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Summary 

 

Corporate social responsibility, CSR, has gained respect both as an idea and a 

company strategy (W.C. Frederick 2008). Being corporate socially responsible 

means that environmental concerns, animal welfare and concerns about people and 

community are taken are taken into account by the institution. 

 

CSR triggers many discussions among scholars from different fields, and the 

discussion about a definition and a common understanding of what CSR really 

means is still ongoing. One of the most interesting discussions is about the business 

case of CSR, and the thought that companies can perform financially well by doing 

social good in the society. Another debate is whether or not companies should 

engage in social initiatives at all, and the argument that managers should not act as 

social change agents are put forward by Friedman (1970). On the other hand there is 

the stakeholder theory arguing that the actions of companies not only has economic 

consequences for the shareholders, but also have different impact on the various 

stakeholders in the environment.  

 

In this paper I focus on the mechanisms that can influence the institutionalization of 

corporate social responsibility in the industry of farmed salmon, and I investigate a 

shift from conventional to organic salmon farming in the fisheries. 

 

As argued by DiMaggio and Powell (1991:64) institutional analysis "seek to explain 

homogeneity, not variation... Once a field becomes well established, however, there 

is an inorexable push toward homogenization". The change into becoming similar is 

driven by three isomorphic forces; coercive, normative and mimetic. I elaborate upon 

how these three mechanisms work when I analyze the process of institutionalization 

of corporate social responsibility. 
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Chapter 1 Introduction 

 

Corporate Social Responsibility (CSR) has in recent years gained increased 

attention from companies across the world; both as a moral obligation and as a 

strategic business direction.   

 

An immense amount of literature has been written on the concepts of corporate 

social responsibility. Two questions that occupy many of the writers are whether 

or not firms have a social responsibility beyond the profit generation of the 

business, and if a socially responsible image is able to affect the financial results 

of a company. 

 

Corporate social responsibility has a broad framework that spans from a healthy 

work environment for employees, a focus on environmental issues, such as 

decreasing CO2 emissions, fair-trade, and organic food production. CSR affects 

all types of industries, from the food-, clothing- and cosmetics-industry to the 

travel- and tourism-business. The field of organic production is experiencing a 

growing attention from both consumers and certification organs. 

 

The interest for CSR in firms as a strategic business direction and the 

implementation of specific CSR programs has gained increased attention from 

companies across the world. The literature within the field of CSR has been 

occupied with the questions whether or not firms have any responsibilities 

beyond business, and whether or not a socially responsible image affects the 

financial results of a company. Corporate responsibility means different things to 

different people, and while some feel that social responsibility is to provide a 

healthy work environment for their employees, others might focus on 

environmental issues, such as decreasing CO2 emissions, or they might put the 

spotlight on production of organic food. CSR concerns affect all types of 

industries, spanning from food, clothes and cosmetics to the travel and tourism, 

and it also involves the aquaculture industry. 
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Organic production of seafood is experiencing a growth, and during the last 

couple of years organic farming of salmon has increased with more than 100 per 

cent (Olesen et al. 2008). 

 

Products that are certified as organic have to be produced in accordance with a 

set of rules dictated by the certification organ. The rules are set so that the 

products have a guarantee that the production methods are kind to the 

environment, animals, humans and the society in general. Thus, organic 

production is incorporated in the concept of corporate social responsibility. 

 

In this paper I presume that organic salmon farming is done as a corporate social 

responsibility initiative.  

 

1.1. Research Question 

 

In this paper I discuss the institutionalization of corporate social responsibility in 

the Norwegian salmon industry. The involvement in CSR is visualized through 

the development of organic salmon production in the fisheries. As I also outline 

the drivers behind the organizational shift from conventional to organic farming. 

 

The question I discuss in this dissertation is as follows: 

 

Has the industry of farmed salmon experienced an institutionalization of 

corporate social responsibility? 

 

 

Chapter 2 Methodology and choice of theory 

 

2.1. Methodology 
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I seek to comprehend and analyze the specific and unique situation of the 

industry of organic farmed salmon. I mainly use qualitative data about the 

industry as I investigate the mechanisms working towards an institutionalization 

of CSR in the salmon farming industry.  The data collection mainly takes the form 

of a typical desk research process, where the data collected are secondary. In a 

qualitative analysis, theories, hypothesis and the researcher's understanding is 

an important point of departure when performing the analysis (Johannessen & 

Tufte 2002). I analyzed a great amount of text to get the theory necessary to 

elaborate upon the research questions. The text material was quite extensive 

and it was challenging to develop theories that supported my research questions. 

I started by compressing and systematize the data material in order to be able to 

analyze it. 

 

What is important with the research design is its ability to answer and enlighten 

my research questions in an appropriate way. I have based my choice of 

research design on the nature of the introduction and the proposed research 

questions. A challenge when gathering information was the lack of information 

about the industry of organic farmed salmon (Olesen 2008). The small amount of 

earlier research within the same field made the task at hand immense, as there 

were few other research papers to base my study upon. In order to test the 

theoretical concept that made the foundation of my research question, I also 

conducted a telephone interview with two persons from the organic salmon 

industry. I talked to the CEO of Villa Organic, Jan Fossberg, and his subordinate 

Per Gunnar Kjønseth. By talking to the persons from the industry, I was able to 

verify if the empery corresponded with the theoretical findings in my paper. The 

interview was conducted based on a partly structured interview, where the main 

questions to be discussed made the agenda. This interview form is as the 

informant gets more comfortable with the informal moos, and thus makes it easy 

for the interviewed person to talk (Johannessen & Tufte 2002). 
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Furthermore, I take my point of departure from the theory, and seek to explain 

whether the empiric data supports the theory or not. An approach from theory to 

empery is termed deductive as it seeks to take the general theory and make it 

concrete based on empirical data, and test general statements by applying 

empiric data (Johannessen & Tufte 2002). 

 

 When gathering secondary data it is necessary to be aware that the information 

"has already been collected for some purpose other than the problem at hand” 

(Polonsky & Waller 2005 p. 108), it might be challenging to collect the 

appropriate material to answer the research questions. In order to evaluate the 

data collected, it is important to consider the purpose of the data collection in the 

first place. As someone else than the author provides the secondary data, it is 

vital for the author to evaluate if the persons or companies behind the information 

is reliable, and trusted to provide right and correct information. They need to 

have competence, like a company with a good reputation or a person regarded 

as an authority in the topic area. When collecting secondary data, I have verified 

as good as possible the sources I have used, by checking the frequency of 

references to my sources, and diverse industry and trade facts and see how the 

secondary sources corresponds with other sources and studies (Polonsky & 

Waller 2005).  

 

2.2. Choice of theory 

 

To answer the research questions, I have built my theoretical foundation on 

literature from the field of corporate social responsibility (CSR). I use the 

theoretical framework to explain the motivations for firms to engage in social 

responsibility activities in order to further understand the development of an 

organic approach in the industry of fisheries. Furthermore, I use institutional 

theory (IT) to explain the underlying forces that stimulate the institutionalization of 

CSR in the salmon farming industry.  
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2.3. Structure of the thesis  

 

The thesis is divided into five separate parts, each of them with respective sub 

points.  

 

In the first part of the thesis I provide an introduction chapter. I explain the 

background for the thesis and why I have chosen the Norwegian aqua farming 

industry as my field of research. Furthermore, I have written a section on the 

empirical data of the Norwegian farmed salmon industry. The chapter ends by 

the posing of the research question. 

 

In part four, I give an introduction to organic farming, and discuss the current 

situation of organic farming, and the challenges it is facing. I give a description of 

the general market trends related to different groups of stakeholders.  

 

In the theory and literature chapter, I start in chapter 5.1. to outline the concept of 

corporate social responsibility. I describe the development within the field as well 

as suggesting some definitions. Furthermore, I touch upon the debate of whether 

or not companies have a social responsibility, and the discussion takes it 

departure from the views of Friedman and Freeman. I continue to elaborate upon 

the business case of CSR, and the drivers behind a corporate social 

responsibility approach. In chapter 5.3 I explore the possibility of CSR as just 

another management fashion that will loose the interest of both academics and 

corporate executives as soon as a new management fashion is introduced.   

Furthermore, I discuss the situation of CSR in Norway and relate it to the 

international situation.  

 

In chapter 5.5. I introduce Institutional theory (IT), and the chapter begins with 

some definitions of the term. The chapter continues to describe the different 

forces that influences organizations to become more similar, and how the change 

process in organizations works. 
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In part six the analysis is conducted. I use the theory framework that I have 

developed in the theory and literature and demonstrate how the empirical data 

and the theory work together to solve the research questions.   

 

In part seven I give my conclusion of the paper, and I also identify the need for 

further research.  

 

 

Chapter 3 The history of salmon farming  

 

3.1. Facts and numbers in general about the Norwegian industry 

 

The Norwegian industry of farmed salmon has enjoyed large success from its 

beginning some 40 years ago and until today. The country is one of the greatest 

producers of seafood in the world, and the long and fertile coastal line combined 

with the mild temperatures of the Gulf Stream provide excellent conditions for the 

growth of fish (http://www.seafoodfromnorway.com/page?id=100&key=14379). 

 

Fish farming in Norway experienced a boom in the 1980‟s when attempts at large 

scale salmon production were successful. Today, farmed salmon make up close 

to 90% of the total sale of Norwegian fish farming, and The Norwegian fishing 

and aquaculture industry is currently a supplier of seafood to consumers in more 

than 150 countries worldwide.  

(http://www.ssb.no/english/subjects/10/05/fiskeri_havbruk_en/). 

 

 

http://www.seafoodfromnorway.com/page?id=100&key=14379
http://www.ssb.no/english/subjects/10/05/fiskeri_havbruk_en/
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In 2008, aquaculture products accounted for almost half of the total Norwegian 

fish export. Farmed salmon is the most exported specie, with total export sales of 

623 372 tons in 2008. 

 

 

 

The main markets for the fish are Russia, followed by France, Denmark and 

Poland (http://www.ssb.no/english/subjects/10/05/fiskeri_havbruk_en/). 

 

 

Research based on consumer surveys made for the Norwegian Seafood Export 

Council by TNS Gallup during 2001-2004, concludes that Norwegian farmed 

salmon has a good image and is the preferred product of customers in countries 

such as Japan, France, Spain, and Portugal 

(http://www.fisk2006.no/Foredrag2006/TerjeMartinussen.pdf). 

As stated by the market analyst Paul Aandahl in the Norwegian Export 

Committee for fish to the Norwegian business paper Dagens Næringsliv, a raise 

in the average fish price and new records in volumes exported out of the country, 

show the strongly growing demand for Norwegian salmon. 

http://www.ssb.no/english/subjects/10/05/fiskeri_havbruk_en/
http://www.fisk2006.no/Foredrag2006/TerjeMartinussen.pdf
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The seafood industry is Norway‟s largest export industry after oil and gas. 

According to the official Norwegian site for the industry, the business is vital for 

the settlement and activities along the Norwegian coast as it provides 

employment in the aquaculture and fishing industry. 

 

 

 

Norway is a market leader in the field of management-related research. The 

industry is allocated more than NOK 1 billion each year from the Norwegian 

national budget. The goal of the research and development programs is to 

ensure that the Norwegian companies are able to provide the kind of seafood 

that the markets demand, and stand up to the market‟s changing standards and 

preferences (www.fisheries.no).  

http://www.fisheries.no/
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A research conducted by Fiskeriforskning (a Norwegian research and 

development organ for the fish industry) and Sintef (the largest independent 

research organization in Scandinavia), states that one of the main challenges 

facing the salmon industry is how to develop new markets for their products, and 

to better exploit the values that the industry possesses. Norway is a high cost 

country and the expenses of salmon production are elevated. It is a challenge for 

the industry to build an added value into the product, and to differentiate it in a 

manner that is attractive for the customers and difficult for the competitors to 

copy. Additionally, the profit generated from sales is challenged by the 

competition in the industry. The Norwegian salmon is a commodity, meaning that 

it is a standard product that is exported either as whole salmons or as filets. Price 

has traditionally been the sole criteria the producers can compete on, and the 

industry has a strong focus on producing as cheap as possible 

(http://www.kyst.no/index.php?page_id=59&article_id=77104). 

 

A solution to the challenge can be to product differentiate through the production 

of organic salmon 

(http://www.fiskeriforskning.no/fiskeriforskning/publikasjoner/konomisk_fiskerifors

kning/konomisk_fiskeriforskning_2004/markedsbasert_produktdifferensiering_en

_utfordring_for_norsk_lakseindustri). The idea is that by producing organic fish, it 

is possible to claim a higher price for the products, obtain better margins for the 

industry, and consequently better profits. The production of organic salmon 

contributes to a more diversified product range and thus provides the company 

with a more diverse profit generation 

(http://www.kyst.no/index.php?page_id=54&article_id=78015).  

 

The industry has been accused of over-fishing of other species to be used as 

feed for the farmed salmon. Also, the fish has been troubled with illnesses as a 

result of narrow living space. Also different sabotage attacks on a number of the 

plants have caused several hundreds of thousands of salmon to escape. It has 

been suspected that environmentalists are behind the attacks 

http://www.kyst.no/index.php?page_id=59&article_id=77104
http://www.fiskeriforskning.no/fiskeriforskning/publikasjoner/konomisk_fiskeriforskning/konomisk_fiskeriforskning_2004/markedsbasert_produktdifferensiering_en_utfordring_for_norsk_lakseindustri
http://www.fiskeriforskning.no/fiskeriforskning/publikasjoner/konomisk_fiskeriforskning/konomisk_fiskeriforskning_2004/markedsbasert_produktdifferensiering_en_utfordring_for_norsk_lakseindustri
http://www.fiskeriforskning.no/fiskeriforskning/publikasjoner/konomisk_fiskeriforskning/konomisk_fiskeriforskning_2004/markedsbasert_produktdifferensiering_en_utfordring_for_norsk_lakseindustri
http://www.kyst.no/index.php?page_id=54&article_id=78015
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(http://www.aftenposten.no/fakta/innsikt/article1195130.ece). 

 

Additionally, the health benefits of consuming farmed salmon have been 

questioned. In the magazine “Journal of Nutrition”, American scientists have 

warned consumers about eating Norwegian salmon. They advice people to 

consume the fish no more than three times a year as the high doses of PCB and 

dioxins in the fish might harm the embryo, reduce the ability to learn and increase 

the risk of cancer (http://www.aftenposten.no/fakta/innsikt/article1195130.ece).  

 

The Russian export market has also questioned the Norwegian fish quality. 

Apparently because of health risks the Russians government put a ban on 

imports of Norwegian salmon, claiming that the fish contained too high doses of 

the toxins lead and cadmium. In the periods when the Russians and Americans 

made their accusations, the value of the listed stocks of five of the six leading fish 

companies in Norway decreased. The fall in the stock values illustrates the 

impact events in the external environment may have on the industry 

(http://www.aftenposten.no/fakta/innsikt/article1195130.ece). 

 

Organic salmon can be the answer to a segment consisting of strong consumers, 

who are skeptical to the use of antibiotics and chemicals in the food production, 

and who have concerns for the welfare of both the environment and the animals. 

Organically produced salmon might be attractive to such a group of high quality 

and environmentally focused customers, who are willing to pay premium prices 

for specialized products (http://www.villaorganic.com/go/english/organic). 

 

It is vital that the Norwegian industry is prepared to follow the trends and the 

demands of the market in order to stay competitive. The Norwegian government 

is aware the importance of organic production and has declared that it wishes a 

market share of 15% for organic food within the year of 2020. Currently, the 

numbers are 1 - 3% of the total food production. 

http://www.aftenposten.no/fakta/innsikt/article1195130.ece
http://www.aftenposten.no/fakta/innsikt/article1195130.ece
http://www.aftenposten.no/fakta/innsikt/article1195130.ece
http://www.villaorganic.com/go/english/organic
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(http://www.regjeringen.no/nb/dep/smk/dok/rapporter_planer/rapporter/2009/politi

sk-plattform-for-flertallsregjerin.html?id=579058).  

 

It is imperative for the industry to be mindful towards the motives and needs of its 

stakeholders and its environment, as the criteria for doing business change 

accordingly to the expectations and demands from stakeholders. Companies 

experience that in addition to generate profit, they are expected to contribute to 

social and environmental objectives ( Elizabeth C. Kurucz 2008). The tendency 

towards a social profile for the producers has to be taken seriously. As a growing 

consumer segment emphasizes the animal welfare, environment, ethics and 

image, it is important to stimulate research within the field to develop good 

production methods, market strategies and competitive advantages to serve this 

segment (http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur).   

 

3.2. Facts and numbers in general about organic farming 

 

While conventional farming is still dominating the aquaculture industry, 

organically farmed salmon have in recent years become an alternative to the 

conventional tradition. The global market for organically farmed products was 

60 000 tons in 2007. Approximately 100 countries offer certified organic seafood 

to its consumers. France, Germany and Switzerland are the largest and fastest 

developing markets for organic salmon in particular. Organically produced 

seafood presents only 0,1% of the total seafood farming. However, a growth of 

15 - 25% is expected from 2008 

(http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur). 

 

In Norway, only two actors produce organically. However, in 2009 three new 

fisheries were given a license to produce organic fish from the Norwegian 

Directorate of fisheries (http://www.fiskeridir.no/akvakultur/tildeling-

matfisktillatelser-2009). Given the short history and few producers, it is difficult to 

acquire proper data on sales volumes and revenue from the organic farming 

http://www.regjeringen.no/nb/dep/smk/dok/rapporter_planer/rapporter/2009/politisk-plattform-for-flertallsregjerin.html?id=579058
http://www.regjeringen.no/nb/dep/smk/dok/rapporter_planer/rapporter/2009/politisk-plattform-for-flertallsregjerin.html?id=579058
http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
http://www.fiskeridir.no/akvakultur/tildeling-matfisktillatelser-2009
http://www.fiskeridir.no/akvakultur/tildeling-matfisktillatelser-2009
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industry. However, income- and balance-statements and are publicly available, 

and Villa Organic‟s development in revenue reveals a positive trend in the 

demand for organically produced fish: 

 

 

 

However, the graph also shows an unstable and negative EBITDA. This might be 

due to the fact that it is a newly started company which probably has had some 

heavy investments and start-up costs, and that it might not yet have reached its 

optimal arrangement of resources/level of business. 

 

The method of organic farming was first introduced in England, but has later 

spread to other European fish farming countries. The production of organically 

farmed salmon is a business in growth, and it is possible to claim higher prices 

for these products than from conventional farming. However, the expenses 

connected to organic production are higher than in traditional production and a 

challenge for the producers is to enter the niche market so that the increased 

risks and costs can possibly be compensated by a premium price (Pedersen, 

Larsen & Henriksen 2005). One of the ideas behind the initiatives of organic 

farming is that an increased effort in the production process will add value to the 

product in form of a higher price when sold in the marketplace. Moreover, there 

exists an idea of a change in the production towards a more ethical approach 

where environmental and the animal welfare concerns are taken into account 

(Pedersen, Larsen & Henriksen 2005). 
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3.3. Differences between an organic and a traditional approach 

 

The differences between organic and conventional farming lie in the production 

methods. One of the main dissimilarities is the feed. The use of marine feed 

should be certified organic and not contain synthetic ingredients. Also, it should 

come from a sustainable managed stock that is not normally used as human 

food, or from by-products from species used as human food. The extensive use 

of antibiotics is forbidden, and the fish can only be treated with antibiotics one 

time. If further doses are given, the fish is no longer certified as organic. The 

medicine should be without harmful effects on the environment. Additionally, 

when remedies are used the fish has to be held back for a period twice as long 

as the time required by the traditional legal framework. 

 

“Within organic aquaculture it is an aim that the natural resources are managed 

in such a way that negative effects on the environment are avoided. The 

production must as far as possible be based on local and renewable resources” 

(www.debio.no). It is a motivating thought behind organic aquaculture that the 

organic, economic and social sides of the production are cared for. A main 

principle is to ensure that the marine environment is a positive element of the 

nature. As a consequence of improved growth conditions the organic salmon 

contains only 15% fat compared to 25-30% for the conventional salmon, which is 

40 - 50% less fat. The meat is fresher as a result of the slow and gentle breeding.   

 

The organic salmon is more expensive than the conventional, as the fish grows 

more slowly and the number of farmed fish is lower 

(http://www.villaorganic.com/go/english/organic/what-is-organic-aquafarming). 

 

The overall objective for organic farming is the concern for the environment, and 

the health and comfort of the fish. The production shall be managed so that the 

organisms live in an environment that secures their fundamental physiological 

and behavioral needs. The organic salmon has better growth conditions than the 

http://www.debio.no/
http://www.villaorganic.com/go/english/organic/what-is-organic-aquafarming
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conventional salmon, as there are 30 % fewer fish in the organic cages. 

Biological treatment for diseases, such as cleaning fish for the treatment of 

salmon lice, are preferred to the degree it is possible. Use of artificial lightning is 

allowed to avoid early maturation and spawning in the net pens.  

Furthermore, the production is managed so that the impact on local biological 

processes, which covers micro-organisms, plants and animals, are as minimal as 

possible, and the surrounding water and land area is preserved. The ambitions 

are to prevent escape, as well as keeping infections, parasites and drug residues 

from reaching the wild animals in the environment. Additionally, 

synthetic/chemical fertilizers and impregnating (painting) agents polluting the 

environment are avoided 

(http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur). 

 

According to research performed by Nofima Marin (http://www.nofima.no) the 

consumers prefer organic salmon to conventional, and they are in average willing 

to pay 15% more pr. kilo for the organic fish. The consumers expect fish that 

taste fresh and tasty with healthy nutrition values. However, the meat of the 

organic salmon is often paler than the meat of the conventional fish, as only 

natural additives are allowed to use in the feed. The willingness to pay a 

premium price disappears if the meat is pale. It is therefore important for the 

profit that Debio has started to accept alternative additives such as the yeast 

which make it possible to produce fish with bright red meat without additional 

production costs. The challenge for the Norwegian industry is to create a 

competitive and sustainable production of organic salmon for the export markets. 

(http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur). 

 

3.4. The Norwegian certification organ Debio 

 
The conventional salmon is raised in accordance with the Norwegian legal 

framework concerning feed, medication and animal welfare. In order to label 

http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
http://www.nofima.no/
http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
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oneself organic, the fish farmer has to breed its salmon in accordance with a 

framework concerning organic production. The framework for organic 

manufacturing is provided by Debio which is a Norwegian certification organ 

concerning organic production, processing, distribution and import in Norway 

(www.debio.no). 

 

Debio is allocated authority from the Norwegian Food Safety Authority and their 

supervision is in accordance with both the Norwegian regulations for organic 

production and the EU regulations. Furthermore, the standards agree with the 

guidelines of the International Federation of Organic Agriculture Movements, 

IFOAM, which is an international association working to further the development 

of organic production (http://www.debio.no/text.cfm?id=221-228-509-3). The 

green "Ø" mark that characterizes Debio´s certification is a guarantee that the 

Norwegian authorities control the products.  

 

Since 2001 Norway has had its own legal framework regarding organic 

production. The legislation has been developed and supervised by Debio. 

However, from July 1st 2010 a framework developed by the EU will be 

implemented. The set of rules will replace the earlier country specific 

frameworks. Products can from that date be labeled both with the Debio "Ø", and 

the EU organic label (http://www.debio.no/text.cfm?path=55&id=720).  

 

According to Debio it is important that the organic aquaculture manages the 

natural resources in such a way that negative effects on the environment are 

minimized. The concerns lie on the organic, economic and social aspects of the 

production, both in a global and a local view. The aim is to obtain a positive 

cooperation between the different factors in the environment of organic 

aquaculture, and establish a system that builds on local and renewable 

resources. The fish should be of high quality and in quantities that are sufficient 

and fairly distributed. Also, it is important to make an environment for the fish that 

favors the organisms‟ natural behavior and demand. 

http://www.debio.no/
http://www.debio.no/text.cfm?id=221-228-509-3
http://www.debio.no/text.cfm?path=55&id=720
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Together with Sweden, Norway is a pioneer when it comes to organic legal 

framework. That is why it is important that Norway, as the greatest producer of 

farmed salmon, initiates a good legal framework for organic production 

(http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur). 

 

Fish welfare and environmental and social benefits are the main requirements for 

certifying products as organic. When a company changes its production methods 

to be in accordance with the elements mentioned above, it is a way for the 

company to be socially responsible. 

 

The next section is dedicated to a deeper discussion of the corporate social 

responsibility theory. 

 

 

Chapter 4 Theory and Literature Review 

 

4.1. What is Corporate social responsibility? 

 
Over the past two decades CSR has been in the centre of an ever-increasing 

attention. However, the scholarly literature dates to at least the 1950s. 

 

Even though CSR has been studied for a long period of time, the scholars do not 

agree upon a common definition or set of core principles. The argument is still 

about what it means to be socially responsible, and whether companies should 

have social responsibility at all. Additionally, there is no clear answer on whether 

CSR is good for companies or not (Crane et al. 2008).  

 

Suggestions on how to define corporate social responsibility have alternated over 

the decades with the different academic periods and developments. The 

expansion of the field in the 1990s to include themes such as stakeholder theory, 

business ethics theory, and corporate citizenship compose the basis for current 

http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
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discussions and development within the CSR field 

(http://bas.sagepub.com/cgi/content/abstract/38/3/268). 

 

The difficulties of defining CSR have its roots in the broad understanding of the 

term. A definition involves describing what corporations should be responsible for 

in society, or even how the economical politics of society should be organized to 

constrain corporate power.  As CSR has no clear agreement about its core 

principles, it is inappropriate to classify it as a theoretical construct or concept in 

the first place, and it should rather be understood as field of scholarship (Crane 

et al., as sited in Lockett et al., 2006). 

 
The growing interest in CSR shows itself through the higher profile of the subject 

in the arenas of business, civil society and government across the globe. The 

development of organizational responsibility, like designations of managers to 

CSR issues, establishment of CSR programs, reports and other corporate 

communication is increasing. Additionally, the expansion of socially responsible 

investment is increasing the importance of CSR. 

 

Also, a numerous of CSR standards, watchdogs, and certifiers aiming to 

institutionalize and harmonize CSR practices globally has developed (Crane et 

al. 2008).  

 

A growing number of corporations have over the past two decades engaged in 

corporate social activities that promote positive social change. These activities 

include initiatives to improve the situation in areas like health, race relations, the 

environment or economic development (R.J. Bies et al. 2007). Examples of 

social corporate actions include the initiatives of Ford Motor Company of South 

Africa to proactively fight HIV/AIDS, Levi Strauss & Co. and its Project Change 

anti-racism initiative, and McDonald‟s and Bank of America‟s partnership with 

The Natural Step, a Stockholm-based environmental organization (R. J. Bies et 

al. 2007).  

http://bas.sagepub.com/cgi/content/abstract/38/3/268
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CSR is a field of scholarship that seeks to explain why institutions voluntarily 

decide to contribute to a better society and a cleaner environment. CSR theory is 

applicable to the thesis because it treats the issues whether or not companies 

are better of when involving in social responsibility activities, if CSR actually are 

the “business of business” or if companies should change their ways to be in 

accordance with changing trends and pressures from the environment. When a 

company is social responsible it does not only fulfill legal expectations, but it 

moves beyond compliance and invest more than required into human capital, the 

environment and the relation with stakeholders.  

 

Over the decades, CSR has met a numerous of obstacles and challengers. The 

subject has been discredited, marginalized and overlooked in favor of new ways 

of conceptualizing the interface between business and society. There are now a 

set of different directions covering about the same field as CSR, including 

corporate citizenship, sustainable business, corporate responsibility and 

corporate social performance (Crane et al. 2008). 

 

In the following section, I elaborate upon the development of corporate social 

responsibility, and I also offer some definitions of the term. 

 

4.1.1. The development of corporate social responsibility 

 

The starting point of CSR is the Industrial Revolution. In the 1800s, the emerging 

businesses‟ concern about their workers laid the foundation for the development 

of CSR. However, it is difficult to tell whether the business leaders engaged in 

their workers well-being for the good of the business, or to help their employees 

to a better life. That is a question which is still relevant for the CSR involvement 

of today‟s companies. 

 

In the 1950s CSR started to take shape, and Howard R. Bowen proposed one of 

the first definitions on the subject, as stated below: 
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"It refers to the obligations of businessmen to pursue those policies, to make 

those decisions, or to follow those lines of action which are desirable in terms of 

the objectives and values of our society" (1953:6). 

 

The changing attitude of the businessmen and their learning of CSR 

characterized the period. Though Bowen was ahead of his time by calling for 

organizational changes for improving businesses‟ responsiveness to the growing 

social concerns, the decade was one of more talk than actions (Carroll 2008).  

 

Before the 1960s it was considered the duty of consumers to make sure they 

bought safe products, and the slogan “Let the buyer beware” characterized the 

responsibility of management. The firm‟s production was considered fair as long 

as the factors of production were exploited in the manufacturing process and the 

company did not violate any codified law (Andriof et al.2002).  

 

However, in the 1960s the environment for doing business changed. Consumer 

and environmental movements challenged the corporations through protest 

marches and lobby groups to secure that the companies produced goods that did 

not harm the consumers. Pressure from legislation and public attention forced 

the companies to take responsibility. The consumer and environmental events of 

the 1960s sat an example of how people and organizations outside the company 

can affect or are affected by an organization‟s activities. Additionally, it became 

clear that the claims, goals and interests of the society in general are not always 

fully compatible with the objective of maximizing revenues (Andriof et al., 2002).  

The decade experienced a growth in the attempts to formalize and precisely 

state what CSR meant, and a common feature of the publishing from this decade 

is the articulated need for businesses to be, in some respect, responsible to 

society (Andriof et al., 2002). 

 

Another influential contributor to the early definitions of CSR was William C. 

Frederick, who gave the following view on the subject: 
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Social responsibility in the final analysis implies a public posture towards 

society’s economic and social resources and a willingness to see that those 

resources are utilized for broad social ends and not simply for the narrowly 

circumscribed interest of private persons and firms (1960:60). 

 

Though issues such as employee improvement, customer relations, and 

stockholder relations were embraced by companies that might be categorized as 

social responsible towards the end of the decade, the 1960s was also subject to 

more talk than action.  

 

By the end of the 1960‟s and in the early 1970s, the field moved from corporate 

social responsibility concept, also referred to as CSR1, inspired by the activism 

of the 1960s to corporate social responsiveness, CSR2. The term was first 

coined by William C. Frederick in his 1978 paper, “From CSR1 to CSR2”, on the 

transition in business and society scholarship, from the philosophical-ethical 

concept of corporate social responsibility (corporation‟s obligation to work for a 

social betterment), to the action-oriented managerial concept of corporate social 

responsiveness (the capacity of a corporation to respond to social pressure). The 

shift marked a reduction in business defensiveness and an increased focus on 

managerial techniques for social responsiveness (Andriof t al., 2002). It was 

recommended that companies forecasted and planned for CSR, organized for 

CSR, assessed social performance, and institutionalized corporate social policy 

and strategy. During the decade, legislative initiatives were introduced for firms to 

comply with rules concerning topics such as the environment, product safety and 

worker safety (Carroll 2008).  

 

The new corporate responsiveness concept was reflected in the firms in the 

1980s with the emergence of corporate units dealing explicitly with community 

relations, stakeholders and issues in the firm‟s external environment (Andriof et 

al., 2002). 
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Later, with contributions from Epstein (1987 and 1998) and Jones and Wicks 

(1999), the recognition was made that ethics had to be added to the thinking 

about business-society relationship. In 1999 Berman et al. established evidence 

of connection between the treatment of stakeholders and the firm‟s financial 

performance, and a need to further test the underpinnings of the relationship 

between social issues and management was identified. Consequently, the field 

experienced an emergence of empirical studies, books and articles. 

 

The 1990s offered few unique contributions on the subject, rather CSR served as 

a foundation for the exploration of other complementary concepts and themes. 

The relationship between corporate social performance and financial 

performance was in particular subject to research. However, in the decade 

companies with a reputation of good CSR practices emerged. Examples of 

companies that grew on a CSR strategy are The Body Shop and Ben & Jerry's. 

Larger companies such as Nike, IBM and Levis Strauss & Co. also developed a 

reputation of good CSR practices (Carroll 2008). 

 

By the 2000s CSR has gone from being relatively unknown to become an 

important topic for business people, politicians, trade unions, consumers, NGO's 

and researchers (Carroll 2005). The attention on related concepts are still 

relevant, and an area of research. 

 

One of the interesting topics is how to establish a CSR dialogue with the 

institutions in the firm‟s environment, and how to develop interaction and mutual 

responsibilities. Hereunder lies the thought that stakeholders are responsible for 

the pressure they put on companies. When placing demands on the firms they 

have to be aware that these requirements have consequences and that the 

stakeholders should consider the possible unintended negative consequences of 

their demand. An example of a not premeditated consequence is the 

Bangladeshi episode where international pressure from activists and NGOs 

made the government pass a law that prohibited child labor, which led to children 



 24 

and some of their mothers being fired from their work. With not enough schools 

to go to, and the family‟s continued dependency on the children‟s income, kids 

were frequently forced into the sex industry or into the terrible work of breaking 

bricks (Rahman (2000) in Andriof et al. (2002). 

 

The argument of corporations as citizens with both rights and responsibilities are 

not further developed in this paper, however I choose to include it as I find it 

relevant to elaborate upon some of the main developing ideas within the field of 

CSR. 

 

CSR has developed in stages, and the different firms today may be positioned in 

different phases of development. Though not every company pass through all of 

the stages, the leading CSR companies take all four into account simultaneously 

(W.C. Friederick 2008).  

 

In the next section elaborate upon the sustainability of a firm. Companies engage 

in social responsibility, but as the author argues below, corporate sustainability 

are dependent on different factors in order to survive.  

 

4.1.2. Three dimensions of sustainability 

 

According to Dyllick & Hockerts (2002), corporate sustainability is made up of 

economic, social and natural capital. Firms have to manage several types of 

economic capital at the same time in order to be economically sustainable. The 

capitals include financial capital (equity, debt), tangible capital (machinery, land, 

stocks) and intangible capital (reputation, inventions, know-how, organizational 

routines). When there is no economic capital left, the existence of the business is 

over. Consequently, Dyllick & Hockerts (1995:133) define corporate economic 

sustainability as follows: “Economically sustainable companies guarantee at any 

time a cash flow sufficient to ensure liquidity while producing a persistent above 

average return to their stakeholders”.  
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Natural capital can take form as natural resources, renewable like wood, fish and 

corn, or non-renewable like fossil fuel, biodiversity, and soil quality. In can also 

take the form of ecosystem services like climate stabilization, water purification, 

soil remediation, reproduction of plants and animals. The idea of the industry as 

a living organism is vital and the link between the organism and the eco-system 

is highlighted. If the industrial organism consumes more energy and materials 

than can be reproduced, or if it emits more emissions than can be absorbed 

through natural sinks, the industrial system becomes ecologically unsustainable. 

The definition of corporate ecological sustainability is as follows: “Ecologically 

sustainable companies use only natural resources that are consumed at a rate 

below the natural reproduction, or at a rate below the development of substitutes. 

They do not cause emissions that accumulate in the environment at a rate 

beyond the capacity of the natural system to absorb and assimilate these 

emissions. Finally they do not engage in activities that degrade the eco- system 

services” (Dyllick & Hockerts 2002:133).  

 

Social sustainability is defined as following: “Socially sustainable companies add 

value to the communities within which they operate by increasing the human 

capital of individual partners as well as furthering the societal capital of these 

communities. They manage social capital in such a way that stakeholders can 

understand its motivations and can broadly agree with the company‟s value 

system” (Dyllick and Hockerts, 1995:134). Social sustainability builds on two 

different kinds of social capital, namely human and societal. Human capital refers 

to skills, motivation and loyalty of employees and business partners, while social 

capital includes the quality of public services like a good educational system, 

infrastructure or a culture that supports entrepreneurship. 

 

Economic theory implies that social and natural capital can be substituted by 

economic capital. However, there are certain natural resources that are unlikely 

to be substituted, like the ecosystem services with its protection of the ozone 

layer. Many natural resources also have a multi-functionality, like the rain forest 
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that provides both raw material for paper, provides shelter for plants and animals, 

regulates the flow of rainwater and absorbs CO2. Though it is possible that future 

generations can manage to substitute some natural resources through technical 

innovations, some are likely to be unique and hard to substitute. It is also difficult 

to substitute social capital. Motivation and loyalty can to a certain point be 

substituted by economic incentives, but stakeholder dissatisfaction has its limit 

(Dyllick & Hockerts 2002). 

 

The three parts also make up the foundation of the “triple-bottom-line”. The term 

was coined by Elkington in 1997, and refers to the inter-relation of economic 

sustainability, environmental sustainability and social sustainability. The author 

claims that though economic sustainability is a precondition of successful and 

responsible management, it is not alone sufficient to gain long-term success. In 

order to achieve long-term success and sustainability, companies and managers 

need to tend to their natural and social capital as well.  

 

4.1.3. Economic versus social responsibilities 

 

Having introduced the development within the field of CSR and the different 

definitions connected to it, this section elaborate upon a basic question within the 

field of CSR. Should companies “act as social change agents for the betterment 

of their larger society, and if so, why?” (Bies et al. 2007). Scholars‟ in the field of 

business ethics have been preoccupied with this question and the focus have 

mainly been on whether or not corporations should act as social change agents, 

regardless of the specific economic consequences (Bies et al. 2007). The 

opposing views of Friedman and Freeman form the basis of one of the core 

debates within the field. The authors discuss whether or not the business of 

business is business, or do companies have to incorporate values in order to do 

business? Do businesses have to be corporate citizens, or are social matters 

beyond the responsibility of companies? 

 



 27 

According to Freeman (1984), companies are responsible for more than profit 

maximization for shareholders. The basic of his argument lies in stakeholder 

theory. He defines a stakeholder as “any group or individual who can affect or is 

affected by the achievements of the firm‟s objectives”. Freeman argues that 

managers need to create values for their shareholders and establish a 

relationship with their environment in order to do business (Freeman et al. 2004).  

 

In his widely sited article in the New York Times Magazine, The Social 

Responsibility of Business is to Increase its Profits (1970), Milton Friedman 

argues that “there is one and only one social responsibility of business – to use 

its resources 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." (1970:6). He further argues, with support 

from Adam Smith‟s theories, that the pursuit of economic self-interest is what 

leads to the most efficient markets.  

 

Further, Friedman views the corporate executive as an employee of the owners 

of the business, whose responsibility is to conduct business in accordance with 

the desires of these owners. The executive is the agent serving the owners 

(shareholders) as the principles. Thus, it would in fact be considered 

mismanagement of the company, if the executive were to allocate the company‟s 

funds in ways other than to maximize shareholder value. Furthermore, a 

corporate executive is an employee, and the responsibility is to conduct business 

in accordance with the wishes and desires of the owners of the corporation, in 

accordance with the basic rules in the society, which in most cases will be to 

generate as much money as possible. The manager is the agent of the persons 

who own the company and his sole responsibility is to conform to their demands. 

To start allocating money after his free will is actually regarded as a negligence 

of the corporate management. More, Friedman explains how executives are not 

fit to decide which causes to allocate money to. No matter which money is spent 
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on such causes it is always someone else‟s money, and it is not up to the 

executive to decide whose money to take.   

 

The corporate executive might have social responsibilities beyond his work, like 

donating money to organizations or refuse to work for certain corporations, but 

these responsibilities belong to him as a person, they are not the responsibilities 

of the corporation that he governs.  

 

In an attempt to reconcile the two opposing views, Archie B. Caroll provides a 

framework which takes into account both moral and social obligations of an 

organization. In the next chapter I elaborate upon his theories in order to make a 

more nuanced picture of the debate.  

 

The discussion above shows the broad ideas and arguments within the field of 

CSR, and the unsolved debate about companies' responsibility towards their 

environment. The great variation of contributors and arguments can be regarded 

as a sign that the situation is not black/white, and that there might be arguments 

that connects the two opposing views. In the next chapter, I present the view of 

Archie B. Carroll who tries to find a tool for managers to both fulfill their 

obligations towards shareholders and other stakeholders in the society. 

 

4.1.4. The CSR pyramid 

 

In his article “The Pyramid of Corporate Social Responsibility: Toward the Moral 

Management of Organizational Stakeholders”, Archie B. Carroll provides an 

attempt to reconcile the debate between Friedman and Freeman, as the article 

seeks to present a tool for executives trying to fulfill their obligations to both their 

shareholders and competing groups claiming legitimacy (stakeholders). 

Carroll‟s framework consists of four components that are necessary building 

bricks in order to understand CSR. His contribution to the CSR field includes the 

idea that a corporation in addition to economic and legal obligations has ethical 
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and discretionary (philanthropic) responsibilities as well. The four different parts 

defining CSR can be conceptualized in the form of a pyramid that is made up of 

four layers of Corporate Social Responsibilities; Economic, legal, ethical and 

philanthropic. At the bottom of the pyramid, providing the foundation that the rest 

of the principles are based upon, lays the economic responsibilities. In 

accordance with Friedman‟s view, profit maximization through the production of 

goods and services that the consumers want is the crucial underpinning that the 

other elements rest upon. The next layer consists of the legal obligations that the 

company has to conform to in order to operate in the society. Next step on the 

pyramid is the ethical considerations that interplay with legal obligations, as these 

are often a result of ethics turning into laws. The ethical considerations support 

freeman‟s view that firms have preoccupations beyond the law in their concern 

for employees, customers and shareholders. At the top of Carroll‟s pyramid are 

the philanthropic concerns, concerns that are not expected either in a moral or 

ethical way. The philanthropic responsibilities go beyond society‟s anticipations 

of how the company should behave to be a good corporate citizen, and the level 

is like “icing on the cake”, as it is “highly desired and prized but actually less 

important than the other three categories of social responsibility” (Carroll 1991, 

page 7). Though Carroll contributed to the ethical debate with an attempt of 

reconcile the two contradictory views, the debate is still going on.  

 

Having reviewed the arguments for whether or not it is the responsibility of 

companies to involve in corporate social activities, I move to a discussion of why 

companies involve in such activities.  

 

4.2. Why firms engage in CSR 
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4.2.1. The consumer market as drivers behind organic production  

 

The consumers in the green market are often well educated with a high income 

and a willingness to pay premium prices for quality products that are friendly to 

both the environment and to the human body.  

 

The consumer market has moved towards a preference for products that are 

healthy, free of pesticides, and that support a sustainable development. 

Consumers are becoming more concerned with the food they eat. Diseases such 

as salmonella, the Creutzfeldt-Jakob syndrome, bird flu and the expansion of 

genetically manipulated food have influenced the degree of information and 

safety people wish when they buy food. Also the effect of consumption on the 

planet‟s resources and the green environment has gained attention, and 

consumers demand to choose from a broader range of products that are friendly 

to the environment. The consumer wants to be guaranteed that the products do 

not contain toxins, and that they do not hold traces of medication. As a result, the 

demand for organic products has escalated, and the concept of organic farming 

is embraced by the food industry. An increased demand together with a 

willingness to pay a premium for environmentally friendly products has influenced 

a shift from conventional to organic production. What is common for all organic 

production is a focus on animal welfare, no use of artificial additives, and the 

support of sustainable development. Additionally, the workers are treated fairly 

and they are not exposed to dangerous chemicals at their working place.  

 

Also, this group of consumers has sophisticated demands for quality and is 

politically correct regarding how consumption influences the environment. The 

consumer wants a guarantee that the fish they eat are safe and healthy, and 

does not contain high doses of antibiotics and heavy metals. The fish is expected 

to taste fresh and be of superior quality, and for many consumers it is also vital 

that the production methods are kind to both the environment and the fish 

(Pedersen, Larsen & Henriksen 2005). 
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4.2.2. The economic motivation versus the corporate citizenship 
motivation 

 

According to Laura P. Hartman et al. (2007) there are dual motivations for 

organizations to engage in CSR activities. The economic argument emphasizes 

that a CSR strategy offers the company a possibility to differentiate itself from 

competitors and consequently develop a competitive market advantage. Through 

a CSR branding of the company, new markets can emerge with the possibility of 

increased profits. As Porter and Kramer (2002) claims „„philanthropy can often be 

the most cost-effective way for a company to improve its competitive context, 

enabling companies to leverage the efforts and infrastructure of nonprofits and 

other institutions‟‟ (as sited in Laura P. Hartman et al. 2007:2).  

 

The second reason for organizations to involve in corporate social activities is 

based on the thought of corporate citizenship. This view claims that CSR 

involvement is “the right thing to do” because the firm is enjoying the benefits of 

serving as a community citizen and consequently has an obligation to give 

something back to the community. This approach takes into account a 

sophisticated philanthropic strategy that entails the satisfaction of the firm‟s 

stakeholders. The borders between the economic and citizenship arguments 

become blurred and there is little debate today whether CSR is an important 

business strategy as it seeks to address the needs of its multiple stakeholders. 

By engaging stakeholders in strategic corporate planning, it is possible to create 

long-term value. Through the correct management of stakeholder relationship, 

competitive advantages will develop. The point is made that it can be 

advantageous for businesses to identify its stakeholder groups and incorporate 

its needs and values within its strategic and operational decision-making process 

(Laura P. Hartman et al. 2007).  

 

Many researchers have started to investigate the “business case” of CSR, to find 

out whether the financial benefits of investing in CSR activities can exceed the 

costs of contributing to social welfare. However, after thirty years of research, the 
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scholars still can not conclude whether a one-dollar investment in social 

initiatives returns more or less than one dollar in benefit to the shareholder 

(Michael L. Barnett 2007).  

  

In the following section I further explore some of the arguments behind the 

business case for CSR 

 

4.2.3. The business case for CSR 

 

The idea behind a business case for CSR is that a company can do well by doing 

well. By focusing on its core business and also on creating a better society, a 

company can perform better financially.  

 

The relationship between corporate social performance and corporate financial 

performance has been studied by many scholars. However, Margolis & Walsh 

(2002) argue that the results for the business case so far are mixed, Orlitzky et al 

(2003) state that social responsibility tend to be associated with better corporate 

financial performance (as sited in Bies et al. 2007). When the link between profit 

generation and social responsibility is difficult to reveal, the motivation for 

companies to engage in such activities are unclear. However, businesses and its 

leaders are gaining more economic, political and social power and it is expected 

from them to participate in activities that guard and enable citizens' rights 

(Elizabeth C. Kurucz et al. 2008). 

 

In their article “Green and Competitive” (1995) Porter and van der Linde make a 

link between a company‟s environmental strategy and its ability to be competitive 

in the marketplace. They elaborate upon how governmental regulations and 

companies‟ innovation can work together to create better and more cost-effective 

solutions for production. The authors stress that it is important that the 

government do not set regulations that deter innovation, but instead stimulate to 

innovative activities. Likewise for the companies, instead of oppose and delay 
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regulations, they need to innovate to address the changes. While historically it 

has been the government that has set rules for how companies operate, 

customers have started to do the same thing. Consumers demand "greener" 

products, and by developing such friendly products, the companies can claim 

premium prices for green products (Porter & van der Linde 1995) 

 

4.3. The importance of certification 

 

With the demand for organically produced food, certification organs have been 

established to secure the authenticity of the products. Organs such as the 

International Federation of Organic Agriculture Movements, IFOAM, and its 

Norwegian member Debio, are responsible to safeguard organic products. The 

certification organs operate with a set of governmental rules and standards that 

the production has to meet in order to be legally certified as organic. 

 

While order can be gained through laws imposed by the government, norms, 

informal rules, and codes of behavior can obtain the same by relying on a 

decentralized process where non-compliance is penalized with social and 

economic sanctions. Ann Terlaak (2007) analyzes how normlike institutions 

achieve order through codification and certification of desired behavior. As 

mentioned earlier, research in CSR suggests that firm inefficiencies can create 

room for win-win situations – where improvement in firm practices increases both 

firm efficiencies and social welfare. According to Terlaak, a firm will comply with 

Certified Management Standards, CMS, only if it seems profitable to do so.  

 

The magnitude of such a win-win situation is debated, but there is an agreement 

that firm inefficiencies are quite common and difficult to improve (Terlaak 2007). 

One reason for this is the cost of identifying better ones (Arrow, 1974, as sited in 

Terlaak 2007). CMS may reduce this cost through compilation and codification of 

available best practices in the standards‟ respective management areas. 

Furthermore, research implies the increased value of compilation and codification 
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as operational choices have become more numerous and complex (as sited in 

Terlaak 2007). The functioning of normlike institutions are particularly effective in 

situations where firms share an agreement about expected behaviors, where 

behaviors are observable, and where decentralized enforcement processes are 

consistent (Terlaak, 2007). Terlaak explains how certified management practices, 

CMS, codify practices that are socially desirable (and potentially profitable) in 

areas spanning from environmental management to ecommerce security and 

how CMS grant certification to firms that adhere to these practices.  

 

The institution lack a designated enforcement functionary, and get their power 

instead from the uncoordinated social and economic interaction among firms and 

other transacting parties, like industrial buyers, end consumers, and society. 

Examples of CMS include the ISO 14001 environmental management standard 

and the SA 8000 labor management standard. CMS is a voluntary social 

initiative, and is one of the alternative practitioners have increasingly relied on as 

a means of “closing the gap between enforceable mandatory laws and the social 

goals derived from universal principles and values” (Terlaak, 2007, p. 982).  

 

While sharing their defining institutional features with norms, CMS is different as 

they have a written and codified form of desired behavior. Also, CMS contain a 

certification element that makes it visible whether a firm complies or not. 

Furthermore, certified companies can publicly display their certification. CMS 

offer third-party certification to firms that comply with the practices outlined in the 

standard. Certified firms need to recertify at regular time intervals (typically every 

three-year) as well as submit to annual surveillance audits in order to maintain 

certification. If the companies‟ transaction parties place a worth on the practices 

outlined in the CMS, they can reward the company‟s behavior. In the case of 

environmental certifications, end consumers may be willing to support 

compliance because supporting environmentally conscious firms may retrieve 

prestige within a community, encourage others to purchase from these firms, or 
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simply fulfill an enlightened self-interest (Reinhardt, 1998, as sited in Terlaak 

2007).  

 

The advance of CSR has taken a different approach in different parts of the 

world, and the diversity are most notable between the US and Europe. 

Consequently, in the next session I discuss how firms in the Northern America 

and Europe treat the field of CSR, and how the concept is applied in the various 

places. As my industry of study is the Norwegian, I find it relevant to give a brief 

introduction to CSR in Norwegian firms. 

 

4.4. CSR in Norway and internationally 

 

4.4.1. The development of an American and a European model 

 

Corporate social responsibility has developed differently in Europe and the US. 

Traditionally, the industries operating in the European countries have complied 

with a legal framework protecting social concerns such as workers‟ and 

consumers‟ rights, and environmental mindfulness. In the US the social 

responsibility approach has relied more on voluntary basis, with much of the 

compliance to CSR left to the industries. When analyzing social responsibility in 

North America and Europe, Matten & Moon (2004) make a distinction between 

the two by applying the notion of explicit and implicit CSR. “Explicit CSR refers to 

corporate policies that lead companies to assume responsibilities for selected 

areas of interest of society. Explicit CSR would normally involve voluntary, self-

interest driven policies, programs and strategies of corporations to address 

issues conceived by the company and/or its stakeholders as part of their social 

responsibility” (Matten & Moon 2004, as sited in Beckmann, Morsing and Reisch, 

2006, p 25). The explicit form of CSR has characterized American firms with the 

tradition of self-help and minimum or indirect governmental interference. This 

form of operating has led to corporate community involvement, stringent legal 
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frameworks, shareholder driven corporate governance, voluntary corporate 

contributions and corporate philanthropy. The companies have more of an 

obligation approach; they give some of the wealth they have created thanks to 

society‟s input back to that society (Beckmann, Morsing & Reisch, 2006).  

 

While an explicit form of CSR has been dominating American firms, implicit CSR 

have been the tradition of Northern European firms. “Implicit CSR refers to a 

country‟s formal and informal institutions through which the corporation‟s 

responsibility for society‟s interests are agreed and assigned to corporations” 

(Matten & Moon 2004, as cited in Beckmann, Morsing and Reisch, 2006, p 25). 

The approach relies on the strength of an institutional framework. CSR concerns 

have usually been embedded in the regulatory and institutional framework, and 

have not been the private matter of the organization to the same extent as in the 

US. However, the role of CSR in Europe is changing towards a conspicuous 

orientation as a result of an emerging transparency in the society (Beckmann, 

Morsing & Reisch, 2006). 

 

Another explorer of the difference between American and European countries is 

Laura p. Hartman et al. (2007). Her study elaborates upon the distinctions of how 

European and American firms approach to their social commitment. She 

concludes that while U.S. companies tend to communicate about and justify CSR 

using economic or bottom-line terms and arguments, the European firms rely 

more heavily on language or theories of citizenship, corporate accountability, or 

moral commitment. In addition, the EU companies did not value sustainability to 

the exclusion of financial elements, but instead projected sustainability 

commitments in addition to financial commitments. While the EU companies 

incorporated both financial and sustainability elements when justifying their CSR 

activities, the US companies focused more seriously on financial justifications.  

 

4.4.2. The Norwegian tradition 
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Norwegian firms adhere to the European, implicit tradition of Corporate Social 

Responsibility and consequently it is the legal framework that generally sets the 

standard for social commitments. The Norwegian tradition is visualized in a study 

conducted by the Argument Gruppen in March 2003 of Norwegian top leaders‟ 

attitude towards and knowledge about Corporate Social Responsibility 

(http://www.argument.no/filer/107.pdf). A rather extraordinary finding is that 42% 

of the leaders asked lacked knowledge about what CSR means. The findings 

correspond with the European firm‟s implicit tradition of leaving concerns about 

CSR to the legal framework. However, it seems that the leaders are aware of 

CSR as a strategic trend because when given a definition of the term, more than 

90% reported that CSR might provide a competitive advantage. Also, 72% 

reported that the importance of CSR as a means in competition is to increase in 

years to come. Furthermore, the leaders answered that the greatest threats to a 

company‟s image are missing product safety, the company‟s ethical behavior and 

negative media publicity. 

 

Further, 91% claimed that taking a socially responsible image would improve the 

firm‟s revenues, and 72% agreed that the firm is responsible for more than only 

bringing economic revenues to the owners of the firm. Thus, the findings seem to 

correspond with Laura p. Hartman et al. (2007) notion that European firms do not 

value sustainability to the exclusion of financial value, but incorporate both 

sustainability and financial issues in their strategy. 

 

It has to be mentioned that while the questionnaire was sent out to 300 leaders, 

only 63 of them chose to answer. When reading the conclusions, one might want 

to bear in mind that a higher response rate might be possible among the leaders 

of companies that are truly committed to a CSR strategy compared to those 

without a clear strategy, and that knowledge and concerns about CSR can be 

even lower in many other firms. However, the low response rate might be a 

signal of leaders' lacking interest in the matter, as so few took the time to answer 

the poll. 

http://www.argument.no/filer/107.pdf
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Ruud et al. (2005) has conducted a study on the reporting practices of the 100 

greatest companies in Norway. The study concludes that “there is room for major 

improvements among most large companies in Norway, both in regards to legally 

mandated reporting in the board of directors‟ report and in regards to voluntary 

reporting in the annual report and in separate non-financial reports” (Ruud et al., 

2005, page 7). The report also found that Norwegian companies have actually 

decreased their Corporate Social reporting from year 2002 to 2005. The findings 

can be interpreted as an indicator of a sinking importance of CSR to the 

companies. When it comes to environmental challenges and performances, 25% 

of the firms report satisfactory. 46% report quite well on internal social 

responsibility, including employee‟s health, safety and working environment. 

Though, only 14% report well on external social responsibility, including 

responsibility related to society and stakeholders, such as voluntary 

organizations/NGOs, the local community and authorities, as well as sponsoring 

and charity work. Only 8% report satisfactory on business ethics and the 

company's economic impact on society.  

 

4.5. Institutional Theory 

 

In this chapter I include more of the drivers behind a move towards an organic 

approach in the aqua farming industry. Institutional Theory, IT, provides a 

framework for describing change processes in organizations. The theory is used 

to explain the shift from conventional to organic salmon farming. 

 

4.5.1. Definitions of Institutional Theory 

 

IT centres around the impact an environment‟s institutions have on the strategy 

and performance of a firm. Institutions are defined as “a set of common habits, 

routines, established practices, rules or laws that regulate the interaction 

between individuals and groups” (R. Narula, 2002, p. 795-816.). The main 
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thought is that institutions operate in an environment consisting of other 

institutions, and that each institution is influenced by its environment. The goal of 

the institutions is to survive, and for that to happen they have to succeed 

economically, and establish legitimacy within the world of institutions. Institutions 

influence individuals‟ behavior in three distinct ways. The first is a regulatory 

influence, causing individuals within institutions to maximize profits (acting under 

rules), the second way is a normative influence which makes individuals act out 

of duty or an awareness of what one is “supposed to do” (acting under 

obligation), and the third is a cognitive influence which emphasizes that 

individuals act because of conceptions 

(http://en.wikipedia.org/wiki/New_institutionalism).   

 

DiMaggio and Powell operate with organizational fields. Organizational fields is 

understood as those organizations that, in the aggregate, constitute a recognized 

area of institutional life: key suppliers, resource and product consumers, 

regulatory agencies, and other organizations that produce similar services or 

products" (DiMaggio & Powell 1991:148). 

 

Scott (2001:49) defines institutions as “multifaceted, durable social structures, 

made up of symbolic elements, social activities, and material resources”. 

Institutions have isomorphic effects on the actors in an organisational field by 

constraining their behaviour through coercive, normative, and cognitive forces, 

but they are simultaneously shaped by interaction among the actors in a field 

(Scott 2001). 

 

For years thinkers have recognized the idea that institutions interact with each 

other in ways that are possible to be analyzed and understood. Though 

institutions have always been central to social science, the emphasis dedicated 

to the field has varied with the different time periods. Around the twentieth 

century, several scholars were writing about institutions, but they had not 

developed a theory of institutions yet. Their approaches, often referred to as “old 

http://en.wikipedia.org/wiki/New_institutionalism
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institutionalism”, relied mostly on the study of formal institutions like the law, in 

addition to being normative and prescriptive. The theorists based their arguments 

on such formal institutions, like Marx and the social classes, Weber on 

bureaucracy, Durkheim on the division of labor and Thorstein Veblen on 

consumption (http://en.wikipedia.org/wiki/Historical_institutionalism). The “old 

institutionalism” approach focused on analyzing the formal institutions of 

government and the state in a comparative perspective. 

 

With the behavioral revolution new perspectives such as positivism, rational 

choice theory and behaviouralism were used to analyze politics, and the focus on 

institutions was abandoned. The focus was now on the individual instead of the 

institutions surrounding her/him 

(http://en.wikipedia.org/wiki/New_institutionalism). However, in the 1980‟s 

institutions experienced once again attention as a lens to analyze work through in 

disciplines such as economics, international relations and political science 

(http://en.wikipedia.org/wiki/New_institutionalism). This revived focus is referred 

to as new institutionalism or neo-institutionalism.  

 

According to new institutionalism, institutions operate in a world consisting of 

other institutions, called an institutional environment. The broader environment 

influences every institution, and the main goal of the organizations is to survive. 

In order to do so they need to do more than succeed economically, they also 

need to establish legitimacy within the world of institutions.  

 

New Institutionalism centers its attention on how different institutions interact with 

each other and how they shape the society. IT explains how many organizations 

end up with having the same organizational structures (isomorphism) even 

though they have evolved in different ways, and how institutions shape the 

behavior of individual members. The focus is on organizations‟ pervasive power 

on human behavior through rules, norms and other framework 

(http://en.wikipedia.org/wiki/New_institutionalism). According to DiMaggio and 

http://en.wikipedia.org/wiki/Historical_institutionalism
http://en.wikipedia.org/wiki/New_institutionalism
http://en.wikipedia.org/wiki/New_institutionalism
http://en.wikipedia.org/wiki/New_institutionalism
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Powell (1983:149), isomorphism is a “constraining process that forces one unit in 

a population to resemble other units that face the same set of environmental 

conditions”. 

 

4.5.2. Three pillars of institutional theory 

 

DiMaggio & Powell (1991: 64) state that: “We seek to explain homogeneity, not 

variation … once a field becomes well established, however, there is an 

inorexable push toward homogenization”. They further argue that homogeneity is 

isomorphic process changing institutions into becoming similar. It is three forces 

driving the process, and they are regarded as complementary rather than 

mutually exclusive. The forces referred to are coercive, normative and cognitive 

(Scott, 2001).  

 

Together with associated activities and resources the three pillars provide 

stability and meaning to social life. Institutions tend to be transmitted across 

generations, to be maintained and reproduced. Even though institutions by 

definition connote stability they are subject to change processes, both 

incremental and discontinuous (Scott 2001). Furthermore, various types of 

carriers, including symbolic systems, relational systems, routines and artefacts, 

spread institutions. They operate at multiple levels of jurisdiction, from the world 

system to localized interpersonal relationships. Institutions are multifaceted, 

durable, and social structures that are made up of symbolic elements, social 

activities, and material resources. Their meaning is brought to life through human 

interaction, through the norms, rules and meanings that arise in the interface 

between individuals. Institutions represent power through their ability to control 

and constrain behaviour. Moreover, they impose restrictions by defining legal, 

moral and cultural boundaries separating legitimate from illegitimate behaviour 

(Scott 2001).  
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The three pillars, regulative systems, normative systems and cultural-cognitive 

systems, have each been described by theorists as the most vital and most 

important ingredient of institutions, varying according to the field of interest of the 

theorist. (Consequently, it could be possible to view the three facets as 

contributing interdependently and mutually reinforcing to a powerful social 

framework.) However, Scott (2001) argues that the three divergent conceptions 

need to be differentiated, and he distinguishes among the several components 

and underlying assumptions, mechanisms and indicators of the three 

conceptions. By employing an analytical approach to these arguments, he 

emphasizes that each of the three pillars can be identified as making up or 

supporting institutions. 

 

4.5.3. The regulatory force driving homogenization  

 

The regulatory force highlights the regulatory processes based on rule setting, 

monitoring and sanctioning activities. These processes may operate through 

diffuse informal mechanisms such as folkways‟ shaming or shunning activities, or 

they may be highly formalized and prosecuted by specialized actors such as the 

police and the courts. When applying DiMaggio and Powell‟s (1983) typology, the 

primary mechanism of control in the regulatory pillar is coercion. Even though 

force, fear and expedience are important in the regulatory pillar, the existence of 

rules and laws, either informal or formal, are tempering them. Powerful actors 

may sometimes impose their will on others, based on the use or threats of 

sanctions. Or they might provide inducement, or use authority, to legitimate 

coercive power through a normative framework that both supports and constrain 

the exercise of power. According to Scott (2001), economists are particularly 

likely to view organisations as resting solely on the regulatory pillar. The reason 

might be that their attention is primarily on organisations and individuals in 

competitive markets and other competitive situations where opposing interests 

are more common, and thus explicit rules and referees are necessary to 

preserve order.  
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4.5.4. The normative force driving homogenization 

 

The normative force The next pillar is the normative. The main thought is that 

normative rules bring a prescriptive, evaluative and obligatory dimension into 

social life. According to this view, individuals in institutions act out of duty or an 

awareness of what one is expected to do, as opposed to acting out of rules. 

Normative systems include both values and norms. While values are conceptions 

of standards to which existing structures or behaviour can be compared and 

assessed, norms specify how things should be done by defining legitimate 

means to pursue valued ends.  

 

Normative systems define goals and objectives (e.g. winning the game, making a 

profit) but also designate appropriate ways for how to pursue them (e.g. rules 

specifying how the game should be played, conceptions of fair business 

practices). Though normative systems are typically viewed as imposing 

constraints on social behaviour, they empower and enable social action. They 

confer rights as well as responsibilities, privileges as well as duties, licenses as 

well as mandates. The normative pillar are particularly embraced by sociologists, 

maybe because they tend to view the society based on institutions such as 

kinship groups, social classes, religious systems, and voluntary associations, 

where common beliefs and values are likely to exist (Scott 2001).  

 

4.5.5. The cultural-cognitive force driving homogenization 

 

The cultural-cognitive pillar is the last one, and it has principally been 

emphasised by anthropologists and sociologists. What is accentuated in this 

pillar is the centrality of cultural-cognitive elements of institutions, the shared 

conceptions that constitute the nature of reality and the frames through which 

meaning is made. In this perspective the cognitive dimensions of human 

existence is highlighted, and the mediating between the external world of stimuli 

and the response of the individual organism is a collection of internalized 



 44 

symbolic representations of the world. The individual act as a result of 

conceptions, and the action of a person is a response to the stimuli on the 

individual by its environment (Scott 2001). Humans do not make certain choices 

of perform certain actions because they fear punishments or feel obliged to do 

so, like suggested by the two other pillars, but because they can not conceive of 

other alternatives. Symbols, words, signs, and gestures affect us by shaping the 

meaning we attribute to objects and activities. It is in the interaction between 

humans that meanings arise, and meanings are maintained and transformed as 

they are employed to make sense of the ongoing stream of happenings. In the 

cultural-cognitive pillar, “compliance occurs in many situations because other 

types of behaviour are inconceivable and routines are followed because they are 

taken for granted as the way we do things around here” (D‟Andre 1984:88 as 

sited in Scott 2001).  

 

4.5.6. How the structuration of organizational fields drive the change 
 process toward homogeneity  

 

Even though institutions exist to provide stability and order they undergo change, 

both incremental and revolutionary (Scott 2001). DiMaggio and Powell (1991) 

claim that organizational change occurs as a result of processes that make 

organizations more similar without necessarily making them more efficient. 

Homogenization emerges out of the structuration of something referred to as 

organizational fields. Organizational fields consist of organizations that constitute 

a recognized area of institutional life, like key suppliers, resource and product 

consumers, regulatory agencies, and other organizations that produce similar 

services or products. DiMaggio and Powell further argue that once disparate 

organizations in the same line of business are structured into an actual field, (by 

competition, the state, or the professions, as they argue) powerful forces emerge 

that lead them to become more similar to each other. Organizations may change 

their goals or develop new practices, and new organizations may enter the field, 
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but in the long run the rational decisions made by organizational actors construct 

an environment that constrain their ability to change further in later years. 

 

Early adopters of organizational innovations are commonly driven by the desire 

to perform better. However, as an innovation spreads, a threshold is reached 

beyond which adaptation provides legitimacy rather than improves performance. 

Even though strategies that are rational for individual organizations may not be 

rational if adopted by large numbers, normative sanctions increase the likelihood 

of their adaptation. Consequently, organisations will seek changes continuously. 

However, after a certain point in the structuration of an organizational field, the 

total effect of individual change lessen the extent of diversity within that field, and 

they end up changing as a response to each other‟s changes (DiMaggio & 

Powell 1991) 

 

DiMaggio and Powell (1991) claim that there are two types of isomorphism, 

competitive and institutional, which both influence the process of becoming 

similar. Competitive isomorphism assumes a system rationality that emphasizes 

market competition, niche change and fitness measure, and is most relevant for 

those fields in which free and open competition exist. In the reality, organizations 

compete not only to obtain resources and customers, but also for political power, 

institutional legitimacy and social and economic fitness (DiMaggio & Powell 

1991).  

 

According to DiMaggio and Powell institutional isomorphic change can be 

explained through three diverse mechanisms; 1) coercive isomorphism that 

stems from political influence and the problem of legitimacy, 2) mimetic 

isomorphism resulting from standard responses to uncertainty and 3) normative 

isomorphism associated with professionalization.  

 

The coercive isomorphism is a result of formal and informal pressures exerted on 

the organization by other organizations that it depends upon, and by cultural 
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expectations from the society in which the organization functions. The pressures 

may be felt as force, as persuasion or as invitations to join in collusion. In some 

cases organizational changes is a direct result of governmental mandate, like 

manufacturers that adopt new pollution control technologies to conform to 

environmental regulations, or nonprofits that maintain accounts and hire 

accountants to meet tax law requirements. DiMaggio and Powell (1991) point out 

that a legal common framework and requirements of the state such as the 

vicissitudes of the budget cycle, the ubiquity of certain fiscal years and annual 

reports, contribute to shape organizations in similar ways and also affects many 

aspects of an organization‟s behaviour and structure.  

 

Uncertainty is a force that encourages organizations to imitate others, and this 

process of change is labelled mimetic isomorphism. In situations where 

technologies are poorly understood, goals are ambiguous or when the 

environment creates symbolic uncertainty, organizations may use other 

organizations as models for their own behaviour. This way, the modelling 

organization may save itself from economic expenses as it can find the solution 

to problems with ambiguous causes or unclear solutions by looking at other 

organizations. The modelled organization may not be aware of the copying or 

may have no desire to be imitated. The imitation can happen unintentionally, 

indirectly by employee transfer or turnover, or explicitly by organizations such as 

consulting firms or industry trade organizations. In some situations, modelling 

can even lead to innovation, as unexpected or unsought unique attributes may 

be acquired in the imperfect attempt to imitate other organizations. Organizations 

tend to model themselves after other organizations in their field that they 

perceive to be more legitimate or successful, thus the modelling develops a ritual 

aspect as the companies adopt these innovations as to enhance their legitimacy, 

to demonstrate that they at least are trying to keep up with the changes in their 

environment, that they are a changing and modern company.  
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The last isomorphism is normative, and it stems primarily from 

professionalization. Based on Larson‟s and Collin‟s work (1979), DiMaggio and 

Powell (1991) perceive professionalization as the collective struggle of members 

of an occupation to define the conditions and methods of their work, to control 

the production of producers, and to establish a cognitive base and legitimisation 

for their occupational autonomy. Two aspects of professionalization are important 

for isomorphism. One is the resting of formal education and legitimisation in a 

cognitive base produced by university specialists, as institutions such as 

universities and professional training establishments are important centres for the 

development of organizational norms among professional managers and their 

staff. The other one is the growth and elaboration of professional networks that 

span organizations and across which new models diffuse rapidly. Professional 

and trade associations are vehicles for the definition and promulgation of 

normative rules for organisational and professional behaviour. DiMaggio & 

Powell (1991) state that within these mechanisms almost identical individuals are 

created, and they occupy almost similar positions across a range of 

organizations and possess a similarity of character and orientation that may 

override variations in tradition and control that might otherwise shape 

organizational behaviour. One mechanism that encourages normative 

isomorphism is the filtering of personnel. The practice of many firms is to employ 

personnel by following certain procedures such as hiring employees within the 

same industry, recruitment of personnel from a narrow range of training 

institutions, or set skill-level requirements for particular jobs. Many individuals 

follow strictly guarded educational and professional career paths and end up with 

virtually indistinguishable profile. This lack of variation was found among 

professionals such as Fortune Top 500 board members. Professionals are also 

part of a socialisation process that takes part in organizations and develops 

common standard methods of personal behaviour, appropriate style of dress, 

organizational vocabularies, and ways of speaking and joking (DiMaggio & 

Powell 1991). 
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In an industry there are usually some few and dominate firms that set the 

standard for operation and behaviour. Government recognition of such key firms 

through the grant or contract process may give the establishment legitimacy and 

visibility, and consequently motivate competing firms to adopt aspects of their 

structure or operating procedures in hope to obtain the same awards. 

Consequently, organisations are often rewarded in accordance to their similarity 

to other organisations in their field. The similarity can make it easier for the 

establishment to transact with other organisations, to attract well-qualified staff, 

to be acknowledged as legitimate and to be given private and public grants and 

contracts. However, none of these efforts ensure that the organisation perform 

more efficient than do their more deviant peers. Organisational fields where there 

are strong legal and fiscal barriers to entry and exit have also a positive influence 

on the isomorphic process (DiMaggio & Powell 1991).  

 

4.5.7. Organizational changes and the emergence of new 
 management standards 

 

Also Røvik (1998) has captured the notion of institutions in his work. He explains 

how changes occur in institutions and how they are diffused among institutions 

both in the same industry and between different industries. He claims that central 

to the IT is how institutions in a firm‟s environment influence the strategies and 

performances of a firm. Røvik works with two competing paradigms on how the 

institutional influences happen; the rationalist-economic perspective, also called 

the tools perspective, and the institutional-sociological perspective, referred to as 

the symbol perspective (Røvik 1998). 

 

According to the view first mentioned, organisations are mere tools that exist to 

provide goods, services, and decisions. In order for an organization to be 

legitimate it needs to be effective, and to be effective it has to have a good 

organisational design. The organization can choose between alternative methods 

for how to organise in the most effective way. To find the right one, each of the 
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alternatives is evaluated rationally upon their possible outcome and upon best- 

in-practice experiences. The tool perspective has a clearly modernistic influence 

as it sees organisations as reasonable, knowledgeable actors with a strong will 

and the appropriate skills to change and improve. In this perspective an 

institutionalised standard develops as a result of a selection of ideas and 

methods that has been efficient and beneficial in an organisational setting. As a 

result of its success as an effective organisational tool, the standard is spread to 

other organisations in order for them to organise in the same helpful way (Røvik 

1998).  

 

According to the tools view, an institutionalised standard looses its image as best 

practice either because the tool has lost its effectiveness compared to other 

standards, or the institution has changed its task and problem structure so that 

the old method is not applicable any longer. The development and rejection of 

ideas over an extended timeline is explained with the effectiveness of history. 

Through a continuous seek and evolution of the most effective methods and 

practices the tools are continuous driven toward higher and higher standards. 

The constant search for new and better solutions is a response to the problems 

and objectives that exist in the organisation. Consequently, new standards, or 

tools, are developed. Based on available information about the tools‟ 

effectiveness, the management are expected to make rational decisions about 

whether to keep the tool or not. To stay updated with the modernisation of 

standards and secure the effectiveness of the organisation, competence centres 

with professionals devoted to this task might develop within the organisation 

(Røvik 1998). With professional employees devoted to these areas, the 

organisation are able to stay in pace with new and better standards, and in 

addition a competence centre provide the opportunity to test existing tools, adjust 

them to the organisation and eventually replace old practices with new ones. 

 

In the latest 15-20 years the tool view has been challenged by the symbol view 

that is influenced by, among others, new institutional theory. The basic idea in 
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the symbol view is that organisations exist in an institutional environment where 

norms and conventions about expected behaviour put pressure on the 

organisation. The institutions in the environment are not natural and objective 

realities, but rather a phenomenon constructed by the society. It is through the 

constructions that institutionalisation of a standard happens; the organisational 

standard is the result of a process based on a set of norms and conventions 

regarded as an effective way to organise and manage. The effectiveness and 

legitimacy of an institution depends on whether or not it succeeds in 

incorporating the institutional standards that are accepted in its environment.  

The organisational standards are thus symbols for reaching beyond the mere 

task of being an effective tool for problem solving. 

 

However, as noted by authors like John Meyer (1994) rationalised symbols claim 

their legitimacy and dispersal by being a symbol of basic rational values in the 

modern society. Values like reason, effectiveness, control, management, 

democracy and science are thus associated with progress, the continuous 

process towards better and more effective institutional standards. Consequently, 

it can be argued that the symbol perspective is connected with the tools 

perspective, and that the two views are complementary (Røvik 1998).  

 

Meyer and Rowan (1977) opens up for the thought that rational symbols might be 

rational myths, by basing the symbols on a not rational belief that the symbol is 

reasoned scientific and rational. According to Meyer and Rowan it is the 

modernistic organisational society‟s belief on science and rationality that is the 

foundation for the development of superstition that leads to myths creating. When 

the organisation incorporates institutionalised standards it might provide 

legitimacy towards the organisation‟s environment. Additionally, it might have 

consequences for the organisation‟s identity, as the incorporated models 

establish signals about which organisations the company wants to resemble and 

identify with, and which organisations it wants to differentiate from (Røvik 1998). 

In the symbol view the evolution of an organisational standard does not solely 



 51 

depend upon whether it has proven itself effective as a management device. A 

standard might be institutionalised if it is associated with successful and modern 

countries, companies, research institutions or single individuals. The standard is 

spread and institutionalised through processes in which important consultants, 

scientists and leaders take part and make the standard available through media 

and different publications. Progress and novelty are celebrated and trusted, and 

new standards are institutionalised if they manage to be symbols of something 

innovative, something that breaks with old norms and belongs to the future. 

 

When a standard is de-institutionalised, it is not necessarily because it has lost 

its usefulness for the tasks at hand, like in the tools perspective. However, an 

idea might loose its status as appropriate because it has become the symbol of 

something old, and not necessarily since its effectiveness has vanished. An 

explanation for the difference in the de-institutionalisation procedure between the 

two perspectives is the norms in the institutional environment that challenge the 

organisation to continuous development and change toward better and newer 

institutional standards. In the tool perspective new ideas are regarded as a linear 

evolution where new standards take over for existing and less effective ones. 

However, in the symbol perspective the proposal that an idea might loose its 

popularity only to come back later with a new and different shape is respected. 

The reason for the recycling of ideas is, like argued by Barthes (1960), that the 

continuous demand for innovative ideas clashes with the fact that there only exist 

a limited number of new ideas. Old ideas are therefore likely to show themselves 

again, only in a new shape and with a new vocabulary to satisfy the urge for 

something new. The managers does not have the same freedom to choose 

between alternatives as in the tools view, as pressures to follow norms for what 

is most appropriate standards to pursue limits their freedom. Another dissimilarity 

amid the two views is that in the tools perspective the problems is first located 

and then the search for a solution starts, as opposed to the symbol view where 

the solution arrives when someone in the organisation discovers a new standard 

and then a problem that needs solving is discovered. The diffusion of standards 
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results in many organisations discovering the same problems at the same time 

and tries to solve them with the same solutions.  

 

 

Chapter 5 Analysis of the institutionalization of CSR in organic fisheries 

 

5.1. The mechanisms driving the institutionalization of CSR in the salmon 
 farming industry 

 
 
Coercive, normative and cognitive forces are the drivers behind continuity and 

isomorphism in institutions. While coercive isomorphism is a result of pressures 

exerted on the company from its environment, normative forces drives 

companies towards similarity through professionalization and companies' need to 

be legitimized. Mimetic isomorphism stems from the tendency companies have to 

imitate other within their own organizational fields when faced with uncertainty 

(DiMaggio and Powell 1993).  

 

As argued by DiMaggio (1983, page 150), the three mechanisms of Institutional 

isomorphic change "are not always empirically distinct", and they should be 

regarded as complementary rather than exclusive (Scott, 2001). Following 

institutional theory, it is not possible to argue that only one of the forces drives 

the institutionalization of CSR in the organic salmon industry. Rather, an 

institutionalization should be regarded as a result of different forces working 

together to create an institutional shift.  

 

In the following chapter I will elaborate upon the three mechanisms of 

isomorphism as I analyze the institutionalization of CSR in the industry of farmed 

salmon.  As argued by DiMaggio and Powell (1983), I do not treat the different 

motivations as exclusive, but rather supporting each other. Consequently, the 

mechanisms working towards an institutionalization of CSR in the salmon 
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industry are overlapping. However, I have tried to structure the different forces 

into chapter in order to systemize the different topics. 

 

5.2. Pressure from stakeholders as a driver behind the    
 institutionalization of a new production method 

 

According to this view, organizations react out of an awareness of duty or what it 

is expected from them to do. In order to stay competitive it is important for the 

actors to do what is expected of the stakeholders in their environment. It is vital 

to attend to the stakeholders in order to not fall behind in the competition about 

market shares. The EU council communicated in 2002 its concerns about 

sustainable development in the aquaculture, and consequently a goal of 4 % 

annual growth was set for the sector. The development was thought to come 

from the farming of new species, in addition to production certified as organic 

(Pedersen, Larsen & Henriksen 2005). As the EU is one of the largest markets 

for Norwegian farmed salmon, it is paramount for Norwegian farmers to stay 

updated on the changes in the marketplace. Additionally, Norwegian farmers 

must stand up to the competition from other nations that have introduced organic 

farming, like Denmark, England, Germany and Sweden. Furthermore, the 

Norwegian government has come to the conclusion that Norway has fallen 

behind when it comes to the availability of organic food to the consumer. 

Consequently, the government has declared that it wishes a market share of 

15% for organic food within the year of 2020. Currently, the numbers are 1 to 3% 

of the total food production. 

(http://www.regjeringen.no/nb/dep/smk/dok/rapporter_planer/rapporter/2009/politi

sk-plattform-for-flertallsregjerin.html?id=579058).  

 

Organizations might involve in CSR activities based on a thought of corporate 

citizenship. This view claims that CSR involvement is “the right thing to do” 

because the firm is enjoying the benefits of serving as a community citizen and 

consequently has an obligation to give something back to the community (Laura 

http://www.regjeringen.no/nb/dep/smk/dok/rapporter_planer/rapporter/2009/politisk-plattform-for-flertallsregjerin.html?id=579058
http://www.regjeringen.no/nb/dep/smk/dok/rapporter_planer/rapporter/2009/politisk-plattform-for-flertallsregjerin.html?id=579058
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P. Hartman et al. 2007). Following this argument, the introduction of CSR in the 

farming of organic salmon can be regarded as a response to environments 

expectations of the company. As argued by Olesen (2008), involvement in 

organic farming demands dedication and patience from the farmer. It is a new 

way of producing and the farmer needs to have a motivation to take on such a 

project. In my interview I found that at the bottom of such a motivation laid a 

belief in the better good for the society.  

 

However, the borders between the economic and citizenship arguments become 

blurred and there is little debate today whether CSR is an important business 

strategy as it seeks to address the needs of its multiple stakeholders (Laura P. 

Hartman et al. 2007). As elaborated in the interview, the need to earn a profit is 

necessary in order to survive in the market place. An idealistic attitude towards 

doing what is best or society is not enough to keep the organic production alive.  

Consequently, it is vital that the organic production is a market strategy that 

positions the producers toward their competitors. The competitive aspect can 

thus be regarded as one of the drivers behind the institutionalization of CSR in 

the salmon industry. As the salmon is a standardized product, the industry is not 

very differentiated and the main competition has mainly been based on price 

(Perdersen & Henriksen 2005). With the development of a customers segment 

demanding organic products that are kinder to the environment, the human body 

and the animals involved, there is an opportunity for the producers to offer 

organic salmon as a differentiated product. Organic production is expected to 

have a yearly global growth of 15 - 20% from 2008 

(http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur). The firms 

that are already involved with an organic approach will have the first-mover 

advantage. Consequently, other firms will follow them in order to not be 

disadvantaged in the market positioning. 

 

The production of organic salmon increases as the producers discovers that 

there is a market for these differentiated products. If the fish can be labeled and 

http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
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marketed as food produced under conditions that are better for the environment it 

is possible for the salmon farmers to claim a premium price. The granting of five 

new licenses in the Norwegian salmon farming industry shows the increased 

attention of the production method 

(http://www.laksefakta.no/content/view/517/79/). The development is in 

accordance with the institutional theory argument, where followers imitate the 

first-movers because they dread the costs of not doing so (Bansal & Roth 2000).  

 

Normative pressure also triggers the organic salmon farmers' need to be 

legitimate within their environment. The manager I talked to expressed the 

importance of being respected by other organic parts of the distribution chain. 

They cooperated with other firms who adhered to an organic strategy, and 

created added value in each step of the line. The professional network they 

joined in together was a source of learning and consequently they shaped each 

other in the same direction of similar orientation towards their professional 

behavior. Normative pressure also works on the organic salmon producers in 

order to create legitimacy.  

 

A way to visualize the adherence to a social responsible strategy is through the 

certification.  When adhering to the rules of a certifying body, the products are 

labeled organic and thus are differentiated from competitive products. Through 

the visible sign of the label, the producers are able to communicate their socially 

responsible strategy to its environment. In the following section I further elaborate 

upon the elements of certification. 

 

5.3. Certification as a normative driver of institutionalization of CSR in 
 the farming industry 

 

Certification is not a standard that is forced upon the fisheries by law. However, it 

may be seen as a result of pressure applied on the fishery from its environment. 

 

http://www.laksefakta.no/content/view/517/79/
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As a result of stricter production methods it is more expensive to produce 

organically than conventionally. In order to regain the added production costs, it 

is necessary to claim a higher price for the salmon in the marketplace. As 

Terlaak (2007) argues, companies will comply with CMS standards only if it 

seems profitable to do so. The certifying standards may contribute to identify the 

best practices available and that are desired from the environment. The company 

itself does not have to investigate different business practices in order to 

organize itself effective, instead it can profit from the job done by the certifying 

body. When complying with the Debio framework, the fisheries are presented 

with a set of guidelines and rules they have to follow. The certification organ 

administers the framework, and desired forms for behavior are outlined. 

Consequently, the famers can save cost by adhering to the standard, as Debio 

already has done the compilation and codification of available best practices.  

 

Following Terlaak's argument, I presume that the fisheries will only involve in 

organic farming and certification activities if it is economically responsible to do 

so. Consequently, I draw the conclusion that organic production must bring a 

value to the farmers. 

 

The granting of the “Ø” label, which is particularly developed for organic 

products, rewards farmers that comply with the rules of organic production. The 

"Ø" is a symbol that customers use in their buying decision, and as mentioned 

earlier, the fish marked with "Ø" can claim a price 15% higher than the traditional 

salmon. As salmon is a standard product, it is difficult for the customers to detect 

the organic salmon from the conventional ones, thus the "Ø" is a "safety" mark 

for the consumer. The Debio offer third-party certification to firms that act in 

accordance with the outlined standards. The certified producers undergo annual 

surveillance audits in addition to surprise visits by Debio in order to ensure 

compliance (http://www.debio.no/text.cfm?id=208-0-152-1). 

 

http://www.debio.no/text.cfm?id=208-0-152-1
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As argued by Terlaak, CMS function best in situations where consensus about 

best practices is likely to be incomplete. Institutional fields that are likely to be 

characterized by a diffused conception about best practice for operating are 

recently emerged management fields. As the field is new, standards for how to 

do things are not yet developed and the actors in the field lack consensus about 

how to do things. Parallels can be drawn to the salmon farming industry in 

Norway where the organic production is a rather new experience. The field lacks 

R&D about how to produce most effective, and how to bring up fish with a 

superior quality (Olesen et al. 2008). When the information of organic production 

is sparse it is challenging to develop a framework that can be an international 

standard that all involved parties agree upon. Though the certification organ 

offers a set of rules to comply with, the framework is still under development, and 

the different international certification organs have various rules for organic 

production. The framework that is under development in Norway is part of a 

European standard, and the harmonization process is characterized by ethical 

dilemmas and questions 

(http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur). 

 

The road towards consensus may be demanding as it takes time to build up 

consent about what constitutes organic farming because mind frames might be 

opposed to change. Though the parties are colored by differences in 

organizational processes, technology and practices within organic farming, a 

certified management standard will guide cross-national behavior through a 

common framework (Terlaak 2007). In accordance with the theory of normative 

isomorphism, the diverse parties will become more similar as a result of the 

certification practice.  

 

As argued by Terlaak, parties from different cultural backgrounds can have 

differences in organizational processes, technology, and practices. In these 

situations CMS are helpful to guide cross-national behavior by a standard. An 

international framework that producers from different nations can comply with is 

http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
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important for Norway as en exporter of fish. The consumers in the importing 

countries will then have the possibility to make a qualified choice when they see 

the certification label, as it is a known standard.  

 

5.4. How the regulative force influences fisheries   

 
The aquaculture framework is subject to the Norwegian legislation. The 

regulative framework defines the rules that farming has to be executed in 

accordance to, and also defines the rules for fines and inspections. The 

supervisory organ has the right to visit the site and gives fines if the farmers do 

not comply with the rules (http://www.fiskeridir.no/akvakultur/lov-om-

akvakultur/aquaculture-act). It is widely recognized that penalties and legal costs 

influence the compliance with governmental legislation (Ransal & Roth 2000). 

When the salmon farmers introduce organic farming, it puts higher requirements 

in their production than what is expected from them from the government. The 

conventional industry is a subject of critique from NGO's in its environment, and 

the problems in the industry are on the agenda of the Norwegian government. 

Consequently, actions taken by the government to reduce the problems in the 

industry can be expected, and the results will influence the operation of the 

fisheries. Organic farming can be a way to keep ahead of governmental fines, 

always claim legitimacy by staying ahead of potential new legislations from the 

government. Instead of waiting for the initiatives to be forced upon them by 

regulation and thus motivating a change through a coercive force, the initiatives 

are taken by the fishery itself and innovations come from the farmers instead. By 

innovating, the organic fisheries also claim legitimacy toward the government. In 

Norway, R&D licenses are granted organic farmers in order to do research within 

alternative methods for breeding and treatment of problems like diseases 

(http://www.rbnett.no/article/20080408/lokalnytt/449502337/1085). 

 

 An example is the research on the use of wrasse as a biological method to 

defeat salmon lice. The salmon lice are causing the Norwegian farmers great 

http://www.fiskeridir.no/akvakultur/lov-om-akvakultur/aquaculture-act
http://www.fiskeridir.no/akvakultur/lov-om-akvakultur/aquaculture-act
http://www.rbnett.no/article/20080408/lokalnytt/449502337/1085
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losses as the fish is destroyed from the lice. Also, the lice is infecting wild stocks 

and threatening their existence. The use of wrasse is an effective way to fight the 

problem, however, the use of it is demanding and the facilities have to be 

adjusted to also fit the needs of the cleaner fish. According to my source in the 

organic fishery, the utilization of wrasse and a reduced number of fish in the 

cages, made the transmission of diseases in general lower than in conventional 

farming. 

 

The traditional treatment to defeat the problem is to bathe the fish in a mixture of 

antibiotics, or to add antibiotics to the feed. However, the fish has developed 

resistance to the treatment, and a final solution is still not found.  

(http://www.forskningsradet.no/servlet/Satellite?blobcol=urldata&blobheader=app

lication%2Fpdf&blobheadername1=Content-

Disposition%3A&blobheadervalue1=+attachment%3B+filename%3Dmiljø.pdf&bl

obkey=id&blobtable=MungoBlobs&blobwhere=1231449132418&ssbinary=true). 

 

The development of an alternative method to treat the fish from the disease 

came from the fisheries themselves, instead of waiting until new rules were 

forced upon them. That way, the farmers themselves are part of the decision-

making process of what works for them and what a profitable solution is, and at 

the same time they claim legitimacy by being result oriented and caring for the 

environment. 

 
The development of certification organs that evaluate organic fisheries is in both 

the consumers‟ and the fisheries‟ interest. An established set of rules enables the 

actors the option to comply with certain standards, which if they do enables them 

to communicate that they in fact are compliant with these standards and thus 

produce a premium product. The customers know what to expect from the label, 

and the stakeholders in their environment credit the fisheries for their effort.  

 
Debio's framework for organic production is in accordance with the rules outlined 

by the Norwegian government. The term organic is protected meaning that 

http://www.forskningsradet.no/servlet/Satellite?blobcol=urldata&blobheader=application%2Fpdf&blobheadername1=Content-Disposition%3A&blobheadervalue1=+attachment%3B+filename%3Dmilj%C3%B8.pdf&blobkey=id&blobtable=MungoBlobs&blobwhere=1231449132418&ssbinary=true
http://www.forskningsradet.no/servlet/Satellite?blobcol=urldata&blobheader=application%2Fpdf&blobheadername1=Content-Disposition%3A&blobheadervalue1=+attachment%3B+filename%3Dmilj%C3%B8.pdf&blobkey=id&blobtable=MungoBlobs&blobwhere=1231449132418&ssbinary=true
http://www.forskningsradet.no/servlet/Satellite?blobcol=urldata&blobheader=application%2Fpdf&blobheadername1=Content-Disposition%3A&blobheadervalue1=+attachment%3B+filename%3Dmilj%C3%B8.pdf&blobkey=id&blobtable=MungoBlobs&blobwhere=1231449132418&ssbinary=true
http://www.forskningsradet.no/servlet/Satellite?blobcol=urldata&blobheader=application%2Fpdf&blobheadername1=Content-Disposition%3A&blobheadervalue1=+attachment%3B+filename%3Dmilj%C3%B8.pdf&blobkey=id&blobtable=MungoBlobs&blobwhere=1231449132418&ssbinary=true
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producers of organic food have to comply with the Norwegian legislation 

regarding organic production (http://www.debio.no/_upl/vedtekter.pdf). It is a 

framework that has to be followed in order to be classifies as an organic 

producer. However, the organic aquaculture is not part of the Governmental 

legislation. Debio offers the organic salmon producers to get certified based on a 

private legislation developed by the certification organ. The farmer make an 

application to become a member of the certification organ, and once the 

producer is accepted by Debio, it is submitted the organ's control function. 

Supervision happens on a yearly basis, and the visits are unexpected. Non-

compliance can result in the loss of the organic status. 

 

The certification organ limits the methods for production to what is socially 

responsible. The organ outlines production methods that are in the best interest 

for the environment, the fish, and the heath of the consumers. When applying the 

framework to the production, the farmers follow the same set of rules. 

Consequently, their production methods are similar, and the salmon they 

produce should then be the same product. By following a framework that has the 

execution of social concern as its main focus, the regulative force pushes the 

farmers towards homogenous production characterised by CSR concerns. 

 

Porter & van der Linde (1995) argue that it might be profitable for the companies 

to have an environmentally friendly profile. Innovations that triggers a more 

effective production method can do good for both the company and the 

environment, and it does not have to be a trade-off where environmental 

standards are forced upon the companies by the government, while the 

companies on their side try to fight off the standards. A reason behind the 

organic fisheries‟ innovation within the field is to be able to supply a new market 

segment that is ready for product differentiation. However, the production is more 

expensive than traditional, and the environmental concerns cost the fisheries 

(Olesen et al 2008). Research and development trigger solutions that make the 

production more effective and consequently it can compete more with the 

http://www.debio.no/_upl/vedtekter.pdf
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traditional approach. If the challenges of converting to organic production are 

perceived as affordable, and the social gains are demanded from both 

consumers and the government, a social strategy is more attractive to the 

farmers. More research is necessary in the field to make organic salmon 

production more effective, consequently it might be possible to offer the 

customers organic salmon to a better price and make the product more available.  

 

However, managers do not go with the strategy, as they are not aware of their 

possibilities. Managers have limited time and information and consequently they 

do not explore innovative solutions that might be more environmentally friendly 

(Porter & van der Linde 1995). To pursue the authors‟ argument, regulations are 

necessary to introduce a greener method such as an organic approach in the 

fisheries. As the field is still lacking R&D it is vital that the government stimulate 

the organizations to innovate and improve technology 

(http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur). 

 

5.5. How the mimetic force influences fisheries 

 
When a situation is characterized by uncertainty, or new technology is poorly 

understood, isomorphic change can occur as a result of companies' imitation of 

each other. To reduce the risks by being the first mover, and to legitimize 

themselves, companies can copy other successful competitors (DiMaggio & 

Powell 1983). In the organic salmon industry, the use of wrasse as a cleaning 

fish is an example. The method is the only biological means to fight the problem, 

and the organic industry has developed a great competence within the use of the 

fish. When the fish is used correctly, it is the gentlest method for the environment 

to fight the problem. While the salmon lice have developed resistance towards 

different kind of artificial treatments, the wrasse has showed itself effective. As 

the problem with lice has increased, the use of wrasse has been spread. 

However, the use of the cleansing fish is difficult, and in order for it to be a 

http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
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successful method, proper education in the use is necessary 

(http://www.imr.no/filarkiv/kyst_og_havbruk_2009/Kap_3.6.4.pdf/nb-no). 

 

The problem is not solved for the conventional fisheries, while the organic has 

learned from each other and are not bothered from the disease which cost the 

traditional farmer great losses in these times. Faced with the uncertainty of this 

situation, and when a solution for how to get rid of the problem still is not found, 

the conventional farmer may look in the direction of the organic farmers, and 

mimic their solution to the lice problem. Consistent with the institutional theory, 

mimetic isomorphism may lead traditional producers to enhanced legitimacy from 

their environment if adopting the organic approach to the problem.  

 

5.6. The situation in Norway 

 

The reasons for Norwegian companies to engage in corporate social initiatives 

are part of the North European tradition and stems from governmental 

regulations, and an implicit form of CSR is considered as the dominating 

concept. Implicit CSR is understood as the tradition of formal and informal 

institutions that agree upon and assign responsibility to the corporations instead 

of the corporations taking the initiative themselves, as is the case for the explicit 

American form. The explicit form of CSR is characterized by a self-driven 

voluntary interest in CSR from the corporations on different parts of society 

(Beckmann et al 2006). 

  

Following this line of argument, Norwegians farmers should only produce 

organically if it was imposed on them from the government. Compliance to an 

organic certification standard is voluntary, and the choice to become certified is 

thus more in accordance with the explicit form of CSR that is considered as 

dominating American firms, where social responsible initiatives are done on a 

voluntary basis rather than a result of governmental influence (Beckmann et al 

2006). A reason behind the social responsible initiative might be that the 

http://www.imr.no/filarkiv/kyst_og_havbruk_2009/Kap_3.6.4.pdf/nb-no
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transparency in society is increasing and consequently also Norwegian firms 

change towards a voluntary and explicit approach towards CSR as a result of 

pressure from the different stakeholders in the environment. According to 

institutional theory, it is a normative isomorphism working on the farmers when 

an organic approach is taken and CSR is introduced to the firm.  

 

Another characteristic of the explicit form is that the financial aspect is a 

motivator and a driver to a higher degree than in the implicit form. In order to 

survive, the fisheries need to earn a profit. It is important to follow the market 

trends in order to not get lost behind competitors. According to my source in the 

business of organic salmon, a basic reason for operating the business was the 

profit motive. He stated that it was vital that the company could have a social 

profile that supported the economic sustainability of the company. Also, the 

corporate social strategy developed in the firm was a result of a genuine interest 

in preserving the environment, enabling the fish to welfare, and supply customers 

with quality products. 

 

72% of Norwegian leaders expect that CSR as a competitive tool is to increase in 

the years to come (Argument gruppen 1993). Thus, an organic production must 

be considered as a competitive strategy. The approach is attractive as a strategy 

because it is a trend developing in the society. There is an uncertainty related to 

what competitors do to meet this trend, and it is vital not to be left behind when 

competitors innovate their production methods to include organic farming. To 

decrease the uncertainty, the fisheries need to position themselves favorable 

towards the competitors, and use values that are important to the stakeholders in 

order to shape the corporate identity as an environmentally responsible firm. 

Organic production may be a way to reduce the uncertainty, and provide the 

companies with a more diversified product range ready to serve the new needs 

of the market. 
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It is expected that big corporations take responsibility as they have an economic, 

political and social power (Elizabeth C. Kurucz et al. 2008) and consequently 

organic fishing might be a way to legitimate their existence, a way of saying that 

the company takes its customers and social responsibility seriously.  

 

5.7. How the institutionalization and deinstitutionalization of a 
 management standard happens 

 

As farmed salmon is a relatively new product, producers have until recently 

primarily focused on reducing production costs rather than differentiating 

products. As Olesen et al. (2009) argues, “Knowledge of other food products 

indicates that when production methods become standardized and there is less 

to gain from reducing costs, producers typically start differentiating their 

products”. Following this argument, there is reason to believe that differentiation 

strategies will emerge in the salmon farming industry, as the companies sooner 

or later will be as cost efficient as technology and production allows for. Organic 

production might be one of the forms of competitive strategies that will enable 

fisheries to be able to sell their products at higher gains. 

 

Like all other organisations, organic fisheries have to organise in a way that 

make them effective. According to Røvik (1998), effectiveness is vital in order to 

be legitimate. When an organisational design is chosen, alternative ways of 

designing are evaluated according to their possible outcome. Organic production 

is chosen as the decision makers think of it as the most beneficial alternative for 

the organisation. In an environment characterized by the consumer trends and 

competitor‟s actions both preoccupied with organic products, organic farming is 

seen as the most effective alternative. If the organic fisheries succeed, it is likely 

that others within the same industry follow, and thus a new institutional standard 

has developed.  
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Conventional farming is still dominating the salmon industry, and therefore I 

make the conclusion that the method is still regarded as the best in class when it 

comes to fish farming. However, a yearly increase of 15 - 20% is expected from 

2008. Supported by Røvik's tool view, the conventional standard will loose its 

image as best practice if the industry no longer finds it effective. As innovation 

and improved productions methods are developed within organic fisheries, the 

method might challenge the conventional production's reputation as best in class. 

Results and experiences from organic production in general show that it often 

influences traditional production by making it friendlier towards the environment 

and the animals involved. An increased commitment to organic farming can 

influence the conventional producers to implement solutions developed for the 

organic farming in their production 

(http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur).  

 

In Norway, only two actors produce organically. However, in 2009 three new 

fisheries were given a license to produce organic fish from the Norwegian 

Directorate of fisheries (http://www.fiskeridir.no/akvakultur/tildeling-

matfisktillatelser-2009). The augmentation in organic fisheries shows the 

increased interest for the organic method in the industry. The organic production 

is seen as an appropriate method as it works for the competitors and thus other 

fisheries adopt the technique as best practice.  

 

The increase in licenses and operators of organic production is a signal that the 

method is expanding as best practice. Though the conventional farming still is a 

leader in the market, it is vital that companies considered the practice in order to 

meet the demand from customers and other stakeholders. If organic production 

is an approved standard of the institutions in the fisheries' environment, such as 

competitors, government and customers, it is a good reason for conventional 

fisheries to consider the method as the next best practice in organising the 

company to be as effective as possible.  

 

http://www.nofima.no/marin/forskningsomrade/okologisk-akvakultur
http://www.fiskeridir.no/akvakultur/tildeling-matfisktillatelser-2009
http://www.fiskeridir.no/akvakultur/tildeling-matfisktillatelser-2009
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As organic fisheries develop and thrive, the knowledge of best practice will be 

established as the actors‟ experience of what is effective and not. The methods 

that are most effective with regards to social responsibility will be incorporated in 

the certification organ's framework. If the methods show efficiency, the traditional 

farmers might implement parts of the organic ways that it finds effective and 

finally make a shift to organic farming (Olesen 2008).  

 

Some of the challenges with organic farming are to find successful production 

techniques. It is vital to find possible natural additives that make the meat red 

and fresh, as that is what the consumers want. If the organic business does not 

develop new methods and ways to attract more customers, the niche might not 

be attractive or possible to defend financially. Thus, innovations are necessary 

for the industry. Also, as new innovations are implemented and prove themselves 

functional, the innovations might spread to the conventional parts of the farming. 

If the organic production shows itself more effective than traditional farming, it 

might take over for the traditional.  

 

5.8. CSR as a fashion fad within the organic industry of organic salmon 

 
 
“The term management fashion refers to the way that companies and the people 

who work for them seem eager to adopt and hype every next organizational 

improvement program in lemming-like manner, and then drop it for yet another 

one without any real sense of follow-through” (Guthey, Langer & Morsing, 2006, 

page 45). 

 

The magazine “The Economist” has over the past ten years dismissed CSR as 

waste and yet another fashion fad that distracts companies from their core role 

that is to produce goods and services in a profitable manner. The magazine 

claims that CSR has become big business itself, inspiring the growth of 

consultancy firms eager to advice clients on CSR issues, and stimulating the 
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emergence of educational programs dedicated to the discipline. CSR is also 

criticized for reducing the welfare in third world countries as the prices rise 

accordingly with the costs of confirming to international standards, and that the 

initiatives thus make the market unfair for developing countries (Guthey, Langer 

& Morsing 2006). 

 

There is a tendency in business schools and in the corporate world to divide 

between management fashion and the “real business”, with a fear that by calling 

a management tool a fashion it thereby defines the tool as not serious, not 

working and that anyone that uses it forgets about improving the bottom line 

(Guthey, Langer & Morsing 2006). However, Abrahamsen argues that 

management fashions happen with the emergence of gaps between currently 

fashionable techniques and the tasks to be performed by managers, and to fill 

these gaps new ideas about efficient management surface. He further argues 

that management fashions are precisely about the appearance of rationality, 

efficiency, and progress. Organic production has emerged as a result of 

opportunities in the fisheries' environment. The salmon is a standard product and 

the conventional farming has been the dominating management practice since 

the farming of salmon started. With the emergence of new segments demanding 

products that are kinder to the environment, the fish and the human body, a gap 

evolved between the established management practices and the need of the 

stakeholders. In order to fill the gap, an opportunity to differentiate the production 

opened up, and organic production established itself as an alternative 

management practice. In order to convince managers to implement them, the 

management fashions have to prove themselves as better ways to improve 

shareholders values, that is, more efficient than established procedures.  

 

The argumentation of CSR as a management fashion can be related to Røvik's 

view about how organizational standards are institutionalized and 

deinstitutionalized. If organic production is effective for the fisheries, the standard 

is adopted and consequently it is a management fashion. However, when is the 
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line crossed for what is a fashion and what is established for good? If the 

effectiveness does not fade due to developments of new organizational 

standards, and the needs of the fisheries do not change, then organic farming 

will continue to "be in fashion" e.g. be the management tool that still is most 

effective and consequently is used and adopted by more companies. The 

method will not go out of fashion, or be deinstitutionalized before is stops to be 

effective or the needs of the fisheries change so that the organic production 

methods are no longer applicable in order to operate effectively. 

 

CSR has gained acceptance both as a concept and as an operational practice 

around the world (W.C. Friedrick 2008). A challenge facing the world community 

today is to combine the need of business with the needs of the greater society. 

While some management systems disappear in business as soon as new better 

practices arrive (Røvik 1995), social responsibility are likely to stay in fashion as 

it is necessary to be more considerate of the consequences business has on the 

environment. As organic farming is taking these concerns into consideration and 

aim to produce in a way that is sustainable for the environment as well as for the 

business, I draw the conclusion that CSR is a management standard that will 

stay in fashion. 

 
 

Chapter 6 Conclusion 

 
CSR is introduced in a firm when the decision makers determine to engage in 

activities that are for the better good of the society the firm operates in. The 

environment for doing business changes and the companies have to keep up 

with the changing trends. Drawing on the theoretical framework of Dyllick & 

Hockerts (2002), companies have to control economic, environmental and social 

capitals in order to survive in the future. As the world becomes more 

industrialized and more production focused, the environmental concerns have to 

be taken seriously as the world faces serious climate challenges (W.C. Frederick 

2008).  
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As a result of the climate challenges, I believe that governmental influence will be 

important to make sure that fisheries take their responsibility towards their 

environment seriously. The reason behind this argument is that Norwegian 

fisheries have the tradition of complying with the rules set by the government, 

and they do not take an extra initiative beyond the legislation. Consequently, I 

believe that the coercive force will be an important driver behind the 

institutionalization of CSR in the organic salmon industry.  

 

Furthermore, I believe that the normative force will gain influence as the demand 

for organic salmon increases, and the fisheries realize that it is possible to both 

be more environmentally friendly, and make a profit by differentiating their 

salmon through organic certification (ref. the increase in organic production 

licenses in Norway). The mimetic force will then contribute to the normative force 

as a driver, as it reduces the uncertainty by approaching a new production 

method by basing the operation upon other actors in the organizational field that 

has experienced success with organic production. 

 

As argued in the previous chapter, I believe that corporate social responsibility is 

more than another management fashion. In this thesis I find that there is a link 

between the business of organic salmon production and society. The forces that 

drive the institutionalization of corporate social responsibility in the salmon 

farming industry put pressure upon the firms in different ways.   

 

The managers in the salmon farming industry need to recognize environmental 

improvement as an economic and competitive opportunity, not as an annoying 

cost or an inevitable threat  (Porter & van der Linde 1995). According to the 

Institutional view, a business strategy is dismissed when it looses its 

effectiveness. Consequently, CSR must lose its effectiveness as a business 

strategy in order to be dismissed. However, it might be a part of the solution. 

Maybe it stops being something that managers introduce to their firms just as a 

business strategy, and rather it is imposed by the government. It might be that for 
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companies to start being more responsible for the better good of society, social 

responsiveness becomes a presumption to operate, and something every 

company does because the law requires it.  

 

The ambition for this paper was to investigate if the industry of farmed salmon 

experienced an institutionalization of corporate social responsibility. Still, CSR as 

a concept is not agreed upon and there is no common definition to use when 

explaining the term. Additionally, the aquaculture industry does not have a 

common set of rules guiding organic production. Though an international 

framework is under development, the international organic production in general 

has a set of different certification standards. However, it is difficult to develop a 

common standard when there is lack of knowledge about the organic principles. 

It is difficult to secure the welfare of the salmon when the knowledge of 

physiological and behavioral needs is low. Other dilemmas connected to the 

ethical challenges regard the feed and which fish stocks it should come from as 

well as the dilemmas of cannibalism, the treatment of diseases, the use of color 

additives in the feed, and the use of artificial lightning (Olesen et al 2008). 

 

The analysis left me with two unsolved issues. On the one hand there is the lack 

of a common understanding of what defines corporate social responsibility, and 

on the other hand there is a lack of a common agreement and understanding 

between the different parties in the industry of what constitutes the organic 

principles. Based on these unsolved challenges, I find it difficult to conclude 

whether or not CSR is institutionalized in the salmon farming industry. 

 

However, the research of this paper shows that there is a tendency spreading in 

the industry towards a more socially responsible approach as the numbers of 

organic producers is increasing. Furthermore, I have outlined the drivers towards 

an institutionalization of CSR, pointing out the forces that drive the fisheries 

towards an organic approach and how different isomorphic forces drives an 

homogenization process within the field. 
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In order to get closer to the conclusion of my research question, additional 

investigation has to be conducted within the field. As for now, there are few 

investigations done on the subject. More complete reports on the subject could 

further investigate what it takes to motivate salmon producers to get involved in 

organic farming. Understanding the motives is important for two reasons. First, 

knowledge about motivations could help to predict a socially responsible 

behavior, like if the majority of the farmers only react with a more socially 

responsible behavior to meet legislative requirements. If that is the case, salmon 

producers will only engage in the initiatives driven by a regulative force. Second, 

an understanding of motivations could define the importance of legislation versus 

market measures and voluntary measures. Consequently the effort could be 

intensified on those mechanisms that are the most important drivers of organic 

initiatives. 
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