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ABSTRACT 
 
In a knowledge economy most companies try to attract, motivate and retain a high quality 
workforce, which has become a competitive advantage in an environment of increasing skills 
shortage. By being perceived as an attractive workplace, especially if the company reputation 
and image is valuable, rare and not easily imitated, companies can attract and maintain a 
high quality workforce. Research shows that individuals with a high number of job choices, 
such as with high education levels, are likely to respond in a strong and positive way to 
Corporate Social Responsibility (CSR), to feel enthusiastic to work for a company committed 
to CSR and to express high levels of dedication to company success. The purpose of this study 
is to develop a better understanding of companies’ use of CSR to attract, motivate and retain 
human resource talents. The research questions address these issues dealing with the relation 
between CSR and companies’ human resources and how companies communicate CSR 
internally and externally. The companies selected for this study were two knowledge-
intensive multinational corporations operating in Sweden. Qualitative case studies were 
conducted. Findings show that companies are not only adopting CSR but are also 
incorporating it into their way of conducting business and into the organizational culture. 
This approach to CSR integrates CSR into the professional responsibilities of every 
employee, no matter where in the company they work, thereby involving them in the CSR 
work. The companies also target CSR activities towards fulfilling employee needs, and 
communicate CSR internally with objectives such as to achieve compliance and engagement 
by the employees, to give them information to respond to tough questions from the public and 
to give them a feeling that they are working for a company that does something good. 
Companies are also aware that CSR is a hot topic in society and make serious efforts in 
auditing and reporting CSR, presenting it to internal stakeholders as well as making it 
available to external stakeholders. However, the companies do not take any measures to 
target the information towards potential employees. Thus there seems to be a lack of 
connection between the use of CSR and attracting human resources when it comes to 
communicating CSR externally. 

 
 



SAMMANFATTNING 
 
I en kunskapsekonomi försöker de flesta företag attrahera, motivera och behålla en 
högpresterande personal, vilket har blivit en konkurrensfördel i en omgivning med 
kunskapsbrist. Genom att uppfattas som en attraktiv arbetsplats, speciellt om företagets rykte 
och image är värdefulla, sällsynta och svårimiterade kan företag attrahera och behålla 
högpresterande personal. Forskning har visat att individer med ett stort antal 
jobbmöjligheter, till exempel högutbildade, är mer benägna att reagera positivt gentemot 
företag som tar stort socialt ansvar (CSR), att känna sig entusiastiska över att arbeta för ett 
sådant företag samt att uttrycka hög hängivelse till företagets framgång. Syftet med denna 
studie är att skapa en bättre förståelse för hur företag använder sig av CSR för att attrahera, 
motivera och behålla en högpresterande personal. Forskningsfrågorna berör dessa områden 
genom att undersöka relationen mellan CSR och företags personalstyrka samt hur företag 
kommunicerar CSR internt och externt. De företag som undersökts är två kunskapsintensiva 
multinationella företag med verksamhet i Sverige. Undersökningen genomfördes genom 
kvalitativa fallstudier. Studien visar att företag inte bara har tagit till sig konceptet CSR utan 
även integrerat det i deras sätt att bedriva verksamhet och deras företagskultur. Detta 
förhållningssätt integrerar även CSR i de anställdas professionella ansvar och vardagliga 
arbete, vilket gör dem delaktiga i CSR-arbetet. Företagen riktar även CSR initiativ gentemot 
de anställda för att tillfredsställa deras behov, samt kommunicerar CSR internt för att uppnå 
bland annat efterlevnad och engagemang hos de anställda, för att ge dem information att 
bemöta omgivningen med samt för att ge dem en känsla av att arbeta för ett företag som gör 
någonting gott. Företag är också medvetna om att CSR är ett hett ämne i samhället och gör 
seriösa ansatser till att utvärdera och rapportera om sitt CSR-arbete, presenterar detta för 
de anställda samt gör det tillgängligt för externa intressenter. Dock använder företag inte 
informationen i kommunikation riktad till potentiella anställda. Således verkar det finnas en 
brist på koppling mellan användningen av CSR och att locka attraktiv personal när det gäller 
företags externa kommunikation av CSR.  
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1 INTRODUCTION 

1 INTRODUCTION 
This first chapter will present a brief background to the research topic of this study, followed 
by a problem discussion leading to the research purpose and the research questions for the 
study. The delimitations as well as the outline of the study will also be presented. 
 

1.1 Background 
The increased global interdependence, privatization and environmentalism characterizing the 
business world of today is creating higher demands on managers to take a positive stance on 
issues regarding social responsibility and ethical behavior (Andriof & McIntosh, 2001; 
Carroll & Gannon, 1997; Schwartz & Gibb, 1999). Companies are under pressure by 
increased public awareness, various interest groups, legal and governmental concerns and 
media coverage to behave in a socially responsible and ethical way (Carroll & Gannon, 1997; 
Jamali & Sidani, 2008). Consequently, more and more companies are increasingly paying 
attention to and engaging in values, ethics and social responsibility (Vuontisjärvi, 2006). 
 
Ethical concern has become somewhat of a necessity in the business world of today (Meehan, 
Meehan & Richards, 2006). Ethical business behavior can reflect positively on the corporate 
reputation and the long-term success of a company (Maignan & Ferrell, 2001; Pharoah, 
2003). Schwartz and Gibb (1999) emphasize that a good company reputation is one of a 
company’s major assets and can take years to build up. However a company reputation can 
also be destroyed over night and ignoring the issue of business ethics can prove disastrous 
(Schwartz & Gibb, 1999). Recent events of corporate failure due to unethical behavior (e.g. 
Enron and Parmalat) have further stressed the urgent need for business ethics in corporate 
governance (Koh & Boo, 2004). Unethical behavior has proved to be very costly and 
examples of this are routinely brought to light by the media (Carroll & Gannon, 1997). 
Corporate costs and damage involved can be: fines, decreased employee morale, difficulty of 
recruiting and loss of public trust due to a tarnished reputation (Deresky, 2003). 
 
There are various factors determining the minimum obligations that a company has towards 
its stakeholders, such as, the regulatory environment and the corporate governance (Johnson, 
Scholes & Whittington, 2006). The extent to which an organization will exceed these 
minimum obligations to stakeholders and society at large is referred to as its ethical stance. 
There is a clear link between the ethical stance, the character of a company and how strategy 
is managed (ibid).  
 
Johnson, Scholes and Whittington (2006), divide business ethics into three levels: the macro 
level, the corporate social responsibility level and finally the individual level. The macro 
level concerns business ethics and roles in the national and international society. Corporate 
social responsibility (henceforth referred to as CSR) is a part of the macro level, but it 
concerns activities and strategies undertaken by companies beyond the minimum legal and 
corporate obligations and how conflicting stakeholder demands are reconciled. The 
individual level concerns the actions and behavior of the individual employees in an 
organization (ibid).  
 
Lately, CSR has become an important topic, both among stakeholders and in the business 
world in general (Podnar & Golob, 2007). However CSR is not a new phenomenon, quite the 
opposite, it can be traced back as far as to the Industrial revolution in the eighteenth and 
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nineteenth century (Smith, 2003; Strategic Direction (2002) in Koh & Boo, 2004). At that 
time it was displayed in appeals from anti-slavery groups for the public to buy sugar only 
from countries without slavery and in corporate social initiatives of building better housing 
for employees when many parts of the cities were slum (ibid). Research in the area of CSR 
dates back to the 1950s (Carroll, 1999) and has, according to Matten and Moon (2008), been 
landmarked especially by the writings and findings of Bowen (1953), Friedman (1970) and 
Carroll (1979, 1991). 
 
The terminology surrounding the concept of CSR is dire and several researchers have 
attempted to catalogue it (e.g. Carroll, 1999; Maignan & Ferrell, 2001; Waddock, 2004) 
(Meehan, Meehan & Richards, 2006). Carroll’s (1979) definition of CSR is: “The social 
responsibility of business encompasses the economic, legal, ethical, and discretionary 
expectations that society has of organizations at a given point in time.” According to Egels 
(2005) the CSR definition by Carroll is considered the most influential definition of CSR to 
date. However, Matten, Crane and Chapple (2003) argue that, in fact it is the ethical and 
philanthropical/discretionary areas of responsibility that are central and in focus for the 
concept of CSR (ibid). Waddock (2004) concludes that CSR is “the subset of corporate 
responsibilities that deals with a company’s voluntary/discretionary relationships with its 
societal and community stakeholders.” In this study this definition of CSR by Waddock 
(2004) will be used, referring to the ethical and voluntary/discretionary responsibilities that 
go beyond economic and legal requirements of companies.  
 
According to Schiebel and Pöchtrager (2003) there are six key responsibilities for companies 
to manage within CSR: customers, employees, business partners, the environment, 
communities and investors. The stakeholders concerned by CSR are those who have “a 
stake” in the business (Schiebel & Pöchtrager, 2003). The definition of stakeholders applied 
in this study will be “any group or individual who can affect or is affected by the 
achievement of the organization's objectives” (Freeman, 1984). The stakeholders focused in 
this thesis are employees and potential employees. 
 
Lantos (2001) suggests there are three archetypes of CSR: ethical, altruistic and strategic. 
Ethical CSR is obligatory for any organization, entailing a minimum level of responsibility to 
society equal to avoiding societal harm. Altruistic CSR means doing good at the possible 
expense of stockholders, which is not legitimate. Finally, strategic CSR corresponds to good 
work that is also good for the business (ibid). Francesco and Gold (2005) present two other 
fundamental perspectives of CSR, namely the efficiency and the social responsibility 
perspective. According to the efficiency perspective the obligation of a company is to 
maximize profits for the shareholders. By this view a company should not engage in any CSR 
activities unless it creates profits for the shareholders. The social responsibility is, in this 
regard, the responsibility of governments, not of companies. The social responsibility 
perspective, on the other hand, replaces the duty to shareholders with a company’s duty to 
stakeholders (ibid). 
 
The concept of CSR relates to the role of business in society (Lantos, 2001). It can be to 
make an economic profit while simply following the law; the pure profit-making view. Or it 
can be that business should be sensitive to the societal impact of its decisions, especially on 
stakeholders; the socially aware view. At the other end of the spectrum companies should be 
actively involved in combating various social problems even if the costs the shareholders 
money, which is called the community service view (ibid). Moir (2001) describes three 
company approaches to CSR: The neo-classical approach which views social responsibility 
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as providing employment and paying taxes. The moral imperative approach; if you have the 
resources and skills there is an obligation to get involved. The enlightened self-interest says 
that there are business benefits to CSR, for example enhanced reputation, employee loyalty 
and retention (ibid). 
 
The motives why companies adopt corporate social responsibility may vary: companies’ 
arguments in favor of CSR may also come from the “normative case”, stemming from the 
desire to do good, or from the “business case” reflecting an enlightened self-interest or be a 
mix of the two (Smith, 2003). A CSR motive may be to help achieve the company’s 
performance objectives on profitability, return on investment or sales volume (Phatak, Bhagat 
& Kashlak, 2005). It may also be self-motivated, the company may want to have a positive 
impact irrespective of social pressures. This is called the “positive duty approach” and means 
that the CSR principles are a part of the company identity, expressing values that are 
distinctive to the company. Further, it may also come from the outside pressure that causes 
the company’s decision-makers to feel compelled to adopt CSR in order to live up to 
stakeholder expectations (ibid). This is the “negative duty approach” and is a mere reaction to 
outer demands, no more, no less (Deresky, 2000; Phatak, Bhagat & Kashlak, 2005). Schiebel 
and Pöchtrager (2003) states that a growing number of companies have recognized the 
benefits of implementing CSR. Benefits such as: improved financial performance, greater 
employee commitment and motivation, enhanced customer loyalty, minimized risk, reduced 
costs, enhanced brand image and reputation (ibid).  
 
Previous studies on CSR have largely focused on the effects of CSR on firm performance 
(Maignan & Ferrell, 2001) and several studies have shown positive relationships between a 
good CSR reputation and certain measures of financial success (e.g. Joyner & Payne, 2002; 
Orlitzky, Schmidt & Rynes, 2003). In most cases a positive relationship has been found, 
however the multiple dimensions approach may have masked the individual underlying 
dimensions (Clarkson, 1995, Zsolnai, 2006). Though, according to Smith (2003), the current 
focus on CSR implies that the debate has moved from whether to engage in CSR, to how. 
The author further states that it is clear that CSR concerns the societal obligations of 
companies, but the nature and scope of these responsibilities are still unclear (ibid).  
 
The dynamic nature of CSR along with the complexity of CSR challenges requires a 
considerable amount of organizational planning, resources and commitment (Maignan, 
Ferrell & Ferrell, 2005). However, investments in CSR are expected to yield tangible benefits 
and trying to avoid the costs of CSR investment may lead to misconduct and a tarnished 
company image or even a danger to the company existence. CSR is an imperative to 
safeguard stakeholders’ continued support and to ensure a desired identification and 
reputation among customers, employees, shareholders, non-governmental organizations, and 
governments (ibid).  
 
Multinational corporations (MNCs) are powerful players in the world economy and often 
have a greater potential to induce change than governments do (Deresky, 2000; Schouten, 
2007). The definition of a multinational corporation is “a corporation that engages in 
production or service activities through its own affiliates in several countries, maintains 
control over the policies of those affiliates, and manages from a global perspective” 
(Deresky, 2003, p. 552). It is argued that since they operate in a global context multinational 
corporations should play a proactive role in tackling worldwide social and economic 
problems and that they should be concerned with the welfare of both its home and host-
countries (Deresky, 2000; Schouten, 2007). Johnston (2001) states that, in the balance 
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between government regulation, business responsibility and civil society pressure the 
multinational corporations can and must provide the shared reference-point in responsible 
employment throughout the world. Multinational corporations have been found to be the 
highest CSR performers, especially in the telecom, food and drug retailer, mining and 
tobacco sectors, because they receive the most focus from the public and non-governmental 
organizations (Hoskins, 2005). 
 
A driver of CSR, the concept of socially responsible investments has escalated in an 
astounding pace in the capitalist countries (Waring & Lewer, 2004). This is driven by 
investors seeking to align their ethical concerns with their investment strategies, a tangible 
expression of the increased awareness and importance of CSR among the public. Most 
socially responsible investing has been primarily concerned with environmental and health 
issues, however it is increasingly focusing on the human resource management (HRM) 
reputation of corporations. Some researchers argue that this may have significant 
repercussions for human resource management practices in publicly listed companies (ibid). 
Subsequent research has shown that the companies with the best human resource (HR) policy 
also tend to have higher market sensitivity than the competition and consequently deliver the 
best performance for the investors, at the same time offering a support for the importance of 
CSR in human resource management (Van de Velde, Vermeir & Corten, 2005).  
 
According to Svensson and Wood (2005) the workforce is the most valuable asset of a 
company. And in line with good total quality management practice the company should 
ensure that it is in touch with the moods and events going on around it, but also within it. The 
authors found that pessimism and negativism suffocates the intellectual creativity and 
accomplishments of employees. Likewise, investing in the employees and the internal 
environment, for example by CSR, to increase optimism and positivism is investing in the 
performance of the company in the marketplace. Corporate ethics should thus be a core 
corporate value from the viewpoint of total quality management (ibid). According to 
Galbreath (2006), investing in internal stakeholders such as employees, positively and 
significantly affects company performance. 
 
The Internet has made traditional sources of competitive advantage more accessible and less 
significant as sources of competitive advantage (Hess, Rogovsky & Dunfee, 2002). In 
response, top management is searching for new, less-tangible sources of competitive 
advantage that are harder to imitate. These sources may originate from benefits achieved 
through CSR implementation as it can be seen as a form of corporate image and reputation 
building (ibid). A good CSR reputation and company image, stemming from CSR disclosure, 
can help attract better job applicants, retain them once hired, and maintain employee morale, 
which benefits the company’s productivity and saves costs for recruitment of new employees 
(Castelo Branco & Lima Rodrigues, 2006)  
 
According to a survey by Pharoah (2003), investigating Corporate Executive Officers (CEOs) 
attitudes, CSR of today is over-talked and under-delivered. According to American CEOs the 
most important business objective that CSR helps fulfill is to recruit and retain employees. 
For European and British CEOs it is the second most important, after the objective of 
increasing sales, however, the majority of them considered treatment of employees to be the 
most important aspect of CSR in the future. Moreover the employees are seen as the second 
most important reputation shapers after customers (ibid).  
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Hence, CSR is not a new idea, even though it has had a drastic upswing during recent years. 
More and more companies are adopting CSR, though the motives for engaging in CSR may 
vary, as well as the methods and areas of implementation. In order to attract investment and 
to achieve a sustainable competitive advantage, through benefits of corporate reputation and 
human resource performance, CSR in human resource management is gaining importance. 
Therefore this study will focus on CSR in connection to human resources and the 
communication of this responsibility to internal and external stakeholders. 

CSR and human resources 
According to Brown and Dacin (1997) corporate associations concerned with CSR have been 
linked to the competitive advantage of a company, stemming from an enhanced reputation 
and from advantages in attracting comparatively talented employees (Turban & Greening, 
1997). Governments are actively promoting the adoption and development of CSR in 
companies today, as it is seen as a strategic and competitive opportunity (Albareda, Lozano, 
Tencati, Midttun, & Perrini, 2008). In March 2000, the European Council stressed that the 
implementation of the strategic goal for the new century “to become the most competitive and 
dynamic knowledge-based economy in the world, capable of sustainable economic growth 
with more and better jobs and greater social cohesion” is heavily depending on the private 
sector and public–private partnership. In an attempt to involve the private sector companies in 
this process the European Council made an appeal to the companies’ sense of CSR regarding 
the best practices of life-long learning, work organization, equal opportunities, social 
inclusion and sustainable development (European Council, 2000). 
 
In a knowledge economy most companies try to motivate and retain staff, in an environment 
of increasing skills shortage (Johnston, 2001). The need for high skills and change ability 
among the workforce stems from the speed of technology change and the need for companies 
to adapt to new market opportunities and global competition (ibid). According to Sveiby 
(1992) a knowledge-intensive organization is characterized by the fact that the majority of the 
work force is highly educated employees. A knowledge-intensive organization can, for 
example, be a department for research and development or laboratory within larger 
organizations (ibid). Similarly, a study among high-technology industries found that the 
human capital protrudes as the most influential component of a high-technology company’s 
intellectual capital (Martín de Castro & López Sáez, 2008). The intellectual capital, also 
known as strategic resources and capabilities, consists of three parts: human capital, structural 
capital and relational capital. The human capital includes experience, creativity and 
teamwork and when a company is strong in these aspects an image of a leading firm is 
projected towards the external environment. The quality of a workforce in a high-technology 
industry would thus be a main indicator of leadership in the industry (ibid). 
 
Research findings have showed that CSR initiatives in employee issues are the most critical 
activities in order to increase employee motivation and retention and to be an attractive 
employer for highly qualified employees (Albinger & Freeman, 2000; Castelo Branco & 
Lima Rodrigues, 2006; Maignan & Ferrell, 2001). Issues like support of diversity, employee 
participation and benefits, have been found to be of major importance (Albinger & Freeman, 
2000). Other studies have found that especially training practices and job equity policies have 
had positive effects on employee commitment and that no lay-off policies, strict equity 
policies or pleasant work aesthetics, engaging in tong-term planning, avoiding discrimination 
in hiring and compensating, implementing a code of conduct, ethics training programs, 
incorporating integrity in employees’ performance evaluations, supporting employee training 
and education and work-family programs can satisfy employee needs (Maignan & Ferrell, 
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2001). Further examples of CSR activities towards employees are fair wages, a clean and safe 
working environment, training opportunities, health and education benefits for workers and 
their families, provision of childcare facilities, flexible work hours and job sharing (Castelo 
Branco & Lima Rodrigues, 2006). For the most competitive prospective employees, 
employee participation and benefits issues were found to be most important (Albinger & 
Freeman, 2000). A recent study among university students in the United Kingdom shows that 
the five most important organizational attributes all correspond to CSR initiatives in human 
resource management (Terjesen, Vinnicombe & Freeman, 2007). 
 
Many firms have realized, that attracting and retaining a talented, highly skilled, quality 
workforce has become a necessary component and source of competitive advantage 
(Greening & Turban, 2000; Turban & Greening, 1997). Research findings show that 
prospective job applicants are more likely to be attracted by, pursue, and accept job offers 
from socially responsible companies than from those with poor CSR reputations (ibid). 
Further studies have found that low-choice job applicants, who may have fewer job 
interviews, may not be influenced by a company’s CSR to a large extent but may instead feel 
fortunate just to have an interview (Greening & Turban, 2000; Schmidt Albinger & Freeman, 
2000). However, a good CSR record can be the difference when a high-choice applicant 
chooses one firm over another. This suggests that CSR may lead to competitive advantages 
for firms. By being perceived as attractive workplaces, especially if their reputation and 
image is valuable, rare, and not easily imitated, companies can attract and gain a high-quality 
workforce (ibid).  
 

1.2 Problem discussion 
Glade (2008) and Fenwick and Bierema (2008) conclude that a holistic view of CSR is 
needed and that human resource professionals are well positioned to implement and run CSR 
programs that will engage and benefit both the company and its stakeholders. Especially, 
since recruitment, retention, morale, productivity, recognition, rewards and innovation are 
important components of a CSR strategy (Glade, 2008). The question is not if human 
resource development should engage in CSR, but rather how it can be accomplished 
(Fenwick & Bierema, 2008). Who is responsible for what and to whom still remains obscure 
and practices are often ad hoc, thus further research is needed to conceptualize CSR in human 
resource policy and practice (ibid).  
 
Also, the perceived importance that companies place on employee-related CSR aspects varies 
(Panapanaan, Linnanen, Karvonen & Phan, 2003). Based on a study in Finland high 
relevance was given by companies to discrimination, freedom of association, compensation, 
and health and safety issues and these issues were considered the company’s main 
responsibility and were given due management attention. Low relevance issues were 
workforce diversity, absenteeism and work-time flexibility, and these were given low priority 
from management because they were considered established and self-evident concerns 
already. Some issues were deemed irrelevant, such as child labor and forced-labor, because of 
their inappropriateness in the Finnish business context of today (ibid).  
 
An important way of implementing CSR is to build an ethical corporate culture through 
including CSR in the mission statements and incorporating CSR efforts in the corporate 
strategy goals (Glade, 2008). Employee commitment is crucial to the success of any CSR 
program and employee activism is therefore also important (ibid). However, Bhattacharya, 
Sen and Korschun (2008) claim that there are four challenges or limitations for CSR to serve 
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as an effective internal marketing lever. The first challenge is the employee’s lack of 
awareness and involvement in CSR. Companies are not communicating the extent and details 
of the CSR efforts clearly and consistently enough. Findings show that most employees are 
not close to the company’s CSR efforts but many are eager to know more about it. 
Companies fail to take the opportunity of informing the workforce about the social 
responsibility efforts taking place, let alone to involve them in these initiatives (ibid).  
 
Second, there is a limited understanding of the employees’ needs fulfilled by CSR 
(Bhattacharya, Sen & Korschun, 2008). Just like the basic features of job-product, like pay, 
benefits, career opportunities and job role, the company’s CSR programs can satisfy one or 
more higher-order psychological needs. Satisfying those needs meaningfully is the main 
power of CSR as internal marketing but this is often overlooked. Also, the needs vary in 
relative importance between employee segments. Different groups of employees view and 
value different approaches in different ways. There are four basic needs that employees aim 
to fulfill by involvement in CSR initiatives: Creating opportunities for self-enhancement, 
improving work-personal life integration by actively balancing work and family needs, 
bridge- or bond-building with the company, and creating a “reputational shield” (ibid).  
 
Third, though employee motivation is considered one of the most important factors helping 
CEOs to motivate the business case for CSR, there is still a poor understanding of employee 
returns to CSR (Bhattacharya, Sen & Korschun, 2008). When employees’ personal needs are 
fulfilled at work they are likely to identify with the company, which reflects how well 
employees feel that their sense of self matches with their sense for the company (Ashforth & 
Mael, 1989; Bhattacharya, Sen & Korschun, 2008). When employees perceive the company 
to be socially responsible they strongly identify with it and feel a sense of belonging 
(Bhattacharya, Sen & Korschun, 2008). This can have internal and external outcomes like a 
high level of commitment and dedication as well as a sense of job satisfaction, pride and 
well-being (ibid). These psychological outcomes of employee engagement lead to external, 
behavioral outcomes like contributing to achieving the corporate goals, reduced absenteeism, 
increased pride in the company, increased employee performance and retention 
(Bhattacharya, Sen & Korschun, 2008; Maignan & Ferrell, 2004).  
 
Fourth, there is a top-down approach to CSR and gap between executives and the employees 
concerning appropriate sources and ownership of CSR initiatives (Bhattacharya, Sen & 
Korschun, 2008). The authors argue that a more strategic approach is to give greater 
ownership of the CSR initiatives to the employees, since they wish for greater roles and to be 
co-creators of the CSR value and it would energize and empower them (ibid). 
 
According to Backhaus and Tikoo (2004) employer branding is increasingly useful in a 
knowledge-based economy, since skilled employees often are in short supply. Companies are 
increasingly using employer branding to attract recruits and assure that current employees are 
engaged in the culture and the strategy of the firm. Employer branding concerns a company’s 
efforts to promote what makes it different and desirable as an employer, both within and 
outside the company. Effective employer branding can thereby impact more potential 
employees to want to join the company and increase the retention and productivity of the 
staff (ibid).  
 
External communication of values and organizational identity should therefore be done 
proactively by identifying brand associations and by developing and communicating them 
(Backhaus and Tikoo, 2004). Since prospective employees develop employer brand 

7 
 



1 INTRODUCTION 

associations based on information sources that are both employer-controlled and not 
employer controlled it is crucial that the information communicated is accurate in order to 
avoid reduced job satisfaction, lost trust and intentions to quit.  Internal communication is 
also important because it incorporates the corporate values as part of the organizational 
culture and organization identity which can increase employer brand loyalty and productivity 
(ibid). External communication could for example be information on the website or 
advertisement while internal communication could take place via the Intranet and codes of 
conduct (Birth, Illia, Lurati & Zamparini, 2008).  
 
To conclude, in the knowledge-intensive industries of today, attracting, motivating and 
retaining qualified staff is becoming increasingly important. CSR initiatives targeting 
employees and internal communication of CSR are considered to increase motivation and 
retention of existing employees. Corporate associations concerned with high CSR and 
external communication of CSR are also considered to affect the corporate image as an 
attractive employer for prospective employees, especially for highly skilled applicants. 
Though there are many suggestions from researchers on CSR activities focusing employees 
and on how to communicate CSR there is little empirical research regarding the corporate 
uptake of these issues in practice. This gap in CSR research has been the motivation for the 
present study. 
 

1.3 Purpose and research questions 
Based on the problem discussion above, the purpose of this study is:  
 
To develop a better understanding of companies’ use of corporate social responsibility to 
attract, motivate and retain human resource talents. 
 
As mentioned in the previous sections CSR initiatives targeting employees are considered to 
fulfill employee needs, thereby increasing motivation and retention of existing employees. 
Internal communication of CSR incorporates CSR in the organization identity and can 
achieve a person-organization value fit leading to increase motivation and retention. On the 
other hand companies with high CSR may use external communication to affect the corporate 
image as an attractive employer for prospective employees and achieve a person-organization 
value fit especially for highly skilled applicants. In light of the significant role played by 
communication, both external and internal, to convey CSR to present and future employees 
the following research questions may be formulated to reach the purpose of this study. 
 
RQ1: How can the relation between CSR and companies’ human resources be described? 
 
RQ2: How can the internal communication of CSR in companies be described? 
 
RQ3: How can the external communication of CSR in companies be described? 
 

1.4 Delimitations 
This study will focus on multinational corporations as they are considered the highest CSR-
performers. Furthermore knowledge-intensive industries are selected since that is where a 
high-quality workforce is of increased importance. Finally, due to limitations in time and 
resources this study will be conducted only from a corporate perspective, and would not 
include an employee perspective.  
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1.5 Thesis outline 
The thesis will comprise seven chapters, namely: Introduction, Literature review, Conceptual 
framework, Methodology, Empirical data, Data analysis and finally Discussion, conclusions 
and implications. Chapter one, presented above, goes through the background and problem 
discussion which leads to the purpose and research questions. Chapter two covers the 
literature review for this study and the most relevant theories in connection to the research 
questions. Chapter three contains the conceptual framework which is the research foundation 
of the study and base for the data analysis. Chapter four presents the methodology of how the 
study was conducted and discusses the reliability and validity of the study. In chapter five the 
data collected is presented and in chapter six the data is analyzed in comparison with theory 
and within the cases. Finally, in chapter seven the findings and conclusions are presented 
along with practical implications for managers and suggestions for future research. 
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2 LITERATURE REVIEW 
There is a vast amount of literature to be found in the area of Corporate Social 
Responsibility (CSR). In this chapter some of the more recurring or prominent theories and 
approaches will be presented in an attempt to first describe the concept of CSR. Then 
theories connected to the research questions will be addressed, first theories concerning the 
relation of CSR and a company’s human resources will be presented and followed by theories 
in connection to internal and external communication. 
 
There is somewhat of an overlap of the literature concerning the three research questions, 
especially for the second two questions. However, for the purpose of this study the literature 
had to be disassociated and connected to each of the research questions, hence the theories 
are presented under the question where they are deemed to be of most importance or where 
they fit best chronologically, even though they may be relevant in more than one place. 
 

2.1 Corporate Social Responsibility: background and overview 
As Lantos (2001) states, the concept of CSR is fuzzy and is riddled with indistinct boundaries 
and debatable legitimacy.  When investigating the concept of CSR one stumbles across very 
diverse terminology and ideas (Meehan, Meehan & Richards, 2006). Wood (1991) states that, 
even though milestones can be identified, conceptual developments have commonly been 
treated as free-standing, competing ideas, which has led to a vast, diverse field of research 
and theory. In an attempt by Waddock (2004) to catalogue and bring structure to this area 
several terms are mentioned, in addition to CSR, such as: Corporate Citizenship (CC), 
Corporate Responsibility (CR) and Corporate Social Performance (CSP). According to 
Waddock (2004) CC, which is interchangeable with CR, is a relatively new term considered 
to be a catchall phrase, covering all business-social relationships, including CSP and CSR. 
The concepts of CSR and CSP will be addressed and described in the sections below. 
 

2.1.1 CSR areas 
According to Matten and Moon (2008) Carroll (1979, 1991) has heavily influenced the 
systematization of CSR. In 1979 Carroll (1979) described CSR to consist of four parts, 
namely: Economic, Legal, Ethical and Voluntary or Philanthropic responsibilities. The 
economic responsibilities concern return on investment to owners and shareholders, creating 
jobs and fair pay for workers and promoting innovation. Legal responsibilities relates to 
society’s expectations of companies to make a profit and follow the law. The ethical 
responsibility concerns the behavior and ethical norms, beyond what is constituted by the 
law, that society expects companies to follow. This contains the obligation to do what is right, 
just and fair and to avoid doing harm. The discretionary responsibilities correspond to 
voluntary roles that companies assume beyond the clear ethical expectations from society. 
The discretionary responsibilities may be up to the company’s judgment to decide upon, but 
are still expected to exist and are increasingly strategic (Carroll, 1979, 1991, 1999). 
 
There are two additional variables to Carroll’s three-dimensional CSR model (1979) namely 
the Social issues that companies need to address and the philosophy of Responsiveness 
(Jamali, 2008). The social issues comprise: Consumerism, Environment, Discrimination, 
Product safety, Occupational safety and Shareholders (Carroll, 1979; Deresky, 2003). Carroll 
further stated that it is important to recognize that social issues may change over time 
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(Carroll, 1979). A strategy of Responsiveness must also be identified, it can be differentiated 
between: Reactive, Defensive, Accommodative or Proactive responsiveness strategies (ibid). 
According to Deresky (2003) the levels of Responsibility (economic, legal, ethical and 
discretionary) tend to correspond to the philosophy of Responsiveness towards the 
stakeholders (reaction, defense, accommodation and proaction). A company with a defensive 
philosophy will not likely make any efforts beyond the legal responsibilities (ibid).  
 
Though Carroll’s conceptualization is considered useful and an advance in CSR, it did not 
comprise guidelines regarding processes and measurement (Jamali, 2008). According to 
Clarkson (1995), Carroll’s three-dimensional model was complex and difficult to test and did 
not contribute to developing a methodology that could be used practically. Later, Carroll 
(1991) presented a graphical depiction of the CSR responsibilities in the Pyramid of 
Corporate Social Responsibility. It presents the economic category as the foundation upon 
which the other responsibilities rest, and builds upward through legal, ethical, and 
philanthropic categories. The author clarifies that companies should not fulfill these in 
sequential fashion but each should be fulfilled at all times (Carroll, 1991, 1999).  
 
CSR can also according to the European Commission (2001) be divided into an Internal and 
an External dimension. The internal dimension comprises CSR practices within the company 
primarily involving employees, relating to human capital management and investment, health 
and safety and managing change, but also environmentally impact, natural resources and 
finances in the production. The external dimension of CSR comprises issues of stakeholder 
relations in the community and environment such as corporate governance, human rights and 
environmental concerns (Castka, Balzarova & Bamber, 2004; European Commission, 2001). 
 
Andriof and McIntosh (2001) state that CSR encompasses four distinctive areas, namely: the 
Environment, the Community, the Marketplace and the Workplace. The environment includes 
global warming, recycling the use of hazardous material and biodiversity (Hoskins, 2005). 
The community covers community-linked activities and investments and the marketplace 
deals with suppliers and clients or customers. Finally, the workplace concerns current and 
prospective employees (ibid). It is within these areas that companies can take CSR initiatives 
and monitor and change the effects of their business (Andriof & McIntosh, 2001). Moir 
(2001) states that CSR Europe, a membership organization of large companies in Europe, in 
addition to these four areas of CSR also covers two more in its reporting guidelines, namely: 
Ethics and Human rights. 
 
Hoskins (2005) also abides by the four components mentioned by Andriof and McIntosh 
(2001), but further state that CSR concerns the management of three critical areas, namely: 
Compliance, Risk and Reputation. Compliance is driven by legislation and common areas are 
occupational health, employment practice, environmental performance and customer 
safeguards. Employee legislation covers four main areas, namely worker’s health and safety, 
communication, rights, and working conditions. Risk management concerns following the 
requirements from developments in governance procedures, such as guidelines and codes of 
conduct. Dominant areas of risk management are the environment and employment practices. 
Reputation management is the least developed area, however CSR can influence the 
preferences of different stakeholders towards for example the employer brand (ibid). 
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2.1.2 Corporate Social Performance 
Wood (1991) built further on the CSR research and advanced it into a CSP model (Jamali, 
2008; Wood, 1991). CSP is described as “A business organization’s configuration of 
principles of social responsibility, processes of social responsiveness, and policies, 
programs, and observable outcomes as they relate to the firm’s societal relationships” 
(Wood, 1991). From this definition it can be derived that CSR is considered to be a means of 
achieving CSP (Waddock, 2004; Wood, 1991). 
 
Wood first, described companies’ motivation to engage in CSP as stemming from one of 
three principles: Institutional, Organizational and Individual (Jamali, 2008; Wood, 1991). 
The institutional principle concerns a desire from the company to maintain legitimacy and 
credibility as a responsible societal actor. The organizational principle motivation comes 
from a sense of public responsibility for outcomes, especially, of the company’s primary and 
secondary areas of involvement. The motivation from the individual principle comes from 
individual managers and their personal responsibility preferences. These motivations can act 
simultaneously and complement each other.  

 
When the motivational component of CSP is known it should be complemented by 
Responsiveness processes. These responsiveness processes have three aspects: 
Environmental assessment, Stakeholder management and Issues management. By external 
environment analysis the company can create strategies for adapting to or changing the 
environment. Stakeholder management concerns the examination of different types of 
stakeholder management devices, such as employee newsletters and corporate social 
reporting. Issues management investigates the company approach to invent and monitor 
responses to social issues.  
 
Finally, the model concerns the Outcomes of corporate behavior existing of three types: 
Social impacts, Social programs and Social policies. That is the positive or negative impacts 
on society by the corporate behavior (such as job creation, toxic wastes or bribery), the nature 
of the programs used to implement the corporate responsibility, and the integration of the 
policies devised into the body of company policy to handle social issues and stakeholder 
interests (ibid). Still, Wood’s model is criticized for limited attention to stakeholder 
management in the responsiveness processes (Waddock, 2004) and for failing to address the 
needs of managers in charge of implementing CSR programs and measuring their impact 
(Meehan, Meehan & Richards, 2006). 
 

2.1.3 CSR and stakeholders 
Carroll (1991) considers there to be a natural fit between the concept of CSR and a 
company’s stakeholders, such as: owners, customers, employees, community, competitors, 
suppliers, social activist groups and the public at large. The author further explains that the 
term “social” in CSR is connected to the stakeholder theory by Freeman (1984), describing 
the specific groups or persons that are most important to a company and should be considered 
in its CSR programs (Carroll, 1991). CSR is a base for stakeholder management since it can 
create a competitive advantage by meeting stakeholder and societal needs (Podner & Golob, 
2007). According to Jamali (2008) the stakeholder approach is practical for assessing 
company performance towards key stakeholder groups and clarifies the obligations, 
responsibilities and for whom the CSR is intended. However, it is important to note that 
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cultural differences and values influence stakeholder expectations of CSR in various ways 
(Kampf, 2007). 
 
The Stakeholder Management theory by Freeman has gained renewed attention due to the 
increased interest in CSR (Galbreath, 2006). It is based on the idea that companies consist of 
interdependent relationships with stakeholders and need to operate in this network of 
stakeholders who can influence the organization directly or indirectly (Freeman, 1984; 
Zsolnai, 2006). Stakeholder management essentially charges managers with: first, a rational 
mapping stakeholders and identifying their perceived stakes, second, structuring 
organizational processes to reflect and align organizational and stakeholder goals and 
expectations, and third, negotiating transactions with stakeholders while considering 
balancing competing interests and developing discontent (Freeman, 1984). Podner and Golob 
(2007) state that, research has found it hard to assess the general CSR considerations that 
stakeholders have, such as what responsibilities and which issues that the CSR initiatives 
should address and what expectations the stakeholders have.  
 

2.1.4 CSR implementation 
Hoskins (2005) has developed the CSR Route Map to identify how a company should 
approach the task of developing a CSR strategy, shown in Figure 2.1 below.  
 
 
 
 
 
 
 
 
 
 
Figure 2.1 The corporate social responsibility route map (adapted from Hoskins, 2005, p.59) 
 
The first step is developing the company’s CSR values to make sure they relate to the 
corporate culture and become embedded into the organization (Hoskins, 2005). The CSR 
values may differ from the corporate values which is natural since they have different aims. 
Corporate values are often internally based but CSR values focus on the company 
relationships with stakeholders. Therefore to implement CSR values the company needs to 
first consider the stakeholders and decide on company values. The second step is identifying 
the company’s CSR impacts, which requires taking an external perspective and objectively 
identifying the company impact. This requires that stakeholders and key stakeholders and 
their priorities are identified as well as the risks and opportunities relating to each key 
stakeholder group (ibid).  
 
Third, developing the company’s CSR strategy can be quite challenging for the managers 
(Hoskins, 2005). For example due to lack of information, managers might not recognize what 
CSR is. Moreover, it is important that the company first knows where it is at and audits 
existing activities. Sometimes CSR activities are hidden, for example if a cost for donating a 
football kit to a local school is allocated to a sales promotion account it will not appear in a 
CSR review. When developing a CSR strategy it is vital to involve the priority stakeholders 
and discuss potential CSR strategy developments. Fourth the company needs to develop the 
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CSR practice. This is the implementation stage, covering all key elements of CSR, the 
community, workplace, environment, marketplace and human rights. Each of these requires a 
management system to guarantee effective implementation. Stakeholders should also be 
involved in this stage and performance measurement systems with targets and audits need to 
be implemented. Finally, the fifth step concerns communicating CSR values, strategy and 
outcomes which is essential to draw on the value that CSR can offer in building the company 
reputation. If the CSR activities are not communicated to the stakeholders no resulting value 
will be added. Therefore an effective communications program needs to be implemented to 
support the CSR strategy in order for it to bring value and benefit the company (ibid).  
 
Maignan, Ferrell and Ferrell (2005) have also created a methodology that outlines the steps 
involved to properly implement CSR from a marketing perspective, see Figure 2.2 below.  
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Figure 2.2 A step-by-step approach for implementing CSR (Maignan, Ferrell & Ferrell, 
2005) 
 
Step 1 concerns identifying corporate values and norms that have implications for CSR 
because the CSR program must align with these (Maignan, Ferrell & Ferrell, 2005). The 
authors state that the relevant values and norms can often be found in corporate documents 
such as the mission statement, annual reports, sales brochures or web sites. Step 2 involves 
identifying stakeholders and recognizing their needs, wants, and desires. This includes 
assessing stakeholders’ power, legitimacy, and urgency. At the end this step the company 
should have a list of stakeholder groups with a rough assessment of their perspective and 
common power (ibid). 
 
In Step 3 the main stakeholders concerns and their urgency need to be understood, written 
down in a list and prioritized among (Maignan, Ferrell & Ferrell, 2005). Step 4 combines the 
three first stages and aims for a concrete definition of CSR that specifically fits the 
organization. This general definition will then be used to evaluate current practices and to 
decide on concrete CSR initiatives. It should clarify the motivation behind the commitment to 
CSR and the stakeholders and issues that are prioritized by the company. Ideally, this 
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definition is formalized in official documents like annual reports, websites and company 
brochures.  
 
Step 5 concerns auditing current practices to find out where the company is today. This audit 
should contain what the company already has in place to address important stakeholder issues 
and which practices that need improvement. In step 6 the CSR initiatives should be 
implemented (Maignan, Ferrell & Ferrell, 2005). Two main criteria need be considered, first, 
the financial and organizational investments required by different actions. The second 
criterion to consider when prioritizing among CSR initiatives is the urgency, for example 
public pressure on the issue. Once a schedule of CSR initiatives is established, responsibility 
needs to be allocated both to individual initiatives and to the entire CSR implementation 
process.  
 
Step 7 Promoting CSR concerns two aspects: creating awareness and getting stakeholders 
involved. It is essential to keep internal and external stakeholders aware of the initiatives 
taken to address CSR issues. Public relations such as environmental and social reports and 
websites are increasingly popular means of information. However companies need also to 
establish bonds to stakeholders and invite them to participate in their CSR initiatives. 
Examples of different activities to involve stakeholders and stimulate a dialogue are volunteer 
programs for employees, awards, prizes and events. The intention of this step is mainly to 
encourage the interaction of ideas to gain stakeholder engagement.  
 
In the final step 8 stakeholder feedback should be generated through different means. First a 
general assessment should be generated through for example satisfaction or reputation 
surveys. Then, in order to estimate stakeholders’ perceptions of the company contributions to 
specific issues more qualitative methods may be used such as in-depth interviews. 
Stakeholder feedback should then be used as input for the next audit which should be 
performed regularly. The feedback can also be used as input when reassessing the first three 
steps of the CSR management process in the long-run, which should be done every four years 
according to the authors. A continuous work and repetition of this process is the foundation 
for building an organizational identity and reputation (ibid). 
 

2.1.5 CSR and management of organizations 
In order for CSR to be implemented it needs to become a part of the management culture and 
normal business process (Hoskins, 2005). It should be part of business decision-making, 
performance measurement systems, employee and management incentive programs and the 
business planning process (ibid). CSR does not require new management techniques but 
rather new management perspectives where the critical factor is leadership practices (Bevan, 
Isles, Emery & Hoskins, 2004). In order to help managers communicate with the 
stakeholders, especially employees there is a need for a leadership agenda. This agenda 
should comprise the four key elements: knowing where the company’s CSR activities stand 
now, deciding where the company wants to be positioned, understanding and engaging with 
stakeholders and implementing best practice CSR policies and activities (ibid). 

Values, vision and mission 
Managers need to realize that the vision and values are at the core of CSR (Hoskins, 2005). 
The company’s commercial values are the base for considering CSR values but the managers 
need to take a step back and see the objective external view. Managers need to identify the 
different stakeholders and the company impact on those in order to decide on and incorporate 

15 
 



2 LITERATURE REVIEW 

the CSR values. A good starting point or benchmark can be some of the international 
standards available (ibid). On an international level several different ethical codes have 
emerged, offering guidance to companies in issues such as economic, legal and political 
involvement, technology transfer, environmental and consumer protection, employment 
practices and human rights (Cullen & Parboteeah, 2008). Some examples of codes are: the 
International Chamber of Commerce (ICC) Guidelines for International Investment, the 
Organization for Economic Cooperation and Development (OECD) Guidelines for 
Multinational Enterprises, the International Labor Office (ILO) Tripartite Declarations of 
Principles Concerning Multinational Enterprises and Social Policy, the United Nations (UN) 
Code of Conduct on Transnational Corporations, the UN Declaration of Human Rights, and 
the European Convention on Human Rights (ibid).  
 
Some elements for managers to ensure that CSR is integrated in the business is: to have a 
range of CSR key performance indicators that are reviewed regularly at a main board level, to 
include CSR-related performance incentives in the pay structure to show the importance of 
CSR to both the business and the individual (Hoskins, 2005). Then CSR should also be 
included in the business planning and review process so that it is constantly considered and 
not an add-on (ibid). 

Codes of Conduct 
In general, codes can be characterized on five dimensions: First, specific vs. general shows to 
what degree the code commitments are focused on specific behaviors or general statements. 
Second, comprehensive vs. selective, that is the breadth of the topics covered Bondy, Matten 
& Moon, 2007). A company code tends to be more selective while multi-stakeholder codes 
are more comprehensive. Third, positive vs. negative describes the tone of the code, whether 
it is aspirational or forbidding. Four, if the code is voluntary or mandatory. Five, equilegal vs. 
supralegal concerns whether the code merely reflects existing legislations or has moved 
above the minimum legal requirements (ibid) 
 
Deciding on the corporate CSR vision and values is the base for developing a company code 
of ethics or code of conduct which is commonly written down (Hoskins, 2005). A company 
code of ethics can take the form of a stakeholder approach, covering key stakeholders, or an 
issues-based approach, covering the key areas of concern for the company. Which one is 
chosen depends a lot on the management. Once a code is constructed, a compliance system 
needs to be developed in order to deal with breaches of it (Hoskins, 2005). Then the code 
needs to be communicated along with the compliance system, this includes documentation, 
presentation and training. Finally, developing a culture of trust is essential in order for 
employees to declare any potential breaches of the code. It is also important that the code is a 
living document and revised according to new issues faced (ibid). 

Organizing for CSR 
Griffiths and Petrick (2001) state that the corporate architectures of today show three features 
that do not support the adoption of changes in business practice needed to integrate CSR. 
First, they lack structural elements, such as specialized departments with expert knowledge to 
recognize, take action on transfer relevant information. Second, they often have firmly set 
routines and systems that promote and protect the status quo. Third, they limit or deny access 
to several stakeholders whose participation is of essence for successful CSR implementation. 
Therefore the authors suggest three alternative organizational structures, namely: network 
organizations, virtual organizations and communities of practice. These different 
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organizational alternatives can be applied at different levels, whether organizational, business 
unit or group levels (ibid).  
 
Network organizations are characterized by keeping some key decision making areas in the 
centre of the organization while delegating considerable decision making power to the 
smaller and relatively autonomous units (Griffiths & Petrick, 2001). They tend to minimize 
rules and have flatter hierarchies. The virtual organization can be seen as an organization 
with limited life expectancy because it is based on the need for projects with limited time and 
a purpose of solving and addressing important issues before they dissolve. This type of 
organization is significantly relying on the use of information technology. They can be used 
throughout the company or only for particular projects or functions similar to task forces. The 
communities of practice, or knowledge groups, are not clearly defined units but can be rather 
fluid structures of employees joined by and around areas of interest, expertise or projects. 
These gather, create and disseminate knowledge and information within formal organizations 
(ibid). 
 
According to Husted (2003) CSR governance concerns the way that CSR activities are 
organized. The three most common types of CSR governance are to: outsource CSR through 
corporate charitable contributions, to internalize CSR via in-house projects or to use a 
collaborative model. Charitable donations are the most commonly used form of CSR 
governance. The company transfers financial or other resources to a specialized non-profit 
organization that performs the actual CSR work. An in-house project, on the other hand, 
requires a profound corporate participation in planning, executing and evaluating the CSR 
programs, implemented by an organizational unit within the company. The main advantage of 
having an in-house organization is that the top management can strategically direct resources 
towards meeting specific company and stakeholder needs. The collaborative project is 
applicable when collaboration between the company and a non-profit organization is of 
interest. Then the company transfers funds to the partner organization and then the work is 
performed jointly and benefits are shared. The benefits from collaborating are that both costs 
and benefits are shared. Commonly donations are preferred when the CSR areas are less 
closely related to the company’s core business mission. On the other hand if the areas are 
close to the core business mission they are usually internalized by the company (ibid).  
 

2.1.6 CSR performance evaluation and reporting 
Monitoring and auditing the CSR activities are a key consideration for a CSR strategy, what 
is being reported must be both relevant and realistic (Hoskins, 2005). The reason for 
monitoring and reporting is to internally follow up on the performance of meeting the needs 
of stakeholders but also to make this transparent to the stakeholders (ibid). CSR reports 
should include company policies, current activities, outcomes and continued development 
(Gillis & Spring, 2001). 
 
According to Hooghiemstra (2000), from a company perspective, CSR disclosure is a 
communication instrument used to create, protect or enhance the company images or 
reputation. Disclosure of information about company behavior and CSR performance can 
help build a positive image among stakeholders (Orlitzky, Schmidt & Rynes, 2003). Fombrun 
and Gardberg (2000) also state that CSR disclosure builds community ties and reputational 
capital that improves the ability to attract resources, such as employees, and mitigates risk of 
alienating key stakeholders. CSR disclosure is therefore an important component of 
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enhancing the CSR effects on corporate reputation (Fombrun & Gardberg, 2000; Castelo 
Branco & Lima Rodrigues (2006).  
 
Some companies already have some form of CSR monitoring built in through certifications 
such as the ISO 9000 (including the marketplace), the ISO 14000 (including the 
environment), the OHSAS 18001 (including occupational health and safety) (Hoskins, 2005). 
Other examples of standards are AA 1000 and SA 8000 (attempts of standardizing 
stakeholder frameworks) and in recent years the development of ISO 26000 international 
guidance standard for social responsibility (Castka & Balzarova, 2008). Though these 
standards do not cover all areas of CSR, therefore most companies that have developed a 
CSR strategy, regardless of certifications, give the task of monitoring CSR to the internal 
audit department as an addition to financial and governance issues (Hoskins, 2005).  
 
According to the perspective of non-governmental organizations the importance of an 
additional external audit is still high (ibid). According to Whitehouse (2006) organizational 
information about CSR may not be a very trustworthy source of information or indicator of 
the company CSR performance, but is usually the only information available to outsiders. 
Hoskins (2005) further state that companies may consider the value gained from an external 
audit to be less than the efforts it requires and settle with an internal audit. However, 
regardless of the method used the company needs to demonstrate to external stakeholders that 
the CSR actions are measured and monitored for accuracy and relevance (ibid).  
 
According to Hoskins (2005) there are two main indexes for evaluating CSR in the major 
stock markets in the world:  The Dow Jones Sustainability Index (DJSI) evaluates the 
company on a number of dimensions, such as: the Economic, Environmental and Social 
dimension. The social dimension covers labor practice indicators, human capital 
development, talent attraction and development, knowledge management/organizational 
learning, standards for suppliers, stakeholder engagement, corporate citizenship/philanthropy 
and social reporting. The FTSE4Good on the other hand does not score the company surveys 
but makes an analysis based on the dimensions: working for environmental sustainability, 
upholding and supporting human rights and promoting positive relationships with 
stakeholders. The stakeholder relationships includes areas such as: a code of ethics/conduct, 
an equal opportunity policy, a health and safety management system, training and 
development systems and employee relations programs, including union recognition (ibid). 
 

2.2 CSR and human resources 
Based on previous research findings and diverse theories Maignan and Ferrell (2001) have 
found that employees with higher income and education levels, with altruist and collectivist 
values, and high levels of cognitive moral development are supportive of CSR and can be 
assumed to feel enthusiastic to work for a company organization committed to CSR. 
Consequently they are also likely to respond in a strong and positive way to CSR by 
expressing high levels of dedication to company success and to cooperate and work with their 
peers to increase the company performance. Moreover, the identification process of the 
employee to the company is facilitated when the company identity and employee self-identity 
matches, resulting in a stronger organizational bond. However, socio-demographic aspects, 
personal values, and the stage of cognitive moral development of the employee are likely to 
influence how actively the employee engages in the evaluation of the company’s CSR and the 
outcome of this evaluation process (ibid).  
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CSR engagement 
Empirical findings suggest that high external CSR leads to organizational commitment even 
though it at best provides indirect benefits to the employees (Brammer, Millington & Rayton, 
2007) The reason is stated to be due to the social identification theory (ibid). By engaging in 
CSR the company shows the company’s “soul” and that it is a responsible corporate citizen 
(Bhattacharya, Sen & Korschun, 2008), which can send several signals and implications to 
prospective employees. The match of corporate values with those of the employees improves 
the retention rate (Hoskins, 2005). Based on an empirical study, employees and prospective 
employees positive attitudes towards the employer’s image are crucial when it comes to the 
company ability to gain the right skills for future business growth. CSR can this way improve 
the quality of talent available to the company, help reduce the cost of recruiting it and 
improve retention (ibid). 
 
Findings from studies related to how proactive CSR in a company affects the attractiveness of 
the company to job applicants (e.g. Fombrun and Shanley, 1990; Turban and Greening, 1997) 
have shown that individuals would rather work for an organization known for its proactive 
CSR (Maignan & Ferrell, 2001). Gillis and Spring (2001) state that CSR can attract high 
quality job applicants and improve morale of existing employees. In a survey by Maignan, 
Ferrell and Hult (1999) a positive relationship between the level of CSR activities and 
employee commitment among managers was observed, where employee commitment is 
positively associated with greater job satisfaction and motivation as well as lower levels of 
absenteeism and turnover. 
 
Albinger and Freeman (2000) further found that prospective employees with few job choices 
valued CSR performance lower than high-choice job seekers. This could according to the 
authors be due to the lack of choice among the first group, or it could be because higher-
choice job seekers are more exposed to media and recruitment literature from academic 
pursuits, such as case study analysis, current event readings or on-campus interviews. It could 
also be that employers do not target CSR information to low-choice job seekers. Moreover 
values among prospective employees may differ across the groups if they respond to different 
needs. For a low-choice job seeker employment may meet the urgent basic need of a 
paycheck which reduces the luxury of being able to care about other areas. The high-choice 
individuals who have several options for receiving a paycheck can afford to value other, more 
long-term and less material, benefits and are able to include CSR in the evaluation (ibid). 
 
Empirical research shows that CSR actions matter to employees (Albinger & Freeman, 2000; 
Brammer, Millington & Rayton, 2007; Greening & Turban, 2000; Turban & Greening, 
1997). Companies perceived to have a high CSR commitment generally have a higher 
reputation and employer attractiveness and thus often have an increased ability to attract 
highly educated job candidates, retain them once hired, and maintain employee morale and 
motivation. This leads to reduced turnover, recruitment and training costs (ibid).  
 
According to Castelo Branco and Lima Rodrigues (2006) CSR is considered to influence the 
financial performance of a company because of intangible resources such as know-how, the 
corporate culture and company reputation. CSR can help in attracting and retaining quality 
employees, lead to higher morale, commitment and loyalty to the company if the employees 
believe in CSR. According to Albinger and Freeman (2000) and Quinn, Anderson and 
Finkelstein (1996) companies with high CSR will be more attractive for high-choice 
prospective employees but this is also true the other way around, for companies that are 
knowledge-driven and relying on qualified human capital it is these employees that will be 
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the most attractive to recruit. A better person-job and person-organization fit are important to 
an HR recruiter and manager because they can lead to financial savings to the company 
through positively influencing recruitment efforts, work attitudes, employee commitment, 
and job satisfaction which all have shown to independently predict employee turnover 
intentions (Judge & Cable, 1997).  

CSR activities focusing employees 
According to Hoskins (2005), it is a basic assumption that for companies to motivate and 
retain employees they have to treat them properly. Research findings from the USA and the 
UK show that it will reflect in employee satisfaction and commitment as well as higher 
productivity and profitability. The author further states that methods of CSR engagement 
with the employees are for example, liaison with staff representatives structured with rules of 
confidentiality on both sides and to have employee focus groups. Ways of evaluating 
employee satisfaction with the CSR is to have CSR employee surveys. CSR issues that 
employees may perceive as relevant are for example working hours, working conditions, 
flexibility, training, remuneration and employment (ibid).  
 
Maignan and Ferrell (2001) state that previous studies have found that employee commitment 
is a likely result of specific managerial practices representative of CSR toward employees. 
The authors further argue that it could be expected that employees particularly appreciate 
CSR activities that satisfy their own demands such as no lay-off policies, strict equity policies 
or pleasant work aesthetics. Previous research has found that specific managerial practices 
representative of CSR towards employees are likely to lead to employee commitment. For 
example training practices and job equity policies have had positive effects on employee 
commitment. Other examples of CSR initiatives benefiting employees, such as: engaging in 
tong-term planning, avoiding discrimination in hiring and compensating, implementing a 
code of conduct, ethics training programs, incorporating integrity in employees’ performance 
evaluations, supporting employee training and education and work-family programs (ibid). 
Another example of CSR activities involving employees is structured volunteer programs 
which benefit the community from the donation of the employees’ time and talent and benefit 
the company from more loyal employees, aid in recruiting, and teaching teamwork skills to 
the employees (Hess, Rogovsky & Dunfee, 2002).  
 
Albinger and Freeman (2000) investigated the importance of different CSR areas for the 
ability to attract highly qualified employees for large companies in the USA. The CSR areas 
included: community investment and outreach, support for diversity in the workplace, 
employee involvement and benefits, attention to the environment, and other product safety 
and global issues. The findings showed that even though all dimensions may offer 
competitive advantages certain areas are more critical in order to attract highly qualified 
employees. When rating employer attractiveness it was the CSR performance on employee 
issues that weighed heaviest for prospective employees. Especially issues like support of 
diversity, employee participation and benefits, was of major importance. The most 
competitive prospective employees weighed performance on the employee participation and 
benefits dimension higher than the less competitive groups (ibid). Gillis and Spring (2001) 
argue that employees and prospective employees care about wages, benefits, health and 
safety of the work environment, training and advancement opportunities. 
 
In a qualitative study of HRD managers’ involvement in CSR in large Canadian companies, 
findings showed that the meaning of CSR to the individual managers varied a lot as did the 
involvement (Fenwick & Bierema, 2008). However, the managers identified certain CSR 
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themes in HRD practices and activities such as emphasis on ethics, respect, participation, 
diversity, responsibility, employee well-being, employee learning, employee control of 
learning, employee safety, employee recruitment and employee assessment (ibid). A study in 
Finland (Panapanaan, Linnanen, Karvonen & Phan, 2003) revealed the perceived importance 
that companies place on employee-related CSR aspects. High relevance was given to 
discrimination, freedom of association, compensation, and health and safety issues and these 
issues were considered the company’s main responsibility and were given due management 
attention. Low relevance issues were workforce diversity, absenteeism and work-time 
flexibility, and these were given low priority from management because they were considered 
established and self-evident concerns already. Some issues were deemed irrelevant, such as 
child labor and forced-labor, because of their inappropriateness in the Finnish business 
context of today. However, these issues become highly relevant when it comes to operations 
abroad, especially in developing countries (ibid) 
 
Castelo Branco and Lima Rodrigues (2006) state that, especially CSR activities regarding 
employment practices, such as: fair wages, a clean and safe working environment, training 
opportunities, health and education benefits for workers and their families, provision of 
childcare facilities, flexible work hours and job sharing, can bring direct benefits to a 
company by increased morale, motivation and productivity while reducing absenteeism and 
staff turnover (ibid). According to Albinger and Freeman (2000) high CSR employers, 
especially in the area of employment issues such as diversity and employee benefits, should 
use this information in recruitment material that reaches high-choice groups as well as in job 
advertisements or postings that reach both groups. HR activities that improve employee 
attitudes towards the workplace create valuable, rare and difficult-to-imitate sustainable 
competitive advantages with no perfect substitute (Fulmer, Gerhart & Scott, 2003).  

Towards optimal engagement in CSR 
According to Bhattacharya, Sen and Korschun (2008), CSR initiatives reveal the values of a 
company and it often serves as a genuine point of differentiation for the company. Through 
an empirical study the authors have investigated how companies can use CSR as a lever for 
talent management and they consider internal marketing to be the best term for how CSR can 
be leveraged in order to acquire and retain employees. This means that companies need to 
fulfill the needs of the employees through compelling offers of “job-products”. If they are 
designed properly these job-products can significantly increase job satisfaction, employee 
retention and productivity (ibid).  
An overview of the relationships between the different parts of the process and factors that 
require attention from managers is shown in Figure 2.3, below (Bhattacharya, Sen & 
Korschun, 2008).  
 
 
 
 
 
 
 
 
 
 
Figure 2.3 Factors of CSR job-products (adapted from Bhattacharya, Sen & Korschun, 2008) 
 

CSR activity Needs fulfilled by CSR Identification 

Internal outcomes 

External outcomes 

OUTCOMESPROCESSINPUT 
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Just like the basic features of job-product, like pay, benefits, career opportunities and job role, 
the company’s CSR programs can satisfy one or more higher-order psychological needs 
(Bhattacharya, Sen & Korschun, 2008). Research has shown that the extent of success from a 
specific job-product depends largely on the extent to which it fulfills the key needs of the 
employees. Different groups of employees view and value different approaches in different 
ways and the needs vary in relative importance between employee segments. There are four 
basic needs that employees aim to fulfill by involvement in CSR initiatives: First by creating 
opportunities for self-enhancement, expressing their own sense of responsibility to the 
immediate or larger community gives them personal growth and emotional rewards or can 
help them learn skills outside of their daily work leading to career advancement. Secondly, by 
improving work-personal life integration: CSR can help integrate these two spheres and aid 
employees to feel less stress by actively balancing work and family needs. By integrating 
these two parts the company is perceived to place similar importance on personal values that 
the employees do. Third, by satisfying the need of building a bridge to the company, for 
example employees in remote locations need to feel more connected to the company’s social 
and professional networks and try to connect with their peers in the company. CSR initiatives 
are a means to demonstrate commitment to them and offer a potential bond between 
employees irrespective of their location. Fouth, CSR efforts can also help in creating a 
“reputation shield”. Particularly when the locals and media have negative feelings for the 
company it is of importance to try to avoid the potential harm this can have for the company 
and the employees’ self-esteem. CSR activities can help employees to fight the negative 
external images by educating their surrounding about the company values and ethics (ibid). 
 
The reason for this is that, when employees’ personal needs are fulfilled at work they are 
likely to identify with the company which reflects how well employees feel that their sense of 
self matches with their sense for the company (Ashforth & Mael, 1989; Bhattacharya, Sen & 
Korschun, 2008). Employees that strongly identify with the company view its success as their 
own and incorporate its characteristics into their own self-concept (ibid). When employees 
perceive the company to be socially responsible they identify with it and feel a sense of 
belonging (Bhattacharya, Sen & Korschun, 2008). This can have internal and external 
outcomes: outcomes that are internal to the employee’s own mind are a high level of 
commitment, morale and dedication to excelling in work tasks. It can cause a sense of job 
satisfaction, pride and well-being (ibid). These psychological outcomes, in turn, lead to the 
external, behavioral, outcomes meaning that the employees contribute to achieving the 
corporate goals, including reduced absenteeism and increased employee retention 
(Bhattacharya, Sen & Korschun, 2008; Maignan & Ferrell, 2004). It is crucial for companies 
to understand the key outcomes that CSR has for the company, the psychological drivers of 
those outcomes as well as what moderates the links in between the CSR initiatives and 
outcomes. Employee motivation is considered to be one of the two most important factors 
helping CEOs to motivate the business case for CSR (ibid). Companies engaged in CSR tend 
to inspire their employees to work harder be more productive and focus on quality 
(Bhattacharya, Sen & Korschun, 2008). Further, employee engagement has shown increased 
pride in the company, increased employee performance and retention (ibid).  
 
However there are four challenges or limitations for CSR to serve as an effective internal 
marketing lever, according to Bhattacharya, Sen and Korschun (2008). First, is the 
employee’s lack of awareness and involvement in CSR. Companies are not communicating 
the extent and details of the CSR efforts clearly and consistently enough. The span of 
employee proximity to CSR spans from a total lack of awareness to direct involvement. 
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Companies fail to take the opportunity of informing the workforce about the social 
responsibility efforts taking place, let alone to involve them in these initiatives (ibid).  
 
Second, there is a limited understanding of the employees’ needs fulfilled by CSR 
(Bhattacharya, Sen & Korschun, 2008). Satisfying those needs meaningfully is the main 
power of CSR as internal marketing but this is often overlooked. Third, there is a poor 
understanding of employee returns to CSR. Fourth, there is a top-down approach to CSR and 
gap between executives and the employees concerning appropriate sources and ownership of 
CSR initiatives. It is most common that CSR development, implementation and management 
as viewed as top-down processes. However, the authors argue that a more strategic approach 
is to give greater ownership of the CSR initiatives to the employees since they wish for 
greater roles and to be co-creators of the CSR value and it would energize and empower them 
(ibid). 
 
There is a substantial amount of empirical research showing that companies CSR actions 
matter to employees, especially among the highly qualified workforce (Albinger & Freeman, 
2000; Brammer, Millington & Rayton, 2007; Greening & Turban, 2000; Turban & Greening, 
1997). Further findings show that CSR in employee issues are the most critical activities in 
order to increase employee needs satisfaction and thereby motivation and retention (Albinger 
& Freeman, 2000; Castelo Branco & Lima Rodrigues, 2006; Maignan & Ferrell, 2001). 
Bhattacharya, Sen and Korschun (2008) recommend five actions to be taken to move from 
the traditional to an optimal engagement approach of CSR, improving the CSR job-products: 
 
First, increase the employee proximity to CSR. Inform the employees in a coherent, 
consistent and concrete way including the reason for CSR involvement and the specific 
information about the CSR program, the operations, resources allocated, challenges and most 
importantly successes. Meanwhile it is important to realize that information can come from 
multiple sources other media outside the company, such as blogs, chat rooms, and that these 
can be seen as more objective than internal marketing. Therefore it is important to involve 
credible and influential internal sources and use objective information. The company must 
also encourage active employee participation by providing specific opportunities for 
involvement that does not impede their possibility of fulfilling their regular responsibilities. 
The best is to make CSR participation connected to their professional responsibilities and to 
give objective and constructive feedback in CSR-related activities in a way that will 
encourage and allow them to make as significant personal and professional contributions as 
possible (ibid). 
 
Second, use a contingent input-output approach to making CSR decisions (Bhattacharya, Sen 
& Korschun, 2008). It is important to see how the employees benefit from the CSR activities 
and whether and how this translates into company benefits. Once CSR initiatives are in place 
the output should be monitored through internal surveys in order to assess which programs 
are delivering the most value to the employees and thus the company. Measurements can be 
taken for internal outcomes via attitudes toward the company, well-being and commitment to 
continued employment, and for external outcomes via absenteeism, work effort and 
productivity measurements and for the underlying processes by identification with the 
company. Managers should try to understand both how these programs can satisfy employee 
needs and why, but also the employee- and company-specific characteristics that influence 
the effects of the CSR programs (ibid). 
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Third, understand and fulfill employee needs. Companies should try to segment the 
employees based on the relative importance of their CSR-related needs in order to design and 
target specific CSR programs to meet these needs. By identifying demographic and 
psychographic connections for the segments they can be more easily targeted. Moreover, the 
company may want to target CSR programs to the segments with the greatest present or 
future value. CSR program success can be evaluated on whether employee needs were met or 
not (ibid).  
 
Fourth, strengthen employee identification (Bhattacharya, Sen & Korschun, 2008). Empirical 
findings suggest that CSR can significantly increase identification and the bond with the 
company because it reveals the values and “soul” of the company. Therefore the basic 
objective when designing the CSR programs should be to increase employee identification. 
Measuring this can be done by anecdotal “we” statements when employees describe the 
company or from expressions of a strong identification such distinguishing between “we, the 
insiders” and the outsiders (ibid).  
 
Fifth, involve the employees in co-creating CSR value. Employees should be involved in 
planning, designing and implementing the CSR programs (Bhattacharya, Sen & Korschun, 
2008). This makes them participants rather than onlookers and this way programs developed 
can be expected to give them the most meaning and purpose. This way managers are greatly 
assisted because needs that otherwise might have been difficult to identify can be fulfilled. 
This shifts the primary responsibility for the CSR activities to the employees and makes the 
company an enabler more than an enactor. It requires comprehensible, open and continuous 
two-way communication as well as guidance and resources to allow the employees to 
integrate the CSR programs into compelling job-products (ibid). 
 

2.3 CSR and internal and external communication  
As mentioned a good CSR reputation and company image, stemming from CSR disclosure, 
can help attract better job applicants, retain them once hired, and maintain employee morale 
(Castelo Branco & Lima Rodrigues, 2006). Therefore there is a vital need for transparent and 
proactive communication of CSR both internally and externally (Chaudhri & Wang, 2007). 
Several studies have found evidence that companies known to take a high proactive CSR 
generally have a higher reputation and employer attractiveness, especially for high-choice job 
seekers, and also show increased employee motivation and lower turnover levels (Albinger & 
Freeman, 2000; Brammer, Millington & Rayton, 2007; Greening & Turban, 2000; Turban & 
Greening, 1997).  
 
Maignan, Ferrell and Ferrell (2005) state that marketing is shifting from a plain customer 
focus towards managing relationships and benefits for all stakeholders. The integration of 
CSR in marketing is, commonly like all marketing activities, driven by the values and norms 
at the organizational level (ibid). Studies by Greening and Turban (2000) and Maignan and 
Ferrell (2001) show that CSR can be advantageously used as a marketing instrument for 
companies to market themselves and their products, to both external customers and internally 
to employees (internal customers). Thus, CSR may be an excellent way to market the firm 
and its products to its employees and external customers (Maignan & Ferrell, 2001).  
 
The way a company acts and the way it is perceived by the target markets and the general 
public is a fundamental factor in managing the company reputation and CSR can inspire trust, 
brand loyalty and a good corporate reputation (Papasolomou-Doukakis, Krambia-Kapardis & 
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Katsioloudes, 2005). Chaudhri, and Wang (2007) argue that the need for proactive 
communication is considered central to corporate reputation and relationship building. 

Employer branding 
When a company is promoting what makes it different and a desirable employer both within 
and outside the company the term is employer branding (Backhaus & Tikoo, 2004). 
Companies are increasingly using employer branding to attract recruits and assure that 
current employees are engaged in the culture and the strategy of the firm. Employer branding 
leads to competitive advantage and helps employees internalize company values and assists 
in employee retention. Employer branding is increasingly useful in a knowledge-based 
economy since skilled employees often are in short supply (ibid). 
 
Employer branding is a three step process where:  
Step 1: is to develop what particular value the company offers employees, the organization 
identity (Backhaus & Tikoo, 2004). This should be consistent with all other branding efforts 
of the company and present the values the company offers the employees based on 
information about the corporate culture, management style, qualities of current employees, 
current employment image, and impressions of product or service quality (ibid).  
 
Step 2: Then this value proposition is targeted through external communication towards 
potential employees, recruiting agencies, placement counselors, etcetera through external 
marketing to create employer brand associations and employer image to attract the target 
population (Backhaus & Tikoo, 2004).  
 
Step 3: is internal communication which is important because it incorporates the values as 
part of the organizational culture and organization identity which can increase employer 
brand loyalty (equivalent to organizational commitment, identification and employee 
retention) and productivity. The elements of employer branding are described more in depth 
in section 2.3.1 and 2.3.2. 

Types of communication 
According to Balmer and Greyser (2006) the corporate identity, corporate branding, 
corporate communications, and corporate reputation should be integrated under the label of 
corporate marketing. The authors state that everything an organization says, makes and does 
communicate something. The authors further argue that there are three types of 
communication: Primary communication takes place through products and services, market 
behavior, behavior towards employees, employee behavior towards others stakeholders and 
non-market behavior. Secondary communication is comprised of formal, corporate 
communications (such as advertising, PR, graphic design and sales promotion), and through 
visual identification systems. Tertiary communication is word-of-mouth, media 
interpretations and spin and finally competitors’ communication (ibid).  
 
Balmer and Gray’s (2000) states that companies can communicate the corporate identity 
through these three types of communication to create a corporate image and reputation that 
may lead to a competitive advantage. The corporate identity constitutes the values and 
purposes, the corporate strategy, culture and organizational structure. The corporate image is 
the immediate mental picture of the company that stakeholders have and the reputation is 
something that develops over time as a result of consistent performance reinforced by the 
communications. The company image and reputation can in turn lead to a competitive 
advantage if it is favorable and sustainable. Perceptions of the image and reputation can 
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though be influenced by exogenous factors such as the reputation and image of the country of 
origin, of the industry and alliances and partnerships and other external factors (ibid).  
 
CSR communication can take place through offline communication channels like print, 
through house organs such as company Intranet and brochures, or through the Internet and 
company web sites, which is has gained an increasing importance (Chaudhri & Wang, 2007). 
Gillis and Spring (2007) state that common ways of communicating CSR to stakeholders are 
through: publicity on corporate mission and values, voluntary reports by the company, media 
coverage on actions, internal communication strategies, information on the company website, 
compulsory governmental reporting, paid advertising, retail marketing materials and product 
labeling.  
 
According to Birth, Illia, Lurati and Zamparini (2008) the organization CSR Europe 
companies have compiled a wide range of channels for CSR communication which includes 
social reports, thematic reports, codes of conduct, web sites, stakeholder consultations, 
internal channels, prizes and events, cause-related marketing, product packaging, 
interventions in the press and on TV and points of sale. Especially three channels were found 
to be commonly used: social reports, web sites, and advertising (ibid). 
 
When studying the top 300 companies in Switzerland findings showed that the most 
commonly used channels were internal communications, the website, social reports, codes of 
conduct and stakeholder consultation, while the least used were the press, TV, prizes, events, 
packaging, reports, cause-related marketing, and points of sale (Birth, Illia, Lurati & 
Zamparini, 2008). Furthermore, the internal channels were mainly used to communicate 
internal issues while external channels were used for external issues but with synergy effects 
between the two. Internal communication issues were mission, vision, values, workplace 
climate and social dialogue. Through the website the mission, visions, values and 
environmental issues were communicated. In social reports the environmental, mission, 
vision, values and community involvement were communicated. Codes of conduct generally 
contained the company ethics, mission, vision and values. And stakeholder consultation dealt 
with the environment, community involvement and development of the local economy (ibid). 
 
The study further found that internal communication of CSR was used for both internal and 
external publics (Birth, Illia, Lurati & Zamparini, 2008). The vast majority of the companies 
communicate CSR to their employees and 84 % considered the primary CSR communication 
objective to be “to increase employees’ satisfaction and commitment.” In addition, half of 
them perceived the objectives to include “increasing the appeal of the company as a future 
employer” however only 10 % consider internal communication for “decreasing employee 
turnover.” Consequently, these companies seem to believe in internal communication as a 
means to reach external publics indirectly too (ibid).  
 

2.3.1 CSR and internal communication 
According to Backhaus and Tikoo (2004) the internal marketing of the employer brand helps 
to create a workforce that is hard to imitate for other companies. By systematically exposing 
the employees to the value proposition of the employer brand the corporate culture is molded 
around the corporate goals in a way that can achieve a unique culture focused on doing 
business in the company’s own way. As shown in Figure 2.4 below, employer brand loyalty 
and employee productivity (in other words employee motivation and retention), are formed by 
partly a behavioral element that stems from the organizational culture and partly an 
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attitudinal element that comes from the organizational identity (Backhaus & Tikoo, 2004). 
Developing and maintaining an organizational culture that is productive and supportive is a 
managerial task. Internal marketing efforts are intended to create a culture that reinforces the 
desired work behavior and supports the individual’s quality of life by promoting corporate 
values. The organizational identity is what is central, enduring and distinctive about an 
organization, organizational identity is the cognitive image held by the organization members 
about the organization, or the collective attitude about who the company is as a group. 
Managers can mold the employees’ perceptions of organizational identity by using 
organizational goals, policies and practices (ibid). 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

Figure 2.4 Employer branding framework (Backhaus & Tikoo, 2004) 
 
Similarly, Dutton, Dukerich and Harquail (1994) state that, employees find the company 
identity to be especially attractive when it matches their self-identity or the sense of who they 
are. It is likely to believe that employees would rather be perceived as good citizens who 
contribute to society than poor citizens (Maignan & Ferrell, 2001). Employees are also 
unlikely to identify with companies that seem to strive only for their own economic wealth 
and development, and that do not seem to share the profit with their stakeholders. CSR may 
benefit the company because it is contributing to of a positive external image of the company. 
If the staff is aware of this positive external image it is more likely to identify with the 
company (ibid). In fact, employees have been found to feel proud to belong to a company that 
is perceived to have socially valued characteristics (Dutton, Dukerich & Harquail, 1994). 
Gillis & Spring (2001) also emphasize that employees experience a better self-image if they 
are working for a reputable firm. 
 
During the past decade issues linked to CSR have become an important driver of public 
opinion and corporate reputation (Dawkins and Lewis, 2003). Among a sample of companies 
in various sectors in the UK a propensity to speak highly of the company to outsiders 
increased considerably among employees in high CSR companies. This has an amplified 
impact because the employee is one of the most powerful spokespeople for a company in the 
eyes of other stakeholders (ibid). On the other hand, Riordan, Gatewood and Bill (1997) state 
that company actions which lead to positive/negative reactions from external stakeholders 
can have direct, positive/negative effects on the company image for employees as well as 
their job satisfaction and intentions to leave the company. A perceived poor reputation leads 
to lower job satisfaction and a higher probability of leaving the company (ibid)  
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Both the internal and external communications of the company CSR can affect the awareness 
among employees of their company’s commitment to corporate CSR (Maignan & Ferrell, 
2001). However the intensity and content of these two channels of communication in terms of 
congruence with personal values are expected to influence the employee evaluation of the 
company’s CSR. When the employees perceive the company to be committed to taking social 
responsibility, they are likely to deliberately make efforts to work as a team. According to the 
authors, empirical research states that a high CSR image can be a form of internal marketing 
and CSR activities improves employee morale, productivity, fosters team work, skill building 
and decision making (ibid). 
 
Moreover, researchers have found that company identification is likely to lead to improved 
company socialization and lower levels of role conflict, while negative identification has led 
to stress, reduced loyalty and resignation (Ashforth & Mael, 1989). As the intensity of 
internal and external communications of high CSR increases the employees are reminded of 
the company values and social role and can be expected to react strongly and positively to the 
message (Maignan & Ferrell, 2001). However if the intensity becomes too great the 
employee may perceived the CSR as mainly a promotional tool and may then react 
negatively. When the communication content is perceived as an accurate reflection of the 
CSR and company values then the perceived corporate identity and company image will 
match and reflect the employees' own experiences giving a positive identification, loyalty and 
commitment. If the case is the opposite, inconsistencies may hinder commitment and cause 
negative identification (ibid).  
 

2.3.2 CSR and external communication 
According to Backhaus and Tikoo (2004) external marketing of the employer brand 
establishes the company as an employer of choice which allows it to attract the best possible 
employees. Once prospective employees have been attracted by the brand they develop 
assumptions about the company which they carry with them into the company, supporting the 
company values and enhancing their commitment to the company (ibid). 
 
As mentioned above the second step of employer branding is that this value proposition is 
targeted through external communication towards potential employees, recruiting agencies, 
placement counselors, etcetera through external marketing to create employer brand 
associations and employer image to attract the target population (Backhaus & Tikoo, 2004). 
As seen in Figure 2.4 on the Employer branding framework the employer attraction and 
employer image stems from the employer brand associations, which deal with person-
organization value fit. Prospective employees develop these associations based on 
information sources that are both employer-controlled and not employer controlled, therefore 
the company should strive to be proactive and identify brand associations and strive to 
develop and communicate them. The employer image can be defined in functional benefits 
desirable in an objective view such as salary and benefits as well as in symbolic benefits such 
as innovativeness or prestige of the company and the social approval that the employees think 
they will enjoy by working for the company, characteristics that are attractive to the 
employee. In an industry where the functional benefits are similar companies may use 
symbolic benefits to create a competitive advantage. Potential applicants compare the 
employer brand image with their own needs, personalities and values and the better the fit the 
more attractive the employer will seem. Also, the more positive aspects the employer image 
has the higher is the self-image a membership symbolizes to the prospective employee. 
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However it is crucial that the information communicated is accurate in order to avoid reduced 
job satisfaction, trust and intentions to quit (ibid).  
 
A high CSR reputation can attract prospective employees to apply for jobs, attempt to get an 
interview and will be more likely of accepting a job offer from these companies (Greening & 
Turban, 2000). The authors suggest that companies may seriously want to consider signaling 
and promoting their CSR activities in their recruitment literature and advertisements, 
signaling to prospective workers that they offer a work environment favorable to CSR 
activities and provide a culture and environment that strengthen individual employee’s self 
concepts and social identities (ibid).  
 
CSR communication and reporting has mainly been analyzed in the context of legitimizing 
the company behavior by influencing stakeholders’ and society’s perceptions about CSR 
(Chaudhri, & Wang, 2007). Messages conveying CSR justifications may be that: CSR is in 
the company’s long-term strategic interest, it reduces the company risk of negative impact to 
reputation from other company activities, CSR protects and strengthens the company 
reputation or brand image, CSR can help attract and retain valuable employees and maintain 
high morale, it shows the company’s social contract-based obligation to give back to the 
community, CSR is the right thing to do according to universal, fundamental social and 
company values, and that CSR offers interaction and support between the corporation and its 
stakeholders in exchange for permission to operate and grow in the community (Hartman, 
Rubin & Dhanda, 2007). CSR disclosure is thus a communication instrument used to create, 
protect or enhance the company image or reputation (Hooghiemstra, 2000). 
 
In order to balance and meet these needs and expectations, both at present and for the future, 
a CSR perspective is of importance (Podnar & Golob, 2007). CSR should be a part of the 
corporate identity, be embraced by the employees, permeate the corporate culture and be 
clearly communicated in order to contribute to the corporate identity, corporate brand and to 
building goodwill. But CSR also constitutes as a corporate marketing instrument and a 
strategy to improve the long-term performance of the company. After all, corporate 
marketing is concerned with monitoring and fulfilling the wishes, needs, expectations, 
interests and behaviors of stakeholders (ibid).  
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3 CONCEPTUAL FRAMEWORK 
In this chapter a conceptual framework based on the most relevant of the theories addressed 
in the literature review chapter will be presented both in narrative and graphical form. Due 
to the intertwined nature of these questions some theories will be overlapping each other. The 
conceptual framework will be used as a basis for data collection and later as ground for data 
analysis. 
 

3.1 Conceptualization 
Saunders, Lewis and Thornhill (2003) state that when performing a study collecting 
qualitative data, such as in this study, analysis is conducted by using conceptualization. By 
starting the research with a theoretical perspective certain advantages can be noted, such as 
that it links the research to the existing knowledge in the area and it provides the researcher 
with an initial analytical framework (ibid). Conceptualization is the process of developing a 
model and it involves three tasks (Hair, Money, Page & Samouel, 2007). First, to identify 
variables and constructs for the research, second, to specify hypotheses and relationships 
before, third, a conceptual model that visually represents the theoretical base is formed (ibid). 
 
The purpose of this study is: To develop a better understanding of companies’ use of 
corporate social responsibility to attract, motivate and retain human resource talents. 
 
In the literature chapter the theory and research found in connection to this area was 
presented in order to form a base for gaining a better understanding and to help fulfill the 
purpose. Concerning the impact of CSR on employee motivation, retention and employer 
attraction theory shows that the impact is very diverse and is of importance to different 
aspects of CSR. The main aspects according to presented theory concern: how the employees 
are involved in the CSR process and finally how CSR activities targeting employees can 
satisfy employee needs, how company CSR values match the individual’s and how high 
company CSR is communicated internally and externally. In the frame of reference below the 
relevant variables and constructs in connection and relation to these three aspects are 
presented, followed by a conceptual model connected to the research questions. 
 
In this study the aspects of CSR that are relevant in connection to attracting, motivating and 
retaining employees will be considered. The intention is to investigate how companies work 
with these CSR aspects. Four main theories will be used in order to investigate this area, 
namely the five steps of CSR job-product creation by Bhattacharya, Sen and Korschun 
(2008), the three-step model towards employer branding by Backhaus and Tikoo (2004), the 
communication channel model by Balmer and Gray (2000), and the different types of CSR 
communication by Chaudhri and Wang (2007). There is also somewhat of an overlap 
between the models due to the intertwined nature of the research in connection to the research 
questions. The actions taken to increase employer attractiveness often create benefits to 
current employees and help to increased motivation and retention. Similarly actions in CSR 
taken by a company to increase employee motivation and retention often have synergy effects 
for attracting prospective employees. With regards to the models, the aspect of CSR 
communication, CSR values and identification can be found in all three models. Further the 
models on communication channels and CSR communication and the employer branding 
model also contain similar components of internal and external communication. Further, 
these three theories actually cover both research question two and three, however they are 
presented under the research question where it was found most appropriate or logical. 
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3.1.1 Corporate Social Responsibility 
As mentioned by Lantos (2001) Meehan, Meehan and Richards (2006) CSR is riddled with 
indistinct boundaries and very diverse terminology and ideas. In order to answer the research 
questions first some clarification on the concepts adopted in this study are necessary. 

Areas of CSR 
Andriof and McIntosh (2001) state that CSR encompasses four distinctive areas, namely:  

• the Environment,  
• the Community,  
• the Marketplace, and  
• the Workplace. 

 
In this study the area of focus is on the area of CSR in the Workplace since it concerns 
current and prospective employees. Further the division of CSR into an Internal and External 
dimension by the European Commission (2001) is applied, where the internal dimension 
contains CSR practices within the company and the external dimension comprises issues of 
stakeholder relations in the community. 

Corporate Social Performance 
CSP is described as “A business organization’s configuration of principles of social 
responsibility, processes of social responsiveness, and policies, programs, and observable 
outcomes as they relate to the firm’s societal relationships” (Wood, 1991). From this 
definition it can be derived that CSR is considered to be a means of achieving CSP 
(Waddock, 2004; Wood, 1991). In this study CSR is focused, because it deals with the 
actions companies take in this regard rather than the outcomes of these actions. 

Stakeholders of CSR 
Freeman’s (1984) definition of stakeholders is “any group or individual who can affect or is 
affected by the achievement of the organization's objectives.” In this study the stakeholders 
concerned are the employees and the potential employees. 

CSR implementation, CSR and management of organizations and  
CSR performance evaluation and reporting 
CSR implementation concerns how companies can approach the task of developing a CSR 
strategy. CSR and management of organizations deals with practical implications of creating 
values, vision and mission, Codes of Conduct and organizing for CSR. CSR and performance 
evaluation and reporting discusses various means and measures companies can use in order to 
evaluate and report on CSR initiatives taken. In this study the aspects studied will be the 
actions taken in order to attract, motivate and retain human resources in all these aspects.  
 

3.1.2 CSR and human resources 
Research states that how the employees are involved in the CSR process and implementation 
and how CSR activities targeting employees can satisfy employee needs are important 
aspects of employee motivation and retention (Bhattacharya, Sen & Korschun, 2008). 
Bhattacharya, Sen and Korschun (2008) state that CSR programs can satisfy several higher-
order psychological needs for employees by offering opportunities for self-enhancement, 
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improving work-personal life integration, bridge- or bond-building with the company, and 
creating a “reputational shield.” The authors present five steps towards creating CSR job-
products and optimal CSR engagement. This theory will be used to examine how the relation 
between CSR and companies’ human resources can be described. 
 

3.1.3 CSR and internal and external communication 
As presented earlier, how high company CSR is communicated internally and externally and 
how company CSR values match the individual’s is of importance both in motivating, 
retaining and in attracting qualified human resources (Albinger & Freeman, 2000; Brammer, 
Millington & Rayton, 2007; Greening & Turban, 2000; Turban & Greening, 1997). The main 
reasons are that it affects identification with the company and the employer reputation (ibid).  
 
The employer branding framework states that the purpose of employer branding is to promote 
what makes a company different and a desirable employer both within and outside the firm 
(Backhaus & Tikoo, 2004). As mentioned in the previous sections the theory on internal and 
external communication will have to be disassociated to help answer the different research 
questions. The parts of theory concerning the development of values and organizational 
identity and the internal marketing will be used in order to examine how the internal 
communication of CSR in companies can be described. The part of theory that concerns 
communicating the values and organizational identity externally towards employees will be 
used to investigate how the external communication of CSR in companies can be described. 
 
There are different types of communication. In the theory by Balmer and Gray (2000) 
communication of corporate identity can take place through different channels to the 
stakeholders, creating the corporate image and reputation. The authors divide the 
communication into three types: Primary communication, takes place through products and 
services, market behavior, behavior towards employees, employee behavior towards others 
stakeholders and non-market behavior. Secondary communication, which comprises formal, 
corporate communications, and through visual identification systems (i.e. advertising, PR and 
graphic design). Tertiary communication; word-of-mouth, media interpretations and spin and 
finally competitors’ communication (ibid). Further, Chaudhri and Wang (2007) state that 
communication of CSR can take place through offline communication channels like print, 
through house organs, such as company Intranet and brochures, or through the Internet and 
company web sites, which is has gained an increasing importance. These different theories on 
communication will be used to identify the different means of communication for both the 
internal and external communication of CSR. 
 
In Table 3.1 below, a summary of the conceptual framework is presented with the key 
theoretical variables for each research question and the respective sources. 
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TABLE 3.1 Summary of the conceptual framework 
 
RQ Theoretical connections and sources 

RQ1 

• Increase employees’ CSR proximity by internal communication of CSR and 
encouraging active participation of CSR, 

• Use input-output approach to make CSR decisions,  
• Understand and fulfill employee needs, 
• Strengthen employee identification, 
• Involve employees in co-creating CSR value by planning, designing and 

implementing CSR programs (Bhattacharya, Sen & Korschun, 2008). 

RQ2 

• Develop the values and the organizational identity that the company offers the 
employees, 

• Systematically expose the employees to the value proposition by internal 
marketing (Backhaus & Tikoo, 2004). Through: 

─ Primary communication (expressed through products, services and behavior), 
─ Secondary communication (formal communication and visual identification), 
─ Tertiary communication (not controlled by the company) (Balmer & Gray, 

2000). 
─ Offline communication (i.e. print), 
─ House organs (i.e. Intranet and brochures),  
─ Internet (Chaudhri & Wang, 2007) 

RQ3 

• Communicate values and organizational identity externally (Backhaus & Tikoo, 
2004). Through: 

─ Primary communication (expressed through products, services and behavior), 
─ Secondary communication (formal communication and visual identification), 
─ Tertiary communication (not controlled by the company) (Balmer & Gray, 

2000). 
─ Offline communication (i.e. print), 
─ House organs (i.e. Intranet and brochures),  
─ Internet (Chaudhri & Wang, 2007) 

 
In Figure 3.1 below the frame of reference is presented in graphic form, highlighting the main 
issues from the theories corresponding to each research question. 
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How companies use CSR to attract, motivate 
and retain human resource talents 

Figure 3.1 Graphic frame of reference 
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4 METHODOLOGY 
This chapter will present the research methodology, which is the foundation of the study and 
the base for how to answer the research questions. The chapter describes the research 
design, the research approach, the research strategy and the approach used for data analysis 
and to secure research quality.  
 

4.1 Research design  
There are three types of research designs, namely: exploratory, explanatory and descriptive 
design (Hair, Money, Page & Samouel, 2007; Saunders, Lewis & Thornhill, 2003). The 
exploratory design is used to develop a better understanding of a business problem or 
opportunity. Descriptive design describes a situation typically by using measurements and 
frequency. Explanatory design deals with cause and effect and explaining the relationships 
between variables (ibid). Based on the research purpose of this study the present research can 
be classified as both descriptive and explorative. 
 
The purpose has been to develop a better understanding of companies’ ways of using 
corporate social responsibility in order to attract, motivate and retain human resource talents. 
The exploratory research is designed to discover relationships, patterns and ideas (Hair, 
Money, Page & Samouel, 2007). Further, exploratory design is a fruitful method when there 
is a need to clarify a problem and to investigate what is happening (Saunders, Lewis & 
Thornhill, 2003). Investigating what is happening and clarifying the situation is a vital part of 
this study and necessary in order to answer the research questions.  
 

4.2 Literature survey 
As suggested by Hair, Money, Page and Samouel (2007) this exploratory study begun with a 
literature review. The purpose for this was to gain awareness and knowledge of previous 
studies and the main problem areas, the vital questions and any gaps in the present research. 
Further it gives the reader an opportunity to understand the theories and principles that 
influence the implementation of the study. The literature gathered for this study mainly 
originates from academic articles available from the Luleå University Library website, data 
bases like Business Source Elite (Ebsco), Emerald Insight and the search engine Google 
scholar. In order to find literature that was relevant to the research area several search words 
have been used, mainly: Corporate Social Responsibility, CSR, corporate responsibility, CR, 
corporate social performance, CSP, employer branding, communication, internal marketing, 
employee attitudes, motivation, retention, job satisfaction, recruitment, Human Resource 
Management, HRM and human resources. Further, a teacher within the area of CSR at Luleå 
University of Technology was consulted for guidance on material relevant to the study. 
 

4.3 Research approach  
Denscombe (2000) states that there are two types of research approaches in social science, 
namely: the qualitative and the quantitative approach. Quantitative research is more useful for 
testing while qualitative research is more useful for discovering (Hair, Money, Page & 
Samouel, 2007). For this study the qualitative approach is more suitable since is if focused on 
discovering and the purpose for this study is as mentioned to develop a better and more 
detailed understanding of how companies use CSR in order to attract, motivate and retain 
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human resource talents. Moreover qualitative research is associated with descriptive, small 
scale, studies (Denscombe, 2000), like this one. Qualitative research is according to Yin 
(2003) more detailed and concentrates on selected issues, cases or events.  
 

4.4 Research strategy 
The purpose of a research strategy is to provide an overall plan of how to answer the research 
questions (Saunders, Lewis & Thornhill, 2003). Yin (2003) mentions five types of research 
strategies applicable in social sciences, namely: experiment, survey, archival analysis, 
history, and case study. The research strategies differ from each other in three ways: first is 
the type of research question posed, second the extent of researcher control over behavioral 
events, and third whether it focuses on contemporary or historical events (ibid), see Table 4.1.  
 

TABLE 4.1 Research strategies 
 

Strategy Form of research 
question 

Requires control of 
behavioral events 

Focuses on 
current events 

Experiment how, why? Yes Yes 

Survey 
who, what, where, 
how many, how 
much? 

No Yes 

Archival analysis 
who, what, where, 
how many, how 
much? 

No Yes/No 

History how, why? No No 
Case study how, why? No Yes 
 
Source: Yin (2003, p. 5) 
 
According to Yin (2003) case studies, histories and experiments are to be preferred when the 
study tries to answer questions like “why” and “how”. However they differ in the other two 
variables: control over the behavioral events and the focus on current events. The author 
states that case study is of distinct advantage when the objective is to examine a current event 
where the researcher does not have control over the behavioral events and cannot influence or 
manipulate the process (ibid). The characteristics of the case study strategy were deemed 
appropriate for the approach of this study. All three research questions in this study are 
formulated as “how”-questions, since the purpose of the study is to describe and develop a 
more detailed understanding within the area. Thus, the purpose and research design of this 
study, along with the research questions, are in line with the case study approach.  
 
Yin (2003) further states that a case study is an empirical investigation into a contemporary 
event in its real-life context where the boundaries between context and event are not 
absolutely clear, it also deals with many variables of interest, relies on multiple data sources 
and benefits from prior theoretical developments for guidance of data collection and analysis. 
Saunders, Lewis and Thornhill (2003) also explain that a case study is a good choice of 
strategy when the researcher wants to test existing theories. This is the case for this study 
since it is based on the conceptualization of existing research theories which are used as a 
framework for analyzing the gathered data and the purpose is to examine how this is applied 
in a real-life context.  
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Yin (2003) further explains that case studies can be divided into single and multiple cases 
studies. Multiple case studies are more time consuming but provides an increased opportunity 
to create a high-quality study (ibid). In this study a multiple case study was carried out since 
it would provide more data, increase the validity and provide an improved base for analysis 
and conclusions. The units of analysis are, corresponding to the purpose and research 
questions of this study, the companies. 
 
Moreover, there are two approaches available for analyzing the gathered data: within-case 
analysis and cross-case analysis (Yin, 2003). A within-case analysis compares the case 
against the reference framework, while a cross-case analysis compares the cases against each 
other, in order to find support for or deviations from theory and between the cases (ibid). In 
this study first a within-case analysis of data against the theory in the frame of reference was 
conducted since it was of interest to investigate the match with existing. Then a cross-case 
analysis was conducted in order to compare the cases against each other. This objective was 
to find patterns and draw conclusions whether support for or deviations from existing theory 
could be found. 
 

4.4.1 Case selection 
As Denscombe (2000) states, in an in-depth study the number of cases will be relatively small 
and the choice of which case(s) to study should be motivated based on suitability and 
pragmatic constraints of the case. The suitability of the cases was based on that they should 
be theory testing research units, in order to fulfill the research purpose of the study. The 
pragmatic influence can be constituted of convenience when the choice is between equally 
suitable alternatives (Denscombe, 2000). In this study pragmatic influence was a factor since 
convenience influenced the selection due to limited financial resources and time restrictions 
on the case selection, therefore companies with operations in Sweden were preferable.  
 
When considering the alternative samples, criteria governing the choice were based on the 
requirements set by the research questions. Other studies made within this area were also 
reviewed to see what research that had already been done. When selecting cases the 
preconditions were, as mentioned in the delimitation of the study, section 1.4, to investigate 
multinational corporations in a knowledge-intensive since it is an industry where this topic 
would be most applicable and of interest. Four multinational corporations that matched the 
criteria with operations in Sweden were contacted, namely AstraZeneca, Ericsson, 
Handelsbanken and Sandvik. Out of these, two companies, AstraZeneca and Sandvik, agreed 
to participate in the study. Both companies had been recognized for their CSR work 
according a review by Globe Forum Business Network in 2008 (Globe Forum Business 
Network, 2008) confirming the existence of CSR work in both companies. Based on the time 
limitations two cases were deemed both feasible and adequate for this study. 
 

4.4.2 Data collection 
The data collected can be divided into primary and secondary data. Primary data is new data 
collected specifically for the purpose of the study while secondary data is data already 
gathered for another purpose (Saunders, Lewis & Thornhill, 2003). There are four different 
research methods for collecting data: observation, questionnaires, interviews and written 
sources (Denscombe, 2000). They differ from each other and are better suited for different 
situations, but they can complement each other and can be combined when collecting data. 
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By using more than one method the researcher can triangulate and increase the validity of the 
data (ibid). In this study primary data was gathered through interviews and secondary data 
from written sources. 
 
Interview is an appropriate method of collecting primary data in order to acquire privileged 
information (Denscombe, 2000). If the informant can provide useful information that others 
do not have, the value and the quality of the information increases. An advantage is that 
information from interviews is often more in-depth and detailed than data from other 
collection methods (ibid). Interviews are considered the most important source of data in a 
case study (Yin, 2003).  
 
The interviews conducted were of open-ended character, which Yin (2003) states, is the most 
common, where the interviewer can ask both about the facts and opinions. Further, the 
interviews were semi-structured, meaning that the interviews were based on a prepared list of 
subjects and questions but the answers were free and allowed the respondents to develop the 
answers, while offering the researcher flexibility and increased validity by asking 
clarification questions on any obscurities (Denscombe, 2000). The interviews were personal 
as opposed to focus or group interviews. This is preferable because personal interviews are 
easier to manage since it is only one person to arrange the meeting with and to interview 
(Denscombe, 2000). For practical reasons the interviews were made over the telephone. Each 
interview lasted around one hour per company and the interviews were recorded. 
 
A key issue was to consider who to interview in order to get useful and accurate data. The 
respondents needed to have a lot of insight into the company’s CSR process. When 
contacting companies the purpose of the study and the interview were explained. The 
companies then referred to the most suitable person, from their point of view, which had the 
best knowledge and insight in the matters concerning the topic of the study. Hence it was not 
researcher assumptions that lead to the respondents but rather the basis of expertise within 
these issues among the respondents in the companies.  
 
As a semi-structured interview is based on a prepared list of subjects and questions an 
interview guide was developed. In order to reduce interpretation bias of the answers by the 
researcher it was based on the literature in the frame of reference. More information about the 
development of the interview guide can be found under section 4.6, and the final interview 
guide can be found in Appendix 1 and 2. The main subjects that the questions would concern 
were sent by e-mail in advance to the respondents in order to give them a sense of the topic of 
the interview and to better understand the questions.  
 
Written sources comprise books, journals, websites and the Internet, weekly and daily 
newspapers, protocols, letters and memos, diaries, government publications and statistics 
(Denscombe, 2000). They can be useful for triangulating the findings, by comparing them 
with the primary data (Saunders, Lewis & Thornhill, 2003). In this study the secondary data 
from written sources came from annual reports, company brochures and Internet websites, 
and was used in order to verify the primary data. Some of the material was located by the 
researchers and some was provided by the companies.  
 

4.5 Data analysis 
Data analysis takes place through three concurrent flows of activity: data reduction, data 
display, and conclusion drawing and verification (Miles & Huberman, 1994). Data reduction 

38 
 



4 METHODOLOGY 

is the part of data analysis that concerns selecting, focusing, simplifying, abstracting and 
transforming the data. It can take place through for example selection, summary or 
paraphrase (ibid). When processing the data gathered for this study all the relevant data was 
presented in chapter four, as close to how it was presented by the respondents, without 
alterations but with additional material from secondary data. 
 
Another part of the data analysis, requiring analytic activities is the data display, which 
concerns the organized, compressed assembly of information that allows for conclusion 
drawing and action (Miles & Huberman, 1994). Qualitative data is most commonly displayed 
in extended text. However, matrices, charts, graphs and networks may also be used (ibid). 
The empirical data in this study was presented in the order of the research questions and in 
order to make the data more accessible and comprehensible to the reader the authors have 
also made a summary at the end of each case in chapter five. In chapter six the authors of the 
thesis have also provided the readers with an overview matrix of the findings from the cross-
case data analysis.  
 
Finally, drawing and verifying conclusions contains decisions on what things mean starting 
from the beginning of the data collection, examples are noting regularities, patterns, 
explanations, possible configurations, causal flows and propositions (Miles & Huberman, 
1994). Though these initial conclusions should be held with caution and final conclusions 
should not appear until the gathering of data is complete. When conclusions are drawn they 
should also be verified through a second thought or by going back to raw materials or even 
more elaborately through trying to replicate the findings in another data set. By testing the 
plausibility this way the validity of the findings is tested (ibid). Since the answers in the 
interview were open-ended the researcher had to process and analyze the data to a larger 
extent than in for example a survey. This analysis and comparison with theory is presented in 
a detailed manner in the chapter six. When drawing conclusions these were compared with 
theory from the conceptual framework. The findings, final conclusions, and implications for 
theory and future research did not appear until the data was gathered and are presented in the 
last chapter of this study.  
 

4.6 Research quality 
When developing a case study the researcher needs to maximize the case study design 
quality, this can be improved by addressing four conditions: reliability, construct validity, 
internal validity and external validity (Yin, 2003).  
 
The reliability of the research process is a key element of the quality of the thesis (McNeill & 
Chapman, 2005; Yin, 2003). Reliability means that the study operations, such as the data 
collection methods, can be repeated by another researcher or the same researcher at another 
time, with the same results, findings and conclusions (ibid). The reliability of the research 
methods vary, however, a single researcher in an unrepeatable situation faces the risk of 
being considered unreliable (McNeill & Chapman, 2005). The research method should be 
available for inspection, criticism and testing by other researchers in order to be reliable 
(ibid).  
 
In order to make this thesis as reliable as possible the following measures have been taken to 
minimize errors and biases. A basic measure is that the procedures of the study have been 
documented in this methodology chapter for repeatability and review. When choosing 
interviews as data collection method it is important to note that it implies a risk of 
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preconceptions or of becoming too personally involved as a researcher, and could therefore 
imply a stronger bias than for example a mail survey (McNeill & Chapman, 2005). This risk 
has been considered but fact that the interviews were conducted by telephone and e-mail is 
considered to have decreased the risk of interviewer-respondent influence and vice versa, 
thereby reducing the risk of bias than compared to face-to-face interviews. However this 
could have affected the opportunity to build trust and to get access to sensitive information. 
There is also a risk that the recording equipment could have made the respondent insecure or 
uneasy but on the other hand reduced the risk of missing important information. 
 
The fact that the respondents and the researcher all spoke Swedish reduced the risk of 
misunderstandings due to translation difficulties. In order to further reduce the risk of 
misunderstandings questions for clarification were asked during the interview. The interviews 
were also recorded and when writing down the data the author listened through the interview 
several times in order to minimize errors. After the data was translated from Swedish into 
English and compiled it was also sent by e-mail to the respondents for proof reading and so 
called informant verification (Saunders, Lewis & Thornhill, 2003), along with clarification 
questions if something was unclear. The respondents could in that way act if anything was 
wrong, misinterpreted or missing. 
 
Construct validity deals with establishing correct operational measurement methods for the 
concepts being studied and evaluating the data collection method (Yin, 2003). In this context 
validity concerns whether the findings portray an accurate image of what is being studied 
(McNeill & Chapman, 2005). Problems with validity arise if the data is more a result of the 
research method than of what is being studied. An example could be that respondents could 
lie or have incorrect perceptions that do not correspond to their actual behavior or attitude. In 
order to increase validity researchers can use a multiple-method approach, called 
triangulation, to double check and verify the findings, this increases both reliability and 
validity (ibid).  
 
The key instrument used in the data collection method of this study was the interview guide, 
see Appendix 1 and 2. The function of the interview guide was to offer a support for the 
interviewers and structure to the interview. The questions formulated were based on the 
theoretical frame of reference though with the objective to lessen the influence by the 
researcher and the theory on the respondents’ answers. To ensure that this instrument was 
correct and would give reliable data it was pretested on the supervisor who commented on the 
structure, the wording and the content. Then the structure of the interview guide was changed 
to follow the layout of the research questions. The terminology was controlled and the 
questionnaire was evaluated on whether it matched the theories of the study. During the 
interviews the respondents were then asked if they thought that some questions that was 
missing or if they had anything to add. This way the interview guide as data collection 
method was tested and retested to reduce errors and to make it as bias free as possible. 
Further, the respondents asked for the interview questions in advance and were sent the main 
questions advance of the interview. However the respondents did not get the complete 
interview guide since that is a instrument designed for the researcher. In the material sent to 
the respondents, examples or suggestions were removed to reduce any researcher influence.  
 
In this study the sample selection was decided before the research method, in order not to let 
the data collection method affect or limit the possible samples. The interviews were also 
recorded in order to be able to go back and verify that the interpretations were done correctly. 
This also reduced the stress of taking notes during the interview which decreased the risk of 
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misunderstanding the answers. The interviews were then written down, translated and 
compiled within the following couple of days in order for the researcher not to forget 
anything. The respondents also got to proof read and comment on the compiled and translated 
data. Finally the data gathered from interviews was verified with information from the 
company websites, annual reports and other written secondary data available as triangulation. 
 
Internal validity is a concern for explanatory studies only and deals with establishing causal 
relationships where some conditions are shown to lead to other conditions (Yin, 2003). One 
concern of internal validity is that there is a problem when making the analysis and when 
drawing conclusions. Every case study contains an assumption and it is hard to know if this is 
correct. Case study tactics for the data analysis process are: to do pattern-matching, to do 
explanation building, to address rival explanations and to use logic models. Pattern-matching 
concerns comparing an empirically based pattern with a predicted one and if the patterns 
coincide, the result can help the study to strengthen the validity. The use of rival explanations 
provides, besides a good general analytic strategy, a good example of pattern matching for 
independent variables. And the use of logic models consists of matching empirically 
observed events to theoretically predicted events (ibid). In this study the internal validity has 
been addressed by matching any patterns found from the data with the theories from the 
frame of reference. Based on this pattern matching the conclusions were drawn.  
 
Since the interview questions were open-ended the researcher had to process and analyze the 
data to a larger extent than in for example a survey. The objective behind this was to lessen 
the influence by the researcher and the theory on the respondents’ answers. This processing 
of the data may have increased the risk of researcher influence on the result. In order to 
reduce this risk the statements in the empirical data and the theories they were compared to in 
the analysis are clearly indicated in order to give a higher degree of transparency as to what 
the analysis was based on and to give the reader an opportunity to draw its own conclusions. 
 
The external validity (Yin, 2003) or representativeness (McNeill & Chapman, 2005) 
concerns whether the objects or situation studied are typical of others, whether the findings 
are generalizable beyond the immediate case study. If a finding is applicable in one case it 
could be applicable in another one, within the same area (Yin, 2003). However, if the 
researchers are uncertain if they are representative they cannot claim that the results have 
relevance in any other situation (McNeill & Chapman, 2005). Critics state that it is hard to 
make generalizations in one-case studies (Yin, 2003). Meanwhile a case study provides an 
analytical generalization where the researcher is striving to generalize a particular set of 
results to some broader theory (ibid). This has been a qualitative, small scale study and it has 
been difficult to claim that the results are generalizable or to make predictions for other cases. 
However the cases were tested with existing theories in order to see if there was a match and 
to offer suggestions for further research which could lead to generalizations. 
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5 EMPIRICAL DATA 
This chapter presents the data gathered for this study. The data was collected from two 
Swedish MNCs; AstraZeneca and Sandvik. Primary data was gathered via telephone 
interviews and secondary data such as annual reports and other material from the 
companies’ official websites. Each case presentation will start with a brief company 
background followed by data on the relation between CSR and human resources and CSR 
and internal and external communication.  
 

5.1 Case 1: AstraZeneca 
This case study is based on an interview with Yvonne Näsström, Director Corporate 
Responsibility and Reputation within Sweden Corporate Affairs at AstraZeneca. The Director 
has been working within AstraZeneca since 1986 and at the current position for one year.   
 
AstraZeneca was formed as a result of a merger of two pharmaceutical companies, the 
Swedish Astra and the Brittish Zeneca, which was completed in 1999 (AstraZeneca Sweden, 
No date-a). It is a multinational corporation operating in over 100 countries (AstraZeneca, 
2008-b). AstraZeneca has 67 thousand employees worldwide and roughly 11 thousand 
employees in Sweden (Interview). The Swedish operations are concentrated to the research, 
production and marketing areas (AstraZeneca Sweden, No date-a). 
 
In Sweden, the national CR strategy, priority action plan, and associated targets are owned by 
the Sweden Governance Group (AstraZeneca, 2006). It is a cross-functional management 
team that is supported by a CR function, which leads the development and implementation of 
CR across Sweden (AstraZeneca International, No date-d). The Swedish action plan follows 
AstraZeneca’s Global Priority Action Plan, with particular emphasis on those issues that are 
receiving increased public attention locally such as redundancy, outsourcing, value of 
medicines, research conditions, access to medicines in developing countries, students’ 
interest in science, pharmaceuticals in the environment, animal research and climate change 
(ibid). 
 

5.1.1 CSR and human resources 
AstraZeneca has decided to go from using the term CSR to dropping the word Social and 
calling it CR and then further to calling it Responsible business (Interview). The purpose of 
this is to stress even more that it is, in fact, a part of the business, not an add-on or something 
on the side. The respondent explains that the CR work can be viewed as a journey where 
many companies, when they start thinking about these questions, start by considering 
environmental and philanthropic aspects and then continue on to thinking about how should 
this actually be connected to the business to make it long-term and trustworthy. This is why 
the company has moved towards the term Responsible business. As described above, the CR 
work within AstraZeneca started many years ago within the environmental responsibility area 
and has since then successively expanded to involve other areas as well (ibid). The first CR 
audit was conducted in 1999 (Interview) and has since then the CR audits have gained 
importance and been incorporated in the Annual Report (AstraZeneca International, No date-
c). 
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The corporate vision and overall goal at AstraZeneca is to create enduring value for 
shareholders by being one of the best-performing pharmaceutical companies and “making the 
most meaningful difference to patient health through great medicine” (Interview; 
AstraZeneca, 2008-a). The vision rests on the company’s value base which is defined by four 
strategic pillars:  

• Valued medicine - having good, valuable products,  
• Customer centric mindset - focusing and fulfilling patient needs,  
• Lean and agile organization - being efficient and effective, and  
• Responsible leaders - to make every interaction count, having a culture where every 

interaction with the customer is important (Interview).  
These strategic pillars were defined two years ago along with a revision of the corporate 
strategy, this was based on research and findings from interaction with both external 
stakeholders and employees through focus groups. The aim of this interaction was to examine 
these issues both from the outside and the inside, understanding how the company is 
perceived both from external and internal stakeholders, how the company wants to be 
perceived and regarded and what is valued by the stakeholders of a pharmaceutical company. 
These four strategic pillars are based on and express the CR values of the company (ibid). 
 
The core CR values of AstraZeneca designed to build long-term sustainable success are: 

• Integrity and high ethical standards. 
• Respect for the individual and diversity. 
• Openness, honesty, trust and support for each other. 
• Leadership by examples at all levels  

(AstraZeneca International, No date-b). 
 
The CR values are decided by the Senior executive team governing AstraZeneca at a global 
level (Interview). The CR values have existed and have been a platform within the company 
for a long time and are not subject for change. They are the base for, and incorporated into, 
the corporate strategy by the Senior executive team. Once the strategy is set by the Senior 
executive team it is then carried out by the different functions and at different levels (ibid). 
The current business strategy of AstraZeneca rests on four priorities: Strengthening the 
pipeline, Growing the business, Reshaping the business, and Promoting a culture of 
responsibility and accountability (AstraZeneca, 2008-a). The goals identified in order to 
promote a culture of responsibility and accountability are: to achieve an upper quartile 
industry ranking for employee engagement, to ensure that a culture of ethics, integrity and 
compliance is embedded in all of the business practices and to ensure that the reputation is 
favorable and supports continued success (ibid). 
 
AstraZeneca considers the CR work to be a work in progress (Interview). Today the company 
has come to the stage in its CR journey where it is implementing CR into the company 
operations so that it is incorporated as a part of the basic business strategy of AstraZeneca. 
Thus the business strategy is based on and expresses the CR values of the company. An 
example is the core value of “responsible leadership”, which not only concerns the managers, 
but encompasses the leadership role of all the employees of the company (ibid).  
 
For AstraZeneca, the approach to CR and how to work with it connects a lot to reputation 
(Interview). As mentioned on the corporate website “Our reputation is built on the trust and 
confidence of all our stakeholders and is one of AstraZeneca's most valuable assets” 
(AstraZeneca International, No date-b). The company has constructed a definition or an 
equation on how to build reputation, this starts with the corporate Brand, which represents 
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who the company is, including the emotional aspects of how the company is perceived 
(Interview). The second part is Valued medicine, the pharmaceutical products, which contain 
everything from research, to development, to production to marketing and all the added value 
that the company tries to offer to its customers in connection to the products. The third part 
concerns How to do this and this is where responsible business is essential. This encompasses 
questions such as; how do we conduct research to create new medicine, how do we produce, 
how do we conduct sales and are we ethical, how do we inform about our pharmaceuticals? 
All these three components together; the brand, the company products and how the business 
is conducted, is what creates the reputation. This is how the company thinks and this is why 
CR is a part of the operations. It concerns every employee’s attitude and approach, whether it 
is someone working in the lab conducting animal testing it has to be done ethically, or if it is 
someone performing clinical trials, or if it is someone marketing the products, every person 
has to consider How their work is done because it has to be done ethically (ibid).  

Corporate responsibility towards employees 
AstraZeneca uses a stakeholder map as the base for the CR work. This stakeholder map 
covers regulatory authorities, governmental organizations, media, patients, healthcare 
professionals (doctors), all the people involved in deciding on and approving the medicine at 
different levels, non-governmental organizations, researchers/academia, potential employees, 
managers and employees (Interview). These different stakeholder groups receive different 
attention and priority. The employees at AstraZeneca are intentionally focused on and 
thought of in terms of ambassadors of the company in different contexts. Therefore the 
company invests a lot in the responsibility towards employees (ibid).  
 
CR initiatives focusing on employees taken by AstraZeneca concern the areas:  

• Human rights - the principles of the UN Declaration of Human Rights match the Code 
of Conduct and global human resources policy and standards, 

• Safety - including the Safety, health and environment policy to avoid accidents and 
improve biosafety,  

• Health and wellbeing – concerns the Safety, health and environment policy and 
Human relations policy to avoid occupational illness among employees,  

• Employee relations - involving trade unions, 
• Communication and consultation – having a confidential helpline, a global employee 

survey and creating a dialogue between the employees and the Senior executive team,  
• Development and reward – creating a 5-step guide to implementation of learning and 

development programs, enhancing leadership capability to develop future leaders and 
create career opportunities for employees (six core capabilities applicable for all 
employees and will be used in performance management, leadership development, 
talent management and staffing and selection choices, namely: passion for customers; 
strategic thinking; acting decisively; driving performance; working collaboratively 
and developing people and the organization), 

• Diversity - to resolve challenges of getting a mix of genders and cultures into the 
company and the management on a global level (Interview; AstraZeneca 
International, No date-e). 

 
In 2007 AstraZeneca entered a phase of change which is still ongoing. This has included a 
changed manufacturing pattern, reduced excess manufacturing capacity and other 
productivity improvements from centralization, restructuring, re-negotiation of supplier 
contracts and globalization of certain functions which has resulted in announced job 
reductions (AstraZeneca, 2008-a). AstraZeneca considers it especially important to conduct 
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responsible business in times of staff redundancy and layoffs so the people that may come to 
leave the company can have a positive image of the company (Interview). The CR work 
includes managing this change phase in a responsible way, for example by open 
communication and consultation with employees, face-to-face meetings, re-deployment 
support, appropriate financial arrangements and support and help via agencies facilitating the 
transition process (Trygghetsråd) to help the employees (Interview; AstraZeneca 
International, No date-e). 
 
Some CR activities focusing employees are generic and identical for all employees regardless 
of where in the company they work, like the performance management system which gives 
everyone the same opportunities and conditions (Interview). Other activities such as 
regarding safety are highly customized and have to be adapted to the different groups of 
employees, for example if you work in a laboratory, on the production floor or are driving a 
car all day, in the latter for example car and traffic safety concerns are major issues (ibid).  
 
AstraZeneca focuses on the concept Responsible business with an intention of integrating and 
incorporating this in the way the company does business on all levels rather than merely 
conducting CR activities or projects (Interview). It should be a part of every employee’s 
attitude and permeate all aspects of the company. Within the frame of responsible business 
the company conducts responsible activities as a part of the daily operations. Though 
examples of proactive CR activities can be noticed and they are, for example, that the 
company works locally with stimulating children and youths to engage in sports activities for 
their long-term health. Another example is that AstraZeneca cooperates with patient 
associations to increase the knowledge and awareness about Chronic Obstructive Pulmonary 
Disease which is caused by smoking, since a lot of people may not know that they are 
developing it and it is important to get them to go to the doctor and get a test to catch it in 
time since there is treatment available. Thus the company is taking a responsibility toward the 
patients in making sure that they get the treatment they need at an early stage (ibid).  
 
This can be seen as a form of extracurricular CR activity, however AstraZeneca regards this 
community support as a part of the job, of normal responsible business, not as a CR activity 
taking place outside of or on top of the daily business operations (Interview). In some ways 
the employees can be involved more practically in these different activities however it is not 
an intentional strategy by the company to arrange CR activities in order to involve the 
employees in these. Responsible business is not something that the CR department or only 
certain employees or a group of employees works with on the side of their regular job. It is 
something that the employees should think about all day, every day on the job. It concerns an 
attitude and a way of thinking that should govern all employees’ actions to make it a 
responsible business, which in turn makes trustworthy and profitable in the long run. An 
example would be for an individual employee to choose taking the train instead of flying, not 
because of financial restraints but because it is the environmentally responsible thing to do. 
To reflect on the consequences of one’s actions and on what is the responsible choice in this 
situation. Another example is when following the Code of Conduct to consider if this supplier 
that the company has had for such a long time really demonstrates responsible business or if 
it may be questionable and to take the responsibility, time and effort to look into these things 
and question and reflect upon what practical implication this has for the company (ibid). 

Incentive programs and performance evaluations 
The managers at AstraZeneca are responsible for working with their teams to develop 
performance targets for both individual and team contributions which are then measured and 
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rewarded (AstraZeneca, 2008-a). All employees have clear performance targets appropriate 
to the individual’s job which support the overall objectives of the business, appropriate 
corporate responsibility objectives are also included in performance objectives on all levels 
(ibid). For example, all employees have as part of their performance goals to follow the Code 
of Conduct (Interview). Everyone has to know and work by the codes applicable to their job 
area or function and must not violate it but instead report violations. How the employees have 
managed this and how they can improve is then evaluated in a dialogue between the 
individual employees and their managers once a year. If the employee has fulfilled its 
performance goals during the year a bonus related to the company profit is received as an 
incentive for continued good performance (ibid). According to the AstraZeneca Annual 
Review 2007 (AstraZeneca, 2008-a) the bonus outcomes for 2008 will reflect corporate 
financial and relevant functional performance against clear objectives relating to the four 
priorities in the current business strategy. 
 
The employees are also evaluated and graded on their individual leadership capabilities and 
goals are decided with every employee on how to act and relate to these both personally and 
in interaction with others (Interview). For example how the employee takes responsibility 
towards the colleagues. The performance of these goals is another thing that the employees 
are evaluated on, but these concern performances on a personal level and not how the 
individual contributes to the CR activities on a company level (ibid).  
  
AstraZeneca performs a focus survey called the “global employee survey” among all the 67 
thousand employees every second year which connects to the CR aspects of the corporate 
strategy and the pillars of the company’s value base (Interview). This measures perception on 
business and leadership performance, business priorities and employee engagement and gives 
the company ongoing feedback on whether the company is on the right track and in line with 
the employees expectations. Since the company is currently undergoing a phase of change 
these evaluations are conducted every year. There are both concrete questions about how the 
employees perceptions and opinions about the company’s environmental and social 
responsibility actions as well as whether the employees take pride in working for 
AstraZeneca and if they would recommend AstraZeneca to others. This gives the company 
feedback on how good ambassadors the employees feel they can be (ibid).  
 

5.1.2 CSR and internal communication 
AstraZeneca in Sweden considers it very important, when working with reputation and 
responsibility, to start by working internally with the employees because they are the 
ambassadors of the company (Interview). If one considers for example only the amount of 
interactions that the 11 thousand employees in Sweden will have during their Christmas and 
New Year holidays and all the questions they will answer about working for AstraZeneca 
they are all a part of the company reputation building. If the employee feels insecure and 
uncomfortable about answering these questions there will of course be negative consequences 
both for the employee and the company. It is important for AstraZeneca that the employees 
can feel proud of the company and that they are working for a good cause. When it comes to 
communicating CR internally to the employees AstraZeneca uses several different ways and 
channels (ibid). 
 
The CR summary report is since 2007 integrated into the Annual Report (AstraZeneca 
International, No date-c). It is conducted in line with the AA1000 Assurance Standard, 
according to the Global Reporting Initiative (GRI) model (in order to be able to compare to 
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other companies and industries), includes Form 20-F (information required for foreign 
businesses in the United States) and reports measurements and performances in different 
areas (Interview; (AstraZeneca International, No date-c). The performance measurement on 
how well AstraZeneca is promoting a culture of responsibility and accountability is done by 
evaluating: the effectiveness of leaders and the performance management programs at all 
levels, measuring levels of employee engagement, cases of occupational illnesses and 
accidents with serious injury, the number of animals used in R&D, the number of confirmed 
breaches of external sales and marketing regulations or codes, the potential impact on climate 
change and the company’s ranking in the Dow Jones World Sustainability Index and the 
FTSE4Good Index (Interview; AstraZeneca, 2008-a). The Annual Report is reviewed by the 
external agency Bureau Veritas HS&E Ltd in order to increase trustworthiness and is then 
published on the corporate website and on the intranet (Interview). 
 
However AstraZeneca in Sweden has realized that it is not that easily accessible, so in an 
attempt to make it more accessible to the employees the company has created a concept the 
company calls “AstraZeneca in the debate” (AstraZeneca i debatten) (Interview; 
AstraZeneca, 2007). It is a printed publication created by AstraZeneca in Sweden in 2005 and 
then revised in 2007. With time it has also been published electronically on the intranet, the 
Swedish company website and plans are to implement it in other countries outside of 
Sweden, due to a voiced interest for it. The purpose of this material is to catch controversial 
headlines or events, when things are written about AstraZeneca, and give responses to these 
issues. For example; why animal testing is necessary, that doctors are not being bribed, why 
pharmaceuticals are perceived to be expensive, how clinical trials are conducted, etcetera. By 
sorting out some of the concepts and answering the tough questions the company connects 
with and touches the employees as well as clarifies some issues and provides answers to 
questions that employees may receive from friends and family. The company has acted on the 
notion that the employees want to be able to feel that they can answer these questions. The 
aim of this material has been to communicate the CR indirectly by showing that there can be 
controversial issues surrounding these topics (ibid). 
 
With regards to compliance of the CR, AstraZeneca also has a Code of Conduct with ethical 
rules and guidelines (Interview). This has been in use for a long time and is available in over 
40 languages so that all employees have access to it in their own language. The Code was 
reviewed in 2007 to provide clear direction on how high level values are translated into 
consistent actions across all business areas (AstraZeneca International, No date-a). After the 
changes the company made a large effort during 2008 to get all the 67 thousand employees 
worldwide to take an e-learning course which is delivered via their office computer. This 
course is comprised of a number of cases presenting the employees to different dilemmas to 
let them test their knowledge and get to know the ethical rules. The foundation of the CR is 
that the company follows all the laws, rules and policies that are implemented (ibid).  
 
Further, all the new employees at AstraZeneca in Sweden go through an introduction 
program where they are introduced to the CR issues, what it is and how the company relates 
to it, by someone from the CR department (Interview). This way the employees are 
introduced to the CR in an early stage (ibid). 
 
AstraZeneca in Sweden also currently considers its environmental and climate responsibility 
(Interview). Even though the company is not in an industry that has a large environmental 
impact the company acts on these issues since it is a very hot topic in Sweden today. 
AstraZeneca has investigated the attitudes among potential employees and younger people of 
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today and is aware that the environmental issues are especially relevant and has in response 
to this developed material concerning these issues. The company has also run an internal 
campaign around the environmental work at AstraZeneca in Sweden to try to increase 
awareness among employees and to give them a feeling that the company is doing what it 
can, has goals, is working with this in a consistent manner and is contributing in a positive 
way. Thus, depending on the current topics in society the different CR areas are receiving 
varying priority (ibid). 
 
The main channel AstraZeneca in Sweden uses to communicate the CR internally is through 
the corporate intranet (Interview). But it is also complemented by information on new screens 
in the staff dining rooms and in the staff magazine with quick messages aiming to get the 
employees to go the intranet and the website for further reading. AstraZeneca in Sweden has 
also invested in leadership development and used workshops for managers adapted to their 
functions to inform them about the CR and give them tools to implement the CR in the 
organization. Moreover the CR department is also available as a helpdesk where employees 
can call for information, answers, help and support (ibid). 
 

5.1.3 CSR and external communication 
CR information communicated by AstraZeneca to its external stakeholders is mainly carried 
out via the Swedish website through: a section on Responsibility (AstraZeneca Sweden, No 
date-b) in the website where company policies are presented including the: Code of Conduct, 
CR policy & standards, Bioethics policy, Animal testing policy, Human resources policy & 
principles,  Information policy, Safety, health and environment (SHE) policy and 
Sponsorship policy (Interview; AstraZeneca Sweden, No date-b). Other material published 
online is the Annual Report, an Environmental audit conducted every year and the folder 
called “Our responsibility” (Vårt ansvar) which is an annual summary with a Swedish focus 
on how AstraZeneca works with corporate responsibility in different areas such as the 
environment, patient safety, children and youths and research. There is also the information 
material described above called “AstraZeneca in the debate” (AstraZeneca i debatten) which 
originally was created for the employees (ibid).  
 
On the international website there is also a section on Responsibility where some additional 
policies are available such as the Marketing & sales code, Product donations, Purchasing 
principles, Precautionary principle, REACH (the EU chemicals regulation) and the Scientific, 
Technical & Medical Publications Policy are presented (AstraZeneca International, No date-
b). The international section of Responsibility on the website is also reviewed and assured by 
the external agency Bureau Veritas HS&E Ltd (AstraZeneca International, No date-c). Other 
information available is the CR performance information in the form of the GRI content 
index, a Performance summary and the CR Reports which during recent years have been 
included in the Annual Reports and also are reviewed by the external agency (AstraZeneca 
International, No date-b). 
 
AstraZeneca in Sweden has not made any focused PR or marketing efforts on communicating 
CR externally to potential employees (Interview). The company operates in a sensitive 
industry where it is extremely important that everything is accurate and safe to begin with, 
since the company is working with patients’ health and lives. Therefore it is a very 
“precautious” industry by nature and the company is very careful with claiming or stating too 
much regarding its CR and believes that this strategy has paid off. The company states that 
though the communication has had an internal focus there is an awareness that internally may 
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sometimes equal externally as well, but the internal communication has not been used 
intentionally to reach external markets (ibid).  
 
The CR department does not intentionally distribute any material or information to the HR 
department for use in recruiting employees (Interview). Instead AstraZeneca in Sweden has 
focused a lot on working with the CR internally to increase awareness around these issues. 
However, lately the company has started considering whether and where to start 
communicating more externally and especially considers the challenge to build the reputation 
with potential employees. But the company considers it vital to do its homework first and not 
just jump on the PR train without a solid foundation and then being questioned on the 
sincerity of its actions. There is also the challenge that different questions have different 
relevance in different markets which increases the need to communicate certain things in 
certain markets, while at the same time considering that it is a global company and needs to 
have a cohesive communication in the different parts of the world (ibid).  
 
A CR initiative from AstraZeneca, which is not primarily aimed at communicating 
AstraZenecas CR but rather to build a future pool of attractive employees, is to encourage the 
interest for natural science and technology among young people (Interview). Thus is vital in 
order for the company to have potential candidates for future employment in research and 
development. The company has taken into account that role models are crucial in this work 
and therefore use employees, preferably young employees and ally with young researchers 
and universities in order to find these role models to give a positive image of the industry and 
AstraZeneca. There are different activities performed to attract the young to these areas and 
the company tries to inspire the children from as early age as possible. Examples of activities 
are: summer research schools during the summer break for children of different ages with 
experiments and labs, AstraZeneca is also involved in different events like science fairs and 
festivals and in science centers such as Universeum, Tom Tits and the National museum of 
science and technology, sponsoring the House of Science which has a lot of cooperation with 
schools and teachers, supporting teachers in primary school with research packages because 
they usually find it a challenge to teach natural science and technology and stimulate the 
students. However, there are few evaluations of these activities so it is difficult to know what 
works best (ibid).  

Summary 
AstraZeneca does not use the term CSR but rather Responsible business or sometimes 
Corporate Responsibility (CR). The values at AstraZeneca have followed the company for a 
long time and are not subject to change, there values are not necessarily CR values, but 
general values that also comprise the CR. The strategic pillars, that define the company value 
base, were recently developed based on interaction with among others the employees. The 
value of Leadership by example at all levels involves the employees at all levels in their 
every day work and concerns their attitudes and approach to how their work is done ethically. 
AstraZeneca places a high importance in the employees as stakeholders since they are 
considered the main ambassadors of the company. In this regard the company has several 
policies and initiatives in place focused on employees such as human rights, safety, health 
and wellbeing, employee relations, communication and consultation, development and 
reward and diversity. A tangible example is the effort placed on communication, consultation 
and facilitating the transition phase in times of redundancy and layoffs so the employees can 
leave with a positive image of the company. Some of the CR initiatives are generic for all 
employees while others are more customized. In general AstraZeneca focuses on conducting 
Responsible business throughout all operations rather than performing CR projects, though 
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the company still works proactively on a local level i.e. with stimulating children to exercise. 
In some of these CR activities the employees can be involved more practically though it is 
not based on a strategic intention. CR or Responsible business is something that every 
employee needs to consider and is involved in all day, every day on the job. All employees 
have as a goal to follow the Code of Conduct (in the corporate goal of promoting a culture of 
responsibility) and if the performance goals are fulfilled the employee receives a bonus. 
AstraZeneca performs a global employee survey in order to measure the employee 
perceptions and engagement in CR issues and if the company acts in line with employee 
expectations. Since the company is in a change phase this is currently being conducted every 
year instead of every second year. This gives the company feedback on employee perceptions 
and considerations and on how good ambassadors they feel that they can be. 
 
The internal communication of CR AstraZeneca is considered very important since the 
employees are the ambassadors of the company and a part of the reputation building. It is 
important that the employees feel secure in answering questions about the company, can feel 
proud over working for the company and considers the company to do good. The information 
presented concerns the corporate values and the approach to Responsible business. The 
channels used to communicate with the employees are the Intranet (mainly), the company 
website, various information materials such as the Annual Report, CR policies and standards, 
the Environmental audit, “AstraZeneca in the debate”, “Our responsibility” and the Code of 
Conduct, which are distributed in both printed form, via the Intranet and the company’s 
national and international websites. The Code is also delivered to the employees via a 
computer based e-learning course. The introduction program also covers issues on CR to 
introduce the employees to these issues and to someone from the CR department. The 
company has had an internal campaign on the environmental work, based on that it is a 
current topic in society. There are also screens in the staff dining rooms, a staff magazine and 
the CR department in place to spread CR information. Finally, managers are informed about 
CR and given necessary tools to implement it in the company via workshops. 
 
To communicate CR externally AstraZeneca uses mainly the company website both the 
national and international, where there is a section dedicated only to Responsibility. The 
information presented is the corporate values, the Responsible business approach, CR 
policies and standards, the Annual Report, the Code of Conduct, an Environmental audit, 
“AstraZeneca in the debate” and “Our responsibility”. The section on Responsibility on the 
International website and the Annual Report are reviewed by the external agency Bureau 
Veritas HS&E Ltd and AstraZeneca is a member of both the FTSE4Good and the Dow Jones 
Sustainability Index. The company has not made any focused PR or marketing efforts on 
communicating CR to potential employees. The company works in a “precautious” industry 
and wants to have a solid foundation before communicating CR towards potential employees. 
The CR department does not distribute any special material to the HR department for the use 
of recruiting employees but lately the company has considered whether and where to start 
communicating CR externally and especially considers the challenge of building reputation 
with potential employees. The company also considers the challenge of what is relevant to 
communicate in different markets, while at the same time having a cohesive communication 
in the different parts of the world. AstraZeneca does invest in building a future pool of 
attractive potential employees by encouraging the interest for natural science and technology 
among young people, though the primary intention of this is not to communicate CR. 
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5.2 Case 2: Sandvik 
This case study is based on an interview with Anders Wallin, Vice-President Group 
Communications within Sandvik. The Vice-President has been working within Sandvik for 37 
years and at the current position for four years. 
 
The Sandvik Group (Sandvik) is a Swedish high-technology, engineering group with 
worldwide business activities that are conducted by representation in 130 countries and has 
annual sales of approximately SEK 86 billion (Interview; Sandvik.com, 2008-07-09-a). 
Sandvik has approximately 50 thousand employees worldwide and roughly 11 thousand 
employees in Sweden (ibid). 
 
Sandvik's business concept is based on a unique competence in materials technology 
(Sandvik.com, 2008-07-09-a). The company operations are conducted in three core areas: 
cemented-carbide and high-speed steel tools for metalworking applications and blanks and 
components made of cemented carbide and other hard materials, machinery, equipment and 
tools for rock-excavation, and stainless and high-alloy steels, special metals, resistance 
materials and process systems (ibid). The primary functions performed at the headquarters in 
Sweden are production, sales, purchasing, research and development, business control and 
finance (Interview). The majority of the business functions of Sandvik are the same in all 
countries except for research and development, business control and finance. Sandvik has two 
large research and development laboratories and both are located in Sweden (ibid).  
 
The sustainability work at Sandvik is coordinated and controlled in the following way 
(Sandvik.com, 2008-07-09-d): Within the Group Executive Management one of the 
Executive Vice Presidents has the overall responsibility for risk management and 
sustainability work. The Group Assurance has the role of monitoring and reporting non-
financial results, supporting the organization and proposing policies and improvement 
objectives and to check compliance with the Code of Conduct and report any non-
conformances. The Group Assurance reports to the Sandvik Audit Committee and the Board 
of Directors, and each quarter a report is submitted to the Group Executive Management and 
the Board of Directors. There is also a special council that meets to discuss progress in the 
areas of environment, health and safety within the company. The members of this group are 
representatives from each business area and the staff functions Group Communication and 
Group Assurance. If necessary, the council makes suggestions to the Group Executive 
Management for corrective actions and changes in policies and corporate objectives. Finally, 
the country managers are responsible for representing Sandvik in relation to public authorities 
in the respective country and for Group-wide issues and ensuring compliance with the Code 
of Conduct (ibid). 
 

5.2.1 CSR and human resources 
Sandvik does not use the term CSR but instead thinks in terms of Sustainability or Fair Play 
(Interview). It is important to note that for Sandvik CSR is not correlated to charity, it deals 
with the corporate responsibility taken towards the stakeholders; the responsibility the 
company should take, is expected to take, and in fact takes. CSR for Sandvik is not about 
sponsoring or donating money, it is about conducting responsible business (ibid). 
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When it comes to Sustainability governance Sandvik has created guidelines for its operations 
and these are collected in “The Power of Sandvik” which is an internal steering document 
which contains (Sandvik.com, 2008-07-09-e; Sandvik.se, 2005-01-17): 

• the Basic Business Concept (the corporate vision and mission, common strategies, 
objectives and values) 

• the organizational structure (description of positions and so on), 
• the Code of Conduct (which covers such areas as business conduct, trade-union 

relations and ecological and social matters) 
• the administrative processes and operational guidelines (such as authority, approval 

rights, financial reporting, personnel policy, safety, health, environment) which in 
certain markets are adapted to local legislation (Sandvik.com, 2008-07-09-e). 

 
The core values of Sandvik are (Interview; Sandvik.com, 2008-07-09-b): 

• Open Mind, which signifies constantly searching for improvements, applying a 
positive attitude to change, encourage new ideas and the freedom to act. 

• Fair Play, meaning that high standards must be upheld to maintain leadership. Key 
values that need to be secured are fair trade, accuracy of records, equal opportunities, 
environmental concern and respect for the individual. 

• Team Spirit, concerns acting together as a team within the Sandvik Group. 
These core values reflect the fundamental business principles of Sandvik which have been the 
same for 140 years. The values are expressed in the Code of Conduct and guide the actions 
and form the base for the daily life of all the employees in the Sandvik Group.  These values 
are not specific Sustainability values but are reflected in all aspects of the business, including 
the Sustainability work (ibid). 
 
The overall goals, policies and strategies are decided by the corporate management but the 
implementation is decentralized to the business units (Interview). The values are decided by 
the corporate management, without any involvement of the employees, and are an expression 
of how the corporate management wants the operations to function. Like an indication of 
direction on how the company should work, how employees within the company should think 
and act and what should influence the operation methods. There has not been any evaluation 
on the employees’ perceptions and opinions about the company’s core values (ibid). 
 
The Sustainability work within Sandvik comprises three dimensions of responsibility, 
namely; financial, social and environmental (Interview). The economic dimensions concerns 
contributing to sustainable economic development by being a successful company focusing 
on customer value and good business ethics (Sandvik.com, 2008-07-09-c). The 
environmental dimensions consideration is a key element in the operations and the company 
strives to prevent or minimize harmful effects of the operations on the environment. When it 
comes to the social dimensions and social responsibility, for Sandvik, the most important is to 
take responsibility for the employees and their work environment (ibid). The social 
responsibility comprises working conditions and terms of employment for the employees and 
fundamental respect for human rights and a constructive commitment to the community 
(Sandvik AB, 2008-a). 
 
According to Sandvik Sustainability and corporate responsibility is not a certain activity or a 
phenomenon taking place outside of or on top of the normal business activities (Interview). It 
is the way Sandvik conducts its business and runs its operations. A company cannot sell first 
and then take some form of social responsibility or produce first and then take environmental 
responsibility. It is while the company is producing that the environmental concerns need to 
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be addressed, like reducing pollution. It is while doing the work, whatever work that may be, 
that the social responsibility must be taken in order to act in a responsible and appropriate 
way towards colleagues, employees, suppliers and the public. This is something important to 
Sandvik, that responsibility and sustainability permeates the company business and actions 
For example, there is no Director of CSR or a person responsible for CSR, as a side activity 
to the business operations. Responsibility for CSR lies with every single manager and every 
single employee (ibid). 

Corporate responsibility towards employees 
The internal documents that Sandvik follows state the environmental, health and safety 
visions of the company as follows (Interview): “Our vision is to be recognized by our key 
stakeholders as a company with excellent health, environment and safety performance. To 
achieve this we have to assure that at our sites we minimize any potential environmental 
impacts, for instance, use of energy and input materials in the most efficient way. We 
minimize any risks of the health, safety and wellbeing of our employees. Our products, 
services and technical solutions provide a long service lifetime and better resource utilization, 
have minimal environmental impact when used by a customer and are to be recyclable.” The 
key stakeholders are comprised by the shareholders, employees, customers and the global 
society. The company wants to be seen as a contributing power, not a destructive one (ibid).  
 
Sandvik also have some strategic directions to follow in the area of Sustainability which 
comprise: “to develop a strong environment, health and safety (EHS) culture through active 
leadership and clear accountability, implement certified EHS management systems at all of 
our major production, distribution and service facilities, utilize the best available technology 
to meet our EHS objectives, improve the recovery and reuse of materials and the recycle 
potential of our products, implement activities to manage contaminated sites in accordance 
with our legal obligations, assure that our suppliers of input material, goods and services 
operate in a manner that supports our EHS objectives, provide timely and accurate EHS 
information to internal and external stakeholders including a ratified sustainability report, and 
maintain membership of the Dow Jones Sustainability Indexes”. This strategy also contains 
more specific targets to reach these objectives, for example to acquire certifications (ibid).  
 
The risks identified in the Annual Report concerns environmental and work environment 
risks and risks related to human rights, corruption and suppliers that need to be addressed 
(Sandvik AB, 2008-a). The financial, environmental and social responsibilities are also 
defined and expressed in both general and detailed tangible goals. The general social goals 
connected to the employees are: zero accidents, reduced absence due to illness and increased 
equality at the workplace. The detailed goals are: to reduce the number of lost days injuries, 
lost days injury frequency and the number of lost working days due to lost days injuries by 
50% before the end of 2008, to reduce the number of lost working days due to illness by 50% 
before the end of 2010, to have every major production, service and distribution units 
certified in accordance with OHSAS 18001 (or an equivalent standard) before the end of 
2008, to increase the number of female employees to 25% before the end of 2010, and that 
every employee should have an annual formal review discussion (ibid). 
 
Sandvik uses a number of management system certifications in an aspiration to standardize 
the internal demands and routines in order to maintain a basic level common to all units in all 
countries within Sandvik (Interview; Sandvik.se, 2008-07-09). The challenge is that the 
conditions and rules are very diverse between countries. In 2008 all the units are expected to 
be certified according to the environmental standard ISO14001 and the OHSAS 18001 the 
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international standard for health and safety management systems or other corresponding 
standards. In Australia for example there is another standard for health and safety which is 
equally strict or even stricter (ibid). 
 
An example of an effort taken in order to increase the health and safety of employees is that 
in countries where society and work life is marked by the presence of serious contagious 
diseases, like HIV/AIDS in southern Africa, Sandvik has started programs to educate and 
counsel employees, their families and in some cases other inhabitants near the Sandvik 
operations, about HIV/AIDS (Sandvik AB, 2008-a). The program offers the opportunity for 
testing, also condoms and antiretroviral medicines are offered free of charge (ibid). 

Incentive programs and performance evaluations 
The Sandvik Group consists of 300 units in 70 countries and has operations in 130 countries 
so the majority of the employees work outside of Sweden (Interview). Sandvik has 50 000 
employees in Sweden. With this background it is not reasonable or relevant to prescribe in 
detail how to act in different places because the situation is so different and need to be 
adapted to the local conditions and what is suitable there. This is the approach except for in 
some very basic issues where the rules are the same and this is covered in the Code of 
Conduct. The Code of Conduct is valid, without exceptions, everywhere Sandvik operates 
and this is the baseline. But if the various units then choose to develop incentive programs or 
workplace activities then it has to be conducted locally on the place of operation (ibid).  
 
There are employees in different places and at different levels of the company that have 
performance related compensation systems that are connected to goal performances 
(Interview). And many employees can have goals that are connected to social and 
environmental responsibilities and in this way could gain incentive. For example many of the 
employees in the production have goals that are connected to the energy usage and the 
efficiency of processes which when they are fulfilled can give financial benefits (ibid).  
 
The only incentive program provided on a corporate level to increase employees’ 
involvement and engagement in the sustainability work of social responsibility is the Fair 
Play award (Interview). However this does not reduce the possibility that there can exist 
special programs and goals raised by the individual business units. But there is no control 
taken over this from the top management stating how this should be handled globally. The 
goals are the ones stated in the Annual Report and it is up to each unit to make sure that these 
are reached (ibid). 
 
One of the goals of Sandvik states that every employee has the right to an annual formal 
review discussion and in many cases it will cover issues related to social responsibility and 
the Code of Conduct (Interview). If you are a production or sales manager for example it may 
be relevant. However, what is evaluated of the employee’s job performance can greatly vary 
because of the different conditions. Someone may have to radically improve something 
which is already addressed somewhere else. Therefore this is something delegated to the line 
management in the different countries, that way the evaluations are formed according to a 
standard that is relevant in the respective country. Annual formal review discussions have to 
be held with the employees but what these different goals concern exactly and what is 
relevant for each employee has to be a local decision (ibid).  
 
The targets in the Annual Review are general and valid everywhere and there are certain 
standard forms that are a part of the reporting routines both for the sustainability and financial 
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report (Interview). The performance on the goals stated in the Annual Report is followed up 
and reported on, for example Sandvik measures workplace related accidents or illnesses with 
the objective to reduce these. It is also essential that the evaluations, annual formal review 
discussions and reporting are carried out and in order to ensure this there is a control 
mechanism in place under the function called Group Assurance. Group Assurance is an 
internal auditing function that reviews both the financial, environmental and social 
responsibilities and if there is an objective that annual formal review discussions shall be held 
and an accountant comes to check this, the manager responsible will get a remark if it has not 
been conducted. This is also documented and followed up in a report to the Board that this 
has to be improved and there is a certain time given to improve this. Though the 
responsibility of designing and conducting something is delegated to each country the 
importance of conducting it is no less and it does not mean that it can be disregarded or 
avoided. It is merely an expression of a need to adapt to the reality of different places. The 
Sustainability actions and reporting is of high importance to Sandvik because Sustainability is 
something good and beneficial for the company because what it all boils down to is a more 
efficient use of the resources (ibid). 
 
The strategic social targets aim to improve the health and wellbeing among the employees 
and to increase the equality of opportunity at the workplaces (Interview). This could serve to 
improve the satisfaction among employees. However, Sandvik has not evaluated if and what 
kinds of advantages or positive outcomes that the Sustainability and social responsibility 
initiatives have had for the company. The work in these areas is rather founded on a belief 
that it is good. Sandvik works after the theory that it has to employ and develop the best 
people for the assignments that need to be performed. Sandvik searches for the best talent 
available and emphasizes that this is done without any regard to how anyone looks, where 
they are from or what gender they have. Search within the local market among the available 
population. For Sandvik this does not signify philanthropy but rather what is good for 
business and for the company. Increased diversity is beneficial for Sandvik and 
correspondingly it is bad for the company to exclude certain groups because of the color of 
their skin or their gender or size or for whatever reason. Sandvik looks for the individuals that 
are best equipped to manage the assignments that the company needs to achieve (ibid).   
 

5.2.2 CSR and internal communication 
Sandvik uses several different activities and channels in order to inform of, educate on and 
keep the CSR work living, some of the main ways are described below.  
 
Sandvik uses policies, rules and guidelines to communicate the corporate responsibility 
within the organization, an example is the Code of Conduct (Interview). The Code is based 
on fundamental values with respect to sound business, human rights, employment conditions 
and the environment and the guiding standards for the Code are the OECD Guidelines for 
Multinational Enterprises, the UN’s Universal Declaration of Human Rights and the ILO's 
Declaration on Fundamental Principles and Rights at Work as well as local national laws and 
regulations (Interview; Sandvik.com, 2008-07-09-c; Sandvik.com, 2008-07-09-e).That is the 
base of the Code of Conduct and it comprises how the company is expected to act in 
interactions with stakeholders. To ensure that the values that officially govern Sandvik’s 
conduct are reflected in the way Sandvik acts in practice, the values have been assigned high 
priority in the Code of Conduct and the business operations (ibid).  
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The Code of Conduct contains sections on accuracy of records and finance, business 
operations, labor, the environment and community involvement (Sandvik.com, No date). The 
section concerning labor expresses the company relationships with employees, for example 
on the workplace conditions, work environment, health and safety, diversity, drug and 
alcohol use, harassment, compensation, forced labor, child labor, work hours and freedom of 
unionization (Interview; Sandvik.com, No date). When it comes to interaction with 
employees this is not only prescribed by the Code of Conduct but also often regulated by 
local laws which the company follows. The Code of Conduct is translated into numerous 
languages and is applicable in all countries of operation (ibid). 
 
During the past 5 years Sandvik has conducted education on Sustainability in a seminar form, 
starting with the top level and educating the managers around the world (Interview). Around 
300-400 managers have participated in these seminars that are given two days and in groups 
of 20 people in each. The purpose is to communicate what Sustainability means and what 
Fair Play is. It is explained as Sandvik’s way of doing business and what that means is 
expressed through examples and explanations. The education is not a course or a lecture but 
rather a dialogue where the managers get a chance to experience what this means for them, 
how they should relate to it, if there is something they need to change and how should they 
act (ibid).  
 
The managers in turn have the responsibility to spread this forward, into the organization, to 
their employees in their business units (Interview). The way this is conducted varies a lot 
because each manager has been given the assignment and trust to organize it in an 
appropriate way according to their conditions. Therefore this can vary from country to 
country and situation to situation because the needs vary a lot. For example, if you are a 
production manager at a unit in Sweden you have one kind of needs and if you are a sales 
manager for a unit in another country known for example for its corruption you have another 
kind of needs. There is no “one size fits all” with regards to how the information should be 
forwarded to the employees, it has to be adapted to the situation and the employees and this is 
something that the managers should be able to do based upon the information and training 
they have gotten (ibid). However, each manager within the Group is responsible for ensuring 
compliance with the Code (Sandvik.com, 2008-07-09-e). Further, information on 
Sustainability and what that means and on the Code of Conduct is also given to the new 
employees in their introduction course (Interview). 
 
There is also a group which has varied in size over time which consists of people who are 
called coaches (Interview). These coaches are people from different countries, knowledgeable 
and modern (pedagogical) people, who are convinced in the question CSR, with work 
experience and preferably business experience who are educated in CSR matters. They often 
come from the human resource function but also from other parts of the company and have 
this assignment in addition to their regular job. They are people who have more knowledge 
and experience in this area and can sometimes step in and assist managers that want to 
arrange some kind of program for the employees. They can help them form a program, 
arrange for useful material, find good examples, work with the methodology and so on in 
order to make sure that the knowledge is forwarded and distributed through the organization 
(ibid). 
 
Moreover, now and then special needs may appear which may cause managers to ask for help 
and can require the assistance of the Group Communications to fulfill these needs 
(Interview). It can, for example, be in the case of a newly acquired company where the 
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information needs to be introduced and spread directly. Or it can be other issues that may 
cause a need for a specially designed program for a certain group of individuals at a certain 
time (ibid).  
 
In order to make sure that this process is working Sandvik has a reporting system where 
actions taken in this regard must be reported, this way the company knows how many of the 
employees that have been reached by the information (Interview). The Sustainability 
reporting is conducted side by side with the financial reporting and for this there are 
procedures and routines well established since long ago (ibid).  
 
There are also numerous information materials that the company distributes concerning the 
dimensions of sustainability (Interview). For example “The Sandvik World” (Sandviks 
Värld) which is a company brochure with current presentation of the Sandvik Group which is 
published online at the website and automatically distributed to all shareholders (Sandvik 
AB, 2008-b). There is also the corporate magazine “Meet Sandvik” (Möt Sandvik) which is 
published on the website and distributed to shareholders and employees three times a year 
(Sandvik.se, 2008-12-08). 
 
Sandvik presents more information surrounding the dimensions of Sustainability on the 
Intranet than on the website and gives out more information and material internally than 
externally (Interview). There is a special site on the Intranet with information describing what 
is going on in these issues, examples on questions surrounding these issues are provided, 
instructions on how to arrange training programs, source material is made available, links to a 
lot of useful information such as the OECD guidelines are posted and there is information 
material on around 15 languages available for downloading as well as the Code of Conduct 
which is also available translated into a large amount of languages. There is also a lot of 
propaganda material available for managers, like brochures in several languages (ibid). 
 
Moreover, Sandvik has a tradition of handing out Fair Play awards in the form of a diploma 
in order to promote someone who has done something good and in accordance with how the 
company wants the employees to act for Fair Play (Interview). This is based on suggestions 
for candidates nominated by the employees all over the world. From the foundation of the 
Fair Play award 20-30 people have been awarded with this diploma. The actions rewarded are 
of a wide spectrum, for example it can be that someone has broken some form of equality or 
diversity barriers, or has done something positive in an environmental issue, or solved some 
workplace problems and helped the coworkers. One person was awarded for accomplishing a 
technical change in a certain production process which enabled a group of physically disabled 
persons to get a job there, be able to perform it and keep the job. Information on the award 
and people awarded are then published on the Intranet with pictures, motivations and 
information on what they have done to keep it alive and show what can be done (ibid).  
 

5.2.3 CSR and external communication 
Sandvik publishes a Sustainability report as a part of the Annual Report and it is revised by 
the external accountancy agency KPMG Bohlins AB (Interview). The Sustainability report 
describes the corporate risks, opportunities and standpoint from a sustainability perspective as 
well as shows the Group’s result from a financial, environmental and social perspective 
(Sandvik AB, 2008-a). The report follows the Swedish Annual Accounts Act, the Swedish 
Society of Financial Analysts’ recommendations relating to Corporate Responsibility, the 
third generation of guidelines issued by the Global Reporting Initiative (GRI) and the 

57 
 



5 EMPIRICAL DATA 

AccountAbility’s AA1000 Assurance Standard (ibid). The Annual Report is published on the 
company website and distributed in printed form to all shareholders that have ordered it. 
Sandvik is also a member of the FTSE4Good Index and of the Dow Jones Sustainability 
Index World (DJSI World) as well as the European Dow Jones STOXX Sustainability Index 
(DJSI STOXX) which is also communicated online (Sandvik.com, 2008-11-04). 
 
There is a lot of material published online on the corporate web as mentioned above, like 
“The Sandvik World” and “Meet Sandvik” as well as the Code of Conduct and all the 
information on the section of the web on Sustainability (Hållbar utveckling) (Interview). The 
printed materials distributed to shareholders are also “The Sandvik World” and “Meet 
Sandvik”, the magazine that comes out three times a year (Sandvik.se, 2008-12-08). 
 
Sandvik does not have any special communication program targeted towards potential 
employees (Interview). But in different events and instances there is information directed 
towards the labor market, mainly towards students at the universities. It is quite common that 
Sandvik participates at “Labor market days” (Arbetsmarknadsdagar) at the universities and 
then the company brings racks with brochures and information on the way of doing business 
at Sandvik. It is also common that job seekers when they come to an interview get brochures, 
like Sandviks Värld, with information describing the way of doing business at Sandvik (ibid).  

Summary 
CSR within Sandvik is not about donating money, sponsoring or charity, it is about 
conducting responsible business, what the company calls Sustainability and Fair Play. The 
core values are a part of the internal steering document “The Power of Sandvik” which is 
created as a guideline for the operations. These core values are not specific CSR values but 
rather general values that also cover the area of Sustainability. These values have been 
decided by the corporate management, have been the same since the company started and are 
not subject to change. The employees have not been a part of forming these values and there 
has not been any evaluation of the employees’ perceptions of them. The core values are a part 
of the Sandvik Code of Conduct and thereby influence the daily lives of every employee. At 
Sandvik Sustainability is not a phenomenon outside of the normal business activities but it is 
a way to run the operations and needs to be addressed by every single worker in every single 
situation, There is no one person responsible for CSR at Sandvik because it is the 
responsibility of every single employee.  
 
The employees are one of the key stakeholder groups at Sandvik and the company wants to 
be seen as a contributing power in society. The vision for Sandvik is to be recognized as a 
company with excellent health, environment and safety performance. Sandvik divides the 
Sustainability work into three dimensions, financial, social and environmental. The strategic 
social targets aim to improve the health and wellbeing of the employees and the equality at 
the workplace. This is stated in tangible goals such as: zero accidents, reduced absence due to 
illness and increased equality at the workplace. Sandvik also uses detailed goals on how this 
should be fulfilled. The section concerning labor in the Code of Conduct expresses the 
relationship with the employees regarding workplace conditions, work environment, health 
and safety, diversity, drug and alcohol use, harassment, compensation, forced labor, child 
labor, work hours and freedom of unionization. In order to maintain the same basic standard 
level for all units in all countries Sandvik also uses a number of management system 
certifications, because it is a challenge that the conditions and rules vary a lot between the 
countries. This way, for example, the employees have the same health and safety conditions 
anywhere in the world. An example of efforts taken in order to increase the health and safety 
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of employees are the programs to educate, counsel and help employees in countries with 
serious contagious diseases, like HIV/AIDS.  
 
Since Sandvik operates in a multitude of places around the globe it is not considered 
reasonable or relevant to prescribe in detail how to act in different places, but the most basic 
issues are covered in the Code of Conduct which every employee must follow. Due to these 
differences there is no global incentive program for Sustainability performance, therefore it is 
up to the individual business units to develop such programs if it is deemed appropriate. 
Where performance related compensation systems are in place this may be relevant. The Fair 
Play award is the only global incentive system to increase employees Sustainability 
engagement. Every employee at Sandvik has the right to an annual o review discussion and 
this in many cases cover issues related to social responsibility and the Code of Conduct. The 
global policy is that these discussions must be held but what the individual goals then 
concern has to be a local decision. Each business unit has to live up to the targets in the 
Annual Report on Sustainability and report on this. There is an internal auditing function that 
reviews this and failure to comply will lead to remarks. The actions taken by Sandvik with 
regards to the social dimension are intended to increase satisfaction among the employees but 
it has not been evaluated what the outcome is or what company advantages may be reached 
from it. The actions are based on a belief of what is good, not for philanthropic reasons but 
simply because it is good for business.  
 
In order to communicate Sustainability and the core values internally Sandvik uses policies, 
rules and guidelines, and information material such as the Annual Report, the Code of 
Conduct, “The Sandvik World” and “Meet Sandvik” both on the website and printed. There 
company has also conducted a Sustainability education in seminar form with the managers 
around the world which in turn have the responsibility to spread this into the organization, 
adapted to the local situation. New employees receive information in their introduction 
course with the company. To make sure that information reaches the employees there is a 
reporting system to keep track of how may have been reached by it. There is a group of 
coaches available to help managers arrange special programs for the employees. The Group 
Communications may also help with special needs, like at acquisitions. There is a lot of 
material presented at the Intranet under a special site for Sustainability with links, brochures, 
instructions, source material and more. There is also the Fair Play award which is used partly 
as an incentive and partly as an information tool, this is also published on the Intranet.  
 
To communicate Sustainability externally there is a section on the national and international 
website on Sustainability where the core values and the Sustainability and Fair Play work is 
presented along with policies and standards. The Sustainability report as a part of the Annual 
Report which is also reviewed by the external agency KPMG Bohlins AB is published there. 
The Code of Conduct, “The Sandvik World” and “Meet Sandvik” are all available online but 
the later two are also distributed in printed form to the shareholders. Sandvik is also a 
member of the FTSE4Good Index and the DJSI. Sandvik does not have any special 
communication program targeted towards potential employees. But in different events there 
is information directed towards the labor market, especially towards students at the 
universities, and then some Sustainability material is often available. Also it is common that 
job seekers get information material regarding the Sustainability work at Sandvik in the 
interviews.
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6 DATA ANALYSIS 
This chapter will present the analysis made of the empirical data presented in chapter five. 
First the data will be analyzed in a within-case analysis, comparing each case against the 
selected theories shown in the conceptual framework. Then a cross-case analysis is made, 
comparing the two cases against each other highlighting the similarities and differences. The 
structure of the two sections follows the order of the three research questions, first the 
relation between CSR and human resources is analyzed and then the internal and external 
communication of CSR is analyzed.  
 

6.1 Within-case analysis of AstraZeneca 
In this section the empirical data from the case is compared against the theory. 
 

6.1.1 CSR and human resources 
AstraZeneca does not consider CR as an add-on but as a way of conducting Responsible 
business in the everyday operations. Therefore it is very important to involve the employees 
and make sure that they are working and thinking in the lines of Responsible business every 
day, all day. AstraZeneca informs the employees in different ways and through several 
channels about the CR values, the importance of Responsible business for the company and 
what impact it has on the individual employee’s responsibilities. Active employee 
participation in the CR work is not only encouraged, it is considered a part of the professional 
responsibilities, not as an impediment on them. In some local CR activities the employees can 
be involved more practically in CR as a mere side effect, but this is an exception and not the 
basic approach to CR. Further, the company is aware that the employees are faced with tough 
questions from the outside and tries to offer answers and support via information to the 
employees in this regard. The information comes mainly from internal marketing but it has 
also been reviewed by an external agency for high credibility. Finally, feedback is given on 
the employee performance regarding the goal to follow the Code of Conduct. Thus, 
AstraZeneca’s actions is found to be compatible with Bhattacharya, Sen and Korschun’s 
(2008) description on how to increase employees’ CSR proximity by internal CSR 
communication and by encouraging active participation of CSR.  
 
AstraZeneca considers the CR activities towards employees to bring benefits both to the 
employees and the company. The external outcomes from CR activities are measured through 
for example the level of employee absence due to illness. The internal outcomes are 
measured by a global employee survey through which the employees’ perceptions and 
engagement is measured and feedback is given to the company on how good ambassadors the 
employees feel that they can be and how proud they are of working for AstraZeneca. Thus 
far, in that the company evaluates the benefits of CR to the employees and thereby to the 
company, the actions by AstraZeneca matches the theory on using a contingent input-output 
approach to make CSR decisions, as described by Bhattacharya, Sen and Korschun (2008). 
Though, when it comes to using this information to make CSR decisions the deviation seems 
to be that theory suggests that these decisions concern CSR programs, however AstraZeneca 
does not apply CSR in that way. AstraZeneca does not use CSR as separate programs, but 
rather attempts to incorporate it into the way of doing business. The company states that the 
decisions are based on an intention to do good, though there might not be a direct input-
output approach behind. 
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AstraZeneca has several policies and initiatives in place focused on employees and states that 
some of the CR initiatives taken are generic while others are highly customized. This comes 
naturally since for example a person working in a lab needs perhaps more rigorous health and 
safety measures taken than someone working in accounting. The underlying presumption is 
that these policies and initiatives are fulfilling employee needs, but the basic intention is to do 
good and to follow legal and international guidelines. The employee satisfaction is evaluated 
based on the employee feedback from the global employee survey. When it comes to 
understanding and fulfilling employee needs as described by Bhattacharya, Sen and Korschun 
(2008) the case is found to be somewhat compatible with theory in that the company adapts 
initiatives to varying employee needs and evaluates employee satisfaction. However instead 
of designing CSR programs based on a strategic intent to fulfill employee needs, it concerns 
more enduring initiatives like and changes in policies and the way of conducting Responsible 
business operations. Also, identifying demographic and psychographic connections for 
employee segments with the intention to more easily target them with CSR activities does not 
seem to be performed. 
 
AstraZeneca does not use different values for Responsible business than for any other part of 
its business, the core values govern all aspects of the operations including Responsible 
business. The values have followed the company for a long time and are not subject for 
change. When the value base, the four strategic pillars, were developed a couple of years ago 
it was done in interaction with, among others, the employees. This value base is expressed in 
the corporate strategy, the Code of Conduct and the Responsible business that AstraZeneca 
works for. Further this is communicated to the employees in several different ways in order to 
induce compliance and engagement by the staff, to give them information to respond to tough 
questions from the public and to give them a feeling that they are working for a company that 
does something good. In the folder “AstraZeneca in the debate” the company intentionally 
tries to give the employees the tools to answer tough questions that they may be faced with. 
The company wants the employees to be aware of the Responsible business that the company 
conducts in order for them to be able to feel that they are working for a company that does 
good and that they can feel proud of. How well this is achieved is then measured in the global 
employee survey. AstraZeneca considers it vital that the employees learn and live by the 
foundations of CR since it is the actions of every employee every day that creates the 
Responsible business of AstraZeneca. Therefore the company exposes the employees to 
situations where they must reflect on what is Responsible business and what values that 
should govern decisions in that regard. In this aspect the actions of AstraZeneca are found to 
correspond to the theory on strengthening employee identification provided by Bhattacharya, 
Sen and Korschun (2008). 
  
AstraZeneca does not consciously involve employees in planning and designing CSR 
programs as it is described in the theory on how to involve the employees in co-creating CSR 
value by Bhattacharya, Sen and Korschun (2008). According to AstraZeneca, the company 
does not work with CSR as one or several programs or projects, but rather as a responsible 
way of doing business which is carried out on all levels of the company. Still, the employees 
are highly involved in implementing Responsible business in the way the company does 
business. This is also stressed in the communication with the employees, that CR is 
something they take in every decision they make, in every situation. It is something 
performed by managers and workers alike. Thus the employees are still participants rather 
than onlookers, but in a process where CSR is integrated as a part of their every day work life 
instead of a CSR program decided on in a strategic decision process. Similarly they have the 
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primary responsibility for the CSR activities, even though it does not concern planning and 
designing free-standing programs outside of their normal responsibilities.  
 

6.1.2 CSR and internal communication 
As mentioned, at AstraZeneca the core values govern all aspects of the operations including 
the Responsible business approach. The values have followed the company for a long time 
and are not subject for change. When the value base, the four strategic pillars, was developed 
it was done in interaction with, among others, the employees. This value base is expressed in 
the corporate strategy, the Code of Conduct and the Responsible business that AstraZeneca 
works for. Further this is communicated to the employees in several different ways in order to 
induce compliance and engagement by the staff, to give them information to respond to tough 
questions from the public and to give them a feeling that they are working for a company that 
does something good. Thus the case of AstraZeneca is found to be compatible with the theory 
by Backhaus and Tikoo (2004) on developing values and the organizational identity. 
 
AstraZeneca communicates CR or Responsible business internally to the employees through 
various means and channels. Through the value base “Leadership by examples at all levels” 
the Responsible business behavior is permeated through the operations and expressed 
towards employees and between employees. During the introduction program the employees 
are presented with information by someone from the CR department and via workshops the 
managers are given tools and knowledge to spread the knowledge through the organization. 
The CR department is also available for personal support in Responsibility issues. This 
corresponds to the primary communication described by Balmer and Gray (2000). 
Information is also distributed in various written material such as the Annual Report, the 
Code of Conduct, policies and standards, the Environmental audit, the brochures 
“AstraZeneca in the debate” and “Our responsibility”. The materials are distributed (to 
various degrees) mainly on the Intranet but also on the website and in printed form. There is 
also information material presented on information screens in the staff dining rooms and in 
the staff magazine. Further AstraZeneca uses a computer based e-learning course to spread 
the knowledge about the Code of Conduct among the employees. All this matches the 
description of secondary communication by Balmer and Gray (2000). It is also encompassed 
by the communication channels offline communication, house organs and the Internet 
mentioned by Chaudhri and Wang (2007).  
 
AstraZeneca is a member of the FTSE4Good and DJSI and also uses an external agency that 
reviews the Annual Report including the CR work, which offers credibility to the 
communication and could be seen as a form of tertiary communication, described by Balmer 
and Gray (2000). Hence, the case of AstraZeneca is found to be compatible with the theory 
by Backhaus and Tikoo (2004) that concerns systematically exposing the employees to the 
value proposition by using and communicating corporate values, goals, policies and 
practices. 
 

6.1.3 CSR and external communication 
AstraZeneca’s aim is to conduct Responsible business and this comprises the behavior of 
every employee, both towards peers and towards all external stakeholders and society in 
general. AstraZeneca also places a lot of emphasis on the employees as ambassadors for the 
company. The company gives out the brochure “AstraZeneca in the debate” as a tool for 
employees to deal with tough questions from their surroundings. Further the company 
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conducts some local proactive CR activities. This way the company both performs and 
encourages the employees to engage in primary communication (Balmer & Gray, 2000) 
externally of the Responsible business approach. 
 
To more formally communicate CR or Responsible business externally AstraZeneca uses 
mainly the company website, where there is a section dedicated only to Responsibility on 
both the national and international website. The written material that is used for internal 
communication is also used for external communication, such as the Annual Report, the Code 
of Conduct, policies and standards, the Environmental audit, the brochures “AstraZeneca in 
the debate” and “Our responsibility”. This is all distributed on the website and some can be 
ordered in printed form. This matches the description of secondary communication by 
Balmer and Gray (2000), and the communication channels offline communication, house 
organs and the Internet mentioned by Chaudhri and Wang (2007). By the fact that the 
company is a member of the FTSE4Good and DJSI and uses an external agency that reviews 
the Annual Report including the CR work, credibility is offered to the communication and a 
form of tertiary communication, described by Balmer and Gray (2000), is conduced.  
 
AstraZeneca has not made any focused PR or marketing efforts targeted on communicating 
the Responsible business approach to potential employees, but lately the company has 
considered whether and where to start doing so. The challenge is to know what is relevant to 
communicate to different markets, while at the same time having a cohesive communication 
in the different parts of the world. AstraZeneca does invest in encouraging the interest for 
natural science and technology among young people to build a pool of attractive potential 
employees for the future, but the purpose is not to communicate CR. Therefore the external 
communication towards potential employees described by Backhaus and Tikoo (2004) does 
not seem to be in place in the case of AstraZenenca. 
 

6.2 Within-case analysis of Sandvik 
In this section the empirical data from the case is compared against the theory. 
 

6.2.1 CSR and human resources 
For Sandvik Sustainability, or Fair Play, is not about donating money, sponsoring or charity 
but about conducting responsible business throughout the operations. There is not one person 
responsible for conducting responsible business instead it is the responsibility of every 
employee. The employees are informed of this responsibility and the importance of their 
compliance. The managers get information via seminar workshops, where they learn what 
Sustainability means to the individual, and are then entrusted to carry the information on to 
the employees. There is a reporting system in place in order to keep track of how the 
employees are being informed of for example the Code of Conduct and the Sustainability 
work, because all employees shall be given this information. There is also an internal audit 
function that keeps track on this and reports any deviations. Active employee participation in 
the CR work is encouraged and it is considered a part of the professional responsibilities, not 
as an impediment on them. Sandvik does not perform CSR activities as add-on projects in 
which the employees can participate, instead CSR work is a part of the professional 
responsibilities for every employee every day. The information given to employees comes 
mainly from internal marketing but for example the Sustainability report is reviewed by an 
external agency for increased credibility. There is a global incentive program called the Fair 
Play award given to employees who have done something outstanding in Sustainability. 
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Other incentive programs are developed locally where so deemed appropriate. It is a global 
policy that every employee should have an annual review discussion but what this discussion 
deals with is also a local decision, however in many cases it covers issues related to the Code 
of Conduct and social responsibility. Thus, Sandvik’s actions is found to be compatible with 
Bhattacharya, Sen and Korschun’s (2008) description on how to increase employees’ CSR 
proximity by internal CSR communication and by encouraging active participation of CSR. 
 
Sandvik considers the employees to be one of the company’s key stakeholder groups and 
wants to be seen by key stakeholders as a company with excellent health, environment and 
safety performance and considered a contributing power in society. The company has several 
strategic social targets with regards to employees, such as zero accidents, reduced absence 
due to illness and increased equality at the workplace, there are also detailed goals on how to 
achieve this. The actions are based on a belief in doing what is good and right, not because of 
philanthropy but because Sustainability is good for business. There is no evaluation made on 
how the employees view the Sustainability work or how it fulfills their needs, however the 
company measures the external outcomes, for example absence due to illness. Thus, Sandvik 
thinks in terms of Sustainability as good for business, for example that reduced absence due 
to illness increases production, and as doing good for the individual, but does not evaluate the 
later. That far, the actions match the input-output approach somewhat, but it is also found that 
Sandvik does not adopt CSR in the way implied by the theory on using a contingent input-
output approach to making CSR decisions, by Bhattacharya, Sen and Korschun (2008). The 
theory suggests that the CSR decisions are a separate part of the business, but for Sandvik it 
is integrated into the general business operations and way of doing business.  
 
There are several CSR policies and initiatives in place focused on employees within Sandvik 
and the most basic, general issues are covered in the Code of Conduct. However as the 
company operates in a multitude of places around the globe it is not considered reasonable or 
relevant to prescribe in detail how to act in different places, since conditions and rules vary 
from place to place. This is why Sandvik has chosen to work with a number of management 
system certifications in order to maintain the same basic standard level for all units in all 
countries that the company operates in. The objective is to offer the employees, for example, 
the same health and safety conditions in anywhere in the world. Although, to some extent 
measures are also adapted, for example in designing information programs this is adapted to 
local conditions. Though, there is no evaluation done among the employees to get their view 
on these approaches. Hence, when it comes to understanding and fulfilling employee needs as 
described by Bhattacharya, Sen and Korschun (2008) the case is found to be somewhat 
consistent with theory. The company works with fulfilling employee needs and adapts the 
measures to some extent, but focuses on standardizing the level across the operations. Instead 
of designing specific CSR programs based on a strategic intent to fulfill employee needs as 
theory suggests, Sandvik applies more long-term initiatives like creating policies and a 
Sustainable way of doing business, based on a belief that it is good rather than on evaluations. 
Also, identifying demographic and psychographic connections for employee segments with 
the intention to more easily target them with CSR activities does not seem to be performed. 
 
The core values of Sandvik are not specific CSR values but govern all the Sandvik operations 
including Sustainability. These are decided by the corporate management, have existed for a 
very long time and are not subject for change. They were formed without involvement of the 
employees and there is no evaluation of the employees’ perceptions of them. However the 
values are a part of the internal steering document guiding the operations as well as a part of 
the Code of Conduct and thus influence the daily lives of all the employees. The company 
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has invested a lot in communicating the corporate stance on Sustainability to the employees 
and in achieving understanding and compliance with the Code and the Sustainability 
mentality. The employees are faced with what Sustainability means to each one of them in 
order to get them to reflect on it and find answers to what Sustainable business is, because it 
is crucial that everyone works together for it. The Fair Play award is also a method used to 
inspire the employees and give them good examples or role models which they can identify 
with. Thus Sandvik tries to communicate the corporate values and increase employee 
identification. In this regard the actions of Sandvik are found to correspond to the theory on 
strengthening employee identification provided by Bhattacharya, Sen and Korschun (2008).  
 
Sandvik does not consciously involve employees in planning and designing CSR programs as 
it is described in the theory on how to involve the employees in co-creating CSR value by 
Bhattacharya, Sen and Korschun (2008). As mentioned, Sandvik does not work with CSR as 
one or several programs or projects but rather as a sustainable way of doing business which is 
carried out on all levels of the company. However, the employees are highly involved in 
implementing the Sustainable business in the way the company does business, by their 
actions. This is also stressed in the communication with the employees that Sustainable 
business is the responsibility of everyone, every day. It is something achieved by all 
employees working together. Thus the employees are still participants rather than onlookers, 
but in a process where CSR is integrated as a part of their every day work life instead of a 
CSR program decided on in a strategic decision process. Similarly they have the primary 
responsibility for the CSR activities, even though it does not concern planning and designing 
free-standing programs outside of their normal responsibilities or every day work life.  
 

6.2.2 CSR and internal communication 
Sandvik does not use different values for Sustainability than for any other part of its business, 
the core values govern all aspects of the operations. These values have followed the company 
for a long time and are not subject for change. The core values were developed by the 
corporate management without the involvement of the employees though they are expressed 
in the internal steering document “The Power of Sandvik”, the Code of Conduct and the 
Sustainable business that the company works for. Further the value proposition is 
communicated to the employees in several different ways in order to induce compliance and 
engagement by the staff. Thus the case of Sandvik is found to be compatible with the theory 
by Backhaus and Tikoo (2004) on developing values and the organizational identity. 
 
Sandvik communicates Fair Play or Sustainable business internally to the employees through 
various means and channels. The managers are given seminar workshops through which they 
learn about Sustainability and what it means in different situations. The managers are given 
tools to spread the information on to the employees and adapt it to local conditions. This way 
the Sustainability knowledge is spread to and between the employees and this is also 
followed up by reports and the internal audit function. During the introduction program the 
new employees are also presented with information on Sustainability. The Group 
Communications and the coaches specialized in Sustainability issues are also involved in 
spreading the information in different ways. This corresponds to the primary communication 
described by Balmer and Gray (2000). Information is also distributed in various written 
material such as the Sustainability report in the Annual Report, the Code of Conduct, policies 
and guidelines, the brochures “The Sandvik World” and “Meet Sandvik”. The materials are 
distributed on the Intranet but also on the website and some in printed form. The Intranet is 
used heavily for Sustainability communication, there is a special site on the Intranet on 
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Sustainability with links, brochures, instructions, source material and so on. Further Sandvik 
uses the Fair Play award as an incentive and to spread information about Sustainability 
among the employees. All this matches the description of secondary communication by 
Balmer and Gray (2000). It is also encompassed by the communication channels offline 
communication, house organs and the Internet mentioned by Chaudhri and Wang (2007). 
Further, Sandvik is a member of the FTSE4Good and DJSI and also uses an external agency 
that reviews the Annual Report including the Sustainability report, which offers credibility to 
the communication and is a form of tertiary communication, described by Balmer and Gray 
(2000). Hence, the case of Sandvik is found to be compatible with the theory by Backhaus 
and Tikoo (2004) that concerns systematically exposing the employees to the value 
proposition by using and communicating corporate values, goals, policies and practices. 
 

6.2.3 CSR and external communication 
Sandvik’s aim is to conduct Sustainable business and this comprises the behavior of every 
employee, both towards the peers and towards all external stakeholders and society in 
general. In order for the employees to be able to act according to Sustainable business they 
are given information and education on what Sustainability means to them and in different 
situations, in order to implement this in interaction with coworkers and external stakeholders. 
Further the company also conducts some proactive CR activities locally where the company 
operates. This way the company both performs and encourages the employees to engage in 
primary communication (Balmer & Gray, 2000) of Sustainable business externally. 
 
To more formally communicate Fair Play or Sustainable business externally Sandvik uses 
mainly the company website, where there is a section dedicated only to Sustainability on both 
the national and international website. The written material used for internal communication 
is also used for external communication, such as the Sustainability report in the Annual 
Report, the Code of Conduct, policies and standards, the brochures “The Sandvik World” and 
“Meet Sandvik”. This is all published on the website and the brochures are also distributed in 
printed form, as well as the Annual Report but this has to be ordered. This matches the 
description of secondary communication by Balmer and Gray (2000), as well as the 
communication channels offline communication, house organs and the Internet mentioned by 
Chaudhri and Wang (2007). That the company is a member of the FTSE4Good and DJSI and 
uses an external agency that reviews the Annual Report including the Sustainability report, 
offers credibility to the communication and is a form of tertiary communication described by 
Balmer and Gray (2000). 
 
Sandvik does not have any specially designed communication program targeted on 
communicating the Sustainable business approach to potential employees. However, in 
different events that the company participates in the Sustainable business approach is 
communicated, such as towards the labor market and students by brochures available for 
distribution at fairs and events. Also it is common that job seekers get Sustainability 
information material at interviews with the company. The external communication towards 
potential employees described by Backhaus and Tikoo (2004) concerns targeting the value 
proposition through external marketing to recruiting agencies, placement counselors, etcetera 
to create employer brand associations and employer image to attract the target population. 
Sandvik does to a limited extent communicate the Sustainable business approach towards the 
labor market and potential employees when participating in different local events. However 
this seems to be a side effect from conducting corporate marketing, not an intentional 
objective with strategic measures taken to achieve it. 
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6.3 Cross-case analysis 
Based on the within-case analysis a cross-case analysis is presented below, comparing the 
cases with each other. In the cross-case analysis similarities and dissimilarities between the 
cases are highlighted. The analysis follows the order of the research questions. 
 

6.3.1 CSR and human resources 

Increasing employees’ CSR proximity 
When it comes to increasing employees’ CSR proximity both AstraZeneca and Sandvik 
inform the employees in what can be described as a coherent, consistent and concrete way. 
Both companies involve credible and influential internal sources such as the CSR department 
and educate managers to spread the information and both companies also use external 
agencies who review CSR reports in order to ensure objectivity of the information. Both 
AstraZeneca and Sandvik encourage active employee participation in CSR by making it a 
part of the employees’ regular professional responsibilities and by giving feedback on the 
achievement of these. It is also worth noting that neither company has adopted the 
terminology CSR, AstraZeneca has chosen to call it Corporate Responsibility (CR) and later 
moved on to calling it Responsible business and Sandvik uses the term Fair Play or more 
commonly Sustainability or Sustainable business. This deviation could be connected to the 
companies approach to CSR, that it is not an add-on activity, nor does it concern merely 
donating money, sponsoring or charity activities. Rather it concerns an integration of CSR 
into the everyday business and operations of the company, which is constituted by every 
decision, action and activity of every single employee, every day.  

Using a contingent input-output approach to making CSR decisions 
When it comes to using a contingent input-output approach to make CSR decisions both 
companies work by the philosophy that doing good toward employees is good for business. 
When it comes to evaluating the value this brings to the employees and the company 
AstraZeneca evaluates both internal and external outcomes, while Sandvik mainly evaluates 
the external outcomes, for example in the form of absence due to illness and connects this to 
the company benefits such as increased productivity. Theory seems to suggest that the CSR 
decisions are a separate part of the business and commonly the responsibility of managers, 
however both companies in this study state that they do not approach CSR as an add-on or 
separate activity but that it is integrated into the general business operations and way of doing 
business.  

Understanding and fulfilling employee needs 
When it comes to understanding and fulfilling employee needs both companies have several 
CSR initiatives in place for fulfilling employee needs. AstraZeneca uses both general 
initiatives and adapts CSR initiatives to varying employee needs and also evaluates employee 
perceptions and attitudes on this via the global employee survey. Sandvik has invested in 
management system certifications in order to ensure the same basic standards everywhere the 
company operates, but also adapts the initiatives to some extent, even though it does not 
evaluate how it fulfills employee needs. Though both companies customize some initiatives, 
identifying demographic and psychographic connections for employee segments with the 
intention to more easily target them with CSR activities, does not seem to be performed. 
Also, instead of designing CSR programs based on a strategic intent to fulfill employee 
needs, they focus on more enduring initiatives and a way of conducting responsible business. 
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Strengthening employee identification 
When it comes to strengthening employee identification both companies are attempting to 
embody CSR by integrating it into their way of doing business. AstraZeneca interacted to 
some extent with employees in creating the company value base which includes the 
Responsible business and is also evaluating the employees’ attitude towards the company in 
this regard. At Sandvik the employees have not been a part of forming the values and there 
has not been any specific evaluation of the employees’ attitudes on the Sustainable business 
approach. However, in order to achieve employee identification, compliance and engagement 
with CSR, increase the employees’ information and knowledge about it, and give the 
employees the feeling that they are working for a company that does good, both companies 
heavily communicate the company stance and the corporate values internally. 

Involving employees in co-creating CSR value 
In the aspect of involving employees in co-creating CSR value neither AstraZeneca or 
Sandvik work with involving the employees in planning or designing CSR programs since 
both companies state that they are not approaching CSR in that manner. CSR is expressed 
through the way the companies do business and in the everyday operations and decisions 
made by every single employee. Therefore, both companies stress that CSR is a part of the 
normal professional responsibility of every employee and works on informing the employees 
and ensuring compliance in this aspect. This way the companies are involving the employees 
in implementing CSR. Both companies use performance evaluation to evaluate the 
compliance with the Code of Conduct and both companies are using some form of incentive 
system to ensure compliance, AstraZeneca also uses a bonus system tied to the performance 
evaluations while Sandvik uses the Fair Play award as an incentive system to encourage the 
desired performance. 
 

6.3.2 CSR and internal communication 

Developing what value the company offers employees  
When it comes to developing what particular value the company offers employees and the 
organization identity it is found that both AstraZeneca and Sandvik have developed core 
values for their business operations and these are the same for the approach to CSR as for the 
whole business approach. Sandvik’s values have been created by the top management 
without the involvement of employees and without evaluation of the employee attitudes 
towards these. While, AstraZeneca has to some degree involved the employees in forming the 
value base and is also to some degree evaluating the attitude towards this by the employees. 
Both companies have also adopted a CSR approach, but not only as an add-on or side activity 
to the normal business activities. Instead both companies have chosen to develop its impact 
and integrate CSR into the everyday business, this is defined as Responsible business for 
AstraZeneca and Sustainability or Sustainable business for Sandvik. Both companies state 
that this means that CSR is the responsibility of every employee in every decision and action 
taken every day, because it is these that constitute the companies’ business behavior. The 
companies both state that the work is based on an intention to do good, not for philanthropic 
reasons but because they consider CSR to be good for business and the companies also work 
on informing the employees about this. One difference between the cases is that AstraZeneca 
states that the company intentionally has created material to be used by the employees to 
tackle tough questions or criticism of the company. The reasons lie partly in the nature of the 
industry, partly in the importance the company places on the reputation building, but most 
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importantly in that the employees should be able to feel proud over working for AstraZeneca 
and not be put on the spot and this is of direct value to the employees. 

Systematically exposing the employees to the value proposition 
Further, both companies systematically expose the employees to the value proposition, by 
using primary communication the companies attempt to create a culture where Responsible or 
Sustainable business is a natural part of the culture and encourage a behavior between 
employees according to this. An example is the value base “Leadership by examples at all 
levels” at AstraZeneca. Further, both companies hold workshops for managers where they are 
given tools to spread the information through the organization and introduction courses for 
new employees. More formal information is also given through secondary communication 
distributed in the form of offline communication, on the Internet and through house organs. 
Examples are written material on the Intranet, the company website, the Annual Report and 
other audits and reports, the management system certifications, policies and guidelines and 
brochures. AstraZeneca also uses staff magazines and news screens in staff rooms. Both 
companies also use external agencies who review the Annual report, including the CSR audit, 
and in one case also the corresponding section on the external website both companies are 
also members of the FTSE4Good and DJSI, which offers credibility to the communication 
and is comprised by tertiary communication. 
 
Finally, it is interesting to note that AstraZeneca intentionally distributes information material 
to the employees to help them tackle tough questions from their surroundings. The reason for 
this special need could be that the industry that the company operates in deals with something 
as critical as human health and patients lives, something that anyone can relate to and feel 
strongly about, which places high demands on the company of taking responsibility and also 
a high pressure on the employees. The company also places a high value on the employees as 
its ambassadors and as an important component of building the company’s reputation. 
 

6.3.3 CSR and external communication 

Communicating values and organizational identity externally 
Both companies rely on primary communication with external stakeholders in that the 
companies encourage compliance with the Code of Conduct by the employees and active 
involvement in the CSR work. By following and acting according to the Code of Conduct the 
employees express the Responsible or Sustainable business mentality of the company, both 
by the employees’ behavior towards each other and towards external stakeholders. 
AstraZeneca also hands out a brochure to the employees as a tool to deal with tough 
questions from their surroundings because the company sees the employees as its 
ambassadors and as reputation builders in their connections with the outside world. 
 
More formally, information is communicated externally through secondary communication 
by both companies. This is distributed in the form of offline communication, on the Internet 
and through house organs, for example in written material on the Intranet, the company 
website, the Annual Report and other audits and reports, the management system 
certifications, policies and guidelines and brochures. Both companies also use external 
agencies who review the Annual report, including the CSR audit, and in one case also the 
corresponding section on the external website and both companies are also members of the 
FTSE4Good and DJSI, which offers credibility to the communication and is comprised by 
tertiary communication. 
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Both companies communicate CSR externally, however both companies state that they do not 
target this communication towards potential employees. Sandvik does to a limited extent 
communicate the Sustainable business approach towards the labor market and potential 
employees when participating in different local events. However more as a side effect from 
conducting corporate marketing, not as an intentional objective or strategic measure, taken to 
communicate the Sustainability approach. AstraZeneca states that the company is investing in 
increasing the pool of future applicants by encouraging young people to study natural science 
and technology. AstraZeneca is also thinking about how to communicate the Responsible 
business to potential employees but state that there are challenges to overcome, such as what 
to communicate to which markets while still maintaining a coherent communication across 
the world. Moreover the company wants to have done its homework before jumping on the 
PR train since it operates in a “precautious” industry. Both companies state that attracting 
human resource talents is very important to them and both take some kind of measures to 
increase and attract human resource talent, but not by communicating CSR. 
 

TABLE 6.1 Summary of cross-case analysis  
 
RQ Theoretical connections  AstraZeneca Sandvik 

•  Increase employees’ CSR proximity  Compatible Compatible 
•  Use input-output approach to make CSR decisions Somewhat compatible Somewhat compatible 
•  Understand and fulfill employee needs Somewhat compatible Somewhat compatible 
•  Strengthen employee identification Compatible Compatible 

RQ1 

•  Involve employees in co-creating CSR value  Somewhat compatible Somewhat compatible 
•  Develop the values and the organizational identity 
that the company offers the employees Compatible Compatible 

•  Systematically expose the employees to the value 
proposition by internal marketing 

Compatible Compatible 

─  Primary communication  Compatible Compatible 
─ Secondary communication  Compatible Compatible 
─ Tertiary communication  Compatible Compatible 
─ Offline communication  Compatible Compatible 
─ House organs  Compatible Compatible 

RQ2 

─ Internet Compatible Compatible 
•  Communicate values and organizational identity 
externally Somewhat compatible Somewhat compatible 

─ Primary communication  Compatible Compatible 
─ Secondary communication Compatible Compatible 
─ Tertiary communication  Compatible Compatible 
─ Offline communication  Compatible Compatible 
─ House organs  Compatible Compatible 

RQ3 

─ Internet Compatible Compatible 
 
In this chapter a within-case analysis was made where the empirical data was compared to the 
theory in the frame of reference, followed by a cross-case analysis where the similarities and 
differences between the cases were highlighted. A summary of the results found is shown in 
Table 6.1 above and as can be seen there are striking similarities between the two cases. In 
the next chapter the findings and conclusions will be presented along with recommendations 
for managers, implications for theory and suggestions for future research. 
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7 FINDINGS, CONCLUSIONS AND IMPLICATIONS 
In this chapter first a discussion based on the research purpose and the three research 
questions from chapter one is presented. Then findings and conclusions stemming from the 
analysis made in the previous chapter are presented. Further, recommendations for 
managers as well as implications for theory and suggestions for future research are given in 
the end of this chapter. 
 
 
The purpose of this study was: 
 
To develop a better understanding of companies’ use of corporate social responsibility to 
attract, motivate and retain human resource talents. 
 
In order to achieve this, the research questions posed were: 
 
RQ1: How can the relation between CSR and companies human resources be described? 
 
RQ2: How can internal communication of CSR in companies be described? 
 
RQ3: How can external communication of CSR in companies be described? 
 
The findings made in this study should be viewed with regards to the research method used. 
Further it is important to note that the findings are based only on two cases investigated of 
knowledge-intensive multinational corporations and that generalization applicable to all 
companies is not possible to make. Hence the conclusions reached are only valid for the 
sample of this study. However, the findings bring some clarity to understanding how 
companies use corporate social responsibility in order to attract, motivate and retain human 
resource talents. It can be noted that this study provides support to most of the theoretical 
variables examined. 
 

7.1 Findings and conclusions 
Based on the analysis made in the previous chapter, where empirical data from the cases was 
compared to theory and between the cases, findings and conclusions are presented below. 
 

7.1.1 How can the relation between CSR and companies’ human resources be 
described? 
First of all it is worth noting that none of the companies in this study has adopted the 
terminology CSR. However, both companies consider CSR highly important and have 
incorporated it into their way of doing business. Theory sometimes talks about CSR as a 
program or a separate activity, but the companies in this study clearly state that their view on 
CSR is that it is not a separate or add-on activity, nor does it concern merely donating money, 
sponsoring or charity activities. The companies have worked with CSR for a number of years 
and during this time the development of this CSR approach has evolved. The companies 
approach to CSR is that it concerns an integration of CSR into the everyday business and 
operations of the company, which is comprised by every decision, action and activity of 
every single employee, every day. 
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Since this approach to CSR deals with a mentality, a way of thinking and doing business, 
rather than a separate business function the companies rely heavily on the compliance and 
involvement of the employees. The companies in this study take actions to increase the 
employees’ proximity to CSR by internal communication and by encouraging active 
participation and involvement in CSR. The companies inform the employees in a coherent, 
consistent and concrete way about what this approach means to them. The companies involve 
credible, influential internal sources and use objective information in the communication. 
Further, by making it a part of the employees’ regular professional responsibilities and giving 
feedback on their performance this becomes a part of the employees’ professional 
responsibilities. 
 
Both companies work by the philosophy that doing good toward the employees is good for 
business. The companies express awareness that the employees benefit from the CSR 
activities and that this translates into company benefits. Both companies in this study evaluate 
the external outcomes from the CSR efforts, such as reduced absence, but only one company 
evaluates the internal benefits for the employees, such as pride in the company. The 
companies do not seem to evaluate the employee needs it may satisfy, before investing in 
CSR initiatives targeting employees. The companies do not seem to approach the CSR 
initiatives targeted on employees from an input-output perspective where the specific 
employee value generated from each initiative is evaluated and weighed. Thus there is no 
conscious prioritizing of CSR initiatives offering high employee value, instead CSR efforts 
seem to be more based on currently expressed employee needs and the external outcomes, 
that is, the company benefits they bring.  
 
The companies in this study both consider CSR initiatives targeting employees to offer 
benefits to the employees and consequently benefits for the company. The companies also 
have several CSR initiatives in place for the sake of fulfilling employee needs, both general 
CSR initiatives as well as customized or adapted initiatives. Though, as mentioned, the 
formal efforts of evaluating the internal outcomes from the need fulfillment vary. Both 
companies customize some initiatives, but there is no conscious identification done of 
demographic and psychographic connections to segment the employees based on the relative 
importance of their CSR-related needs, in order to design and target specific CSR efforts to 
meet these needs.  
 
Both companies are attempting to embody CSR by integrating it into their way of doing 
business and communicate the corresponding values in order to strengthen employee 
identification with them. In one of the cases the employees were also involved in creating the 
value base. It is essential for both companies in this study to achieve compliance and 
engagement with CSR by the employees, increase their information and knowledge about it 
and give them the feeling that they are working for a company that does good. Therefore both 
companies communicate the company stance and values a lot internally and try to incorporate 
it into the corporate culture and the organizational identity. However the CSR communication 
seems to be based more on the objective to increase compliance than employee identification. 
 
Both companies work with involving employees in co-creating CSR value, since their 
compliance is crucial part of the companies approach to CSR. The CSR work is not described 
as planning and designing CSR programs, but rather expressed through the way the 
companies do business and in the everyday operations and decisions made by every single 
employee. Therefore, both companies stress that CSR is a part of the normal professional 
responsibility of every employee and the companies work on informing employees and 
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ensuring compliance in this regard, thereby involving the employees. Both companies also 
use performance evaluations to evaluate the compliance with the Code of Conduct and both 
companies are using some form of incentive system to ensure compliance. As the companies 
state, it is the decisions and actions of every employee every day that constitute the company 
actions and therefore the responsibility of everyone, not just one person or division. This way 
the company has shifted the primary responsibility of achieving CSR from management to 
the employees making them participants rather than onlookers, and making it a part of their 
normal responsibilities or every day work rather than an addition to them. 
 
More specific conclusions drawn from the discussion above, regarding the relation between 
CSR and companies human resources in this study, are listed below: 
 

• Companies believe that CSR is important for their operations. 
• Companies do not use the term CSR for their work with responsibility issues. 
• Companies choose to incorporate CSR as a part of their way of conducting business 

rather than an add-on remedy or activity separate from the other business operations. 
• Companies do not equate CSR with donating money, sponsoring or charity. 
• Companies that have engaged in CSR for quite some time have developed and 

integrated CSR into the business step by step. 
• Companies consider employees’ well-being a part of their social responsibility. 
• Companies with high CSR emphasize the importance of the employees. 
• Companies consider CSR initiatives targeting employees to create company benefits. 
• Companies that approach CSR as a way of conducting business attempt to incorporate 

this into the corporate culture. 
• Companies increase employee proximity to CSR by internal communication and 

encouraging active participation and contribution to CSR by employees. 
• Companies involve employees in co-creating CSR value by making CSR a natural 

part of the employees’ professional responsibilities, rather than an addition to them. 
• Companies use incentive systems to induce compliance with the CSR approach. 
• Companies consider CSR the responsibility of every employee. 
 

7.1.2 How can the internal communication of CSR in companies be described? 
The companies in this study have developed core values for their business operations and 
these are the same for the approach to CSR as for the whole business approach. Both 
companies have chosen to develop the approach to CSR by integrating it into the everyday 
business. The companies state that this means that CSR is the responsibility of every 
employee in every decision and action taken every day, because it is these that constitute the 
companies’ business behavior. The companies both state that the work is based on an 
intention to do good, not for philanthropic reasons but because CSR is good for business. The 
companies also work on informing the employees about the company view on CSR, the 
values behind it and what it means to the employees. The companies attempt to convey this 
organizational identity to the employees and incorporate it in the corporate culture. When 
informing the employees about the values and the organizational identity set forth the 
purpose seems at least threefold, to induce compliance and engagement by the staff, to give 
them information to respond to tough questions from the public and to give them a feeling 
that they are working for a company that does something good. The values offered to the 
employees by this are not necessarily spelled out in the communication, but the efforts taken 
are communicated. It is interesting to note that in one case there is a company awareness that 
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internal CSR communication can be used as a reputational shield by the employees in order 
to tackle tough questions or criticism of the company, which offers value both to the 
employees and to the company, since they are considered company ambassadors and 
influencing the company reputation.  
 
Further, both companies systematically expose the employees to the value proposition 
through internal communication by using primary communication. This is due to the fact that 
the companies attempt to create a culture where CSR is a natural base and to encourage a 
behavior between employees influenced by this. This is achieved through seminar workshops 
for managers where they are given tools to spread the information through the organization 
and through introduction courses for new employees. More formal information is also given 
through secondary communication, distributed in the form of offline communication, on the 
Internet and through house organs. Examples are the written material on the Intranet, the 
company website, the Annual Report and other audits and reports, the management system 
certifications, policies and guidelines, brochures, staff magazines, news screens in staff 
rooms and so on. Further, both companies also use external agencies who review the Annual 
report, including the CSR audit, and in one case also the corresponding section on the 
external website, both companies are also members of the FTSE4Good and DJSI, which 
offers credibility to the communication and constitutes tertiary communication. 
 
More specific conclusions drawn from the discussion above regarding the internal 
communication of CSR in companies of this study are listed below: 
 

• Companies have developed core values for their business. 
• Companies’ core values are a part of the organizational identity. 
• Companies’ core values are not subject to frequent revision or change. 
• Companies’ core values permeate all company operations including the CSR. 
• Companies systematically communicate CSR and the core values internally. 
• Companies use several types and channels for internal communication. 
• Companies communicate CSR more internally than externally. 
• Companies have a number of objectives with communicating CSR internally. 

 

7.1.3 How can the external communication of CSR in companies be described? 
Both companies rely on primary communication with external stakeholders in that the 
companies encourage compliance with the Code of Conduct by the employees and active 
involvement in the CSR work. By following and acting according to the Code of Conduct the 
employees express the CSR mentality of the company and the organizational identity, by the 
employees’ behavior towards each other and towards external stakeholders. In one case the 
company also used a brochure for the employees as a reputational shield and tool to deal with 
tough questions from their surroundings because the company sees the employees as its 
ambassadors and as reputation builders. 
 
More formally information is communicated externally through secondary communication by 
both companies. This is distributed in the form of offline communication, on the Internet and 
through house organs, for example in written material on the company website, the Annual 
Report and other audits and reports, the management system certifications, policies and 
guidelines and brochures. Both companies also use external agencies who review the Annual 
report, including the CSR aspects of this and in one case also the corresponding section on 
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the external website, to increase credibility of the material. Further, both companies also use 
external agencies who review the Annual report, including the CSR audit, and in one case 
also the corresponding section on the external website, and the companies are also members 
of the FTSE4Good and DJSI. All this offers credibility to the communication and constitutes 
tertiary communication.  
 
As can be seen, the companies do communicate CSR externally, however both companies 
state that they do not target this communication towards potential employees in order to 
attract them. One company expressed that it does to a limited extent communicate the CSR 
approach towards the labor market and potential employees when participating in different 
local events. However this seems to be a side effect from conducting corporate marketing, not 
an intentional objective or strategic measure, taken to communicate CSR. In the other case 
the company states that the company is investing in increasing the pool of future applicants 
by encouraging young people to study natural science and technology. Further one company 
has thoughts about how to communicate CSR to potential employees but state that there are 
challenges to overcome, such as what to communicate to which markets while still 
maintaining a coherent communication across the world. Moreover the company wants to 
have done its homework before jumping on the PR train since it operates in a “precautious” 
industry. Both companies state that attracting human resource talents is very important to 
them and both take some kind of measures to increase and attract human resource talent, but 
not by communicating CSR. 
  
More specific conclusions drawn from the discussion above regarding the external 
communication of CSR in companies of this study are listed below: 
 

• Companies communicate CSR and the core values externally. 
• Companies use several types and channels for external communication. 
• Companies communicate CSR externally mainly via the Internet.  
• Companies are wary of claiming too much in external communication of CSR. 
• Companies do not target external communication of CSR towards potential 

employees.  
 

7.1.4 Final conclusions 
The purpose of this study was to develop a better understanding of companies’ use of 
corporate social responsibility to attract, motivate and retain human resource talents. In 
retrospect, it can be concluded that both the theoretical concept and the organizational 
approaches to this area are constantly evolving. It is interesting to note that in general the 
companies in this study act in accordance with how theory prescribes. The reason for the 
majority of the existing deviations seems to be the approach to CSR described by theory, 
which appears poorly applicable to the situation of the companies in this study. The 
companies stress that they do not consider CSR to be a separate activity, program or business 
function, nor does it correspond to donating money, sponsoring or charity. Instead they have 
incorporated the concept into the way of doing business, with the intention that it should 
permeate all business operations and every decision made. CSR initiatives are not seen as 
only the responsibility of one manager or one division but of all employees alike. 
 
The findings of this study show that companies are not only adopting CSR but are also 
incorporating it into their operations, way of conducting business and the organizational 
culture. Though there are many similarities between how the companies approach and 
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incorporate CSR the companies still strive to develop sustainable methods of implementation 
and compliance that suit their organization. Moreover, this approach to CSR incorporates 
CSR into the professional responsibilities of every employee, no matter where in the 
company they work. CSR becomes a part of the organizational culture, a way of thinking and 
not just a function or activity. The companies adopt this approach and strives to do good, not 
because of philanthropy but because it is considered good for business. There may be little 
conscious evaluation regarding the benefits offered to the employees and potential employees 
from this approach, though there is a belief in and awareness of the benefits for the company. 
The base is, what is good for the employees is generally good for the company.  
 
Further, the findings from this study show that the companies place a lot of importance on 
human resources and attracting human resource talents. The companies perform a lot of 
internal marketing with objectives such as achieving compliance and engagement by the 
employees, to give them information to respond to tough questions from the public and to 
give them a feeling that they are working for a company that does something good. This 
should, according to theory, increase employee satisfaction, retention and productivity. 
Companies are also aware that CSR is a hot topic in society and make serious efforts in CSR 
auditing and reporting, presenting it to internal stakeholders as well as make it available to 
external stakeholders, but do not take any measures to target the information towards 
potential employees. Thus there seem to be a lack of connection between the use of CSR and 
attracting human resource talents when it comes to communicating CSR externally. Though, 
research shows that a proactive CSR image and organizational identity of a company and 
matching values are tools available for attracting human resource talents. 
 

7.2 Implications for managers 
The impression that the author of this thesis has gotten is that the increased pressure for CSR 
in society is not likely to decrease any time soon, CSR is here to stay in one shape or another. 
Managers at companies that engage in CSR thus need to consider what it implies for the 
organization, for the individual and how it should be approached. When it comes to CSR and 
human resources, managers need to realize the potential of CSR in connection to motivating, 
retaining and attracting human resource talents. This is done by understanding how CSR 
initiatives can fulfill employee needs, by targeting CSR initiatives to fulfill these needs, by 
increasing employees’ proximity in the CSR process and encouraging active participation in 
co-creating CSR value, as well as by communicating CSR internally and externally to 
strengthen the corporate reputation and the employee identification with the company values.  
 
By being perceived as an attractive workplace, especially if the company reputation and 
image is valuable, rare and not easily imitated, companies can attract and maintain a high 
quality workforce. Targeting CSR initiatives on employees, regarding for example 
employment practices, can help satisfy employee needs both directly and indirectly and 
increase both employee motivation and retention. Managers can, by informing and involving 
the employees in the CSR work, also satisfy employee needs both directly and indirectly by 
opportunities for self-enhancement, improved work-personal life integration and increased 
bonding with the company and by creating a reputational shield for the employees. This can 
increase employee retention and motivation and create good ambassadors for the company, 
which in turn influences the company reputation and can increase employer attraction among 
potential employees.  
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By internal communication of CSR and the core values managers can incorporate these as a 
part of the organizational culture and compliance with the desired business behavior can be 
achieved, which corresponds to company benefits. However there are other objectives 
reached by communicating CSR internally such as that the identification process of 
employees is facilitated when the organization identity and employee self-identity matches. 
This leads to a stronger organizational bond and thereby retention of employees, employees 
can also feel more enthusiastic to work for a company committed to CSR and express high 
levels of dedication to company success.  
 
Moreover, by communicating CSR externally and incorporating the values as a part of the 
organization identity the company can build an image and reputation of high CSR and 
achieve person-organization value fit with potential employees. If the communication is 
perceived as sincere and accurate and the communicated CSR values match with those of the 
individual the result is congruence with self-identity and identification with the company, 
which in turn leads to increased employer attraction. This has been found to increase 
employer brand loyalty and favorably influence the evaluation of the company by both 
employees and potential employees. In an industry where the functional benefits, such as 
salary, are similar, companies may use symbolic benefits, like the prestige or the social 
approval that the employees think they will enjoy by working for the company, to create a 
competitive advantage. Potential applicants compare the employer brand image with their 
own needs, personalities and values and the better the fit, the more attractive the employer 
will seem. Also, the more positive aspects the employer image has, the higher is the self-
image that a membership symbolizes to the prospective employee. Further, potential 
employees that have been attracted by the brand associations will carry these with them into 
the company, supporting the company values and enhancing the commitment to the company. 
 

7.3 Implications for theory and future research 
The contribution that this study has made to existing research is to provide insight into how 
two knowledge-intensive multinational corporations use corporate social responsibility to 
attract, motivate and retain human resource talents. Based on previous research in the field of 
CSR three research questions were formulated, laying the base for the exploration of how 
companies approach this area. However, there is still much left to contribute with.  
 
During this study some issues for future research have emerged. The majority of the theories 
tested in this study were corresponding to the research findings, however two aspects were 
not. First the approach to CSR by the companies in this study differed from the description of 
CSR in the theories tested. In the theory by Bhattacharya, Sen and Korschun (2008) CSR is 
described as a program or a managerial responsibility that can be planned, designed and 
implemented. However, according to the companies studied, CSR is described as a way of 
doing business and the professional responsibility of every employee. Whether the reason for 
this difference lies in an outdated or poorly applicable approach of CSR by theory, or for 
example in the size of the company would be of interest to explore. Further, it is interesting to 
note that none of the companies in this study communicated CSR externally towards potential 
employees, though they had considered it but were facing challenges of what to communicate 
and how. During the literature review no such research has been found, consequently it would 
be of interest to study how and what companies should communicate CSR externally in order 
to attract potential employees. Since this study was conducted on knowledge-intensive 
multinational corporations with operations located in Sweden it could also be of interest to 
conduct this study on companies from another country and/or within another industry. 
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APPENDICES 

Appendix 1 
 
Interview guide in English 
 
 
Respondent 
 
What is your position in the company? 
 

How long have you worked for the company? 
 
How long have you been working in this position? 
 
CSR and human resources 
 
1. What are the CSR values defined by your company? 
 
2. How are these values decided? 

- Are the employees involved in this process? 
- Are employees’ and prospective employees’ values considered in this process? 
- (How) Is the fit between the company values and the employee values 
evaluated? 

 
3. Which areas does CSR comprise at your company? 

 
4. Who decides on the CSR strategy in your company? 

- What does the process look like? 
 
5. How are employees prioritized among the stakeholder groups by your company? 
 
6. Which CSR risks and opportunities does your company perceive related to employees as 
stakeholders? 
 
7. What CSR initiatives is your company making towards employees as stakeholders? 
 - Which employee needs are these initiatives intended to satisfy? 

- Does your company tailor CSR activities towards different employee 
segments? 
- How does your company evaluate employee need fulfillment from these CSR 
initiatives? 

 
8. Does your company apply any incentive programs with regards to CSR initiatives? 
 
9. How is CSR performance monitored and measured by your company? 
 - Examples, internally, externally, by standards and certificates. 
 
10. How does your company evaluate the potential employee benefits/impacts from its CSR? 

- How does your company evaluate whether employee benefits affect company 
benefits? 

 
11. How is your company encouraging employees to actively participate in CSR activities? 
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 - Is CSR incorporated in professional responsibilities? 
 - Is there any feedback given on employees’ CSR participation? 
 
12. How are the employees involved in planning, designing and implementing CSR at your 
company? 
 
 
CSR Communication 
 
13. How does your company communicate CSR internally, to its employees? 

- What is communicated? (motives, values, programs, operations, resources 
allocated, challenges, successes) 
- Which communication channels are used? 
- Are measures taken to reduce bias in communication? 

 
14. How does your company communicate CSR externally towards prospective employees? 

- What is communicated? (motives, values, programs, operations, resources 
allocated, challenges, successes) 
- Which communication channels are used? 
- Are measures taken to reduce bias in communication? 

 
15. Is there anything you believe is important that you would like to add? 
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Appendix 2 
 
Interview guide in Swedish 
 
 
Respondent 
 
Vilken är din position inom företaget? 
 

Hur länge har du varit anställd inom företaget? 
 
Hur länge har du arbetat på din nuvarande position? 
 
CSR och de anställda 
 
1. Vilka grundvärderingar vilar CSR på inom ditt företag? 
 
2. Hur bestäms dessa värderingar? 

- Är de anställda involverade i denna process? 
- Tas de anställdas eller potentiella anställdas värderingar i beaktning i denna 
process? 
- Hur/Utvärderas kompatibiliteten/överensstämmelsen mellan företagets 
värderingar och de anställdas värderingar? 
 

3. Vilka områden omfattar CSR begreppet vid ditt företag? 
 
4. Hur bestäms CSR strategin inom ditt företag? 

- Hur ser processen ut och vilka är inblandade? 
 
5. Hur prioriteras de anställda bland intressentgrupperna? 
 
6. Vilka risker och möjligheter förknippar företaget med de anställda som intressenter? 
 
7. Vilka CSR initiativ tar ditt företag gentemot de anställda? 

- Vilka behov hos de anställda är dessa ämnade att tillfredsställa?/Hur gynnar 
dessa de anställda? 
- Anpassar ditt företag CSR initiativ efter olika grupper bland de anställda? 
- Hur utvärderar ditt företag behovsuppfyllelsen av dessa CSR initiativ?  

 
8. Använder sig ditt företag av incitamentsprogram för de anställda i samband med CSR? 
 
9. Hur granskar/kontrollerar och utvärderar ditt företag CSR prestationer? 
 - Internt, externt, med standarder eller certifikat. 
 
10. Hur utvärderar ditt företag potentiella fördelar och effekter på de anställda som CSR har? 

- Hur utvärderar ditt företag eventuella företagsfördelar som detta kan ha? 
  

11. Hur uppmuntrar ditt företag de anställda att delta I CSR aktiviteter? 
 - Är CSR införlivat/integrerat i den anställdes ansvarsområden? 
 - Ges någon feedback/utvärdering på den anställdes CSR deltagande? 
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12. Hur involveras de anställda i planering, utformning och utförande av CSR vid ditt 
företag? 
 
CSR-kommunikation 
 
13. Hur kommunicerar ditt företag CSR internt till de anställda? 

- Vad kommuniceras? (orsaker, värderingar, program, aktiviteter, 
resursallokering, utmaningar, framgångar) 
- Vilka kommunikationskanaler används? 
- Tas några initiative för att öka trovärdigheten av kommunikationen? 

 
14. Hur kommunicerar ditt företag CSR externt till potentiella/attraktiva arbetssökande? 

- Vad kommuniceras? (orsaker, värderingar, program, aktiviteter, 
resursallokering, utmaningar, framgångar) 
- Vilka kommunikationskanaler används? 
- Tas några initiative för att öka trovärdigheten av kommunikationen? 

 
15. Är det någonting du skulle vilja tillägga? 
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