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Abstract The highly globalized and competitive nature of the shipping industry poses
serious governance challenges. Recently, the use of voluntary measures, such as
corporate social responsibility (CSR) initiatives, has been explored in terms of moving
towards environmentally and socially responsible as well as safe shipping industry
practices. Limited attention has been paid on the role of stakeholders such as con-
sumers, employees, NGOs, and academia in pressuring the shipping industry towards
greater environmental and social responsibility. Here, by applying stakeholder theory
and drawing on examples of already materialized stakeholder actions and multi-
stakeholder initiatives, we study the potential ways that stakeholders can promote
CSR in the shipping industry: we explore the resource dependencies between stake-
holders, the stakeholder influence strategies, and the importance of multi-stakeholder
pressure. We show that stakeholders can gain more power by using indirect strategies
such as working via and/or in alliances with NGOs, trade unions, banks and financers,
and/or different national or international regulatory bodies, as well as with the industry
itself. Our results reveal the potential of multi-stakeholder pressure and action to
promote the adoption of CSR activities, support the transparency, legitimacy, and
enforcement of the practices, as well as widen the scope and focus of CSR initiatives
and practices by focusing on a broad range of social and environmental issues. Finally,
stakeholder pressure can push towards improved regulations. The study suggests that
increased attention needs to be paid on the multi-stakeholder demands, especially
considering the accentuated importance of effective maritime governance in the future.
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1 Introduction

The shipping industry is a highly globalized, competitive, and dynamic industry: global
shipping transports around 90% of world trade (ICS 2014). However, the various
environmental impacts of the shipping industry are severe, including air pollutant
emissions (such as sulfur and nitrogen oxides and carbon dioxide), oil and chemical
cargo discharges, and litter, sewage, and invasive species in ballast water (Andersson
et al. 2016). Furthermore, the industry is characterized by the wide abuse of maritime
policies with the use of flags of convenience to avoid national or regional regulation
such as Flag State Control measures, tax evasion and the use of tax havens, and the
inadequacies and abuse of Port State Control measures. All of these have further
contributed to reduced safety levels of shipping activities, social problems such as poor
working conditions, and high environmental impacts and risks (Kuronen and
Tapaninen 2009; Roe 2008; Sampson and Bloor 2012).

International maritime policies and regulations are mainly set by the United Nations’
International Maritime Organization (IMO) and entered into force by nation states. The
principle IMO conventions in terms of safety and the environment include the Interna-
tional Convention for the Prevention of Pollution from Ships (MARPOL), the Conven-
tion for Safety of Life at Sea (SOLAS), and the International Convention on Standards
of Training, Certification and Watch keeping for Seafarers (STCW). However, the IMO
regulatory framework has been increasingly criticized for its ineffectiveness in address-
ing the environmental impacts or the social problems of shipping, such as labor rights
issues, as well as ensuring safety at sea: these have remained as static, top-down policies,
and too slow to react to changes in the industry (Roe 2013; Kuronen and Tapaninen
2009). For example, the ratification processes of IMO conventions are slow or the
conventions are not entered into force due to insufficient ratification among the member
nations (Lister et al. 2015). In addition, there is a lack of clear enforcement of the
adopted regulations (Det Norske Veritas 2014).

As a response to the failure of IMO regulation, various means to improve safety and
to reduce the environmental impact of shipping have been proposed. Kuronen and
Tapaninen (2009) projected a need to change the whole safety regime. Roe (2008,
2013) proposed developing a maritime governance system towards multi-level or
polycentric governance, and Haapasaari et al. (2015) discussed the potential of a
regional risk governance framework in enhancing safety.

Several authors have discussed the role of self-regulation and voluntary actions, such
as corporate social responsibility (CSR) practices, in the shipping industry (Fafaliou
et al. 2006; Wuisan et al. 2012; Yliskylä-Peuralahti et al. 2015). CSR activities are
voluntary initiatives that provide industries and companies with one way to account for
environmental and social issues in their economic activities (Aguilera et al. 2007;
Aguinis and Glavas 2012; Dahlsrud 2008; McWilliams et al. 2006). Compared to
land-based industries, the role of CSR practices has remained limited in the shipping
industry (Det Norske Veritas 2014; Lister et al. 2015; Yliskylä-Peuralahti and Gritsenko
2014).
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There is a lack of comprehensive analyses in the literature on the potential ways to
initiate the use and adoption of CSR practices in the shipping industry. While some
studies have examined the role of industry alliances (Lai et al. 2011; Poulsen et al.
2016), the role of stakeholders from outside the industry, including, NGOs, media,
consumers, and local communities in pressuring the shipping industry, has largely been
neglected. At the same time, tighter co-operation between the different stakeholders in
the shipping industry as well as extending and deepening stakeholder involvement in
maritime governance is considered necessary (Roe 2013; UNCTAD 2015; Yliskylä-
Peuralahti and Gritsenko 2014). The aim of this paper is to examineand discuss the
potential of multi-stakeholder alliances between both the primary stakeholders (often
financial such as shareholders, employees, or customers) and secondary stakeholders
(often non-financial such as NGOs, media, and consumers) to promote CSR in the
shipping sector. Here, we place particular emphasis on the resource dependencies
between stakeholders, stakeholder influence strategies, and the importance of multi-
stakeholder pressure and co-operation. The potential role of the scientific community in
the process is discussed.

The paper is based on an extensive literature review. To examine the potential ways
in which stakeholders can promote CSR in the shipping industry, we utilize stakeholder
theory as an analytic tool. Originated by Freeman (1984), the theory provides a
framework for exploring how stakeholders influence firms. Stakeholder theory allows
for a new and original way of approaching the question of how stakeholders can gain
influence over the shipping industry: we consider the role and influence of stakeholders
in the shipping sector in terms of resource dependence (Frooman 1999), search for the
key dependencies and communication paths among them, and examine the role of both
primary/financial and secondary/non-financial stakeholders. Based on the results, we
suggest novel steps for promoting CSR in the shipping sector.

In Sect. 2, we introduce the concept of corporate social responsibility, which has
only recently gained some ground in the shipping industry. In Sect. 3, stakeholder
theory is applied to identify the potential direct and indirect strategies for stakeholders
to pressure industries and corporations into adopting environmentally and socially
responsible practices. In Sect. 4, by applying stakeholder theory to the shipping
industry, we synthesize and analyze a range of already materialized voluntary
stakeholder-driven measures and multi-stakeholder initiatives in the industry. In Sect.
5, we summarize the roles of different stakeholders and bring forward the potential
significance of multi-stakeholder pressure. Finally, in Sect. 6, we provide a route map
for further actions and discuss the benefits and limitations of stakeholder participation
in developing CSR initiatives in the shipping industry. Section 7 identifies the future
research needs and the growing importance of voluntary stakeholder-driven measures
in promoting environmental and social responsibility in the shipping industry.

2 Corporate social responsibility and the shipping industry

2.1 Corporate social responsibility

The use and implementation of CSR practices in different industries has been widely
studied (Aguilera et al. 2007; Aguinis and Glavas 2012; Dahlsrud 2008; McWilliams
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et al. 2006). The theoretical perspectives on the use of CSR are varied and have
changed through time and space (McWilliams et al. 2006), and no clear-cut definitions
exist for CSR. Most commonly, however, CSR is defined as situations where corpo-
rations engage in voluntary actions going Bbeyond compliance^ or regulations by
actively incorporating social and environmental concerns in their business operations
(McWilliams et al. 2006).

In addition to various international, national, or industry-specific guidelines, such as
the United Nation’s (UN) Global Compact or the Organization for Economic Co-
operation and Development (OECD) Guidelines for Multinational Enterprises, CSR
methods and initiatives often include financial drivers, environmental and social
standards/certifications, and the forming of business associations (Ranängen and
Zobel 2014).

Land-based industries with extensive environmental and social impacts, such as the
extractive industries, clothing and retail industries, or chemical production, have been at
the forefront in developing CSR practices. Land-based industries have often adopted
formal written codes of environmental and social responsibility. Some of the most
comprehensive CSR practices can be found in the oil and gas industry, but the forest
industry is also guided by various initiatives such as forest certifications and eco-
labeling (Ranängen and Zobel 2014; Sharma and Henriques 2005). Brand retailers such
as Walmart and Unilever have recently emerged as CSR leaders (Dauvergne and Lister
2013).

2.2 CSR in the shipping industry

The role of self-regulation and the adoption and implementation of CSR activities in
improving safety and reducing the environmental impact of shipping has gained
increasing interest among the different actors in the shipping industry, as well as in
academia (Acciaro 2012; Kunnaala et al. 2013; Poulsen et al. 2016; Yliskylä-Peuralahti
et al. 2015).

In general, environmental and social responsibility in the shipping industry has been
found to be motivated by the need to comply with existing and possible future
regulations, but also the desire to identify efficiency gains with the use of environmen-
tal strategies as well as the goal to gain competitive advantage by establishing a green
image (Acciaro 2012). A socially responsible shipping company here refers to a
company that actively incorporates social and environmental concerns in its business
operations and that, in addition to the financial stakeholders, such as ship owners,
shareholders, ports, customers, financers, insurers, and classification societies, also
pays attention to the interests of the non-financial stakeholders, such as different
environmental and societal stakeholder demands.

However, there are several limitations to the use and effectiveness of CSR practices.
Some CSR activities have been considered merely as forms of green-washing, i.e.
the gap between concrete actions and symbolic Bgreen^ talk (Lyon and Montgomery
2015), as well as the extent to which CSR practices have been effective in changing
industry practices, has remained unclear and is continuously debated (Aguilera et al.
2007; McWilliams et al. 2006; Ranängen and Zobel 2014). Similarly, in the shipping
industry, the extent to which companies have understood the benefits of CSR practices,
as well as the extent to which these can be beneficial, for example, in increasing safety
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or protecting the environment, is not always clear and there is limited empirical data on
the benefits of CSR for shipping businesses (Fafaliou et al. 2006).

The highly globalized, dynamic, and competitive nature of the shipping industry
poses significant challenges to the adoption and implementation of the CSR- frame-
work: due to the highly competitive environment, shipping companies tend to seek
short-term profit, whereas engaging in CSR activities generally produces economic,
social, and environmental value in the long term (Kunnaala et al. 2013). Furthermore,
both the geographical and regulatory context makes CSR implementation complex. In
general, CSR practices in shipping have been found easier to implement in countries
and regions where strict regulations and high environmental standards already exist
(Yliskylä-Peuralahti et al. 2015).

There are also differences between shipping and operation types. For example,
quality standards for oil and chemical tankers are more stringent than those for
container or dry bulk ships, and they undergo a number of quality inspections such
as classification, port inspection, and vetting practices, where the higher tanker safety
standards have led to significant reductions in oil spills (Poulsen et al. 2016). Oil spills
are immediately visible to the public, and these improvements are generally considered
as the results of joint action between the public, policymakers, and cargo-owners driven
by high media visibility (Poulsen et al. 2016).

While oil spill prevention has largely remained the only concern in terms of tanker
shipping, the container sector has focused on a wider variety of environmental issues
(Poulsen et al. 2016). However, the environmental impacts of dry bulk shipping,
including CO2 emissions, invasive species, or the scrapping of vessels, have
remained less visible and have been considered largely neglected by the industry,
regulators, and public attention (Poulsen et al. 2016).

In addition, even though CSR practices have largely been motivated by the possibility
to gain competitive advantage by paying attention to the environmental impacts of the
industry, limited attention has focused on the different social issues, including safety at work,
labor rights issues, customer relations, the impact of shipping on coastal communities, and
the increased transparency of operations (Acciaro 2012; Det Norske Veritas 2014; Roe
2013; Yliskylä-Peuralahti et al. 2015). Even though different forms of international legisla-
tion already exist in terms of, for example, increasing the safety of shipping crew, such as the
IMO SOLAS (International Convention for the Safety of Life at Sea) Convention, there is a
lack of clear enforcement of these practices (Det Norske Veritas 2014).

Stakeholder participation has been emphasized in the various definitions of CSR
(Dahlsrud 2008), and it is argued that in order to understand the full societal benefits
and implications of the use of CSR, more attention needs to be paid to the role of
different stakeholders (McWilliams et al. 2006). Shipping has generally been consid-
ered as a business-to-business industry, where non-financial stakeholders have limited
influence on industry practices (Acciaro 2012; Poulsen et al. 2016). However, the role
of both industry stakeholders and the different secondary/non-financial stakeholders in
demanding safe and sustainable shipping practices is increasingly emphasized, for
instance by calling for a multi-stakeholder approach and effective data collection,
sharing, and dissemination in the shipping industry in order to enhance sustainable
maritime transport (UNCTAD 2015).

Roe (2013) argues that the range of stakeholders needs to be extended in improving
shipping governance, including the media, politicians, and various interest groups.
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Similarly, Haapasaari et al. (2015) have argued for regionally effective proactive
maritime safety governance based on wide-ranging stakeholder participation, and
according to Yliskylä-Peuralahti and Gritsenko (2014), there is a need to broaden the
scope of governing actors and governing instruments, and for closer cooperation and
commitment of different stakeholders in governing the shipping industry. By analyzing
the different influence strategies and relationships of resource dependence between
stakeholders, this study explores the potential of stakeholder alliances to gain influence
over industry practices and highlights the opportunity of multi-stakeholder pressure to
improve and pressure the shipping industry into incorporating greater social and
environmental responsibility in its actions.

3 Stakeholder management theory

Stakeholder theory can be used to identify different stakeholders inside and outside a
firm that influence the firm and to explain the types of influence that the different
stakeholders exercise over the firm’s sustainability practices (Freeman 1984; Frooman
1999; Phillips et al. 2003). Stakeholders are generally classified either as primary
stakeholders, who are engaged in a formal relationship with the firm (e.g., share-
holders, employees, suppliers, customers, and government bodies) or secondary
stakeholders, who have no formal relationship with the firm (e.g., media, NGOs,
citizens, and the local community) (Clarkson 1995). Even though the latter (often non-
financial stakeholders) have largely been considered as secondary by managers in the
past, these groups are now becoming more salient in terms of assessing the social and
ecological impacts of business (Sharma and Henriques 2005). The theory focuses on
balancing stakeholder interests given the extent of the impact on stakeholders and
their influence, i.e., based on criteria rather than seeking balance in a strict sense.
Incorporating the broad range of stakeholders demands is considered essential in
improving industry practices and supporting the legal and moral interests of stake-
holders (Phillips et al. 2003).

The influence strategies that stakeholders use depend on the resource relationship they
havewith a firm and can therefore either be direct or indirect (Frooman 1999). Stakeholders
can be either dependent on or independent of the firm, similarly, a firm can be dependent
on or independent of the stakeholders. Therefore, four scenarios of resource interdepen-
dence exist between firms and stakeholders: high resource interdependence, low resource
interdependence, firm power, and stakeholder power (Frooman 1999) (Table 1).

High interdependence When there is high interdependence between the focal firm
and its stakeholders, the most likely strategy for the stakeholders is to directly influence
the firm’s use of resources and to redefine the common goals. Direct strategies refer to
stakeholders themselves manipulating the flow of resources to the firm. Usage strat-
egies refer to strategies where stakeholders continue to supply a resource, but with
strings attached, for example, demanding a change in industry practices (Frooman
1999). As both the stakeholders and the firm are dependent on each other, the
stakeholders are not able to shut off the flow of resources to the firm. In addition, the
cost of changing industry practices tends to be shared between the stakeholders and the
firm.
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One example of high interdependence is the formation of strategic alliances and
international networks between the industry players themselves, or competitors in
order to address environmental problems (Buysse and Verbeke 2003). In fact, there
is a tendency for individual managers and firms not to improve their practices before
their industry acts collectively (Aguilera et al. 2007). The dominant key players
forming alliances also have an important role in disseminating and diffusing CSR
practices within industries (Delmas and Toffel 2004), whereas companies resisting the
adoption of sustainability practices are in danger of negative corporate reputation
which has an impact on firm survival and profitability (Sharma and Henriques 2005;
Clarkson 1995).

Stakeholder power If stakeholders control critical resources, but are not dependent on
the firm, they can withhold the resources from a focal firm unless it follows certain
rules. Withholding strategies are defined as those where stakeholders discontinue or
threaten to discontinue providing a resource to a firm if the firm is not willing to change
its behavior. With withholding strategies, the firm would be expected to pay the costs of
new practices. Withholding strategies include consumer pressure, where consumers
exert negative pressure and boycott companies with poor environmental records
(Aguilera et al. 2007; Buysse and Verbeke 2003; Sharma and Henriques 2005). For
example, Greenpeace led a boycott campaign against Nestlé, as the company used
unsustainable palm oil sourced from Indonesia—the campaign resulted in Nestlé
adopting new sustainability practices and working towards ending the use of unsus-
tainable palm oil (Greenpeace 2010; Ionescu-Somers and Enders 2012).

Firm power Under the third scenario, the firm and its stakeholders are considered to
have no interdependence. Examples include firms or companies operating in a highly
competitive environment with lax regulations. Here, indirect and usage strategies are
likely to be used by stakeholders, such as easily replaceable employees (versus
managers) or minor suppliers. Since the firm has no resource dependence on the
stakeholder groups, the firm’s sustainability practices are unlikely to be influenced by
stakeholder pressure (Frooman 1999). However, failing to support stakeholder partic-
ipation and management strategies can erode relationships or alienate stakeholders
altogether (Hosmer and Kiewitz 2005), or lead to the increased use of confrontational

Table 1 Typology of resource relationships (adapted from Frooman 1999)

Type of resource relationships Is the stakeholder dependent on the firm?

Yes No

Is the firm dependent
on the

stakeholders?

Yes High interdependence
Direct/usage strategies, e.g.,

industry/business alliances

Stakeholder power
Direct/withholding strategies, e.g., consumer

pressure or boycotts

No Firm power
Indirect/usage strategies, e.g.,

employees with low
influence

Low interdependence
Indirect/withholding strategies, e.g., NGOs

working in alliances with other
stakeholders
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strategies by stakeholders such as strikes (Mitchell et al. 1997; Sharma and Henriques
2005).

Low interdependence When focal firms and stakeholders have no interdependence,
indirect strategies via other stakeholders are likely. Indirect strategies refer to stake-
holders working in alliances or via other stakeholders to influence industry practices.
Environmental groups can pressure governmental agencies or large buyers/customers
to only operate with companies that adopt sustainable practices. For example, environ-
mental groups targeted large buyers such as Home Depot and Lowe’s in the USA
so that they would only buy wood products from Canadian companies that had adopted
sustainable practices (Sharma and Henriques 2005). Similarly, stakeholder alliances can
pressure banks and financers to divest from companies or projects that are not consid-
ered responsible.

Stakeholder groups are not static: even if stakeholders, such as easily replaceable
employees, initially have little power, they can acquire more by working in alliances or
influence industry via other stakeholders (Frooman 1999; Mitchell et al. 1997). In fact,
multi-stakeholder dialogue and action have been found effective in pressuring corpo-
rations to move towards incorporating greater social and environmental responsibility
in their actions (Byster and Smith 2006; Connor 2004; Kong et al. 2002; Raphael and
Smith 2006). This is illustrated, for example, the Silicon Valley Toxic Coalition
(SVTC) created in response to the use of hazardous chemicals by the electronics
industry in the Silicon Valley: the combined pressure of the industry worker’s safety
advocates, local community activists, community residents, high-tech workers, union
members, fire fighters, policymakers, and later on primary stakeholders such as
different technology companies, resulted in a change in practices in the electronics
industry. Finally, the pressure led to the adoption of new legislation, such as Extended
Producer Responsibility (EPR) requiring the recycling of electronic waste (Raphael and
Smith 2006; Byster and Smith 2006).

Similarly, Sharma and Henriques (2005) found that in the forest industry, the more
advanced sustainability practices,such as eco-design or ecosystem stewardship, were
based on pressures from both withholding influence strategies from secondary, non-
financial, stakeholders (such as consumers, media, local communities, activist share-
holders, environmental and social NGOs, special interest groups, and indigenous
people), and usage influence strategies applied by primary financial stakeholders, such
as customers.

4 Stakeholder influence in the shipping industry

4.1 4.1. High interdependence

4.1.1 Industry alliances

The key shipping companies working in alliances have an important role in
disseminating and diffusing CSR practices within the shipping industry
(Table 2). Recently, the International Chamber of Shipping (ICS), the principle
international trade association for the shipping industry, committed to reducing
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greenhouse gas (GHG) emissions from the international shipping sector (IMO
2016). This commitment, even though a separate initiative, is consistent with the
goals of the UFCCC Paris Agreement (COP 21). Similarly, the Norwegian Ship-
owners’ Association (NSA) has been proactively involved in calling for interna-
tional regulation on issues such as the scrapping of ships and treatment of ship
ballast water (Norwegian Shipowners’ Association 2016), and the association was
one of the driving forces behind the IMO Hong Kong International Convention for
the Safe and Environmentally Sound Recycling of Ships (HKC), which was
adopted in May, 2009.

Another example of an industry alliance is the Clean Shipping Project (CSP)
(Table 2). The CSP is a business-to-business initiative established in Sweden in
2007 that aims to increase focus on the environmental issues associated with
shipping and to improve the environmental performance of marine container
transport.

However, initiatives often suffer from a lack of enforcement mechanisms (Lister
et al. 2015). Interestingly, there is an example of an industry alliance that especially fo-
cuses on the enforcement of regulations: the Trident Alliance is a coalition of mainly
Scandinavian shipping owners and operators, and it is committed to the transparent
enforcement of maritime sulfur regulations, such as the IMO’s SECA (Sulphur Emis-
sion Control Area) regulations (Trident Alliance 2016).

Table 2 Examples of different shipping industry alliances (high resource interdependence)

Industry
alliances

Scope Geographical
area of
operation

Focus/issues
covered

Main
stakeholders
involved

The
Internation-
al Chamber

of
Shipping
(ICS)

Member shipping companies
operate over 80% of the
world’s merchant tonnage

Global Globalization, climate
change and energy
costs

Ship owners
and
operators in
all sectors
and trades

The Clean
Shipping
Project

Container, dry bulk, ro/ro,
cruise (2000)

Global CO2, SOx, NOx, water
and waste, chemical
use, hull-fouling

Cargo owners

Norwegian
Ship

owner’s
association
(NSA)

Passenger ships and ferries,
tankers, bulk carriers, dry
cargo ships, offshore service
ships (> 1300)

Norway Safety, environment (air
and water emissions),
anti-corruption,
recycling of vessels

Ship owners

Danish
Ship-
owner’s

Association
(DSA)

Passenger ships and ferries,
tankers, bulk carriers, dry
cargo ships, other
specialized ships (> 600)

Denmark Environmental issues
(climate, ballast water,
sulfur, recycling),
piracy, the Arctic

Ship owners

The Trident
Alliance

Passenger ships, tankers,
bulkers, container ships

Global Reduction of maritime
sulfur emissions

Ship owners
and
operators
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4.1.2 Customers

Some shipping firms are also beginning to adopt green practices in the face of
increasing environmental requests from customers, such as cargo-owners and business
partners who have a vested interest in their environmental and productivity perfor-
mance (Lai et al. 2011; Poulsen et al. 2016). Here, cargo-owners generally apply direct
usage strategies: the customers demand a change in practices, but due to the resource
dependence, they are not able to withhold the supply of resources.

The demands from cargo-owners have resulted in several shipping rating schemes (see
Table 3). As a part of the Clean Shipping Project, the Clean Shipping Index (CSI) has
been developed, where cargo-owners can select high-ranking shipping companies based
on the index: the shipping companies can gain competitive advantage by adopting
techniques and practices to reduce the environmental impact of shipping (see Table 3).
The CSI therefore creates incentives for other shipping companies to improve their
ranking by investing in pollution control measures (Wuisan et al. 2012). Similarly, for
example, Walmart, the world’s largest retailer, requires shipping companies to be regis-
tered under the Clean Cargo Working Group (CCWG) (see Table 3): the CCWG is a
business-to-business initiative dedicated to improving the environmental performance of
ships and uses a rating scheme to benchmark shipping companies against industry
standards. The CCWG represents 80% of ocean container cargo carriers including 20
of the world’s largest container shipping lines (Clean Cargo Working Group 2016).

Apart from the CCWG and ShippingEfficiency.com initiative (providing GHG
emission data and ratings for more than 60,000 vessels), the schemes have only
started to influence environmental protection in shipping: they cover only a small
share of the world fleet, which in total comprises more than 47,000 commercial
vessels (of 1000 GT and above) (Poulsen et al. 2016).

Ports can act as leaders in sustainable practices, and the role of ports in sustainable
supply chain management has increasingly been explored (Denktas-Sakar and Karatas-
Cetin 2012). For example, the Green Award promotes the highest standards in environ-
mental performance and safety in shipping by rewarding operators who have received
the Green Award certification with different discounts and incentives (Green Award
2009) (see Table 3). Ports and other industry actors can provide incentives for vessels
that have been awarded with Green Award, such as discounts in harbor dues, lower
insurance premiums, or a reduction in the ship’s tonnage fee. Similarly, the Environ-
mental Ship Index, which is a benchmarking tool launched by the World Ports Climate
Initiative (WPCI), offers vessels with the low emission levels a reduction in port fees.
Despite these initiatives, ports have been considered to have a limited influence and to
play only a minor role in promoting green practices (Poulsen et al. 2016).

4.1.3 Banks, financers, and classification societies

Ship owners and operators largely rely on the banking sector to invest in environmen-
tally friendly technology helping the ships to save on fuel use and reduce air emissions.
Financial institutions generally perceive companies with a poor environmental record
as riskier to invest in and may therefore demand a higher-risk premium, not invest, or
refuse to extend new loans (Buysse and Verbeke 2003). Consequently, commercial
banks could play a key role in financing energy-efficient maritime transport systems
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(UNCTAD 2015). As important sources of funding, private funds and commercial
banks could also set higher standards of safety performance as part of the conditions for
loans to shipping companies. Classification societies, such as Lloyd’s Register, provide
assessments and certifications of different international safety and environmental
standards for the design, construction, and operation of ships, e.g., different ISO
standards (Lloyd’s Register Marine 2016). In addition, Lloyd’s register has developed
its own safety standards. The classification societies could play an important role in
improving standards, schemes, and directives in the shipping industry.

4.1.4 Stakeholder power

Consumers are increasingly conscious of the ethical and environmental impacts of
products and services, and consumer power can have a profound influence on company
practices. Consumer pressure in the shipping industry has been considered low due to
the business-to-business nature of the industry, as well as the low media visibility of the
environmental impacts of shipping (Yliskylä-Peuralahti and Gritsenko 2014; Poulsen
et al. 2016). Compared to other shipping industry sectors, the cruising industry sector
provides an interesting example in terms of consumer pressure: there is a tighter link
between the industry and the consumers and, for instance, direct withholding influence
strategies such as consumer boycotts could effectively pressure cruise ships into

Table 3 Examples of shipping rating schemes

Rating schemes Ship types
and number of
ships

Geographical
area of
operation

Issues
covered

Main stakeholders
involved

Clean Cargo
Working Group

(CCWG)

Containers (2300) Global CO2, SOx, NOx,
PM, water and
waste,
chemical use

Cargo-owners

Clean Shipping
Index

Container, dry bulk,
ro/ro, cruise
(2000)

Global CO2, SOx, NOx,
water and
waste,
chemical use,
hull-fouling

Cargo-owners

Shippingefficiency.
org

Container, dry bulk,
tankers, general
cargo, ro/ro,
cruise (> 60,000

Global CO2 Owners and operators,
shippers and charterers,
ports and financial
institutions, classification
societies

Green Award Dry bulk, tankers,
inland barges
and LNG
(> 1500)

Global CO2, SOx, NOx,
PM water and
waste,
anti-fouling
paint

Ports

Environmental
Ship Index
(WPCI)

Container, dry bulk,
general cargo,
ro/ro, cruise
(> 2000)

Global CO2, PM, SOx,
NOx

Ports
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adopting CSR initiatives. Serious attention has been paid on marine safety on cruise
ships and cruising is considered a very safe method of traveling (Cartwright and Baird
1999; Lois et al. 2004). As will be illustrated later, consumers can also apply indirect
strategies and work in closer co-operation with other stakeholders such as customers,
NGOs, media, and regulators and/or influence the shipping industry via these more
powerful stakeholders.

4.1.5 Firm power

Under the third scenario, where a firm has no resource dependence on the stakeholder
group, the firm’s sustainability practices are unlikely to be influenced by stakeholder
pressure (Frooman 1999). Ship-owners/shipping companies are in a very powerful
position in the shipping industry: globalization has enabled ship-owners to take
advantage of the regulatory framework and the competitive nature of the industry,
i.e., the national flag registers enable the ship-owners to select between countries when
registering their fleet (Roe 2013). Consequently, there are two types of companies
competing with each other in the shipping market: those companies that are responsible
and focus on high-quality shipping and those that focus on providing low-cost services
at the expense of safety and the environment (Yliskylä-Peuralahti et al. 2015). The
latter are unlikely to be influenced by stakeholder demands.

Furthermore, employee demands are unlikely to influence the companies: under
globalization and the relaxed regulatory requirements, seafarers are being sourced from
new labor supply nations such as Philippines with comparatively lower salaries
(Progoulaki and Theotokas 2010). In addition, the size of the shipboard crew has been
dramatically reduced and the profession tends to be characterized by relatively inferior
working conditions and high insecurity due to short-term contracts and a high crew
turnover (Bhattacharya 2011; Progoulaki and Theotokas 2010). Even though the
companies are unlikely to solely be influenced by employee demands, employees can
gain power by using indirect strategies: as will be shown later, employees need to work
in alliances and be supported by NGOs, trade unions, and/or different national or
international regulatory bodies.

4.1.6 Low interdependence

In the shipping industry, various examples of successful NGO campaigns and alliances
exist where NGOs have used indirect withholding strategies and worked in alliances or
via other stakeholders to influence industry practices. NGOs have raised awareness of a
broad agenda of environmental and social problems in shipping and have gained power
and legitimacy by allying with other NGOs, the public, and/or with transnational
regulatory bodies, such as the IMO or the European Commission.

The Clean Ship Coalition (CSC) is a global coalition of several NGOs focusing on a
variety of environmental and social issues in shipping, including the protection of
marine and atmospheric environments, the safety of shipping operations, sustainable
development, and social and economic justice, as well as human health. The CSC was
granted IMO observer status in 2010. In addition, the Seas at Risk, a European
association of non-governmental environmental organizations, works on multiple mar-
itime issues and launched the BClean Ship^ concept in 2002 focused on ship waste
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dumping: as a result of active lobbying, the concept was included in the European
Commission’s Communication on an integrated maritime policy for the EU (Seas at
Risk 2015). Similarly, the World Wide Fund for Nature (WWF) has globally
campaigned for improvements in the shipping industry in terms of calling for sustain-
able shipping, better practices, and putting an end to flags of non-compliance (WWF
2015). WWF also works together with the IMO and was active, for example, in
pushing for the Convention on the Control of Harmful Anti-fouling Systems on Ships,
which entered in force globally in 2008 (WWF 2015). In addition, WWF is working
with the Sustainable Shipping Initiative, as will be illustrated later.

In terms of the cruise industry, in 2004, the international ocean conservation
group, Oceana, successfully persuaded Miami-based Royal Caribbean, the world’s
second largest cruise ship company, to install wastewater treatment technology in its
fleets, and later that year, the state of California passed legislation to stop sewage
dumping by cruise ships (Oceana 2004). In the Baltic Sea, following a long HELCOM
(the BalticMarine Environment Protection Commission) process aiming to limit sewage
discharges in the Baltic, as well as NGO campaigns (e.g., WWF campaigns) and media
attention, all sewage discharges from passanger ships will be banned, as the Baltic Sea
special area for sewage discharges from passenger ships under the MARPOL Conven-
tion will come into force by 2021 at the latest (HELCOM 2016). Currently, only 30% of
international cruise ships in the Baltic Sea have been reported to use the port reception
facilities (HELCOM 2016), while the rest empty sewage directly into the sea.

NGOs and syndicate organizations have also focused on improving social issues and
labor rights in the shipping industry. The NGO Shipbreaking Platform is a coalition of 19
environmental, human rights, and labor rights organizations that aim to end the dangerous
pollution and unsafe working conditions in shipbreaking. The NGO monitors ship-
owners and shipping companies and has launched the OFF THE BEACHwebsite, which
is targeted at cargo-owners and the public, and provides information on ship-owners
(NGO Shipbreaking Platform 2016a). The NGO has also backed a new European
Commission Report recommendation for the use of a ship recycling license to promote
sustainable shipping recycling: the aim is for all the EU ports to require the license,
regardless of the flag of the ship. The current 2013 EU Ship Recycling Regulation
requires all vessels sailing under an EU flag to use an approved ship recycling facility,
however, the regulation can simply be circumvented by flagging out and using flags of
convenience. Therefore, the ship recycling license could provide an effective way
of enforcing the polluter pays principle (NGO Shipbreaking Platform 2016b).

Also, the human element and seafarer’s rights are now recognized as being closely
linked with safety (Sampson and Bloor 2012; Hetherington et al. 2006), and organiza-
tions such as the European Transport Worker’s Federation (ETF) are working on
improving EU labor rights and legislation to also include maritime transport workers.
The ETF has pressed for the adoption of a wider regulatory framework in which the
competitiveness of the shipping industry would be based on the highest possible
standards of safety in both environmental and social terms (European Transport
Workers’ Federation 2015).

Multi-stakeholder co-operation, including both industry and non-financial stake-
holders, and the combination of pressure have the potential to change shipping industry
practices. The Sustainable Shipping Initiative (SSI), initiated by a non-profit organiza-
tion, Forum for the Future, is an example of multi-stakeholder co-operation
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representing a cross-industry group of ship owners, charterers, ship builders, engineers,
banking, insurance, and classification societies, as well as the World Wide Fund for
Nature(WWF) (Forum for the Future 2017). Major industry representatives such as
Maersk Line, Cargill, Lloyd’s Register, Wärtsilä, and Namura Shipbuilding are part of
the program. The initiative addresses the economic, social, and environmental chal-
lenges facing the industry, and is working towards a sustainable shipping industry by
2040 and contributes to the UN Sustainable Development Goals (Forum for the Future
2017).

Finally, the World Ocean Council (WOC) aims at establishing collaboration to
address different marine environmental challenges. The WOC is an international
business alliance that brings together leadership companies from across the diverse
ocean business community to develop industry collaboration in ocean sustainability,
science and stewardship. It is a private sector initiative, but the members include
commercial, academic, and institutional organizations (World Ocean Council 2017).

Following the 1989 Exxon Valdez incident in Prince William Sound, Alaska, where
an estimated 42 million liters (11 million gallons) of crude oil was spilled in the sea, the
local residents gained an ally in the government: the stakeholders became influential by
receiving support from more powerful stakeholder groups such as the Alaska State
government and the court system (Mitchell et al. 1997). An important outcome was the
Oil Pollution Act of 1990 (OPA), which provided the federal authorities more legisla-
tive power over maritime oil transportation. Furthermore, a stakeholder Steering
Committee was formed involving a broad range of stakeholders, including shipping
companies, government, the oil industry, local industries, local citizens, representatives
of environmental conservation, and the coast guard (Merrick et al. 2001; Merrick et al.
2002). The project was based on cooperative risk management, and the involvement of
all stakeholders was found to have resulted in the acceptance of high levels of
investment to reduce the risk of further oil spills.

5 The importance of stakeholder influence

Globalization, the highly competitive environment, and the weak regulatory framework
have contributed to a situation where responsible shipping companies and companies
focusing on short-term gains compete in the field of maritime transport. Ship-owners can
by themselves or by co-operating with each other in alliances disseminate and diffuse CSR
practices within the industry. However, the industry initiatives tend to be limited by the
relatively low number of companies participating in them, the lack of enforcement mech-
anisms, as well as the reluctance of low-cost companies to invest in improving their
practices. The evidence from this study suggests thatmulti-stakeholder pressure can promote
the adoption, implementation, and enforcement of CSR practices in the shipping industry.

This study indicates that customers, such as cargo-owners and business partners, can
be highly influential if they require responsible practices from the shipping companies
they deal with. For example, dry bulk shipping has been mentioned as a sector that is
lagging behind in terms of developing sustainability practices (Poulsen et al. 2016), and
customer pressure could therefore enhance CSR compliance to become a condition of
entry in market partnerships. In addition, the role of ports in sustainable supply chain
management can be significant as they can provide incentives for vessels that are
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committed to sustainable practices. The banking sector has a key role in focusing its
financing on energy-efficient and ecologically friendly maritime transportation that also
address the well-being of crews. Classification societies have the power to set strict
safety and environmental standards for the design, construction, and operation of ships.

Consumers, on the contrary, have generally had a limited role in pressuring the
shipping industry, although raising consumer awareness of sustainable consumption
can to some extent promote the adoption of environmentally and socially responsible
practices, especially in the cruising sector. In the current situation where seafarers are
often sourced from low-salary countries, the employees have also had very little
influence overthe industry practices.

This study has demonstrated how consumers and employees can gain more power
by using indirect strategies such as working in alliances with NGOs, trade unions,
banks and financers, and/or different national or international regulatory bodies, as well
as with the industry itself. The analysis indicates that multi-stakeholder dialog and
action (including both financial and non-financial stakeholders) and the combination of
pressure can be an influential way to pressure the industry into incorporating greater
social and environmental responsibility in its actions (Fig. 1). Alliances between the
industry, consumers, local communities, NGOs, trade unions, banks and financers, and
policymakers can support the adoption and implementation of CSR practices, increase
the transparency, legitimacy, and enforcement of the practices, and contribute to wider
discourse on sustainability by focusing on a broad range of social and environmental
issues.

Finally, multi-stakeholder pressure, based on both primary/financial and secondary/
non-financial efforts, can lead to advanced sustainability practices and improved
regulations: CSR practices help the adoption of new technological improvements, e.g.
eco-ships or the use of alternative fuels, but more importantly, CSR practices based on
stakeholder pressure, including co-operation with regulators, can be considered as
important stepping stones towards tighter social and environmental regulation.

6 Towards multi-stakeholder pressure

Our analysis has revealed the potential for multi-stakeholder co-operation and pressure
to promote environmental and social responsibility in the shipping industry. The
shipping industry has generally been considered as a business-to-business industry,
where non-financial stakeholders have had limited influence over industry practices,
and pressure from outside the company has seldom been considered to motivate
companies to engage in CSR activities (Poulsen et al. 2016; Kunnaala et al. 2013).
For example, even though improvements in terms of oil and chemical tanker safety
have been viewed as the results of the joint action between the public, policymakers,
and cargo-owners, this has been considered as a special case. In comparison to other
environmental impacts, oil spills often have high public visibility as they attract wide
media attention (Poulsen et al. 2016).

However, we have shown that stakeholders, i.e., consumers or employees with
limited initial power, can work in alliances with other stakeholders and/or potentially
effectively pressure the industry via other, more powerful, stakeholders. The shipping
industry may not be directly faced by secondary/non-financial stakeholder demands,
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but the customers are, and the industry therefore also remains to be affected by other
than primary/financial stakeholder demands. Furthermore, while stakeholder pressure
might not have been considered relevant before, the pressure from both industry
stakeholders and non-financial stakeholders has increased in recent years (Kunnaala
et al. 2013). Industry initiatives are also increasingly co-operating with non-financial
organizations. For example, even though the World Ocean Council (WOC) was
developed by the private sector, the WOC network now includes over 35,000 ocean
industry stakeholders globally, including intergovernmental bodies, governments, and
NGOs (WOC 2017). Therefore, we consider that attending to the different stakeholder
demands will be increasingly important for companies that wish to adopt and imple-
ment CSR practices and gain strategic benefits by doing so.

We have demonstrated different types of stakeholder dependencies and stakeholder
influence strategies in the shipping sector. Nevertheless, the resource dependency
system is complex and the dependencies are not static: resource relationships are
constantly changing and dynamic in practice. For example, if access to oil reserves is
limited due to, e.g., political instability, the relationships are likely to move towards
firm power. On the other hand, as new technology is developed or consumer behavior

Fig. 1 Multi-stakeholder pressure. High interdependency (purple), stakeholder power (yellow), firm power
(red), and low interdependency (green). *Employees here refer to easily replaceable employees (vs. managers)
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changes due to, e.g., NGO and media campaigns, the demand for oil decreases and we
move towards stakeholder power. Due to this complexity, describing and analyzing the
system, remains a challenge.

In contrast to most land-based industries that have extensive CSR frameworks, the
use of responsibility practices has only recently gained some ground in the shipping
industry. Evidence of the impact of CSR practices on the efficiency and performance of
companies remains scarce. Scientific research is needed to shed light on the short- and
long-term impacts of CSR practices and reduce the uncertainty faced by shipping
companies related to investments in responsible practices.

This analysis indicates a need for multi-disciplinary research to (1) provide a
common definition/formal written codes of CSR, (2) provide indicators that allow the
ranking of shipping companies based on their safety and environmental performance,
which would help, for example, banks, financers, and classification societies to finance
responsible companies and practices, and (3) develop common classification systems,
in co-operation with other stakeholders, that provide information, for example, for
customers and consumers on CSR practices and help them to make choices between
responsible and Birresponsible^ companies (Fig. 3).

To be effective, this study suggests that the CSR initiatives should take a comprehen-
sive three-factor approach to responsibility by considering environmental and social
responsibility as well as safety (Fig. 2). A holistic set of globally agreed and transparently
used indicators would provide a functional tool kit that can help shipping companies to
evaluate and improve their CSR practices, as well as help all the stakeholders to make
responsible decisions in their business and everyday life. This would automatically create
pressure for shipping companies by strengthening stakeholder power (Figs. 2 and 3).

This study further indicates that a multi-stakeholder approach is especially important
in terms of issues that have so far been largely neglected by the shipping industry, as
multi-stakeholder pressure can help in widening societal goals. As demonstrated, NGO
alliances tend to focus on a wide variety of issues and play a critical role in opening
space for wider discourses on sustainability, such as social and economic justice,
human rights, human health and working conditions, and the transparency of industry
practices. Ultimately, transport is a social and political question and depicts the way
society chooses to live and trade. Similarly, the interdisciplinary scientific community
could have an important role in initiating dialog and communication on the risks and
the environmental impacts of maritime traffic, including questions on who should pay
for the investment in new technologies to reduce risks or who should pay for the envi-
ronmental impacts of shipping or the damages caused by possible oil spills.

The role of the different regulatory bodies remains highlighted, as overestimating the
role of stakeholder power might release pressure on governments and corporations to
enact changes (Dauvergne and Lister 2010). Therefore, the analysis suggests that the
IMO can be considered as an important ally for the stakeholders, and that it is essential
for the IMO to take the various environmental and social demands seriously in moving
towards sustainable industry practices. This study suggests the need for the IMO to
proactively support and promote multi-stakeholder co-operation both on international
and local/regional scales, including local initiatives and joint actions, such as the
formation of multi-stakeholder alliances in Prince William Sound, Alaska (Merrick
et al. 2001, 2002), as well as international alliances, such as the Sustainable Shipping
Initiative (SSI) and the World Ocean Council (WOC). Moreover, EU legislation on
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Fig. 2 Suggested holistic indicator approach to define, measure, and communicate the CSR in the shipping
industry

Fig. 3 Suggested global multi-stakeholder forum enhancing the stakeholder power in the shipping sector, by
promoting environmental and social responsibility in the shipping industry
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improving seafarers’ rights, only applies to ships flying under the EU flag, and its effects
on the rest of the industry remain unclear: under globalization and increased competi-
tiveness, with the use of multinational crews together with Flags of Convenience,
improving seafarers’ rights and considering the human element remain as major chal-
lenges for the shipping industry globally, and require regulatory support at both national
and international levels.

7 Conclusions

The aim of this study was to investigate how stakeholders can promote environ-
mental and social responsibility in the shipping industry. The study revealed the
potential for multi-stakeholder pressure to promote environmental and social
responsibility in the shipping industry: multi-stakeholder pressure based on both
primary/financial and secondary/non-financial stakeholder action promotes the
adoption, implementation, and enforcement of corporate social responsibility
practices and can push for improved legislation. Multi-stakeholder co-operation
can widen the scope of focus of CSR initiatives by drawing further attention to
issues that have largely been left unaddressed including, the often-invisible
environmental impacts of dry-bulk shipping or social issues, such as, improving
the safety and rights of seafarers or the need for increased transparency of
operations.

The study has been limited by its focus on corporate social responsibility in the
shipping industry in general: due to the diverse nature of the industry, further research
on CSR implementation at a finer level is needed, i.e. on the differences between
operational types or between regions. Similarly, we have defined corporate social
responsibility practices largely in terms of safety as well as environmental and social
responsibility, but have paid less attention to the third pillar of CSR, the economic
benefits:CSR practices need to be profitable for shipping companies. This study,
however, suggests that in the face of stakeholder demands, the shipping industry needs
to widen its societal goals and increasingly demonstrate the responsibility of its
practices in a transparent manner.

Finally, multi-stakeholder initiatives require time and resources. This study has
demonstrated that such initiatives exist at regional as well as international scales, but
further research is needed on the effectiveness of multi-stakeholder co-operation,
including studies on the process, scope, and depth of stakeholder involvement. In
moving towards a more responsible shipping industry, the IMO needs to pay increasing
attention to multi-stakeholder demands and initiatives. The importance of responsible
practices will be further accentuated in the future due to the expected growth in
maritime traffic and the potential opening of new routes in the vulnerable environment
of the Arctic Ocean.
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