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Abstract 

This thesis examines how the Norwegian shipping company, Eidesvik 

Offshore ASA started to take greater environmental responsibility by creating 

technology that reduces CO2 emissions by nearly 50%. The examination focuses on 

how this technology relates to the concept of Corporate Social Responsibility (CSR). 

Why Eidesvik implemented CO2 reducing technology will be analysed in relation to 

the cultural and market context. In addition I will explore whether the environmental 

focus was “strategic” and if it led to organisational changes. I examined this by seeing 

if this new course of action affected Eidesvik´s goals, boundaries and activities.   

The aim of this thesis is to contribute to the understanding of how CSR can 

function in practice by pointing out vital elements that are missing from the main bulk 

of literature, namely the long-term strategic element and the cultural reference for 

taking responsibility.  

This thesis argues that CSR must be implemented into daily operations and 

long-term plans to become strategic and furthermore to create earning potentials. 

However, to carry out strategic CSR, a firm is highly dependant on how they look 

upon responsibility as a whole, and how the cultural and market context in which they 

operate has shaped their aspiration to take more responsibility. ´ 
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1.0     Introduction 

1.1 Background 

 Al Gore and the Intergovernmental Panel on Climate Change received the 2007 

Nobel Peace prize for their efforts to explain global warming, and make humanity 

aware of what a threat to society climate change brings. Global warming and 

pollution have never been higher on the international political agenda.  

 The global maritime industry is responsible for a significant amount of CO2 

emissions. The industry is responsible for 90% of worlds transportation of goods (Imo 

2007). Reports have already identified that CO2 emissions from shipping are double 

those of aviation (European Commission 2006- 2007). 

 Hence, maritime transport is a truly global and international 

cooperation and global solutions are essential. Surprisingly, the international shipping 

industry is not on the climate change agenda, despite being a big part of the actual 

problem. The fact is that the Kyoto Protocol, or current UN declarations, or European 

legislation does not even consider CO2 emissions from ships, even though such 

emissions are set to climb rapidly.  

In November 2007, the Vice President of the European Commission stated 

that the shipping industry is “lagging behind and they have not been very helpful" in 

reducing emissions (Reuters 2007).  The statement paints a depressing picture, as it 

has been predicted that emissions from the global fleet will increase dramatically in 

the next years as globalization leads to an increased demand for bigger and faster 

ships. If world trade continues to grow and no action is taken, maritime CO2 could 

rise by as much as 75% in the next 15 to 20 years, (Petromedia 2007). Total CO2 

emissions from transport are expected to more than double in the period to 2050, 

making it the second-fastest growing sector after power (Stern 2007:172).  

Hence, the challenges resulting from the globalisation are becoming 

increasingly serious. Globalization has dramatically increased the demand for 

transport, thus increased the demand for shipping worldwide. Although positive for 

the economy, this is negative for the natural environment. Since there are no 

significant initiatives for the shipping industry to decrease CO2 levels, we are in 

desperate need of other methods and incentives to enhance companies’ commitment 

to reduce CO2 emissions.  
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However, society has started a search for solutions for sustainable 

development, in terms of both the environment and the economy. This has results in 

new technological innovations. Although such technology is not enough to change or 

repel the direction of the worlds climate change, it is a step forward in the right 

direction. 

With this in the background, my aim is to highlight how and why a shipping 

company, Eidesvik Offshore ASA, started to reduce their emissions, and how they 

become a greener shipping company. All this, despite a lack of regulations is 

perceived as taking a leading position in social and environmentally responsibility.  

1.2 Why Eidesvik? 

Despite the negative outlook, there is some light in the tunnel (and hopefully 

at the end of the tunnel). During the past decades, corporations have paid more 

attention to their social and environmental responsibility. The shipping sector has 

been no exception.  

The selection of thesis became easy after discovering the Norwegian shipping 

company, Eidesvik, taking their social and environmental responsibility seriously. 

The company has increasingly focused on new technology and new vessel designs 

reducing gaseous emissions, even though there are no mandatory requirements from 

the international and national regulatory authorities. Equally important, this shift in 

focus has led to international fame and recognition that Eidesvik is a world leader in 

the field of reducing emissions from vessels.   

This study will revolve around how Eidesvik attained this world leading 

position by being one of the initial shipping operators to introduce vessels powered by 

Liquid Nitrogen Gas (LNG), and further how they enhanced their position by 

progressing into fuel cell technology that drastically reduced CO2 emissions.  

LNG powered vessels reduce NOx emissions by 89%, CO2 emissions by 23% 

and are clearly a more environmentally friendly alternative to vessels powered by 

conventional marine bunker fuel (Eidesvik 2006). Eidesvik´s innovation and drive 

lead to the delivery of the first LNG powered vessel, the Viking Energy in 2003, and 

worldwide fame. This encouraged Eidesvik to research and develop other types of 

environmentally friendly innovations, both on its own and together with other 

companies. In 2003, Eidesvik started a new project, fellowSHIP, whose main idea 

was to develop fuel cell powered vessels combined with LNG technology. Such 
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vessels would decrease fuel consumption by 50% compared to vessels powered by 

conventional fuel systems. Importantly, Eidesvik`s technology will reduce the 

operational costs. This also has a huge affect on emissions. If LNG and fuel cell 

technology are combined, it will result in zero emissions of NOx, SOx, and harmful 

particles. CO2 emissions will also be reduced by 40 to 50%, compared to diesel 

engines run on marine bunker fuel (Eidesvik 2007). 

These environmentally friendly technological improvements resulted in 

efficient vessels with a highly sophisticated design. The vessels have a strong focus 

on people working onboard the ships, as well as a fuel economy where people and the 

natural environment are taken into account. The technology both boost profits and 

take care of the natural environment in the long run. Moreover, this is a prime 

example of taking corporate social and environmental responsibility. 

1.3 Eidesvik - who are they? 

Eidesvik`s has been listed on the Norwegian Stock Exchange since 2004 and 

has a market capitalization of 1.5 billion NOK1. The majority of the shares, 67%, are 

owned and controlled by the Eidesvik family. Interestingly, foreign investors hold 

only 8% of the shares. Eidesvik employs around 600 people, most of them, both in-

land and out at sea, are from the local area. Eidesvik is indeed a truly local company.  

Eidesvik has total assets of 3.3 billion NOK. In 2006, the operating income 

was 856 million NOK, which was a 28% increase of income from 2005 (669 million) 

(Eidesvik 2007).   

Eidesvik operates a modern fleet of 18 highly specialized vessels in three main 

segments: 1) Supply and Logistics; 2) Sub-sea; and 3) Seismic survey and cable 

laying. The vessels are mostly employed on long-term charter contracts, for up to 10 

years. In addition, Eidesvik also has five vessels on order for delivery in 2007 and 

2008.  

Eidesvik vessels are certified according to the International Organisation for 

Standardization (ISO). The Environmental Management System (ISO 14001) and 

Quality Management System (ISO 9001) certificates show that the vessels have been 

measured against the best practice standards available and that the vessels and the 

companies operations have met the requirements. The standards are also based on the 

concepts of continual improvement and regulatory compliance (Eidesvik 2007). 

                                                
1 November 2007 
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1.4 The concept of Corporate Social Responsibility  

"Corporate social responsibility is the continuing commitment by business to 

contribute to economic development while improving the quality of life of the 

workforce and their families as well as of the community and society at large"(Wbcsd 

2000). 

Corporate Social Responsibility (CSR) is based on the idea that enterprises 

have responsibility beyond that of creating economic value. To a bigger extent now 

than before are they expected to respond to challenges of non-financial nature. These 

challenges includes concepts such as: companies' impacts on the natural environment, 

health of employees, working environment and safety, corruption and business ethics, 

reduction of pollution, interaction with local communities and voluntary 

organisations, human rights, and socio-economic wealth creation. Considering these 

non-financial issues are what in general referred to as taking social and environmental 

responsibilities.  

1.5 Research questions 

I have studied whether CSR is a business strategy, and if so can it lead to 

higher sustainable performance both in terms of economic opportunities and of 

enhanced organisational performance. This problematic can be differentiated into two 

questions:  

 

! How and why did Eidesvik introduce a CSR strategy (in terms of CO2 

reduction from vessels)?  

! What effect did this have on the organisation? 

 

The following chapters will go through the research strategy and method, 

further telling the story of Eidesvik. This will serve as the backcloth for the theoretical 

framework in which my questions will be answered.  

To answer the first question I will use CSR theory and highlight why firms 

chose to adopt CSR. A.B Carroll’s (1991) perspective on CSR will mainly be used to 

clarifying how Eidesvik strive to make profit, obey the law, be ethical, and being a 

good corporate citizen.  

Moreover, Carroll’s model of the corporate pyramid is helpful to explain 

Eidesvik`s behaviour and how such behaviour could be perceived as CSR by stressing 
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both instrumental and normative aspects. The instrumental approach highlights that 

staying in business is a central aim. The normative approach on the other side stresses 

that satisfying an extended population of stakeholders2 by both fulfilling 

economically expectations and moral duties and upholding ethical principles are vital 

and can give highly desirable outcomes.  

Further, I will highlight how the implementation of CSR as a strategy at 

Eidesvik took place. After asking how I need to ask why. The reasons for the 

transformation are therefore relevant. The central argument is that the strategy has 

moved from being “responsive to society”, to becoming “strategic” for Eidesvik 

(Porter & Kramer 2006). This transformation will be explained by focusing on three 

stages; before the environmentally focus, the introduction process of LNG 

technology, and the introduction process of fuel cell technology. Why this 

transformation found place will also be discussed here.  

Furthermore, the question why the CSR process took place will be in focus. I 

will argue there are two factors in Eidesvik`s context that shaped their strategy. One is 

the cultural context Eidesvik operates within. Using organisational fields as analytical 

tool can help me narrowing down the cultural aspects. The theory has the ability to 

measure and clarify how certain ideas in the environment of Eidesvik have influenced 

the CSR strategy. This will enable me to understand Eidesvik constitution and 

performance in wider social structures such as a meaning system (Scott 2003). 

Further, it will make it easier to point out if it was actually changes in the meaning 

system that led to the strategic change, or if it was something else. 

Secondly, Eidesvik operates within a specialised market and this need to be 

considered. The external environment will be framed in a cluster perspective3 (Porter 

2000). It will help explain why Eidesvik operates within its competitive context, 

considerably affecting their ability to perform its strategy. The cluster will be 

examined through four categories; Strategy and Rivalry; Demand conditions; Factor 

Input Conditions; and Supporting industries. Further, an examination of the cluster 

will help to measure the transformation referred to above. 

The second question will concentrate on how strategies shape organisational 

performance, by focusing on how strategy has impacts on goals, boundaries, and 

                                                
2 A stakeholder is defined as “those individuals or groups who depend on the organisation to fulfil their own goals, 
and on whom, in turn, the organisation depends”(Johnson et al. 2006:165) 
3 Clusters are geographical concentrations of interconnected companies, specialized suppliers, services providers, 
firms etc. in a particular field that compete but also cooperate (Porter 2000:16). 
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actions. Moreover, the focus will be on how the outcome of the CSR initiatives for 

reducing carbon emissions influenced Eidesvik by looking into how goals, 

boundaries, and activities have driven Eidesvik in a certain direction. Hence, how this 

have had an influence on which vessel to build, whom to collaborate and do business 

with, what to invest in, and how to deploy limited resources.  

2.0 Methodology  

2.1 Case Study  

 To find the answerers to my research questions, it was necessary to lean on the 

tradition of qualitative research, and hence case study. This approach was useful for 

understanding the strategy formations at Eidesvik. It gave me the option to do depth 

interviews based on what happen, set from senior staff’s view. A case study is:  “an 

empirical inquiry that investigates a contemporary phenomenon within its real-life 

context, especially when the boundaries between phenomenon and context are not 

clearly evident” (Yin 2003:13).  

 In the case of the Corporate Social Responsibility of Eidesvik it is an interesting 

approach to ask how Eidesvik introduced a strategy of CSR and why they did so. 

Further, a case study is helpful when analyzing a process of change. Hence, it can 

measure and describe changes in Eidesvik focus and behaviour.  

The empirical case study can explain how a single phenomenon may exhibit 

features that are both uniform and unique across chosen cases. Gerring (2007) puts it: 

a case study may be understood as the intensive study of a single case where the 

intention of that study is- at least in part - to shed light on a larger class of classes. 

Accordingly, a micro study can be more helpful then a macro approach because in-

depth knowledge of an individual example will be more useful than fleeting 

knowledge about a large number of cases (ibid 2007). Put differently, it is possible to 

gain better understanding of the whole (the Norwegian shipping industry), by 

focusing on a part (the firm Eidesvik). The empirical findings in the case of Eidesvik 

and CO2 emissions can be used to understand why and how a CSR strategy develops, 

and how this strategy could be passed on to the Norwegian shipping sector, and 

beyond.  

This thesis is a typical single-case-study where the aim is to understand the 

tension between something general by study something particular(Gerring 2007). This 

tension is made explicate through CSR implementation and organisational innovation 
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at Eidesvik that invoke a narrow topic, on the other side CSR suggest a much wider 

topic i.e. strategic decision making in a globalised context. The propositions are 

helpful because it highlights the complex issue, as well as it is easy to categorize the 

case by looking into different events. This case is interesting in its own right because 

Eidesvik is one of the few shipping companies in the world that really focuses on 

reducing their emissions, and the first one to introduce LNG powered vessels.  

2.2 Empirical Foundations 

 After learning that the global shipping sector was not part of the climate change 

agenda, by not being part of any legislation of CO2 emissions, as well as tried to repel 

legislations, I was inspired to investigate. I looked for a shipping company who 

despite this was taking its CO2 emissions seriously. I contacted the Norwegian 

Shipping Association and asked if they knew a company who fit that mold. They 

replied that Eidesvik Offshore ASA was what I was looking for. I began studying 

newspaper articles, relevant Internet pages, and any public information available 

about Eidesvik, as well as looking for studies done on similar projects.  

 I decided to concentrate on Eidesvik since my focus was to do a micro-study 

that I could apply on a macro level. A case approach is a useful strategy when the 

object of study is a rare example or exists within unique circumstances(Yin 2003). 

Eidesvik was exactly that.  

 I followed it up by making research questions based on what was interesting; 

how and why they concentrated on CO2 emissions, and if it could be looked upon as 

strategic CSR. Based on this, I formulated two research questions. Moreover, I 

thought about of how to answer them and further what type of data that was needed 

by working on a thesis outline. After obtaining some basic information, I contacted 

Eidesvik about doing a case study on the company. 

 I sent the thesis outline to Eidesvik, and based on the research and data 

collected, I prepared a qualitative questionnaire. Interviews were scheduled with 

senior management at Eidesvik. The three interviewees were chosen for me based on 

the role they had taken in the strategy process and the CSR implementation (CO2 

reduction). Before meeting them, I knew the background of each of my interviewees. 

I flew up to Bømlo where the Eidesvik headquarter is located on the west coast of 

Norway, and carried out the interviews, spoke with other employees, and absorbed the 

environment. I had formal interviews with the Project Developer, the Administrative 
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Manager and the Chairman of the Board at Eidesvik  

 When I constructed interview questions and conducted the interviews I was 

aware of weaknesses of interviews as a method for data collection, namely response 

bias due to poorly constructed questions and that the interviewees can give me the 

answers I wanted to hear. I therefore made an effort to get my interviewees to tell 

their story by asking broad and open questions with a chronological character. An 

additional weakness of interviews is inaccuracies due to poor recall (Yin 2003). I will 

argue this was not a challenge in my empirical collection since my questions of study 

were orientated towards qualitative data such as what they thought was the 

background for Eidesvik choices.  

I spent one to two hours with each person I interviewed. I also talked to other 

employees in a more informal setting. It enhanced my study, because additional 

aspects came up that I could not grasp under the formal interviews. For example did 

Frederic Hauge (head of Bellona4) call the Project Developer under our lunch. 

Moreover, the lunch was eaten in the traditional cantina were everybody met at the 

same time everyday and ate their traditional Norwegian food. It was indeed 

interesting to get a glimpse of these things, and it certainly draw me a broader picture. 

The absorbed context became relevant because it showed more layers of Eidesvik. 

Hence, the context shaped my understating of this case. 

I was able to ask question directly related to my actual research. The ensuring 

discussions provided me with the specific and invaluable knowledge I could not 

collect from other types of method. I considered the interviews to be a great success. 

I collected a lot of written information from the office, such as brochures, 

power-point presentations, and annual reports. I worked through the interviews, wrote 

them out, and further tried to look for other types of samples and information such as 

collaborators, clients, and governmental organisations who could give me more 

information about how Eidesvik CSR policies had come about, and what kinds of 

effects it had. This was done to build on the information I already had, but also 

because this improved the research strategy through a more in-depth analysis and it 

helped address validation and reduce the bias in the case study design.  

                                                
4 A Norwegian Non-Governmental-Organisation  
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Research design 

Before the data collection, I had an interest in the case itself, not what 

textbook theory it fitted. This is consistent with an inductive approach.  

 As seen above I adopted a multiple source approach, which involved a multi-

design to key constructs and processes through using more than one single tactic. The 

empirical foundation of this thesis is based on three interviews, and an analysis of 

annual reports, information brochures, relevant websites, newspaper articles, and 

legislations. It was useful to test the same propositions with different data, and it 

certainly helped addressing some of the validation problems in case study designs. 

Together, these sources of information provided me with a rich and diverse range of 

material that helped me to understand if, and if so, Eidesvik implemented CSR and if 

this led to organisational changes.  

 The collected information has highlighted my aims and objectives. The study 

tells something about the contemporary CSR movement and how it is possible to 

introduce a CSR strategy in Norway. It also tells something about why these changes 

occur.  

 I have considered the validity through single out events; the time before 

environmental focus, introducing LNG, and introduction of fuel cell technology. I 

have also described how the research was conducted, I have pointed at my biases, and 

so reliability is accounted for. I am confident that I can generalize from my data. 

2.3 Limitations  

It is obvious that my study has a limited perspective. The interviewees were 

from senior management and they were united in the idea that Eidesvik was doing 

something special. They were the individuals who implemented “not being best in the 

world, but best for the world” as the Administrative Manager phrased it. This was the 

only perspective that was communicated under the interviews. The management told 

one narrative with the same perspective. Moreover, they also shaped the company 

material I studied.  

This influenced how the story was presented for me, and further how I present 

it here. Moreover, it limits the study as a whole by only looking into one version of 

events. It is evident that I would have gotten a richer and a more fruitful picture, if 

more people with different perspectives had been consulted.  
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However, this is a narrative about implementing a strategy, and the 

management level is the ones who implement strategies. Hence, it is a story about 

how management can implement a successful CSR strategy, and how they actually 

performed the task.  

3.0 Who are Eidesvik? 

3.1 Early History 

Eidesvik was founded in 1950, as a family-owned fishing company by the 

brothers Kristian and Lauritz Eidesvik. In 1957 there was a drastic reduction of fish, 

which led to financial ruin for many companies on the Norwegian coast, including 

Eidesvik. The Eidesvik brothers moved to USA to work and save up money, for so 

return to Bømlo and start up again.  

In 1966 they bought their first fishing boat. The memory of the 1950 was 

strong; this created a motivation to be efficient and careful with heir money while 

developing and maintaining high quality standards. The best way to reach those 

standards was continually seeking to improve technology, equipment, and company 

routines Chairman of the board highlighted.   

The brothers continued to invest in new boats and the rewards soon followed. 

Fishing represented the primary income source the first 20 years. The Chairman put 

emphasize on how the brothers decided pursue other areas because “they always 

wanted to develop the company as well as the technology. This was a continuous 

process”5. They shaped their own future by investing in new areas, but based the same 

assumption that quality and the long term-outlook was better than a quick push for 

money. In 1972 Eidesvik started to invest in the offshore business when the oil 

reserves started to affect the Norwegian economy (Eidesvik 2002). The income from 

fishing was used to invest in offshore business. This was the start of Eidesvik as it is 

known today.  

Much of the reason for Eidesvik success was due to Lauritz Eidesvik. He took 

part in every aspect of the company and encouraged each individual to put forward 

new ideas. It was also his belief that the way to be successful was through quality, as 

the Annual Report (2002) stressed: we had to be best in every department, in 

technology, in crew standards, and customer relations.  

                                                
5 Norwegian Quote: “ …man stadig ville noe mer, hele tiden utvikle seg som konsern, så vel som teknologi. Man 
prøvde seg hele tiden frem”. 
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Lauritz Eidesvik himself was a good example. He was a prototypical 

entrepreneur and he took part in the innovation process, and often focused on 

technical solutions on board the ships and repeatedly came up with new solutions. 

Moreover, he also was a religious leader. Throughout Lauritz Eidesvik life, he holds 

frugality and godliness in high and he used it as a leading star.  “Lauritz was both the 

founder, the strategist and a source for innovative inspiration” (Eidesvik 2002:1). He 

created a corporate culture where there was a short distance between coming up with 

an idea and trying it out in practice. This has resulted in innovations, in a continual 

improvement of technology, routines, and ultimately growth of the company.  

By way of example, Eidesvik started to build up offshore vessels and started 

to think of what qualities an optimal vessel should have. What Eidesvik considered an 

optimal vessel did not exist at the time, hence they started to think of creating it. This 

resulted in a project with a neighbouring marine design company, Vik & Sandvik, 

based on their earlier collaboration of building fishing boats together. Neither Vik & 

Sandvik nor Eidesvik had any experience of building offshore vessels, but more 

importantly together they had the knowledge of what type of equipment was needed 

and the courage to experiment. Together the two companies started to designs new 

vessels, which resulted in high quality supply vessels with different designs than their 

competitors. The Chairman exemplified this with Viking Queen that was built in 1984 

at a total cost of 60 million NOK, which Eidesvik kept for 22 years and sold for 70-80 

million NOK. This proved to Eidesvik that research and developing new ideas were 

worth it in the long term, even though it was more expensive in the short term.  

Hence, the search for improvements in technology, design, and operational 

management often resulted in solutions that were more cost effective as well as giving 

better and more comfortable conditions for crew on board.  

There has also been a strong local focus. Eidesvik prefer local collaboration 

for instant. They believe that collaborating with others in the area with similar types 

of culture and tradition can enhance local knowledge, and they have tried enhancing 

this by bringing local partner in on their projects, Administration Managers explained 

during the interview. This also is the explanation for recruiting from the area near 

Bømlo. 
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3.2 The story behind CO2 reduction 

Focus on the environment 

By the end of 1999 the oil price began to increase and the cost of operating 

vessels naturally increased with it (Eidesvik 1999). With the tradition of always trying 

to improve and find new solutions, Eidesvik wanted to innovate in order to reduce 

fuel costs. Projects was started to find solutions for how the vessels could run 

smoother in the water, and thereby reduce fuel usage. Eidesvik was already working 

with other partners on “new shipping concepts, optimized for low fuel consumption 

and high cargo capacity”(Eidesvik 1999).  At this time, a lot more attention was being 

paid to the natural environment re pollution and climate change. The interviewees 

stressed that Lauritz Eidesvik´s mindset was to change the shipping sectors reputation 

of being greedy and irresponsible. This opened up for the project developing team at 

Eidesvik to get in contact with the LNG-powered ferry project Glutra. The team got 

inspired to put a similar environmental project to practice. The research team argued 

that LNG powered vessels was a good way of reducing fuel costs and at the same 

time reduce gaseous emissions. Project Developer at Eidesvik explains: Lauritz 

Eidesvik thought this was a good idea and an excellent opportunity, to go from being 

one of the bad guys.  

From here on it was a shift. Additional to the economical bottom-line, 

environmental aspects were included. The alternation can be seen from 2000 when 

Eidesvik started to write about the natural environment in an own section and they put 

forward an environmental policy in their annual reports. The aim of their policy was 

to be in the forefront, both nationally and internationally, when it came to developing 

environmentally friendly technology for their vessels. The Annual Report of 20036 

stated That Eidesvik have had a “clear objective to be a significant player in helping 

to develop ship technology capable of reducing emissions to air and water”. 

Furthermore, Eidesvik wanted to be a leader in technological development for the 

future and at the same time deliver good economical results. 

Sustainable Relations 

At the same time as Eidesvik´s focus on social and natural environment 

enhanced, they placed strong focus on building long and sustainable relations with 

their partners. This has been a tradition that paid off in late 1999, when the global 
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offshore industry experienced a reduced activity resulting in demand mismatch. One 

of the reasons for doing well during the downturn in the market was the long-term 

strategy implemented (Eidesvik 2000). Eidesvik continued to have the long term 

focus as one of their core strategies, which they also applied to future deals.  

A dual focus 

In 2001 Statoil signed a 10 year charter contract with Eidesvik for LNG 

powered vessels (Eidesvik 2000). This was clearly coherent with the new 

environmental focus and the long time outlook. Statoil got a letter of intent from the 

Norwegian government based on reduction of NOx emissions with the gas-powered 

vessels. Earlier the environmentally account only dealt with land based emissions. 

Hence, Statoil could then write off the sea-based emission reduction in their 

environmental account. This was possible through the vessel Viking Energy; which 

was delivered in April 2003, and was the first LNG powered offshore vessel in the 

world.  

LNG powered vessel reduces NOx emissions by 89%, and CO2 emissions by 

23%, and are clearly a more environmentally friendly alternative to conventional 

vessels (Eidesvik 2006). The vessel had added costs being more expensive to build 

and not having the same extensive fuel distribution network. However, as Statoil and 

Eidesvik both pointed out, it also reduces emissions7. Further, as the annual report 

2004 highlighted, both Eidesvik and Statoil considered Viking Energy to be an 

environmental project that would cost more, but with government negotiations 

relating to emission quotas pending, the companies also anticipated an economical 

benefit. 

 However, the usages of such technology were lacking a regulatory framework 

since it was never put out in practice before, the Project Developer explained. Hence, 

the government needed to react to the missing legislations and establish regulations in 

advance of Viking Energy launch.  

After negotiations with the Norwegian Maritime Directorate 

(Sjøfartsdirektoratet), regulation no. 644 was introduced 17 June 2002 for cargo ships 

with combustion engines powered on LNG. All the interviewed staff affirmed that the 

new regulation was a result of Eidesvik´s pressure. Consequently, this boosted the 

LNG market and resulted in more LNG infrastructure, such as a LNG factory in 

                                                
7 The equivalent emission is to 20, 0000 private vehicles a year (Eidesvik 2004). 
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Bergen as well as other actors using LNG. Hence, when the first LNG vessel was 

launched it created a positive momentum within LNG infrastructure.  

Corporate Social Responsibility 

The Norwegian ship owners Association and DNV8 also started to put CSR on 

the map by introducing a CSR survey in 2003 in which Eidesvik took part. The 

questions revolved around recruitment, business reputation, and involvement in 

environmental matters. The focus was on the current situation at Eidesvik and the 

survey also attempted to find answers that are more generally relevant to the shipping 

industry as a whole. Based on the responses, a report was produced where the 

shipping companies’ attitudes to CSR were described and how a draft template for 

reporting CSR in annual reports in the future could look like.  

The conclusion for Eidesvik was that “Eidesvik had a solid and good 

reputation and commands the trust of employees, their families and the community as 

a whole(Eidesvik 2004).”  

Following the survey, Eidesvik started to adopt the CSR term. In 2003, the 

term CSR pops up for the first time in their annual report defining it as  ”The 

voluntary integration of social and environmental concerns into the daily business 

operations of an enterprise”. The Annual Report stressed that “Our business cannot be 

balanced if, in addition to the commercial side, we do not take due account of the 

environment and the impact on society of our business operations”(Eidesvik 

2003:16).  

Eidesvik also started to address that the shipping industry needed to create a 

positive driving force to do change in the operating conditions for the industry and 

especially on the environmental front. Eidesvik´s motive was that in the long term 

invested capital would benefit their earnings and provides a steady return. Moreover, 

it would help them to maintain good, secure jobs.  

More CO2 reduction and fellowSHIP 

In 2003, Eidesvik started a dialogue with Bellona, a Norwegian environmental 

non-governmental organisation. They decided to join forces on the creation of a 

vessel for the future. Eidesvik were encouraged by Bellona’s political links that 

existed for their new idea, to be exact the commence of a fuel cell based vessel 

(Bellona 2003). Eidesvik Annual Report (2004:9) drew attention to Fredric Hauge 
                                                
8 Det Norske Veritas 
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quote ”It is an enormous privilege to cooperate with companies that have lofty 

objectives”. As well as the reports also highlight that Hauge was impressed by the fact 

that  “environmental considerations are part and parcel of the strategy plans. At 

Eidesvik they have expertise and the desire to invest in environmental solutions”.  

After CSR was brought on the agenda, conscious or not, new business 

relationships were made. Aker Kværner Elektro, an engineering and construction 

company, approached Eidesvik wanting to work together using their knowledge about 

fuel cells and Eidesvik´s existing knowledge about LNG technology.  

This initial collaboration led to a highly innovative project, “FellowSHIP”. 

The FellowSHIP project, initiated by Eidesvik, is now led by DNV. The aim is to 

research and develop integrated fuel cell systems in vessels. FellowSHIP also focused 

on developing a vessel for the future that Bellona and Eidesvik had talked about. The 

first fuel cell powered vessel in the world will be launched in 2008.  

The vessel will use 50% less energy than conventional vessels and result in 

zero emissions of NOx, SOx, and other harmful particles. In addition, this vessel will 

reduce CO2 emissions by 40-50% compared to diesel engines run on marine bunker 

fuel. Significantly, this will also reduce operational costs. The hope is that 

commercial vessels will adopt this technology.  

3.3  Local Focus 

All Eidesvik employees that were interviewed stressed that Eidesvik wants to 

serve and support the local community. To do that it was necessary to bring together 

and utilise the maritime knowledge in Bømlo and Haugalandet, so the local area could 

compete in the global world market. This led to Eidesvik establishing Viking 

Innovation Partners (VIP) in 2004.  

VIP´s idea was to create a partnership that could cooperate across professional 

fields and thereby achieve a higher degree of innovation in the Norwegian maritime 

industry (Eidesvik 2004). VIP wanted the maritime cluster to use their unrivalled 

knowledge “to win Champions League in maritime innovation” (Eidesvik 2004). VIP 

pointed out that the challenge lay in maintaining age-old maritime traditions and 

simultaneous being innovative to move with the times. Today there are nearly 40 

members of VIP, a diverse mix of shipping, engineering, and design companies.  

Equally important to Eidesvik is creating incentives for people to come and 

work in the area. They want to create an interactive community with a high standard 
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of living. As the Administrative Manager at Eidesvik noted: “This is not a conscious 

strategy, but …it is something we see the value of, and we do not want to lose it9”.  

This mindset resulted in the opening of a community centre, Bygdatunet in 

2005. Bygdatunet is a multi-purpose building with a sports hall, cinema, and 

conference centre accommodating 160 people, a café, a gym, a youth club, a 

supermarket, a shooting gallery, and medical facilities. As Jan Lodden points out “the 

objective is to have a vibrant building that offers activities for everyone. The new 

Bygdatunet will make Langevåg a more attractive place to live, thereby strengthening 

the shipping company”(Eidesvik 2004).  

3.4 Change in leadership and ownership  
Eidesvik experienced big changes in leadership in the early 2000s. Firstly, 

Lauritz Eidesvik died suddenly in 2003 from a tragic accident. Just months later, his 

son, and successor, Simon Eidesvik died, after being CEO for only a year. However, 

this has seemingly had little or no effect on its CSR with the current management, 

Eidesvik still have the same mindset. 

Eidesvik went on the stock exchange in 2004. The idea was something 

Eidesvik had considered before, but with the sudden changes in leadership, it speeded 

up the process. This resulted in new forms of ownership, but still is the biggest part of 

Eidesvik Offshore ASA are owned by local people in Bømlo, and this helps to carry 

on the company’s spirit of local culture and values.  

4.0 Framework for Corporate Social Responsibility 
The best starting point to understand CSR is using A. B Carroll’s (1991) 

viewpoint of the concept. He argues the concept of CSR revolves around a firm’s 

responsibility to society as a whole. Accordingly, a “CSR firm should strive to make a 

profit, obey the law, be ethical, and be a good corporate citizen” (Carroll 1991). To do 

so, firms need to take “consideration of, and response to, issues beyond the narrow 

economic, technical, and legal requirements of the firm to accomplish social benefits 

along with the traditional economic gains which the firm seeks”(Davis 1973, in 

Carroll, 1999:277). 

Carroll (1991) argues in the often quoted article “The pyramid of Corporate 

Social Responsibility: Towards the Moral management of Organisational 

                                                
9 Norwegian quote: “det er ikke en bevist strategi, men vi øker bevisstheten rundt det fordi vi ser verdien av det, og vi ønsker 
ikke å miste det”. 
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Stakeholders” that CSR is a construct relating to four different aspects of business-

society relations. The four aspects together form a pyramid. See figure 1. 

 Figure 1: CSR Pyramid based on Carroll’s (1991) view. The different responsibilities are built on each 

other, and they are highly depended. 
 

Carroll (1991:40) points out that responsibility has always existed to some extent, but 

it has only been in recent years that responsibility has been explicitly used as a way to 

do business.  

Carroll’s CSR model incorporates and gives priority to the economical 

dimension of CSR. The economical dimension is a focal point in this thesis; that is to 

say, how and why Eidesvik chose to strive for CO2 reduction, even though it seemed 

more costly to implement. It is therefore a useful model to understand the empirical 

evidences of this thesis. Further, I want to use Carroll’s model to shed light on 

Eidesvik case both because it is easy to comprehend and has an appealing logic, but 

also because it has sought to integrate various competing themes into the model such 

as corporate citizenship and stakeholder approach. Carroll’s model has been widely 

cited in the CSR literature and has been extensively empirically tested with findings 

generally supporting the model (Pedersen & Huniche 2006). 

As seen in figure 1, Economical Responsibilities is the base. This implies that 

a firm needs to focus on functioning properly as an economic unit and thereby stay in 

business. According to Carroll, this is required for all performing firms.  

The next level on the pyramid is the Legal Responsibilities. In addition to 

performing well economically, the firms need to comply with law and regulations 
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promulgated by federal, state and local governments, in order to fulfil the requirement 

of being a socially responsible firm. These legal responsibilities “reflect a view of 

codified ethics in the sense that they embody basic notions of fair operations as 

established by our lawmakers”(Carroll 1991:5). 

The next level is Ethical Responsibilities. These responsibilities oblige 

corporations to act according to what is right, ethical, and fair, even if they are not 

obligated to do so by the legal structure. Carroll (1991:5) explains this ethical 

responsibility as the one which embodies “those standards, norms, or expectations 

that reflect a concern for what consumers, employees, shareholders, and the 

community regard as fair, just, or in keeping with the respect or protection of 

stakeholders moral rights”. Put simply, Carroll stresses that the ethical responsibility 

consists of what is generally expected by society.  

The fourth aspect is Philanthropic Responsibilities. Carroll (1991:6) relates 

this to “corporate actions that are in response to society’s expectations that businesses 

be good corporate citizens”. This means to promote activities or programs that 

enhance human welfare or goodwill. This aspect of CSR addresses issues such as 

charity donations, recreation facilities for shareholders, and corporate sponsorship. 

Philanthropic responsibilities are distinguished from the ethical responsibilities by not 

being expected in an ethical or moral sense. It can be argued this type of 

responsibility is desired and, in some cases expected of successful firms.  

In sum, CSR involves the concept of “the three bottom lines”, which are 

economic profit, environmental and social impact. This concept should be reflected in 

a company’s accounts and in their management. CSR goes “beyond what is legally 

required”, it is about playing the game with unwritten rules and acting according to an 

ethical code of conduct (Bull 2003). It can be described as “the voluntary integration 

of economic, social and environmental objectives in the relationship with company 

stakeholder network” (Perrini et al. 2006:4). CSR emphasizes voluntary and personal 

commitment from the business community.  

How does Eidesvik fit into the Pyramid? 

 The notion of economic responsibility is clearly adhered to. Eidesvik´s 

operating income has continually increased. This covers the base of the pyramid. The 

company has always operated within the barrier of the laws and upheld its legal 
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responsibilities. Eidesvik has even been proactive and a driving force behind creating 

new regulations for LNG vessels.  

The LNG project illustrates ethical responsibility. When Eidesvik launched 

the first LNG powered vessel, they knew it would reduce emissions. This action was 

taken even though there was no legal obligation to do so. The opening of Bygdatunet 

is a fine example of philanthropy. Eidesvik wanted to have a vibrant local community 

that offered activities for everyone.  

The philanthropic actions further were reinforced through the fuel cell 

initiative and reduction of CO2. This environmental focus is not something expected 

from a shipping company, but it is highly appreciated. 

All these four aspects are related - it would have been impossible to be 

philanthropically responsible for Eidesvik if they did not have the economical 

resources for it and vice versa. When Eidesvik acts, it does so while adhering to legal 

responsibilities to act lawfully and ethical responsibilities to act morally. 

CSR is about ethics. It is about doing what is right, fair, and just. Firms have a 

responsibility towards the people and natural environment affected by their actions. 

CSR is about taking that responsibility and making business out of it. All of these key 

CSR features are evident when looking at Eidesvik. However, Eidesvik have added 

more in their definition of CSR, namely the incorporation of a long-term CSR 

mindset into their daily business operations (see chapter 3.2).  

4.1 CSR Controversies 

The growth of CSR has arguably lead to a sense of optimism for the future and 

a belief that business can deliver sustainable changes in society. In the wake of this, a 

variety of literature has emerged, claiming CSR is only a band-aid, a temporary fix. 

The following will examine some central arguments around the barriers to 

CSR and where the opportunities may lie. Narrowing down Carroll’s model to just 

economic and ethical aspects will aid this analysis. These two aspects go to the heart 

of what CSR is. CSR is a new way of doing business and earning money, while 

having a stronger focus on ethics and non-financial outcomes than required by law.  

The economic approach to CSR claims it is possible to earn money and at the 

same time be socially responsible. Deborah Doane (2005:23) a scholar from Stanford 

Graduate School of Business, emphasized there is often a gap between what is good 

for a company and what is good for society. Doane argued, that the problem with 
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assuming that firms can do well financially while also doing good in society, is that 

markets do not really work that way.  

This can be linked to the nature of business. The corporation was created to be 

an effective vehicle for raising capital to finance enterprises (Bakan 2004). 

Accordingly, business want to maximize profit and the market mechanisms are made 

exactly do fulfil that goal. Milton Friedman, a CSR critic, highlighted this stating 

“there is one and only one social responsibility of business – to use its resources to 

and engage in activities designed to increase its profits so long as it stays within the 

rules of the game, which is to say, engages in open and free competition without 

deception or fraud” (Friedman 1970).  Friedman famously argued that the “business 

of business is business” and responsibilities beyond the firms sphere of business do 

not exist.   

The ethical approach to CSR, as Carroll put it, is that corporations will act 

according to societies expectations by embodying “those standards, norms, or 

expectations that reflect a concern for what consumers, employees, shareholders, and 

the community regard as fair and just or in keeping with the respect or protection of 

stakeholders moral rights”(Carroll 1991:5). Many argue that the barriers to CSR lie in 

respect to the moral aspect. A company owned by shareholders cannot be morally 

responsible if the consequence of such responsibility is a loss in profit. Hence,  

corporate responsibility is to maximize shareholders wealth. Based on that, many 

analysts have concluded that CSR is impossible to adopt on moral grounds. 

Nevertheless, if an immoral act gives a negative profit for the firm, it must cease to 

commit to that immoral action.   

These two aspects of CSR create potential problems with the concept and with 

its implementation. As seen above, using Carroll’s definition, Eidesvik is a CSR firm. 

However, can Eidesvik claim they are performing CSR when the concept has so many 

barriers and faults? Can CSR serve as an engine for positive change in society on the 

one side and a way to boost profit on the other? To answer this it is helpful to clarify 

what CSR is not, and how that relates to Eidesvik.  

Doane (2005) presents some central arguments in the CSR debate that she 

calls “the myths of CSR”. The first myth is that the market can deliver both short-

term financial returns and long-term social benefits. This is not possible, she argues. 

CSR is not a strategy for short-term investment and long-term returns. It is only a 

myth.  
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Social responsibility revolves around long-term investments and consequently 

long-term societal benefits Doane (2005) argued. Hence, Eidesvik are able to perform 

CSR because they negotiated long-term contracts. They did not want to be vulnerable 

to market swings, they embraced the long-term outlook in the hope it would lead to 

better and more stable outcomes, through increased knowledge diffusion and 

collaboration. Chairman of the Board at Eidesvik stressed that “we know what we will 

earn next year, it gives us the opportunity to invest…in the environment and the 

crew10”. Long- term partnership creates a stable business with long-term financial 

goals. This has enabled Eidesvik to invest sustainable and in quality. This was further 

highlighted by the Project Developer saying that Eidesvik have always pointed out 

that quality is more important than quick money.  

The second myth is about who will be the actor who drives the change. 

Generally the tough has been that  “the ethical consumer will drive the change” by 

pushing corporations to change behaviour. However, is this the case? Doane argues 

consumer ethics are relative and the gap between green and social consciousness and 

green and social consumerism is wide. Indeed, it is need for incentives for the 

consumer to push corporations to act socially and create responsible goods. This point 

give emphasis to Carroll’s (1991) pyramid where all the four aspects need to be in 

place before a firm can call itself CSR.  

This is seen when Statoil (as a consumer) decided to work on LNG powered 

vessel with Eidesvik (as the producer) with the economical incentives of reducing 

emissions. These NOx and CO2 reductions could be written off in Statoil’s annual 

account, and it created goodwill with the Norwegian government, a government 

whom had already ratified both the Gothenburg and the Kyoto protocol. Put 

differently, Statoil was part of a technological change that reduced emissions, but they 

would not have done so without other incentives.  

The third myth is there will be a competitive “race to the top” of ethical 

standards. Competitive pressure among companies will essentially lead to more 

companies competing over ethics. It is clear that a lot have changed the last decade in 

the name of competition, but there is no evidence of this race. Hence, a race to the top 

there is not. Eidesvik for example does not exist in an environment where “a race to 

the top” over ethics is common. However, as pointed out in chapter three, companies 

                                                
10 Norwegian quote:  vi vet stort sett hva vi tjener til neste år.  Det gir oss muligheten til å invetsere…I personell 
og miljø.” 
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can push for new laws and regulations for example as when Eidesvik asked 

Sjøfartsdirektoratet to introduce new regulations for LNG powered vessels. This have 

had an indirect affect on other companies who now have to follow these regulations 

and in so doing be more environmentally friendly. Nevertheless, there is not “a race to 

the top” per se.  

Eidesvik fits in with Doane´s point on the subject of CSR, and they counter 

the myths above. CSR is about long-term investment and long-term returns. It is about 

sustainable development in a world, which is global, internationalized, and constantly 

changing. A well functioning CSR regime has to be based on achieving equilibrium 

between governmental policies, social norms, market mechanisms, and ethics. The 

corporation, who is socially responsible, will have to adopt these aspects into their 

strategy when they do business. Eidesvik fit this description.  

 

4.2  A new way to do business 

Increasingly firms are looking beyond the economical bottom line. Since the 

1970s, the business environment has changed and firms have had to adapt. These 

changes revolve around structural transformation of business– such as new 

technology and changes in the pace of globalization (Knutsen 2006). These changes 

have led to shifts in norms and values, and expectations of how firms are run. 

Civil society has been a force behind this change. Recently, corporate scandals 

have caused institutional investors and the civil society to demand rules and 

regulations to ensure companies follow ethical guidelines. Their demand have been 

met, but few firms have gone beyond just adhering to these new rules and regulations. 

Eidesvik is a noticeable exception. Eidesvik teamed up with Bellona to create 

technology that reduces emissions. This shows that businesses that collaborate with 

civil society can give outcome that benefit both the business itself, society because it 

is a new source for innovation and business ideas.  

Moreover, new technology has appeared because of shifts in society. Neither 

LNG nor fuel cell powered vessels would have been invented and sold if there were 

no demand for environmentally friendly technology. These technologies would not 

emerge in the 1980s when climate change was not an issue in the public eye.  

Michael Porter (2003) highlighted this by stressing that companies can 

improve their long-term business potential by linking social and financial goals. 
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Moreover, the focal point of CSR is that it is a strategic way to do business, and this 

affects the corporation in a holistic way. “Corporate social responsibility encompasses 

not only what companies do with their profits, but also how they make them. It goes 

beyond philanthropy and compliance and addresses how companies manage their 

economic, social, and environmental impacts, as well as their relationships in all key 

spheres of influence: the workplace, the marketplace, the supply chain, the 

community, and the public policy realm” (Kennedy School of Government 2007).  

Eidesvik´s incorporate responsibility into their daily business decisions. They 

have highlighted certain core values and characteristics that shaped their performance. 

The fact that “the local community has been the driving source11” was repeated in all 

the interviews. Eidesvik want to work under long-term partnership, they want to 

improve performance by being innovative.  They want to take a leading position in 

building environmentally friendly vessels. Eidesvik implemented technology that 

reduced NOx and CO2 emissions because of this mindset.  

As the demand for transport by water continues to increase it is clear 

something must be done to reduce CO2 emissions. However, this is difficult because 

there are no legal requirements or incentives to reduce emissions since most of these 

vessels operate on international water. To introduce technology that reduces emission 

will add more costs, and is therefore not desirable for companies operating under 

short-term goals, at the spot-market12 for instance. Hence, the market cannot deliver, 

as Doan pointed out above, both short-term financial returns and long-run social 

benefits.  

However, the market can deliver both long-term financial returns and long-run 

social benefits if long-term outlooks are taken. Eidesvik with its long-term 

perspective has done this. They have considered the inevitable introduction of 

emissions taxes. The ethical side by polluting our common atmosphere has been an 

incentive for action on the other side. Eidesvik created a technology that was more 

expensive to produce, but when a taxation be introduces, they will have long-term-

financial benefits. This will also benefit society by reducing emissions. 

In spite of this, even though Eidesvik is accepted as a CSR firm in the terms of 

Carroll’s Pyramid (1991) and Porter’s CSR strategy (2003), does it mean that they 

became aware of their responsibilities or is it a concept that suddenly fits into the way 
                                                
11 Norwegian quote by Administrative manager at Eidesvik: “ Lokalt engasjemnet har vært drivkraften her”. 
12  Spot-market is understood as a market where commodities are sold immediately for cash. 
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they do business? Eidesvik has been socially responsible long before CSR became a 

popular concept among business and scholars. Why this is the case is hard to define 

exactly. I will argue around Eidesvik, there is a common base of culture and history 

that has some elements of what we today call CSR. These cultural and historical roots 

serve to explain how and why Eidesvik started to do strategic CSR. The concept of 

CSR has developed from a social norm, to something explicit. The Administrative 

manager pointed out that responsibility has been with Eidesvik from the start, but it 

has “become macro, but with the same values13”.  

What CSR consist of has always been a part of Eidesvik, but the company 

used it more explicit now because it at present exist a market for it.  

The following chapter will examine how responsibility for the environment 

became included in the core business, and show that it can be perceived as strategic.  

5.0 How did Eidesvik Introduce a CSR Strategy? 

5.1 Theoretical Foundation of how Strategy develops 

Strategy is  “the direction and scope of an organisation over the long term, 

which achieves advantages in a changing environment through its configuration of 

resources and competences with the aim of fulfilling stakeholders expectations” 

(Johnson et al. 2006:9). Hence, strategies are complex in nature, and that they are 

made in situations of uncertainty.  

Corporate strategy is “concerned with the overall purpose and scope of an 

organisation and how value will be added to the different parts (business units) of the 

organisation” (Johnson et al. 2006:11). 

The concept of strategy is derived from the military: it means an elaborate and 

systematic plan of action. “The essence of strategy will thus be “ choosing to perform 

activities differently than rivals” (Porter 1996:64), if not you will lose. Competitive 

strategy is about being unusual; “it means deliberately choosing a different set of 

activities to deliver a unique mix of value” (Porter 1996:64). Strategies create needs 

for choices and thus limit what a company can offer. A firm for instance need to 

choose what path to take and what path to ignore. Strategic positioning requires long 

time perspectives and it cannot be done over night or in a single planning cycle.  

                                                
13 Norwegian quote” Det [CSR] har utviklet  seg, det har gått fra mikro til makro på en måte, med de same 
verdiene” 
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A basic long-term plan in the broad notion is an easy concept to grasp, but 

how the plan develops is more difficult. The following will go through the theoretical 

foundation of four different approaches based on how Whittington (2001) categorized 

strategy, the approaches are the classical, evolutionary, processual/emergent, and 

systemic. 

The classical approach  

The classical approach to strategies- relies on rational planning methods. 

Alfred Chandler defined it as “the determination of the basic, long-term goals and 

objectives of an enterprise, and the adoption of courses of action and the allocation of 

resources necessary for those goals”(Chandler 1962:13). Consequently, the basic 

premises are that strategy formation is a controlled and conscious process of thought, 

deriving directly from the notion of a rational individual that has full control. The 

military notion of the word (actual command) also inform “the premise that strategies 

emerge from the decision-making process fully formulated, explicit and articulated: 

strategies are in a sense orders for others to carry out” (Whittington 2001:15). The 

classical approach gives emphasis to the implementation as a distinct phase in a 

strategy process, it does not focusing on earlier phases of explicit and conscious 

formulation. Put differently, “the approach places great confidence in the readiness 

and capacity of managers to adopt profit-maximizing strategies through rational long-

term planning”(Whittington 2001:15).  

Evolutionary approach  

The evolutionary approach to strategy doesn’t believe that mangers have the 

ability to plan and act in a rational way as the classical approach. They rather focus on 

profit maximization through competitive natural selection (Whittington 2001). 

However, it is not possible to plan everything, the environment is always changing. 

This change will lead to changes in the organisation. 

The point here is that the survival for organisations in a competitive 

environment is dependant on strategies of differentiation. It draws upon a 

philosophical metaphor of biological evolution- in a societal context- where only the 

best performers in the market will survive, and that strategy develops in responds to 

differentiation. 
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Processual and emergent strategies  

Processual and emergent strategies share some of the doubt about rational- 

strategy making raised by the evolutionary approach. This perspective is far more 

reluctant to accept that markets ensure profit-maximizing outcomes through 

differentiation. It emphasizes the sticky imperfect nature of all human life, 

pragmatically accommodating strategy to be a misleading process for both 

organisations and markets. The main argument is that the very imperfections of 

organisational and market processes is the basis for how strategies emerge and 

develop. What this perspective takes in is the complexity of an organisation revolves 

around two aspects; the cognitive limits on rational action and on the micro-politics 

within the organisation.  

The first aspect, the cognitive limits on rational action states that it is 

impossible to be completely rational. In practice, people and organisations are only 

“bounded rational14”. Humans are only able to take in a handful of elements at a time; 

we are biased in our understanding of data, we are prone to accept the first 

satisfactory option that presents itself. The fall out is that when we make decisions we 

are always taking them on the base of imperfect information (Mintzberg 1987). 

Micro-politics is the second aspect. It accentuates how a firm is founded on its 

employees. The firm is understood as a unit based on individuals, all whom bring in 

their own personal objectives and cognitive biased into the unit (Whittington 2001).  

The combination of micro-political aspects and bounded rationality will 

favour strategic conservatism, since change only will be imperfectly recognized and a 

change can cause internal struggle. Strategy furthermore, tends to become entrenched 

in routines. It is possible to get away with it, Whittington (2001) points out by using 

Cyert & March- argument; markets are in fact typically quite tolerant of 

underperformance because all actors are not informed enough. Conservatism will 

hence be the norm.  

Moreover, strategies are not chosen, they are programmed, and they exist 

because managers needs to understand a world which is too complex and chaotic to 

comprehend (Whittington 2001:23). Further, Strategy is discovered in action. 

Mintzberg stressed that strategy is a result of “crafting” and of a continuous process 

of learning, rather than planning. “Strategy are both plans for the future and patterns 

                                                
14 Cyert and March term from 1963- used in (Whittington 2001). 
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from the past”(Mintzberg 1987:67) . What this means is that it is a path-dependency 

process situation where one idea leads to another until something new pops up. All 

action taken will have an effect on future decisions. Mintzberg (1987:68) call 

attention to this; “Action had driven thinking; a strategy has emerged” and the result 

are new products or new directions. A realized strategy can emerge in response to an 

evolving situation or it can be put into practice through a process of formulation 

followed by implementation.  

Strategy is a crafting process where our bounded rationality is central since it 

opens up for what we learn and experiment. This is what Quinn cited in Whittington 

(2001:24) describes as “logical incrementalism”. To carry out strategy is not 

essentially calculated and as Mintzberg stress, the underlying strategic logic may only 

be perceived after the event is actually done. 

This is further highlighted by the processualist perspective who emphasize the 

stickiness of external markets (Whittington 2001). Hence, “how a firm’s resources 

include tacit skills, patterns of co-operation, and intangible assets that take time and 

learning to evolve” (Whittington 2001:25). The origin of a firm’s competitive 

advantage, consequently lays in what is unique and embedded in its resources 

(Whittington 2001). Accordingly, strategies are about building on core competences15 

and further enhance them, not chasing each new opening. What matters is long term 

constructions and consolidation of core elements of the firm, and by so doing 

“strategy becomes a patient inwardly aware process”(Whittington 2001:25).  

Systemic Approach  

Systemic approach is a relativistic approach regarding ends and means of 

strategy as inescapably linked to the culture and powers of the local social systems in 

which it takes place. The approach retains faith in the ability of an organisation to 

plan forward and act effectively within their environment. A central principal of 

systemic theory is that decision-makers are not simply detached calculating folks 

interacting with the sole purpose of economic transactions, but rather deeply rooted in 

interwoven social systems (Whittington 2001:26). The embedded social structures 

illustrate that economic decisions are not solely based on impersonal considerations, 

but are also based on networks of social relations. This approach emphasis that “firms 

                                                
15 “Core competences are the activities and processes through which resources are deployed in such a way as to 
achieve competitive advantage in ways that others cannot imitate or obtain” (Johnson et al. 2006:121) 
 



 

28 

differs according to the social and economical systems in which they are embedded” 

(Whittington 2001:27). 

5.2  Analysis: how did the strategy develop? 

How did Eidesvik introduce a CSR strategy? The implementation process was 

not a controlled conscious process as the classical approach argues. The empirical 

evidence indicates the introduction of CSR was not a rational, thought out plan where 

Eidesvik one day said “let us be CSR; it will boost our reputation and enhance profit”. 

The classical approach does not pay attention to the phases before implementation, 

but rather the actual implementation. Hence, it does not explain how Eidesvik 

introduced the strategy.  

The evolutionary approach focuses on short-term strategy differentiation 

(annual perspective). This neither explains Eidesvik´s actions nor does it pay attention 

to Eidesvik`s long-term partnerships (charters up to 10 years).  However, it brings to 

light why changes in the environment influenced Eidesvik to shift. Nevertheless, as 

indicated above, this approach does not clarify how the variations in certain 

environment caused Eidesvik to behave. The business environment is always 

changing. This is not enough to explain how Eidesvik put the strategy into practice.  

As seen in chapter three, the CSR strategy was something Eidesvik stumbled 

across. Accordingly, as Mintzberg (1987:68) stressed, that action drives thinking, and 

the results are strategies. The Project Developer explained that Eidesvik´s 

“environmental commitment started…when the oil price started to increase in the 

summer of 1999”16. Eidesvik was forced to adjust to the increasing oil price and thus 

started a thinking process that resulted in an examination of the LNG ferry project 

Glutra. This gave Eidesvik the idea about implementing LNG technology on 

commercial vessels. Thus, the decision to continue working on the idea was based on 

micro-politics within the organisation, which again was coloured by Eidesvik´s 

context. 

First, the project development team at Eidesvik came up with the idea of 

“looking into gas relation to environmental emissions17”, which was based on 

personal concerns about the environment. The Project Developer explained how it 

happened: The team came up with the initiative, and the CEO found the idea 

                                                
16 Norwegian quote: “miljø engasjementet begynte sommern 1999, da begynte oljeprisene å stige” 
17 Norwegian quote by Project Developer: “ se på dette her med gass i forhold til miljøutslipp” 
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interesting based on his personal goals of taking care of, and creating a sustainable 

local community. Secondly, the founder, Lauritz Eidesvik had a personal perception 

and a desire that the shipping industry should not have a bad reputation due to its 

responsibilities for polluting. This influenced the decision.  The micro-politics are 

closely connected to cognitive limits and how the world is perceived. The ideas and 

following decisions made by Eidesvik management were not completely rational, but 

rather based on how they perceived the world. Hence, the action came about because 

of individual experiences and biases through cognitive limits and micro-politics.  

The decisions were possible because of some basic assumptions and beliefs 

shared by Eidesvik`s management. It was a common organisational culture that 

operated unconsciously with basic taken-for-granted fashion views of itself and its 

environment (Johnson et al. 2006:47). Eidesvik`s base assumption was, as the 

Chairman explained: “We want to give away our village in a better condition then we 

received it…it must develop itself in a positive direction from generation to 

generation…emissions have become a part of that18”. Thus, less pollution is desirable. 

Eidesvik would not predict the future success of LNG powered vessels when 

they started the project. They did not have all the information necessary to grasp how 

the market would react to their new technology. The strategy was indeed discovered 

in action.  

The strategy started to be apparent in 2001 when Statoil got the letter of intent, 

and was more apparent when the Viking Energy was delivered in April 2003. 

Suddenly there was so much attention around environmentally friendly technology. 

Eidesvik was the first offshore company to deliver a LNG powered vessel, and hence 

they received a great deal of publicity. “Eidesvik has been profiled as environmentally 

friendly shipping company”19, through magazines, newspapers, and other forms of 

media, this has absolutely placed Eidesvik firmly in the public eye. 

 With the success, Eidesvik suddenly recognized the logic of concentrating on 

being environmentally friendly. It enhanced the initiative to continue to further work 

on environmentally friendly technology. The head of the project developing team 

described it as “a success from A to Amen”20. The success led to a desire to create an 

                                                
18 Norwegian quote: “…det er dette her med å gi bygda videre i en bedre forfatning…den skal stå strekere. Den 
skal utvikle seg videre fra generasjon til generasjon. Nå er det klima endringer i tillegg” 
19 Norwegian quote by Project Developer: “ Eidesvik har blitt profilert som et miljørederi” 
20 Norwegian quote: “Det var en suksess historie fra A til Amen” 
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emission-reducing niche. FellowSHIP was the result and enrichment of the 

environmental focus of the LNG technology.  

What started as a project to reduce fuel economy, ended in an environmental 

strategy that resulted in reduced emissions and fuel costs. The outcome of the LNG 

and fuel cell technology was not calculated from the start. This can be seen as logical 

incrementalism; the strategic logic was only seen after the path was taken. Eidesvik´s 

strategic capabilities were crafted in embedded resources, cognitive limits, and 

personal politics within the firm. The ideas was deployed, and put forward and further 

enhanced by personal objectives from central senior staff.  

The emergent approach is useful for understanding Eidesvik. However, it has 

also has elements of the system perspective. The Project Developer highlighted that 

one of the main beliefs the founder of Eidesvik had, was that “everything Eidesvik did 

should serve the local community; it should benefit the local community”21. Taking 

responsibility above and beyond what the law requires, is dependant on normative and 

structural elements. Put simply, the system perspective highlights an interwoven 

social system; the social system at Bømlo, with its norms and values, that again exist 

within the social system in Norway. This perspective enhances the former point: 

Eidesvik´s CSR strategy was based on organisational culture and micro-politics that is 

closely connected with the interwoven social system.  

Responsibility with great outcomes 

The data indicates that the decision to pursue the green niche was based on 

personal values and norms. Stakeholders, some with more power than others, had 

expectations of what Eidesvik should achieve and they influenced the implementation 

of the technology.  

Eidesvik started to take environmental responsibility by reducing emissions, 

firstly through LNG and secondly through fuel cell technology in combination with 

LNG. Eidesvik was the first offshore company to take such action; they made taking 

environmental responsibility into a way of doing business. Pollution and climate 

change as social issues were fundamental for Eidesvik´s strategy development.  

Eidesvik took account of the social dimension when the strategy emerged. This 

mindset and incremental process combined to become a strategy. Eidesvik stated that 

they wanted to take responsibility for their environment if it was possible within their 

                                                
21 Norwegian quote: “Alt Eidesvik gjorde skulle tjene lokalsamfunnet, komme lokalsamfunnet til gode”.  
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frame of resources. These unique and embedded resources made Eidesvik`s success. 

Furthermore, the prospect of performing CSR, above that of economic and legal 

responsibility, was dependant on a numbers of factors such as policy, ethics, and 

economics. Each of these three factors was dependant on other aspects such as 

culture, tradition, and history.  

CSR is about being reasonable to stakeholders, and when climate change is a 

threat to a sustainable society, reacting to the climate change is necessary. Moreover, 

the decision was based on the influence from all stakeholders; stakeholders from the 

market environment, stakeholders from the technological environment, and 

stakeholders from the social and political environment (Johnson et al. 2006:180). 

Eidesvik´s decision was a compromise between what market with its instrumental 

approach expected, and the normative expectations in the local culture.  

The national and the local cultural context influences stakeholder goals, 

norms, and expectations. Hence, company priorities are interwoven with the cultural 

context in which it operates. Put differently, expectations in Eidesvik´s context shaped 

the micro-politics of Eidesvik`s staff and made the decision strategic. The following 

chapter will highlight what may have happened and why.  

6.0  Combined framework for understanding why Eidesvik 

went for strategic CSR and why it was strategic 
 

This combined framework will look at why CSR can be strategic, and go 

beyond the traditional way of perceiving CSR. To understand Eidesvik´s essential 

drivers for why choosing such a strategy it is important to look at Eidesvik´s cultural 

and market context. The combined framework of organisational field and cluster will 

be useful to explain this. The main bulk of CSR literature does not emphasise this. 

Hence I will argue that the cultural and market context is the driver for becoming a 

CSR firm. 

6.1 Strategic CSR 
To this point, the essay has paid attention to what CSR is and how that relates 

to Eidesvik, now the turns to an equally important topic, how the CSR position is 

strategic. To comprehend when CSR became an active strategy, Porter & Kramer’s 

(2006) model is helpful. The model (figure 2) explains how corporate involvement in 

society can be a strategic approach by looking at the correlation between social issues 
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affecting a company, and how active 

the company is in doing something 

about social issues and still making a 

profit (perform CSR).  

There are three broad categories of 

social issues affecting a company. The 

generic social impacts are neither 

issues that significantly affect a 

company’s operations, nor do they 

affect its long-term competitiveness. 

Firms tend to only carry out good 

citizenship22.  

Value Chain Social Impacts is 

the next category; here the social issues 

significantly affect the activities in the 

company in the ordinary course of business. There are two ways for a firm to respond 

to this, either by mitigating harm from the value chain, by responding to what society 

wants, or by transforming company strategy in order to benefit society. This can be 

linked to Carroll’s philanthropy above. 

Social Dimension of Competitive Context is the third category; here social 

issues in the external environment have an impact on the fundamental drivers of a 

company’s competitiveness. The firm executes strategic philanthropy “that leverages 

capabilities to improve salient areas of the competitive context”… as the social 

agenda “moves from mitigating harm to finding ways to reinforce corporate strategy 

by advancing social conditions” (Porter & Kramer 2006:9).  The social conditions 

must obviously be responsive to stakeholders and vice versa. It needs to go beyond 

that. Social conditions needs to be taken into account as a strategy. Hence, the social 

dimension is a source for strategic action. The model explains that actions are 

dependant on social issue characteristics and to what degree they influence people. 

Thus, the model makes a distinction between doing CSR as a response to what society 

expects and implementing CSR because it is strategic.  

                                                
22 Corporate citizenship is the extent to which businesses are socially responsible in meeting legal, ethical and 
economic responsibilities placed on them by stakeholders. 

Figure 2: Corporate Involvement in Society 

shows three different ways of doing CSR and 

hence three different outcomes for society. The 

figure originates from Porter & Kramer (2006). 

 



 

33 

Strategic CSR is to be in a leading position in society by making social and 

environmental improvements based on your own mind and with your own ideas. 

Strategic, because companies must go further than best practice by making a plan, and 

CSR because it deals with taking social and environmental responsibility. Strategic 

CSR is about choosing a position by doing things differently from main competitors 

based on both the value chain as well as the external context of the firm. It is about 

doing things differently from competitors in a way that lowers costs or better serves a 

particular set of customer needs. These principles apply to a company’s relationship 

with its society, its customers, and its rivals. 

The strategic element is achieved by creating a niche by being a pioneer in 

taking actions that benefits both society and a company’s competitiveness. This is 

done through the product offering and the value chain. This thesis will present the 

hypothesis that Eidesvik went from responsive, to strategic CSR through an emergent 

process. The question is: what have been the driving forces. 

6.2 The Context- the driving force for change 

Eidesvik´s strategic decision resulted from their external context. The 

perceived context and framework are two-dimensional. The first dimension is the 

cultural environment of Eidesvik.  

The transformation was based on personal objectives made by managers who 

were influenced by Eidesvik´s cultural context. Eidesvik is embedded in two cultural 

frames, the Norwegian and the regional context. To grasp the fundamental drivers for 

responsibility in this specific culture, I will analyse this using the organisational field 

approach.  

The second dimension is the market mechanism that gives Eidesvik 

opportunities to perform business. It is not possible to create business strategies in a 

vacuum. Strategies must relate to other market participants, hence, the market context 

needs to be taken into account as the instrument for creating and putting strategies out 

in practice. The transformation into strategic CSR was possible because the market in 

which Eidesvik operates were ready for environmentally sound technology. Market 

forces delivered mechanisms that enhanced Eidesvik´s competitive advantages 

(performing strategic CSR). I will analyze this with using cluster as an analytical tool.  

These two dimensions can have a big impact on why the CSR strategy 

developed. It is therefore necessary to analyze them further.  
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6.2.1 Theoretical Framework to grasp Eidesvik`s cultural surroundings 

Understanding Eidesvik`s cultural context it is necessary to examine the 

regional characteristics and traditions and how the culture views responsibility. 

Responsibility is a normative issue and it is highly connected with values, beliefs, 

behaviour, and taken-for-granted-assumptions. Here the cultural dimension is 

understood to be webs of significance where people are suspended, and they 

themselves have spun this web to find meaning (Geertz 1973:4-5). Eidesvik cultural 

context is a system Eidesvik themselves are part of. It defines their normative order 

and what they consider important. Eidesvik is influenced by the Norwegian culture, 

and more specific the local culture around Bømlo. This emphasis that what is called 

culture is unequally distributed.  

 6.2.2 Analytical Framework: Organisational Field 

An organisational field23 approach originates in the societal environment. It 

provides valuable information by connecting the study of individual organisational 

structures and performances with broader social processes.  

An organisational field isolates a system of organisations operating in the 

same realm, and further defines both relational linkages and shared cultural rules and 

meaning systems (Scott 2003). The linkages that hold the field together are a common 

orientation towards technology, normative order, and legal-regulatory regimes 

(Aldrich & Ruef 2006:; Scott 2003:130). Hence, an organisational field includes all 

members that share the same understanding of the world through a large, overarching 

system exhibiting, structure and coherence to varying degrees. This is both similar 

and dissimilar organisation. The boundaries of the field are not geographical, but 

cultural and functional, it means that the boundaries are based on meaning systems 

(Scott et al. 2000).  

Chapter five highlighted how Eidesvik created a central role in delivering 

sound technology, and that the strategy was a result of an emergent strategy. In this 

chapter, I describe why it was possible, and will rely on the evolutionary approach. 

Eidesvik´s organisational field 

The field consist of those who have an interest in “technology that reduces 

emissions”. Organisations operating within this field include NGOs, governmental 

agencies, industries that deliver such technology, academia, firms, and consultancies. 

                                                
23  Is the same as organisational community (Scott 2003). 
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These organisations operate on different geographical levels. Although their roles are 

different, they share a perception of why technology that reduces emissions should be 

achieved. They are all committed to the same principal that reduction of emission is a 

good thing, worth striving for. The field interacts frequently on the matter. They want 

to reduce emissions and they all think that it should be prioritized. Hence, to be a 

member of the field it is necessary to follow up these expectations in order to be 

perceived as legitimate by the other members (Johnson et al. 2006). The way to 

construct legitimacy is through creating emission-reducing strategies. Over time, a 

consensus tends to develop among managers within the field about what kind of 

strategies that will be successful. So, strategies themselves become legitimized 

because the organisational field defines them as obligatory. Different strategies exist 

within an organisational field. And all strategies have to be considered as legit by the 

entire field. This will happen in relation to changes in legal and technological regimes 

and normative order.  

A way to grasp Eidesvik´s organisational field is to look into two geographical 

levels and see how they relate. The regulatory regime, and the common usages and 

orientation of technology have a national character, and hence exist at a societal level 

(Scott 2003:226). Laws are made by the Norwegian state. Norway also shares a 

common technological regime24 in the broad sense. Technology includes “not only 

hardware used in performing work but also the skills and knowledge of workers, and 

even the characteristics of the objects on which work is performed” (Scott 2003:231). 

All the members of the field share this technological regime. 

The other level is the community. I will argue that Bømlo and the Norwegian 

west coast has a distinct culture. The local culture has normative structures where 

norms and values and taken-for-granted assumptions of what is important, influences 

decisions and actions.  

The two levels meet in the process of implementing environmentally friendly 

technology. Firms within the field try to differentiate and integrate by delivering 

products related to “the common environmental aim”. What qualities and features a 

product has are highly dependant on the legal and technological regimes and the 

normative order that exist at the time it was developed.  

                                                
24 The “learning and knowledge environment in which firms operates” (Malerba 2006:382). 
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Eidesvik`s culture and aims fitted in well with the increasing focus on climate 

change. They attained a central role in the struggle for reduction of sea-based 

emissions; they were the first shipping company to introduce LNG and fuel cell 

technology. This was based on the continuing changes in norms and values, laws and 

regulations, and technology at that specific time. Moreover, what differentiated 

Eidesvik was their cultural characteristics and distinct organisational culture.  

The organisational field approach can explain why Eidesvik introduced a CSR 

strategy (CO2 reducing technology) based on the linkages between societal and 

community level. Firstly, the technological regime could provide Eidesvik with the 

knowledge needed to create such technology. Secondly, the legal regime was ready 

for it, based on the international focus on the natural environment. Finally, the 

community provided a normative order where collective responsibility was important. 

Thus, Eidesvik clearly operated within a cultural system that is always changing, in 

other words, an open system. 

Why organisational field? “Organisational field shows that advantage may not 

be achieved by competition alone”(Johnson et al. 2006:261). Hence, an organisational 

field is a good analytical tool for understanding why Eidesvik went into a leading 

position of delivering technology based on something else than the market.  

Organisational field as an explanatory framework will help to shed light on  how 

the organisational field, at a certain time, defined the context and the premises for 

how a new community develops (Aldrich & Ruef 2006). In addition, considering the 

Norwegian and local culture at Bømlo it will be helpful to explain one of the 

dimensions of why Eidesvik introduced a CSR strategy. This framework will look at 

how the emergence of an organisational field shapes the social environment and affect 

the course of societal evolution. In other words, the new community who takes more 

or a different form of responsibility shapes the surroundings.  

To highlight this I will look at how changes in norms and values and 

regulatory frameworks have had an effect on Eidesvik´s CSR strategy.  

6.2.3 Description of the Norwegian tradition 

How does CSR and taking responsibility fit into the cultural and historical 

roots of Norway? The Scandinavian countries are often seen as being at the 

“forefront” of CSR implementations (Habich et al. 2005). To understand CSR 

implementations in Norway, it is necessary to investigate the development and 
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transition based on historical, political, scientific, cultural and business development 

evidence.  

Many Norwegian managers claim that ethics and responsibility have always 

been an inherent way of doing business in Norway. From the outset firms have 

considered the implications of their actions in local communities. Firms are 

“embedded in the local societies in which they operate and originally were founded, 

and they have historically demonstrated a continuous interest in the well being of 

those local societies” (Mosing et al. 2007:89).  

Willums (2005) identify two traditions that help to understand implementation 

of CSR in Norway. First, the tradition for part-privatization and the tradition of social 

democratic welfare state, this has created an environment for negotiation among 

workforce, labour unions, and the state. The political history shows long periods with 

labour governments and a “collective bargaining culture” that have influenced the 

Norwegian business structure and its approach to CSR. The social democratic 

tradition has without doubt played a role and it could be argued that corporate 

responsibility is regarded as part of social and political traditions where the authorities 

and the corporations have had a close dialogue with stakeholders (Habich et al. 2005). 

Secondly, the older tradition of “cornerstone” firms is an explanation for some 

of the Norwegian CSR implementations. One fine example is the start up of Norsk 

Hydro at Rjukan where the company took full responsibility for all the aspects of 

social life in the local community(Willums 2005). 

 A more up-to-date view of CSR in Norway will show it has changed its 

foundation and role over time. It is interesting to look at today’s situation using the 

two traditions above. Norwegian firms have been heavily regulated by the state, 

especially on labour and environmental standards (Bull 2003). Hence, it can be 

argued “voluntary aspect” of CSR was not so prevalent due to strict regulations.  

The legacy from the traditional cornerstone companies is also clear. There 

have been a number of cases where cornerstone firms have declining profit and a 

consequent have a desire to outsource some of their activities to low-cost areas. 

Nevertheless, because of firm’s foundation in the Norwegian society, they have had 

pressure from stakeholders forcing them to rethink their plans and find alternative 

solutions. Larger Norwegian firms have had to develop a tradition of exploring 

alternatives for business with significant participation from employees, authorities, 

and other stakeholders (Willums 2005).  This highlights another characteristic of the 
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Norwegian culture, namely the high degree of trust (Mosing et al. 2007). Norway has 

to a large extent based societal relation on trust. 

 Put differently, firms are closely connected to society they exist within. In the 

Norwegian case, it is hard to escape from the long tradition a dialogue with a wide 

range of stakeholders.  

6.2.4 Description of Eidesvik`s local surroundings 

Eidesvik operates in an area of isolated islands, on the west coast of Norway. 

The area is remote, and traditionally the way to access it is by sea. Bømlo is an 

egalitarian society with discrete elite, and where everybody knows everybody. There 

is a short gap between the elite and the rest of society. 

Norway can be divided in different industrial districts. These districts, which 

are based on geographical location and natural resources, are shaped by norms and 

values in their particular local environment (Wicken 2005). A distinctive 

characteristic of Eidesvik´s region is that the industries “emerged from local 

initiatives, used local knowledge and labour and was integrated in the regional or 

local communities in various ways” (Wicken 2005:71). Furthermore, the area has 

evidence of stable social networks where a willingness to share knowledge and ideas 

has developed. Eidesvik´s region has been part of a long time maritime industry and a 

kind of entrepreneurial conduct. This was emphasised by the Chairman: “there has 

been something in the soul of the village - the craving for the best equipment”25.  

Wicken (2005) highlights how engineering industries, such as Haugalandet, 

grew out of interactions between old industries (mainly fishing) and small mechanical 

workshops (developing fishing equipment). This “created a local learning 

environment that sustained” and it was important for the shipbuilding region (Wicken 

2005:78). The culture can be characterised as craftsman culture, which revolves 

around learning by doing, trial and error, and a gut feeling that improving was always 

a possibility. The Chairman highlighted this: “The central aim in the firm has been the 

desire for something additional, a desire to always develop and generate. It has been 

trial and error for improvements at all times”26. This special outlook on how new 

solutions can be reached is something that always have been in the area.  

                                                
25 Quote nr 5: “det har ligget noe nede i sjela i dette samfunnet. Vi må legge tilrette for det beste utsyre” 
26 Norwegian quote : “Noe av det sentrale i firmaet var at man stadig ville noe mer, hele tiden utvikle seg som 
konsern, så vel som teknologi. Vi har prøvd oss frem hele veien” 
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Christianity has traditionally influenced the Norwegian west coast, and the 

religious characteristics have had a strong focus on sobriety and moderation. A strong 

protestant ethic that emphasises honesty and helping others, as well as hard work, 

profit seeking, and individualism has been apparent (Kim 2004). At Eidesvik the bible 

often has been used as guiding light in organisational culture (Eidesvik 2002). The 

Chairman also stressed this by saying that the firm was “built on strong Christian core 

values such as moderation, helpfulness and being considerate in relation to fellow-

beings and the local communities.”27  

These religious aspects have traditionally been embedded in all types of social 

life, and the result has been a mindset of profit seeking, while at the same time taking 

care of the local community. The west coast entrepreneurial activity has been based 

on social networks and collective forms of capital accumulation within the 

community which reduced the risk of doing business(Wicken 2005),. 

The competences and behaviour in the area are highly complicated and 

culturally embedded in interwoven opinions and practices. The embedded culture is 

based upon taking responsibility for the community and a craftsman’s culture. The 

Administrative Manager explained that Eidesvik´s perception of responsibility today, 

is closely connected with the culture and history of yesterday.  

6.3   Theoretical framework to grasp Eidesvik´s external structure 

The second dimension, the external structure of what shaped Eidesvik´s 

strategy, was the market. The external context was important because  “a company 

operates within a competitive context, which significantly affects its ability to carry 

out its strategy, especially in the long run” (Porter & Kramer 2006:7).  

This dimension of the context can be comprehended by using the cluster 

concept. “A cluster is a geographic concentration of interconnected companies, 

specialised suppliers, service providers, firms in related industries, and associated 

institutions (e.g. universities, standards agencies, trade associations) in a particular 

field that compete but also cooperate” (Porter 2000:16). Hence, the maritime industry 

operating in Eidesvik surroundings is also partly an element of the organisational 

field. The cluster shares the same technological and legal regime, however the 

                                                
27 Norwegian quote: “ “selskapet er bygd på sterke kristene grunnverdier som nøysomhet, hjelpsomhet, omsorg for 
mennesket og lokalsafunnet”. 
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normative order is only partly shared since this shipping cluster is coloured by the 

international shipping industry.  

The cluster demonstrates how the conditions at a company’s locations affect 

the ability to compete and exist, and it says consequently something about how and 

why a strategy emerges. “Clusters suggest that a good deal of competitive advantage 

lies outside companies and even outside their industries, residing instead in the 

locations at which their business units are based” (Porter 2000:17). This stresses that 

the cluster exists elsewhere than just a market. 

Understanding the external context by looking into how mechanisms for 

competition, collaboration, innovation pressure, and knowledge exchange within the 

defined cultural frame is useful. Further, how the cluster shaped the actors within the 

area will help the analysis of why Eidesvik introduced a CSR strategy.  

This can be done by dividing the competitive context into four wide categories 

of business inputs; rules and incentives that govern competition; the size and 

sophistication of local demand; the availability of local supporting industry; and 

factor inputs. These interwoven categories will also help to measure the 

transformation to strategic CSR through identifying areas that have changed.  

 

 

Figure 3: The figure illustrates how related firms in a particular local field compete and cooperate, 

moreover how this is a source for local competitive advantage (Porter 2000:20). 
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Related and supporting industries 

 All the individual firms, government bodies, and civil organisations that function as 

support are influencing the strategy making through informal and formal 

communication. Being close to competitors and related suppliers enables greater 

knowledge diffusion and a pool of more knowledgeable employees. This can again 

influence consumers, which will associate the region with certain products, and 

therefore help to gain some or more market power. This is also the case with 

boundary clusters and boundary industries, for example fisheries and shipping related 

companies in Eidesvik`s case. When two existing sectors clusters are built together, it 

often nurtures innovation and growth. Relating and supporting industries also follow 

each other’s ideas. This is often the case because new ideas and innovations diffuse at 

high speed in clusters (Jakobsen & Reve 2001). New ideas and innovations often start 

new activities in other parts of the cluster. This is seen when Eidesvik got introduced 

to the LNG ferry project Glutra, and consequently started their own LNG project.  

Hence, relating and supporting industries inside the cluster provide mechanisms for 

spreading ideas, in both normative and instrumental terms. Normative through sharing 

a common culture, and instrumental because being a member of the cluster often 

results in better performance. 

Strategy and Rivalry 

All the rules and incentives that govern competition have an effect on why and 

how a firm make strategies. This can be done by enhancing policies, collaboration, 

transparency, and encourage investments.   

A firm operating within a cluster has a tendency to specialize into a niche, 

because there is intensive competition and an adequate amount of partners and 

suppliers to collaborate with. In other words, local competition stimulates innovation 

and the creation of new niches, because the pressure for staying in business is higher 

if there is rivalry within the cluster. The rules and incentives link competition and 

partnership, whereas on the one hand strategy and competition revolve around 

surviving in a market (creating a niche), and on the other hand partnership revolve 

around working together for a common goal (to be competitive in the international 

market together) with a great chance of success.   
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Demand conditions 

Size, proximity, and growth of the market affect firms in the cluster. The 

demand conditions have a big influence on how a company tries to develop itself. For 

example if the market is big enough, it has room for niche markets and specialized 

products. Moreover, proximity to customers makes it possible to deliver special 

requirements and solutions quickly. Eidesvik entered the offshore industry in the 

1970s because of the big demand from the Norwegian oil industry. Further, the home 

market, the North Sea, was a source for innovation because it represented advanced 

operations at sea, as well as decreases in operational cost. Norway as a shipping 

nation has created a local supply, which also can serve global demand. In sum, 

demand conditions highlight how growing of markets create incentives for certain 

products. What kinds of products are demanded is based on a normative foundation, 

but how firms utilize the demand is instrumental. In sum, the cluster creates structures 

and mechanisms for demand. 

Factor input conditions 

The input conditions are the quality and the quantity of available inputs that 

affect production. There are assets like skilled labour, infrastructure, natural resources 

and capital. Most of the asset conditions are created, not inherited. The created 

conditions include specialized factors such as culture, education, knowledge creation 

and transport. The input conditions also stress the quality performed. Furthermore, it 

gives a measure of how specialized a certain cluster is. All these inputs will affect a 

firm’s ability to create strategies and compete. Hence, the instrumental utilization of 

inputs in a strategy is based on several normative layers. For example, stakeholders 

will have expectations of how natural resources are exploited and how workers are 

treated. The instrumental mechanisms on the other hand are clear. Without satisfied 

inputs, it is difficult to run a competitive firm.  

6.4 combining contextual frameworks 

How does the two-dimensional context join-forces and explain why Eidesvik 

introduced a CSR strategy? The cultural context gives attention to responsibility and 

what that encompasses. It sheds light on values, beliefs, assumptions, and how they 

all affect decisions and actions. The organisational field highlights how the meaning 

system changes (what is considered an actors responsibility) and how that affects its 

members. Cultural aspects influence choices and actions. Laws and regulations, 
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societal norms and values and technology are the bases of how actors think and act. 

Thus the context actually influenced the new strategy and new technologies. The 

strategy is utilizing the technology, and therefore the technology will be the means of 

strategy development. The focus in this analysis will not be on the technology itself. 

The cluster context on the other side is more instrumental in its approach. It is 

an apparatus for creating value and profit. The cluster perspective is a supplement to 

the organisational field approach, which is missing the actual mechanisms and market 

relations. The cluster is the competitive context in which mechanisms for strategies 

and rivalry, collaboration, demand, and inputs are created and reinforced.   

Hence, the cultural framework stresses how norms and values, mindsets, and 

traditions influence the approach to responsibility. On the contrary, the cluster 

approach stresses the actual mechanisms for how strategy (a CSR strategy) can be put 

in to practice and how successful it will be.  

The two frameworks converge where the normative meets the instrumental. 

This of course happens all the time, but as the cultural context illustrates what is 

normatively correct, in Eidesvik context is slightly different from other cultural 

contexts. The Chairman explained: “it is not personal wealth and gains, consumption, 

luxury that has been the driving force…it is the fact that Eidesvik should manage 

money in the best available way, so that the company” and the local community can 

develop to the better”28. The statement stresses that decisions are based on culture, 

and that those decisions are linked to market survival. Thus, my argument is that the 

normative and cultural aspects in which member of the cluster participate, will be 

reinforced through cluster mechanisms. 

Consequently, this particular culture has shaped Eidesvik`s mindset about 

responsibility for the environment. The common meaning system base itself on the 

principle that taking social and environmental responsibility is worth striving for, and 

the organisational field interact regularly on the matter.  

The cluster, which also operates within the same technological and legal 

regime and partly the same normative order, has enabled Eidesvik to have 

mechanisms for actually taking environmental responsibility. The cluster is embedded 

into the organisational field’s meaning system. It follows that changes in any of these 

                                                
28 Norwegian quote: “ Det er ikke personlig rikdom og personlig vinning, forbruk og luksus som har vært 
drivkraften i denne typen lokalsamfunn, men det at du forvalter penger og at du gjør det på best mulig måte slik at 
selskapet kan utvikle seg”. 
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regimes or orders will change the field and thus how the cluster works since they 

partly exist in the same realm.  

7.0 Analysis: Why Eidesvik went for strategic CSR, and 

why was it strategic? 
Eidesvik´s process of transforming from responsive to strategic CSR can be 

analysed within the combined contextual framework above. To measure the actual 

transformation, the focus will be on the three categories from figure 2: generic social 

impacts; value chain social impacts; and social dimension of competitive context 

(Porter & Kramer 2006).  Furthermore, Eidesvik´s actions will be divided up in 

periods: prior to the environmental focus started, before the LNG technology, and 

prior to fellowSHIP/ fuel cell technology. 

7.1 Prior to the environmental focus 

 As seen in chapter 3, Eidesvik has performed corporate citizenship and 

tried to create goodwill in society by mitigating harm from value chain activities 

throughout its existence. The Administration Manager highlighted the reason for this: 

“local commitment has been a driving force…at the beginning [of Eidesvik`s 

existence] employment within the village was central”29. Eidesvik responded to local 

demands and needs that people wanted to live and work in Bømlo. This is an example 

of generic social impact.  

The second point in the model, value chain social impacts, has also been 

evident. Eidesvik have mitigated harm by using a standardized environmental 

management system - ISO 14001 as well as including CSR as a part of the annual 

report.  

The consistent theme for Eidesvik`s action were that they responded to others 

suggestions. Being a good employer, using standardized management systems and 

including CSR into the annual report has become a societal expectation based on what 

is right, fair, and ethical in the organisational field and in the cluster.  Eidesvik simply 

followed up the contextual expectations of being a good “corporate citizens”. There 

were no expectations of taking a leading position with regard to environmentally 

friendly technology, as the market did not either create incentives to do so.  

                                                
29 Norwegian quote: “i oppstarten tenkte vi [Eidesvik]at det var arbied i bygda som var sentralt”. 
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7.2 Before LNG technology 

In the late 1990s, there was a shift. Environmental concerns became the 

agenda and climate change was starting to develop into societal worry. Companies 

suddenly gained a normative legitimacy if they considered the issues, rather a 

continuing business-as-usual. This started to creep into Eidesvik`s organisational 

field.  

Shifts in norms and values can change the boundaries of the organisational 

field. This can be a source for new members (Aldrich & Ruef 2006:251). If this 

happens, the new field develops mutual and symbiotic30 relations, which again can 

create a shift in or reinforce, the previous field.  

This was seen when new types of environmental law and regulations were 

introduced in the late 1990s. In 1999, the Gothenburg Protocol was created as an 

agreement to decrease acidification, eutrophication, and ground-level ozone. The 

Protocol set an emission ceiling for 2010 for the gaseous pollutants sulphur, NOx, 

VOCs, and ammonia (Unece 1999). This certainly influenced how emissions were 

viewed by society.  More specifically, it influenced Eidesvik by reinforcing the 

mindset for not harming others. The Project Developer believed that Eidesvik has 

“anchored our values in bigger things such as the Kyoto and Gothenburg Protocol”31. 

Firstly, trans-boundary pollution was subsequently considered a problem. This 

new outlook on pollution reflects a change in norms and values. This caused 

numerous of firms to adopt a “reduction of emission” motivation. Firms specialized in 

compliance or they had an aim to aid other firms in operational compliance activity 

(Aldrich & Ruef 2006). Secondly, it sent out signals of future taxation, and firms 

needed to act in accordance. Eidesvik knew about the future tax, and they reacted to 

the social trends. Accordingly, this also sent signals into the field and cluster where 

others members came along, also shaped by the same changes.  

Hence, the new agenda affected other firms/members desire to do something 

additional for our common natural environment. The result was a boundary shift in 

Eidesvik´s organisational field. The shift occurred when new members entered the 

field and new common interests evolved, or when the organisational field developed 

                                                
30 close relationship between two species in which at least one benefits. 
31 Norwegian Quote: “…man har hele tiden forankret denne verdiforankringen i store ting some Kyoto og 
Göteborg protokollen”. 
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itself from the above changes. The new field was now tied together in reducing 

emissions, because it was bad for the environment.  

In other words, the cultural framework, before the LNG technology, was the 

means for taking environmental responsibility. Eidesvik as the implementer of LNG 

technology was shaped by a local meaning system. A system that has been established 

in “every inlet and stone around Bømlo”32, where taking environmental responsibility 

has been the base of existence. This meaning system got extended through the new 

organisational field. 

What made it a success from A to Amen?  

The cluster was also ready to invest in environmentally friendly technology 

because parts of the cluster operated in the same organisational field and were 

influenced by the same factors. The evidence is clear in relation to LNG usage. The 

Project Developer emphasised this by explaining that when Eidesvik got the green 

light for the LNG-powered option, it created “an intense domino effect and a high 

activity within the LNG infrastructure”33. 

This illustrates how the cluster works. First, look at how supporting industries 

have acted in. Recall from above how supporting industries create infrastructure for 

sharing knowledge, ideas, information, abilities, and points of view. This can be 

analyzed by dividing the relationships into vertical and horizontal linkages (Jakobsen 

& Reve 2001). The vertical links are based on the relationship between producer and 

buyer. After the Norwegian government implemented new regulations by declaring a 

letter of intent for writing off Nox reduction out at sea- from the land-based industry, 

then the government also created financial incentives for reducing emissions. 

Accordingly, it changed the definition of what was good business. Now firms could 

make profit being green.  

Statoil promptly signed a ten-year LNG-contract with Eidesvik based on the 

letter of intent. The Chairman noted: “we have been lucky. We have had clients who 

believe in the same [environmental focus]… In addition, it makes a perfect fit with 

our traditional values... These values are established in the inlets, in the stones around 

here…and it defines us in a way, it defines what kind of firm Eidesvik want to be”34. 

                                                
32 Norwegian quote: by the Chairman of the board …verdier som er nedfelt rundt i vikene her, i gråstein”  
33 Norwegian quote: “det ble en voldsom dominoeffekt og en aktivitet uten like på LNG infrastruktur”. 
34 Norwegian quote: Vi har vært heldige, vi har kunder som tror på dette” …Vi har hatt tro på at disse verdiene 
som ligger nedfelt rundt i vikene her, i gråstein og rundt omforbi.” 
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This clearly indicates that the cultural dimension was important for Eidesvik, and that 

this value was enhanced through the cluster. The changes in the context have clearly 

reinforced Eidesvik`s traditional values. Eidesvik had the knowledge and ability to 

build a vessel powered by LNG, and Statoil now had incentives to invest in this 

vessel. Eidesvik and Statoil existed within the same organisational field with a 

common mindset that thought that taking environmental responsibility was important. 

It was a win-win situation for them both; they could both decorate themselves with 

the title environmentally friendly company and moreover to perceived as legitimatised 

by the rest of the field.   

On the other side, horizontal linkages existed. There were relationships 

between joint ventures or other alliances. Eidesvik started to utilize the LNG 

knowledge held by supporting and related industries. These relationships enhanced 

the product quality. For example, when Viking Energy was delivered, it enhanced the 

LNG infrastructure and new business alliances. This added more value to the 

technology, as well as helping to spread the word about the green technology. 

Moreover, it certainly enhanced Eidesvik´s desire to take environmental 

responsibility because there now was financial rewards in reducing gaseous 

emissions. Changes in values in the organisational field opened up profit 

opportunities. Thus, the cluster constructed and reinforced incentives and motivations 

for being environmentally responsible.  

Actively choosing what society needs 

Secondly, demand plays a big role for how firms execute and create strategies. 

When the oil price increased in the late 1999s it created a new “green” niche and a 

“new responsibility field”. The field wanted more environmental technology, and this 

created demand in the area.  

Eidesvik went into this niche by creating a new technology that reduced fuel 

usages and emissions. This shows how a firm can fulfil demand through innovation, 

based on changes in the external milieu. The opposite can be true when customers 

demand more sophisticated products based on things such as quality and safety 

standards, fairness, and consumer rights. However, Eidesvik was at the forefront of 

their niche, they knew that it would be a demand in the future for CO2 reducing 

technology. 
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Eidesvik was influenced by the demand (responsive CSR), however they were 

also ahead looking (strategic CSR). Eidesvik had adjusted their antenna with their 

forward-looking technology. This antenna was configured by their cultural context, 

their traditions of taking responsibility. This was stressed in the interviews: “We were 

sure the restrictions (of CO2) are coming”35... And “Eidesvik choose to make active 

decisions that we believe society needs…This will also benefit us as a company, and 

it will make sure that we serve our customers in the best available way, so that they 

also produce profit”36.  

Put differently, when the market demands high quality products with 

environmentally friendly features, the close proximity to consumer demand requires 

successful firms to be smarter and more innovative within the “green” segment. In 

Eidesvik´s case there were sophisticated and demanding customers within the 

organisational field, such as Statoil. Eidesvik was able to enter this environmental 

segment and deliver high quality products before it was anticipated elsewhere. 

Tradition in every inlet and stone 

The third elements, the factor inputs, also played an important role in 

implementing the CSR strategy. Eidesvik operated in a cluster with a high degree of 

shipping resources. The ocean has been the working area for centuries, and 

knowledge about ocean activities are embedded within the local culture. The people 

working at Eidesvik have that heritage. Eidesvik has focused on local and high quality 

labour precisely because of that. 

Another input in the area was infrastructure. The area has been a centre for 

shipping, and high quality infrastructure for ship related activities already existed. 

There was capital to invest in new projects, as both external and internal investors saw 

the value of local knowledge and capabilities within the cluster, and thus wanted it to 

continue.  

Keeping the traditions and local focus was further reinforced when Eidesvik 

created, Bygdatunet, a meeting point for the local community. It was considered a 

way to attract the right people to Bømlo. Eidesvik wanted to maintain the local culture 

because it has its values. With a highly skilled workforce and local demand in the 

area, Eidesvik will have all the resources needed in the local environment and will 

                                                
35 Norwegian quote by the Administration Manager: “ Vi vet at kravene kommer” når det kommer til CO2. 
36 Norwegian quote by board member: “ Vi velger positivt og aktivt å ta beslutinger som vi tror tjener samfunnet, 
og det gjør at vi kan betjene våre kunder på en bedre måte, slik at våre kunder også tjener penger” 
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thereby have lower transactional costs. This is worthy of note since this created 

goodwill in the local community, because the local culture was maintained.    

Furthermore, local people will also share the same values and cultural responsibility. 

Put simply, it was easier to convince people to work for a common cause, and 

consequently include them into the organisational field. 

The Administration Manager explained that Eidesvik`s aim was to take care of 

the local community: “It has never been a conscious strategy, but we have increased 

our consciousness towards it because we can now see the value of it; a value we are 

not willing to lose”37.  

Finally, what is the relationship between  the CSR strategy and competition in 

this case? The interviewees emphasised that the structure within the cluster made it 

possible to create long-term investments, which was strategic, and this generated 

opportunities for investments in environmental technology. This is Eidesvik`s 

specialised segment and comparative advantages and their way to compete within the 

cluster. As mentioned above, Eidesvik can do this because they do not operate in the 

spot market, but rather with long-term charters. This final category underlines how 

the mechanisms reinforce each other. All factors interplay and it affects Eidesvik´s 

capability to execute strategy. Supporting and relating industries operates under the 

same meaning system, working within the same market. The demand in the market 

and the factor inputs will influence Eidesvik`s decisions and tactics for the future.  

The perception Eidesvik had for the LNG technology and further its success, 

created fertile conditions for continuing with environmentally responsibility.  

Was implementing environmentally technology strategic? 

The next question will be: Was it strategic? The implementation of LNG 

technology was consistent with Porter & Kramer’s (2006) Social Dimension of 

Competitive Context model. Eidesvik built their competitive advantage from 

environmental benefits (societal dimensions), first in reducing NOx, and secondly CO2 

emissions. This differentiated them from other competitors. This competitive 

advantage grew out from the deeply rooted local values in Eidesvik. Moreover, it was 

further enhanced by external factors like the Kyoto and Gothenburg Protocol.  

                                                
37 Norwegian quote: “Det er ikke en bevist strategi, men vi har økt bevistheten rundt det [ta vare på den lokale 
kultur] fordi vi ser verdien av det og vi ønsker ikke å miste det”. 
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Eidesvik was one of the first shipping companies that put forward a scheme 

for reducing emissions. They could have just paid emission-tax and then mitigated 

harm, since the tax receipts are used to clean up emissions elsewhere. However they 

took a green position and reinforced their CSR strategy by establishing LNG and fuel 

cell technology as a feasible and profitable technology.  

This was possible because of Eidesvik´s long-term-charters. The Chairman 

stated: “we can work long-term and find solutions with our clients. On the contrary 

that is very different from most of our competitors who are working in spot markets, 

they could not do it”38. An offshore company who trades in the spot market is highly 

dependant on the oil price because any movement in price affects spot market rates. 

Therefore, by having long-term credit worthy charters Eidesvik are not exposed to 

movements in the oil price to the same extent as spot market companies (Eidesvik 

2002).  

Porter & Kramer (2006:10) point out that Strategic CSR “unlocks shared 

values by investing in social aspects in context that strengthen company 

competitiveness”. The success of the company and the success of the community 

become mutually reinforced. When Eidesvik launched the LNG powered Viking 

Energy they also reduced CO2 emission equivalent to 20,000 private vehicles a year 

(Eidesvik 2004).  

 

7.3 FellowSHIP 

The LNG technology resulted in a shift in Eidesvik. First, they considered 

themselves to be different, and secondly Eidesvik was perceived as being one of the 

few green shipping companies. Hence, Eidesvik´s shift can be seen as strategic. 

The Project Developer explained: “When we read World Watch [presentation 

of climate change] for instance we saw the negative development that needed 

solutions”39… We have a mindset for responsibility, and then seeing such a negative 

development, we needed to react. And moreover,  “the reason for this [developing 

such technology] is linked to our base philosophy. This base philosophy and our 

                                                
38 Norwegian Quote:  Som et spot selskap, ville du ikke hatt mulightene [til å gjøre det vi har gjort], vi jobber 
langsiktig og finner løsninger sammen med våre kunder”. 
39 Norwegian Quote: “ Hvis man leser World Watch for eksempel så ser man at det er en negative utvikling som 
krever løsninger”  
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“good idea [environmentally friendly technology on board vessels] has also started to 

get political support”40. 

The negative development [environmental degradation] was something that 

further reinforced Eidesvik`s desire to continue being at the forefront position in 

environmentally friendly technology. The Chairman explained that Eidesvik wanted 

to “be the spear point in this [delivering environmentally friendly solutions], and 

moreover we can do it because we have long-term charters with a acceptable rate, 

hence this is a good cause for us”41, both in doing good for the society and doing good 

for the world.  

The aftermath of the LNG technology success bred new initiatives on the 

environmental front. Hence it was not only reducing fuel cost that was the driving 

force, but also reducing emissions. The Administration Manager highlighted this: 

Eidesvik “do not want to be best in the world, but best for the world…and now there 

are commercial perspectives in it too”42.  

After the success with the LNG powered vessels it was easier to enhance and 

fulfil the environmental aim through a supportive context (cluster and organisational 

field). The context reinforced the desire for normative actions through media 

coverage, and through international and national institutions taking climate change 

seriously. Consequently, the market created more incentives because it was politically 

correct to carry out green technology at the time. 

 The CSR strategy was further boosted through related and supporting 

industries and its horizontal linkages after the LNG success. Eidesvik started to create 

alliances to achieve the future ship. First, Eidesvik had a dialogue with Bellona about 

creating a new type of ship. This dialogue was not based on the cluster but rather a 

dialogue with an organisation that operated under the same meaning system. Eidesvik 

and Bellona wanted to reduce emissions based on normative conditions, working 

under the same technological and legal regime. 

 Bellona has built up knowledge around energy technology and for Eidesvik 

this was a unique opportunity to establish and learn about the necessary political 

instruments in order to push the development of cleaner vessels in the right direction 

                                                
40 Norewgian quote: “Grunnen til at vi gjør dette er knyttet til en grunnleggende filosofi, og en god ide som vi har 
begynt å få politisk støtte på”. 
41 Noregian Quote: Vi ønsker å være ”spydspissen av det”, på en annen side ser vi det at vi får 10 års kontrakter på 
båter, på en akseptabel rate, og det er en god sak for oss”. 
42 Norwegian quote: “ikke best i verden, men best for verden…” det er jo komersielle perspektiver I det også”.  
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(Bellona 2003). Furthermore, Bellona can be seen as an example of new factory 

inputs since they came with new knowledge resources that were utilised by Eidesvik. 

Nevertheless, other alliances were required to fulfil the aim; Eidesvik and 

Bellona did not have the knowledge to create the future vessel by themselves. To be 

able to put it in practice, it was necessary to collaborate with other suppliers who had 

different types of knowledge, both firms existing in the same cluster and other firms 

outside.  

An international alliance was built with DNV as the leader, under the name 

fellowSHIP. The partners involved, brought their core competencies, under a common 

aim- namely delivering environmental technology.  

So here, supporting industries went in under the same project because both 

parties saw that sharing knowledge and resources could create the ship of the future. 

The partnership recognized they had abundance of factor inputs, and if they 

succeeded with technology that reduced CO2 emissions from vessels, market demand 

would follow. The Project Developer emphasised that they saw the outstanding 

environmental improvements the technology could give early on; we knew that with 

help from our partners, that Eidesvik could create something great. Governmental 

institutions saw it too, and they43 with other partners (above) provided capital for the 

fuel cell project.   

This placed the strategic context. Delivering technology with a social 

dimension impact- in a time where there was a concern that business community was 

exploiting our common bases of existents was a good strategy to stay in business. 

Seen from the organisational field approach, Eidesvik further reinforced the symbiotic 

relations in the field when fellowSHIP was established. Different actors joined in with 

their ideas, and the outcome was a new environmentally friendly technology. 

Mutually beneficial relationships developed across the field, based on new knowledge 

and new business opportunities. Although the field did not define themselves as a 

“CSR field”, the participants shared a common meaning system where environmental 

responsibility [CO2 reduction] was perceived as essential. Eidesvik`s actions can 

arguably have strengthened the field, and the field in turn have given Eidesvik more 

legitimacy.  

                                                
43 Innovation Norway, Norwegian Research council (through the Maroff program). 
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FellowSHIP: an enhancement of strategic CSR 

Strategic CSR was more evident in the fuel cell technology development, then 

with the LNG technology. FellowSHIP was a result of the desire to reduce emissions. 

Hence, the project moved beyond good corporate citizenship and mitigating harmful 

value chain impacts, to “reducing emissions on board vessels”. Eidesvik created a 

strategic capability. They delivered vessels with a certain feature, environmentally 

friendly technology, in which led to performance that was technically better than 

competitors when taken the contemporary aspects into account i.e. delivering green 

technology in the time of climate change (Johnson et al. 2006:127).  

Delivering technology that reduced emissions strengthened Eidesvik´s 

dynamic capabilities through the cluster. Eidesvik enhanced its ability to develop and 

change competencies so they could meet the needs of changing environment, both 

organisational field and cluster (Johnson et al. 2006:127; Tecce et al. 1997). The 

Administration Manager also stressed this: “We know that a future (CO2) regulation 

will take place, we will be the first out with a suitable technology, and we will create 

profit out of that”44.  

To summarize 

There were early signs of changing values when environmental concerns were 

first brought into the decision making process. It was a sign of changing business 

structures (Knutsen 2006). Alongside this change of business behaviour, there was 

shift in stakeholders’ expectations. Stakeholders, both with indirect and direct 

influence on Eidesvik, had expectations of how they should perform, and which 

direction their organisational goals, purposes, and strategies should shift (Johnson et 

al. 2006:179). It was within these changes, with its range of inputs, markets, 

competitors, and boundaries relating to cross-boarder activities that Eidesvik started 

to take action to reduce emissions, and it was here they began adopting a strategic 

CSR profile. Hence, the reasons for Eidesvik´s success with environmentally friendly 

technology were based on changes in societal norms.  

Equally important to the external context, is the internal approach. Eidesvik 

had the cultural heritage that already had the “responsibility mindset”, and senior 

management enhanced this mindset and put it in practice.  

                                                
44 Norwegian Quote: ”Vi vet at [CO2] kravene kommer, men vi er først ute, vi kan levere først, og få et fortrinn og 
tjene penger på det”. 
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7.4 Consequences 

The Norwegian government signed the 1999 Gothenburg Protocol. However 

no incentives for reducing emissions was created, even though Norway were required 

to do so.  

In spite of this, Eidesvik started the LNG project, even though there were no 

laws and regulations for LNG technology and there were no incentives put down by 

the government to reduce emissions either.  

All employees interviewed at Eidesvik underlined how Eidesvik had to push 

for a regulatory framework to utilise LNG on board vessels. The result was a 

regulation specifying how to use LNG on board vessels introduced by the Norwegian 

Maritime Directorate.45 The aftermath of focusing on gaseous emissions resulted in a 

NOx tax for vessels docked in Norway introduced by the Norwegian Parliament in 

2006 (Toll- Og Avgiftsdirektoratet 2007). This reinforced Eidesvik`s position because 

they already had a solution for reducing NOx emissions and this could reduce their tax 

burden. Consequently, Eidesvik was able to deliver technology that consisted with the 

Gothenburg protocol targets. Furthermore, Eidesvik also had the ability to deal with a 

future CO2 tax because of the fuel cell technology.  

Thus, this ability will certainly affect Eidesvik competitiveness, since the 

winners in the future will be the ones who have technology that reduce emissions, 

save costs, and create goodwill.  

8.0 Framework and analysis of what effects did the 

strategy have on the organisation  

8.1  what is organisational innovation? 

Implementing new strategies involves making changes to an organisation 

(Johnson et al. 2006). As mentioned in chapter five, strategies are highly affected by 

the stakeholders involved. Consequently, diverse units and actors, both inside and 

outside the organisation, influence organisational development. Organisational 

innovation has been consistently defined as the adoption of an idea or behaviour that 

is new to the organisation (Lam 2006:115).  

Has there been organisational innovations/changes at Eidesvik after CSR 

became strategic? The Administration Manager pointed out there has not been any 

radical organisational changes; the action was based on our vision and goals, which 

                                                
45 Sjøfartsdirektoratet 2002 
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again influences what we focused on and who we collaborated with. However, it has 

been signs of incremental changes. Eidesvik wanted to have an environmental profile, 

they wanted to have a local focus, they wanted local collaboration and they wanted to 

be innovative. These objectives have clearly affected decisions concerning which path 

to take. There have been incremental changes with a shift towards taking more 

responsibility as time has passed. 

8.2 framework for organisational innovation 

A way to look upon organisational innovation is dividing the changes into 

goals, boundaries, and activities (Scott 2006). The framework has been widely used to 

explain organisational changes. Changes in any of these three dimensions could 

transform a firm into a new organisational field or give it a new focus. The 

transformation can be defined as major changes in an organisation that involve “a 

break with existing routines and a shift to new kinds of competencies that challenge 

organisational knowledge”(Aldrich & Ruef 2006:134).  

Organisational change is here defined as a change in the entire organisation 

that leads to different actions such as new decisions, new collaboration partners etc. It 

means that the incremental changes identified above, are included.  

Firstly, goals are “tentatively defined as conceptions of desired ends - ends 

that participants attempt to achieve through their performance of task activities” 

(Scott 2006:22). Looking upon change as the outcome of interaction between goals 

and strategy can help explain how organisational changes found their way to the 

agenda. 

Secondly, boundaries are imagined lines drawn to separate the organisation 

from its surroundings and to identify how internal roles and functions are related, but 

also separated from one another (Scott 2003). The idea of a boundary is based on a 

collective bounded network of social relations governed by a normative order, 

applicable to the participants linked by the network (Scott 2003:186). All collectives, 

including all groups the organisation touches upon, “possess, by definition boundaries 

that distinguish them from other systems” (Scott 2003:186). Defining where these 

boundaries are drawn is more difficult then saying that they exist, although using the 

concepts of organisational field and cluster as a backcloth can place a limitation on 

the definition. Scott (2003:228) calls attention to this by saying that “boundaries are 

variously delimited, by membership normative criteria, relational ties, activities, and 
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cultural definitions”. The boundaries are dependant on the nature of the performed 

activity since a focus on relationships or activities influences behavioural criteria. The 

boundaries at the time are the limits of an organisation. The question would thus be, is 

there a connection between change in strategy and change in boundary?  

The last dimension is activities in an organisation, the means by which 

members carry out their work. A change in activities will have an impact on how an 

organisation utilise resources and knowledge (Aldrich & Ruef 2006:135). To analyse 

Eidesvik´s context, it would make sense to look at the consequences of the changing 

activities.  

8.3  Analysis of organisational change within Eidesvik 

Was there a change in goals, boundaries, and activities when Eidesvik went 

from responsive CSR to strategic CSR? 

Eidesvik changed their goals noticeably after all the attention created by the 

LNG powered vessels. Suddenly they had an environmentally friendly profile, which 

put them into a new segment of the market. They started to focus more on 

environmental solutions, and hence stated a new goal through this emergent strategy. 

Their new primary goal was “to continue making the shipping company and our 

vessels attractive to the best seaman – which is an important key to continued success 

in our industry”, and further focus on the environment so that the “right direction with 

regard to conservation of the environment” can be taken (Eidesvik 2007:4). Focusing 

on their employees, customers using local traditions, and focus on the environment in 

the long-term, is their recipe for success.  

The emerging CSR strategy resulted in these emerging goals. It was clear that 

the market was ready for environmental focus, and Eidesvik had to redefine their aims 

and goals. The Administration Manager highlighted that “Eidesvik want to be best for 

the world”46, and not necessarily best in the world. This indicates a shift from only 

focusing on the local community, to also include the global community. The 

community, for whom the goal was directed, changed. Ergo the boundaries changed.  

After developing the LNG technology, Eidesvik clearly established 

connections with other actors outside and inside their defined business area. The 

boundaries shifted and this can be explained in two ways. First, Eidesvik defined 

themselves differently. They wanted to construct support for their cause. This resulted 
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in new types of choices regarding whom they wanted to collaborate with. Eidesvik 

reached out for new partners like Bellona, consequently improving what Scott (2006) 

called a collective of social relations. Eidesvik expanded into new territory and 

redrew the boundary line. This affected them greatly concerning knowledge creation 

and new ideas. New partners like Bellona could offer expertise on environmental 

technologies as well as a political tool kit.  

A different example of how Eidesvik put themselves on the environmentally 

friendly map, was through a decision-making processes. The Administration Manager 

explained that selection of partners is “based on a deliberated choice that fits with the 

aims and goals in the organisation”47. Eidesvik always tries to support local suppliers 

for example. The Project Developer stressed that Eidesvik can influence joint 

ventures since “there is a rub-off effect”48 in the cluster, and Eidesvik are able to 

dictate the terms.  

Secondly, the community perceived Eidesvik differently. Eidesvik was 

labelled as a company that invests in the natural environment. And with the 

environmental focus of today other actors wanted to collaborate. As mentioned earlier 

Aker Kværner Elektro approached Eidesvik with the fuel cells idea because the 

technology could be compatible with Eidesvik`s LNG technology. However, the 

collaboration stranded. Afterward DNV wanted a similar project and asked Eidesvik 

to join in. Here it is clear that boundaries were both made and broken based on how 

Eidesvik appeared to the other actors in the field.  

This is the aim of Scott’s (2003:228) point that “boundaries are variously 

delimited”. The normative criteria is evident in the case of Bellona and Eidesvik, they 

both wanted to reduce emissions based on the concept of CSR.  

Relational ties are an additional aspect. Vik & Sandvik, who build the LNG 

powered vessel Viking Advant,49 came up with the design that matched Eidesvik 

environmental profile. Even though Eidesvik and Vik & Sandvik had collaborated for 

years, the boundary was based on something else than just the cluster. It now had a 

normative character. Hence, this new boundary was based on Eidesvik´s new goal of 

being green.  

                                                
47 Norwegian quote: Vi “velger partnere på bakgrunn av beviste valg som stemmer overens med våre mål” 
48 Norwegian quote: “det er en smitteeffekt” i det lokale nettverket 
49 LNG powered vessel (Statoil as the client) 
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A change in goals and boundaries consequently changes activities. When new 

goals are defined and new partners are incorporated, new action has to follow. This 

loops back to the transformation from responsible to strategic CSR, the strategy 

enhances itself through action.  

9.0 Conclusion  

How and why did Eidesvik introduce a CSR strategy?  

Eidesvik´s CSR strategy emerged, and was reinforced through their defined 

organisational field and cluster. The cultural norms in the environment let the “CSR 

behaviour” happen, and the market mechanisms further enhanced the implementation 

process.  

This narrative is about the combination of old traditions and customs meeting 

new movements of thought in today’s business environment. At that point in time an 

aspiration to become environmentally responsible arose. The specific characteristics 

of the culture shaped Eidesvik´s understanding of what was normatively important. 

As the Administrative Manager underlined “We don’t have a CSR strategy, but a 

long-term outlook and we have responsibilities”50. In other words, taking 

responsibility was not a matter of doing business; rather it was something tacit they 

just did. The heritage and cultural aspects shaped Eidesvik´s behaviour and their 

practice fitted well with the CSR concept of today.  

Eidesvik began perceiving emissions as part of their responsibility. This shift 

occurred simultaneously with the appearance of environmental issues on the political 

agenda in the 1990s. Society became concerned with changes in the natural 

environment and this influenced the management at Eidesvik. Climate change was 

understood to be something that had a negative effect on the social sphere. Being a 

contributor to climate change as well as being part of a culture with a broad and clear 

definition of what responsibility encompasses resulted in a desire to reduce CO2 

emissions. 

Likewise, the cluster reinforced the aspiration to become environmentally 

responsible. When the political agenda changed, it also influenced the market and 

what the market considered as “good business practice”. The cluster created an 

environmental niche for Eidesvik. Based on the “culture of responsibility”, they were 

                                                
50 Norwegian Quote: “Vi har ikke en CSR strategi, men det er langsiktighet og ansvar” til stede.  
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more prone to take more environmentally responsibility than other firms without this 

kind of cultural reference, and hence were more successful in utilising the niche. 

As been noted, culture and market has without a doubt influenced Eidesvik`s 

course and objectives. The evidence is clear, Eidesvik have stated they want to be “a 

significant player in helping to develop ship technology capable of reducing 

emissions to air and water”(Eidesvik 2003:1). It was possible to do so for Eidesvik 

because responsibility as a business notion was escalating on the international agenda.  

What effect did this have on the organisation? 

Eidesvik´s operations went through modifications as the CSR strategy grew 

within the organisation. These changes are seen in goals, boundaries, and activities. 

For example, their aim to be the leader in environmentally friendly technology can be 

seen as a change in goals. Adding new collaboration partners can be seen as a shift in 

boundaries. The activities were also changed based on the new CSR focus. Research 

and development were suddenly based on other objectives: what features vessels 

should have and where to allocate resources was all coloured by the new 

environmental focus. 

How has Eidesvik´s CSR behaviour and strategy influenced the 

surroundings? 

Eidesvik and its environment do not operate in a vacuum. There are always 

interactions with the context. It is evident that the context influences the focal 

organisation, however an organisation influences it surroundings as well. For 

instance, Eidesvik pushed for the creations of new regulations within the 

organisational field, by being the first shipping company to introduce LNG powered 

vessels. The result was that the Norwegian government had to create a regulation for 

vessels with LNG features (Sjøfartsdirektoratet 2002).  This created a new motivation 

for investing in environmentally friendly technology. Moreover, the introduction of 

the NOx tax for vessels in 200751 certainly reinforced Eidesvik strategy.  

The fellowSHIP vessels reduction of CO2 have not created new legislations, 

but as all Eidesvik´s staff members predicted legal requirements for reducing CO2 

emissions from ships will appear in the future. Eidesvik is influencing how the 

                                                
51

 Tax on Nox emission set byToll- og avgiftsdirektoratet in 2007. 
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shipping sector can mitigate their impact by showing the world that it is possible to 

reduce emissions by up to 40-50% by making long-term investments.  

To sum up, Eidesvik with their environmentally responsible behaviour has had 

an effect on norms and values, laws and regulations and technology within their 

context. Eidesvik has influenced the meaning system.  They have also affected the 

market they operate in by showing the world technological solutions for reducing 

emissions.  

Controversies around CSR strategy and organisational change 

The definition "Corporate social responsibility is the continuing commitment 

by business to contribute to economic development while improving the quality of life 

of the workforce and their families as well as the community and society at large" 

explains Eidesvik behaviour in a way (Wbcsd 2000).  However, it is ignoring the 

actual reasons behind taking responsibility. CSR literature focuses on responsibility as 

an explicit action. Furthermore, this notion of responsibility has emerged as a concept 

in the last decade or so. This is not the case for Eidesvik. The responsibility concept 

has been part of Eidesvik for a long time, and it just happens to fit into what scholars 

and business gurus now call CSR.  

CSR is suitable to Eidesvik´s actions, not because they wanted to be a 

responsible firm, but rather that CSR fits with traditional practices and customs. 

However, the new aspect is that the natural environment has become within 

Eidesvik´s responsibility realm, and today this could be perceived as strategic actions 

in the time of climate change.  

Alongside that a strategic CSR behaviour, and how the CSR strategy affects 

Eidesvik is not something they talk about, it just fits. It was not the case that Eidesvik 

wanted a CSR profile and subsequently created a strategy that tried to implement 

ethical aspects, but quite the opposite.  

This shows that CSR strategy and organisational changes are only used as 

concepts to describe Eidesvik`s actions. They are just “buzz words” that fits well with 

their action. Eidesvik does not use either of the concepts explicitly; they focus more 

on words like innovation and future. Nevertheless, this just underlines the point above 

that concepts used in this thesis are only a way to measure the course of action. They 

are tools for understanding how Eidesvik introduced environmentally friendly 

technology and how that affected the organisation.  
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Further, is it important to make clear that it was not a conscious strategic 

change where Eidesvik actively selected one course of action over another that further 

led to organisational change. It could be vice versa. Nonetheless, if the change in 

organisation came before the strategy, it was closely connected with the “stumble 

across process” of implementing an environmental focus.  

A missing framework? 

 Standard CSR theory does not explain why Eidesvik did what they did. The 

CSR theory needs to take other aspects into the equation. The first element, which is 

an essential part of the equation, is strategy (Porter & Kramer 2006). Implementing 

responsibility for non-financial issues into the daily operations is crucial, and if not 

the concept will only function as a “band-aid” and PR for a short while (Doane 2005). 

The term strategic underlines a certain timeline; hence practising strategic CSR is 

about long-term investments, investing in society and in sustainable business.  

Secondly, the cultural context is essential for how to carry out CSR. The 

cultural aspect is the foundation for how smooth the implementation of the strategy 

will be. Thus, the cultural context is vital for understanding the driving forces behind 

CSR behaviour, and how the realization process develops at the firm level. 

Understanding the mechanisms can enable other firms to get involved with strategic 

CSR, which are both good for society and the firm. Of course, this is only a repellent 

for the real problem, however it will shed some light into the tunnel.  

 To use a concept as CSR we need to consider additional aspects. Simply to 

make CSR strategic, it requires more research in this field. Moreover, how culture has 

an  impact on strategy development and strategy implementation is fundamental to 

understand to getting closer to a sustainable solution.  

This thesis has showed how and why CO2 reducing technology was 

implemented. Connecting the empirical data with the combined theoretical framework 

of strategy, strategic CSR, culture, and market have resulted in some interesting 

findings. Hence, diffusion of strategic CSR is only possible if the cultural context of a 

firm is analysed. This analysis can be done by looking into how combinations of old 

traditions and customs of a firms context, are meeting new movements of thoughts, 

and further how that interaction can be a source for CSR innovations.  
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Appendix 

Interview guide in Norwegian: 
The interview guide was only used as a template. All the interviews were transcribed.  
All the quotes in this thesis were sent to the interviewees for their opportunity to 
comment on, and approve their quotes.  

 
 

 Samfunnsansvar 
! Hvordan vil du beskrive bedrifters samfunnsansvar?  
! Hvordan har Eidevik valgt å satse på CSR? Hvorfor gjører dere det? 
! Hvordan passer CSR konseptet in i Eidesvik? (Hjørnesteinsbedrift, lokal forankring 

har det vært en endring i ”konseptet”?) 
 

CSR som et valgt prioriteringsområde i Eidesvik: 

Gi en presentasjon av prosessforløpet/implementeringen av CSR: 
! Når ble CSR en strategi og en integrert del av bedriften? Hva er styrken med en slik 

strategi? Hva er svakhetene? 

! Hvem/hva påvirket dere til å ta en slik beslutning?  
o Var det press fra omgivelser (lokalsamfunn, shipping sektoren, verdikjeden, 

eiersammensetning etc.)  
o Hvilke Institusjoner? (lovendringer, SFT etc) 
o Var det en langsiktig strategi for å være konkurransedyktig? 

! Var det et klart formål med implementeringen? I så fall hvilke? 

! Kan du si noe om hva grunnen til andre selskaper ikke gjør det samme? 

 

Hvorfor en CSR strategi med CO2 reduksjon?  

Gi din presentasjon av prosessforløpet: 
! Hvordan gikk dere fram? Hva var hovedargumentene (incentivene) for/mot en slik 

implementering? 
! Hvem ga premissene for å implementere LNG teknologien?  
! Når ble det besluttet? 

CSR Strategi og Organisatorisk Innovasjon: 

! Er du enig i at CSR som konsept har hatt konsekvenser for Eidesvik (organisatorisk)?  
! Har det påvirket strategiske beslutninger? I så fall er CSR strategien viktig for 

Eidesvik?  
o Beslutninger? 
o Påvirket styringsprosser? 
o Påvirker det ansatte?  
o Har det påvirket samarbeidspartnere/verdikjeden/investorer? 
o Har det påvirket hvordan bedriften blir presentert innad så vel som utad? 
o Oppfatter du at Eidevik operer annerledes etter at CSR ble satt på agendaen? 

 
 
 


