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Abstract:  

This research investigates the potential incentives have on driving 

behaviour change towards the adoption of sustainable business practices by 

rural tourism operators in British Columbia (BC), Canada. Even though 

operators in rural BC have recognized the importance of making their 

business practices sustainable so that future generations are able to enjoy 

living and visiting these communities, they claim there is a lack of 

incentives from the industry. To support the BC rural tourism industry in 

attaining its aspiration to enhance the social/cultural, environmental and 

economic well being of the province, a model and corresponding 

recommendations on how to better support operators through strategic 

incentives was developed. Using the lens of strategic sustainable 

development, understanding the mechanisms of behaviour change and the 

role of operators as early adopters of sustainable practices, this research 

takes a whole systems perspective to identify in what ways sustainability 

can be encouraged by the tourism industry through the use of incentives in 

the context of rural BC.  
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Executive Summary 

 
Introduction 

 

It has become apparent that society cannot continue to develop at the same 

rate and scale as it has been during the last century (United Nations (UN) 

2009). The economy can no longer be thought of as independent of the 

Earth and society and a more conscious effort to consider the long term 

effects of human activities on Earth must be looked at from a systematic 

perspective (Capra 1985; Holmberg and Robèrt 2000). ―In a world where 

soon 10 billion people will seek to meet their needs, most people in 

business realize that, in some way, tomorrow's market place will change‖ 

(Holmberg and Robèrt 2000, 2). 

 

The Business Case for Sustainability  

 

At a first glance it would appear that large businesses have a greater impact 

on their environments, however, the collective number of employees and 

activities of small businesses particularly in the tourism industry in BC can 

have a much larger impact (TIAC n.d.; Statistics Canada 2009). ―Tourism 

plays an important role in the British Columbia (BC) economy, with nearly 

$5.5 billion – about 4% – of the province‘s gross domestic product 

originating in the tourism sector in 2006. Employment in the sector totalled 

120,400 people, accounting for one in every fifteen jobs in the province‖ 

(Hallin 2008, 1).   

 

Tourism is known to have positive and negative impacts in economic, 

social, and environmental terms (UN Environmental Programme (UNEP) 

n.d.). The integration of environmental, social, and economic sustainability 

helps minimize negative impacts, maximize positive impacts, and has 

proven to have numerous business benefits (Vaugeois et. al 2009; Willard 

2005; Savitz 2006). Despite the interest in sustainability it is difficult for 

the industry to make strategic decisions for how to become more 

sustainable without a scientific definition of sustainability and a strategic 

method for planning towards it. 

 

In 2009, the Fostering Innovation in Sustainable Tourism (FIST) project 

surveyed rural tourism operators in BC about what initiatives should be 

used to motivate tourism businesses to become more sustainable. The 
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number one response (81%) was that incentive programmes should be 

developed (Thuot et. al 2009). Realizing that little research has been done 

to identify the role incentives can play in making sustainable business 

practices more attractive for small businesses in specific industries, this 

current study investigates the theories behind incentives, behaviour change 

techniques and entrepreneur characteristics to examine successful criteria 

for programmes to assist tourism operators in rural BC adopt sustainable 

business practices. For the purposes of this report sustainable business 

practices are those that assist the business in the movement toward a 

scientific definition of sustainability. 

 

Strategic Approach   

 

There is one specific framework for strategic sustainable development 

which incorporates both a scientific definition of sustainability and a 

strategic understanding of the progress towards it (Bradbury and Clair 

1999). This framework for strategic sustainable development uses a 

structured set of scientific principles and guidelines to enable organizations 

to make decisions in a strategic manner towards sustainability (Broman, 

Holmberg, and Robèrt 2000). The scientific principles are based on four 

system conditions that were identified as the basic mechanisms of 

destruction (i.e. unsustainability) of the social and ecological systems and 

take into consideration substances coming from the Earth‘s crust, man-

made substances, physical degradation of ecosystems and the obstruction of 

basic human needs of society (Ny et al. 2006).  

 

Strategic sustainable development then uses backcasting, an approach that 

can be utilized to assist in planning for the future by addressing the gap 

between the current reality and the ultimate vision of success 

(sustainability) (Robèrt 2000; Ny et al. 2006). Although backcasting on its 

own is not strategic, having the vision framed by the four principles and 

using prioritization questions ensures the actions are strategically 

supporting the move towards sustainability. These prioritization questions 

are used to determine if the action selected will generate an adequate return 

on investment, is moving in the right direction – towards the vision, and 

provides a flexible platform for future decisions. 
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Research Questions 

 

A mixed-method research approach was used to address two main 

questions: 1. In what ways would incentives create lasting behaviour 

change in entrepreneurs and small business in the BC rural tourism 

industry? and 2. What types and aspects of incentives does the BC rural 

tourism industry think will have the potential to support operators and small 

business owners to adopt sustainable business practices?   

 

Results 

 

In the words of Michael Schaper, ―entrepreneurs seek to bring about change 

and new opportunities, both for themselves and for the communities they 

belong to‖ (Schaper 2002, 27), and are therefore often responsible for 

introducing innovation and adaption into society. A basic understanding of 

entrepreneurial characteristics, decision making styles, learning 

preferences, and the barriers which inhibit them from adopting sustainable 

business practices was reviewed in order to inform the BC tourism industry 

in their movement towards sustainability. 

 

Identifying entrepreneurs as early adopters in BC through the FIST project 

and understanding that early adopters are often opinion leaders illustrates 

that these are key individuals to target when trying to create behaviour 

change at the provincial level. These early adopters are in the final stages of 

the decision making process regarding the adoption of sustainable business 

practices, which represents the prime time for incentives to have the most 

impact. Gaining a clearer understanding of the personal characteristics of 

early adopters will also assist in increasing the potential of the adoption of 

sustainable business practices throughout the province. 

 

Within the categories of information, voluntary, economic, and regulatory, 

there are endless options of incentives to support small businesses in their 

journey towards sustainability (Wilkie 2005; Allen 2001).  Even though 

incentives have shown to be able to create lasting behaviour change it is 

important to consider the positive and negative implications of each, ensure 

that incentives are transparent and that they do not ‗crowd out‘ intrinsic 

motivations,, and include multi-stakeholder involvement (Allen 2001; 

Cameron 2001; Holmlund 2009). 
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A dialogue session that took place during the 2010 BC Rural Tourism 

Conference held in Kamloops, BC brought thirty-four operators and 

stakeholders together to assess potential incentives for motivating their 

behaviour change. Discussions regarding the importance of sustainability 

revealed personal values, future generations and survival as the main 

motivations behind participants‘ commitment to sustainable business 

practices. Information and voluntary based incentives were the most 

frequently discussed mainly in terms of education, peer support, and 

certification. Common success aspects for incentives and themes brought 

up throughout the entirety of the session were that incentives must be 

simple, ensure there is little ‗red tape‘, cater to realities of rural areas, allow 

for flexibility both for different types of businesses and for the levels of 

sustainability being reached, be affordable, incorporate face-to-face 

communication, and build off of and use existing mechanisms, 

programmes, and infrastructure already in place within the industry.  

 

Key findings included the importance of intrinsic motivations for change, 

the understanding of the adoption process for communicating to operators 

the recognition that entrepreneurial decision making is highly dependent on 

a strong support network and a hands-on learning approach, and that the 

removal of barriers can be used to build incentives.  

 

Recommendations 

 

Based on the results and the use of the strategic sustainable development 

approach, recommendations were created for the tourism industry of BC to 

support sustainable rural tourism.  These recommendations can be 

categorized under four main themes; vision, planning, education, and 

incentives. 

 

When used as a starting point, the vision can be framed by the four 

sustainability principles. The BC tourism industry has already created a 

vision for sustainability. While this demonstrates the industry‘s 

commitment, two key components are recommended to ensure the industry 

moves in the right direction: the definition of what is meant by 

sustainability and ownership from operators in rural areas around the 

province.  

 

When planning from a vision of success framed by the four sustainability 

principles there are positive and negative impacts within the tourism 
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industry. In order to ensure decisions are in fact contributing to the positive 

impacts in a systematic manner, a backcasting approach should be used 

where several guiding questions should be addressed by the industry when 

making decisions. A more detailed analysis of operational impacts is 

available in a variety of tools that integrate strategic sustainable 

development. 

 

Building the capacity of the individuals within the industry can assist with 

the communication about the vision and education about the sustainability 

constraints within the rural reality can then be utilized to share the 

knowledge with and through peer support networks. Identification and 

continuous support of these community champions, face-to-face 

communication, mentorships, and school partnerships have to cater to the 

informal learning style of entrepreneurs as to help diffuse information about 

sustainability within remote, rural areas. 

 

The findings regarding incentives clearly establish that multiple incentives 

including the key success aspects not only can create lasting behaviour 

change, but are also the most desired by operators.  Information incentives 

should utilize operator networks or peer support groups to continue the 

teaching and to diffuse the knowledge of sustainability throughout the 

entire industry. Voluntary incentives should ensure any certification 

programme incorporates the vision of sustainability so that the participants 

of the programme are moving in the right direction and it is measuring 

continuous improvement towards sustainability not simply participation 

levels. Financial incentives were mentioned as necessary for larger capital 

investments such as new energy technology, but must be matched with 

information to assist in the decision making. Regulation incentives were not 

shown to be effective for a small service-based industry therefore are not 

included in recommendations.  

 

Conclusion 

 

The objective of this study was to support the BC rural tourism industry 

through strategic incentives and through that extend the body of knowledge 

of strategic sustainable developement within the areas of small, service-

based businesses in the rural areas. The findings have the potential to 

inform the BC rural tourism industry on how to support rural tourism 

operators through strategic incentives. Rural tourism operators in BC 

understand this potential and therefore believe incentives can truly support 
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their move towards sustainability. The logical conclusion is that incentives 

need to be strategic in their purpose and be part of a holistic approach 

making use of a vision, planning, and education all customized for rural 

operators to ensure that they are contributing to the progress of the BC rural 

tourism industry towards sustainability. 
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Glossary 
 

Backcasting: A methodology for planning under uncertain circumstances, 

which starts by planning from a vision of success and proceeds by linking 

the present to the envisioned future in a strategic way (Dreborg 1996 as 

cited in Holmberg and Robèrt 2000).  

 

Behaviour Change: Transformation or modification of human behaviour 

through the use of techniques such as positive and negative reinforcement 

of desirable behaviour and/or the reduction of undesirable behaviour 

through its extinction, punishment and/or therapy (Skinner 1953). 

 

Entrepreneur: A person who has possession of a new enterprise, venture 

or idea and assumes significant accountability for the inherent risks and the 

outcome (Sullivan and Sheffrin 2003).   

 

Innovation: An idea, practice, or object that is perceived as new by an 

individual or other unit of adoption (Rogers 2003).  

 

Intervention: The act of intervening, interfering or interceding with the 

intent of modifying the outcome. In psychology, an intervention is usually 

undertaken to help treat or cure a condition (Hardeman et al. 2002).   
 

Small business: A firm with fewer than 100 employees (Industry Canada 

2010). 

 

Sustainable Business Practice: Business practices that assist businesses to 

move closer to the scientific definition of sustainability. 

  

http://en.wikipedia.org/wiki/Behavior
http://en.wikipedia.org/wiki/Reinforcement
http://en.wikipedia.org/wiki/Adaptive_behavior
http://en.wikipedia.org/wiki/Maladaptive_behavior
http://en.wikipedia.org/wiki/Punishment
http://en.wikipedia.org/wiki/Behavior_Therapy
http://en.wikipedia.org/wiki/Organization
http://en.wikipedia.org/wiki/Venture
http://en.wikipedia.org/wiki/Idea
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Acronyms 
 

COTA: Council of Tourism Associations 

DMO: Destination Marketing Organisation 

FIST: Fostering Innovation in Sustainable Tourism 

OECD: Organisation of Economic Cooperation and Development 

TIAC: Tourism Industry Association of Canada 

UNWTO: United Nations World Tourism Organisation 
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1. Introduction 

 
1.1 Background 

 
It has become apparent that society cannot continue to develop at the same 

rate and scale as it has been during the last century (United Nations (UN) 

2009). The economy can no longer be thought of as independent of the 

Earth and society, a more conscious effort to consider the long term effects 

of human activities on Earth must be looked at from a systematic 

perspective
1
 (Capra 1985, Holmberg and Robèrt 2000). Facing increasing 

costs of resources, waste management responsibilities, taxes, legislation, 

and customer demand, businesses and communities are seeking solutions to 

lead them into a sustainable future (Robèrt 2002; Willard 2005; Moore and 

Manring 2008; Lordkipanidze et al. 2005). ―In a world where soon 10 

billion people will seek to meet their needs, most people in business realize 

that, in some way, tomorrow's market place will change‖ (Holmberg and 

Robèrt 2000, 2). 

 

1.1.1 The Business Case for Sustainability  

 

According to the UN World Tourism Organisation and the Tourism 

Industry Association of Canada (TIAC), tourism is a service-based industry 

mostly made up of small businesses both globally and nationally (TIAC 

n.d.; Hall, Kirkpatrick, and Mitchell 1999). In Canada, 79% of tourism 

businesses employ fewer than 20 people, 19% have 20-99 employees and 

only 2% have over 100 employees (TIAC n.d.). TIAC goes further to say 

―if the Canadian tourism industry is to legitimately lay claim to the mantle 

of a green destination and remain viable in the longer term, it is up to all 

individual business owners and operators to become stewards of the 

environment and adopt sustainable practices‖ (TIAC n.d.). 

 

At a first glance it would appear that large businesses have a greater impact 

on their environments, however, the collective number of employees and 

activities of small businesses particularly in the tourism industry in BC can 

have a much larger impact (TIAC n.d.; Statistics Canada 2009). The reality 

                                                 
1
 The understanding of how things influence one another within a whole, the movement from 

reductionism to holistic paradigms (Bell and Morse 1999)  
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of small businesses and entrepreneurs differs from that of large businesses 

when making decisions about daily operations (Nooteboom 1994; 

Lordkipanidze et al. 2005; Shane 1994). Larger businesses often have 

financial resources, access to information, and human resource capacities to 

dedicate to social and environmental initiatives whereas these are not 

feasible for small businesses (Nooteboom 1994). Even though small and 

large businesses share concerns about environmental preservation and 

social responsibility, finances play a much more fundamental role in 

decision-making for small businesses (Savitz 2006).   

 

The integration of environmental, social, and economic sustainability has 

proven to have numerous benefits such as attracting  new markets, reducing 

operation costs, improving human resources – recruitment and training, and 

making the business more attractive to investors (Vaugeois et. al 2009; 

Willard 2005; Savitz 2006). While these benefits have been identified for 

larger businesses and often in the manufacturing industry, supporting small 

businesses in this move towards sustainability has become an increasing 

topic of interest (Willard 2005; Moore and Manring 2008; Lordkipanidze et 

al. 2005). Service-based businesses, such as those in tourism have seen less 

scrutiny even though many rural destinations rely on natural resources as 

their key attraction.  The industry also has a great dependence on fossil 

fuels required to transport people from their residence to the destination 

(McGillivray 2000; Vernon 2003; TIAC n.d.).  

 

Realizing that little research has been done to identify the role which 

incentives can play in making sustainable business practices more attractive 

for small, service-based businesses in specific industries, this study 

investigates the theories behind incentives, behaviour change techniques 

and entrepreneur characteristics to examine successful criteria for 

programmes to assist tourism operators in rural British Columbia (BC) 

adopt sustainable business practices. For the purposes of this study 

sustainable business practices are considered those which assist businesses 

to move closer to a scientific definition of sustainability.   

  

1.1.2 Sustainable Tourism in Canada 

 

With the increased ease of transportation and communication, tourism has 

become one of the fastest growing sectors in the world (World Tourism 

Organization 2009). Globally the tourism industry generates more 

economic activity than the oil, food production, and automobile industries 
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(United Nations World Tourism Organization (UNWTO) 2009).  In 2005, 

the income generated by international tourism arrivals reached US$ 680 

million (UNWTO 2009). In a report conducted by the Organisation for 

Economic Cooperation and Development (OECD), Canada is one of the 

most active countries in development of rural tourism activities and ranks 

15
th

 globally in terms of tourism receipts (UNWTO 2009; OECD 1994). 

The tourism sector in Canada generated over $74 billion in revenues in 

2008 (TIAC n.d.; Industry Canada 2009).  This represents over 660,000 

jobs and more economic activity than the agriculture, fisheries and forestry 

sectors combined (Industry Canada 2009). 

 

A customized definition for sustainable tourism was developed by the UN 

World Tourism Organization (2002, 10): Sustainable Tourism ―meets the 

needs of present tourists and host regions while protecting and enhancing 

opportunities for the future. It is envisaged as leading to management of all 

resources in such a way that economic, social and aesthetic needs can be 

fulfilled while maintaining cultural integrity, essential ecological processes, 

biological diversity and life support systems.‖ According to the United 

Nations Environmental Programme (n.d.) - Sustainable Consumption and 

Production Branch, ―positive consequences of tourism can arise only when 

tourism is practiced and developed in a sustainable and appropriate way.‖ 

Table 1.1 displays many of the positive and negative impacts of tourism in 

economic, social, and environmental terms.  The integration of sustainable 

tourism development can allow the positive impacts to be maximized while 

avoiding or minimizing negative impacts (United Nations Environmental 

Programme n.d.; Global Sustainable Tourism Criteria 2009).  
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Table 1.1. Positive and Negative Impacts of Tourism Development. 

 

 Positive Negative 

En
vi

ro
n

m
e

n
ta

l 

 Provides direct financial 

contributions to conservation 

 Improves management and 

planning 

 Increases awareness of 

environmental issues 

 Protection and preservation                                                               

 Improves regulatory measures 

 Improves area's appearance 

(aesthetic) 

 Depletion of Natural Resources 

o Water, oil, food and other raw materials    

o Land degradation - minerals, fossil fuels, 

fertile soil, forests, wetland, and wildlife   

 Pollution and greenhouse gas emissions 

o Air, noise, solid waste, littering, sewage, 

and aesthetic  

 Physical impacts  

 Loss of landscape and open space 

o Construction and Infrastructure 

development 

o Deforestation and intensified land use 

o Marina development 

 Trampling on vegetation and soil   

So
ci

o
-c

u
lt

u
ra

l  Improves quality of life 

 Strengthens communities 

 Facilities developed can benefit 

residents  

 Revaluation of culture and 

traditions      

 Civic involvement and pride 

 Promotes cultural exchange 

(educational experience)   

 A force for peace    

 Change or loss of local and indigenous 

identity    

 Culture clashes  - negative changes in 

values and customs     

 Job level friction through economic 

inequalities     

 Exclusion of locals from natural resources     

 Displacement of residents for tourism 

development    

Ec
o

n
o

m
ic

 

 Foreign exchange earnings 

 Increases in tax revenues 

 Employment generation 

 Stimulation of infrastructure 

 Contribution to local economies 

 Creates diverse business 

opportunities 

 Contribution to income and 

standard of living 

 Increases cost of living for locals  

o Goods and services 

o Land and housing 

 Regional inequalities from concentrated 

tourism 

 Infrastructure costs 

 Economic dependence of the local 

community on tourism 

 Seasonal character of jobs 

 

(Sources: United Nations Environmental Programme n.d.; Kreag 2001) 
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1.1.3 Sustainable Rural Tourism in British Columbia 

 

―Tourism plays an important role in the BC economy, with nearly $5.5 

billion – about 4% – of the province‘s gross domestic product (GDP) 

originating in the tourism sector in 2006. Employment in the sector totalled 

120,400 people, accounting for one in every fifteen jobs in the province‖ 

(Hallin 2008, 1). BC plays a leading role in Canada‘s tourism industry, 

receiving almost one third of international visitors, second only to Ontario 

(Hallin 2008).  Rugged mountains, breathtaking coastline, the largest 

remaining temperate rainforest, Canada‘s mildest weather, and endless 

kilometres of untouched back country terrain are an obvious attraction for 

many domestic and international tourists (McGillivray 2000).   

 

According to a recent Statistics Canada Rural and Small Town Analysis 

Bulletin (Beshiri, 2005) Canada‘s predominantly rural regions were visited 

by one half of Canadian visitors, 39% of US and 33% of overseas visitors. 

In Canada, as well as other industrialized countries, these rural
2
 areas have 

been faced with diminishing resource based economies such as forestry and 

agricultural and have turned to service-based economies such as tourism to 

maintain resilience and employment levels (OECD 1994; McGillivray 

2000; Vail and Hultkrantz 2000). When tourists visit rural areas they seek a 

wide variety of services such as accommodation, food and beverage, 

information, transportation, guided tours, local handicraft, local food, 

entertainment, adventure, etc. (Lordkipanidze 2002). All of these demands 

create economic opportunity for the locals living in those regions. 

Entrepreneurs in rural BC have been successful at fulfilling these increasing 

demands and offer a wide range of unique services and experiences to 

travellers (McGillivray 2000). Not only have operators in rural BC taken 

advantage of these business opportunities, in many cases they have assisted 

their communities in the successful transition from their previous resourced 

based industries (McGillivray 2000). 

 

Rural residents and operators have been frequently considered to have less 

concern for the environment than their urban counterparts (Huddart-

Kennedy et al. 2009; Tzschentke, Kirk, and Lynch 2008).  This is largely 

due to fact that environmental concern is often measured by the utilization 

of such things as recycling programmes and public transportation which are 

                                                 
2
 Rural – A sparsely populated geographic region located outside urban areas with a population of 

less than 1000 people and density of  less than 400 people per square kilometre. (Source: Statistics 

Canada, 1996) 
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not accessible in rural areas (Huddart-Kennedy et al. 2009). In fact, rural 

residents tend to be more in touch with nature and understand the value of 

environmental protection because their livelihood directly depends on it 

(Huddart-Kennedy et al. 2009) since tourism products often rely on 

sensitive natural and cultural resources where the quality of the 

environment directly affects the quality of the visitors‘ experience (Huybers 

and Bennett 2002). Sustainability is therefore especially important to those 

in rural BC and operators in rural areas have recognized the importance of 

developing more sustainable business practices so that many future 

generations will be able to enjoy living and visiting their communities 

(Vaugeois et al. 2009; McGillivray 2000).  

 

The topic of sustainable tourism development has been an area of 

considerable research and policy reflection across Canada for the past two 

decades (TIAC n.d.). In BC, sustainability is not only studied in the halls of 

academe but is also of significant interest in the boardrooms of provincial 

tourism ministries and industry associations (Vaugeois et al. 2009). BC is 

therefore not only a leading province in tourism for Canada, but it is also 

striving to be a role model in sustainable tourism (Vaugeois et al. 2009; 

Hallin 2008).  

 

The current vision for the tourism industry in BC is ―a British Columbia 

that is recognized internationally as a year-round tourism destination that 

provides exceptional ‗Super, Natural’ experiences in outstanding natural, 

cultural and urban settings. This vision also supports the enhancement of 

the social/cultural, environmental and economic well being of BC‘s 

destination communities‖ (Council of Tourism Associations (COTA) 2007, 

7). This vision was developed with industry stakeholders in 2001.  Since 

then the industry and government have taken on many sustainability 

initiatives such as the Foresight Project which includes an envisioned future 

for 2020, goals, and a detailed action plan with targets and milestones (see 

Appendix A) (COTA 2007).  There are also green business toolkits, 

partnerships, associations, conferences and forums to help move the BC 

tourism industry towards a sustainable future (BC Ministry of Tourism, 

Culture, and the Arts 2008).  

 

Despite all this focus on sustainability it is difficult for the industry to make 

strategic decisions for how to become more sustainable because there is no 

clear or common definition for what it means to be sustainable.  As well 

there is no strategic process to measure the risks involved in making these 
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decisions and making the  strategic trade-offs for planning towards 

sustainability (Holmberg and Robèrt 2000; Ny et al. 2006). 

 

1.2 Strategic Approach    

 
While there are tourism operators in BC choosing to implement 

sustainability-related practices into their business, in order to assist the 

entire tourism industry of BC in becoming more sustainable it is important 

to approach their context with a scientific definition of sustainability and a 

strategic understanding of sustainable development. It is imperative to have 

this understanding in order to assist the industry in making decisions and 

creating a plan to strategically move towards sustainability. A basic, yet 

scientifically rigorous understanding of sustainability allows practitioners to 

ground their actions in a way that will allow them to make smart choices 

for their businesses, society, and the environment. There is one specific 

framework for strategic sustainable development that incorporates both a 

scientific definition and a strategic understanding and offers ―a compass 

pointing toward sustainable development regardless of the user's current 

practices‖ (Bradbury and Clair 1999, 63). This framework for strategic 

sustainable development uses a structured set of scientific principles and 

guidelines to enable organisations to make decisions in a strategic manner 

towards sustainability (Broman, Holmberg, and Robèrt 2000). 

 

1.2.1 Scientific Definition 

 

The scientific definition of sustainability within the framework is based 

upon four system conditions that take into consideration the natural laws of 

science (Broman, Holmberg, and Robèrt 2000). These laws of science, such 

as the first and second law of thermodynamics, are accepted within the 

science community in any country, and in any scientific context (Broman, 

Holmberg, and Robèrt 2000). The strength of the framework lies in the vast 

acceptance of these laws, that it can be widely accepted by scientists in 

many fields (Robèrt 2002) and the ability for the scientific principles to be 

easily explained to those outside the science field (Bradbury and Clair 

1999). 

 

The scientific principles are based on four system conditions that were 

identified as the main causes of unsustainability within the social and 

ecological systems (Ny et al. 2006). The word ‗not‘ was then added to the 

conditions to create sustainability principles which define the circumstances 
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that enable healthy social and ecological systems (Broman, Holmberg, and 

Robèrt 2000). 

 

The four sustainability principles are then: 

―In a sustainable society, nature is not subject to systematically 

increasing… 

I. Concentrations of substances extracted from the Earth‘s crust; 

II. Concentrations of substances produced by society; 

III. Degradation by physical means; 

and, in that society… 

IV. People are not subject to conditions that systematically 

undermine their capacity to meet their needs‖ (Ny et al. 2006, 64; 

Holmberg and Robèrt 2000). 

 

With these four principles identified and understood, the definition is then 

general enough to be valid ―for all imaginable scenarios of a future 

sustainable society, in any culture of the world. At the same time, it is 

concrete enough to be useful for strategic planning in all kinds of activities, 

regardless of scale‖ (Broman, Holmberg, and Robèrt 2000, 9). 

 

1.2.2 Backcasting 

 

Strategic sustainable development then uses backcasting, an approach that 

can be utilized to assist in planning for the future from the ultimate vision 

of success (sustainability) (see Figure 1.1). In this context, backcasting uses 

an envisioned future of success, based on the four sustainability principles, 

with which to plan towards by determining what needs to be done today in 

order to reach the desired future (Robèrt 2000). Whereas forecasting takes 

historical records and trends to make predictions and can be used to plan for 

the future, backcasting outlines an ideal future to work towards as it 

recognizes that trends of today could be part of the problem, provides the 

ability for the desired success to be envisioned in the future and creative 

solutions can be sought to reach the vision (Holmberg and Robèrt 2000). 
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Figure 1.1. Backcasting 

(The Natural Step 2009) 

 

 

Although backcasting on its own is not necessarily strategic, having the 

vision framed by the four principles and using prioritization questions 

ensures the actions which are selected are strategically contributing to the 

move towards sustainability. These prioritization questions are used to 

determine if the action will generate an adequate return on investment, is 

moving in the right direction – towards the vision, and provide a flexible 

platform (Robèrt et al. 2002). An adequate return on investment must be 

considered so that the project can continue and includes not only financial 

resources but return on social, cultural, and political resources. Movement 

in the right direction ensures the project is supporting the tourism industry 

towards sustainability and their vision of success. These prioritization 

questions are also used to determine if the action allows for progress and 

flexibility for future investments and developments (Robèrt et al. 2002). 

The prioritization questions can be added for specific circumstances 

determined by the user. 

 

To effectively utilize backcasting from sustainability principles it is 

important to remember the current sustainability challenge of our society 

and envision a sustainable future to plan towards. Creating this vision is the 

first step in moving towards a sustainable tourism industry. Recognizing the 

current vision of the tourism industry, the vision could then become ―a 
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British Columbia that is recognized internationally as a year-round tourism 

destination that provides exceptional ‗Super, Natural‘ experiences in 

outstanding natural, cultural and urban settings (Council of Tourism 

Associations 2007, 7) while eliminating contributions to unsustainability. 

How to integrate this vision with the principles can be found in the 

recommendations section of this report. 

 

This vision creates a shared image or mental model of where those involved 

are attempting to reach in the future (Robèrt 2000). A shared mental model 

of success enables the tourism industry and operators to strive for the 

common goal which incorporates sustainability and encourages a 

systematic approach to finding solutions to the sustainability challenge 

(Robèrt 2000). 

 

An assessment of the current reality was needed to understand where the 

tourism industry is today. Creating an understanding of the current reality 

gives a baseline perspective of what the strengths and weaknesses are of the 

current practices, therefore allowing planning for changes in a strategic 

manner (Robèrt 2000). In this study, the current reality analyzes the 

positive and negative impacts and initiatives of the tourism industry in BC 

such as the revaluation and exploitation of culture, protection of and 

depletion of natural resources, and employment generation and increased 

cost of living (see Figure 1.1). Characteristics of small business operators 

within the industry including their decision making processes and 

motivations are also analysed, and through this current reality analysis the 

gaps and barriers to achieving the vision towards sustainability.  

 

1.2.3 Incentives 

 

In 2009, the Fostering Innovation in Sustainable Tourism (FIST) project, 

funded in part by the Canadian government, created a survey regarding the 

current reality to identify knowledge gaps and barriers to the adoption of 

sustainable tourism practices by rural tourism operators in BC as well as 

determining ways to support further adoption (Thuot et al. 2009). The 

survey created in the study was completed by 208 rural tourism operators 

from all regions of the province in a variety of sectors in the tourism 

industry including accommodation, food and beverage, and adventure or 

nature based tourism (Thuot et al. 2009). Questions regarding initiatives 

that would assist in adopting sustainable practices, current barriers to 

adoption, and the types of sustainable practices currently being used were 
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asked in order to gain a basic view of the state of rural tourism operators in 

BC regarding sustainability. The results of the survey provided a basis for 

understanding the current reality of the tourism industry in BC. 

 

When the FIST survey asked rural tourism operators in BC what initiatives 

should be used to motivate tourism businesses to become more sustainable, 

the number one response (81%) was that incentive programmes should be 

developed (Thuot et. al 2009). For the purposes of this thesis an incentive 

was defined as anything that entices, encourages, or motivates (Klapow 

2009) rural tourism operators in BC to incorporate sustainable business 

strategies into their daily operations.  
 

Acknowledging the demand for incentives and the investigation of how 

incentives have had a positive impact on sustainability it was necessary to 

understand the connection between incentives and behaviour change, gain 

input from the tourism operators about incentives, and strategically convert 

this information into practical model and recommendations for the industry. 

While there is some literature about the voluntary participation of operators 

in incentive programmes, authors suggest that academic research and 

literature have lagged behind the actual execution of such actions of 

operators and have ―not thoroughly considered their practical applicability 

as a viable alternative to command and control environmental policy‖ 

(Blanco, Rey-Maquieira, and Lozano 2009, 112).   

 

1.2.4 Behaviour Change 

 

Efforts to change behaviour can be directed towards encouraging it or 

discouraging it, depending on whether the problem being addressed 

involves a deficit or an excess of the behaviour (Sarafino 1996). A 

behaviour deficit means that a specific behaviour is not being performed 

often enough, long enough, well enough or strongly enough (Miltenberger 

2008). In this circumstance there is a deficit of sustainable business 

practices among rural tourism operators in BC and in order to analyse the 

potential that incentives have in that adoption, it is important to study the 

most prevalent concepts and models in the fields of behaviour change and 

incentive theory.  
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1.2.5 Diffusion of Innovations 

 

The diffusion of an innovation is the process of spreading a new idea, 

practice, or tool through a social system over a period of time (Rogers 

2003). This process includes information gathering, decision making, and 

adopting or not adopting something new (Rogers 2003; Wejnert 2002). 

Those involved in the process can be categorized into groups according to 

the time with which they adopt (Rogers 2003). For example, those that are 

the first to adopt are labelled innovators, the next group are early adopters, 

followed by early majority, late majority and laggards (Rogers 2003; 

Valente 1996) as illustrated in Figure 1.2.   

 

 
 

Figure 1.2. Categories of Innovativeness 

(Source: Rogers 2003, 281) 

 

If the adoption of sustainable practices among rural tourism operators in BC 

is viewed as the innovation, then the theory of the diffusion of innovations 

can be used to better understand the characteristics of those that have begun 

to adopt (innovators and early adopters) and  the importance of supporting 

them during their decision making process. To overcome the threshold 

between early and late majority, an innovation has to reach what is called 

the critical mass, which is the point within the adoption curve in which 

enough individuals have adopted the new practice so that its continued 

adoption becomes self-sustaining. For that to happen, there are several 

strategies, among which the provision of support and benefits for 

innovators and early adopters of an innovation (Rogers 2003; Wejnert 

2002). 
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Methods for effectively communicating with each of the categories of 

adopters can be utilized to strategically motivate the key players to assist in 

the diffusion process (Rogers 2003). By gaining a better understanding of 

these groups, strategic measures can be planned to support the tourism 

industry in rural BC in its move towards sustainability. 

 

By gaining knowledge of the current reality of rural tourism operators 

within BC, utilizing the previously described topics and theories as well as 

backcasting from sustainability principles as outlined above, this research 

then gives an understanding of the current reality and assists in attaining the 

vision of a sustainable tourism industry in BC. 

 

 

1.3 Research Goal and Questions  

 
1.3.1 Research Goal 

 

The overarching goal of this paper was to support the BC rural tourism 

industry to move towards sustainability through strategic incentives. In its 

attempt to attain the aforementioned goal, this research ultimately aimed to 

inform the BC rural tourism industry on the role of incentives in creating 

behaviour change as well as to provide it with a recommended model and 

key aspects to be taken in consideration when incenting new practices. To 

better serve this purpose and to produce an outcome of practical usefulness 

to the BC rural tourism industry, this investigation was conducted from the 

operator‘s perspective and guided by the strategic sustainable development 

approach. 

 

 

1.3.2 Research Questions 

 

1. In what ways would incentives create lasting behaviour change in 

entrepreneurs and small business in the BC rural tourism industry? 

 

2. What types and aspects of incentives does the BC rural tourism industry 

think will have the potential to support operators and small business owners 

to adopt sustainable business practices? 
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2. Methods 

 
2.1 Mixed-method Research 

 
This study used a mixed-method research approach which ―is the type of 

research in which a researcher or team of researchers combines elements of 

qualitative and quantitative research approaches (e.g. use of qualitative and 

quantitative viewpoints, data collection, analysis, inference techniques) for 

the broad purposes of breadth and depth of understanding and 

corroboration‖ (Johnson, Onwuegbuzie, and Turner 2007).  

 

The use of a combination of methodologies in the study of the same 

phenomenon can also be called triangulation (Denzin 1978), which is 

considered a vehicle for cross validation when two or more distinct 

methods are found to be congruent and yield comparable data (Jick 1979). 

Triangulation is typically perceived to be a strategy for improving the 

validity of research or evaluation findings as it ―aids in the elimination of 

bias and allow the dismissal of plausible rival explanations such that a 

truthful proposition about some social phenomenon can be made‖ 

(Campbell and Fiske 1959; Denzin 1978; Webb et al. 1966 as cited in 

Mathison 1998, 14). Although it is known that each method has assets and 

liabilities, triangulation should build upon the assets and neutralize 

liabilities allowing researchers to be more confident of their results (Jick 

1979). 

 

Besides methodological triangulation, this research, for the purposes of 

validity and reliability, utilized investigator triangulation as it involved 

more than one researcher, and theoretical triangulation as it employed more 

than one theory in the interpretation of the studied phenomenon.  

 

 

2.1.1 Phase One: Literature Review 

 

During the literature review phase academic journal articles, e-books, and 

books were used to investigate the topics of sustainable tourism, rural 

tourism, dialogue techniques and incentive, entrepreneurial behaviour and 

behaviour change theories.  
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In order to address the first research question, study in the field of 

behaviour change was required to provide insight as to how incentives can 

influence individuals‘ motivation to act. The individuals under 

consideration in this paper were owners and operators of small businesses 

in rural tourism in BC. In order to comprehend how these individuals make 

decisions it was important to study the psychological aspects of 

entrepreneurial behaviour, traits of personality, common values, regular 

preferences, standard conduct and decision making patterns (Smith and 

Mckenzie-Mohr 1999).  

 

 

2.1.2 Phase Two: Dialogue and Questionnaire 

 

Dialogue. Techniques for changing behaviour often require that the target 

group be not only the subject of the process but an active participant in it, 

contributing to its progress (Moya 2000).  One of the non-traditional 

methods gaining popularity for building this type of involvement and 

creating behaviour change in other industries is dialogue (Yung 2000).  

Dialogue takes into account that there are multiple valid perspectives 

(Dessel and Rogge 2008) and enables participants to take part in decision 

making, allowing  input to shape successful outcomes and ownership 

building (Schein 1993).    

 

Dialogue as a research method has been used since the 1970s and is a part 

of qualitative research, specifically participatory research and evaluation 

methodology (Kassam 1997).  Dialogue as a research method assists in 

showing the ‗flesh and blood‘ of a topic or issue (Kassam 1997), meaning 

that is shows the insights, thoughts, and the reality of those involved in the 

session. 

 

The dialogue session in phase two took place on April 8th, during the 2010 

BC Rural Tourism Conference held in Kamloops, BC (see Appendix B for 

Dialogue Session outline). The dialogue session brought thirty-four 

operators and stakeholders together and provided them with a space to 

share their perspectives and experiences and assess potential incentives for 

motivating their behaviour change. The technique used for the session was 

The World Café which is useful for engaging multi-stakeholder groups in 

answering questions that matter (The World Café 2008).   
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The group of thirty-four dialogue participants (see Appendix C) was broken 

up into five small groups and given four twenty minute rounds to discuss 

each of the three   questions given to them- the second question was 

repeated for the second and third rounds: 

1. Why is sustainability important to you and how does it relate to 

why you are here today? 

2. What incentives would motivate you to adopt sustainable 

business practices? 

3. How can the tourism industry stakeholders support each other 

in the next steps? 

Recurrent themes and main ideas were then recorded and highlighted to 

serve as material for the recommended model  for the  tourism industry in 

rural BC presented in the Recommendations section.  

 

Questionnaire. With the intention of collecting important data on the main 

considerations made by tourism operators when deciding to participate in 

an incentive programme, the participants of the aforementioned dialogue 

session were invited to complete a short questionnaire. For more details 

please see Appendix D. The responses were also intended to provide 

general information about the audience and confirm the general profile of 

the targeted group. 

 

 

2.1.3 Phase Three: Synthesis  

 

The collection of data was followed by the organisation, analysis and 

synthesis to identify the most relevant information to answer the research 

questions. The findings from the literature review as well as the data 

collection from the dialogue session and the quantitative data collected 

through the questionnaire assisted with the researchers‘ understanding of 

the current reality from which to support the movement of the tourism 

industry of rural BC towards sustainability. 

 

Using the lens of strategic sustainable development and incorporating a 

definition for sustainability into the vision for the BC rural tourism 

industry, allowed for the creation of strategic model and recommendations. 

Backcasting from the vision, the current reality then served as input to the 

development of these recommendations on how to bridge the gap between 

the present situation and the desired future. In order to be strategic the lens 
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also includes the understanding of the principles for sustainability, and the 

prioritization questions. System thinking was also used to help delineate 

results and guide discussion since it ―embraces holism and creativity to 

handle complexity, change and diversity‖ (Jackson 2003, 3), making it 

possible to see the big picture and draw connections among findings.  

 

 

2.1.4. Phase Four: Expert Panel 

 

During the whole process of data collection and analysis, an informal panel 

of experts in the fields of sustainability, rural tourism, and dialogue 

facilitation techniques provided feedback on methodology and results. Dr. 

Nicole Vaugeois, BC Regional Innovation Chair in Tourism and 

Sustainable Rural Development contributed throughout the length of this 

study with information on the current reality of rural tourism operators in 

BC and the role of those individuals as innovators and early adopters of 

sustainable business practices. Augusto Cuginotti, expert in facilitation and 

dialogue techniques, took part in the planning of the dialogue session, from 

the design of the questions to the choice of data collection process, as 

explained in section 2.1.2. Pong Leung and Dave Waldron, specialists in 

strategic sustainable development, provided this study with valuable 

insights into how to better make use of the strategic lens and system 

perspective when analysing the data collected. The feedback contributed to 

enhancing the validity of the research methods and the quality of the 

discussion and recommendations.  
 

 

2.2 Limitations 

 
Limitations of dialogue as a qualitative research method relate to the fact 

that as a conversational process based on open ended questions and 

interaction among participants, it cannot be entirely predetermined, which 

can be seen as less control over the data collected (Morgan 1988). There is 

also the risk of group think, meaning that people can feel pressured to 

express an opinion which is in line with the rest of the group even if that 

opinion is at odds with their own personal one (Kitzinger 1995). Finally, 

another risk is that one or two individuals dominate the group, creating an 

inaccurate view of what participant‘s overall opinions are (Kitzinger 1995). 
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By having rounds of conversation in which participants had to switch tables 

and interact each time with different people, the risks of group think and 

individual domination would be minimized since each round presented 

itself as a new discussion. Also, as the collection of data would be done in 

the small groups before being shared with the larger group, each table could 

express their opinions without the bias of the answers coming from other 

tables. The questions made were meticulously thought through with the 

expected answers for each and the logical flow between rounds in mind as a 

way to enhance control over the data collected. 

 

The use of questionnaires also implies certain general limitations. As 

questionnaires are standardised, it is not possible to explain any points in 

the questions that participants might misinterpret (Creswell 2003) and they 

do not offer the researcher the opportunity to follow up ideas and clarify 

issues (Punch 1996). For that reason, the questionnaire was created as a 

complementary method using closed questions. Also, the questionnaire 

would be completed by participants in the presence of the researchers who 

would welcome any inquire or comments about the questions asked, aiming 

to minimize the chances of misunderstanding.  
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3. Results 

 
3.1 Literature review 

 
3.1.1 Behaviour Change 

 

―The application of behaviour change techniques assumes that behaviour is 

generally malleable and can be modified by providing appropriate 

experiences‖ (Sarafino 1996, 19). In this case incentives can be considered 

‗appropriate experiences‘ that encourage behaviour change to happen. Once 

the psychological stimuli that allow a desired behaviour to manifest itself 

are understood, it is easier to determine how an intervention, in this case an 

incentive, can enhance the probability of the desired behaviour to come 

about (Deci 1972).  Since a person‘s ability to satisfy his/her needs is not 

dependent upon external circumstances alone, but also upon the resources 

within themselves, some important components of these necessary internal 

resources are: knowledge of how to attain the desired goal; sufficient 

confidence in their success; and a state of readiness (French 1941).  

 

Although negative reinforcements, or disincentives, occur very frequently 

in our everyday lives, disincentives are not considered the best strategy in 

behaviour modification programmes (Sarafino 1996). Professionals who 

design and administer interventions to change behaviour typically try to 

minimize the use of negative reinforcements, mainly because of the 

potential undesirable side effects, such as individuals avoiding the 

programme (Lattal and Chase 2003).  

 

Intrinsic Motivations for Change. Intrinsic motivations come from rewards 

inherent to a task or activity itself while extrinsic motivations come from 

outside of the performer, such as money or a threat of punishment (Kreps 

1997). The self-determination theory developed by Edward Deci and 

Richard Ryan (2000) focuses on the importance of intrinsic motivation 

when setting goals to drive human behaviour. According to this theory, a 

vital issue in the process of attaining a goal is the degree to which people 

http://en.wikipedia.org/wiki/Self-determination_theory
http://en.wikipedia.org/wiki/Edward_L._Deci
http://en.wikipedia.org/wiki/Motivation#Intrinsic_motivation
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are able to satisfy their basic needs
3
 while they pursue the desired outcome 

(Deci and Ryan 2000). The goal exists as a potential incentive for the 

process of satisfying needs, as it helps to activate the motivation that causes 

the behaviour and gives direction (Locke and Latham 2002).For example, 

with respect to rural tourism some operators have a goal of becoming 

carbon neutral due to the need for protection from effects of climate 

change. It is this intrinsic motivation that is the key to driving the behaviour 

change.  

 

Social-cognitive models of behaviour change define motivation as a process 

that leads to the forming of intentions and volition
4
 as a process that leads 

from that intention to the actual behaviour (Gollwitzer 1996). Since 

intentions, even though crucial, are not always sufficient to cause actions, 

there must be something else: volition (Webb and Sheeran 2006). Volition 

is, therefore, a cognitive process by which an individual decides on and 

commits to a particular course of action, a special kind of mental action by 

which an individual actively and mindfully bridges the gap between 

deciding to act and actually initiating and undertaking the action (Zhu 

2004).  

 

An example of such a motivational and volitional process is perceived self-

efficacy, which means the individual‘s impression of their own ability to 

perform a task. This impression of their own ability is based on previous 

experience, their psychological state and external sources of persuasion 

(Bandura, Adams and Beyer 1977) such as incentives. Self-efficacy is 

supposed to facilitate the forming of behavioural intentions, the 

development of action plans, and the initiation and undertaking of action. 

The more capable people judge themselves to be, the higher the goals they 

set for themselves and the more firmly committed they remain to their goals 

(Locke and Latham 2004).  

 

Therefore, intrinsic motivations are internal forces that are driven by 

personal needs which can lead to behaviour change (Kreps 1997; Deci and 

                                                 

3
 Basic needs can be categorized as subsistence, protection, affection, understanding, participation, 

leisure, creation, identity and freedom. They are finite, classifiable and constant through all human 

cultures and across historical time periods (Max-Neef 1992).  

4 Volition or ones will is the act of the mind by which an individual decides on and commits to a 

particular course of action. (Gollwitzer 1996) 
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Ryan 2000; Locke and Latham 2002). This behaviour change happens 

through a process from intention to action through a persons‘ will, or 

volition, and by the persons‘ belief in their own ability to succeed 

(Gollwitzer 1996; Webb and Sheeran 2006; Zhu 2004; Locke and Latham 

2004).  

 

Interventions. Behaviour change interventions can be based on the 

exploration of intrinsic or extrinsic motivations (Hull 1943). Interventions, 

however, do little or nothing if they do not remove important barriers or 

limiting conditions to change (Fishbein and Yzer 2003). Since different 

individuals face different barriers and the impediments are often multiple, 

little happens until the right combination of intervention types is found 

(Stern 2000).  

 

The right combination of interventions is the one that addresses human 

behaviour according to its causal variables (Stern et al. 1995) such as: 

 personal attitudes such as values, beliefs and norms 

 personal capabilities such as knowledge and skills, as well as 

resources such as time and money 

 contextual forces such as interpersonal influences, community 

expectations, advertising, governmental regulations, legal and 

institutional factors, monetary incentives, physical difficulties, 

constraints provided by technology and the built environment, 

availability of public policies, etc. (Stern 2000) 

 

Diffusion of Innovations. The FIST project defined three key categories of 

operators in BC with regards to sustainable tourism practices 1) those that 

have not adopted sustainable tourism practices (10%); 2) those that have 

adopted some practices (61%); and 3) those that are committed to 

sustainable tourism practices and have implemented them into many 

aspects of their business (27%) (Thuot et. al 2009). The demand for 

incentives came particularly from the second and third categories, which 

Roger‘s (2003) diffusion of innovations theory would consider early 

adopters.  

 

In most systems, the early adopters‘ category, more than any other, has the 

highest degree of opinion leaders (Rogers 2003; Baumgarten 1975). 

Potential adopters look to early adopters for advice and information about 

an innovation (Rogers 2003; Robertson 1967). This adopter category is 

generally sought by change agents as potential local champions with the 



22 

 

ability to speed the diffusion process and help trigger the critical mass 

needed to sustain the adoption process (Rogers 2003; Valente 1996). The 

early adopter is also respected by their peers, and in essence put their stamp 

of approval on a new idea by adopting it. 

 

According to the diffusion of innovations theory (Rogers 2003) and change 

theory (Prochaska , DiClemente , and Norcross 1993) there are five stages in 

the innovation-decision process that lead to the full adoption of a new 

practice (see Figure 3.1). It is during the fourth (implementation) and fifth 

(confirmation) stages that the need for intervention is most evident. In these 

stages the individual has already made an informed decision but still 

searches for continuous motivation and reinforcement. Although during all 

five stages of the process motivational factors such as people‘s readiness to 

change, realistic expectations, sense of commitment and social support 

must be carefully dealt when aiming for a successful intervention (Sarafino 

1996).  

 

 
 

Figure 3.1. A Model of the Five Stages in the Innovation-Decision Process 

 (Source: Rogers 2003). 

 

Considering the adoption of sustainable practices, the decision making 

process outlined in Figure 3.1, and identifying some rural tourism operators 

in BC as innovators and early adopters, it is relevant to note that these 

operators have already passed the stages of knowledge and persuasion and 

are currently at the stages of decision, implementation and confirmation. 
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During these stages incentives can help to facilitate the adoption and 

maintenance (Rogers 2003) of sustainable practices.  

 

The adoption of new practices can also be more successful when the 

following aspects are considered (Rogers 2003):  

 Compatibility: degree to which an innovation is perceived as 

consistent with the existing values, past experiences, and needs of 

potential adopters 

 Complexity: degree to which an innovation is perceived as difficult 

to understand and use 

 Trialability: degree to which an innovation may be experimented 

with on a limited basis such as a pilot program 

 Observability: degree to which the results of an innovation are 

visible to others  

 

Identifying early adopters in BC through the FIST project and 

understanding that early adopters are often opinion leaders illustrates that 

there are key individuals to target when trying to create behaviour change at 

the provincial level. Supporting early adopters is crucial to the diffusion of 

an innovation since it is a strategy to help overcome the threshold between 

early and late majority. This turning point, called the critical mass, is the 

point within the adoption curve in which enough individuals have adopted 

the new practice so that its continued adoption becomes self-sustaining 

(Rogers 2003; Wejnert 2002).  

 

The five stages of the decision making process show that these early 

adopters are in the final stages of the process, and that this is the prime time 

for incentives to have the most impact. Tailoring these incentives through 

key aspects such as compatibility will assist to create greater ease of the 

adoption process. Gaining a clearer understanding of the characteristics of 

early adopters will also assist in increasing the potential of the adoption of 

sustainability throughout the province. 

 

 

3.1.2 Entrepreneurs and Small businesses 

 

General Characteristics. In the words of Michael Schaper, ―entrepreneurs 

seek to bring about change and new opportunities, both for themselves and 

for the communities they belong to‖ (Schaper 2002, 27), and are therefore 

often responsible for introducing innovation and adaption into society. For 
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Schumpeter, to be an entrepreneur is to be an agent of change; ―...the 

entrepreneur and his function are not difficult to conceptualise: the defining 

characteristic is simply the doing of new things or doing of things that are 

already being done in a new way (innovation)‖ (Schumpter 1947 as cited in 

Miller and Garnsey 2000, 447). A basic understanding of entrepreneurial 

characteristics, decision making styles, learning preferences, and the 

barriers which inhibit them from adopting sustainable business practices 

was necessary in order to inform the BC tourism industry in their 

movement towards sustainability. 

 

Due to the similarities of entrepreneurs with innovators and early adopters 

(Miller and Garnsey 2000), the diffusion of innovations decision making 

process discussed in section 3.1.1 can also be useful for understanding 

entrepreneurs. While not all small businesses are considered 

entrepreneurial, the usual average is 10-20% which is comparable to the 

innovator and early adopter categories (16%) on the Rogers Categories of 

Innovativeness curve as in Figure 1.2 (Mador 2000; Nooteboom 1994; 

Rogers 2003).  Understanding early adopters and how they make decisions 

is helpful to determine how they will best respond to information.   

 

As entrepreneurs have a strong connection to personal values, their business 

decisions are often an extension of these (Carlsen et. al 2001; Nooteboom 

1994; Vaugeois et. al 2009).  If sustainability is important to the owner on a 

personal level it will transfer to their daily operating decisions (Bramwell 

and Alletorp 2001).  During the FIST project, 20 operators in BC were 

profiled and a similar study conducted in Western Australia identified that 

the main motivators for adopting sustainable business practices were 

(Vaugeois et al. 2009; Carlsen et al. 2001): 

 personal values 

 desire to minimize negative impacts on the environment and 

community  

 pursuing a greater purpose  

 desire to maintain a lifestyle for themselves and their family 

 desire to raise awareness and educate others (employees, guests, 

community)  

 focus on quality/authenticity of services and product  

 awareness of the economical benefits of adopting sustainable 

practices.  
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Decision Making. In addition to the connection to personal values, 

entrepreneurs often hold other similar characteristics such as extraversion, 

agreeableness, need for achievement, risk taking, desire for independence, 

verbal internal communications, and multiple roles of workers (Nooteboom 

1994; Lordkipanidze 2002, Vaugeois et. al 2009). Their process of decision 

making, which is deeply influenced by the characteristics above mentioned,   

is based on past experience, personal values, intuition and tacit knowledge 

(Harper 1996; Shane 2003; Nooteboom 1994), making use of information 

informally gathered through networks, word-of-mouth, and local advisors 

(Mador 2000; Nooteboom 1994).  

 

During a study by Bart Nooteboom (1994) about the diffusion of 

innovations in small firms, it was identified that the transfer of information 

from these informal networks is much more successful through already 

established relationships, involving suppliers, customers, colleagues, 

bankers, accounts, associations, or local government counsellors.  

Nooteboom (1994) goes on to say that networks are vital to the successful 

diffusion of an innovation among small businesses as networks play a key 

role in the informal distribution of knowledge and for many innovations as 

more businesses begin to adopt, the cost of implementation goes down and 

therefore the profitability increases once again increasing the rate of 

adoption. 

 

Learning Preferences. The informality of the process of sharing knowledge 

is also related to the practical learning style of entrepreneurs, who do not 

usually respond to highly technical explanations of new innovations, 

instead they would rather talk about it with other business owners who have 

experienced it (Nooteboom 1994; Shane 2003).  ―Transfer of knowledge 

and technology to small business is problematic, particularly when the 

sources and channels are scientific and formal....the personal external 

network of the entrepreneur is an important business asset in the process of 

gaining awareness‖  (Nooteboom 1994, 342). This business network must 

be trusted and is most effective when given a personal touch (Nooteboom 

1994). 

 

Within networks, entrepreneurs learn by doing and learn by direct 

observation (Kirszer 1973). The attention to the modeling of behaviour is 

therefore particularly relevant to them. Observation involves repetition and 

experimentation, which increase the entrepreneur's confidence in certain 

actions and improves the content of his/her stock of knowledge (Minniti 
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and Bygrave 2001). Learning from best practices through a network or 

community of similar businesses can build a knowledge base and 

collectively promote advancement within the industry (Moore and Manring 

2008).   

 

If the adoption of sustainable business practices were thought of as a 

competitive advantage for a small business, it would seem an obvious 

contradiction for an entrepreneur to want to share a newly acquired 

competitive advantage with competitors. However, Nooteboom (1994) 

states that the probability of adoption increases as the expected returns 

increase and expected risks decrease. Miller and Garnsey go further to say 

that as the adoption becomes more visible, the rate of diffusion even 

increases enhancing the success of adoption (Miller and Garnsey 2000; 

Rogers 2003).  This reinforces the need for good communication and 

sharing of best practices between the businesses adopting sustainable 

business practices. 

 

As well as the formation of networks, the creation of the right environment 

for entrepreneurs to flourish is also very important when wanting to 

increase the rate of adoption of a new innovation as well as the overall 

success of small businesses (Nooteboom 1994; Harper 1996). Government 

support, labour conditions, access to permits, technology, and cooperative 

regulations are just a few key aspects to fostering entrepreneurship 

(Lordkipanidze et. al 2005; Nooteboom 1994). This shows the importance 

key stakeholders in the BC tourism industry can play in the movement 

towards sustainability. 

 

Barriers. Identifying barriers that operators are faced with can assist in the 

determination of incentives to overcome these barriers.  The FIST project in 

BC and similar studies in Western Australia and South East Cornwall, UK 

identified common barriers among operators such as (Vaugeois et al. 2009; 

Carlsen et al. 2001; Vernon et al. 2003):  

 lack of money to invest 

 lack of clear understanding of terms such as eco, green, or 

sustainable 

 limited access to suppliers who sell sustainable or local products 

 lack of incentive programmes; other business priorities 

 lack of simple and clear information about sustainable practices 

 difficult to access expert advice in remote areas 

 lack of commitment to sustainability 
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 restrictive legislation. 

Breaking down these barriers through the use of incentives can be one 

strategy to increase the rate of adoption of sustainable business practices 

(Garner and Stern 1996). 

 

 

3.1.3 Incentives 

 

Categories. Incentive theory claims that external factors can bring out 

behaviours in individuals (Covinton and Müeller 2001). The basic concept 

behind incentive theory is creating a goal or vision to be reached and 

rewarded (Ariely, Bracha, and Meier 2007).  The value people ascribe to 

goals, the expectations about attaining them and the mechanisms that keep 

people moving towards the selected goals influence not only the initial 

change in behaviour but the continuance of the behaviour (Locke et al. 

1981). 

 

Similar to motivations, incentives may have intrinsic or extrinsic 

components (Covinton and Müeller 2001).  An incentive can speak to a 

person‘s intrinsic beliefs and values or contribute to external factors which 

enable a particular action (Covinton and Müeller 2001).   While behaviour 

change theories have been mostly used in this study to examine individuals‘ 

internal sources of motivation, incentives will be examined to explore the 

external forces that can create lasting behaviour change. 

 

There are many types of incentives and a variety of ways to categorise them 

(Wilkie 2005; Allen 2001). Table 3.1 show four main categories identified 

for this research, which are: 

 Legislation/Regulation 

 Voluntary Agreements 

 Economic and Market 

 Information  
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Table 3.1. Types of Incentives 

 

 Description Pros and Cons Examples 

In
fo

rm
at

io
n

 b
as

ed
 Collection and 

dissemination of 

information on the effects 

of products and services 

and the performance of 

industry, government, and 

nongovernment 

organisations on 

environmental, social, and 

economic matters. 

Pros—Industry can improve 

reputation and stakeholder 

relations, prove due diligence, 

capitalize on market 

advantages, and illustrate 

leadership. 

        

Cons—Non-standardized and 

verified information lacks 

credibility, comparability, and 

reliability. 

Eco-audits 

Pollutant release 

inventories 

Cost-benefit 

analysis 

Life-cycle 

assessment 

Reporting 

V
o

lu
n

ta
ry

 A
p

p
ro

ac
h

e
s Measures to improve 

environmental, social and 

economic performance and 

practices and are dependent 

on voluntary participation. 

These measures go above 

and beyond regulatory 

requirements, but need not 

be initiated by 

governments. 

Pros—Flexibility, recognition, 

reward, encourage above 

compliance, illustrate 

leadership, enhance reputation 

and relations with stakeholders. 

 
Cons—Can lack public 

support, high administrative 

costs, objectives may not be 

met, free-riders. 

Provincial 

Association 

Memberships 

Clusters/ 

Cooperatives 

Provincial and 

Industry Forum 

Participation 

Certification and 

Labelling 

Ec
o

n
o

m
ic

 a
n

d
 M

ar
ke

t Low-cost measures that 

operate through market 

processes or use other 

financial instruments to 

motivate desired levels of 

performance or behaviour. 

Pros—Efficient, internalize 

environmental costs, flexibility, 

stimulate innovation, and 

encourage continual 

improvement. 

 

Cons—No guarantee that 

objectives will be met, lack of 

knowledge and awareness, 

lengthy implementation, and 

may require additional 

administration resources. 

Charges/Levies - 

volume based 

Deposit-refund 

systems 

Subsidies, 

Grants, and 

Loans 

Creation of 

markets i.e. 

carbon cap and 

trade markets 

Le
gi

sl
at

io
n

 

'Command & Control' - 

Rules and regulations 

created by government. 

Pros - Forms the foundation for 

management strategies. 

 

Cons – Restrictive policies can 

stifle innovation and creativity. 

Polluter-pays 

Permit system 

Taxes (eco-

taxes) 

(Sources: Wilkie 2005; Allen 2001) 
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Information. Information based initiatives such as eco-audits that give 

operators a measure of where they are currently in such areas as energy and 

water usage and carbon footprints allow operators to better measure 

impacts, manage costs, and increase profitability through eco-efficiencies 

(Allen 2001). As well, programmes that show the effects of products and 

the environmental performance of businesses and organisations have been 

proven to be incentives for the enhancement of environmental practices 

(Wilkie 2005). 

 

Reporting is another form of information based incentives (Wilkie 2005). 

Reporting can document economic, social and environmental performance, 

health and safety, employee and community relations (Moore, Smith and 

Newsome 2003; Wilkie 2005). The benefits of reporting include enhancing 

the organisation‘s reputation and therefore the bottom line (Wilkie 2005; 

Palmer and van der Vorst 1997). Most reporting initiatives however, lack 

standards on how to report and, without a third party verification, can be 

viewed as un-reputable (Wilkie 2005).  

 

Voluntary Agreements. Voluntary agreements and initiatives had a rapid 

increase in the 1990s and up to the early part of the 2000s voluntary 

initiatives had involved mainly larger organisations (Allen 2001). 

Voluntary agreements have continued to increase and are often a 

component of various other incentive initiatives (Dewhurst and Thomas 

2003; Wilkie 2005). Voluntary agreements encourage the targeted group to 

go beyond compliance of regulations and often recognize the importance of 

reward and recognition (Wilkie 2005). 

 

Voluntary agreements can be between government and industry or initiated 

solely by industry at the federal, provincial or municipal level, and can be 

used to create a registry of those participating. If registries are not created, 

or the initiative is industry wide there is the opportunity for some to become 

industry ‗free-riders‘ where operations not participating receive the same 

benefits as those that are (Wilkie 2005, Allen 2001). ―Many firms that are 

willing, in principle, to enter into voluntary arrangements are conditioning 

their participation on government‘s ability to provide a minimum base of 

regulation to prevent ‗free-riding‘ by their competitors‖ (Allen 2001, 152). 

 

Successful voluntary agreements need to be negotiated with transparency 

and multi-stakeholder involvement (Allen 2001). Successful agreements 
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also need a third party evaluation process to ensure credibility is maintained 

for all involved (Allen 2001). Positive outcomes of voluntary initiatives are 

often due to the underlying economic benefits (Blanco et al. 2009). Some of 

the underlying economic benefits associated with the bottom line are things 

such as enhanced reputation and marketing opportunities, the flexibility to 

select cost effective measures that fit the individual business, and the 

reduction of costs associated with compliance and enforcement of 

regulations (Wilkie 2005).  

 

Labelling is a popular form of voluntary agreement incentives that can 

provide a variety of benefits. Labelling and certifications are meant to 

standardize environmental claims and provide consumers with credible and 

reliable information (Toth 2000; Wilkie 2005). Some of the benefits of 

labelling and certifications are the ability for businesses to charge higher 

prices, develop niche markets, expand market share, and receive 

environmental stewardship rewards (Wilkie 2005). Like other voluntary 

initiatives multiple stakeholders need to be involved and consumer 

awareness is needed for the full potential of labels and certification 

programmes in order to capitalize on the benefits of the incentive (Wilkie 

2005). 

 

Economic and Market. Economic and market based incentives involve 

operating through market processes or use financial instruments to motivate 

desired levels of performance or behaviour (Wilkie 2005). ―Economic 

instruments can help government and industry achieve environmental goals 

with greater flexibility and at lower cost‖ (Allen 2001, 155). Some 

examples of economic and market based incentives are charge systems, 

deposit-refund systems and market creation such as carbon cap and trade 

initiatives (Allen 2001; Wilkie 2005). Economic incentives can be either 

positive, such as subsidies and grants, or negative such as taxes and levies. 

Positive economic incentives ―have been used to stimulate development of 

new technologies, transform market demands, minimize pollution, conserve 

land and water capital assets, clean up contaminated sites, and improve 

management of waste and wastewater‖ (Wilkie 2005, 11). Positive 

economic incentives have been shown to encourage behaviour change; 

however they can also be expensive for governments and are often lengthy 

to implement (Wilkie 2005). 

 

Canada and British Columbia have several economic incentives targeted 

towards small businesses however, compared to other nations of similar 
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conditions there is an opportunity to incorporate more of these incentives. 

The Organisation for Economic Co-operation and Development (OECD) 

has noted that Canada has utilized economic instruments, but its 

―experience is limited and lags behind most other OECD countries‖ (Wilkie 

2005, 6). 

 

Legislation/Regulation. Environmental regulations and legislation were 

used as the first tool implemented for environmental issues in the late 1960s 

(Allen 2001).  Examples of legislation and regulation incentives are permit 

systems, polluter pay systems, and eco-taxes.  These regulations form the 

foundation for many environmental management strategies. The 

restructuring of environmental policy has been ongoing since the beginning 

of the century; however, it is felt that such legislation can stifle creativity 

and innovation due to its often restrictive nature (Allen 2001; Wilkie 2005). 

There has also been much concern that too often eco-taxes are used for 

government general revenue rather than fed back into environmental 

management (Allen 2001).  

 

An effective regulation or policy can have major impacts on businesses 

including positively or negatively affecting the bottom line due to costs for 

licenses, permits and time commitment (Wilkie 2005). ―The ‗correct‘ 

policy tool depends heavily on national cultures, public attitudes about 

environmental threats, legislative and administrative structures, and other 

characteristics that can vary from country to country‖ (Allen 2001, 149). In 

this sense legislative incentives must take into account its impact on the 

targeted industry and align with a long-term vision of success.  

 

Incentive Theory. While some incentive research suggests that the 

placement of incentives reduces or even destroys the initial intrinsic 

motivation (Kohn 1993), other studies are finding the opposite to be true 

(Covinton and Müeller 2001) and particularly in regards to the protection of 

natural environments (Terstad 1999; Stern 1976; OECD 1999). Incentives 

can be used to complement intrinsic motivations if created effectively 

(Kreps 1997; Ariely, Bracha, and Meier 2007; Covinton and Müeller 2001; 

Stern 1976; Appelbaum 2000). 

 

The motivation ‗crowding‘ theory also known as the over justification 

effect suggests that external interventions – financial or non-financial 

incentives - may undermine intrinsic motivation (Cameron 2001). The idea 

was that an external incentive such as money or prizes decreases a person's 
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intrinsic motivation to perform a task as the extrinsic reward becomes the 

sole reason for continuing the behaviour (Kohn 1993; Holmlund 2009). 

This effect or theory was the main argument for not utilizing external 

incentives for the creation of behaviour change (Kohn 1993; Holmlund 

2009). However, there is research that is finding that ―a positive, additive 

relationship between intrinsic and extrinsic rewards is the rule, not the 

exception‖ (Covinton and Müeller 2001, 164). ―The possibility of an 

independent, even complementary, relationship between intrinsic and 

extrinsic process has largely been excluded from serious consideration 

despite many compelling, everyday examples‖ (Covinton and Müeller 

2001, 164).  

 

In particular, financial incentives were originally thought to reduce or even 

extinguish intrinsic motivation (Kohn 1993).  Holmlund (2009) however, 

found in his studies that this was not necessarily the case. Under some 

conditions, monetary incentives may undermine intrinsic motivation. Under 

other conditions, the opposite may occur. Those conditions are related to 

individuals‘ perception of the monetary incentive as supportive, and include 

providing choice and acknowledging individual‘s experiences, making the 

incentive an enabler rather than a motivation in itself (Holmlund 2009). 

 

Examples of successful incentive programmes in the agricultural industry 

have been in effect and have been shown to be effective in the protection of 

natural resources for many years (Mola-Yudego and Pelkonen 2008; OECD 

1999). Initiatives such as policy incentives for farmers to grow willow trees 

for bioenergy in Sweden (Mola-Yudego and Pelkonen 2008), or financial 

incentives for farmers in Switzerland to use production methods that are 

respectful to the environment and animal welfare (OECD 1999) are just a 

couple of the many initiatives (OECD 1999).  

 

Since the 1980s Sweden has also had policies in place to protect 

biodiversity and specifically the policies were to be the industries‘ 

responsibility to create effective incentive programmes (Terstad 1999). 

―Incentives for the protection of nature have emerged as an important issue, 

especially in the context of strategies for conservation and the sustainable 

use of biological diversity‖ (Terstad 1999, 190). Ideally government 

policies should be in conjunction with industry approaches to conservation 

and voluntary based incentives (Terstad 1999). 
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Considering the variety of incentives available within the categories 

information based, voluntary, economic, and regulatory there are endless 

options of incentives to be catered to support small businesses in their 

journey towards sustainability (Wilkie 2005; Allen 2001).  Even though 

incentives have been proven to create lasting behaviour change, it is 

important to consider the positive and negative implications of each, ensure 

that extrinsic incentives do not ‗crowd out‘ intrinsic incentives, are 

transparent and include multi-stakeholder involvement (Allen 2001; 

Cameron 2001; Holmlund 2009). 

 

 

 

 
 

3.2. Sustainability Reasoning Model 

(Source: Dewhurst and Thomas 2003) 
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Figure 3.4 shows all the factors that affect the decision making process 

rural tourism operators go through when considering the adoption of a 

sustainable business practice. This is a representation of a system of 

extrinsic and intrinsic motivations that shows how all levels are correlated 

and have an impact on the decision to adopt a pro-sustainability behaviour.  
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3.2 Dialogue Session 

 
On April 8

th
 2010, a workshop under the title ―Incentives for Sustainability: 

A Dialogue for Rural Tourism Operators‖ was facilitated as part of the first 

BC Rural Tourism Conference in Kamloops, BC. The workshop presented 

research regarding incentives for creating behaviour change towards 

sustainability and invited participants to share their thoughts in the form of 

a World Café Dialogue.  

 

The examples of incentives programmes shown during the one hour 

presentation were suitable for small to medium size enterprises in the BC 

rural tourism industry.  Following the presentation, participants were 

engaged in a two hour conversational process guided by three main 

questions during four, twenty minute rounds, question two was asked twice 

in order to get into a deeper discussion 

1. Why is sustainability important to you and how does it relate to why 

you are here today? 

2. What incentives would motivate you to adopt sustainable business 

practices? 

3. How can the tourism industry stakeholders support each other in the 

next steps? 

 

Thirty-four participants including tourism operators, researchers, tourism 

association representatives, independent consultants, and provincial and 

municipal government representatives from various regions of BC, were 

encouraged to address all the questions from a rural tourism operator 

perspective (see Appendix C). The results of the dialogue were gathered 

throughout the session and the suggestions, thoughts and insights from 

those involved were summarized by the participants during the dialogue 

and are shared in the following section. All of these results were gathered 

and synthesized to capture the overall impressions of the group and it was 

not the intention to identify information according to individuals but to get 

a general sense of the common themes from the participants. 

 

Discussions relating to the first question regarding the importance of 

sustainability revealed personal values, future generations, and survival as 

the main motivations behind participant‘s commitment to sustainable 

business practices. Most participants declared being driven by their 
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personal values when attempting to minimize negative impacts on the 

environment. Themes regarding why sustainability was important such as 

the preservation of the rural lifestyle and the feeling of fulfillment when 

caring about the planet were significantly recurrent. When mentioning 

future generations, both the ideas of legacy and family were strongly 

present relating to the general notion of survival. Also, the importance of 

maintaining the healthy balance of taking from and giving back to nature, 

necessary for the resilience of rural communities, was brought up by 

several participants. 

  

The link between the importance of sustainability and the relevance of 

being part of the dialogue session was built around the expectation of 

learning opportunities: learning about how to implement sustainable 

practices, how to engage other stakeholders (including the international 

community), and where to find the best business opportunities. 

Collaboration and clarification on roles within the tourism industry were 

also evident topics of discussion. Operators were searching for a better 

understanding of where to find support and how to develop mutually 

beneficial relationships in pursuit of sustainable business practices. 

 

Participants of the session discussed openly their thoughts and ideas to the 

second question during two rounds.  Information based and voluntary 

incentives were largely the focus of the discussions with some reference to 

economic incentives and fewer for regulatory incentives. For the most part, 

education was a large focus of the discussion.  Not only education for 

operators about defining sustainability and setting standards but education 

back to customers and for students was of shared interest for the 

participants.  There were a number of references to the importance of 

customer education around sustainability so that they better understand the 

initiatives taken by the business, begin demanding more sustainable 

tourism, and make changes in their own lives.   

 

The public school system was discussed as one way to access customers so 

that sustainability is incorporated into the learning and students bring that 

learning back to their parents. Taking advantage of partnerships with higher 

educational institutes was also a topic of discussion for assistance from 

students and research.  It was also mentioned that there is value in 

establishing programmes with educational institutes compared to 

government as a more long term option since government initiatives and 

direction changes so frequently.  Bringing expertise to rural areas in order 
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to build the capacity of operators through student placements and 

mentorship programmes where mentors are identified, trained, and 

rewarded for educating other operators was another option mentioned.  

Several groups pointed out the role of Destination Marketing 

Organizations
5
 (DMOs) and their role in distributing information to their 

regions. 

 

Voluntary based incentives were another frequently discussed desire for the 

participants.  One operator gave an example of a small collective which he 

is a member of where six businesses with shared visions and similar 

customer base work together to have a greater purchasing power, share best 

practices, share seasonal employees, challenge each other to continually do 

better, and conduct peer audits.  There were many other references to peer 

collaboration through networking, encouragement, best practices, and 

demanding more of the supply chain.   

 

Certification to identify and recognize businesses making efforts toward 

sustainability was also identified as an incentive for small operators.  The 

aspects of a certification programme that operators acknowledged as 

important were: 

 

 applicability for the rural context 

 support for auditing in remote regions 

 flexibility and applicability for a variety of businesses 

 need to meet businesses where they are on the sustainability journey 

- it should be a program which continuously guides them in the right 

direction,  

 affordability,  

 local and international recognition 

 need to contain a clear vision for the industry. 

 

Economic incentives that were found to be interesting to participants were 

tax breaks on property for more responsible social and environmental 

practices, tax reliefs for the development of cooperatives and partnerships, 

                                                 

5
 Destination and Provincial/Territorial Marketing Organizations (DMO/PMO): Organizations 

focused on the marketing and promotion of a provincial or regional tourism destination (TIAC n.d.) 
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grants for job creation and environmental upgrades, subsidies, cash back 

programs to encourage recycling and retrofitting, and financial penalties for 

non-compliance with environmental and social standards. 

 

While regulatory and legislative incentives were the least referred to, it was 

still identified as an incentive by several participants.  It was mentioned that 

most current regulations are targeted towards more urban areas and that 

regulations must be applicable to the rural context with an understanding of 

their reality. The coupling of economic incentives to help with movement 

towards regulation was also suggested as a possible initiative. 

 

Common success aspects for incentives and themes brought up throughout 

the entirety of the session were that incentives must be simple for operators 

to understand and adopt.  In terms of the adoption process especially with 

economic based incentives and certifications, successful programmes must 

have ‗less red tape‘.  Operators repeatedly stressed the need for 

programmes to cater to the reality of rural areas, for example many 

initiatives which could be considered low hanging fruit in an urban setting 

are not the same for rural areas. Examples might include composting, 

public transportation, and recycling.  As most rural operators present at the 

dialogue covered a span of businesses such as accommodations, adventure, 

and attractions, it was identified that programmes must be flexible in order 

to accommodate these differences. Affordability was another aspect 

operators found important to the application of any incentive programme 

made.  There are many existing programmes, associations, mechanisms and 

infrastructure to support rural tourism which can be built upon. 

 

Communication between all stakeholders was discussed with an emphasis 

on the importance of face-to-face communication and providing access to 

such communication opportunities for those in remote locations. 

 

Overall, the dialogue was well attended and those involved were keen to 

discuss incentives towards sustainability. The discussions provided the 

operators with an opportunity to share with each other as well as listen to 

and receive insight from the government officials and organisation 

representatives. The incentive types that were discussed were focused on as 

a way to move forward in a positive manner towards sustainability. 
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3.3 Questionnaire 

 
Twenty questionnaires were completed during the dialogue session (see 

Appendix D for questions and E for the summary of results). Of the twenty 

that were completed, twelve were tourism business operators and eight 

were others involved at an industry level, such as various tourism 

associations. Of the operators that completed the questionnaire, nine were 

owners or co-owners of their business and three were managers or in a 

senior position within the organisation. 

 

When asked to identify what level of adoption their organisation was in 

terms of their sustainability business practices the majority, those that 

responded were split between having ‗piloted a few or some‘ practices (9) 

and being ‗committed to sustainability at many levels in the organisation‘ 

(9). 

 

Participants of the questionnaire were then given a list of sixteen choices to 

determine what factors would impact in their decision-making process 

regarding their involvement in an incentive programme. The sixteen 

choices were determined from literature regarding decision making 

processes of entrepreneurs and early adopters. Only one option was selected 

by the majority as being ‗not important‘ and that was if the incentive would 

‗not require travel‘. 

 

Five of the sixteen choices were selected by the majority as ‗very 

important‘ and six choices were selected as ‗somewhat important‘. The 

decision making factors that were marked with the same number of 

respondents choosing ‗somewhat important‘ as ‗very important‘ are shown 

in the centre of Figure 3.2 which shows the breakdown of the importance of 

these decision making factors: 
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Figure 3.3. Decision Making Criteria 

 

When asked how important it is that the incentive is ‗focused on barriers 

they have identified‘ the responses were inconclusive with the results 

distributed between not important (4), somewhat important (4) and very 

important (8). 
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4. Discussion 

 
In general, the results of this research aligned with the initial expected 

results. Multi-faceted incentives, those that incorporate different types of 

incentives, were shown through the literature to be the most effective in 

creating lasting behaviour change and a combination of incentives was also 

what was most desired by operators according to the data collection from 

the dialogue session.  

 

It was expected, though, that those involved in the dialogue would focus on 

financial incentives as it is one of the most traditional types of incentive. 

Findings showed that even though financial components are inherent to 

most incentive programmes, operators understand that offering funding in 

the form of grants, loans, and subsidies is not sufficient in itself. These 

types of financial incentives would be most useful if tied to informational, 

regulatory or voluntary initiatives, such as contributing to the costs of 

participating in a best practices mission for operators to visit and learn from 

other leading businesses. 

 

 

4.1 Key Findings 

 
In response to the first research question, theories of behaviour change, 

diffusion of innovations, and entrepreneurial characteristics highlighted 

many of the aspects necessary to consider when planning for an incentive 

which creates lasting behaviour change. These finding were also reinforced 

during the dialogue session with stakeholders of the BC rural tourism 

industry. 

 

Intrinsic Motivations for Change. During the literature review it was 

evident that incentives which have lasting impact on behaviour change 

resonate with intrinsic motivations of the target audience (Kreps 1997; Deci 

and Ryan 2000; Locke and Latham 2002).  Similarly, entrepreneurs‘ main 

motivation for adopting sustainable business practices were shown to be 

driven by their strong personal values during the studies in BC, Australia, 

the UK, and during the dialogue session (Carlsen et. al 2001; Nooteboom 

1994; Vaugeois et. al 2009).  Matched with the demand for incentives this 

would demonstrate that operators have the intrinsic motivation and 

supporting them through strategic, extrinsic incentives can create the 
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change possible to reach the vision of sustainability (Covinton and Müeller 

2001).    

 

Keeping in mind that entrepreneurs hold a strong need for autonomy, 

behaviour change strategies exclusively based on the control of behaviour 

by external motivators, such as incentives, can undermine individual‘s 

autonomy and have been shown to have poor maintenance once the external 

factors are withdrawn (Young 1993). If the external motivator is viewed as 

supportive and in line with providing choice and keeping ones autonomy, it 

can be a stronger enabler for behaviour change (Homlund 2009). It is vital 

then to provide choice and acknowledge prior experience to enhance the 

sense of self-initiation of operators, in order to result in effective outcomes 

of the desired behaviour change (Zuckerman, Larrance, Porac and Blanck 

1980). 

 

Sarafino (1996) stated that motivational factors such as intention and 

volition are crucial when creating behaviour change. The operators present 

for the dialogue demonstrated both the intention and the will to adopt 

sustainable business practices though their attendance in the conference and 

their participation in workshops about sustainability. The commitment to 

strive towards sustainability bridges the gap between deciding to act and 

actually initiating and undertaking the action (Zhu 2004). 

 

Diffusion of Innovations. Incentives should enhance individuals‘ confidence 

in achieving their goals, adding to the feeling of capability (Bandura 1977). 

Incentives can do that either by empowering individuals with the necessary 

knowledge on how to attain the goal or by providing the physical means to 

the accomplishment of the task (Deci and Ryan 2000). Considering this, an 

incentive should meet the individual businesses where they are in the 

adoption process and assist them in a continuous improvement process by 

rewarding different milestones, giving them direction, and a sense of 

achievement.  

 

Diffusion of innovations shows the different characteristics between the 

various levels of adopters and that the various levels will need different 

methods of support, communication, and type of incentive (Rogers 2003). 

When early adopters are the audience, the way in which communication is 

structured - both the message and the channels used - deeply affects the rate 

of adoption of any innovation. Incentives are most effective at stages four 

and five in the decision making process where as it is necessary to make 
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sure that the reasons for the adoption are aligned with the personal values of 

those who are going to adopt it in phase one as shown in Figure 3.1 (Rogers 

2003).  

 

When operators are about to implement or confirm adoption of a new 

business practice incentives can support continued adoption. For example 

education about renewable energy options would increase the rate of 

adoption for an operator who has already decided to decrease his/her carbon 

footprint. Also, when introducing an innovation to be adopted, aspects such 

its compatibility, complexity, trialability, and observability are important to 

integrate (Rogers 2003). Meaning that when educating operators to adopt 

renewable energy options it should be relevant to their business size and 

operation in a rural setting, it should simple for them to understand how it 

would work, they should be able test the new technology before having to 

fully commit, and if they can observe other operators successfully using it 

they will be much more comfortable integrating it into their own business. 

Those creating incentive programmes need to take these findings about 

adopters the aspects of the incentives into account. By understanding these 

findings, the adoption rate of the programme and continued adoption of 

sustainable business practices can be increased. 

 

Entrepreneurial Characteristics. Entrepreneurs‘ informal learning nature 

emphasizes the need for clear communication and sharing of best practices 

through a network or community of similar businesses. Social support and 

supervision are also seen as motivators for creating behaviour change 

which was reinforced by the operators‘ desire for peer education, networks, 

audits, and expert knowledge (Sarafino 1996). The operators which 

participated in the dialogue were enthusiastic about participating in and 

forming peer networks for sharing best practices, conducting audits, 

spreading information, sharing resources, and further enhancing their 

negotiating power. Incentives such as government support, technology, and 

cooperative regulations can also play an extremely important 

complementary role to peer support in creating the right conditions for 

nurturing these small businesses particularly in rural areas (Lordkipanidze 

et. al 2005; Nooteboom 1994). 

 

Overcoming barriers as an incentive. While incentives are traditionally 

offered as a reward, they can also come in the form of the removal of a 

barrier. When developing an incentive programme it is important to assess 

whether it is realistic to overcome the identified barriers. In the context of 
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change towards the adoption of sustainable practices, the general main 

barriers are (Castro 2000; Vaugeois et al. 2009; Carlsen et al. 2001; Vernon 

et al. 2003): 

 the lack of clear understanding of the terms eco, green, or 

sustainable; 

 limited access to suppliers who sell sustainable or local products; 

 other business priorities to worry about; 

 lack of simple and clear information about sustainable practices; and 

 being too remote to access expert advice  

 

This reasoning leads to the conclusion that an incentive program must offer 

a grouping of complementary actions that if implemented would enable the 

overcoming of such barriers.  

 

Regarding the second research question, the types of incentives the tourism 

industry thinks will have the potential to support operators to adopt 

sustainable business practices in rural BC, there was an assumption that 

financial incentives are what businesses want. However, the majority of 

conversations during the dialogue were focused on environmental aspects 

of sustainability and information and voluntary incentives with an 

overarching theme of the need for understanding the reality of rural in all 

aspects of incentives. Although, the cost of participating in potential 

incentive programmes was indicated as very important in the questionnaire. 

Often financial incentives were referred to when there was a need for 

investment in new technologies, which operators stated were hard to find 

accurate information about and that is was difficult to find support for. So 

while finances are important in decision making it is not the only a 

component needed to move operators towards sustainability.  

 

The assumption that rural automatically means more sustainable arose in 

the dialogue session. While rural operators may possess more intrinsic 

motivations due to their connection to nature, urban operators can count on 

better infrastructure for the adoption of sustainable practices such as 

recycling and transportation. Even among rural operators there is some 

resistance to sustainability, after facing some difficulties or barriers, 

frustrations can lead to a negative attitude, which stops them from seeing 

the big picture and other possibilities. Incentives can be the link to assist in 

removing intrinsic barriers as they surface. Most of the conference 

delegates were however, on the left side of the Rogers‘ curve as innovators 
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and early adopters and it was evident there are many great sustainability 

initiatives currently occurring in the tourism industry in BC. 

  

Strengths and Weaknesses. In terms of research design, the strength of this 

study comes from the alignment of carefully developed research questions 

and innovative methods such as the use of dialogue for data collection and 

the triangulation of investigators and theories. The research was designed as 

to ensure the validity of results including the integration of input and 

feedback from external audiences such members of the BC rural tourism 

industry and experts in a variety of related fields. 

 

Even though the research questions cater to a very specific target group, BC 

rural tourism operators, the literature review was designed so as to provide 

broader findings that could be generalized to other industries or/and 

geographical regions with similar demographics and socio-political 

contexts. The results from the dialogue and questionnaire on the other hand 

are more specific to the BC reality but are still, as research methods, 

replicable in other contexts. The use of dialogue in particular, seen as a 

non-traditional research method, can be considered a contribution of this 

study to the field of qualitative research as it represents a case of successful 

utilization of the technique. 

 
The lack of representation of customers in the dialogue session, though, 

could be viewed a weakness as it led to the absence of input from those 

stakeholders. However, the diversity of participants, ranging from business 

consultants to operators to representatives from of the provincial Ministry 

of Tourism, Culture and the Arts, can surely be considered a strength. The 

conversations held between these stakeholders contributed to the richness 

of the data gathered. 

 

Buy-in from dialogue participants was also demonstrated. Not only were 

the participants committed to contributing to the discussion during the 

session but they were also interested in the subsequent use of the collected 

data as well as the recommendations made in this report. The potential for 

this research to influence BC‘s tourism industry through associations, 

government and educational institutions as they support rural tourism 

operators moving towards sustainability is a definite strength.  
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5. Recommendations 

  
Based on the results of the literature review, dialogue and questionnaire, 

and using the lens of strategic sustainable development a model and 

corresponding recommendations were created for the tourism industry of 

BC including provincial government, educational institutions, industry 

associations, and operators to support sustainable rural tourism in BC 

through strategic planning and incentives (see Figure 5.1) 

 

 
 

Figure 5.1. Strategic Incentive Model 

The strategic incentive model consists of four elements; vision, planning, 

education, and incentives all supporting the stakeholders, in this case the 

rural BC tourism industry.  The components surrounding the stakeholders 

guide the industry strategically toward sustainability and are meant to be 
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used interdependent of each other.  Vision and education incorporating the 

knowledge of sustainability based on the four sustainability principles, the 

importance of knowing where you are going, and ensuring that all involved 

are educated on these key aspects.  Planning and incentives ensure that the 

knowledge is put into action and assists in creating change and growth.  

 

While typically the vision is recommended as the starting point of 

strategically moving forward, entry into the model can begin at any point 

and can thereby meet those using it where they currently are in their 

process. For example, if funding for a certification programme for 

sustainable tourism is available, the process could start there and through 

the programme a vision could be created, the planning of the education to 

apply to the programme can then take place, followed by the education of 

the programme to ensure buy-in and participation. Or in another situation, 

education could begin the process and share the knowledge of sustainability 

and the business case for it. This education could then inform an incentive 

programme such as a mentoring programme that would assist the 

businesses in creating a shared vision and through the vision and the 

mentorship the planning of how to move forward strategically can take 

place. The model is therefore flexible, simple, and accessible for those 

interested in using it.   

 

The recommendations for the BC Tourism Industry are based on the 

strategic incentive model and begin with the vision. While they are 

customized for the tourism industry in rural BC there is the potential to 

adapt them for other rural areas in Canada.  

 

 Vision 

The created vision should be can be framed by the four sustainability 

principles and can then be used to backcast from. This is the ideal place to 

begin using the strategic incentive model.  

 

The current BC tourism industry vision is: ―A British Columbia that is 

recognized internationally as a year-round tourism destination that provides 

exceptional ‗Super, Natural‘ experiences in outstanding natural, cultural 

and urban settings. This vision also supports the enhancement of the 

social/cultural, environmental and economic well being of BC‘s destination 

communities‖ (Council of Tourism Associations 2007, 7). As 

acknowledged in the Introduction, under the Foresight Project and other 

initiatives, the tourism industry of BC has already created a vision for 
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sustainability, a set of goals, an envisioned future for 2020, and an action 

plan to reach the vision. While this demonstrates the industry‘s 

commitment to sustainability, two key components are recommended to 

ensure the industry moves in the right direction:  

 

1. Definition of what is meant by sustainability 

2. Ownership from operators around the province. Operators want 

guidance and a practical definition for sustainability so that they can 

truly understand what it is they are moving towards.  

 

In order to continue the strategic process towards sustainable rural tourism, 

the tourism industry of BC needs to revise its current vision so that it gives 

the industry direction through a principle-based definition of sustainability, 

but also fits for each individual operator including those in rural areas. It 

needs to be a vision that each individual can refer to as a compass when 

making decisions and not just a document. The vision of success for a 

sustainable industry should be framed by the compliance with the four 

sustainability principles, with respect for and understanding of BC rural 

tourism and those operating within it. Communication about the vision and 

education about the sustainability constraints can then be utilized to spread 

this information through face-to-face interaction and peer support with 

others in the industry.  

 

 Planning  

When planning from a vision of success, the industry can be better 

positioned to ensure they are planning towards the success of sustainability. 

 

 As shown in Table 1.1 there are positive and negative impacts within the 

tourism industry. As stated in the vision for the province, BC relies on its 

lush forests, rugged coastline, and First Nations history to attract tourists. It 

is vital to protect these resources from the negative impacts. Therefore, it is 

important to ensure these are taken into consideration when planning the 

industry towards sustainability, and it involves minimizing the negative 

aspects and building on what is positive. In order to ensure decisions are in 

fact contributing to the positive impacts in a systematic manner, a 

backcasting approach should be used where several guiding questions 

should be addressed by the industry and individual operators when making 

decisions. These questions are very general, non-prescriptive and meant to 

be a starting point for thinking about the impacts of operations.  A more 
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detailed analysis of operational impacts is available in a variety of tools that 

integrate strategic sustainable development. 

 

The first question regarding movement of the industry in the right direction 

is based on the four principles identified in the strategic approach section of 

this report - Does this decision support the vision for the rural tourism 

industry in a ‗Super Natural‘ British Columbia guided by the four 

sustainability principles? This question can be answered using the 

following guidance questions (The Natural Step 2009, Broman, Holmberg 

and Robèrt 2000, Ny et al. 2006): 

 Will this decision reduce the industry‘s contribution to continuous 

increases in substances from the Earth‘s crust, such as fossil fuels 

used for energy and transportation? 

 Will this decision reduce the industry‘s contribution to continuous 

increases in substances which are persistent in nature such as the use 

of fertilizers, pesticides, and chemicals used for cleaning? 

 Will this decision reduce the industry‘s contribution to progressive 

physical degradation and destruction of nature and natural process 

such as depletion of biodiversity, wildlife, waste, and land use? 

 Will this decision reduce the industry‘s contribution to conditions 

that interfere with people‘s capacity to meet their basic human 

needs such as respecting First Nations, fair labour standards, and 

supporting local communities?  

 

These should be the overarching questions used for guiding any decision 

making process for supporting sustainable rural tourism in BC. Of course 

the reality of decision making involves other factors and constraints such as 

return on investment and flexible stepping stones towards sustainability.  

The following questions can then ensure that the decision aligns with the 

industry‘s vision of sustainability in a strategic manner. 

 

Return on Investment (The Natural Step 2009; Robèrt 2000): 

 Does this decision offer a sufficient financial return to sustain 

operations? Will it generate funds to invest in future projects? 

 Does this decision lead to reduced costs? Does it save time, 

materials or resources? 

 Does this decision lead to improved revenue streams? Does it help 

create satisfied, loyal, new customers and build on the ‗Super 

Natural‘ reputation of BC?  
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 Does this decision lead to improved social capital
6
 for the residents 

of rural BC? Does it make locals proud of their community?  

 Does this decision truly benefit its intended audience without 

impeding on other stakeholders within the industry? Is this decision 

based on input and communication with these stakeholders? 

 Is this decision planned in a way that has enabled people to gain 

access to information and monitor process throughout? 

 

Flexible Platform (The Natural Step 2009; Robèrt 2000):  

 Can the measures related to this decision allow for the development 

of future investment? Is it flexible enough to accommodate for 

future development in sustainable actions? 

 Do the measures related to this decision clear the way for other 

measures that shift the industry in the right direction?  

 

Using these questions for decision making can ensure movement of the 

industry strategically toward sustainability.  Measures should also be scored 

against the removal of barriers such as those previously identified by the 

operators. Supporting them should mean making it easier to adopt 

sustainable business practices, hence breaking down the current challenges 

they face. 

 

 Education  

The word education in this context is deeply related to capacity-building 

since it is about developing skills and competence to empower them to deal 

with sustainability related issue as individuals. The more capable one feels, 

the higher the goals one sets for oneself and the more committed one is to 

pursuing them, therefore, this core education would provide people with the 

necessary knowledge to keep on moving in the right direction. 

 

An education component can assist in giving the key players (government 

officials, industry associations, DMO‘s etc.) within the industry an 

understanding of the four sustainability principles and the backcasting from 

principles approach.  Communication about the vision and education about 

the sustainability constraints within the rural reality can then be utilized to 

share the knowledge with and through peer support networks. Focusing on 

rural operators, as entrepreneurs and early adopters, is strategic in for the 

                                                 
6
 Social Capital: The value of voluntary means and processes developed within civil 

society which promotes development for the collective whole (Thomas 1996, 11). 
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dissemination of this education since they play a role as opinion leaders 

spreading ideas among their channels of communication. Identification and 

continuous support of these community champions, face-to-face 

communication, mentorships, and school partnerships have to cater to the 

informal learning style of entrepreneurs as to help diffuse information about 

sustainability within remote, rural areas. 

 

Also, operators who have easy access information and training programmes 

have an enormous potential. Altogether small business operators represent 

the largest group of interest in the rural tourism industry and consequently 

the impact of their collective actions is the greatest. If those operators 

receive a holistic education on matters related to sustainability, their higher 

awareness and deeper engagement as individuals would cause a vast 

positive impact on the whole industry. 

 

 Incentives  

Results from the literature and the dialogue clearly showed that incentives 

have the capability to create change and there is the desire for them from 

operators to move the tourism industry towards sustainability. These are 

some key considerations that need to be incorporated into whatever 

incentives are used to motivate operators towards sustainability: 

 Keep the incentive simple 

 Ensure there is little ‗red tape‘ and that the participation process is easy 

to follow and initiate 

 Understand the uniqueness and realities of rural areas 

 Allow for flexibility both for different types of businesses and for the 

levels of sustainability being reached 

 Ensure the incentive is affordable for all that want to participate 

 Communicate throughout the process including face-to-face meetings in 

a timely manner 

 Build off of and use existing mechanisms, programmes, and 

infrastructure already in place within the industry such as the Green 

your Business: Toolkit for Tourism Operators, annual conferences, 

partnerships with universities etc. 

 

While the findings and recommendations regarding incentives clearly 

establish that multiple incentives combined together not only complement 

each other for lasting behaviour change, but it is also the most desired by 

operators, there are key recommendations for each type of incentive that 

might be used. 
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Information Incentives 

 Utilize operator networks or peer support groups to continue the 

teaching and to diffuse the knowledge of sustainability throughout the 

entire industry such as the BC Sustainability Collective mentioned 

during the dialogue - six businesses with shared visions and similar 

customer base working together to have a greater purchasing power, 

share best practices, share seasonal employees, challenge each other to 

continually do better, and conduct peer audits.  The identification and 

continuous support of community champions, mentorships, and school 

partnerships cater to the learning style of entrepreneurs and help diffuse 

information within remote, rural areas. 

 

Voluntary Incentives 

 Ensure any certification programme incorporates the vision of 

sustainability so that the participants of the programme are moving in 

the right direction and it is measuring continuous improvement towards 

sustainability not simply participation levels.  Also ensure that it is a 

component of a larger plan towards sustainability not the final answer in 

itself.  

 Certification needs careful consideration before implementation. It 

should be utilized to create a vision, strategic plan towards it and 

educate operators in sustainability related issues. Also, according to 

operators, certification programmes need to ensure there is: 

• Flexibility of criteria- a large breadth of criteria to 

incorporate different types of businesses 

• Credibility of criteria – rigour necessary for industry buy-in 

• National and international recognition 

• Different levels that encourage continual improvement 

• Ongoing monitoring to guarantee actual improvement is 

happening 

 

 

Financial Incentives 

 Financial incentives need to be for larger capital investments such as 

new energy technology, but matched with information to assist in the 

decision making of what types of investment will be most beneficial in 

the long term and how to access the necessary expertise and technology. 

For example, offering more rebates for installation of solar panels or 

retrofitting buildings. 



53 

 

 Although in the dialogue the majority of discussion was not about 

financial incentives, the questionnaire showed that finances would play 

a role in the decision making of tourism operators regarding their 

participation in an incentive programme. The financial cost, both in 

time and resources, needs to be considered when implementing an 

incentive. 

 

Regulation and Legislation 

 Regulations are not highly utilized in a service based industry and 

although when combined with other types of incentives they can be 

effective in creating change, they are also not found to stimulate 

innovation and surpassing minimum requirements. Regulation 

incentives were also not a main topic of discussion during the dialogue 

as a desired type of incentive with operators and industry stakeholders 

and therefore, are not included in the recommendations. 
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6. Conclusion 

 
The objective of this study was to support the BC rural tourism industry 

through strategic incentives and through that extend the body of knowledge 

of strategic sustainable developement within the areas of small business in 

the rural tourism industry. The use of innovative research methodology 

such as mixed-method and dialogue technique, and the correlations 

established between topics such as behaviour change, incentive theory, 

diffusion of innovation and entrepreneurial decision-making led to valuable 

findings. These findings have the potential to inform the BC rural tourism 

industry on how to strategically support operators in the adoption of 

sustainable business practices, which would ultimately result in new 

products and services that contribute to a more sustainable society. 

 

The industry can support sustainable rural tourism operators through 

strategic incentives. From a theoretical perspective, incentives can motivate 

lasting behaviour change when carefully designed  to enable capacity 

building and to provide the physical means necessary for the adoption and 

maintenance of the desired attitude and action (Covinton and Müeller 

2001). From a practical perspective, rural tourism operators in BC 

understand this potential and therefore believe incentives can truly support 

their move towards sustainability. Rural tourism operators in BC are 

currently given the option to participate in incentive programmes offered by 

provincial and federal governments, however they still do not feel properly 

supported and are not taking advantage of the opportunities. Therefore, the 

logical conclusion is that incentives need to be strategic in their purpose 

and context sensitive in their design as to ensure that they are contributing 

to the progress of the BC rural tourism industry towards sustainability. 

 

This study demostrates that incentives can be a powerful driver for change 

as it enhances the motivation to reach a specific goal and/or provide the 

means to enable such achievement. In the context of sustainable 

development, the use of incentives to support the early adopters who are 

leading the move towards sustainability is a strategic way to increase the 

rate and continuance of the adoption (Locke et al. 1981; Rogers 2003). The 

use of incentives transcends rewarding and punishing, it adds to the value 

people ascribe to the desired goals, intensifies the expectations about 

attaining them, creates the mechanisms that keep people moving, and 

develops the structures that allow barriers to be overcome (Kreps 1997; 
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Ariely, Bracha, and Meier 2007; Covinton and Müeller 2001; Stern 1976; 

Appelbaum 2000). 

 

As previously stated, key findings resulting from this study can inform 

BC‘s tourism associations, government, and educational institutions on how 

to develop strategic incentives.  A great effort was put into making this 

work relevant to such stakeholders through the special attention dedicated 

to the understanding of the current reality of the industry and the 

incorporation of input from the stakeholders in an attempt to ensure the 

usefulness and practicality of the resultant recommended model. The results 

of this study are believed to be applicable to small service-based businesses 

in rural areas of developed countries, particularly rural areas of Canada. 

 

The recommendation to having a vision to backcast from derives from 

desires expressed by the operators themselves as they perceive the creation 

of a common vision as an incentive in itself since it provides guidance to 

their daily operations and a purpose to all the decisions to be made. The 

suggestion to have this vision framed by the sustainability principles, in 

which the operators should be educated, relates to the need to have a 

common definition of success (sustainability) within the vision and, at the 

same time, for it to be as non-prescriptive as possible. This flexibility 

allows for creativity and innovation to take place as only the use of general, 

concrete and non-overlapping principles (the four sustainability principles) 

could do. Having this vision well established and the current reality 

throughly examined facilitates planning to happen in a more strategic way, 

embracing the use of incentives as one of the forms to systematically 

support the move towards sustainability. 

 

Another key finding is the combination of incentives that should support 

the recognition of positive personal attitudes, enhance personal capabilities, 

and assist in dealing with contextual forces such as poor infrastructure or 

lack of access to capital (Stern et al. 1995). The need for addressing 

different barriers at the same time is what calls for complementary 

incentives within the same programme. Even though the barriers may vary 

according to the type of business and its level of adoption of sustainable 

business practices, the idea of cooperating through partnerships, clusters, 

and networks as a vital source of support is shared by rural tourism 

operators in BC and, therefore, should be supported by education and 

voluntary aggreements complimented by economic and legislative 

incentives. 
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Resulting from these findings, the recommended model  to further move the 

BC rural tourism industry towards sustainability involves: 

 education of key stakeholders on strategic sustainable development 

(with  emphasis on backcasting from principles)  

 incorporation of the principles for sustainability into the existing 

vision and the communication of such vision 

 strategic planning from the vision using guiding questions for 

decision making (right direction, return on investments and flexible 

platform)  

 incentives as part of the strategic measures to bridge the gap 

between the vision and the current reality 

 

The results from this study would be given further relevance in the context 

of strategic sustainable development if followed by further research in areas 

such as: 

 Rural reality and the principles for sustainability. The idea that 

rural areas face different barriers when it comes to the adoption of 

sustainable practices was one of the most important realizations 

made during this study. The understanding of practical problems 

such as the lack of infrasture for recyling and composting 

programmes brought up the need to research  how would the 

sustainability principles better be turned into practical guidance to 

suit the rural reality. The underlying investigation would concern 

the assumption that most practitioners tend to present ―urban-

centered‖ solutions to sustainability problems. 

 Rural tourism operators from other levels of adoption of 

sustainable business practices such as late majority and 

laggards. This study had innovators and early adopters within its 

scope, as it was understood that these categories present a deeper 

awareness about sustainable business practices as well as a more 

urgent demand for incentives as revealed in previous studies. The 

main area of recommended research would be to identify the role of 

incentives in supporting the late majority and laggards of the 

adoption of sustainable business practices. Research could help find 

if incentives could add to the business case for sustainability to 

those who have not even started adopting sustainable practices.  

 Use of strategic incentives to support the move towards 

sustainability in other industries. Even though this study was 

entirely focused on the BC rural tourism industry, literature shows 
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the potential for incentives to work in any given industry if properly 

designed and implemented. Further research could expand the study 

of incentives to product based industries, for example, and explore 

if they are less or more susceptible to incentives than service-based 

ones. Also, assuming the similarities among entrepreneurs in terms 

of personal characteristics and decision-making processes, research 

could also examine if the findings from this study could be 

generalized for small businesses and entrepreneurs in other 

industries. 

 Case studies on incentives for sustainability. During the process 

of data collection for this study, it was noticed that there was a lack 

of case studies on the planning, execution and monitoring of 

incentive programmes for the adoption of sustainable practices. 

Information could be found on incentives, especially economic 

based and voluntary initiatives, but little information was available 

on the actual results of these programmes. Further research in this 

area could help build an important data base for future programmes.  
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Appendix A 
 

Foresight 

 

Between the years of 2005 and 2007 the Council of Tourism Associations 

of British Columbia (COTA) led a pan-industry effort to establish a vision 

and framework for sustainability in the BC tourism industry, which resulted 

in the development of an Action Plan published in a report entitled 

FORESIGHT: Shaping a Sustainable Vision for Tourism in British 

Columbia. The Foresight Plan offers an overview of a two-year project 

encompassing a detailed picture of the industry‘s ―desired future state‖ in 

2020, strategy and action plan for the BC tourism industry as it moves 

towards sustainability.  

 

The industry‘s vision for the future of  a “British Columbia recognized 

internationally as a year-round tourism destination that provides 

exceptional “Super, Natural” experiences in outstanding natural, cultural 

and urban settings”  was established in 2001, years before the creation of 

the Foresight Project, during a workshop held in conjunction with the 

Tourism Industry Conference. This vision is believed to be currently 

supported by a commitment to business practices that advance tourism 

operators‘ business objectives, while enhancing the social/cultural, 

environmental and economic well being of the destinations in which they 

operate.  

 

Having such vision in mind, the Foresight Plan, through research, 

consultation and workshops with the tourism industry, established the best 

possible scenario of a sustainable future, named BC Uncorked. According 

to this scenario ―in 2020, commonly held social/cultural, environmental and 

economic expectations of global travelers are anticipated and 

accommodated by the BC tourism industry and BC is perceived throughout 

the globe as a socially responsible destination within the context of a 

breathtakingly beautiful and well- managed environment, supported by 

efficient and accessible infrastructure‖. (Foresight 2007, 24) 

 

BC Uncorked envisions visitors experiencing unique, innovative and 

sustainable tourism products presented by a well-trained and skilled 

workforce and all levels of government recognizing the value of tourism to 

the public good through their commitment to provide enabling public 

policy.  
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Also, in 2020 government and other investors recognize tourism‘s return on 

investment, resulting in increased financial support for marketing and 

product development. Due to this support, BC continues to out-perform its 

competitors, while it continuously monitors key market trends and gathers 

data that indicates progress towards the industry‘s goals. The coordinated 

and collaborative tourism industry is efficiently utilizing resources and 

technology as well as competently recruiting, training and retaining its 

workforce. 

 

In this scenario, the BC tourism industry is prepared to meet key 

uncertainties. Because tourism operators actively value the quality of BC‘s 

biodiversity and eco-systems they are rewarded for their environmental 

stewardship with legal access and long term certainty in the responsible use 

of BC‘s land and resources. As a result of all these factors, in 2020, BC‘s 

tourism industry continues to enhance the quality of life enjoyed by all 

British Columbians.  

 

The goal is to have Foresight Plan incorporated into the long term plan of 

the Council of Tourism and will establish milestones, performance 

indicators and mechanisms for monitoring progress as the industry moves 

towards its future.  The two key components of the plan, the BC Tourism 

Industry Sustainability Policy and the BC Tourism Operators‘ Code of 

Conduct are based on the understanding that the industry‘s future well 

being depends on all its stakeholders, including the industry itself, in 

realistically assessing its barriers and – where possible – turning them into 

opportunities.  

 

This Plan, which conveys Foresight‘s belief that the industry‘s long-term 

success is rooted in best practices, is guided by the principles of industry 

unit and leadership, cooperation and collaboration and commitment to 

sustainability. COTA structures this plan around focus points of action such 

as increasing awareness, influencing, rewarding, educating and monitoring. 

These principles and focus points culminate in the institution of ten key 

goals for BC‘s tourism industry: 

 

1. To be a safe, appealing and sustainable tourism destination 

2. To offer products that meets and exceeds the visitor‘s expectations 

3. To outperform its competitors in attracting visitation 
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4. To promote increased global awareness of the excellence of BC as a 

tourism destination 

5. To effectively utilize technologies and systems that meet user needs. 

6. To have unity of purpose and direction of  its diverse components  

7. To count with a workforce exceeds traveller‘s expectations in its 

capacity and capability 

8. To be supported by a high public and government predisposition to 

take actions to enhance industry competitiveness 

9. To enable operators to have the access they need to land and 

resources 

10.  To promote widespread confidence in its success 
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Appendix B 
 

Dialogue Session: Outline 

 

1. Purpose 

Create a space for tourism operators to build connections and share 

which types of incentives would help them adopt sustainable business 

practices.  

2. Schedule 

Time Activity Responsible Notes 

9:00-

9:05 

Welcome & 

Intro 

Nicole Have a question in the ethics 

about sharing each other‘s 

contact info? 

Would they be interested in 

having an electronic way of 

connecting? 

9:05 

9:10 

Introduction 

Story 

Lea  

9:10 

9:40 

Incentives 

Define & Case 

Studies 

 Incentive examples – case 

studies 

Leave time for Q&A 

9:40 

9:50 

Break  10 minute break 

9:50 

9:55 

Intro World 

Cafe 

 Have a welcome poster with 

purpose. 

9:55  

10:15 

Round 1  Question 1 – Potentially 

make this round shorter to 

10 or 15 minutes. 

10:15  

10:20 

Transition   

10:20  

10:40 

Round 2  Question 2 
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10:40  

10:45  

Transition   

10:45  

11:05 

Round 3  Question 3 

11:05  

11:10 

Transition    

11:10  

11:30 

Round 4  Question 4 

11:30  

11:40 

Harvest Round 

4 

  

11:40  

12:00 

Debrief & 

Conclusion 

 Need to add time to for them 

to fill out the questionnaire 

w/prioritization. 

3. Facilitators 

 

 Nicole Vaugeois  

 Lea Thuot  

 Giuliana Netto 

 Amanda Hachey  

 

4. Location & Room Set-up 

 

BC Rural Tourism Conference  

April 8
th

, 2010 

Tables in groups 

 

 

5. Questions 

 

Round 1: Warm-up  

 

Why is sustainability important to you and how does that relate to 

why you are here today? 

 Avoid theoretical sustainability conversations 

 Maybe switch the second and first part. 

  

Round 2: Incentives  
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What incentives would motivate you to adopt sustainable business 

practices 

 Linked to what sustainability means to you from before 

 Let them know they‘re going to have two rounds of this 

question 

 

Round 3: Incentives  

 

What incentives would motivate you to adopt sustainable business 

practices? 

 

Round 4: Next steps  

 

How can we, the tourism industry, support each other in the next 

steps? 

 In supporting rural tourisms operators towards.... 

 

 

6. Data Collection Strategy 

Round 1  

Offer two different coloured post-it notes, one for sustainability and 

one their interest in attending the dialogue. Each table will be asked 

to share 2 or 3 shared reasons with the larger group as they post 

them on flipchart paper. 

Round 2  

Offer post-its to capture their top 5 ideas and leave them at the table 

until the next round. 

Round 3 

Use post-its for additional incentives, then create a space to have 

them posted publicly. 

 Could have a way to capture the sector that each came from – up 

on wall 
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 Could give a sheet with preconceived ideas of incentives they 

could mark who said what 

 Could ask for top 5 + any additional 

 Could have people rank their top with the dots 

Round 4 

Each table presents key insights one minute. 

 Also the larger board with additional comments could be at the 

table 

Meta Harvest  

Lea, Giuliana, Amanda, and possibly some undergrad students take 

notes during the whole session.  Photos and note taking. 

Debrief   

 Summarize the day 

 if there are any other ideas that were not shared yet introduce 

a space for that 

 comment on happenings 

 thank them  

 remind them to fill out questionnaire 

 tell when our report will be complete 

 Ask the for things that didn‘t come out of the day please feel 

free to add more post it notes for us. 

 Remind to share business cards 
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Appendix C 
 

Dialogue Session: list of participants 

 

Name Position Organization  

Laurie Brunsdon Owner Monashee Guest 

Accomodation 

Andrew Little Intergovernmental 

Relations  

Ministry of Tourism, 

Culture & the Arts 

Brian Dowie  Owner Split Mountain 

Cathy Turner General Manager Tyax Wilderness Resort  

Charlie James Director, Sales & 

Marketing 

Carbon Management 

Solutions Consultancy 

Dave Butler Director of 

Sustainability 

Canadian Mountain 

Holidays 

David Tombs Manager Delta Hotels 

Dustin Bodnaryk Tourism 

Development 

Coordinator  

Tourism Dawson Creek 

Ed Nowek Owner Planet Bee Honey Farm 

Frank Armitage Councillor Town of Princeton 

Greg Simmonds Graduate Student TRU School of Tourism 

Heather Steere Manager Tourism Wells Gray 

Jane Baker Director West Chilcotin Tourism 

Association 

Jennifer 

Houiellebecq 

Industry 

Development 

Specialist 

TOTA 

Judy Adams Director Manager ETHOS 

Kelsey Milne Research Assistant Vancouver Island 

University 

Kimberly May Owner A Rover's Rest B&B 

Lenny Emilie Field Worker Canim Lake Band 

Marnie Henne Owner/Manager Springbrook Resort 

Mike Emilie Field Worker Canim Lake Band 

Mirian Schilling Stakeholder Services Cariboo  Chilcoton Coast 

Tourism Association 

Noelle Kekula Recreation Officer Ministry of Tourism, 

Culture & the Arts 
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Pat Mahar Assistant Professor UNBC-ORTM Program 

Paula Cranmer-

Underhill 

Tourim Officer Sts' ailes Development 

Corporation 

Roseanne Van Ee Interpretive 

Naturalis 

Outdoor Discoveries BC 

Sarah Weaver Owner Songbird Retreat 

Sherri Madden Services 

Coordinators 

Thompson Nocola 

Regional District 

Victoria Simpson Owner Artist's Heritage  

Wylie Bystedt Chair Cariboo  Chilcoton Coast 

Tourism Association 
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Appendix D 
 

Questionnaire 

 

Incentives for Sustainability: A dialogue for rural tourism operators. 

Short Survey 

 

Below you will find 20 questions many of which are in 

regards to your decision making criteria for involvement in an 

incentive programme. The responses to this survey will be 

used to inform a tool that could be used to help guide the tourism industry 

towards a successful incentive programme for rural tourism operators in 

BC.  

Your opinion is important to us however, feel free to skip any questions 

that you wish. 

Thank you for joining in the dialogue today and for taking the time to 

complete this survey.  

 

Sincerely, 

Nicole Vaugeois, Lea Thuot, Amanda Hachey, Giulianna Netto 

 

Name: _________________________________  

(optional)  

Business:  ___________________________ Location: ____________ 

(optional) (town or provincial region) 
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1. 

Positions within 

the business: 

Circle the one that 

best applies 
Owne

r 

Co-

owner/ 

Partial 

Owner 

Manage

r or 

Senior 

Positio

n 

Employ

ee 

Other: 

2. 

Overall, which of the following best describes your 

business/organisation with respect to how you have 

incorporated sustainable business practices into your 

operations? 

Please 

circle 

the 

one 

that 

best 

applie

s 

 
a. Have not incorporated sustainable practices 

into business operations. 
a 

 
b. Have piloted a few or some sustainable 

practices into business operations 
b 

 
c. Are committed to sustainability practices at 

many levels in the organisation 
c 

 

In this section, please rate how 

important the following factors 

would be in your decision 

making regarding your 

involvement in an incentive 

programme: 

Very 

Import

ant 

Somewhat  

Important 

Not 

Imp

orta

nt 

Reall

y Not 

Impor

tant 

3. 
Time of year/Season requiring 

involvement 
1 2 3 4 

4. Cost of participation 1 2 3 4 

5. 
Who is initiating the 

programme 
1 2 3 4 

6. 
Length of time commitment 

required 
1 2 3 4 

7. 
Ease of application process to 

join 
1 2 3 4 
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8. 
A test period – able to 

withdraw if desired 
1 2 3 4 

9. 
Reduces business cost through 

time, material, or resources 
1 2 3 4 

10. 
Can talk to others that have 

previously participated 
1 2 3 4 

11. 
The marketing benefit(s) for 

customers 
1 2 3 4 

12. 
Fits with your organisational 

vision 
1 2 3 4 

13. The focus is environmental 1 2 3 4 

14. 
The focus is on social 

initiatives 
1 2 3 4 

15. The focus is on economic 

benefits 
1 2 3 4 

16. Has phases or steps in a process 1 2 3 4 

17. Does not require travel 1 2 3 4 

18. Is focused on barriers you have 

identified 
1 2 3 4 

19. Please list any additional factors that would impact your decision to 

participate in an incentive programme: 

20. Overall, would you be interested in 

participating in an incentive programme for 

rural tourism operators in BC? 

Yes No 

Undeci

ded/De

pends 

Additional comments and suggestions are encouraged. 
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Would you be interested in being contacted for future discussions, 

dialogues, or planning sessions regarding a rural tourism incentive 

programme in BC?  If yes, please leave your contact information below: 

Name:  

Email: 
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Appendix E 
 

Questionnaire Results 

 

Q 1. Position in 

Business     
Q 6. Time 

commitment   

Owner 9   Very Important 5 

Co-owner 1   Somewhat Important 11 

Manager/Senior 

Position 6   Not Important 2 

Employee 0   Really Not Important 1 

Other 5       

          

      
Q 7. Application 

process   

Q 2. Level of 

Adoption     Very Important 6 

Have not incorporated 1   Somewhat Important 13 

Have piloted 

some/few 9   Not Important 1 

Committed at many 

levels 9   Really Not Important 0 

          

Q 3. Time of year     Q 8. A test period   

Very Important 3   Very Important 2 

Somewhat Important 10   Somewhat Important 10 

Not Important 4   Not Important 5 

Really Not Important 3   Really Not Important 3 

          

Q 4. Cost of 

participation     
Q 9. Reduces 

Business Costs   

Very Important 12   Very Important 10 

Somewhat Important 8   Somewhat Important 7 

Not Important 0   Not Important 2 

Really Not Important 0   Really Not Important 0 
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Q 5. Who is initiating 

the program     
Q 10. Talk to others 

who've tried   

Very Important 8   Very Important 5 

Somewhat Important 8   Somewhat Important 12 

Not Important 3   Not Important 3 

Really Not Important 1   Really Not Important 0 

 

Q 11. Marketing 

benefits     Q 16. Has phases   

Very Important 13   Very Important 8 

Somewhat Important 4   Somewhat Important 8 

Not Important 2   Not Important 4 

Really Not Important 0   Really Not Important 0 

          

Q 12. Fits with vision     Q 17. No travel   

Very Important 12   Very Important 2 

Somewhat Important 7   Somewhat Important 6 

Not Important 0   Not Important 10 

Really Not Important 0   Really Not Important 2 

          

Q 13. Focus is on 

Environmental 

Initiatives     
Q 18. Focused on 

barriers   

Very Important 13   Very Important 8 

Somewhat Important 6   Somewhat Important 4 

Not Important 1   Not Important 4 

Really Not Important 0   Really Not Important 0 

          

Q 14. Focus is on 

Social Initiatives         

Very Important 6       

Somewhat Important 14       

Not Important 0       

Really Not Important 0       

          

Q 15. Focus is on 

Economic Initiatives         
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Very Important 9       

Somewhat Important 9       

Not Important 2       

Really Not Important 0       

 


