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Abstract 
The decision has been made: The new cruise-ship quay in Visby will soon be an 

essential part of the Swedish island Gotland. This can be a great deal not only in 

regard to Gotland’s Vision 2025 and its citizens but also for Gotland as a tourist 

destination and its sustainable tourism development. Therefore, the aim of this study 

was to explore which sustainable considerations and goal settings Gotland’s 

municipality emphasised in the decision process of construction a new cruise-ship 

quay in Visby. Besides, we intended to raise awareness of discussing the cruise 

project from a sustainable tourism development perspective. This study explored the 

decision process through an overarching sustainability lens with the help of the triple 

bottom line (TBL) concept. The analysis was based on a triangulation of protocols 

and reports, meetings and semi-structured interviews with different key actors. 

 

This study contributes to the existing tourism literature by adopt the TBL concept on 

a political setting. The empirical contribution was to better understand and explain 

the results normally used by organisations from a broader, more holistic sustainable 

tourism development perspective. An overall conclusion from our study is that the 

planning and decision process for building a cruise quay in Visby has left residents 

not involved in the industry with split reactions. The case study reveals that public 

participation and public information throughout the decision process is essential to 

the public legitimacy. 
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1 Introduction 
The decision has been made: The new cruise ship quay in Visby will soon be an essential part 

of the Swedish island Gotland. This can be a great deal not only in regard to Gotland’s Vision 

2025 and its citizens but also for Gotland as a tourist destination in the Baltic region and its 

sustainable tourism development. The aim of this study is to explore which sustainable 

considerations and goal settings Gotland’s municipality emphasised in the decision process of 

constructing a new cruise-ship quay in Visby. Besides, we intended to raise awareness of 

discussing the new project from a sustainable tourism development perspective. 

Tourism changed into a global phenomenon and since then it is “one of the most important 

economic sectors and social activities of our time” (UNWTO, 2011, p. 5). The tourism 

indusrty is expecting a sustained growth which also brings added challenges and 

responsibilities to mitigating its negative impacts on the host countries’ environment 

(UNWTO, 2011; Moscardo & Murphy, 2014). Accordingly, the unique relationship with the 

environment which is based on the special dependency concerning natural and cultural 

resources as a requirement is certain (Connell et al., 2009). Therefore, tourism needs to be 

sustainable (UNWTO, 2011) through a balanced approach in tourism planning and the 

development of on the one hand maximising the associated benefits and on the other hand 

minimising the negative impacts. At the same time, tourism is able to assist the promotion and 

support of conservation, economic development, regeneration and quality improvement of 

visitors’ and host communities’ life (Connell et al., 2009). Nevertheless, constructing a cruise 

quay in Visby have put Region Gotland in a challenging multiple role to act as a regional 

developer and manager for the expected tourism expansion. 

The cruise industry as a growing segment of the international tourism market has increased at 

an average annual rate of 7% worldwide (Coggins, 2014). This indicates a potential market 

opportunity for cruise destinations but has also raised the importance of policy-making 

(Dwyer & Forsyth, 1998). In 2015, cruise ships carried almost 22.3M passengers worldwide 

(Cruisemarketwatch, 2016). However, the idea that cruise tourism may contribute a 

destination’s development divides not only the public opinion but also the academic world 

(Pino & Peluso, 2015). Some researchers argue that the emerging cruise tourism characterises 

a type of mobile mass tourism that challenges sustainable tourism ideals. While others argue 

that, “little is known about the contextual factors that either facilitate or hinder cruise tourism 

development in a given tourist destination” (Pino & Peluso, 2015, p. 2). Although cruise 

tourism “constitutes the most energy intense form of tourism on a per tourist basis” (p. 4) and 
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is the fastest growing tourism type from a global perspective, it “has largely been excluded 

from the climate mitigation debate” (Walnum, 2011, p. 4). The global fuel consumption 

concerning passenger ferries and cruise ships resulted in about 96MT CO2 which is 9.2% of 

the global shipping emissions in total and 3.3% of the CO2 emissions worldwide (Walnum, 

2011). These numbers show the importance of the cruise tourism industry’s considerations in 

a sustainability context, which we further explore in our case study about the cruise quay 

project on Gotland, an island located in the Baltic Sea. Since the Baltic Sea is one of the 

busiest and most intensely used seas by humans (WWF, 2016a), it is a crucial need to restore 

its marine ecosystem. The Baltic Sea is rather vulnerable and has changed for the worse since 

the last 100 years. As a result of pollution, over-fishing and effects of climate change its 

ecological balance condition is deteriorated by humans (WWF, 2016b). Moreover, Gotland 

has extraordinary cultural, geological, agricultural, historical as well as unique flora and 

natural features cannot be found anywhere else on Earth (Coco, 2015). Regarding Gotland’s 

Vision 2025 and the cruise project, this question which sustainable practices that had priority 

in the local governments’ decision process and how the current vision balances the social and 

environmental impacts and exploitation for economic survival. The new cruise-ship quay and 

Baltic Sea’s condition and the expansion of cruise tourism provided the basis for the 

following research question: 

How is sustainability in tourism development projects operationalised? 

Due to the growing interest for researchers to investigate the actual impact on the 

environment, the triple bottom line (TBL) concept has played an essential role in the 

sustainability debate during the last 15 years (Lundberg, 2011). TBL became therefore a 

sustainability assessment tool (Buckley, 2003). Previous studies point out that the TBL 

concept is needed as an important focus of understanding the tourism and sustainability 

affecting components (Wray, 2015; Zahra, 2011). However, the field of research in regional 

tourism sustainability and political considerations are rare (Zahra, 2011). The contribution of 

this study is two folded. Firstly, the case study intends to contribute to the existing tourism 

literature by adopt the TBL on a political setting (decision process). Secondly, the empirical 

contribution will be to understand and explain the results normally used by organisations from 

a broader, more holistic sustainable tourism development perspective. 



 3 

2 Sustainability and the triple bottom line (TBL) 
This chapter will introduce the definition and application of sustainability, and the TBL 

framework and its link to tourism in a sustainable development context.  

2.1 Sustainability - definition and application 
Definitions of sustainable development and sustainable tourism presume the understanding of 

sustainability. Brundtland’s definition is often used for defining sustainability but instead it is 

the one of sustainable development (Johnston et al., 2007). Accordingly, difficulties about 

how defining sustainability or related concepts occurred (Constanza & Patten, 1995; Johnston 

et al., 2007; Connell et al., 2009). It is even useless due to not agreeing on one definition 

(Constanza & Patten, 1995). Besides, the existence of the problematic issue of how to 

operationalise sustainability is a matter of fact (Connell et al., 2009). However, after using 

“sustainability” only with quotation marks after Rio’s Earth Summit from 1992 (Redclift, 

2005), a new sustainability was rising (Brown et al., 1987). Nevertheless, when it is not 

defined, other sustainable related definitions are elusively set (Brown et al., 1987; Johnston et 

al., 2007; Pope et al., 2004) but there are numerous ways to do so (Brown et al., 1987; 

Johnston et al., 2007). 

Defining sustainability from a global perspective as “the indefinite survival of the human 

species across all regions of the world” (Brown et al., 1987, p. 717) also adds that it “includes 

the persistence of all components of the biosphere, even those with no apparent benefit to 

humanity” (p. 717). A simple but profound definition is “a symbiotic relationship with 

nature” (Dasmann, 1985 cited in Brown et al., 1987, p. 714). From a business related 

perspective sustainability “creates long-term shareholder value by embracing opportunities 

and managing risks deriving from economic, environmental, and social developments” 

(Stoddard et al., 2012, p. 241). However, business sectors such as the tourism industry and 

their actions cause negative impacts (Getz, 2009; Moscardo & Murphy, 2014). Meantime, 

“the more damage to the planet caused by current human generations, the worse shape the 

planet will be in as a resource for future generations” (Buckley, 2003, p. 79). However, the 

responsibility of managing natural and environmental resource problems lies not in future 

generations (Elkington, 1994). Altogether, this is why sustainability requires that humans 

consider to live, to work and to be in a way which enables everyone all over “the world to 

lead healthy, fulfilling, and economically secure lives without destroying the environment and 

without endangering the future welfare of people and the planet” (Johnston et al., 2007, p. 

62). 
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The fact that sustainability consists of three pillars is nowadays rather widespread (Moldan et 

al., 2012). Thus, sustainability is built on first, the environmental pillar, second, the social 

pillar and third, the economic pillar (Vanclay, 2004; Moldan et al., 2012). These three 

sustainability pillars are also known as the TBL (Pope et al., 2004). Hence, this “places equal 

importance on environmental, social and economic considerations in decision-making” (Pope 

et al., 2004, p. 4). With “its use is based on a social, economic, or ecological perspective” (p. 

713) Brown et al. separated the sustainability’s definition between such notions already in 

1987 without using the TBL on purpose. 

Sustainability and its development are seen as an internally self-contradicted oxymoron 

(Johnston et al., 2007; Redclift, 2005) which required the need to review the whole idea 

(Redclift, 2005). However, sustainable development is likewise referring to the TBL and is as 

a worldwide accepted term in present use (Robèrt, 2000; Moldan et al., 2012). 

“Sustainable development is development that meets the needs of the present without 

compromising the ability of future generations to meet their own needs” (Brundtland, 1987, p. 

54) as one of the oldest sustainable development’s definitions is still in common use (Moldan 

et al., 2012). It is mostly focussed on the people’s well-being concerning their surrounding 

and the balance of all sustainability pillars. Concerning the social pillar all of the human being 

relations may be the most important but at the same time the most difficult and critical ones to 

take into account and manage regarding the long-term view. This creates a number of 

challenges. Altogether, the basis, which refers to the TBL concept, to define sustainable 

development is equal with the one of sustainability but their meanings are not identical 

(Moldan et al., 2012). Finally, sustainable development is a principle based process with 

actions as a result what refers to sustainability and its own differentiated principles (Robèrt, 

2000). All pillars are interlinked and sustainable development is importantly related to 

environmental management (Johnston et al., 2007). Moreover, it gained a growing acceptance 

as a tourism planning approach (Connell et al., 2009): 

“[T]he consequence […] is a general recognition that sustainability is now a direct consideration of 

the planning system. At both theoretical and strategic levels, the concept of sustainable development 

is now widely accepted as the basis for planning and managing current and future human activity […] 

including tourism” (Connell et al., 2009, p. 867). 
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2.1.1 Sustainable tourism 

Sustainable tourism “meets the needs of present tourists and host regions while protecting and 

enhancing opportunity for the future.” (UNTWO, 1993, cited in Butler, 1999, p. 9). Referring 

to the three sustainability pillars and the stronger consideration of present but also future 

situations at the same time it can be defined as tourism which is taking notice of the entire 

meaning “of its current and future economic, social and environmental impacts, addressing 

the needs of visitors, the industry, the environment and host communities” (UNTWO, 2016a). 

For achieving sustainable tourism the local governments’ role is rather important in terms of 

tourism development and needs to be seriously considered (Churugsa et al., 2007; Connell et 

al., 2009). Besides, sustainable tourism is required to get “input and participation from local 

communities throughout the process, from tourism planning, decision making, problem 

solving, project implementation, and evaluation” (Churugsa et al., 2007, p. 456). “Tourism 

which can sustain local economies without damaging the environment on which it depends” 

(Countryside Commission 1995, p. 2, cited in Butler, 1999, p. 9) is sustainable. Finally, with 

its relation to all three pillars and a long-term view it is 

“tourism and associated infrastructures that: both now and in the future operate within natural 

capacities for the regeneration and future productivity of natural resources; recognize the contribution 

that people and communities, customs and lifestyles, make to the tourism experience; accept that these 

people must have an equitable share in the economic benefits of local people and communities in the 

host areas” (Eber 1992, p. 3, cited in Butler, 1999, p. 9). 

2.1.2 Sustainable tourism development 

Sustainable tourism, sustainable development and sustainability are all linked and a “shift 

towards sustainable tourism development” (Lundberg, 2011, p. 8) occurred. Thus, the 

principles of sustainability “refer to the environmental, economic and socio-cultural aspects of 

tourism development, and a suitable balance must be established between these three 

dimensions” (p. 32) for reaching a guarantee of long-term sustainability. Furthermore, its 

“guidelines and management practices are applicable to all forms of tourism in all types of 

destinations, including mass tourism and the various niche tourism segments” (UNWTO, 

2011, p. 32). Accordingly, sustainable tourism development is an overarching process and 

built on the facilitation and optimisation of tourism development with sustainability as the 

supportive component (Emmelin, 2006, Günther, 2011). During this process with cooperation 

as its assistant, resources should put together more efficiently (Emmelin, 2006). Thus, all 

resources have to be managed effectively to satisfy economic, social but also aesthetic needs 
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(Lordkipanidze et al., 2005). At the same time cultural heritage, essential ecological 

processes, systems of life support as well as biological diversity are supporting facets. 

Sustainable tourism development is able to create powerful economical improvement 

conditions (Lordkipanidze et al., 2005) but also 

“requires the informed participation of all relevant stakeholders, as well as strong political leadership 

to ensure wide participation and consensus building. Achieving sustainable tourism is a continuous 

process and it requires constant monitoring of impacts, introducing the necessary preventive and/or 

corrective measures whenever necessary” (UNWTO, 2016a). 

Finally, sustainable tourism development also faces several challenges (Günther, 2011). It is 

not static due to the proceeding development and evolvement over time (Lundberg, 2011). 

The changing goals in a long-term are another problematic issue. Accordingly, “to attain these 

moving goals is something to constantly strive for at a destination in order to call itself 

sustainable” (p. 12-13). The important meaning of tourism within a sustainable development 

context is currently acknowledged on a global level (Connell et al., 2009). Regarding this 

sustainable tourism development shift, the TBL concept, used as a framework, is a good 

starting point for applying it as a project evaluation tool from a sustainable tourism 

development perspective (Lundberg, 2011). 

2.1 The TBL concept as a framework 
“The concept of the TBL originated from the notion of sustainability and sustainable 

development” (Stoddard et al., 2012, p. 240) and was originally coined in 1994 by John 

Elkington (Elkington, 2004; Vanclay, 2004; Fredline et al., 2005; Tyrrell et al., 2012; The 

Economist, 2016). Hence, for achieving genuine environmental progress, Brundtland’s 

sustainable development definition is needed to be considered in a greater integrative way 

(Elkington, 2004). According to this, one of the noteworthy trends is that environmental 

quality is involved in total quality management (Elkington, 1994; 2004). However, it needs to 

be taken into account that either positive aspects are often forgotten to enhance (Lundberg, 

2011; Stoddard et al., 2012) or the only ones to promote (Stoddard et al., 2012) for differing 

from competitors while referring to the TBL’s scopes for getting noticed by investors and 

customers (Stoddard et al., 2012; Tyrrell et al., 2012). Hence, pressure of considering 

environmental goals and performance occurred (Elkington, 1994) However, the TBL can be 

seen as a public, private or governmental (Stoddard et al., 2012) organisation’s, its customers’ 

and the environment’s benefitting “win-win-win” (p. 90) strategy (Elkington, 1994). Hence, 

the capacity on the one hand to create and on the other hand to destroy values in relation to 



 7 

the social and environmental scope, formed the TBL concept together with the already 

included economic scope (Vanclay, 2004; Fredline et al., 2005). These separate three bottom 

lines are rather different (Getz, 2009; Stoddard et al., 2012; The Economist, 2016) which is a 

major problem (Getz, 2009; Stoddard et al., 2012; The Economist, 2016) but also to not agree 

on an equal TBL definition (Lundberg, 2011). However, using the TBL as a framework was 

investigated as a planning, measuring and reporting tool beyond the conventional single 

bottom line, the economic one, which simply focused on economic profitability 

(Vanclay,2004; Getz, 2009; Tyrrell et al., 2012; Stoddard et al., 2012). Hence it is used for 

managing internally and a reporting externally (Tyrrell et al., 2012). Accordingly, 

sustainability promotion is guaranteed for supporting positive outcomes as well as improving 

negative ones (Fredline et al., 2005). Altogether, the three P’s are building the TBL concept 

(The Economist, 2016). Firstly, profit, “the traditional measure of corporate profit - the 

‘bottom line’ of the profit and loss account” (The Economist, 2016). Secondly, people, “the 

bottom line of a company’s ‘people account’- a measure in some shape or form of how 

socially responsible an organisation has been throughout its operations” (The Economist, 

2016). Finally and thirdly, planet, “the bottom line of the company’s ’planet’ account - a 

measure of how environmentally responsible it has been” (The Economist, 2016). Above all, 

the TBL is a “philosophy in which companies, governments and public or voluntary 

organizations […] must comprehensively evaluate their impacts and account for their actions” 

(Getz, 2009, p. 71). But altogether, it is a “way of thinking […] not [only (Elkington, 2004)] a 

method of accounting” (Vanclay, 2004, p. 267). 

The TBL’s reaching success (The Economist, 2016) is even described as a global revolution 

with business sector and governments as parts of it (Elkington, 2004; Vanclay, 2004; 

Stoddard et al., 2012; Tyrrell et al., 2012). However, it can be adapted for one’s own purpose 

or goals what leads to wrong application (Vanclay, 2004; Stoddard et al., 2012) or not 

implicitly sustainability although using it (Pope et al., 2004; Stoddard et al., 2012). According 

to that, it is often either organisationally (Vanclay, 2004; Stoddard et al., 2012; Tyrrell et al., 

2012) or politically misused (Buckley, 2003; Tyrrell et al., 2012) due to the existing 

implication challenge (Elkington, 2004). As a result, academics claim the need of a precise 

definition and measurements for the implementation (Getz, 2009). Identifying all separated 

scopes (Vanclay, 2004; Fredline et al., 2005; Stoddard et al., 2012; Tyrrell et al., 2012) and 

conducting data for them (Getz, 2009) but also measuring (Vanclay, 2004; Fredline et al., 

2005; Stoddard et al., 2012; Tyrrell et al., 2012) and accounting (The Economist, 2016) can 

be challenging. In addition to that, the scopes are not consistent through a community 
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(Vanclay, 2004; Tyrrell et al., 2012) which creates kind of an objective versus subjective 

debate (Fredline et al., 2005; Stoddard et al., 2012). Furthermore, the comparison of tangible 

and intangible aspects (Fredline et al., 2005; Getz, 2009) or results (Fredline et a., 2005; 

Lundberg, 2011) and the not necessarily simple qualification and quantification (Vanclay, 

2004; Stoddard et al., 2012; Tyrrell et al., 2012) are important to take into account within this 

research field. “This lack of interconnectedness” (p. 107) is especially regarding stakeholder 

communication an essential consideration. As a solving result, all three TBL scopes are 

precisely defined in the following so that the observance in our case study could be 

guaranteed. 

2.1.1 Economic scope - profit 

There are already numerous studies which consider the traditional economic scope of the TBL 

concept (Fredline et al., 2005; Lundberg, 2011). “Economic measures of tourism are the most 

straightforward to establish and have long been in place” (Stoddard et al., 2012, p. 248). 

Generally, the economic scope is rather easy to quantify (Getz, 2009; Stoddard et al., 2012) 

and can among others involve the following considerations for an evaluation process which 

we also applied in our case study about the cruise quay project in Visby: 

• business actions, investments (Elkington, 2004), the monetary basis in general, money 
flow, public or governmental funding, employment (Fredline et a., 2005) 

• “traditional financial performance indicators such as sales revenue, profit, return on 
investment or shareholder value models” (p. 242), operations’ economic performance, 
costs and benefits, lack of skilled labour (Stoddard et al., 2012) 

• “indicators focused on employment issues, destination economic benefits […], 
seasonality, and poverty alleviation” (Stoddard et al., 2012, p. 248) 

• suppliers, customers, business customers and the willingness for trading with all of them, 
produced and purchased goods, paid taxes, percentage of gross revenues, wage rate, 
employment and employees maintaining a residence on a local level (Tyrrell, 2012) 

• regarding tourism it involves persons in hotel beds and visitations for certain attractions, 
“consumer satisfaction and tourism contribution to the local economy” (p. 247), rates of 
hotel occupancy, non-resident visitor numbers, lodging revenues and tourist expenditures 
per capita, tourism employee number, labour income gained from tourism, business 
investment in tourism, hotel occupancy rate, non-resident visitors (Stoddard et al., 2012) 

Attention and effort are mostly too much focussed on financial issues, the economic scope, 

instead of the social and environmental ones (Buckley, 2003). 

2.1.2 Social scope - people 

“[T]he support of the public - as citizens, voters, consumers, employees […] - will be 

essential for the future of the worldwide drive towards sustainable development” (Elkington, 

1994, p. 92). The impacts of the social scope can be “defined as any impacts that potentially 
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have an impact on quality of life for local residents” (Fredline, et al., 2003 cited in Lundberg, 

2011, p. 22). The quality of life and therefore social impacts “are by nature subjective and 

may have a differential affect on different community members” (p. 3) and is not objectively 

measurable (Fredline, et al., 2005). Besides, “social goals vary amongst the community, and 

what may be perceived as a social benefit by one community […] or community sub-group 

[…], may not be viewed as such by others” (p. 1). Thus, impacts “are not consistent across a 

community” (Tyrrell et al., 2012, p. 283). The TBL can help to overcome difficulties 

regarding the social scope (Fredline et al., 2005). Furthermore, it is applicable “as a diverse 

set of societal goals such as poverty elimination and fair and transparent governance” 

(Stoddard et al., 2012, p. 241). Considering social awareness supports the better 

understanding and accounting of operations’ consequences “on the social well-being of the 

communities affected by those operations” (Stoddard et al., 2012, p. 242). For quantifying the 

social scope of an organisation’s complete operations, all direct and indirect costs but also 

benefits as well as the calculation of the difference between them are important aspects to 

respect (Buckley, 2003). This scope can among others contain the following: 

• local business in relation to the activity to offer products and services, employment on a 
local level, new facility access, the facility access which is not available or not anymore, 
opportunities for locals (Fredline et al., 2005) 

• human capital such as contractors, suppliers, employees, and advisors, “employment 
experiences and satisfaction, and organizational impact” (p. 242), the needed networks, 
norms and trust to enable a cooperation and investments done by the social systems which 
are business supportive (Stoddard et al., 2012) 

• citizens’ extraction costs, society impacts, usual business interruption, infrastructure, 
additional provided transportation possibilities and its externalities, traffic and time lost in 
traffic (Fredline et al., 2005), “noise, property damage, traffic congestion and road 
accidents […] time lost through increased travel times” (Tyrrell et al., 2012, p. 4) 

• daily interpersonal interactions or defined key extent such as to value others or oneself 
trust either interpersonal or generic, connections such as community participation or social 
networks, multiple relationships, reciprocal effect within relationships, cultural heritage 
conservation, cultural events (Stoddard et al., 2012) 

• media availability and published information in media in regard to quantity and quality 
(Fredline et al., 2005) 

• “social conditions, projecting likely social change, assessing the relative importance of 
expected changes” (p. 3), resident perception (Fredline et al., 2005) 

• local satisfaction, crowding, the wellbeing of individuals, change of social problems and 
attitudes the community and the society, education and training, “working with 
employees, their families, the local community, and society to improve their quality of 
life” (Stoddard et al., 2012, p. 242) 

• health of the community, safety, general security, security on property, traffic congestion 
and health measures on property (Tyrrell et al., 2012) 
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• equity and accessibility, “pressure on services, pride and sense of belonging to the local 
area, support for cultural and artistic endeavors, regional showcase, and community health 
and safety issues” (Stoddard et al., 2012, p. 250) 

• “improving trust, encouraging cooperation and collaboration, recognizing and enhancing 
individual and organizational networks, and fostering life-long learning” (p. 248) 

• regarding tourism it involves the “state of the local economy […], maturity of the tourism 
destination, and level of community attachment” (Stoddard et al., 2012, p. 248-249) 

• by a tourism business’ “charity, concern for public safety, and openness to the local 
public” (p. 284), “percentage of gross revenues provided for local charitable 
contributions” (p. 285), “openness to the non-guest general public” (p. 285) as well as to 
local and public culture (Tyrrell et al., 2012) 

Since the assessment is difficult (Stoddard et al., 2012), it is not rather easy to quantify 

(Stoddard et al., 2012; Tyrrell et al., 2012) and better to measure qualitatively (Getz, 2009). 

Thus, the social scope is the most difficult one to consider (Moldan et al., 2012). 

2.1.3 Environmental scope - planet 

The environmental consideration got more attention after the Brundtland Report in 1984 

(Fredline et al., 2005). The “concern about the environment has become a worldwide 

phenomenon” (Riley et al., 1992 cited in Elkington, 1994, p. 92). Hence, in 1992 “the 

environment was rated as one of the three most serious problems in half of the 22 countries 

surveyed” (p. 92) by an institute. The assessment and measurement are more difficult 

(Lundberg, 2011; Stoddard et al., 2012). This is reasoned by the large diversity of possible 

impacts, the lack of knowledge about the starting point as well as the lack of knowledge about 

the relationship-based process’ cause and effect and also the variety of numerous in research 

used methods. Besides, mostly are negative environmental impacts considered but often 

forgotten the positive ones (Lundberg, 2011). The environmental scope includes the 

importance of all direct but also indirect environmental costs and benefits quantification of an 

organisation’s operations sum and has the calculation of its difference as another crucial part 

(Buckley, 2003). This scope involves among others the following which we also considered: 

• impact in general on the environment, when the ecology is effected by certain activities, 
energy for transportation, recycled water, recycled waste (Fredline et al., 2005) 

• impact in general on the environment, when the ecology is effected by certain activities, 
energy for transportation, recycled water, recycled waste (Fredline et al., 2005) 

• “ecosystems and their constituent parts, including people and communities; […] natural 
and physical resources; […] the qualities and characteristics of locations, places and 
areas” (Vanclay, 2004, p. 268) 

• the natural capital regarding “the availability of natural resources such as forests, 
minerals, fish, and soil [as well as] […] clean air and water” (p. 243), biodiversity and 
protected area conservation and regulations, greenhouse gas emissions, water availability 
and conservation, water and air pollution, noise level controlling, water and energy use, 
ecological footprint, natural resources management, “waste, […] climate change” (p. 250), 
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“use of recycled materials, and water sources significantly affected by an organization’s 
use of water” (Stoddard et al., 2012, p. 243) 

• management and reduction of waste as well as recycling, “material use practices, its green 
building and infrastructure investments, and its waste treatment policies” (p. 284), “energy 
conservation, use of environment-friendly products […] environment-friendly 
management, policies, and governance” (Tyrrell, 2012, p. 285) 

• “environmental education and management as criteria or goals” (Buckley, 2003, p. 80) 
• “quantified through energy consumption, waste production or carbon-emission measures, 

although it is usually difficult to obtain the necessary data” (Getz, 2009, p. 72) 
• regarding tourism it involves “visual impact of tourism, and measuring the impact of 

tourism on the natural environment” (Stoddard et al., 2012, p. 250) 

Nevertheless, “environmental indicators […] are varied” (Stoddard et al., 2012, p. 250) and 

the natural “capital upon which our existence depends” (p. 243) has been taken for granted for 

too long. Accordingly, it is argued that: “wealth that destroys the basis of life is no wealth at 

all” (Onyx & Bullen, 2000 cited in Stoddard et al., 2012, p. 243). 

2.2 The TBL and sustainable tourism development 

The “[t]ourism industry has increased but the base of the world’s resources has remained 

static” (Theobald, 2005, p. 189). “The growth of tourism leads, inevitably, to modifications of 

the environment” (Wall & Mathieson, 2006 cited in Lundberg, 2011, p. 31). Besides, 

generally the tourism industry “is increasingly portrayed as being wasteful, unnecessary and 

environmentally destructive, with carbon taxes on travel or fuel being considered in many 

countries” (Getz, 2009, p. 75) which can change the view on tourist-oriented activities (Getz, 

2009). Accordingly, tourist travels affect the climate and the natural environment. 

Furthermore, the challenge within tourism research is its fragmented nature (Lundberg, 2001). 

It is simply a rather broad spread sector which involves a number of other industries and has 

no definite output. Altogether, when tourism is not managed well or managed at all, it can 

result in negative social and environmental consequences (Tyrell et al., 2012). 

“Similarly, the investment in tourism as a mechanism for sustainable development regularly links 

sustainable tourism projects with poverty alleviation and/or environmental conservation […]. While 

these projects often have lofty goals related to improving the quality of life of local communities, they 

often fail after donor funds are no longer available […] because of insufficient evaluation tools” 

(Tyrell et al., 2012, p. 280). 

As a result, it makes TBL reporting and monitoring rather important within the tourism 

industry (Fredline et al., 2005) and is already applied by different industries such as tourism, 

for sustainable tourism development to improve their strategic decision making (Stoddard et 

al., 2012; Tyrrell et al., 2012). Considering the time aspect, there is a change needed from the 
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short-term to the long-term and over generations which challenges not only public and private 

businesses but also politicians and cultural considerations (Elkington, 2004; Lundberg, 2011). 

Accordingly, even best-run organisations are not sustainable when their models and 

technologies are not sustainable in a long-term relation (Elkington, 2004). In contrast to the 

negative aspects of tourism, the sector appears as the only current main industry “where there 

are individual commercial enterprises which generate net gains for conservation, communities 

and shareholders simultaneously” (Buckley, 2003, p. 80). Besides, it is only in the tourism 

sector a realistic matter of fact to produce all TBL bottom lines as positive ones at the same 

time (Buckley, 2003). “The tourism industry provides a unique opportunity for the promotion 

and development of the TBL” (Tyrell et al., 2012, p. 282). Thus, the TBL concept is not only 

needed within tourism research (Tyrell et al., 2012) and the sustainable tourism development 

(Stoddard et al., 2012), it also achieved progressive support and provides a more holistic and 

sustainable view (Lundberg, 2011). It is a reasonable framework to show the relation between 

governments (Vanclay, 2004; Buckley, 2003) and organisations with their results in terms of 

sustainable tourism development (Lundberg, 2011). Hence, it is an instrument for tourism 

development to become sustainable and for the tourism industry’s numerous impacts to take 

responsibility and accountability for. Moreover, the quantification offers a tool for a proactive 

sustainable tourism development. Accordingly, the TBL approach provides a number of 

benefits which involve “efficiencies and cost savings, improved market positioning, better 

stakeholder relationships, improved strategic decision making, and wider destination benefits 

and competitiveness” (Tyrrell et al., 2012, p. 282). 

“The concepts of TBL, sustainability, sustainable development, and sustainable tourism are 

closely linked” (Stoddard et al., 2012, p. 244). Thus, the “overlapping to the definition issues” 

(p. 41) creates the „shift towards sustainable tourism development” (p. 8) which turns the 

TBL into a practical tool for tourism organisations for realising this shift (Lundberg, 2011). 

Furthermore, the quantification of the TBL for the tourism industry’s performances and 

businesses can turn into an empirical tool for a comprehensive analysis (Tyrell et al., 2012). 

“Only through quantification of impacts, using a common metric” (Tyrell et al., 2012, p. 284) 

can bring all bottom lines on an equal level were the TBL concept becomes a useful 

framework for sustainable tourism development (Stoddard et al., 2012). 



 13 

3 Research procedure 
This chapter explains the overall research strategy and methodology of this study. A further 

description of the data used in this study will also be discussed.  

3.1 Case study research strategy 
In order to be able to provide insights how sustainability is operationalised in tourism 

development projects, an exploratory case study was chosen. According to Saunders (2009, 

p.139) is the exploratory research design suitable if the researcher wishes to clarify the 

understanding of a phenomenon. In this particular case, which sustainable considerations and 

goal settings a destination emphasise in tourism development projects. The selection of case 

was guided by two criterions. Firstly, the destination had clearly stated goals of striving 

towards sustainable development. Secondly, the destination had recently decided to expand 

their tourism industry through investment in a new tourism project.  

The island of Gotland fulfilled both criterions and had just started to construct their new 

cruise-ship quay. Besides, the project was strategically located nearby the university were 

both authors of this thesis studied. This made it possible to gather well-grounded background 

information about the project before the actual data collection began. Given the purpose of 

this study, a qualitative method was chosen since it assists the researcher to gain in-depth 

knowledge and experience the reality from the respondent’s point of view (Bryman & Bell, 

2013). The decision to use a qualitative method made it possible to explore our respondent’s 

attached meaning of sustainability. Besides, we could also identify themes and patters from 

their expressed feelings and reflections about how the concept transforms into action in a 

tourism development project’s context. For enabling a deeper understanding of the cruise 

quay project in Visby and its sustainability regard we embraced to combine primary and 

secondary data which enables the integration of knowledge and data from diverse sources 

(Burger, 2006; Saunders et al., 2009, p. 123; Steffen, 2012, p. 81).  

3.2 Data collection 

3.2.1 Semi-structured interviews 

The qualitative method approach in this study is based on primary sources in the form of 

personal semi-structured interviews with key-actors who had an insight into the project, either 

directly such as the project leader, or indirectly such as a marine biology researcher. Semi-

structured interviews are often used to understand the ‘how’ of the phenomenon and can be 

employed in exploratory studies to gain understanding of the background or the context of a 
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study (Saunders et al., 2009, p.376-377), which is an objective of the present research. This 

interview method can also contribute to a deeper understanding of the respondent’s feelings, 

due to the closeness to the studied reality (Bryman & Bell, 2013). In addition to that, we 

chose to use open ended questions in all personal interviews since it adds a flexibility and 

questions do not need to be asked in a specific order (Saunders et al., 2009, p. 601). Our 

questions were based on an interview guide that consists of 20 open-ended questions which 

were designed to develop a better understanding of different stakeholders’ attached meanings 

to the term sustainability but also in relation to the project. We thematised the project related 

questions based on the 5 theoretical areas (see Appendix A). In addition to that, were follow-

up questions asked to particular given answers from our respondents. 

According to Alvesson’s (2011) recommendation, all interviews were audio-recorded because 

we did not want to exclude any important aspects. The choice of recording also meant that we 

stayed more present in the dialogues instead of putting too much effort on taking notes. All 

recorded interviews could then be played back several times during each transcription and 

generate richer empirical details. Due to ethical reasons were all respondents asked about their 

permission of recording the interview in beforehand. Besides, we did not put the respondents’ 

full names and titles in our study out of respect for their privacy. This was also due to our 

partly critical view regarding our analysis on certain circumstances and the information we 

achieved during the data collection process. 

3.2.2 Respondent selection 

Based on our choice to conduct a case study of the cruise project in Visby, we selected 

respondents who were relevant due to their position of being able to share information in 

regard to our research question. In order to investigate the TBL concept’s three scopes for 

evaluating the project from a sustainable tourism development perspective were expert’s in 

their specific fields contacted. This choice made it possible to seek potential linkages or 

significant differences from the diverse perspectives and reveal a more nuanced picture of our 

research issue. An overview of the respondents is presented in Table 1 (p. 15), which includes 

the date and time in hours for each interview and respondents’ either direct (D) or indirect (I) 

project involvement (P) regarding the cruise project in Visby.  
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Respondent Organisation/Relation Date Time P 
Ethnology Professor Pilot interview: professor and researcher in 

Ethnology at UUCG, local citizen 
12.02.2016 0,5 I 

Marine Biology 
Researcher 

Pilot interview: UUCG, Norwegian University of 
Science and Technology 

18.02.2016 1,5 I 

Journalist Pilot interview: journalist, member of political 
green party, marine biology researcher, teacher, 
local citizen 

03.03.2016 1 I 

Architect Pilot interview: the first person who criticised the 
cruise quay project in public 

15.04.2016 2 I 

Construction Manager Region Gotland 28.04.2016 1,5 D 
Tourism Manager Inspiration Gotland 02.05.2016 1,5 D 
Project Leader Region Gotland 02.05.2016 1,5 D 
Marine Biology 
Researcher 

UUCG, Norwegian University of Science and 
Technology (teacher and researcher in marine 
biology, project leader Baltic Sea region, local 
citizen) 

03.05.2016 1 I 

Managing Director GFB 04.05.2016 1 D 
Strategic 
Communicator 

Independent consult, employed by Region 
Gotland 

04.05.2016 1.1 D 

Ethnology Professor UUCG (professor and researcher in Ethnology, 
local citizen) 

04.05.2016 1 I 

Politician Miljöpartiet, member of the regional assembly 10.05.2016 1.2 D 
Table 1: Overview of respondents 

3.2.3 Reports, documents and meetings 

The reports and organisational documents we used in this study helped us to achieve a 

background and overall picture of the problem area. As discussed by Saunders et al. (2009, p. 

256), secondary data offers the possibility to analyse data that have been collected by other 

researchers for another or similar purpose. Our findings in various governmental reports and 

protocols assisted us to get in-depth information about the decision process, but also certain 

regional specific characteristics. Accordingly, we considered project-based information and 

notes from various complementary meetings. All additional data including their name as the 

used description term for the empirical chapter later on, a short content description and the 

year as well as the type (T) of material with differentiation between report or document, 

meeting (M) and e-mail (E) is presented below in Table 2. 

Name Content Year T 
Riksdagen Motion till riksdagen 2008/09:N370 – Förslag till 

riksdagsbeslut 
2008 

R
eport/D

ocum
ent 

Vision Gotland 2025 Regionalt utvecklingsprogram för Gotlnd - RUP 2008 
TF Hamnavdelningen Sammanträdesprotokoll 2009-2016, TN § 153 

Redovisning – förprojektering av krysningskaj i Visby 
2009 

Ramböll Samrådsunderlag 2010 
Region Gotland Näringspolitisk program för Gotland 2012-2015 2012 
CMP Copenhagen Malmö Port, Nu bygger vi kryssningskajen 2014 
DestinationsArenan AB Exportmoget Gotland – Not yet! 2014 
Region Gotland Regionalfullmäktige protokoll 2014 
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Region Gotland Förslag till detaljplan för del av Visby Innerstaden 1:2, 
samråd 

2014 

SWECO Att angöra en kaj eller passera en ö 2014 
GFB  Gotlands Förenade Besöksnäring 2016 M 
From the Politician to the 
regional chief executive 

Questions regarding the decision basis material and 
possible community involvement 

2014 E 

Table 2: Overview of additional material 

3.3 Process and analysis of data 

The collection of primary data was carried out during the case study in Visby from the 12th of 

February to 10th of May 2016. Our decoding process of 8 audio-recorded and 4 pilot 

interviews allowed us to gain in-depth information regarding the cruise quay project. All 

primary data was transcribed and qualitatively analysed with the help of the TBL concept as 

our framework. Additionally, we analysed the data with the help of “Excel” programmed 

formulas which applied the TBL concept’s scopes and we also quantified the qualitative data 

from the interviews with that (see Appendix B). Thus, a small comparison in terms of 

numbers and percentages was therefore possible. Besides, we transcribed the data directly 

afterwards when each interview took place in order to maintain important empirical details. 

The process of transcribing and analysing was rather time intensive. At the same time, it 

revealed a pattern of interesting arguments, values and opinions from a diverse range of social 

actors’. Our findings in organisational protocols, different decision basis material and in the 

literature were then analysed with our respondents shared reflections. This triangulation of 

multiple data sources in the space of one single case study is helpful for enabling a more 

nuanced picture regarding the research question (Saunders et al., 2009, p. 146; Burger, 2006; 

Gomes, 2006). In our case, it enabled a better understanding of various interlinked factors 

from diverse perspectives in regards to the cruise quay project. 
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4 Empirical data 
The empirical findings from the case study are presented in the following chapter. First, we 

introduce Gotland as a sustainable island where the municipality’s sustainability goals and 

Vision 2025 are described. Second, Gotland as a tourist destination is presented which 

includes facts and figures about Gotland as a tourism destination. Finally, our investigation of 

the decision process regarding Visby’s new cruise quay project is presented. 

4.1 Gotland as a sustainable island 
The municipality of Gotland, henceforth called Region Gotland, operates without a county 

council and is thereby working with enlarged responsibilities for all county-level activities 

such as public transport, health care, education, culture, social and economic welfare. Region 

Gotland is also main responsible for regional development projects and issues which normally 

are managed by the county council (Region Gotland, 2015b). Besides, the organisation is also 

the largest employer on the island with a total of 6275 employees which is nearly 11% of the 

total population (Region Gotland, 2015b). Except managing all employees, another 

challenging role is coordinating development efforts with other agencies, administrations and 

business organisations. Moreover, achieving common solutions in complex challenges such as 

evolving a strategy for regional development, deciding on funds as well as monitoring and 

evaluating development projects are additional challenging goals for all project related actors 

(Region Gotland, 2012) (see appendix C). 

Region Gotland’s sustainability goal of transforming into a sustainable island goes back to 

1992. At that time, Gotland declared the goal of reaching 100% renewable energy by 2025 

and becoming “a fully sustainable society within the course of a generation” (European 

Commission, 2010). Hence, the two policy objectives and themes are first, sustainable 

resource use and second, sustainable economic growth. 

Region Gotland’s Vision 2025 aims to guide decision and future developments and was 

introduced in 1998 and is still the leading vision (Politician). The overall goal can be 

summarised as: “Gotland will be the Baltic region’s most creative and magical place, 

characterised by nearness, sustainable growth and love of life” (Region Gotland, 2015a, p. 2). 

Besides, sustainable development is explained to be the starting point for the formation of the 

regional development. It includes three interacting dimensions: economic, social and 

environmental responsibility. Furthermore, with reference to these three dimensions, Region 

Gotland describe in their industrial policy (NPP) sustainable development as: 
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“Economic growth implies the value of production of goods and services in an area and this creates 

conditions for the development of the society. The growth is sustainable when economic growth 

occurs while human resource development and environmental value in the long term is utilised. 

Economic sustainability also means that long-term businesses are developed continuously” (Region 

Gotland, 2012, p. 8). 

“The social dimension of sustainable growth involves to take the driving forces for employment for 

different groups in the society such as young people, women and people with a foreign background 

into consideration. It is also about social entrepreneurship such as employment for people who are not 

established on or outside the labour market for various reasons. Employment in itself is important for 

all groups in society, health and wellness, and should guide any efforts to secure employment and 

supporting companies in changeover processes. The latter assumes that there is potential in these 

businesses and that it takes place within reasonable limits” (Region Gotland, 2012, p. 8). 

“The environmental dimension of sustainable growth implies to take charge of the environment and 

environmentally friendly production as the important driving forces for economical sustainable 

development. An environmental certification is often a competitive advantage for a company today. 

Reduced energy consumption, reduced emissions, increased use of renewable energy and fuels 

companies are examples. The expected expansion of wind power, biogas and other technologies offer 

openings for more environmentally driven businesses” (Region Gotland, 2012, p. 8). 

Nevertheless, “Gotland’s sustainable development plans, decisions and targets require regular 

updating and evaluation to ensure the process moves forward towards the goal of 

sustainability” (European Commission, 2010).  
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4.2 Gotland as a tourist destination 

As the sun rises over the island of Gotland, one feels as much a part of the surrounding ocean 

as the Earth. Gold rays of sunlight beam across the dynamic blue sky, contrasting with the 

magical colours of Gotland’s forests, beaches and limestone landscape. Looking closely at 

buildings in the main town of Visby, Gotland’s capital, one can see tracks from medieval 

times and the beauty and wisdom of the land reflected in their expression. Walking along the 

narrow alleys in Visby while witnessing over 1000 years of history and culture, makes it easy 

to understand why Gotland attracts many tourists.  

Gotland is Sweden’s biggest island, with a total area of 3140 km2 (Länsstyrelsen, 2016) and 

is situated in the middle of the Baltic Sea (Region Gotland, 2015b) which makes the usage of 

transportation such as ferries or airplanes to get access to the island important. Throughout the 

history, the geographical position has made Gotland a natural meeting point with the 

millenary trade relations and international contacts 

(James, 2013). Visby is well-known for its preserved 

historical buildings, ruins and city walls dating back 

to the 13th century (UNESCO, 2016). The old 

Hanseatic city of Visby is chosen to be Sweden’s 

seventh World Heritage Sites in 1995 by UNESCO 

(Ronström, 2007).  

Over the last decades Region Gotland has witnessed 

a major shift in the labour market. A continuously 

decline in manufacturing jobs and a discontinued 

military presence through the defence 

transformation in 2004 has led to a job loss of about 

10% of the total workforce (Riksdagen, 2008). The 

regional average income is lower compared to the 

national average (Region Gotland, 2015b). and a 

consequence of the chronic lack of money has resulted in a large exchange economy through 

labour exchanges which reinforces the importance of local networks (Ronström, 2003). 

 
Figure 1: The island of Gotland in the 

Baltic region (CMP) 
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Tourism on Gotland is one of the two major industries and therefore an important economic 

activity in terms of tax income and jobs which have resulted in a growing service sector 

(Region Gotland, 2015b). However, the task of getting visitors to the island and extend the 

peak season which occurs between June and August has been a challenge in decades (GFB). 

Seen in a five-year perspective, an average of 1.95M passengers travelled to and from the 

island. Accordingly, 0.87M guest nights are booked on a yearly basis (Region Gotland, 

2015b). However, the number of internationally booked guest nights has decreased and 

represents 11% of the total were camping tourism shows the most positive growth (Region 

Gotland, 2015b). Figure 2 below present the Baltic region’s cruise development. 

The number of anchoring calls for the cruise tourism has increased with 1042 between the 

years of 2000 and 2013. This represents an annual average growth of 4.4% in the Baltic cruise 

market (Sweco, 2014). Visby’s development shows the opposite both in number of anchoring 

ships and the amount of passengers from the record year 2005 with 150 calls, until 2012 with 

62 calls. Increased competition from other destinations within the Baltic region (see appendix 

D), and the number of anchored cruise ships in the Baltic region’s ports is one cause for 

Visby’s decline (Sweco, 2014). The negative trend and the lack of capacity for anchoring 

bigger cruise ships were main incentives for Region Gotland’s decision of building a new 

cruise quay (Tourism Manager). Currently, bigger cruise ships cannot anchor due to the 

limited space (Region Gotland, 2015b). Instead, they have to transport cruise passengers with 

smaller boats to the island. 

 
Figure 2: Baltic region’s cruise development (Sweco, 2014) 
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4.3 Visby’s new cruise quay project 

 
Figure 3: Process related actions time scale (© Anja Prochnau & David Sigrén) 

The debate of building a cruise quay in Visby can be tracked far back in time. But the issue of 

construction and financing have been discussed since 2003 when first investigations were 

made (Region Gotland, 2014a). A written proposition to the Swedish government happened 

five years later in 2008 (Riksdagen, 2008). The main motivation in the proposition clarifies 

that a cruise quay in Visby would not only safeguard the number of calls from operators, it 

could also double the number of anchored cruise ships and contribute to a positive 

development for Gotland’s tourism. Nonetheless, constructing a cruise quay is a large 

investment for a rural municipality like Gotland. Accordingly, the Swedish government must 

consider how such an investment is best carried out, for example through various forms of 

cooperation (Riksdagen, 2008). 

The proposition was rejected in 2009 and Sweden’s infrastructure minister replied to not 

foresee taking any steps to unite around a state co-

financing for building a new cruise quay in Visby 

(Swedish Radio, 2010). The same year as the rejected 

interest, two alternative locations for a new quay were 

presented by the harbour manager. A location of the 

southern pier was most favourable since it allowed the 

capacity of two anchored ships and could solve future 

logistics solutions such as buses and a planned travel 

centre (TF Hamnavdelningen, 2009) (see figure 4).  

 

 
Figure 4: Position of the planned cruise 

quay project in Visby (Ramböll, 2010) 
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The pre-plan with a proposal of 0.4MSEK was later accepted by the Technical Services 

Committee for covering the application cost to the Swedish environmental code1. As a result, 

Sweden’s environmental court had the authority to decide if a cruise quay in Visby could turn 

into reality (TF Hamnavdelningen, 2009). 

Investigations of funding the project were not solved but the city council along with the 

technological administration searched various options, for example from the EU. However, 

results of the investigations declared that within the EU program period 2007-2013 have been 

difficult to attract financing, due to long-time infrastructure projects already been supported 

(Region Gotland, 2014a) such as the building of a new conference hall in 2003. A main 

incentive for investing 160MSEK back then was the chance of attaining substitute funding 

from EU which never became a solution in the cruise project (Project Leader). In 2010, 

Region Gotland hired the consultancy firm Ramböll to support the work of producing 

consultation documents on the basis of various testing processes and to conduct an economic, 

societal and environmental impact study for their planned activities (Ramböll, 2010). Except 

for financial forecasts, environmental and social concerns such as air pollution and noise 

levels were investigated. In sum, the Ramböll report concludes that no significant effect from 

the project will have an impact on outdoor life or human’s health. Two years later, in 2012, 

the cruise debate was nearly forgotten (Tourism Manager). Therefore, Inspiration Gotland, a 

local destination management organisation, took action for the case. Finally, the local 

business sector has shown more interest and support which also awakened politicians’ interest 

(Tourism Manager). 

4.3.1 Key stages and major issues 
“At first, local politicians showed no interest at all and then, they quickly became more interested and 

united” (Tourism Manager). 

In summer 2013 a dialogue between the executive office2 and technology committee within 

Region Gotland and the Danish-Swedish consortium, CMP, began. Based on mutual interest a 

potential contract between both parties should strengthen their market positions in the Baltic 

region (Region Gotland, 2014a). Four months later, in November 2013, the newspaper 

announced: “Consortium wants to build the quay” (Hakeberg, 2013). CMP had shown interest 

for co-financing the cruise-ship quay. Gotland’s region director confirmed that all politicians 

                                                
1Authors own translation from Swedish, ”Miljöbalken” 
2	Authors own translation from Swedish, “ledningskontoret” 



 23 

have been informed and so far, there was no official stance. In addition to that, CMP did not 

want to confirm any information to the reporter (see photo 2). 

In the meantime, November 2013, the most referred decision-based report is conducted 

by the consultancy group Sweco Eurofutures AB. Their mission was to analyse how a future 

cruise-sip quay in Visby could affect the tourism on Gotland (Sweco, 2014). Sweco explained 

that a greater focus has to be placed on safety and stability since many passengers spend time 

at the host city at the same time. Accordingly, one interviewed cruise line operator argued that 

“it is not enough to have a well-planned infrastructure to position a destination as attractive. It is also 

crucial to have a long-term strategy which both public and private actors can agree on. The strategy 

should clearly communicate how the destination will meet the cruise operators, ships and passengers” 

(Sweco, 2014, p. 14). 

This was in line with DestinationsArenan AB’s (2014) situation analysis of the international 

tourism importance on Gotland. Their report’s conclusion was that there is a crucial need for a 

comprehensive strategy for future work. 

In January 2014, the newspaper revealed that the business sector promoted a study through 
Visby Centrum’s support that would serve as a decision basis material, a letter of intent (see 
photo 2). 

“The report confirms the potential of increased revenue of sales, employment and tax revenue for the 
benefit of both public and the visiting industry” (Visby Centrum’s chairman, cited in Frid, 2014a). 

 
Photo 2: Article helagotland - Visby Centrum (Frid, 2014a) 

 
Photo 1: Article helagotland – Konsortium (Hakeberg, 2013) 
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The promoted study must have been promising because all parties became fully united in one 

month’s time and Region Gotland approved the investigations 24th of January 2014. 

Regarding the decision process, an interesting aspect is that it never caused any lively debates 

in local media. Criticism during the planning phase raised due to the politicians’ 

overconfidence, “but there was simply no room for critique. Although many questions 

remained unanswered” (Architect). It was barely announced that the cruise quay is going to be 

discussed beyond the politicians (see Photo 4). 

 

Photo 3: Article helagotland – political discussion (Lundberg, 2014) 

In June 2014, in terms of public participation, or the lack of same, an e-mail from our 

interviewed Politician to the regional chief executive (see Photo 5) was sent. One question 

addressed in which way the residents in Visby will have the opportunity to express their 

opinion before the decision is made. The regional chief executive did not reply (Politician). 

 

Photo 4: Regional chairman (S) & the acting regional director June 2014 (© Söderlund, 2014) 

The timing of local political discussions is noteworthy, due to that most political activities 

are limited during the summer which complicates handlings of matters and discussions 

(Politician). However, in July 2014 an e-mail was sent out to all political representatives with 
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directions that an actual decision should be made within two months’ time. In other words, all 

political parties had to become united during their partial activities or vacation (Politician). 

Nevertheless, a decision was made but not everyone was pleased. 

“There was never time to better understand potential risks or sit down and discuss future challenges. 

Different plans have been discussed over a long time but my personal standpoint was that it was 

wrong to prioritise this investment within the regional budget. But when CMP showed interest of co-

financing the project, it turned out to be extremely limited lead times for a decision of yes or no” 

(Politician). 

The main crucial aspect which forced the decision to be hurried was the environmental 

court’s limited permission (Politician, Project Leader & Tourism Manager). It will be expired 

in 2019 and the politicians became strained to make a hurried decision (Politician, Project 

Leader & Tourism Manager). This became a common used motive in different assemblies and 

meetings (Politician). An appeal against the detail plan could have risked a delay in the 

project and then the environmental permission would have expired (Tourism Manager). But 

how come that not more people were interested or concerned about this large tourism 

development? “It is not every citizen’s interest to study detail plans” (Strategic 

Communicator). Besides, “instead, it is easier to be critical and write a notice in the local 

newspaper and claim how needless it is” (Strategic Communicator). Yet, active local 

researchers described the whole process similar to a phenomenon that never became public 

(Architect, Ethnology Professor, Marine Biology Researcher). As a result, it has turned all 

necessary infrastructure projects such as toilets, alternative transportation and a new 

pedestrian bridge into complications instead of beneficial means for stimulate cruise 

passengers’ needs. Altogether, it was a decision which was made rather hastily. 

“The whole process was might accomplished faster than many can imagine afterwards. But it is a 

political strategy to hurry these processes in order to avoid appeals and it is costly to have ongoing 

projects on hold. It was the same procedure when we built the new sports arena. The contract was 

signed before we had a complete project plan” (Construction Manager). 

“Sometimes it feels like you are taken as hostage when everything should go as fast as possible. When 

one actor waving with money, you sometimes end up being forced to make a decision, even if you 

state that a decision needs more concrete information, it is still neglected” (Politician). 

The final decision has been made in August 2014. The cruise quay is definitely going to be 

built (see Photo 6). A following goal was to agree on a long-term contract before the end of 
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the year 2014 (Region Gotland, 2014a). Finally, the issue of financing the construction has 

been solved and the contract could be prepared to get signed. 

 
Photo 5: Article helagotland – The construction can start (Frid, 2014b) 

Finally, the contract got signed. The formal contract was undersigned by CMP and Region 

Gotland in December 2014 (CMP, 2014) (see Photo 7). The contract describes that CMP will 

rent the quay for twenty years after its completion. The total investment expenditure is 

estimated at 250MSEK, excluding interest rate based on 2014’s terms with an amortisation 

period of 45 years. Regarding the current rate, the investment expenditure and amortisation 

cost over the term of the contract will be just over 9.3MSEK per year (Region Gotland, 

2014a). The contract also indicates that CMP should pay a deposit of 50MSEK. The variable 

operating costs of the cruise quay is not regulated in the agreement. Instead, they are 

determined by the tariffs as applicable for Region Gotland’s port operations, alternatively, the 

calculated cost price by a certain administrative surcharge (Region Gotland, 2014a). 

 
Photo 6: CMP’s vice chairman signs the contract, December 2014 (© Karl Melander, 2015) 

“During my whole six years in CMP I have never witnessed such a compelling work that has 

gone so quickly and painlessly”        

              (CMP’s vice CEO after signing the contract cited in helagotland, Frid, 2014b). 
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4.3.2 Public participation and available information 

After the decision took place the interviewed actors who were directly involved in the project 

agreed that it was a democratic decision. Regarding the Project Leader’s statement about a 

potential strategic exclusion of the society during the decision process, community 

involvement related information is added in the following: 

 “If it was a strategic choice to exclude public participation in the decision process, it was a very bad 

idea. If I was aware of it, I would argue for the contrary” (Strategic Communicator). 

“Locals have never been involved in the decision. It is hardly so that the local business sector was 

included” (Tourism Manager). 

“It was nearly no information shared to the public during the negotiating. This process is essential but 

were not prioritised due to the limited time frame to make a decision. If one should have a proper 

discussion with citizens it is somewhat impossible when many questions stay unanswered” 

(Politician). 

The responsibility of sharing information during the initial phase of the decision was 

problematic. The Project Leader said that they did not have enough information to 

communicate to the society in the early stages. Therefore, the Project Leader initiated a sub-

project with the local university to develop beyond others new 3D sketches. However, these 

sketches showed a cruise project in its completion. Likewise, the Strategic Communicator’s 

first given mission in the project was to inform the public, but 

“I was contacted and later hired when we were signing up different contracts with subcontractors such 

as AARSLEFF, so the decision has already been made” (Strategic Communicator). 

One of the strategies that will support the choice of Region Gotland’s path to achieve its 

Vision 2025 is the enabling of participation, work in broad collaboration and good 

communication in all relationships (Vision Gotland 2025, 2008). In addition, an important 

requirement for an ongoing positive development of the Gotlandic society is that it is opened 

for engagement and responsibility. Thus, residents should feel participated and have the 

opportunity to affect the societal development and take responsibility for this (Vision Gotland 

2025, 2008). However, our respondent’s reflections about the large proportion of unanswered 

questions emphasised trust issues and the importance of transparency and communication. 

“There was never a structural approach of collecting inputs from the public such as permanent 

residents in this case. The conditions of communicate externally was not an option since we as 

politicians neither got distinct explanations on some of our important questions. It reflects the current 
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situation where different infrastructure projects are seen as problematic. But that is not strange 

because it was never time to discuss and prepare necessary measures” (Politician). 

Consequently, an essential element that has been discussed in all our interviews with different 

key-actors is public legitimacy and the lack of community involvement in the cruise quay’s 

decision process. However, one solution was conferred: 

“We have within the organisation of Region Gotland realised that we have to prepare and complete 

our overall work before we can inform what we expect from the locals” (Project Leader). 

4.3.3 The integration of sustainability 

The goal, of the project is according to the interviewed Tourism Manager, Construction 

Manager, Project Leader and the Managing Director the improvement of the overall quality of 

products but also enhancing the cooperation between the private and public sector (see 

“overlapping circles” in Appendix E). Thus, the response from locals in relation to potential 

service efforts stresses a need for well-functioning communication between different 

organisational levels. A majority of the involved actors in the project management underscore 

a need for better packaging of experiences through various types of segmentation in order to 

“create a demand” (Managing Director, Project Leader & Tourism Manager). Contrary, a too 

strong focus on segmentation is risky reasoned by the resulting effort for putting the tourist 

into one specific segment (Ethnology Professor). In addition to that, the tourist destination 

then becomes limited and too focused which creates homogeneity. This affects marketing 

issues, future message, people but also the unbalance within the region which could be 

strengthened. As a result, it may affect locals, the tourist sites but also the visitors. (Ethnology 

Professor). 

The financial risks are considered reasonable in relation to the positive effects the cruise 

quay is expected to bring (Region Gotland, 2014a). Besides, Region Gotland highlights cost 

neutralisation as vital in their decision which means “the investment itself should not befall at 

the expense of other regional activities such as schools and health care” (Region Gotland, 

2014a, p. 2). Hence, a long-term contract was important to reduce the economic risks (Region 

Gotland, 2014b). But Region Gotland’s budget has been under pressure in recent years. A 

rising deficit of 123MSEK in the healthcare sector in 2016 is one of the concerns (Frid & 

Staflin, 2016). According to the latest budget restrictions Region Gotland should save 

170MSEK over the next three years which affects departments such as education, 

technological service as well as cultural and the central administration (Region Gotland, 

2016). All committees have budget restrictions which means that they must divide revenues to 
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other more critical areas. However, “the cruise project is a business tactic, we loan money but 

it is paid by the rents” (Strategic Communicator). 

“If you look on the contract from an economic perspective it is rather sustainable. 186MSEK of the 

total sum of 250MSEK is actually paid by the rent throughout a 20-year period. The remaining 

64MSEK is a rather small sum of money if you compare it with how much money that will be added 

into the overall system” (Tourism Manager). 

In relation to sustainable development, the majority of the respondents reflected about a 

current lack of strategic political guidance in sustainability issues. However, the ambitions are 

set high (Politician). 

“Region Gotland should live up to be for example an eco-community and a fair-trade island etc. In 

practice, not all parties are willing to support these ambitions and visions. The how in terms of 

strategic guidance is not as clearly described” (Politician). 

Sustainable tourism development was also considered: 

“Referring back to the question if Visby has a plan for sustainable tourism development - no” 

(Managing Director). 

All interviewees except from the Strategic Communicator who did not consider the economic 

aspect, referred to economic, social and environmental aspects when describing sustainability 

(see appendix B). Besides, sustainability affects all interviewees’ work: 

“There are five specific key words which have to be applied by the entire municipality during a 

strategic project planning process: environment, availability, life-cycle-cost, energy and working 

environment” (Construction Manager). 

“The risk is that you use the word and explaining that it should be an integrated part in the 

organisation but the questions remains, how? […] There is an unbalanced knowledge and 

understanding about sustainability on Gotland. It is first when we discuss it in economical or social 

terms people raise their attention. But it all comes down to that we have to understand these linkages 

as well as realise that it all starts with our own behaviour” (Managing Director). 

“It is more open and discussed and people start to realise that it needs a higher priority” (Marine 

Biology Researcher). 

“We have looked very much on the concept of sustainability, and are ashamed that we never really 

had it in our organisational strategy. […] We can honestly say that we lacked a tourism strategy for 

five years. […] Therefore, an integration of the sustainability concept has not been possible” (Tourism 

Manager). 
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In relation to the cruise quay project, sustainability also needed to be considered. Moreover, it 

is stated that: 

“The logistical and physical aspects of how the destination will manage an increased tourism 

exploitation both from increased cruise tourism and existing tourists in the limited harbour is crucial. 

How can Gotland support this with good infrastructure? The logistical aspects can also be seen from a 

social perspective, for example how should cruise tourists be dispersed so it not develops problems 

within the limited size of the inner-city? You have to steer all these people – but how should you do 

that?” (Managing Director). 

“A part of Gotland’s politicians is more concerned about the work, salaries and the overall condition 

of living here which is kind of short sited. Then you have the other side which is concerned about 

future generations’ circumstances such as their possibilities to drink clean water as a sustainable 

aspect. […] The cruise ship in itself is not a sustainable issue. A lot of attention has been paid to 

reduce cruise ships emission which has a global impact” (Marine Biology Researcher). 

“The biggest challenge is delivering competitive packaging of the destination to cruise passengers, 

since the industry consists of complex supply chains […] this means that tour operators are extremely 

price sensitive. […] Gotlands ‘product’ needs to be finished today because it is what operators buy in 

order to plan their next visit into the new cruise quay in 2018” (Tourism Manager). 

Sustainable or not, for a long time the politicians have been hiding themselves behind 

arguments that the project is an investment and not something that also will generate future 

costs such as new infrastructural sub-projects (Project Leader) (see appendix C). The 

Strategic Communicator agreed and meant that it has been ill-defined that the quay itself costs 

250MSEK. Other infrastructure projects may exist in future planning but these have now been 

prioritised (Strategic Communicator). “Some of the sub-projects may have been hurried due 

to the need of having more places to channelling the cruise tourists too. But these type of 

investments will also benefit the general public” (Strategic Communicator). Another benefit 

can be referred to the urgent and currently discussed environmentally related issue about the 

black water or sewage of cruise ships. This was discussed by all our interviewees but also 

during additional meetings with the Architect, Ethnology Professor and the GFB meeting. As 

a preparation for the upcoming law and especially for the Baltic region, it is constructional 

integrated in the cruise quay project. Therefore, a connecting equalisation basin which can 

produce an even flow to the plant was the solution (Construction Manager). At last, the cruise 

quay’s construction will be finished in April 2018 (see appendix F) and is to be seen as an 

influential opportunity for the whole island of Gotland (Construction Manager, Managing 

Director & Project Leader). 
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5 Analysis 
Our investigation of Visby’s cruise quay project with help of the TBL concept as our 

framework and an overarching sustainability lens from a sustainable tourism development 

perspective is presented in the following. Therefore, the analysis is categorised in TBL’s three 

scopes including main themes from our interviews with reference to the theoretical chapter 

(see chapter 2) and the empirical chapter (see chapter 4). 

5.1 Economic scope assessment 
The TBL concept is often utilised for economic impact studies and for the promotion of 

tourism related projects or initiatives (Lundberg, 2011). This is reasoned by entrepreneurs’, 

politicians’ or policymakers’ intention of finding a legitimisation of their actions and to 

justify political strategies but also to make their regions or cities attractive for external funds 

(Lundberg, 2011). In the early stages of Region Gotland’s decision process a primary goal 

was to attain funding, for example by support from the EU. However, issues of funding were 

evidently portrayed as problematic. Tyrell et al. (2012) explain that the rather lofty goals 

which are often set in sustainability and tourism related projects often fail. This is not only 

due to the non-existing or ending funds but also to the usage of insufficient evaluation tools 

(Tyrell et al., 2012).  

Differentiation from competitors by promoting only the positive performance aspects while 

using TBL and referring to all three scopes for getting noticed is seen in our case study, but 

should according to Stoddard et al. (2012) and Tyrrell et al. (2012) be avoided. A further 

analysis whether the goals in this project are reasonable or not was rather complicated since 

there was no formulated strategy to examine. However, this shows that sustainable 

development is not static due to the proceeding development and evolvement over time 

(Lundberg, 2011). Yet, attaining “these moving goals is something to constantly strive for at a 

destination in order to call itself sustainable” (p. 12-13).  

For positioning Gotland as a more exclusive destination without losing the interest from 

cruise line operators is a challenge (Tourism Manager, Project Leader & Managing Director). 

Hence, the properly used TBL concept regarding efficient marketing, competiveness but also 

stakeholder involvement can help as a tool for striving towards sustainable tourism 

development (Tyrrell et al., 2012). Gotland’s change in the employment situation, especially 

the decline in manufacturing jobs is worrying because it also relates to the overlapping 

considerations in the social scope (Fredline et al., 2005; Stoddard et al., 2012).  
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An expansion of Gotland’s tourism industry can bring new opportunities. As discussed by the 

Politician, someone has to sell or offer different products or services and this investment can 

contribute with an overall expansion of the tourism season and thus a balanced economic 

growth. 

The tourism sector is unique in the sense that it is constrained to a specific place or 

destination. Industries can move their production to other countries in order to reduce their 

production costs through less expensive labour etc. But a destination’s attractiveness is 

dependent on more intangible motivations such as supply of services, weather or trends which 

creates difficulties due to the tangible versus intangible aspects (Fredline et al., 2005; Getz, 

2009). An essential aspect in the development process is according to the Managing Director 

well-functioning communication and enhanced cooperation between the private and public 

sector (see “overlapping circles” in Appendix E). During the cooperation process is the 

mobilisation of resources central (Emmelin, 2006). The Managing Director made an attempt 

to underline its importance during her presentation at the GFB meeting for the local visiting 

industry were both private and public representatives participated. We were present at this 

meeting which made it possible to observe additional issues such as the current lack of 

relevant statistics and measurements. Previous research in the field of TBL and sustainable 

tourism development points out that even if the qualification is rather simple, it is needed 

(Vanclay, 2004; Stoddard et al., 2012; Tyrrell et al., 2012). 

A current lack of proper measurements hinders the work of observing trends but also the 

ability of striving towards the same goal (Managing Director). Thus, Gotland’s goal is to 

reach 100% renewable energy by 2025 and “become a fully sustainable society within the 

course of a generation” (European Commission, 2010). But where is Gotland now and how 

far is Gotland from reaching its goal? After all, “what you measure is what you get, because 

what you measure is what you are likely to pay attention to” (The Economist, 2016). 

5.2 Social scope assessment 

The social scope of TBL is the most difficult to address (Moldan et al., 2012), which our 

investigation of the decision process for building a new cruise quay in Visby could show. 

“Sustainable tourism development requires the informed participation of all relevant 

stakeholders” (UNWTO, 2016a), and the support of public participation throughout the 

decision process is essential for achieving sustainable tourism (Elkington, 1994; Churugsa et 

al., 2007). However, our case proved a lacking community involvement which seems to have 

caused a lack of public legitimacy and social distrust. Developments require a certain kind of 



 33 

commitment but also motivation for action which can be influenced by the way, for example a 

decision is made. This questions why the community did not have a more influential role 

throughout the decision process (see Figure 5)? 

 
Figure 5: Process related actions & information in media time scale (©Anja Prochnau &David Sigrén) 

Previous research has pointed out that organisations with social awareness better understand 

their consequences on the social well-being of the communities affected by those operations 

(Stoddard et al., 2012). The limited space in the inner city of Visby was a commonly 

discussed issue in all of our interviews. Because permanent residents as well as the “regular” 

tourists who visit the island can be negatively affected if they experience the city as 

overcrowded. The potential increase of the visitor number could be a “trigger” for deeper 

conflicts and unbalances in the region. Hence, it is important to have this in mind before 

negative outcomes arise (Ethnology Professor). 

Impacts on quality of life “are by nature subjective and may have a differential affect on 

different community members” (p. 3) and is not objectively measurable (Fredline, et al., 

2005). In our investigation of potential social benefits this project could bring were different 

spill over effects conferred. An overall increase in language skills will for example not only 

benefit the cruise passengers but also other tourists. The Tourism Manager and Managing 

Director also discussed how likely it is that the cruise passengers share their experience with 

others after leaving the island. However, the social scope is not consistent within or in 

comparison with other communities (Vanclay, 2004; Tyrrell et al., 2012) which creates a kind 

of objective versus subjective debate (Fredline et al., 2005; Stoddard et al., 2012). The 

increase of tourism in Visby in a historic context has changed residents’ lives in some way, 
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for example by carefulness in the community over land use, and a sense of pride for the 

village and the surrounding nature. Nevertheless, expansion of the cruise tourism on Gotland 

is not expected to negatively impact the perception of the world heritage “because the 

preservation of the world heritage is something everyone is part of” (Ethnology Researcher). 

It is further explained in the following statement: “the main reason why Gotland became a 

part of UNESCO’s list was not due to the experts rating, it was simple the fact that the people 

of Gotland had maintained their inner-city such as the ruins over 800 years” (Ethnology 

Researcher). On the other hand, tourism researchers (see Buckley, 2003) are arguing that local 

communities should consider the importance of involving the cultural aspect in their tourism 

planning. The look or the behaviour can be sufficient for having an impact on the local’s 

behaviour, beliefs and attitudes, especially in relation to mass tourism (Lundberg, 2011). In 

this regard, the locals’ attitudes concerning tourism development have an impact “on 

developers’ possibility to maintain, expand and nurture high quality experiences to visitors” 

(Lundberg, 2011, p. 22). The literature illustrates that it occurs a special dependency 

concerning natural and cultural resources in the relationship between tourism and the 

environment (Connell et al., 2009) which some respondents declared (Ethnology Professor & 

Marine Biology Researcher). However, no decision basis material included a societal 

consequence analysis for the planned tourism expansion. As argued by the Politician, “there 

was never time to better understand potential risks or sit down and discuss future challenges” 

(Politician). 

5.3 Environmental scope assessment 

The forecasted growth in the Baltic region is paying more attention in the decision basis 

material in our case compared to the discussion about environmental impacts. Researchers 

argue that environmental impacts are more difficult to measure because of the large diversity 

of possible impacts and the lack of knowledge about the relationship-based process 

(Lundberg, 2011; Stoddard et al., 2012). Looking at the future cruise traffic, however, many 

cruise line operators in Sweco’s (2014) report highlight EU’s new sulphur directives as one 

factor that may affect the cruises in the Baltic region. The interviewed cruise line operators 

did not come to a consensus whether the new sulphur directives should be seen as a challenge 

for the industry. A few argue that it will not have a significant effect on the Baltic region 

since the operators can manage higher fuel costs and technological innovations without 

increase ticket prices. While other operators indicate that it will lead to increased cost and 

affect the cruise industry’s profitability (Sweco, 2014). This reasoning demonstrates how 

environmental responsibilities and interests are less prioritised than potential revenues. 
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In general, cruise ships generate a number of waste streams including sewage, oil bilge water, 

ballast water and solid waste and air pollutants etc. Besides, cruise tourism constitutes the 

most energy intensive form of tourism on a per tourist basis, but is still largely excluding from 

the climate mitigation debate (Walnum, 2011). WWF along with other organisations and 

environmental researchers stresses a concern for restoring the Baltic Sea’s marine ecosystem 

and prevent over fertilisation. According to the Marine Biology Researcher should more focus 

be placed on environmental issues because it can also generate negative economic 

consequences. However, arguments like “the environmental contract is running out, we have 

a financer, and this is a once in lifetime opportunity” (Politician) were a commonly used 

motive in the decision process. This line of reasoning exemplifies that environmental 

considerations were pushed down in order to get the decision process hurried. One issue with 

the concept of TBL is that it often focuses on “controlling the negative aspects of an 

organisation’s operations and not enhancing the positive” ones (Stoddard et al., 2012, p. 243). 

The Construction Manager explained that Region Gotland’s developed a recycle station 

which transforms community’s waste into bio-fuel and mentioned an integrated equalisation 

basin for sewage in the construction of the cruise quay. This type of “cycle thinking” confirms 

the islands commitment of working towards a sustainable development. 

Nevertheless, the cruise industry’s overall growth in the Baltic region shows promising 

estimations for future revenues but on what behalf? Gotland’s proactive work of enhancing 

infrastructural solutions for waste management and integrate an equalisation basin in the 

cruise dock will not solve a more global concern for this industry. “The cruise industry will 

not become more sustainable than they turn themselves into” (Politician). Gotland as a small 

hub in the Baltic Sea cannot alone decide whether the cruise industry will adopt more 

sustainable practices but the island can offer the infrastructure possibilities for operators 

working on becoming more sustainable. 
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6 Further discussion 
Based on the main findings from our case study of the cruise project and earlier research, the 

following chapter will raise a discussion about the sustainability context, the TBL’s scopes 

and possible extensions. 

Referring to the sustainability lens in our case study and how it is operationalised in the cruise 

quay project, we can state that when sustainability is not defined within the project, it is 

useless to refer to it (Constanza & Patten, 1995). Regarding the project in particular, it is not 

the problem that there is no equal sustainability definition in general as stated by many 

authors (see Constanza & Patten, 1995; Johnston et al., 2007; Connell et al., 2009). The 

problem is that there is no equal definition within the project and therefore, not all actors are 

working towards the same goal. The interpretation of sustainability differs between 

organisational levels within the same project. However, all respondetns use work related 

sustainability definition which supports the fact that there are numerous ways of defining it 

(Brown et al., 1987; Johnston et al., 2007). Besides, all respondents relate to all three 

dimensions apart from the Strategic Communicator who referred to the social and 

environmental. Brundtland’s sustainable development definition was also mentioned by the 

Politician and the Ethnology Professor in relation to the sustainability context which is often 

the case (Johnston et al., 2007). Additionally, the term sustainable tourism development also 

found access during our interview with the Manging Director which indicates the “shift 

towards sustainable tourism development” (p. 8) and the link between sustainable tourism, 

sustainable development and sustainability (Lundberg, 2011).  

We used the TBL concept as our framework and this helped us to see that the cultural but also 

the political considerations were kind of overlooked in various decision basis materials. Due 

to TBL’s overlapping impacts but also the consideration of other then the traditional three 

bottom lines, a more appropriate term would might be multiple bottom lines (Lundberg, 2011; 

Vanclay, 2004). However, the most important concern is to define the impacts of the 

environmental, economic and social scope in their broadest sense including other impacts like 

climate, cultural, health, technological as well as political aspects (Lundberg, 2011; Vanclay, 

2004). Regarding the political (Elkington, 1994; 2004; Vanclay, 2004; Lundberg, 2011) or the 

cultural lack (Buckley, 2003; Vanclay, 2004; Lundberg, 2011), there is still the question 

“whether or not additional bottom lines […] can or should be measured and assessed” 

(Stoddard et al., 2012, p. 243). 
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6.1.1 Political considerations 

Concerning our case study about the cruise quay project, the political aspect was the overall 

perspective which was essential for the decision and the whole process. Tourism researchers 

argue that the political aspect and therewith governmental actions and policy impacts are 

important to include in the TBL concept and its sustainability evaluation (see Elkington, 

1994; Vanclay, 2004; Buckley, 2003; Lundberg, 2011). Because, “involving the integration of 

environmental thinking into every aspect of […] political […] activity - has become central to 

the environmental debate” (Elkington, 1994, p. 90). Moreover, the TBL concept as an 

evaluation tool is not only used by the business sector but also governments (Vanclay, 2004). 

As discussed by Getz (2009), governments need to have an interventionist role in the tourism 

business which refers to the securing of economic development but also prosperity and 

realising “substantial tax gains from tourism in general” (p. 69). According to the important 

role tourism plays, the public sector’s roles and responsibilities as well as the roles and 

responsibilities of governments regarding the TBL concept usage, political pressure on not 

only national but also local governments is emerging (Elkington, 2004; Theobald, 2005, p ix). 

Consequently, a faster tourism development requires more carefully structured plans and 

considerations of human and environmental impacts concerning tourism development 

(Theobald, 2005, p ix). Therefore, governments need a comprehensively adopted policy 

which involves sustainable development principles but also the institutionalised TBL 

approach (Getz, 2009). This could help them to determine worth and to evaluate outcomes. 

Besides, it ensures that the conventionally claimed economic benefits at face value are not 

accepted and the environmental, cultural as well as social measures of value are equally with 

the economic ones (Getz, 2009).  

The balance of TBL’s scopes are often politically misused in evaluations (Buckley, 2003; 

Tyrrell et al., 2012). Political parties differ regarding their interest, practices and 

governmental actions to achieve different goals (Getz, 2009), which could be seen in our case. 

Some interviewees referred to political aspects as very important regarding that project but 

also in general for tourism decisions (Politician, Marine Biology Researcher, Journalist, 

Architect). Besides, the political situation is noteworthy to consider here on Gotland, it is a 

special relation regarding contacts, network and trust between politicians in the same party, in 

different parties but also with non-politicians (Journalist). Besides, the sustainability goals are 

not strictly set and not all political parties have the ambitions which makes it is impossible or 

hardly possible to agree on goals and/or sustainability definitions for this project (Politician).  
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The political perspective is an important dimensional aspect to consider for the TBL concept 

used as an evaluation tool (Elkington, 1994; Vanclay, 2004; Buckley, 2003, Lundberg, 2011). 

According to that, is it part of one of the three pillars and therefore at least integrated 

(Buckley, 2003; Stoddard et al., 2012) or is it another, fourth, extended pillar in the 

sustainability context (Wray, 2015)?  

Thus, “[m]ore recently, [it] has been interpreted as the fourth component of sustainability, ‘or 

as its missing link’ ” (Wray, 2015, p. 992). However, “we have hardly even begun to think 

how governments and other key actors can catalyse new clusters […] of sustainable 

businesses” (Elkington, 2004, p. 15). The change on a political level in a direction where 

sustainable tourism is created has already begun (Lundberg, 2011). In addition, the change on 

a consumer level also started where customers of the extra market place for sustainable 

tourism care about sustainable tourism and transform into the typical customer of this century 

(Elkington, 1994). However, “responsible tourism” (Getz, 2009, p. 69) requires not only 

responsible tourists but also responsible organisations and tourist destinations (Getz, 2009). 

Therefore, tourism should enhance the quality of life of the community “by providing jobs; 

improving services and infrastructure through tax revenues; and attracting restaurants, shops, 

festivals, and cultural and sporting events” (Tyrell et al., 2012, p. 280) which all are aiming at 

not only visitors but also at locals. 

“Developing this comprehensive approach to sustainable development and environmental 

protection will be a central governance challenge” (Elkington, 2004, p. 16; Elkington, 2004 

cited in Tyrrell et al., 2012, p. 282). Nevertheless, it is needed to involve the political impact 

as an important consideration in the TBL (Elkington, 1994; Vanclay, 2004; Buckley, 2003, 

Lundberg, 2011). “Government agencies around the world and at all levels have been required 

to implement the TBL” (Tyrrell et al., 2012, p. 282). When organisations use the TBL concept 

as a natural process, innovations can bring “opportunity space, creating economic, social or 

environmental impacts in the process” (Elkington, 2004, p. 14) Therefore, governments have 

a key role for identifying “new types of impact and pioneering assessment methods” (p. 14). 

At the same time, the involvement of the government is rather critical “to ensure externalities 

are properly costed and internalized” (p. 14). Nevertheless, researchers have successfully 

involved political aspects in TBL evaluation processes (Buckley, 2003), and pointed out that 

“TBL is a potentially powerful way to influence policy and behaviors” (Stoddard et al., 2012, 

p. 254). 
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6.1.2 Cultural considerations 

Due to the existing lack of discussing cultural aspects and their impacts when applying the 

TBL concept, criticism but also pressure of its involvement were rising (Buckley, 2003; 

Vanclay, 2004; Lundberg, 2011). Although the original definition of the TBL by Elkington 

does not explicitly refer to a cultural scope, cultural impacts are overlapping with the social 

ones and are therefore part of the evaluation of the social scope (Lundberg, 2011). Some 

authors argue that the cultural aspect should be included within the sustainability definition in 

general (Vanclay, 2004). Other authors and organisations state that it should be involved 

within the social scope of the TBL (Getz, 2009; Lundberg, 2011; UNWTO, 2011; Tyrrell et 

al., 2012) or even within the environmental scope (Vanclay, 2004; Stoddard et al., 2012). 

While others argue that it should be considered separately from the TBL’s three scopes 

(Vanclay, 2004; Buckley, 2003). Nevertheless, cultural costs and benefits are not rather easy 

to quantify and are therefore better to measure qualitatively (Getz, 2009). Regarding our case 

study, the importance and speciality of the cultural aspects here on Gotland but also in general 

for the tourism industry were mentioned (Ethnology Professor, Marine Biology Researcher). 

We involved cultural aspects within the social scope and could as other authors (Buckley, 

2003; Getz, 2009; Vanclay, 2004; Lundberg, 2011; Tyrrell et al., 2012) conclude its 

importance. 

Altogether, the governmental level is responsible to respect tourism industry and its actions 

but also impacts within their strategy and operations (Getz, 2009; UNWTO, 2011; Moscardo 

& Murphy, 2014). “Government action can range from doing nothing, to regulation, then 

intervention” (Getz, 2009, p. 67) and that is especially important for the social scope. As long 

as governments and industries continue stressing the economic worth and the economic 

impacts, the social, cultural and the environmental considerations will persist as undervalued 

(Getz, 2009).  
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7 Concluding remarks 
This study aimed to explore the decision process and which sustainable considerations and 

goal settings Region Gotland emphasised within the planning of a new cruise quay in Visby. 

The study was guided by the following research question: 

How is sustainability in tourism development projects operationalised? 

An overall conclusion from our study is that the planning and decision process for building a 

cruise quay in Visby has left residents not involved in the industry with split reactions. This 

case study confirmed what previous research shown, public legitimacy appears as a cross-

cutting issue in decision making processes for regional development projects (Elkington, 

1994; Churugsa et al., 2007; Tyrell et al., 2012; UNWTO, 2016a). Our case proved common 

issues regarding balancing interest of the TBL framework which are summarised below. 

Firstly, the case study reveals that public participation is essential to the public legitimacy for 

a tourism destination’s development. In the Gotlandic case, a major reason for the failure is 

the lack of community involvement throughout the decision process and the lack of public 

information in its initial phase. Secondly, the research has discovered that both key actors in 

the project such as destination developers and stakeholders can question various 

governmental aspects before and after the decision process. In this case study’s context, 

managers raised questions about issues such as clearer strategic guidance and the absence of a 

project plan and a tourism strategy which complicates sustainability efforts. Thirdly, the 

analysis has shown that a majority of the series of barriers or difficulties in the 

operationalisation of sustainability is referred to the social scope of TBL. From our 

respondents’ point of view, a better transparency and clearer political standpoints and 

qualitative leadership would ease the future development.  

To conclude, the investigation of a tourism destination’s decision process through a 

sustainable development perspective reveals different aspects which influence the public 

legitimacy. The lack of strategic guidance in terms of cruise tourism allows multiple negative 

effects and future efforts should therefore not only focus on options for economic growth. In 

order to analyse sustainability in tourism development projects, this study exposed the 

importance of understanding all TBL’s dimensions that are defined sustainable tourism 

development. An essential aspect is the understanding of the tension between different people 

and trade-offs involved and how sustainability contents transforms to processes. 
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7.1 Future research 

We intended to use this study as a reflection that invites decision makers and destination 

developers of cruise destinations to think about what they expect with the expansion of cruise 

activity in their territory. Another objective was to raise awareness and highlight barriers and 

difficulties that hinder a coastal destination’s goal of moving towards sustainable tourism 

development. There is much to do, further research should try to listen to different actors’ 

point of view who have not been heard and collect data based on a variety of methods. This 

could provide results which can inform and enhance future decision processes. 

The local-global paradox of sustainable development in tourism still mirrors issues 

(Lundberg, 2011). Researchers have tried to describe and understand destinations 

development as a multilevel phenomenon with complex relationships (Haugland et al., 2011). 

However, previous research has not covered the issue of developing strategies across multiple 

actor boundaries. This study focused on a specific regional context. In order to better 

understand the full picture of operationalising sustainability in tourism development projects, 

a comparison case study between cruise destinations would nuance the understanding of 

linkages between regional and national authorities. Based on this case study’s context, an 

interesting finding is that there is no “natural relation” between project management and 

sustainable tourism development. The characteristics of planning perspectives and goal 

achievement differs between organisational levels. An interesting future research would be to 

investigate the operationalisation of sustainability in project management and reveal 

evidences of the relation of potential issues with project success. 
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Appendix A – Interview guide 
Semi-structured Interview, 2016-XX-XX, Name 

Presentation of respondent 

1. Hur kom du till den positionen du har idag? 

2. Vilka ansvarsområden innefattar din roll? 

Sustainability in the cruise project on Gotland 

3. Vad innebär hållbarhet för dig? 

4. Hur har arbetet med hållbarhetsfrågor utvecklats inom ditt arbete senaste åren? 

5. Vilka målsättningar upplever respondenten att politiker har vad gäller hållbarhetsarbete? 

6. Hur påverkar det respondentens roll och arbete? 

7. Anser du att Visby planerat för en långsiktigt hållbar turismutveckling, i så fall - hur?  

8. Vilka verktyg eller nyckeltal använder du för att mäta/följa upp olika hållbarhetsåtgärder? 

9. Vilka nyckeltal används inom hållbarhetsområdet i ditt arbete?  

Influence Assessment 

10. Vilka hållbarhetsaspekter i din roll är mest väsentliga att ta hänsyn till i   

kryssningsprojektet?  

11. Vilket resultat är det mest fördelaktiga från hållbarhetsåtgärder i detta projekt? 

Community involvement 

12. Hur inkluderades lokalbor i beslutsprocessen av kryssningskajen?  

13. Finns det forum där lokalbor kan föra en dialog med lokala politiker, och diskutera 

planeringen av liknande projekt?  

14.Vilka resurser har du tillgängliga för att arbeta med hållbarhetsfrågor? (t.ex. finansiella 

eller mänskliga) 

15. Har du tillgång till lokal specialist kompetens inom hållbarhetsfrågor? (vilka personer?, på 

vilket sätt hade det varit värdefullt?) 

Future Goals and Outcome 

16. Vilka miljömässiga mål har fastställts i planering av projektet/investeringen?  

17. Vilka sociala mål har fastställts i planering av projektet/ investeringen? 

18. Vilka ekonomiska mål har fastställts i planering av projektet/ investeringen? 

19. På vilket sätt tror du att kryssningskajen kommer attrahera fler besökare? 

20. Hur tror du att kryssningskajen kan förändra turisters bild av Gotland som resmål?  
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Appendix B – Analysis preparation and quantification 

 

 

 
Preparation for analysis and quantification of conducted interviews referring to the TBL 
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Appendix C – Cruise quay project actors and sub-projects 

 
Overview of involved actors in the cruise quay project (adapted by Strategic Communicator, 2016) 

New sub projects: 

T – Toilets 

S – Signs 

B – Busses and pedestrian Bridge 
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Appendix D – Destinations of the Cruise Baltic network 

 
Total: 80 piers and 28 destinations (© Cruise Baltic, 2014) 
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Appendix E – Gotland’s public and private sector relationships 

 

Overview for GFB and Inspiration Gotland (adapted by Managing Director, 2016) 

GFB – Gotlands Förenade Besöksnäring / Gotlands united visiting industry  

Inspiration Gotland – Fully owned by Region Gotland 
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Appendix F – Cruise quay project pictures 

 
Before the construction, October 2015 (© Anja Prochnau, 2015) 

 
Close-up before the construction, October 2015 (© Anja Prochnau, 2015) 
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During the construction process, April 2016 (© Gunnar Britse, 2016) 

 
Finished cruise quay project, April 2018 (© 2013-2014 Gotland.net, Gotlands Media AB) 


