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Abstract

This paper explores high-risk industries to understand how institutional stakeholders drive corporate social
responsibility understanding and practices. The high-risk industries in Ghana were investigated to understand
how their managers’ corporate social responsibility understanding and practices have been influenced by their
institutional stakeholders. A qualitative study using multiple-embedded case study approach was adopted. Thirty
(30) managers were sampled, contacted and interviewed. Data was analysed using qualitative content analysis.
From the findings, institutional stakeholders largely influence managers’ understanding and corporate social
responsibility practices. Another finding indicates that the high-risk industries and their managers define
corporate social responsibility as meeting the expectations of their internal and external institutional stakeholders.
Employees and shareholders are the key institutional stakeholders regarding corporate social responsibility in the
high-risk industries. Core among the corporate social responsibility practices in the high-risk industries are
profitmaking and environmentalism. Going forward, this paper argues that managers’ corporate social
responsibility understanding and practices should rather be informed by industry strategy and not largely by
institutional stakeholders’ demands.
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1. Introduction

This paper explores the high-risk industries to understand how institutional stakeholders influence managers’
corporate social responsibility (CSR) understanding and practices. Corporate social responsibility means the duty
a corporation has to create wealth by using means that avoid harm but protect and enhance societal assets
(Steiner & Steiner, 2000). A high-risk industry may be firms that potentially cause harm or posse threat to the
internal and external business environments (Reason, 1997). According to Okun, Lentz, Schulte and Stayner
(2001), the oil and gas, forestry, aviation, construction, nuclear power, shipping and manufacturing industries are
some of the well-known high-risk industries. These industries are high-risk because their operations can threaten
the health and safety of people, communities, environment and the society (Reason, 1997). Thus, high-risk
industries provide enough reason to be investigated in order to provide insights into how their CSR knowledge
influences CSR practices given their industry-institutional contexts. Although it is expected that CSR practices
should conform to industry-specific institutional pressures, however, this may not always be the case for
developing country industries and managers. As acknowledged by Pedersen (2010), how managers’ perceive and
understand CSR determines the nature of CSR practices and performance in industries.

However, despite the high expectations for high-risk industries in Ghana to be socially, economically and
ethically responsible, little is known about how their managers’ knowledge of CSR influences CSR practices.
Thus, more understanding is urgently needed to explain how the institutional pressures on high-risk industries
influence the way they conceptualise and practice CSR. Besides the increasing institutional demands, high-risk
industries and their managers may not have the complete understanding of CSR despite the pressure from their
institutional environments to do so (Fafalioua, Lekakoub, & Theotokas, 2006). Because responding to
institutional CSR pressures are necessary to improve and strengthen legitimacy and acceptance for high-risk
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industries in the wider stakeholder community (Brammer, Jackson, & Matten, 2012).

More specifically, studies on CSR in the Ghanaian context remain limited, especially those that examines CSR
from the viewpoints of managers of high-risk industries. Nonetheless, existing studies have largely focused
attention on the extractive industry (Hilson, 2007; Dashwood & Puplampu, 2010; Yankson, 2010; Hilson, 2012),
construction industry (Lichtenstein, Badu, Owusu-Manu, Edwards, & Holt, 2012), high-impact industry sectors
(Abugre, 2014), banking and financial industry (Ofori & Hinson, 2007b; Hinson, Boateng, & Madichie, 2010;
Hinson, 2011), the telecommunication industry (Hinson & Kodua, 2012; Mahmoud & Hinson, 2012), local and
foreign firms (Kuada & Hinson, 2012). Others have also examined CSR application at the national level
(Amponsah-Tawiah & Dartey-Baah, 2011a; 2011b). These studies have explored the exploitation of CSR as a
marketing tool. They have further examined the industry databases to understand how CSR is reported. They
have also argued for the localisation of CSR in African countries including Ghana. Most of these studies have
compared and contrasted CSR practices of local firms and foreign firms. Others have examined the
organisational characteristics that influence CSR adoption and adaptation. Some have examined the managerial
role in the practice of CSR in Ghana, but practically no research has been done in the high-risk industries to
understand how their managers’ knowledge of CSR shapes CSR practices. More importantly, this paper argues
that managers understanding and practices of CSR should conform to certain institutional and environmental
pressures. These pressures and demands may come from institutional stakeholders’ such as employees,
customers, shareholders, community, government agencies, creditors, suppliers and the society. Because an
industry’s institutional environment plays key role in shaping managerial understanding towards social behaviors
including CSR practices.

This paper fills part of this research gap in our understanding of how CSR is understood by managers of
high-risk industries, and how this understanding influences CSR practices. Essentially, this paper seeks to
develop our understanding of how the meaning and practices of CSR are shaped within an industry’s institutional
context. In so doing, this paper addresses a broad research question of how institutional stakeholders influence
managers understanding of CSR towards CSR practices in the high-risk industries. The first section of this paper
provides the theoretical background of the study. It further provides brief context of high-risk industries in Ghana,
and thus reviews literature on CSR practices in high-risk industries. The second section provides a brief
description of the empirical process. The third section presents the findings. The fourth section discusses the
main findings. The final section concludes the paper and highlights the theoretical and managerial implications.

1.1 The Background of the High-Risk Industries in Ghana

The shipping and manufacturing industries are considered as high-risk industries in Ghana. As their operations
have several implications for the health, safety and environment of their employees (Quartey & Puplampu, 2012).
The Ghanaian shipping industry is largely situated in the two major seaport cities namely: Tema and Takoradi.
As a multinational industry, the shipping companies are mainly from North America, Far East, Europe and other
parts of Africa (Pedersen, 2003). The shipping firms are vertically integrated with multinational companies
dominating various sectors (Pedersen, 2001). The sectors of this industry include freight-forwarding, container
and logistics transports (Pedersen, 2001). They operate general cargo, Ro-Ro, container multi-purpose, cell
container, bulk container and tanker vessels (GMA, 2011). This industry is regulated by institutional agencies
such as Ghana Shippers Council, Ghana Port and Harbours Authority and Ghana Maritime Authority. These
institutional agencies are mainly responsible for promoting social, economic, environmental and ethical practices
through compliance within the shipping industry (GSC, 1997).

On the other hand, Ghana’s manufacturing industry is also located in big cities such as Accra, Tema, Takoradi
and Kumasi. This industry has seen tremendous industrial change due to the introduction and implementation of
Economic Recovery Programme (ERP), known as the Structural Adjustment Program (SAP) in 1983
(Amoako-Gyampa & Boye, 2001). This industry is relatively weak with low investments. The industry is also
dominated by foreign manufacturing firms because local firms easily exist due to high competition (Frazer,
2005). The sectors of this industry include pharmaceuticals, metallurgy, agribusiness and food processing,
beverage, textiles and garments, wood and wood products, cement, chemicals, plastics and rubber (Sutton &
Kpentey, 2012). These sectors are largely SMEs with less state-ownership but more foreign ownership
(Soderbom & Teal, 2004).

2. Literature Review
2.1 Institutional Theory
Institutional theory emphasises that firms are under pressure to adapt to and be consistent with their institutional

environments (Scot, 2001). The idea is that firms can be legitimate and accepted members of a business
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environment when they learn to conform to these institutional pressures. This implies that firms with time may
come to behave similarly as a sign of stability and conformity to institutional pressures and expectations.
Fundamental to this theory is the role of institutions. Institutions are not only formal organisations of government
and corporations but they could also mean internal and external rules, values, incentives and norms that presses
firms to adopt and adapt to institutional demands (Jackson, 2010). These institutions are important to understand
any form of social behaviours as either reinforcement or punishments. Because it has been argued that
institutions are useful to demand and reinforce appropriate social behaviours and organisational practices (Scot,
1995). The institutional perspective has influenced many scholarly works. Recently, this perspective has been
applied to explain why different firms tend to understand and practice CSR differently (Campbell, 2007; Matten
& Moon, 2008). Studies examining CSR in developing country contexts have also used this theory to understand
the similarities and differences in CSR practices (Amran & Devi, 2007; Jamali & Mirshak, 2007; Jamali &
Neville, 2011). However, none of these studies have examined CSR understanding and practices of high-risk
industries using this theory. This paper applies the institutional perspective to develop our knowledge of how
institutional stakeholders influence CSR understanding of managers towards CSR practices in the high-risk
industries. This paper argues that for high-risk industries and their managers to understand and demonstrate
appropriate corporate social behaviours require an effective institutional presence. Because institutions are
important to ensure that appropriate structures and processes are established by high-risk industries to
demonstrate stable patterns of corporate social behaviours.

Established institutions are able to define rights and responsibilities, and further shape the identities of social
actors to demand social responsibilities (Jackson, 2010). For example, there are institutional stakeholders and
related pressures that are supposed to influence the social behaviours of high-risk industries in Ghana. These
institutions are expected to define their rights and responsibilities and further shape the behaviours of high-risk
industries. Nonetheless, whether these institutions are effective or not can be seen in the way industries engage
with corporate social behaviours. These pressures are necessary if high-risk industries are to acquire any
recognition and social legitimacy from their wider stakeholder community. Through their pressures and demands,
these institutional stakeholders such as employees, shareholders, community, government or regulatory agencies,
suppliers, customers, creditors and society can influence the understanding and practices of CSR in the high-risk
industries.

DiMaggio and Powell (1983) argued that for firms to gain legitimacy and acceptance in their business
environments requires appropriate responses to these pressures called “isomorphism”. To do this, high-risk
industries in Ghana can imitate other successful firms, respond to imposed pressures and regulations from
powerful and legitimate body, and adopt industry practices suggested by professional and accredited industry
associations. Also, the institutional pressures clearly specify industries social behavioural requisites for
conformity. Additionally, institutional perspective may offer an opportunity to understand how local institutions
shape managers understanding of what constitute their industries social behavioural expectations. Even if
high-risk industries and their managers’ are foreign to their local industry environments, they can imitate,
succumb to pressures from regulatory bodies, or even better be advised by industry and professional bodies to
exhibit socially desirable behaviours. Thus, CSR practices of high-risk industries can be influenced partly or
fully by these institutional pressures and expectations. For some of the high-risk industries, CSR may be driven
by the need to comply strictly with national, supranational and international regulations and laws (Selkou & Roe,
2004). These are example of institutions that are more likely to influence CSR understanding and practices by
managers of any high-risk industries. This paper seeks to explain CSR understanding and practices by drawing
from the perspectives of institutional theory.

2.2 Understanding Corporate Social Responsibility (CSR)

Over the past three decades, the meaning of CSR has been more confusing than ever. Visser (2008) described
CSR as the formal and informal ways in which businesses make contribution to improve the governance, social,
ethical, labour and environmental conditions of the countries in which they operate, while remaining sensitive to
prevailing religious, historical and cultural contexts. This understanding takes a multinational perspective but it
is useful for high-risk industries and their managers that operate in foreign countries. Amaeshi et al. (2006) have
conceptualised CSR as a localised and socially embedded concept whose ideas, perceptions, issues and modes of
practice are true reflection of an organisation’s reaction to its socio-economic environment. This means that
high-risk industries responses to CSR can be understood by their underlying business philosophies and operating
environments. Halme and Laurila (2009) argued that CSR is when an organisation is able to effectively combine
responsibilities toward internal and external stakeholders with its core business operations. This requires
high-risk industries to consider how the expectations of internal stakeholders and external stakeholders fit within
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their business activities. To achieve this, Waddock and Graves (1997) have advised that the treatment of a firm’s
internal and external stakeholders must be well-operationalised in its day-to-day business operations to avoid
irresponsibility. Wartick and Wood (1998) further sum-up what CSR really means to organisations. They said
that CSR implies the need for organisations to mitigate problems they cause, follow laws, behave ethically,
perform economically and meet social expectations of their societies. Wartick and Wood (1998) in their
definition addressed the social, economic, legal and philanthropic responsibilities of any business organisation as
proposed by Carroll’s (1991).

2.3 Corporate Social Responsibility Practices in the High-Risk Industries

As argued by Reason (1997), the shipping and manufacturing industries can be classified as high-risk industries
in developing and developed countries. Manufacturing firms have many CSR practices. Huang and Kung (2011)
found that managers of the manufacturing industries tend to be conscious of environmental awareness and
environmental performance. A number of studies have also shown that manufacturing managers address
environmental issues by investing in green programs (Williamson, Lynch-Wood, & Ramsay, 2006; Panwar &
Hansen, 2009). Increasing profitability towards financial performance is another social responsibility of
managers within the manufacturing industries. Heinze, Sibary, and Sikula (2010) found that manufacturing firms
and their managers consider profitability as CSR practices. As a result these industries choose and invest in
social projects and programs that can add value to their investment portfolios and shares. Thus the need to
perform financially often underpins their social behaviours (Torugsa, O’Donohue, & Hecker, 2011). Diller (1999)
found that many manufacturing firms perceive the existence of labour-related code of conducts and adherence to
labour standards as part of their CSR practices. To pursue this, most manufacturing firms formulate and
implement labour-related codes of conducts to address issues such as child labour, forced labour, discrimination,
freedom of association, employee health and safety and welfare (Yu, 2008). Also, Metaxas and Tsavdaridou
(2012) found that some manufacturing firms invest in CSR activities such as environmentalism, training and
development, occupational health and safety, community involvements, philanthropic donations and
sponsorships.

The shipping industry has been recognised as an industry with several CSR practices. Poulovassilis and
Meidanis (2013) found that shipping firms have made several commitments to improve CSR practices for their
internal and external stakeholders. As a high-risk industry, shipping firms have strict regulatory regimes that
have renewed their attention towards CSR commitments (European Commission Communication, 2004). As
found by Roe (2008a), the CSR practices of the shipping industry are often geared towards their operational
issues such as the environment, security, safety and probability. To meet these operational issues, most shippers
provide appropriate working environment for employees, vessel and the environment in addition to medical and
health insurance (McSweeney, Craig, & Tomlinson, 2013). A study has found that shipping companies believe
solving internal and external stakeholder issues such as health and safety, codes of conducts, environmental
management, community relations, human rights, employee life-long learning programs, social responsible
investments, ethnic minorities, philanthropic donations and charity customer relations constitute CSR practices
(Fafalioua, et al., 2006). These CSR programs are often influenced by the understanding that employees are
potential candidates to risks and hazards in the shipping industry (Havold & Nesset, 2009).

In addition, some shipping firms consider intensive and appropriate health and safety training and education as a
way to protect seafarers’ health, safety and security (Horck, 2004; Barsan, Surugiu, & Dragomir, 2012). These
training and educational programs are often intended to create safety awareness and competence among seafarers.
Due to the risky nature of this industry, seafarers’ welfare at sea has been a major CSR priority for shippers. Ellis
and Sampson (2013) found that the shipping industry provide good resting periods, descent accommodation and
recreational facilities as part of their CSR. A study has also found that dominant on the CSR agenda of shipping
companies are health, safety and environment (Acciaro, 2012). This is because shippers are mostly compelled to
conform to strict national, supranational and international regulations on maritime safety, health and environment
(Selkou & Roe, 2004). For the shipping industry, due to the huge investments they consider profitability as next
to health, safety and environment (Lu, Lin, & Tu, 2009). Moreover, managers often pursue profitability because
of agency-related problems (Abor & Biekpe, 2007).

3. Method
3.1 Sampling Procedure and Participant Characteristics

A qualitative study using a multiple-embedded case study approach was adopted to explore how institutional
stakeholders influence managers CSR understanding and practices in the high-risk industries. This approach was
used because it was able to draw empirical evidences from multiple cases to provide deeper insights into the
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social phenomenon (Creswell, 2007). Consequently, six (6) multiple-embedded cases representing six (6) firms
comprising of three (3) each from the shipping and manufacturing industries were sampled. The three (3)
shipping companies were randomly selected from the database of more than fifteen (15) registered shipping
companies as drawn by the Ghana Maritime Authority (2011). Also, the three (3) manufacturing companies were
randomly selected from thirteen (13) listed manufacturing firms on the Ghana Club 100 as drawn by the Ghana
Investment Promotion Centre (GIPC, 2012). For the sake of confidentiality and anonymity, the names of these
firms were kept private. Thirty (30) managers from six (6) firms in the shipping and manufacturing industries
were purposively sampled. These managers were contacted and agreed to participate in the study. The
managerial positions of these managers comprised: corporate affairs managers; human resource managers; health,
environment and safety managers; production managers; sales and marketing managers; finance managers; and
operations managers. As can be seen, these managers were directly involved in different aspects of corporate
social responsibility. However, it must be indicated here that, this paper sought to understand how institutional
stakeholders influence managers CSR understanding and practices at the industry-level of analysis by
interviewing only managers who were directly involved in CSR activities.

3.2 Data Collection Procedure

Data was collected using semi-structured interviews. This procedure of data collection was appropriate because
it allowed flexibility for the managers to raise and discuss matters of great importance to them (Denzin &
Lincoln, 2005). Prior to the interviews, the consent of each manager was sought. Those who agreed to participate
were interviewed. Interviews were conducted face-to-face with all the managers. The interviews lasted between
40-45 minutes. For the sake of consistency, an interview schedule was developed to guide the researcher. The
research questions addressed issues that related to: managers CSR understanding and practices based on the
pressure from their institutional stakeholders. Interviews were digitally-recorded. The data collection period
lasted for three (3) months, because many of the managers were busy. Internal validity was ensured by
addressing observed discrepancies in the data and discussing these discrepancies with respective managers for
clarifications. Reliability was also ensured by providing detailed accounts of the data collection procedures for
the sake of replication, as suggested by Berg and Lune (2004).

3.3 Data Analysis Procedure

The data was analysed using qualitative content analysis approach which has been argued as the most effective
way to ensure comprehensiveness of text material (Miles & Huberman, 1994). These small-scale interviews
were not analysed using computer-based content analysis approach, as this can reduce the originality of the text
material (Bazeley, 2007). As a consequence, interviews were manually transcribed and coded. With specific
reference to the theoretical and empirical perspectives, a good category system emerged from the data, as the
researcher found and generated the category system as recommended by Mayring (2003). The units of analysis
were words, phrases, sentences and paragraphs relevant to this study (Denzin & Lincoln, 2005).

4. Results

This paper presents the key findings using relevant themes and quotes that emerged out of the data analysis. This
style of presenting the findings is able to keep the originality of the text materials, as argued by Burnard (2004).
Following Miles and Huberman (1994), content analysis technique was used to analyse the interviews so as to
identify patterns in the data. This was necessary to infer from the interviews what CSR meant to the managers,
and also to identify current CSR practices as influenced by institutional stakeholders of the high-risk industries.
Below is the presentation of the key findings under the major themes and verbatim quotes.

4.1 The Understanding of CSR by Managers in the High-Risk Industries

The interviews explored how managers’ understanding of CSR was pressured by their institutional stakeholders.
Corporate social responsibility in these industries means addressing internal and external stakeholder issues.
Their understanding of CSR is closely related to the idea of institutional stakeholders. Because most of the
managers thought industry stakeholders were more important to direct their CSR understanding. When asked to
indicate their understanding of CSR, almost all of the managers interviewed pointed out that, meeting the
expectations of their internal and external stakeholders is critical to their understanding of CSR. These managers
commented that:

For us, CSR means meeting the expectations of our industries’ internal and external stakeholders.

When asked to comment on why they think this understanding was good for them to do more CSR, most of these
managers were of the view that because they can achieve their ultimate goal when these institutional
stakeholders are satisfied. Thus, managers aligned meeting the expectations of these stakeholders to goal
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achievement. Again, like many industries, these high-risk industries had so many institutional stakeholders, but
not all of them were actually directing their understanding of CSR through their demands and expectations.
Given the nature of their industries as risky, hazardous and capital intensive, managers were of the view that
meeting pressures from institutional stakeholders. They categorically indicated that their institutional
stakeholders are employees, customers, shareholders, customers, community; government and the environment
often dominate their understanding of CSR. Practically, doing what these stakeholders want was enough to
determine their CSR understanding.

These managers said that:

We need to work hard to meet the expectations of our key stakeholders like employees, sharecholders, customers,
customers, community, government and the environment. We may not meet the expectations of everyone but for
these stakeholders we try always to do that.

More specifically, it is expected that every organisation pursue CSR that addresses the concerns of all
stakeholders. However, when asked to tell which of these stakeholders were instrumental or key to their
understanding of CSR, the managers intimated that employees and shareholders still remain the favourite among
these stakeholders. According to the managers, their firms’ responsibilities towards employees and shareholders
are crucial to the industry. This was confirmed by the managers. As most of the managers put it:

Every business is expected to have a lot of responsibilities towards many stakeholders. For us, it is our
employees and shareholders. In the first place, without these stakeholders there wouldn’t be any business. After
these people then we look at the other ones. Not that we don’t respect the expectations of the others, but these
two matter more.

4.2 Corporate Social Responsibility Practices in the High-Risk Industries

The interviews also explored the CSR practices currently available in the industry. In particular, this paper
sought to understand how the expectations of the industry’s institutional stakeholders influence CSR practices.
As a result, managers were asked during the interviews to indicate the CSR practices currently available given
their institutional stakeholders’ demands. Below is the thematic analysis of the CSR practices that were
mentioned by the managers during the interviews.

4.2.1 Employees’ Health and Safety

The nature of the high-risk industries is widely described as risky and dangerous for its workers. As a result,
firms operating within these industries are expected to receive appropriate health and safety precautions and
programs. When asked to show the nature of health and safety programs available to employees, managers first
subscribed to this philosophy by saying that, their firms try as much as possible to provide enough protection for
employees’ health and safety. During the interviews, a group of managers revealed that, given their industry
situations and institutional pressures to be socially responsible, they have been committed to providing medical
and health insurance for employees. In addition, employees’ families are also given similar medical and health
insurance. These health and safety packages are provided for every employee. Managers further revealed through
the interviews that, their firms provide full medical and health insurance without any limit as long as the
employees are injured and their spouses and children are sick. Some of the managers said that:

We have a medical and health insurance for every employee, whether you are a man or woman. You can bring
your wife and children without paying for anything. It covers the employees, their children and the spouses.
There is no ceiling. We cover the medical bills for employees and their families.

Regarding employees safety, managers were of the view that, safety is better when aligned with enough safety
equipment. As a result, employees are given the needed safety tools to do their jobs. These managers reported
that these safety kits and equipment are given to employees in order to safeguard their health and safety on the
job. When asked to comment on employees’ safety practices, some of the managers commented that:

Working in this kind of industry is admittedly risky and hazardous. That is why we provide our employees the
needed safety kits and equipment. This is necessary to protect employees from jeopardizing their safety,
wellbeing and health.

During the interview discussions, managers also reported that, their firms do sometimes experience safety
accidents involving employees. The managers explained that because employees work with huge machines and
work in risky environment, they need to be well-protected from risks, harms and hazards. When asked to
comment on employees’ safety issues, some of the managers indicated that:

150



www.ccsenet.org/ijbm International Journal of Business and Management Vol. 10, No. 7; 2015

Look at our huge machines and cranes, our staff need something to protect themselves from falling things or
objects; and from falling down before someone dies. Although few, some staff have lost part of their body like
fingers, hands and leg before. We need try to curb these accidents as much as possible.

4.2.2 Corporate Donations and Scholarships

Corporate philanthropy is another area of CSR that these industries provide to communities school children and
schools. According to the managers, their firms do well by giving back to the society, schools and communities.
Managers said that they occasionally make donations and give sponsorships to needy but brilliant school
children. This aspect of CSR was further extended to communities during disasters.

Some of the managers said that:

We must give back to society because whatever we do in the society, we take something from it so we must give
back. For example we give donations and sponsor needy but brilliant school children. Communities also receive
our supports particularly during disasters.

Moreover, it turned out during the interview discussions that managers who support corporate philanthropy are
religious and “Christianised”. A manager commented that:

Our top managers are very religious. These managers believe in doing “good” because they are Christians who
go to church. Some of the managers even say “God will replace the good we do” so we give back to the society
and community when we can.

4.2.3 Employees’ Welfare Programs

Managers also revealed that their firms provide welfare programs for employees. Managers acknowledged that,
as part of their social responsibilities their firms provide welfare packages to employees’. Managers further
mentioned during the interviews that, employees’ welfare packages include subsidised cafeteria or lunch, free
transportation, soft loans and bereavement assistance programs. Some of the managers cited that:

We support employee welfare by giving our staff assistance during bereavement or funeral, offer free
transportation home, soft loans during financial crisis, and also reduce canteen prices for lunch.

4.2.4 Training and Development Programs

As part of their CSR, managers also said that their firms provide training and development programs for
employees. This provision was intended to help employees manage risk and hazards at the workplace. When
asked, managers said that:

To help staff manage risks and hazards on site, we offer them health and safety training programs.

Some of the managers further revealed that the employee development aspect of the training are often geared
towards supervisors or managers. However, it was explained that managers and supervisors need the
development programs to supervise staff well on sites. Few managers commented that:

For supervisors to supervise well, they also receive development programs.
4.2.5 Environmentalism

It came across during the interview discussions that, these firms are concerned about the environment. When
asked further about the environment, a group of managers indicated that as part of their firms’ social
responsibility. Managers commented that:

Protecting the environment is a core aspect of our social responsibilities and business objectives.

The managers revealed that because their firms’ operating environments are often perceived as environmentally
unfriendly, they try to manage their environment issues well. Managers revealed that, their firms do this by
adhering to the national laws, directives and policies on environment. To have a positive standing with state
institutional agencies on the environment, they have actually put in place environmental management plan as
demanded by the Environmental Protection Agency (EPA). The EPA is a national regulatory institution for
monitoring and ensuring sound environmental practices in the country. Some of the managers said that:

If you want the environmental agency to be your friend, then you have to follow their policies, laws and
regulations. We work in an industry where everybody thinks it is environmentally unfriendly. To show our
commitments towards protecting the environment, we have a three year environmental management plan with
EPA which is renewable.
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4.2.6 Paying Taxes

During the interviews, a handful of the managers said that paying taxes is a corporate social responsibility. To
fulfil statutory laws and requirements, these managers indicated that they encourage their firms to always pay
their taxes on time. When asked the reason, managers were of the view that, paying taxes is necessary to avoid
penalties from state institutions or law enforcement agencies responsible for collecting taxes. The managers
indicated that:

We pay our taxes to the state institutions or law enforcement agencies as part of our CSR. We try to do this on
time to avoid penalties and embarrassment from these regulatory agencies or tax offices from the government.

4.2.7 Profitability

Making profit was revealed as another core as aspect of the firms’ social responsibility. The managers
interviewed remarked that their shareholders, creditors and employees expectations require them to make more
profits. As managers they are expected especially by the shareholders to make profit to keep their
shareholder-agency relationship. Actually, making profit was referred to as “corporate goal”. Managers opined
that:

One of our core corporate goals is to make profit. The expectations of our shareholders, creditors and even
employees put a lot of pressure on us managers to make profit. Even worse, you can lose shareholder-agency
relations as a manager if you don’t find ways to make profit. We are here to make profit.

5. Discussion

This paper reveals that managers of the high-risk industries define corporate social responsibility as meeting
their internal and external institutional stakeholder expectations. By institutional stakeholders, the managers
mentioned employees, shareholders, creditors, community, government or state regulatory agencies and the
society. Similar understanding of CSR has been argued by Halme and Laurila (2009). According to them, CSR
can be explained as mainstreaming internal and external stakeholders’ demands into an organisation’s core
business. Consistent with this finding, high-risk industries often perceive CSR as addressing internal and
external stakeholder issues (Fafalioua et al., 2006). However, what has not been observed in current literature is
how institutional stakeholders can direct the conceptualisations of CSR by industry managers. According to the
findings, many of the high-risk industries and their managers perceive CSR as what their institutional
stakeholders demand. Moreover, whether this understanding of CSR as driven by institutional stakeholder is
strategic has not been fully addressed in literature. For the managers, satisfying institutional stakeholders’
demands and pressures often guide and frame their understanding of CSR. Because the pressure from firm,
industry and state level institutional stakeholders can have strong influence on how managers define CSR. From
the interview, managers were of the view that these institutional stakeholders put a lot of pressure on them to
practice CSR.

This paper finds that employees and shareholders were the primary institutional stakeholders of the high-risk
industries. Because from the interviews the managers indicated that employees and sharcholders were their
major concern. Concerning employees, the reason may be that they are potentially exposed to high-levels of
risks, hazards and accidents (Havold & Nesset, 2009). Regarding shareholders, Carroll (1991) argued that
managers and owners are often pressured to make profit as part of their social responsibilities. However, for the
managers, they may be pressured by the need to protect and maximize shareholders value and shares to secure
better agency relationship (Abor & Biekpe, 2007).

This paper further finds that the CSR practices in the high-risk industries were driven by the need to meet the
expectations of institutional stakeholders. Therefore, managers tailored their CSR towards addressing internal
and external stakeholder issues in the industries. The CSR understanding by the managers drove towards certain
kinds of CSR practices such as employee health and safety, corporate donations and scholarship, employee
welfare programs, training and development, environmentalism, payment of taxes and profitmaking. Managers
revealed that these are the CSR practices currently available to their stakeholders. However, managers mentioned
that among these social responsibilities, profitmaking and environmentalism were considered core to the
industries business operations.

Selkou and Roe (2004) explained that due to national, supranational and international legislative pressures, most
high-risk industries have decided to adopt and practice environmental management or inculcate green culture.
According to these findings, these industries are seemingly pressured by a national institutional agency like the
Environmental Protection Agency (EPA) to adhere and uphold directives, policies and regulations governing
environmental management. This finding supports previous studies which found that these high-risk industries
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negatively affect the environment through their activities and are currently committing to put in place measures
to address these environmental issues (Williamson et al., 2006; Acciaro, 2012). Due to this negative reputation
and the need to build good reputation and image, many high-risk industries are currently working hard towards
mainstreaming environmentalism into their core business operations (Huang & Kung, 2010).

Furthermore, this paper also shows that corporate philanthropy is driven by religious reasons. Mangers said that
their firms’ decision to practice philanthropy is often driven by the religious philosophies of the managers. This
finding is inconsistent with a previous study that corporate philanthropy is driven by the need to build strong
public and community relations (Metaxas & Tsavdaridou, 2012). Consequently, managers’ religious values and
beliefs are central to CSR understanding and practices. Additionally, profit making intentions of the managers
were considered another core goal of the industries. As a social responsibility, profitability was regarded as core
consideration in the very existence of the industries. As already discussed, the reason is that managers want to
keep agency relationship, meet stakeholder demands and perhaps pay taxes. These reasons have been put
forward and discussed by past studies (Lu et al., 2009; Torugsa et al., 2011). This paper observes that, the
managers CSR understanding and practices were driven by their institutional stakeholders’ expectations.

6. Conclusion

This paper makes a number of theoretical and managerial contributions. The theoretical contributions from this
paper are in three aspects. First, institutional theory has provided insights into how institutional stakeholders
drive the understanding and practices of CSR in high-risk industries. We now understand that, the gap between
understanding and practicing CSR in high-risk industries is filled and influenced by the expectations of
institutional stakeholders. Second, this paper adds to existing literature by discovering that industry’s
understanding of CSR can be driven by the pressures from its institutional stakeholders. As a result, the paper
has added to our qualitative understanding of how the Ghanaian institutional stakeholders influence the nature
and content of CSR in the high-risk industries. Third, this paper has demonstrated that the institutional
environment of industries has a strong impetus for CSR understanding and practices. In that, managers seek to
always fulfil their fiduciary obligations towards primary stakeholders before anything else. Such an
understanding from managers may dominate the thinking and practices of CSR in high-risk industries.

The managerial contributions from this paper can be seen in four aspects. First, the high-risk industries and their
managers require a strategic understanding of CSR through a comprehensive dialogue between themselves and
their institutional stakeholders. Simply conforming to the pressures from institutional stakeholders may not be
enough to make strategic CSR decisions and commitments. Because it can be observed from the findings that,
the CSR practices of the high-risk industries are institutionally-oriented and not strategic. Second, to build
long-lasting relationships and gain legitimacy and acceptance from the wider institutional stakeholder
community requires managers to widen their CSR coverage to include every stakeholder and not only employees
and shareholders. Third, the high-risk industries and their managers should mainstream their CSR commitments
into their core industry business and strategy. Four, mainstreaming the internal and external stakeholder
expectations into their core businesses and corporate strategies may be useful to leverage and sustain competitive
advantage. Managers and supervisors may need more CSR education to understand how to blend institutional
stakeholder requirements, strategy and core industry business.

Whilst this paper is limited by industry-level of analysis, future research could also explore this issue from the
firm-level of analysis. Another useful extension of this research would be to assess the strategic nature of CSR
practices in high-risk industries. Even more, future research could further explore institutional stakeholders’
perspective on CSR practices in the high-risk industries. Exploring how managers’ religious values and beliefs
drive corporate philanthropy would not be a wasteful research venture.
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