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Preface
The Environment-People Nexus in Sustainable Tourism: Finding the Balance

BEST EN is an international consortium of educators committed to the development and
dissemination of knowledge in the field of sustainable tourism. The organization’s annual
Think Tank brings together academics and industry representatives from around the world
to discuss a particular theme related to sustainable tourism in order to move research and
education in this specific field forward.

We are pleased to present the proceedings of the BEST Education Network (BESTEN) Think
Tank XVI entitled Corporate Responsibility in Tourism — Standards Practices and Policies.
The event was held in Berlin-Eberswalde, July 12-15, 2016, in conjunction with the ZENAT
Centre for Sustainable Tourism, Eberswalde University for Sustainable Development,
Eberswalde, considered one of Germany’s greenest universities.

The concept of corporate responsibility in tourism is a challenging one; it is subject to much
critical debate, especially with regard to finding an appropriate balance between the
different dimensions of standards, practices and policies.

The proceedings present work by academics and practitioners worldwide, conducted on
various aspects of corporate responsibility in tourism. They include abstracts and papers
accepted by the scientific committee following a double blind peer review process.

Forty-five research papers were presented at the conference. Presentations were held
within the following C(S)R themed sessions:

e Concepts, Aspects, Governance and Policies

e Attitudes, Practices and Certification of Tourism Businesses

e Sustainable Development and Stakeholder Engagement in Tourism Destinations
e Communication, Education and C(S)R-related Consumer Attitudes/Behaviour

The contributions were thematically selected for each group and are arranged in order of
presentation in the proceedings. The full proceedings as well as the PowerPoint
presentations are available on the BEST EN website www.besteducationnetwork.org/

The knowledge summarised in these proceedings is a compendium of the current
information for managing CSR and will have a great influence on how we manage CSR in
Tourism.

The Editor and the BEST EN Executive Committee anticipate that readers of this volume will
find the papers informative, thought provoking and of value to their research.

Best wishes,

ot o A
Kt el ]
PRl et P

Rachel Hay

Editor
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Institutionalizing volunteering for Protected Areas in New Zealand: an early
exploration of tourism concessionaires' perspectives

Valentina Dinica

Victoria University or Wellington, School of Government, Valentina.Dinica@vuw.ac.nz

Keywords: concessions, volunteering, donations, sponsorship, protected areas, biodiversity

Abstract

The expansion of Protected Areas’ commercialization, and of voluntary mechanisms for
their management, has been the preferred neo-liberal policy approach for nature
management. However, so far, these approaches have been predominantly used as
complements, rather than backbones, of institutional and policy frameworks. This is not the
case anymore in New Zealand since 2009, when radical public sector reforms and new
strategies were initiated, aiming to limit the state’s role in Protected Areas’ funding and
management. Tourism concessionaires, other businesses and communities are asked to
enhance their engagement towards ‘conservation gain’, through volunteering, donations,
and corporate sponsorships. By 2065, the Department of Conservation expects to play a
facilitation role, with more services to be delivered through volunteering. Concessionaires
form major target groups, and are promised enhanced access to Protected Areas.

This paper offers an early-exploration of reactions from tourism concessionaires. A
behavioural change framework is applied as a heuristic, to identify potential pitfalls and
success factors. The research design combines document analysis with interviews. The main
findings are that, while some already volunteer, there is little support for institutionalizing
volunteering and shifting responsibilities to society. Concessionaires do not enjoy a level-
playing field regarding the fees paid, market contexts, and various contractual provisions.
Increased competition and volunteering expenses could worsen the profitability/bankability
of many. Some expect private benefits from volunteering, raising concerns of potential
corruption through contractual design/compliance failures, and the watering-down of
planning instruments. The Department’s policy focuses on persuasion mechanisms and
ignores important resource and power-related aspects. Its weak sustainability discourses
could undermine its credibility with businesses seeking more than quick branding. The
Department relies on voluntary contributions as alternative to the legally-available option to
include ‘conservation gains’ in concessions. Many interviewees prefer a balance, for a more
level-playing field.

Introduction: the empirical research problem and research objective

Whether genuine or politically induced, budget shortages for Protected Areas’ (PA)

Proceedings of the 16" Annual Building Excellence in Sustainable Tourism Education Network Think Tank 2
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management have become common across developed countries, and have deepened across
developing countries, with the entrenchment of neoliberal political ideologies of
governance, since early 1980s. Many PA authorities worldwide try to cope by deploying an
increasing diversity of voluntary mechanisms (VM). Next to donations and corporate
sponsorships, sophisticated schemes have been put in place to enable volunteer labour (by
tourists, staff of business, NGOs, local communities, and the free-of-charge deployment of
resources/equipment/vehicles they may enable conservation work; see Lorimer, 2010;
McGehee, 2014; Pfueller et al, 2011; Selin, 2009; Waithaka et al, 2012). Pitas and colleagues
differentiate donations/philanthropy from corporate sponsorships, because in the latter
case businesses “expect some marketable return on their investment based on the
sponsorship fees paid to public entities” (2015:3). Increasingly more corporations are
attracted to donate to PAs because “park sponsorships allow their brand name to be
recognized by a target market in a relatively uncluttered and non-competitive venue”
(Mowen and Graefe, 2002:32).

Donations and volunteering have been long used in New Zealand, which was identified as
the second most generous country worldwide, after the United States, in a recent survey by
the Charities Aid Foundation (Radio New Zealand, 2016a). In 2008, 9000 volunteers were
working in collaboration with the Department of Conservation (DOC), the national authority
in charge with PA management (DOC, 2008:12). By 2014, this number increased to 15.000
(DOC, 20144a:2). What makes New Zealand a particularly interesting case to study is the
governance experiment being implemented since 2009, aiming to combine enhanced PA
commercialization with an institutionalization of VM across businesses and communities, for
the long-term (DOC, 2014b; DOC, 2015a,b,c,d,e).

Governments of neoliberal orientation, winning elections continuously since 2009, have
adopted a strategy, called the Business Growth Agenda. This was implemented for the
natural resources sector through the 2012 Programme for Building Natural Resources. The
Programme aims to increase the contribution of natural resources to the economy to 40%
of Gross Domestic product (GDP) by 2025, with emphasis on tourism growth (New Zealand
Government, 2012). One of the government’s plan to achieve this is to transform PAs into
more profitable lands and manage them environmentally, by changing DOC’s operational
priorities and governance role. None of the reforms described below were underpinned by
public participation.

First, the government envisages transforming DOC into an active supplier of tourism
infrastructure (DOC, 2015e:10). Nation-wide priority locations were identified by DOC and
classified as Icon and Gateway destinations, considering mainly demand by international
tourists (DOC, 2013a:28;46-53). DOC is expected to become a facilitator of tourism growth
regionally and nationally, under the introduced mottos of “conservation for prosperity” and
“conservation economy” (DOC, 2009:5; 2015a:20). This requires DOC to become more
business-friendly, by enabling higher business certainty and volumes through the way it
issues concessions for commercial operations within PA. A concession can be a permit,
when issued for less than 10 years, a license (for higher impact activities envisaged for
longer timeframes), or lease (involving the exclusive use of PA land).

These governmental objectives have already been implemented through DOC’s Statements
of Intent, Annual Reports, multi-annual budget documents, and the 10-year regional
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planning documents updated so far, known as Conservation Management Strategies (DOC,
2014c,d,e). Interestingly, Statements of Intent (see DOC, 2009; 2013a,b) are internal
documents, with four-year time horizons, and no statutory role in regional PA planning and
management. Nevertheless, the new strategic goals on PA commercialization and VM
institutionalization were included there as management philosophies for the next 100 years,
and are used by DOC as regional planning guidelines (see DOC, 2014c,d,e for criticism from
the public and DOC's replies). The politically-prescribed strategic goals and operational
priorities for DOC misalign with the 1987 Conservation Act, which sets the following
hierarchy of legal objectives: 1) nature protection; 2) public education on conservation
values; 3) fostering recreation; and 4) allowing for tourism whenever compatible with
nature conservation. The law says that the development of facilities can be promoted “to
the extent that any use of any natural or historic resource for tourism and recreation is not
inconsistent with its conservation” (author’s emphasis). DOC’s legal responsibility is clearly
formulated as “to foster the use of natural and historic resources for recreation and to allow
their use for tourism” (Part Il, section 6e of the 1987 Conservation Act; italics by author).

The lifting of tourism as the de-facto second rank objective for DOC’s operations has already
led to proposals to abandon the maintenance of some backcountry infrastructure (DOC,
2015d,e; Radio New Zealand, 2016b). However, this is popular with the domestic
recreational community and some concessionaires. Such decisions are likely to negatively
affect the motivation of both groups to engage in VM with DOC (Radio New Zealand, 2016c).
In New Zealand, taxpayers foot more than 80% of DOC’s budget, while governments of all
political orientation are unwilling to use effective financing instruments, like PA entry fees
(with low/no charge for taxpayers), or airport taxes for international visitors (Dinica,
2015a:32). While, in other countries, a governmental strategy and departmental policy
undermining the legal hierarchy of responsibilities would be subjected to judicial review or
administrative court reviews, this has not happened in New Zealand so far.

Second, the Programme aims to change DOC'’s governance role from that of chief service
delivery agent, into that of facilitator, calling upon individual and corporate responsibility to
protect nature, on which the country’s wealth and citizen’s health relies (DOC, 2009:5; 2013,
2015c:14). In its 2015-2019 Statement of Intent, DOC writes that its strategic goal is that by
2065 “More conservation activity is achieved by others” (DOC 2015c:23). There are high
expectations of “conservation gains” through work by community groups and NGOs.
However, all tourism businesses are also expected to be able to carry out voluntary
conservation work independently by 2040, when the envisaged outcome is that “Every
business fosters conservation for this and future generations” (2015c:3; 24). Other business
types identified as targets for partnerships with DOC are filming companies, dairy, farming,
energy and extractive industries (DOC, 2013a).

Short-term quantitative objectives for concessionaire and non-concessionaire tourism
businesses have only been recently articulated. The latter are included in the intermediary
outcome for the general business group, aiming to “Increase partnership revenue by 5%”
between 2015 and 2019 (DOC, 2015c:8). To achieve this, DOC plans to develop annually a
set of: “10-15 highly visible national business partnerships, and a larger set of 50-60 regional
partnerships” (DOC 2015d: 50). For concessionaires, DOC’s intermediate target is that new
partnership arrangements will be concluded between 2015 and 2019, which should “Lift the
contribution to conservation outcomes from concessionaires by at least 10%.” (DOC,
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2015c:23). As background information, in 2015, only 7.1 million NZD were raised from
businesses of all types (DOC 2015d:43), while the monetary value of community
volunteering in 2012 was 14.2 million NZD*. To put this in perspective, in 2015, DOC’s
budgetary allocation was 430.8 million NZD (Dinica, 2016a:7). In this context, the research
objective pursued here is to develop an early understanding of the prospects for support
from tourism concessionaires, for the strategy to institutionalize volunteering, and the
potential pitfalls of this strategy. The next section explains the organizational changes,
policy approaches and implementation intentions, in so far clear. This helps select a suitable
theoretical perspective for the research objective.

Organizational restructuring, policy visions and implementation plans for the
institutionalization of voluntary contributions

The nature governance provisions of the 2010 Agenda and 2012 Programme were
presented to society as a new sustainable development paradigm for PA, whereby
communities and businesses take responsibility for nature protection, while increasing
prosperity for themselves and nationwide (New Zealand Government, 2012; DOC, 2015d:10;
2015e:8-11;46). To implement this, in 2013, DOC was restructured, centralizing decision-
making to six regional conservancies, from twelve. 313 permanent new positions were
established and allocated to building “partnerships” with communities and businesses, for
VM, after making 230 staff redundant (DOC, 2015d:72). Following a new restructuring in
2015-2016, to respond to societal criticism on centralization, DOC now has eight regional
conservancies and a relatively lower number of partnership staff (Controller and Auditor
General, 2016). DOC's restructuring resulted in the reduction of asset management,
planning and inspection positions (DOC, 2013b). It also led to the reduction of the number
of concession application offices to four (from eleven). This increases the distance between
decision-makers and the rangers, or volunteers, responsible for monitoring concessionaires
and PA’s condition.

DOC’s policy provisions regarding volunteering are still vague, mid 2016. DOC has so far
explained better why it seeks more volunteering, rather than how. Virtually all documents
issued since 2009 use the blanket term of “partnerships”, arguing that they are being sought
with all business types. The reasons invoked are that businesses enjoy direct or indirect
benefits from ecosystem services, and benefit of New Zealand’s ‘clean and green’ image and
branding, to which the Conservation Estate contributes significantly. DOC reports that it
“came 8th in a survey of New Zealand’s top 100 brands of 2015” (DOC, 2015d:43), and that
this branding value should be recognized by businesses through volunteering for
conservation gain.

All three VM types seem to be pursued. However, concessionaires are less likely to engage
in corporate sponsorship and donations, since they pay a concession fee. For them more
realistic options would be to focus on labour from staff and/or free use of
equipment/resources, volunteer tourism and donations from clients. DOC’s documents do

1 Source: http://www.scoop.co.nz/stories/AK1206/500420/building-communities-through-volunteering.htm
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not clarify though that these are the paths pursued. Further, it is unclear whether DOC has
any preference regarding the types of partnerships with concessionaires: formal or informal;
bilateral or multi-stakeholder (that may include community groups/NGOs, local authorities
and non-tourism businesses)? Six years after the strategy’s introduction, there are also
uncertainties on how DOC’s objectives will be measured:

- financially, by reporting on the value of donations and corporate sponsorships, the
economic value of labour by staff and by volun-tourists, and/or the value of the
allocated equipment/material resources (like helicopters, ships or other vehicles
owned by concessionaires for the rental of which DOC currently spends significant
shares of its budget)?, or

- by means of some concrete biodiversity indicators, as practical improvements made
possible by financial, resource and labour contributions?

Another uncertainty relates to the statement that one outcome envisaged for the 2015-
2019 period is “A statutory environment that allows conservation to gain from business
partnerships” (DOC, 2015c:24). This alludes to a possible change of the 1987 Conservation
Act regulating concessions. However, this Act already allows DOC to achieve “conservation
gains” from concessionaires. Section 17 ZG(2) regulates that the Minister may “include in
any concession provisions for the concessionaire to carry on activities relating to the
management of any conservation area on behalf of the Minister or at any time enter into
any agreement providing for the concessionaire to carry out such activities”. Previous
empirical research shows, however, that this legally available option is un/under-utilized
(Dinica, 2016a). Requirements included in contracts take a ‘do no harm’ approach: do not
break any applicable law, strategy, management plan; don’t not light fires, “do not cut down
or damage any vegetation; or damage any natural feature or historic resource on the Land”
(DOC, no date:12); do not dispose of toilet wastes near water, etcetera. No provisions for
nature enhancement of best-practice environmental management were identified.

In terms of policy intervention types, the Department prefers communication oriented
approaches. There seems to be a strong belief in the effectiveness of awareness raising
efforts, stressing the importance of nature for the economy, health and wellbeing, to
generate long-lasting and meaningful behavioural changes in society. All DOC’s policy
documents emphasize the need for individuals and businesses to understand and appreciate
the environmental benefits offered by PA.

Dinica developed and tested a one-actor framework of behavioural change, referred to as
the Persuade-Enable-Constrain (PEC) framework (2014; 2015b). This is underpinned by the
idea that behaviour is influenced by the actors’ motivations, cognitions/knowledge-base and
resources/powers (as argued by Bressers, 2006; Klok, 1991). All other factors of relevance
are viewed as influencing behaviour by means of influencing one or more of these key actor
characteristics (according to Bressers, 2006). These actor characteristics can be influenced
through three types of behavioural change mechanisms: constraining, enabling and
persuasion mechanism (drawing on Lockton et al, 2009; see Figure 1), each of which could
be strong or weak in intensity (Dinica, 2013).

In its 2015-2019 Statement of Intent, the Department presents a rational/positivist
intervention logic, linking immediate and long-term outcomes for “business partnerships”.
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The latter are envisaged for achievement over several decades (between 2040 - 2065).
Examples of long-term desirable outcomes are that “Businesses are more motivated and
capable to undertake conservation independently of DOC” (p.24); there is wide societal
acknowledgment that “conservation is core to New Zealanders’ identity, values and
thinking” and that conservation is “as an essential investment in NZ’s prosperity and brand”
(2015c:23). The strong assumption is that knowledge is the most important ingredient for
behavioural change. Below are several immediate and intermediary outcomes,
underpinning the long-term ones, in the intervention logic models. The largest number of
envisaged outcomes refers to cognitions:

“Businesses understand, value and engage in conservation”;

- “Businesses recognize the relevance of the DOC brand and want to associate
with it”;

- “Businesses recognize how conservation can help them achieve greater business
success and they are enabled to do so”;

- “DOC tells the conservation story of Treaty partnership”.

Similar outcomes are included in the more general “engagement outcomes model”,
applicable to communities too (2015c:23):

“DOC builds knowledge, tools and resources for conservation engagement”;
“DOC grows people’s general awareness of conservation”.

Regarding the availability of relevant resources for behavioural change, the following
outcomes are envisaged:

“DOC has quality products and services that are easy to find and buy (new or
current)” and ... (p. 24);

- “DOC (and others) allocate available funding effectively to grow conservation”;

- “People and organisations have the capability and capacity to act on
conservation”;

- “People and organisations are provided with conservation opportunities (by DOC
and others)” (p.23)

Therefore, the Department’s outcomes models suggest that the deployment of persuasive
mechanisms, targeted at knowledge creation through education and motivation build-up,
forms the backbone of the policy aiming to generate long-lasting behavioural changes
towards conservation gains, at societal level (DOC, 2015c:14; 2015e:47). In addition, a
moderate use of enabling mechanisms is also acknowledged as temporarily necessary, to
develop technical and management skills.

The references to positive motivations, enhanced cognitions and resources, make the
Persuade-Enable-Constrain framework very suitable for an ex-ante analysis of the prospects
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for concessionaires to support this policy through an adequate implementation. The
Department, through the inclusion of the following immediate desirable outcome,
acknowledges the importance of a behavioural framework: DOC should develop “a sound
model of what makes people change in regard to conservation” (DOC, 2015c:23). Because
“there is still a poor understanding of the need to invest in the protection of our natural
environment to ensure it provides the essential resources and services we rely on” (DOC,
2015e:47).

The theoretical lens: a behavioural change approach

Achieving sustainability outcomes requires significant behavioural changes from individuals
and businesses. Sometimes actors are caught in conflicts, or persist in environmentally
damaging behaviours that are ‘institutionalized’ through formal or informal rules (Ostrom,
1987). As suggested in Figure 1, such rules may indirectly constrain the actors’ options for
behavioural change, by limiting their freedom to conceptualize sustainability towards weak
approaches. In other cases, institutional frameworks may allow actors large freedom
regarding how they conceive and operationalize sustainability. This will be convenient for
some actors prioritizing economic objectives.

Dinica (2014, 2015a) developed a one-actor framework of behavioural change, and applied
it in two Dutch case studies, resulting in the specification of several hypotheses for testing.
The framework is meant to be used also for further conceptual work, towards the
generation of new hypotheses on behavioural changes towards positive sustainability
outcomes. This section explains its main ideas, and proposes to use it as heuristic, to ex-ante
assess the prospects for concessionaires to embrace volunteering. Therefore, the PEC
framework is not applied here to develop further hypotheses or test existing ones. For such
tasks, it would have to be applied for each (group of) actor(s) likely to share similar
contextual variables and actor characteristics.

Understanding actors’ boundary judgements on sustainability is important because they are
often invoked to justify behavioural choices. Unveiling the way actors ‘bound’ sustainability
problems, may help to gauge the likely effectiveness of policy interventions, and other
institutional mechanisms, aiming to encourage learning and cognitive shifts, or motivational
changes, towards behavioural change. Boundary judgements on sustainability reflect the
weak/strong split in conceptualization that exists ever since the concept was introduced.
Without reproducing the extensive literature, of relevance here is that weak sustainability
claims that natural capital may be depleted, as long as it is replaceable by man-made
capital, or substitutes can be generated through human interventions (including ‘function
substitute’, e.g. recreational). For example, biodiversity does not have an intrinsic value, and
its partial destruction may be compensated through nature development elsewhere, or
man-made capital for function reproduction.
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Figure 1: Key actor characteristics and mechanisms for behavioural change

The strong sustainability concept maintains that “the stable functioning of Earth systems -
including the atmosphere, oceans, forests, waterways, biodiversity and biogeochemical
cycles - is a prerequisite for a thriving global society” (Griggs et al, 2013:305). This means
that in the process of human development, societies should not alter the ecosphere (which
includes fauna, flora, the atmosphere, water and soil quality and availability) to the extent
that poses risks to human and non-human life, or disrupts evolutionary processes
irreversibly. The economy is seen as an element of society, which in turn is seen as an
element in the global eco-geosphere. Strong sustainability considers that human
development needs to focus on poverty reduction, and on concepts of human wellbeing and
health, rather than economic growth for the sake of it (Neumayer, 2013).

A strong sustainability approach requires new roles and responsibilities for all kinds of
societal actors. However, not all actors are willing or capable to adopt holistic and strong
conceptualizations, because of motivational factors (values, interests/objectives) and/or
cognitive factors (e.g. background knowledge, attitudes, beliefs, and the ability or time to
engage in the cognitive processing of any incoming information and persuasive messages).
Therefore, one can expect actors to emphasize sustainability aspects differently, and even
‘short-list’ those that best align to their motivational and cognitive landscapes.

As Figure 1 suggests, the actor characteristics of motivations and cognitions are connected;
they typically shape each other. Such processes can be influenced by the institutional
freedom actors have in defining sustainability. E.g., environmental non-governmental
organizations have a low institutional freedom, having to observe the ecological
responsibilities set in their organizational statutes. In the case of businesses, they often
enjoy large institutional freedom in defining and operationalizing the sustainability aspects
on which they wish to concentrate (if at all). However, this freedom many be restricted
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when regulations, such as concessions, require them to implement particular
operationalisations of sustainability. Consequently, four key (groups of) factors are
considered in the PEC framework, as shaping the actors’ boundary judgments on
sustainability: cognitions (knowledge available and its interpretation; beliefs; attitudes);
motivations (interests, objectives, values); conceptualization of sustainability, and the
institutional freedom available for this.

An important question emerging, which is of high interest for DOC is: how can boundary
judgments be altered through multi-actor and institutional interactions? The most obvious
mechanism is that of learning. The PEC framework uses the term ‘persuasion’, in
acknowledgement of the interactions between motivations (perceived interests, hierarchies
of objectives and values) and cognitions. Psychologists define persuasion as “the active and
conscious effort to change attitudes through the transmission of a message” (Gazzaniga and
Heatherton, 2003:435).

The psychology literature largely accepts, nevertheless, that behaviour cannot always be
inferred from the exclusive study of motivations and cognitions (Gazzaniga and Heatherton,
2003; Kuhneman, 2012; Dillard and Pfau, 2002; Seiter and Gass, 2010). The structure of the
situation in which the individual acts, the (potential) behaviour of other actors present in
the operation environment, the expectations regarding how other actors would evaluate his
behaviour, the material conditions in the action environment - all affect the behavioural
choice of an individual. In addition, institutions, policies and rules are put in place to
constrain certain undesirable behaviours, or to stimulate desirable ones. Lockton and
co