenishing the underground aquifer
system.

6. The environmental education program for Sugarioaf/USA is
participating in the Audubon Cooperative Sanctuary Program
“Adopt -a — School.”
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7. An environmental Logo for Sugarloaf/USA is in use to identify
recycling bins and educational efforts.

Environmental Management Contributions. The presence of an environmental
steward at the mountain resort has allowed for educational and operational programs
to be put in place. The two programs that have the potential to impact both Sugarloaf
Mountain and the Town of Carrabassett are the waste management program and the
development of the snowfluent plant.

Composting is being used to reduce the amount of green waste processed
through the Carrabassett Transfer Station. At the time of our original interview in
early summer of 2000, the environmental manager for Sugarloaf/USA estimated that
the mountain was producing 4200 pounds of food waste per peak winter season week.
Two earth tubs were, at that time, each processing 2000 pounds in a six-week
process. For the year 2001, total food and landscaping waste amounted to 11 tons.
The finished compost material is returned to the mountain in a life-cycle management
action.

Innovative uses of technology inspired the development of the snowfluent
plant that has reduced the need for sewerage system development to handle increasing
amounts of sewerage from the resort. Wastewater management for SugarloaffUSA is
processed thrcugh a lagoon system located two and a half miles off-site from the
resort. The process is a series of lagoons into which wastewater is fed and the waste

processed anaerobically. When the processed water reaches the final lagoon, the
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snowfluent plant superintendent calculates that the water is 85 percent pure. During
the winter months, water from the last lagoons is processed through snowmaking
guns at 600 pounds per square inch of pressure. The process fractures any remaining
bacteria in the water and produces snow that is blown into 50-foot mounds. These
mounds melt slowly into the water table during the spring and early summer,
replenishing underground aquifers rather than running off into local streams. '2
During peak ski season days, up to 10,000 people can populate the mountain
resulting in 300,000 gallons of mixed gray and black water per day. During non-peak
periods gray and black water averages 60,000 gallons per day. The lagoon process
requires 100 acres per lagoon at a cost of $750,000 per lagoon. The development of
this technology resulted in the immediate saved cost of building a new lagoon. In
addition, plans for S additional lagoons estimated to meet the demands of the full
development of the mountain have been cancelled."® The technology was developed
by David Keith and his associates in partnership with the snow gun manufacturer,

Delta. The process has been unique to Sugarloaf/USA.

12 Keith interview
13 Gilmore interview
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Table 6.14

Sugarloaf/fUSA Utility Consumption Records 2000
Hotel Properties Only

1999 2000
CONSUMPTI | 1999 CONSUMPTI | 2000
UTILITY ON COST ON COST
2. 384976
ELECTRICITY (kWh) kWh
GAS (kWh)
105.278.820
OIL (1) gal
STEAM/HOT WATER
(kWh)
STEAM (kWh)
WATER (gal) 94.683.000
OTHER

Case Study Five: Outrigger Waikoloa Beach Hotel

The final case study in the independent hotel and resort group was intended to
be matched with a Caribbean Island property. The prospective case study, however,
failed to materialize reflecting the problem throughout the industry of gathering and
sharing information on environmental activities. The researcher made the decision to
include the survey information from the OQutrigger Waikoloa Beach Resort survey
forms. This led to the discovery of the small percentage of environmental actions this
property participates in as compared with the other case studies described in this
chapter. The Outrigger Waikoloa case study now serves as an example of how
minimal an environmental management program can be and how much could be
achieved if the program was developed to its full capability when compared with

more developed programs.
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Outrigger Waikoloa Beach Hotel contributes to this research study in the

following ways:

e Itis a resort property with an environmental program in the
early stages of development.

e [tis a property that operates in a fragile natural environment.

e Minimal initiatives and natural resource conservation efforts
have been incorporated into daily operations.

Table 6.15

Outrigger Waikoloa Beach Resort Profile

Location: Kohala Coast of the Island of Hawaii in the
Hawaiian Islands, South Pacific Ocean
Envelope: Resort property with 4 story structure for the
primary hotel building.
Age: Beach resort and hotel were built in 1980.

Interior:  Outrigger Waikoloa Beach has 545 guest rooms,
cabanas and suites, 2 restaurants, | bar, spa
health and fitness center. square feet of
meeting space.

Exterior: Beachfront property on the Kohala Coast of
the Island of Hawaii.
Facilities: 2 swimming pools, 1 90’ waterslide
24 holes of championship golf (Outrigger 2001)

The significance of the Outrigger Waikoloa Beach Hotel case study
is that it is the most incomplete hotel or resort property environmental program
included in this research study. Of the environmental activities included in the

research survey, only 31 percent are implemented at the Outrigger Waikoloa Beach
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Hotel. The fol