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 ╅Responsible drinkers create all the atmosphere of a mortuary╆: 
Policy implementation of responsible drinking in Scotland  
 

By Alexander, M.J.; Beveridge, E.; M;IL;ヴWﾐが AくCくが ;ﾐS OげGﾗヴﾏ;ﾐが KくDく* 

 

Abstract 
Purpose  

Explores the reaction of customer facing staff and their attitude to the introduction 

of high profile CSR programmes; in particular their level of awareness and 

willingness to implement them. 

Design/methodology/approach  

Conducted using a series of site visits and interviews with managers working within 

the licensed trade, this was followed up with structured interviews ﾗa けaヴﾗﾐデ ﾉｷﾐWげ 
staff. 

Findings 

Despite high levels of awareness of both the social problems relating to alcohol 

consumption and the legislative changes, engagement with operational CSR was 

limited and often disinterested. Legal and societal expectations regarding 

drunkenness are of little concern. 

Research limitations/implications 

Concerned with nascent legislation, the full impact and success of which has not yet 

emerged. Reviewing this study in five years would add to the strength of the results. 

Limited to Scotland due to its devolved licensing laws, however, it clearly highlights 

lack of employee engagement with CSR. 

Practical implications 

Despite placing CSR issues at the forefront of day to day operations within the 

licensed trade there is little empirical evidence around customer facing staff 

engagement. CSR is a dynamic process that relies on the involvement of employees 

for its successful implementation,  

Social implications 

The social and economic cost of excessive alcohol consumption is high on the 

political agenda in Scotland.  The commercial hospitality industry could, through a 

proactive and comprehensive implementation of CSR policies, play a significant role 

in in addressing societal concerns.  

Originality/value 

A new CSR implementation matrix is presented which allows hospitality businesses 

to be positioned according to levels of both management and employee 

engagement with CSR policies.  
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CSR; Employee Attitudes; Alcoholic Drinks; Engagement 

 

* Corresponding Author 



2 

╅Responsible drinkers create all the atmosphere of a mortuary╆┺ 
Policy implementation of responsible drinking in Scotland   

 

Within the hospitality industry selling alcohol and creating an atmosphere for people to have 

a good time raises issues of Corporate Social Responsibility (CSR). This paper explores the 

reaction of customer facing staff and their attitude to the introduction of high profile CSR 

programmes; in particular their level of awareness and willingness to implement policies and 

praIデｷIWゲく  TｴW Hｷﾉﾉ aﾗヴ デｴW けLｷIWﾐゲｷﾐｪ ふ“Iﾗデﾉ;ﾐSぶ AIデ ヲヰヰヵげ ﾗa デｴW “Iﾗデデｷゲｴ P;ヴﾉｷ;ﾏWﾐデ ヴWIWｷ┗WS 
Royal Assent in December 2005 and came into force in September 2009 (Scottish 

Government, 2007). This Act makes provision for regulating the sale of alcohol, and for 

regulating licensed premises and other premises on which alcohol is sold. It imposes stricter 

regulations on the sale of alcohol and training standards for all bar staff, requiring them to 

refuse to serve drunken customers and to only honour responsible drinks orders.  This also 

gave rise to high profile, legally enforceable, CSR campaigns promoted by the National 

HW;ﾉデｴ “Wヴ┗ｷIW ｷﾐ “Iﾗデﾉ;ﾐS ｷﾐIﾉ┌Sｷﾐｪ けDヴｷﾐﾆ;┘;ヴWげ ;ﾐS けAﾉIﾗｴﾗﾉ FﾗI┌ゲ “Iﾗデﾉ;ﾐSくげ   

 

This paper divides into six sections.  The literature on organizational applications of CSR, and 

in particular CSR in the hospitality and tourism industry, is reviewed in section one. We 

identify limitations in the existing literature, specifically the lack of investigation into the 

introduction and implementation of a high profile legally enforceable CSR campaign.  The 

ゲWIﾗﾐS ゲWIデｷﾗﾐ W┝ヮﾉﾗヴWゲ C“‘が ;ﾉIﾗｴﾗﾉ Iﾗﾐゲ┌ﾏヮデｷﾗﾐ ;ﾐS デｴW ｷﾐデヴﾗS┌Iデｷﾗﾐ ﾗa デｴW けLｷIWﾐゲｷﾐｪ 
ふ“Iﾗデﾉ;ﾐSぶ AIデ ヲヰヰヵげく TｴWヴW aﾗﾉﾉﾗ┘ゲ ; ゲWIデｷﾗﾐ ﾗﾐ S;デ; IﾗﾉﾉWIデｷﾗﾐ ﾏWデｴﾗSゲ ;ﾐS ;ﾐ;lysis.  The 

next two sections are empirical. In the first we explore how customer facing restaurant and 

bar staff cope with the implementation of high profile CSR initiatives and whether it is 

perceived possible to implement them without adversely affecting the core aim of the 

business.  In the next section our results highlight the void between the legislative intentions 

and business interests as perceived by staff and the significant problems this raises for both 

implementation and maturation of any CSR initiatives.  In the final section of the paper, we 

draw together the threads of our argument, offer a new CSR implementation matrix, 

consider the limitations of our approach and point to avenues for future research. 

 

Applications of CSR and the Commercial Hospitality Industry 
CSR has its foundations in the tradition that businesses form part of society (Carroll, 1979), 

this imposes さWIﾗﾐﾗﾏｷIが ﾉWｪ;ﾉが WデｴｷI;ﾉが ;ﾐS SｷゲIヴWデｷﾗﾐ;ヴ┞ ふヮｴｷﾉ;ﾐデｴヴﾗヮｷIぶ W┝ヮWIデ;デｷﾗﾐゲざ on 

businesses. Jones et al. (2006, p. 330) observe that businesses さｴ;┗W デｴW ヮﾗデWﾐデｷ;ﾉ デﾗ ﾏ;ﾆW ; 
ヮﾗゲｷデｷ┗W IﾗﾐデヴｷH┌デｷﾗﾐ デﾗ ゲﾗIｷ;ﾉ ｪﾗ;ﾉゲ ;ﾐS ;ゲヮｷヴ;デｷﾗﾐゲざ.  However, some authors claim that CSR 

is a vague philosophical construct without clear boundaries (Lantos, 2005; Valor, 2005), 

indeed, ┘ｷデｴｷﾐ ｴﾗゲヮｷデ;ﾉｷデ┞ ﾏ;ﾐ;ｪWﾏWﾐデ C“‘ ｴ;ゲ ﾏ;ﾐ┞ ﾐ;ﾏWゲぎ けゲﾗIｷ;ﾉ ヴWゲヮﾗﾐゲｷHｷﾉｷデ┞げが 
けIﾗヴヮﾗヴ;デW Iｷデｷ┣Wﾐゲｴｷヮげが ;ﾐS けIﾗヴヮﾗヴ;デW ゲ┌ゲデ;ｷﾐ;Hｷﾉｷデ┞げ ふHolcomb, Upchurch, & Okumus, 2007, 

p. 462).  However, for this study, the definition by Kang et al., (2010, p. 76ぶ ｷゲ ;SﾗヮデWSぎ さデｴW 
;Iデｷ┗ｷデｷWゲ ﾏ;ﾆｷﾐｪ Iﾗﾏヮ;ﾐｷWゲ ｪﾗﾗS Iｷデｷ┣Wﾐゲ ┘ｴﾗ IﾗﾐデヴｷH┌デW デﾗ ゲﾗIｷWデ┞げゲ ┘Wﾉa;ヴW HW┞ﾗﾐS デｴWｷヴ 
own self-ｷﾐデWヴWゲデゲくざ 

 

Organizations use CSR in an attempt to gain corporate legitimacy and address the concerns 

of both society and the market in a variety of ways (McWilliams, Siegel, & Wright, 2006), 
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including PR campaigns (Frankental, 2001), risk management (Husted, 2005), and social 

legitimacy (Werther, 2005ぶく  Cﾗヴヮﾗヴ;デW ﾉWｪｷデｷﾏ;I┞ ｷゲ ゲWWﾐ ;ゲ デｴW け┞;ヴSゲデｷIﾆげ aﾗヴ C“‘ 
effectiveness (Carroll, 1979; Maignan & Ferrell, 2000; Wartick & Cochran, 1985), where 

legitimacy is "a generalized perception or assumption that the actions of an entity are 

desirable, proper or appropriate within some socially constructed system of norms, values, 

beliefs, and definitions" (Suchman, 1995, p. 574). If, as Drucker (1973, p. 368) suggests, the 

ﾏｷﾐｷﾏ┌ﾏ IヴｷデWヴｷﾗﾐ ﾗa C“‘ ｷゲ さprimum non nocereざ デｴWヴW ;ヴW IWヴデ;ｷﾐ Iﾗﾏヮ;ﾐｷWゲ ;ﾐS W┗Wﾐ 
industries that may not be able to comply and increase corporate legitimacy through CSR.  

 

Certain industries and traditional CSR are inherently contradictory, for example, Palazzo and 

Richter (2005, p. 398) observe that さ;ゲ Iｷｪ;ヴWデデWゲ ﾆｷﾉﾉ ;Iデｷ┗W ;ﾐS ヮ;ゲゲｷ┗W ┌ゲWヴゲが ;ﾉﾉ デｴ;デ ; 
デﾗH;IIﾗ Iﾗﾏヮ;ﾐ┞ I;ﾐ ;IｴｷW┗W ｷゲ ; ヴWヮ┌デ;デｷﾗﾐ aﾗヴ デヴ;ﾐゲ;Iデｷﾗﾐ;ﾉ ｷﾐデWｪヴｷデ┞ざく  Hﾗ┘W┗Wヴが 
transactional integrity is only a small part of legitimizing a corporation's activities, as 

Weaver, Treviño, and Cochran (1999) note societal acceptance is the main driving force of 

CSR activities. Within corporations there are also internal and external challenges in 

implementing CSR.  For example, Pomering and Dolnicar (2009) argue that CSR has not yet 

demonstrated to be effective in improving customer attitudes towards products and 

services.  Whilst inside organisations Bondy (2008) discovered, when implementing CSR 

ヮﾗﾉｷIｷWゲが ｷﾐSｷ┗ｷS┌;ﾉ Wﾏヮﾉﾗ┞WWゲげ ヮWヴゲﾗﾐ;ﾉ WデｴｷIゲ I;ﾐ ﾉW;S デﾗ IﾗﾐaﾉｷIデ HWデ┘WWﾐ ヮWヴゲﾗﾐ;ﾉ ヮﾗ┘Wヴ 
and CSR objectives, resulting in their almost complete inactivity on CSR.  Finally, Rondinelli 

(2002) observes that even with well-formulated ethical rules, without independent 

moderation and control combined with genuine transparency, it is often business as usual 

that takes place. 

 

At the macro-level the commercial hospitality industry appears to be proactive in 

encouraging and implementing CSR initiatives, for example, the European Federation of 

Food and Agriculture and Tourism Trade Unions and Hotels Restaurants and Cafes has 

さdrafted compliance parameters concerning equal opportunity, non-discrimination, working 

conditions, fair pay, vocational training and long-life learning, health and safety, and the 

relationship between employers and employees at all levelsざ (Holcomb, et al., 2007, p. 463).  

Lee and Park (2009) highlight somW ﾗa デｴW ｴﾗデWﾉ Iﾗﾏヮ;ﾐｷWゲろ C“‘ ヮヴﾗｪヴ;ﾏﾏWゲぎ AIIﾗヴげゲ けけE;ヴデｴ 
G┌Wゲデ Pヴﾗｪヴ;ﾏげげ デﾗ ヮヴWゲWヴ┗W ;ﾐS ヮヴﾗデWIデ デｴW Wﾐ┗ｷヴﾗﾐﾏWﾐデ ┘ｴｷﾉゲデ ゲ┌ヮヮﾗヴデｷﾐｪ ﾉﾗI;ﾉ 
development; InterContinental Hotels' environmental protection efforts including energy 

efficiency, water conservation, climate change awareness campaigns, and procuring coffee; 

;ﾐS aｷﾐ;ﾉﾉ┞が M;ヴヴｷﾗデデげゲ Iﾗﾏﾏ┌ﾐｷデ┞ ｷﾐ┗ﾗﾉ┗WﾏWﾐデ ヮヴﾗﾃWIデゲく Wｴｷﾉゲデ ┌ﾐSﾗ┌HデWSﾉ┞ ｪﾗﾗS 
programmes, what remains unclear is just how involved and engaged the employees are. In 

Scotland, another example is けAﾉIﾗｴﾗﾉ A┘;ヴWﾐWゲゲ WWWﾆげ ふ2010) which is in its fourth 

consecutive year bringing together the Scottish Government, the alcohol industry, health 

professionals and the voluntary sector to promote a cohesive message about drinking 

alcohol responsibly. 

 

Despite these grand efforts, CSR practices at the micro-level may not actually be taking 

ヮﾉ;IWが aﾗヴ W┝;ﾏヮﾉWが ｷﾐ ; ゲデ┌S┞ ﾗa C“‘ ヮヴ;IデｷIWゲ ｷﾐ デｴW UKげゲ デﾗヮ デWﾐ ヮ┌HﾉｷI ｴﾗ┌ゲW ﾗヮWヴ;デﾗヴゲが 
Jones et al (2006, p. 339) show さthere is little evidence that pub operators are fully 

ｷﾐデWｪヴ;デｷﾐｪ C“‘ ｷﾐデﾗ デｴWｷヴ H┌ゲｷﾐWゲゲ ﾗヴ デｴ;デ デｴW┞ ;ヴW ゲWWﾆｷﾐｪ デﾗ ┌ゲW KPIげゲ デﾗ ﾏW;ゲ┌ヴWが ﾏﾗﾐｷデﾗヴが 
benchmark or compare their CSR performance over time or within their sector of the 

economyざ.  This lack of engagement is confirmed by Dodds and Kuehnel, (2010) who note a 
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high level of awareness amongst Canadian tour operators, but little direct action, and Lee 

and Park (2009) found a significant difference between sectors in the industry when 

implementing CSR, with particular challenges for socially aware casinos, where they attempt 

to promote and train employees about responsible gaming and contribute to community 

development and enhancement whilst also supporting education and research programs for 

responsible gaming (Lee and Park, 2009). 

 

Holcomb et al. (2007, p.472) propose for さmost of the hotel and hospitality industry, the 

reality has not hitざ compared to the CSR practices of other industries and call for a new 

approach within the industry. The commercial hospitality industry is encouraged to invest in 

the long term through more sustainable business practices and さlive up to their reputation 

of being けhospitableげ not only to their guests but also to societyざ.  One of the issues with 

existing CSR research in the hospitality industry is that few studies focus on the engagement 

with socially responsible principles of doing business. In many ways therefore, current 

research falls short of making a truly valuable contribution to the broader CSR literature as it 

lacks exploration of the attitudes that underpin engagement. The focus of the extant 

ﾉｷデWヴ;デ┌ヴW ヴWﾏ;ｷﾐゲ ﾗﾐ デｴW け┘ｴ;デげ ;ゲ ﾗヮヮﾗゲWS デﾗ デｴW け┘ｴ┞げ ;ﾐS ﾗヮヮﾗヴデ┌ﾐｷデ┞ デﾗ W┝ヮﾉﾗヴW 
engagement with CSR rather than its simple presence is apparent. 

 

CSR and Alcohol Consumption in Scotland 
In Scotland, the social and economic cost of excessive alcohol consumption is high on the 

political agenda, not least because it costs the country £1.1bn per year.  This is composed of 

£110million in health service costs; £96million in social work; £267million to the criminal 

justice system and emergency services; and, the remainder to various economic and social 

channels to compensate for the disruption (Alcohol Focus Scotland, 2007). 

 

OﾐW ﾗa デｴW ;ｷﾏゲ ﾗa デｴW けLｷIWﾐゲｷﾐｪ ふ“Iﾗデﾉ;ﾐSぶ AIデ ヲヰヰヵげ ｷゲ ヮヴﾗデWIデｷﾐｪ ;ﾐS ｷﾏヮヴﾗ┗ｷﾐｪ ヮ┌HﾉｷI 
health.  Mandatory requirements contained within the Act require that alcohol can only be 

sold in accordance with an approved operating plan, licence fees are paid and that alcohol 

cannot be sold without a premises licence or personal licence holder present. Alcohol can 

only be sold by staff who have the mandated CSR training; proof of training must be kept on 

premises. Price changes and special offers can only be made 72 hours after the last change 

;ﾐS ヮヴﾗﾏﾗデｷﾗﾐゲ IﾗﾐゲｷSWヴWS デﾗ HW ｷヴヴWゲヮﾗﾐゲｷHﾉWが aﾗヴ W┝;ﾏヮﾉWが けヲ aﾗヴ ヱげ ﾗヴ けH;ヮヮ┞ Hﾗ┌ヴゲげ ;ヴW 
prohibited. All licenced premises are required to provide soft drinks at affordable prices and 

drinking water free of charge (Scottish Government, 2007). In order to enforce the Act, 

Licensing Standards Officers have been appointed who are responsible for maintaining 

licensing law throughout Scotland and are granted considerable power through their office. 

 

In parallel and in direct support of the Act, Alcohol Focus Scotland (2010) offer a series of 

C“‘ ヴWﾉ;デWS デヴ;ｷﾐｷﾐｪ ;ﾐS WS┌I;デｷﾗﾐ ;Iデｷ┗ｷデｷWゲき デｴWゲW ｷﾐIﾉ┌SW けDヴｷﾐﾆWｷゲWげが け“Wヴ┗W┘ｷゲWげ ;ﾐS 
counselling skills.  Servewise is designed, amongst industry workers, to standardise 

knowledge of irresponsible alcohol consumption in customers and a legal requirement in the 

sale of alcohol; whereas Drinkwise training educates those with concerns about the role of 

alcohol in their lives, increasing their knowledge of how to deal with alcoholism and aid in 

addressing anxieties. The counselling skills certificate is a series of modules to train 
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prospective alcohol counsellors. These activities are designed to encourage and stimulate 

societal responsibility in alcohol consumption by promoting awareness beyond the 

individual.  Tｴｷゲ ｷゲ a┌ヴデｴWヴ SW┗WﾉﾗヮWS H┞ デｴW けDヴｷﾐﾆ A┘;ヴWげ ふヲヰヱヰぶ I;ﾏヮ;ｷｪﾐ ┘ｴｷIｴ ヮヴﾗﾏﾗデWゲ 
responsible alcohol consumption through education. It provides information to help people 

understand and manage their relationship with alcohol. Key areas of focus are impacts upon 

health, work and study, family, personal relationships and underage consumption. 

 

CSR and Frontline Employees  
It is the stakeholder, rather than the shareholder, view of CSR that is explored in this study 

(Bolton, Chung-ｴWWが わ OげGﾗヴﾏ;ﾐが ヲヰヱヱ; Clarkson, 1995; Donaldson & Preston, 1995; 

Ferrary, 2009); in particular issues of employee involvement and well-being (Vuontisjärvi, 

2006) and their commitment and motivation (Farrelly & Greyser, 2007) to the business. 

Employer-employee relations are linked to business success (Karnes, 2009) and CSR has a 

strong influence on attitudes to work, these include: motivation and morale (Branco & 

Rodrigues, 2006), job satisfaction, organizational commitment and loyalty to the firm (Collier 

& Esteban, 2007; Tsai & Huang, 2008).  

 

Frontline employees, both managers and staff, are central to any successful implementation 

of C“‘ ;ゲ ｷデ ｷゲ さ; S┞ﾐ;ﾏｷI ;ﾐS SW┗Wﾉﾗヮｷﾐｪ ヮヴﾗIWゲゲ デｴ;デ ヴWﾉｷWゲ ﾗﾐ デｴW ｷﾐ┗ﾗﾉ┗WﾏWﾐデ ﾗa デｴW 
employee as a major stakeholder in its co-IヴW;デｷﾗﾐ ;ﾐS ｷﾏヮﾉWﾏWﾐデ;デｷﾗﾐざ ふBﾗﾉデﾗﾐ Wデ ;ﾉ ヲヰヱヱぶく 
Villanova et al. (2009) propose that employee and oヴｪ;ﾐｷゲ;デｷﾗﾐ;ﾉ ﾉW;ヴﾐｷﾐｪ デ;ﾆWゲ ヮﾉ;IW さ;ゲ 
CSR is embedded in business processes, and that once it has been integrated, in turn, it 

ｪWﾐWヴ;デWゲ ｷﾐﾐﾗ┗;デｷ┗W ヮヴ;IデｷIWゲが ;ﾐS aｷﾐ;ﾉﾉ┞が IﾗﾏヮWデｷデｷ┗WﾐWゲゲざく  

 

Without employee engagement there is little chance of CSR being embedded in company 

practice and the resultant increased legitimacy being achieved. Furthermore, Bolton et al. 

(2011) highlight that Iﾗﾏヮ;ﾐｷWゲ SWヮWﾐS ﾗﾐ Wﾏヮﾉﾗ┞WWゲげ Wﾐｪ;ｪWﾏWﾐデ ┘ｷデｴ CSR throughout 

the process of initiation ĺ implementation ĺ maturation, frontline involvement grows 

from a minor element in the CSR initiation stage to a vital factor of success in the later 

stages of the process.  

 

 

Methodology 
To examine the level of awareness and implementation of CSR policies and practices by 

front-line staff in the Scottish licensed trade sector a field study was conducted which 

adopted a two-stage process to gather the data from both managerial/supervisory 

personnel and other bar staff. The initial round of data collection consisted of semi-

structured face to face interviews with supervisory level staff. After the initial period of data 

analysis a further round of structured email interviews were undertaken with front-line bar 

staff. 

 

Data was collected in Glasgow as the Glasgow City licensing board area contains over 1750 

outlets which hold a premises license. Initial emails and telephone calls were made to over 
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150 premises in the city centre area based on a purposive sampling exercise and from these 

a final sample of 29 face-to-face interviews with bar supervisors and managers were 

arranged. The sample was representative of both independent and chain affiliated 

establishments with managers interviewed from bars, hotels and nightclubs. All participants 

had at least 1 year experience in a management role. 

 

The second round of data was conducted with undergraduate students studying hospitality 

and tourism management. A structured interview consisting of 12 open and closed 

questions was sent using the online survey tool Qualtrics to 416 students, after two 

reminder emails a total of 135 students responded. The first question was a filter to 

determine if respondents had prior experience in hospitality employment, the final sample 

of 64 represents 15% of the original sample. Of this sub-sample 37% had worked for more 

than 1 year and 18% had worked for between 3 and 5 years. Respondents had undertaken a 

range of roles from bar staff (34%), waiter (47%), events (8%) and nightclub staff (7%); 59% 

of the respondents were aware of Corporate Social Responsibility in the licensed trade. Only 

49% of respondents reported receiving formal training and of this group only nine 

respondents had received training relating to the licensing act. 

 

For the first round of data collection a schedule was created to ensure that interviews would 

be consistent (Yin, 2003). In order to stimulate discussion around CSR awareness, practices 

;ﾐS ｷﾏヮﾉWﾏWﾐデ;デｷﾗﾐ ケ┌Wゲデｷﾗﾐゲ aﾗI┌ゲWS ｷﾐ ﾗﾐ ヮ;ヴデｷIｷヮ;ﾐデげゲ ;デデｷデ┌SWゲ デﾗ┘;ヴSゲ HｷﾐｪW Sヴｷﾐﾆｷﾐｪ 
as this was seen as precipitating CSR elements of the act. Participants were then questioned 

on the extent to which problems can be controlled by front line staff and then on their 

responsibilities towards both customers and staff. Finally, participants were asked to suggest 

ways in which CSR practices might impact on day to day activity.  All face-to-face interviews 

were recorded and lasted between 30 に 45 minutes in length. For the front-line staff 

questions were formulated which explored each Managers' level of training, their 

understanding of CSR and once again their experiences and attitudes towards perceived 

けHｷﾐｪW Sヴｷﾐﾆｷﾐｪげ ;ﾐS ヮﾗゲゲｷHﾉW ゲﾗﾉ┌デｷﾗﾐゲく Aﾉﾉ ヮ;ヴデｷIｷヮ;ﾐデゲ ;ﾐS ヮヴWﾏｷゲWゲ ┘WヴW ｪ┌;ヴ;ﾐデWWS 
anonymity within the study as it was recognized that certain issues surrounding licensing 

legislation may be contentious and affect their status as license holders. 

 

All the face to face interviews were transcribed and engaged with progressively before 

coding. Quotes from the structured data collection were extracted and presented alongside 

the interview question in table format. To ensure reliability the literature suggests using 

multiple coders (Isabella, 1990; Richter, 2011) and two members of the research team 

independently coded the data extracting relevant themes and categories.  During the data 

analysis six themes relating to CSR emerged: problem recognition, blame culture, dealing 

with drunken customers, pretend CSR, atmosphere in the establishment and overall 

profitability.  In the next chapter cognate themes are grouped together to form three 

categories: Responsibility, Practically and Value Proposition.  

 

Frontline hospitality staff and Corporate Social Responsibility 
 



7 

Responsibility 

Problem Recognition 

Research participants in both data collection phases seemed well versed in the proposed 

legislation aimed at reducing the effects of binge drinking and phase 1 participants in 

particular conveyed a sense of victimisation in their attitudes towards the social problem 

and proposed solutions. Participants seemed to suggest that issues concerning alcohol in 

society are cultivated in contexts far removed from pubs and bars yet it is the licensed trade 

デｴ;デ ﾏ┌ゲデ ヮ;┞ デｴW ヮヴｷIWく TｴW ┌ゲW ﾗa デWヴﾏｷﾐﾗﾉﾗｪ┞ ゲ┌Iｴ ;ゲ さHヴﾗ┌ｪｴデ ┌ヮざが さIｷデ┞ ゲデヴWWデざが ;ﾐS さデｴW 
ｴﾗﾏWざ ｷﾐSｷI;デW ; ﾐWWS デﾗ ﾉﾗI;デW デｴW ゲﾗIｷ;ﾉ ヮヴﾗHﾉWﾏ ゲヮWIｷaｷI;ﾉﾉ┞ HW┞ﾗﾐS デｴWｷヴ ﾗ┘ﾐ IﾗﾐデW┝デく Iﾐ 
interpreting further, the licensees see the drinking problem to be instilled in individuals 

during their upbringing, perhaps in adolescence when they experiment with alcohol. 

Following that, issues concern people that either drink in their own home or outdoors, thus 

the interviewees indirectly attribute the issues to the sale of alcohol at off-licenses or 

supermarkets. Bar managers and supervisors were also happy to question government 

proposals such as those affecting minimum pricing and happy hours. 

 

The majority of participants recognised the social problems relating to alcohol with a general 

attitude that social problems concerning alcohol and its negative effects were formed 

privately and were manifested outside licensed businesses.  Responses from customer facing 

staff in phase 2 indicate broad agreement with those of phase 1 with the majority 

responding negatively to questions relating to proposed solutions to binge drinking. 

‘WゲヮﾗﾐSWﾐデゲ ｴｷｪｴﾉｷｪｴデWS ;ﾉIﾗｴﾗﾉ ヮヴﾗHﾉWﾏゲ HWｷﾐｪ さﾏﾗヴW ﾗa ; ゲﾗIｷ;ﾉ ヮヴﾗHﾉWﾏ ｷﾐ “Iﾗデﾉ;ﾐSざ ;ﾐS 
despite some respondents recognising the potential for some positive outcomes, the 

imposition of a minimum unit price was SWゲIヴｷHWS ;ゲ さｷSW;ﾉｷゲデｷIざ H┞ ﾗﾐW ヴWゲヮﾗﾐSWﾐデ ;ﾐS 
would simply shift drinking habits elsewhere. The responses from both phases indicate a 

high level of understanding of the policies as proposed solutions but there was scepticism 

over the licensed trade's role as both a cause and control mechanism. The need to locate 

the problem elsewhere also manifests itself within a specific and targeted blame culture 

approach aimed at other stakeholders within the drink industry. At no point did any 

licensees consider themselves to have any responsibility.  

 

Blame Culture 

Several stakeholders associated with, or operating in, the alcohol industry were cited by 

licensees in phases 1 as being particularly guilty of perpetuating the negative effects of 

drinking. Interviewees listed: the government, police, supermarkets, manufacturers, and 

ﾗデｴWヴ ﾗ┘ﾐWヴゲっﾉｷIWﾐゲWWゲく TｴW ;デデｷデ┌SW ﾗa け┘ｴ┞ ┌ゲげ WﾏWヴｪWゲ ﾗﾐIW ﾏﾗヴWが ゲｴﾗ┘ｷﾐｪ ; ゲWﾐゲW ﾗa 
perceived victimisation illustrated by the blame attached to government who Manager P 

;II┌ゲWS ﾗa さヮ┌デデｷﾐｪ ;ﾉﾉ デｴW ヮヴWゲゲ┌ヴW ﾗﾐ H;ヴ ﾗヮWヴ;デﾗヴゲ ;ﾐS H;ヴ ﾏ;ﾐ;ｪWヴゲざく  The focus on 

business and profit dominates with licensees blaming supermarkets and the police. The 

issue with supermarkets is based on price and the realisation that bars compete with 

supermarkets as much as they do with other licensed businesses. There is reluctant 

compliance with the police enforcement of responsible drinking; this is particularly 

illuminating when it is considered that the police are obliged to shut down uncooperative 

licensed businesses. However, the issues are not ostensibly linked with CSR; rather the 

respondents posit the impact of the pressure felt from the government, police and 

ゲ┌ヮWヴﾏ;ヴﾆWデゲ ;ゲ HWｷﾐｪ ｷﾐ ヮヴﾗaｷデ ヴ;デｴWヴ デｴ;ﾐ ヴWゲヮﾗﾐゲｷHｷﾉｷデ┞く TｴW ヴWヮWデｷデｷﾗﾐ ﾗa さぷaｷﾐ;ﾐIｷ;ﾉへ 
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ヮヴWゲゲ┌ヴWざ ;ﾐS ﾏWﾐデｷﾗﾐ ﾗa さｪｷ┗W ┌ゲ ; ぷaｷﾐ;ﾐIｷ;ﾉへ ｴ;ﾐSざ underlined a feeling of victimisation 

amongst licensees.  

 

Manufacturers of alcoholic beverages were also identified as perpetuating problems, 

Manager C suggests that with regard to certain gimmick and hyper che;ヮ ヮヴﾗS┌Iデゲが さI Sﾗﾐげデ 
デｴｷﾐﾆ デｴW┞ ゲｴﾗ┌ﾉS HW ﾗﾐ デｴW ﾏ;ヴﾆWデ ;デ ;ﾉﾉざく TｴW ゲ;ﾉW ﾗa デｴWゲW ヮヴﾗS┌Iデゲが ;IIﾗヴSｷﾐｪ デﾗ Manager 

D SWﾏﾗﾐゲデヴ;デWSが さ;ﾐ ;HゲWﾐIW ﾗa ヮヴﾗaWゲゲｷﾗﾐ;ﾉ WデｴｷIゲざく TｴW ﾉｷIWﾐゲWWゲ ゲｴ;ヴWS ; IﾗﾐゲｷSWヴ;HﾉW 
knowledge of the ethical concerns relating to the production and sale of alcohol yet were 

rather more inclined to apportion blame on stakeholders other than themselves. Manager C 

was strong in their opinion that much harsher sanctions should be placed on alcohol 

manufacturers with regard to the production of particular products yet they displayed little 

acknowledgement of the contribution the licensed trade could make to the perpetuation of 

the problem. 

 

The issues raised by participants specifically regarding the licensed trade related to staff 

turnover, the cost of running training programmes (over and above basic operational 

requirements), and also with a perceived lack of collective responsibility amongst license 

holders. Licensees firstly suggested that poor subscription to CSR legislation lay in the 

traﾐゲｷWﾐデ ﾐ;デ┌ヴW ﾗa Wﾏヮﾉﾗ┞ﾏWﾐデ ｷﾐ デｴW ﾉｷIWﾐゲWS デヴ;SW ;ゲ ﾗヮヮﾗゲWS デﾗ ｷﾐSｷ┗ｷS┌;ﾉゲげ ﾗ┘ﾐ 
propensity to engage: 

さTｴW ヮヴﾗHﾉWﾏ ┘ｷデｴ デｴｷゲ デヴ;SW ｷゲ デｴ;デ W┗Wヴ┞ ﾏﾗﾐデｴ Iげﾏ ｴ;┗ｷﾐｪ デﾗ ｷﾐデWヴ┗ｷW┘ ﾐW┘ 
students and casual-type staff that I know will be gone by the summer, how do I 

ﾆWWヮ ┌ヮ ┘ｷデｴ デｴW デヴ;ｷﾐｷﾐｪいざ ふManager B) 

The small percentage of customer facing staff in phase 2 who had received training relating 

to liquor licensing or legislation would appear to support this statement and might suggest 

therefore that front line perceptions may be influenced to a greater extent by those of their 

supervisors and managers. 

It was also evident that interviewees considered problems relating to alcohol in a rather 

insular manner. Discussions were based on how the environment impacted their own 

particular business and whilst issues were related back to wider contextual factors, a 

broader consideration of the role of the licensed trade in the economic and political context 

seemed to be ignored. Thus a sense of the need for collective responsibility was not 

apparent. Implicitly, licensees referred to the nature of the industry yet in a resigned 

ﾏ;ﾐﾐWヴ ｷﾐaWヴヴｷﾐｪが けデｴ;デげゲ デｴW ┘;┞ デｴｷﾐｪゲ ;ヴWが デｴW┞ ;ヴWﾐげデ ｪﾗｷﾐｪ デﾗ Iｴ;ﾐｪWげく The somewhat 

insular way in which the issues were considered is also evident in the varied approaches and 

management strategies offered by interviewees. The issues highlighted were potentially 

self-inflicted but still portrayed the licensees as victims of a flawed operational reality. 

 

Practicalities 

Dealing with Drunks 

All participants recognised that dealing with the negative effects of drinking was an 

ｷﾐW┗ｷデ;HﾉW ;ﾐS ｷﾐWゲI;ヮ;HﾉW ヮ;ヴデ ﾗa デｴW ﾃﾗHが さデｴWゲW デｴｷﾐｪゲ ﾃ┌ゲデ ｴ;ヮヮWﾐ ｷﾐ H;ヴゲ ゲﾗﾏWデｷﾏWゲざ 
(Manager E). Licensees were keen to discuss anecdotes regarding the behaviour of 

customers who had overindulged. Manager C IﾗﾏﾏWﾐデWS デｴ;デ さIげ┗W ｴ;S ; ﾆﾐｷaW ヮ┌ﾉﾉWS ﾗﾐ 
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ﾏW HWaﾗヴWく Iげ┗W HWWﾐ デｴヴW;デWﾐWS ┘ｷデｴ ┗ｷﾗﾉWﾐIWく Iげ┗W ｴ;S ヮWﾗヮﾉW Iﾗﾉﾉ;ヮゲW aヴﾗﾏ ;ﾉIﾗｴﾗﾉ 
Iﾗﾐゲ┌ﾏヮデｷﾗﾐざく OﾐIW ;ｪ;ｷﾐが ; ┗ｷIデｷﾏげゲ ﾏWﾐデ;ﾉｷデ┞ ｷゲ ﾐﾗデWSく Hﾗ┘W┗Wヴが ┘ｷデｴ ヴWｪ;ヴS デﾗ デｴW 
practical ;ヮヮヴﾗ;IｴWゲ デﾗ SW;ﾉｷﾐｪ ┘ｷデｴ けSヴ┌ﾐﾆげ I┌ゲデﾗﾏWヴゲ ヮ;ヴデｷIｷヮ;ﾐデゲ ゲ┌ｪｪWゲデWS デｴ;デ 
preventing them from consuming drink may not be the most appropriate approach: さAﾉIﾗｴﾗﾉ 
makes people think and behave irrationally, so the last thing you want to tell a drunk person 

ｷゲ デｴ;デ デｴW┞ ｴ;┗W ｴ;S デﾗﾗ ﾏ┌Iｴざ (Manager A).  Thus highlighting a central issue for CSR in the 

licensed trade; the product is a mind and behaviour altering drug, which can have serious 

negative effects on consumers and, as such, dealing with the effects of the drug can put staff 

at risk. This practical problem was something that respondents in phase 2 were keenly 

;┘;ヴW ﾗaく Aヴﾗ┌ﾐS ｴ;ﾉa ﾗa ;ﾉﾉ ヴWゲヮﾗﾐSWﾐデゲ SｷゲI┌ゲゲWS ｷゲゲ┌Wゲ ヴWﾉ;デｷﾐｪ デﾗ けHｷﾐｪWげ Sヴｷﾐﾆｷﾐｪ 
ｴｷｪｴﾉｷｪｴデｷﾐｪ ｴﾗ┘ デｴｷゲ I;┌ゲWゲ I┌ゲデﾗﾏWヴゲ デﾗ HWIﾗﾏW さヴ┌SWざが さ;ｪｪヴWゲゲｷ┗Wざ ;ﾐS ;デ デｷﾏWゲ 
さ┗ｷﾗﾉWﾐデざく It is perhaps not a great surprise therefore that many licensees appeared to turn a 

blind eye to drunken behaviour and attempt to control overindulgence through other 

practical approaches that were deemed by participants to be CSR related but, in reality, can 

be seen to have mainly business (as opposed to socially) related benefits.  

 

CSR and day to day operations 

Several Managers proffered practical approaches that could curb drunken behaviour which 

did not involve actually telling a customer that they should stop drinking whereas front-line 

bar staff displayed conflicting opinions about the implications of engaging with CSR at the 

operational level. One Managerが デｴW ﾏ;ﾐ;ｪWヴ ﾗa ;ﾐ け┌ヮ-ﾏ;ヴﾆWデげ IﾗIﾆデ;ｷﾉ H;ヴ ヮヴﾗヮﾗゲWS デｴ;デぎ 
さThe prices in here are quite high which can put people off. You have to spend quite a lot to 

binge-Sヴｷﾐﾆ ｷﾐ ｴWヴWが ﾏ;┞HW グヵヰ ﾗヴ グヶヰざ (Manager G).  This is a somewhat implausible 

statement which is more likely related to a market segmentation strategy than pricing 

けSヴ┌ﾐﾆげ I┌ゲデﾗﾏWヴゲ ﾗ┌デ ﾗa デｴW ﾏ;ヴﾆWデが ヴWｷﾐaﾗヴIWS H┞ ﾗﾐW aWﾏ;ﾉW H;ヴ デWﾐSWヴ ┘ｴﾗ ┘ｴWﾐ 
IﾗﾏﾏWﾐデｷﾐｪ ﾗﾐ ;ﾉIﾗｴﾗﾉ ヮヴｷIｷﾐｪ ﾗHゲWヴ┗WS ｴﾗ┘ ゲｴW ｴ;S Sヴ┌ﾐﾆ ｷﾐ さWゲデ;HﾉｷゲｴﾏWﾐデゲ ┘ｷデｴ Hﾗデｴ 
very cheap and very expensive alcohol and consumed more than my recommended daily 

;ﾉﾉﾗ┘;ﾐIW ﾗa ;ﾉIﾗｴﾗﾉ ｷﾐ Hﾗデｴざく OデｴWヴ ﾉｷIWﾐゲWWゲ ゲ┌ｪｪWゲデ ;ﾉデWヴﾐ;デｷ┗W ;ヮヮヴﾗ;IｴWゲ ┘ｴWヴWH┞ 
customers were offered food as an alternative to binge drinking. There is no empirical 

evidence that serving food in licensed premises curbs binge drinking and, once again, 

offering food as an adjunct to regular drinking would appear to be satisfying the particular 

ﾐWWSゲ ﾗa ; H;ヴげゲ デ;ヴｪWデ I┌ゲデﾗﾏWヴ デｴ;ﾐ ヮ┌デ ｷﾐ ヮﾉ;IW ;ゲ ;ﾐ ｷﾐaﾗヴﾏ;ﾉ C“‘ ゲデヴ;デWｪ┞く  

 

The alternative to pricing customers out of binge drinking or serving food was to refuse to 

sell certain products or admit certain customers.  Again, refusal to admit certain clients or 

sell drink in certain guises is not first and foremost a CSR practice; instead it might do more 

デﾗ ｷﾉﾉ┌ﾏｷﾐ;デW デｴW ﾐWWSゲ ﾗa ; H;ヴげゲ IﾉｷWﾐデ H;ゲWく Ia ヴWｪ┌ﾉ;ヴ I┌ゲデﾗﾏWヴゲ Sﾗﾐげデ ﾉｷﾆW ﾗデｴWヴゲ Wﾐｪ;ｪｷﾐｪ 
in drinking games, or hen nights they will stop coming which is, of course, bad for business. 

Having effective security on the door of a bar would certainly offer a practical solution to 

admitting drunken customers but there may be a business related rationale in that doormen 

are also responsible for filtering potential customers so that the right client mix is admitted. 

Fﾗヴ H;ヴ ﾏ;ﾐ;ｪWヴゲ デｴWゲW けヮヴWデWﾐS C“‘げ SWIｷゲｷﾗﾐゲ ;ヮヮW;ヴ デﾗ ｴWﾉヮ デｴWﾏ ヴ;デｷﾗﾐ;ﾉｷゲW デｴWｷヴ 
operational decisions as being socially responsible. For the staff serving the customers every 

day the situation was much more complex. Respondents in phase 2 of the data collection 

offered a range of responses to the issue of operationalising CSR. Some participants were 

さIﾗﾐaｷSWﾐデ ｷﾐ Sﾗｷﾐｪ ゲﾗ ぷヴWa┌ゲｷﾐｪ デﾗ ゲWヴ┗W ; Sヴ┌ﾐﾆ I┌ゲデﾗﾏWヴへ ;ゲ ｷデ ┘ﾗ┌ﾉS ヮヴW┗Wﾐデ ﾏﾗヴW 
ヮヴﾗHﾉWﾏ;デｷI ゲｷデ┌;デｷﾗﾐゲ ｷﾐ デｴW ﾉﾗﾐｪ ヴ┌ﾐざ ﾗデｴWヴゲ ｷSWﾐデｷaｷWS デｴ;デ ｷデ ┘;ゲ さデｴW ヴｷｪｴデ デｴｷﾐｪ デﾗ Sﾗざく 
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However, around half of the front line staff appeared to suffer from conflicting emotions 

when faced with the decision as to whether or not to serve a customer who appeared drunk. 

Enacting CSR at an operational level is fraught with challenges for staff that fear both the 

reaction of the customer but also of their firm if they make a poor decision. Once again, the 

small number of respondents who had received formal training and the relative lack of 

engagement shown by some of the respondents in phase 1 suggest that front line staff can 

feel isolated when it comes to making challenging decisions. Furthermore, the vagaries of 

the licensed trade result in managers justifying their lack of adherence to advised CSR 

approaches through alternative strategies that exist largely to satisfy the particular business 

demands than address ; C“‘ ｷゲゲ┌Wく TｴW ヴW;ゲﾗﾐ aﾗヴ デｴWゲW けヮヴWデWﾐSげ C“‘ ;ヮヮヴﾗ;IｴWゲ ;ﾐS デｴW 
tentativeness shown by the front line staff can, perhaps, be explained by the final theme 

which relates to the core value proposition of a bar and the effect that responsible drinking 

may have therein. 

 

Value Proposition  

Atmosphere 

The first dimension of the value proposition theme relates to the atmosphere within a bar. 

Essentially, participants were honest enough to admit that customers who had consumed 

alcohol become steadily more uninhibited and, therefore, created a livelier atmosphere 

┘ｷデｴｷﾐ ; H;ヴく Tｴｷゲ ｷゲ ｴｷｪｴﾉｷｪｴデWS H┞ ﾗﾐW H;ヴデWﾐSWヴ ┘ｴﾗ ﾗHゲWヴ┗WS デｴ;デ さデｴW HWゲデ ﾐｷｪｴデゲ ;ヴW デｴW 
ﾗﾐWゲ ┘ｴWﾐ デｴW I┌ゲデﾗﾏWヴゲ ;ヴW ヴW;ﾉﾉ┞ ┌ヮ aﾗヴ ｷデざく TｴWヴW ┘;ゲ ;ﾉゲﾗ ; ゲWﾐゲW デｴ;デ けSヴ┌ﾐﾆげ I┌ゲデﾗﾏWヴゲ 
SｷSﾐげデ ﾐWIWゲゲ;ヴｷﾉ┞ ｴ;┗W デﾗ HW ヮヴﾗHﾉWﾏ;デｷI aﾗヴ ﾏ;ﾐ;ｪWヴゲ さI Sﾗﾐげデ I;ヴW ｴﾗ┘ ﾏ┌Iｴ ヮWﾗヮﾉW Sヴｷﾐﾆ 
ｷﾐ ﾏ┞ ヮﾉ;IW ;ゲ ﾉﾗﾐｪ ;ゲ デｴW┞ Sﾗﾐげデ I;┌ゲW ;ﾐ┞ デヴﾗ┌HﾉWざ ふManager H). One licensee 

hypothesized that the likely effects of a zealously managed CSR policy would not, necessarily 

be positive as さresponsible drinkers create all the atmosphere of a mortuaryざ (Manager, K). 

For front line staff excessive consumption at certain times of the year like Christmas were 

seen as a bonus despite the risks, さYﾗ┌ ｪWデ ゲW┝┌;ﾉﾉ┞ ｴ;ヴ;ゲゲWS ;ﾐS ┗WヴH;ﾉﾉ┞ ;H┌ゲWS but on the 

ﾗデｴWヴ ｴ;ﾐS ｷデ ｷﾐIヴW;ゲWゲ デｴW ;ﾏﾗ┌ﾐデ ﾗa デｷヮゲくざ This suggests a different style of conflict, less 

moral and more based on the underlying purpose of the bar and the atmosphere required to 

make it successful. If this atmosphere is reliant, to a certain degree, on the level of 

intoxication of its customers balancing social responsibility and profitability could be 

problematic, this is reinforced in the following section. 

 

Profitability  

The potential financial benefits associated with excess or binge drinking present a paradox 

and is one of the most pivotal issues relating to CSR and the drink industry. Bar managers, 

licensees and bar workers were all aware that the main aim of the business was to make 

money. By refusing customers drink, or preventing others consuming to excess, pubs and 

bars reduce opportunities to make a sale and, therefore, put future profitability at stake: さI 
feel a duty to the boss who is struggling with the bottom line. What can I do (or sell) for him 

that gives him a good (financial) o┌デIﾗﾏW ;デ デｴW WﾐS ﾗa デｴW ﾐｷｪｴデざく  The potential financial 

pitfalls of applying CSR approaches to licensed premises could be significant, as managing 

the paradoxical situation of selling intoxicating beverages in order to make a profit seemed 

to have two principal effects on licensees. None of the managers interviewed in the study 

was completely supportive of greater CSR related regulations within the workplace, 
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whereas, other employees were more openly cynical about the realities of CSR within the 

drinks industry: 

さP┌HﾉｷI;ﾐゲ ;ヴW ヴW;ﾉﾉ┞ ﾐﾗデ ヴWﾏﾗデWﾉ┞ ｷﾐデWヴWゲデWS ｷﾐ Sヴｷﾐﾆｷﾐｪ ｴ;Hｷデゲが ヮ┌HﾉｷI ｴW;ﾉデｴが ┌ﾐｷデゲ 
consumed on premises, they are more interested in the amount of profit they can 

ﾏ;ﾆW ﾗaa ;ﾐ┞ ｪｷ┗Wﾐ ┘WWﾆざ Manager H 

Once again there was a clear conflict evident between the requirements of a CSR led policy 

to refuse to serve drunken customers and the need for licensed premises to be profitable. 

This conflict was not restricted to bar managers but felt just as keenly by front line staff. 

 

Engagement with CSR  
From the findings it is clear that, in general, there was high awareness and low engagement 

with CSR policies among the respondents. This confirms the indications of other studies 

within the hospitality sector (See Dodds & Kuehnel, 2010; Jones, et al., 2006). There was 

little evidence that the organisations studied were embracing socially responsible policies 

and any activity was superficial at best. 

 

A veneer of subscription to CSR practices was evident amongst participants. This veiled what 

┘;ゲが ｷﾐ ヴW;ﾉｷデ┞が ﾏｷﾐｷﾏ;ﾉ Wﾐｪ;ｪWﾏWﾐデ W┝IWヮデ ｷﾐ I;ゲWゲ ┘ｴWﾐ デｴW けﾉｷヮ ゲWヴ┗ｷIWげ ヮ;ｷS デﾗ C“‘ 
policies supported the development of avenues of revenue generation or product 

ﾏ;ﾐ;ｪWﾏWﾐデく Fﾗヴ W┝;ﾏヮﾉWが ゲWヴ┗ｷﾐｪ さaﾗﾗS ┌ﾐデｷﾉ Γヮﾏ ;ﾐS ﾗﾐ デｴW H┌ゲｷWヴ ﾐｷｪｴデゲぐ┌ﾐデｷﾉ ヱ;ﾏざ 
(Manager J) was discussed in the context of acting in a socially responsible manner to allow 

food to inhibit the negative effects of consuming alcohol. However, this practice generates 

revenues from food sales later into the evening and ultimately could simply facilitate more 

prolonged drinking among customers. Similarly, another Manager spoke of having, 

さSﾗﾗヴﾏWﾐ ﾗﾐ W┗Wヴ┞ ﾐｷｪｴデ ;ﾐS ┘WげヴW ケ┌ｷデW ゲWﾉWIデｷ┗W ﾗﾐ ┘ｴﾗ ┘W ﾉWデ ｷﾐざ ふManager Q). This 

gives the impression of acting responsibly, but from an operations perspective, indicates 

that the establishment puts control measures in place to ensure the right clientele are 

welcomed in order to foster an atmosphere that is conducive to a profitable evening. The 

highlighted quoteゲ ;ﾉゲﾗ ｷﾉﾉ┌ゲデヴ;デW ; ﾏﾗヴW IﾗﾐIWヴﾐｷﾐｪ ｷゲゲ┌W デｴ;デ ヴWﾉ;デWゲ デﾗ HﾗﾉIﾗﾏHが Wデ ;ﾉくげゲ 
(2007, p. 472ぶ ヮヴﾗヮﾗゲｷデｷﾗﾐ デｴ;デが さthe reality [of CSR] has not hitざく Ia デｴW ヴWゲヮﾗﾐSWﾐデゲ デヴ┌ﾉ┞ 
consider the examples they offered to be worthy evidence of CSR engagement then the 

reality has indeed not hit. 

 

Respondents considered customers to show symptoms of a social alcohol problem that was 

cultivated beyond drinking in licensed establishments. Weaver, et al. (1999) and Jones, et al. 

(2006) discuss societal acceptance of CSR policies and its importance in the engagement of 

firms. Iﾐ デｴｷゲ I;ゲWが ﾉｷIWﾐゲW ｴﾗﾉSWヴゲ aﾗ┌ﾐS デｴW さHｷﾐｪW Sヴｷﾐﾆｷﾐｪざ ゲﾗIｷWデ┞ ふManager T) to be 

relatively unsubscribed to CSR policies and therefore the propensity to enforce them was 

extremely low. The sense of the licensed trade being a victim of a problem created, in the 

ヴWゲヮﾗﾐSWﾐデゲげ ﾗヮｷﾐｷﾗﾐゲが WﾉゲW┘ｴWヴW ┘;ゲ デ;ﾐｪｷHﾉW ;ゲ ┘Wﾉﾉ ;ゲ ; ヴWﾉ┌Iデ;ﾐIW デﾗ Wﾐｪ;ｪW ┘ｷデｴ ;ﾐ 
issue that neither they were responsible for nor their customers were interested in 

addressing. The clear difficulty here was that the consequences of not engaging with CSR 

policies did not pose a direct threat to the success of the business.  
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Bonday (2008) suggests that the implementation of CSR can be a source of conflict between 

the objectives of the CSR policy and the personal power of an individual. This conflict can 

result in inactivity by the employee towards CSR. Our findings provide some confirmation of 

BﾗﾐS┞げゲ ;ゲゲWヴデｷﾗﾐ ┘ｷデｴ Wﾏヮﾉﾗ┞WWゲ ｴｷｪｴﾉｷｪｴデｷﾐｪ ; ゲWﾐゲW ﾗa Sｷ┗ｷSWS ﾉﾗ┞;ﾉデ┞ HWデ┘WWﾐ デｴW 
requirements of the CSR policy and their commitment towards what they perceived as their 

primary role in the business, to sell drinks. A ゲWﾐゲW ﾗa S┌デ┞ デﾗ デｴWｷヴ ﾏ;ﾐ;ｪWヴ さ┘ｴﾗ ｷゲ 
struggling with the bottom line, what can I do (or sell) for him that gives him a good 

ふaｷﾐ;ﾐIｷ;ﾉぶ ﾗ┌デIﾗﾏW ;デ デｴW WﾐS ﾗa デｴW ﾐｷｪｴデざく CﾉW;ヴﾉ┞ some employees feel a duty towards 

selling as many drinks as possible for the financial benefit of the business. Anxiety was also 

evident in the front line employees concern over the potential abusive or violent 

implications that might result from refusing to serve a customer. Showing loyalty to the 

organisation by spurning CSR or being concerned over personal safety is indicative of the 

tension between engagement with CSR and operational realities (Collier & Esteban, 2007; 

Tsai & Huang, 2008). 

 

Overall, employee engagement was mixed. Some employees seemed to support legislation 

but lacked support in carrying it out, others seemed disinterested. A reason for this was 

alluded to by many participants who highlighted the characteristic of the licensed trade as 

having high staff turnover which hindered its ability to stimulate and monitor engagement 

with CSR. The perpetual need to source new staff and train them acted as an obstacle to 

investiﾐｪ ｷﾐ a┌ヴデｴWヴ WS┌I;デｷﾐｪ デｴWﾏ ﾗﾐ C“‘ ヮﾗﾉｷI┞く Bﾗﾉデﾗﾐが Wデ ;ﾉくげゲ (2011) discussion on CSR 

becoming embedded in an organisation through a process of ｷﾐｷデｷ;デｷﾗﾐ т ｷﾏヮﾉWﾏWﾐデ;デｷﾗﾐ т 
maturation shows the difficulty faced by the licensed trade as organisations could 

perpetually flounder around fundamental problems with initiation. As high rates of staff 

turnover preclude cohesive implementation of CSR policies, the hope of successful 

implementation or even eventual maturation is a distant one.  

 

The idea of CSR being a complex and vague philosophical construct without clear boundaries 

(Lantos, 2005; Valor, 2005) further inhibits employee engagement in the licensed trade due 

to the majority of employees not being suitably invested in the industry to care about their 

IﾗﾐS┌Iデく ‘ﾗﾐSｷﾐWﾉﾉｷげゲ ふ2002) observation that more often than not it is simply business as 

usual is particularly resonant.  In particular Glasgow, one city, has over 1750 licenced 

establishments with only four enforcement officers; with most interviewees never having 

seen one.  Vuontisjärvi (2006ぶ ケ┌Wゲデｷﾗﾐゲ Wﾏヮﾉﾗ┞WWゲげ ヮﾗデWﾐデｷ;ﾉ IﾗﾏﾏｷデﾏWﾐデ ;ﾐS ﾏﾗデｷ┗;デｷﾗﾐ 
toward CSR. Given the findings above, the complexity of CSR as a construct, typical 

occupational motivation and the turnover of frontline hospitality workers make employee 

engagement challenging to progress the embededness of CSR beyond the implementation 

stage.  

 

CSR Implementation Matrix 
Research participants were aware of the issues surrounding alcohol problems but were 

quick to lay the blame at the door of other institutions and adoptWS ; け┗ｷIデｷﾏげ ゲデ;ﾐIW ┘ｷデｴ 
regard to the social problems. However, the recognition of a social problem concerning 

alcohol by the government and the potential for the licensed trade to be a vehicle for 

encouraging responsible drinking exists. Uncertain or weak employee engagement is central 

to the difficulties identified and the industry is essentially floundering in a liminal position of 
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veneered engagement which lies between low engagement and true potential for socially 

responsible achievement. 

 

By comparison, the tobacco industry is different to the drinks industry in that, by the nature 

of the product, employee engagement with CSR could be highly integrated into the 

corporate culture yet legitimacy would never be achieved beyond transactional integrity. 

Tｴ┌ゲ ;ゲ ;ﾐ ｷﾐS┌ゲデヴ┞ デﾗH;IIﾗ ｷゲ けゲデ┌Iﾆげが ;IｴｷW┗WﾏWﾐデ ﾗa ゲﾗIｷ;ﾉﾉ┞ ヴWゲヮﾗﾐゲｷHﾉW H┌ゲｷﾐWゲゲ ヮヴ;IデｷIWゲ 
and values are negated outright by the consequences of consuming its products. If the 

fundamental concept of primum non nocere is accepted the drinks industry is in a stronger 

position, as it is possible to drink responsibly. As such the tobacco and drinks industry should 

not be considered to occupy the same CSR/ethical territory. Enforcing CSR at an operational 

level is problematic within the licensed trade, managers have been shown to adopt 

strategies in the spirit of CSR but in the main satisfy the business needs of a bar and not 

destroy its fundamental value proposition.  

 

The paradox of having to sell intoxicating beverages to survive means that employees 

constantly walk a fine line between running a lively, atmospheric and profitable business 

and an edgy, violent and unethical one.  The drinks industry could promote responsible 

drinking if employee engagement was to be progressed beyond successful initiation to 

implementation and maturation.  The CSR engagement matrix (Figure 1) illustrates these 

considerations.  
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Figure 1 CSR Engagement Matrix 

 

Due to the high turnover of staff in the hospitality industry it is possible for businesses who 

;ヴW ﾆWWﾐ デﾗ SW┗Wﾉﾗヮ C“‘ デﾗ HWIﾗﾏW けデヴ;ヮヮWSげ ﾐﾗ ﾏ;デデWヴ ｴﾗ┘ ﾏ┌Iｴ ｷゲ ｷﾐ┗WゲデWS ;デ デｴW 
management level due to low engagement from front line staff. Clearly, elements within the 

ｷﾐS┌ゲデヴ┞ ヴWﾏ;ｷﾐ ;ゲ けaﾉﾗ┌ﾐSWヴWヴゲげ ;ゲ Wﾏヮﾉﾗ┞WW Wﾐｪ;ｪWﾏWﾐデ ｷゲ ヮﾗﾗヴ H┌デ デｴW ヮﾗデWﾐデｷ;ﾉ ;ﾉﾉ┌SWS 
to earlier indicates that with increased employee and management engagement, corporate 

ﾉWｪｷデｷﾏ;I┞ ┘ﾗ┌ﾉS ｷﾐIヴW;ゲW ;ﾐS ﾉｷaデ デｴW Sヴｷﾐﾆゲ ｷﾐS┌ゲデヴ┞ デﾗ HW ; C“‘ け;IｴｷW┗Wヴげく Fｷﾐ;ﾉﾉ┞が デｴW S;デ; 
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ヮﾗｷﾐデゲ デﾗ デｴW Hﾗデデﾗﾏ ヴｷｪｴデ ケ┌;Sヴ;ﾐデ HWｷﾐｪ けｷゲﾗﾉ;デWSげ ヴWﾉ;デｷﾐｪ デﾗ IｷヴI┌ﾏゲデ;ﾐIWゲ ┘ｴWヴW ゲデ;aa 
want to adhere to CSR policies but are hamstrung by reluctant or unsupportive employers. 

 

Our theoretical observations focus on the relationship between liability and engagement. 

CSR policy takes an industry perspective, which is natural and understandable. However, at 

the most cynical level it is easy to project from our findings that many licensed 

establishment owners are not interested in enforcing socially responsible operating policies 

in the interest of sustaining profit levels. Conversely, socially responsible licensed 

establishment owners may still suffer from the high turnover of frontline staff who are 

characterised by lower commitment anS Wﾐｪ;ｪWﾏWﾐデ ┘ｷデｴ ;ﾐ┞ ゲWWﾏｷﾐｪﾉ┞ けヮWヴｷヮｴWヴ;ﾉげ ヮﾗﾉｷI┞ 
or interests. Thus it emerges that CSR in the licensed trade is marred by a dissonance 

between the interest in engagement of the actual alcohol vendors and the liability 

associated with the owners. The endemic issue is that the frontline vendors neither have 

incentive to engage nor liability for failure to engage. CSR within the licensed trade therefore 

has to be exercised at the coal face, where vending and consumption are occurring. 

 

 

Conclusions and Recommendations for Industry 
The first step in the implementation of CSR is to understand the views of managers and 

employees who are responsible for that implementation. One of the issues we have 

identified is that owners/managers are not necessarily confronted directly with the issues 

related to irresponsible drinking and those frontline staff that are confronted with them are 

not empowered to care. This study is concerned with nascent legislation. The full impact and 

success of these policies will not have emerged as yet and thus judging current levels of 

engagement is only indicative.  

 

Our recommendations for legislation relating to responsible drinking are threefold: 

appreciate the structure of the industry in terms of management and frontline vendors; 

incentivise training; and incentivise enforcement. This research suggests dissonance 

between the legislation that is passed to owners and the extent to which that information is 

then honoured and disseminated. The nature of the industry involves fast turnover of 

generally casual staff thus legislation has to be perpetually disseminated by management to 

new staff that fundamentally have utter allegiance to those whom are paying them. 

Legislation must focus on those who dispense the alcohol on the front line and it must be 

presented in a way that makes them care. Our recommendation is that front line staff must 

be targeted directly and incentivised to engage. Paying individuals to attend training courses 

and thereafter incentivising the enforcement of legislation will encourage the engagement 

of potentially transient and disinterested frontline staff. The practicalities of this will involve 

further deep consideration beyond this study but material benefits for enforcement through 

commercial sponsorship of the process could involve frontline staff receiving discounts or 

special offers from businesses that pertain broadly to their demographic 

Attempts to implement CSR in the licensed trade in only one country limits the scope of this 

study. Scotland is renowned for social issues relating to health and lifestyle thus the 

extremes of the problem that legislation is attempting to counter in Scotland may not be as 

pertinent to issues in other countries although anecdotal evidence suggests problems of 
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binge drinking in many global contexts. The employment environment alluded to in this 

study may be peculiar to Scotland and the UK more generally. Lower rates of pay and 

varying organisational structures mean that the hospitality and tourism industry tends to 

encourage a more transient frontline workforce. In other countries levels of perceived 

professional integrity and employment structures make working in the hospitality and 

tourism industry a more credible and career-orientated endeavour and thus engagement 

with CSR may vary.  

 

Reviewing this study in five years would add to the strength of the results. This would 

develop further insight into the impact of the legislation and the way in which engagement 

has evolved over time. Given the nature of employment discussed, research involving 

leaders in the drinks industry could help to further our understanding of the status quo of 

the licensed trade in Scotland. Perhaps developing recommendations for improving the 

status quo could stimulate a more supportive and positive employment environment for 

industry workers. Further, this study focuses on licensees and front line employees in the 

drinks industry and using a student sample for the front line employees. Other stakeholders 

and a broader sample of employees will have valuable perspectives that could be explored 

to add depth and texture to the results presented here. The relationship between the 

personal drinking habits of managers and employees may also have some bearing on 

attitudes and this would be a fascinating area for future research. The projected potential 

aﾗヴ デｴW Sヴｷﾐﾆゲ ｷﾐS┌ゲデヴ┞ デﾗ HWIﾗﾏW ;ﾐ け;IｴｷW┗Wヴげ ヴWﾏ;ｷﾐゲ ┌ﾐデWゲデWS ;ゲ SﾗWゲ デｴW ;ヮヮﾉｷI;デｷﾗﾐ ﾗa 
the matrix to other industries. 

 

Ultimately, engagement with CSR in the drinks industry is bad for business. The nature of 

alcohol means that stamping down on its consumption in pubs will only cause the problem 

to resurface elsewhere. In the tobacco industry, smoking can be controlled through sales 

since the actual consumption of cigarettes is relatively innocuous, whereas it is the 

consumption of alcohol that is the problem. Fundamentally the challenge is to navigate the 

ethics of vending alcohol and the subsequent consequences of its consumption.  
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