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ContextualContextual IntroductionIntroduction



•• Impact of cImpact of c orporate demonstrations of responsible behaviors on  orporate demonstrations of responsible behaviors on  
the formation of stakeholder attitudesthe formation of stakeholder attitudes (e.g. Ellen et al., 2006; (e.g. Ellen et al., 2006; SenSen et al., et al., 
2006; Turban and Greening, 1997) 2006; Turban and Greening, 1997) 

•• Acknowledgement of various stakeholder tactics to i nfluence Acknowledgement of various stakeholder tactics to i nfluence 
corporate social change (CSC) initiatives: campaign ing, boycott corporate social change (CSC) initiatives: campaign ing, boycott 
and and ‘‘buycottbuycott ’’ , lobbying, etc, lobbying, etc ……

�� Models aimed at  understanding Models aimed at  understanding ““ whywhy ”” and and ““ howhow ”” stakeholders stakeholders 
engage in influence attempts nonetheless still in r elatively shoengage in influence attempts nonetheless still in r elatively sho rt rt 
supplysupply (Rowley and (Rowley and MoldoveanuMoldoveanu, 2003), 2003)

�� Time to adopt a more stakeholderTime to adopt a more stakeholder --based, external focus on based, external focus on 
business and society relationshipsbusiness and society relationships (den (den HondHond and de and de BakkerBakker, 2007; Vogel, , 2007; Vogel, 
1995)1995)

ContextualContextual introduction: introduction: 
UnderUnder --exploredexplored stakeholderstakeholder sideside ofof business business andand societysociety relationshipsrelationships



1.1. ‘‘TraditionalTraditional ’’ : straight utilitarian: straight utilitarian -- and interestand interest --based perspectivebased perspective
(e.g. (e.g. FroomanFrooman, 1999; , 1999; FroomanFrooman and Murrell, 2005; Hendry, 2005; Tsai et al., 2005)and Murrell, 2005; Hendry, 2005; Tsai et al., 2005)

2.2. ‘‘EmergingEmerging ’’ : social movement and identity / institutional theo ries: social movement and identity / institutional theo ries
(e.g. (e.g. AguileiraAguileira et al., 2007; et al., 2007; RehbeinRehbein, , WaddockWaddock and Graves, 2004; Rowley and and Graves, 2004; Rowley and MoldoveanuMoldoveanu, , 
2003) 2003) 

ContextualContextual introduction: introduction: 
ResearchResearch on on stakeholderstakeholder influence: influence: ExistingExisting contributionscontributions



1.1. Many research efforts on stakeholder influence donMany research efforts on stakeholder influence don ’’ t specifically t specifically 
consider CSCconsider CSC --oriented influenceoriented influence

2.2. Specific research efforts still address Specific research efforts still address ““ howhow ”” and and ““ whywhy ””
dimensions of CSC oriented influence in a fairly fr agmented waydimensions of CSC oriented influence in a fairly fr agmented way

3.3. Prevalence of research efforts on the Prevalence of research efforts on the ““ howhow ”” question question �������� studies studies 
often often built on ambiguous motivational assumptions attribu ted to built on ambiguous motivational assumptions attribu ted to 
stakeholdersstakeholders

4.4. Specific (empirical) research efforts typically foc us on restricSpecific (empirical) research efforts typically foc us on restric ted ted 
stakeholder categoriesstakeholder categories

ContextualContextual introduction: introduction: 
ResearchResearch on on CSCCSC--orientedoriented stakeholderstakeholder influence: influence: threethree main limitationsmain limitations



ObjectivesObjectives



1.1. Reconsidering fundamental motivations (Reconsidering fundamental motivations ( ““ whywhy ”” ) underlying ) underlying 
stakeholder CSCstakeholder CSC --oriented influenceoriented influence

2.2. Integrating Integrating ““ whywhy ”” and and ““ howhow ”” dimensions of stakeholder CSCdimensions of stakeholder CSC --
oriented influence into a comprehensive, consolidat e approachoriented influence into a comprehensive, consolidat e approach

3.3. Enlarging the focus of previous studies by empirica lly Enlarging the focus of previous studies by empirica lly 
considering multiple categories of stakeholders considering multiple categories of stakeholders 

�� Theory refinement goal: sharpen and extend existing  theoryTheory refinement goal: sharpen and extend existing  theory

ObjectivesObjectives



ConceptualConceptual backgroundbackground



•• Companies have next to their economic and legal obl igations, Companies have next to their economic and legal obl igations, 
also certain ethical and discretionary responsibili ties to also certain ethical and discretionary responsibili ties to 
constituent groups other than stockholders and whic h extend constituent groups other than stockholders and whic h extend 
beyond these obligations and their own direct inter estsbeyond these obligations and their own direct inter ests (Carroll, 1979; (Carroll, 1979; 
2008; Jones, 1980; McWilliams and Siegel, 2001).2008; Jones, 1980; McWilliams and Siegel, 2001).

•• ‘‘ConservativeConservative ’’ criticisms: criticisms: ‘‘CSR has no senseCSR has no sense ’’
�� CSR is a fundamentally subversive doctrine:CSR is a fundamentally subversive doctrine: corporate responsibility corporate responsibility 

is primarily economicis primarily economic (Friedman, 1962; Sternberg, 1994; Henderson, 2001)(Friedman, 1962; Sternberg, 1994; Henderson, 2001)

�� Property rights Property rights 

�� Social welfare expected to result from private weal th creationSocial welfare expected to result from private weal th creation

•• ‘‘ProgressiveProgressive ’’ criticisms: criticisms: ‘‘CSR is not enoughCSR is not enough ’’
�� CSR falls prey of the vagaries of the marketCSR falls prey of the vagaries of the market ((DoaneDoane, 2004; , 2004; RoddickRoddick, 2007), 2007)

�� Inadequate to generate universally beneficial socia l structure aInadequate to generate universally beneficial socia l structure a nd nd 
ensure common goodensure common good ((MelMeléé, 2002), 2002)

�� Fairly ineffective to define the role companies sho uld play in tFairly ineffective to define the role companies sho uld play in t he he 
global playing fieldglobal playing field ((MattenMatten and Crane, 2005; Scherer et al., 2009; Velasquez, and Crane, 2005; Scherer et al., 2009; Velasquez, 
1992).1992).

ConceptualConceptual background: background: 
StakeholderStakeholder --basedbased CSR as a CSR as a contestedcontested notionnotion



�� Whether a company is perceived to be acting fairly and living upWhether a company is perceived to be acting fairly and living up to to 
its social responsibilities is in large part depend ent upon the its social responsibilities is in large part depend ent upon the nature nature 
of oneof one ’’s ideological orientations s ideological orientations (Watson, 1997)(Watson, 1997)

�� The CSR notion is valueThe CSR notion is value --laden and susceptible to particular laden and susceptible to particular 
ideological interpretations ideological interpretations ((AupperleAupperle et al., 1985) et al., 1985) 

ConceptualConceptual background: background: 
CSR as a valueCSR as a value -- andand ideologyideology --ladenladen notionnotion



•• Ideologies represent Ideologies represent ““ relatively coherent set of beliefs about how relatively coherent set of beliefs about how 
the social world operates, including ideas about wh at outcomes athe social world operates, including ideas about wh at outcomes a re re 
desirable and how they can best be achieveddesirable and how they can best be achieved ”” (Simons and Ingram, 1997: (Simons and Ingram, 1997: 
784)784)

•• At the organizational level, ideologies have been h ighlighted asAt the organizational level, ideologies have been h ighlighted as ……

…… affecting strategic choices and goalsaffecting strategic choices and goals (Gray and (Gray and ArissAriss, 1985; , 1985; StabuckStabuck, , 

1982)1982), forms, practices and power structures , forms, practices and power structures (Beyer, 1981; Meyer and (Beyer, 1981; Meyer and 
Starbuck, 1993; Simons and Ingram, 1997)Starbuck, 1993; Simons and Ingram, 1997)

…… reflecting the social experience in a particular co ntext at a reflecting the social experience in a particular co ntext at a 
particular time particular time (Dunbar et al., 1982)(Dunbar et al., 1982)

... conditioning influence processes between organi zations ... conditioning influence processes between organi zations (Simons (Simons 
and Ingram, 1997, 2004)and Ingram, 1997, 2004)

ConceptualConceptual background: background: 
CSR as a valueCSR as a value -- andand ideologyideology --ladenladen notionnotion



MethodologyMethodology



ResearchResearch methodmethod andand designdesign

•• Case study research method to address both Case study research method to address both ““ howhow ”” and and ““ whywhy ””
questions in a holistic perspective questions in a holistic perspective (Lincoln and (Lincoln and GubaGuba, 1985; Yin, 2003) , 1985; Yin, 2003) 

•• Focus on social actorsFocus on social actors ’’ interpretations of this contemporary interpretations of this contemporary 
phenomenon in their natural environment (i.e. socia l actions andphenomenon in their natural environment (i.e. socia l actions and
structures; structures; BonomaBonoma, 1985, Yin, 2003), 1985, Yin, 2003)

•• Multiple case (2) design with a replication logic Multiple case (2) design with a replication logic 

•• Study of companyStudy of company --stakeholder interactions stakeholder interactions (cf. Van (cf. Van derder MeerMeer--KooistraKooistra and and 
VosselmanVosselman, 2006), 2006) at two large Europeanat two large European --based companies (i.e. based companies (i.e. 
““ HomeHome ”” and and ““ NetdialNetdial ”” ))



Data sources Data sources andand analysisanalysis

•• Extensive desk researchExtensive desk research
•• Informal interviews with managers at Home and Informal interviews with managers at Home and NetdialNetdial
•• Formal semiFormal semi --structured stakeholder interviews with openstructured stakeholder interviews with open --ended ended 

design design ((BleeBlee and Taylor, 2002)and Taylor, 2002)

�� 21 interviews with Home stakeholders / 27 interview s with 21 interviews with Home stakeholders / 27 interview s with NetdialNetdial
stakeholdersstakeholders

�� Inclusion of organizational, community and regulato ry stakeholdeInclusion of organizational, community and regulato ry stakeholde rs rs 
(see (see HenriquesHenriques and and SadorskySadorsky, 1999), 1999)

•• Analysis informed by grounded theory Analysis informed by grounded theory (Strauss, 1987), (Strauss, 1987), though with though with 
support of some prior theory and nonsupport of some prior theory and non --technical literature technical literature (Strauss and (Strauss and 
Corbin, 1998)Corbin, 1998)

•• ThreeThree --level coding process on transcripts (642 pages) to bring level coding process on transcripts (642 pages) to bring 
concepts together under superior levels of abstract ion concepts together under superior levels of abstract ion ((SpiggleSpiggle, 1994; , 1994; 
Strauss and Corbin, 1988)Strauss and Corbin, 1988)

•• Back and forth movement from data, through theory, to emerging Back and forth movement from data, through theory, to emerging 
conceptual notions and vocabularyconceptual notions and vocabulary



FindingsFindings



1.1. Coexistence Coexistence ofof conflictingconflicting ideologicalideological orientations orientations withinwithin
companiescompanies ’’ stakeholderstakeholder networks networks withwith respect to respect to thethe rolerole andand
dutiesduties ofof companiescompanies in in thethe social social worldworld
�� AcrossAcross stakeholderstakeholder categoriescategories but but alsoalso withinwithin a priori more a priori more 

homogeneoushomogeneous stakeholderstakeholder categoriescategories (i.e. (i.e. organizationalorganizational / / 
communitycommunity //regulatoryregulatory ))

2.2. For both For both NetdialNetdial and Home cases, differences in stakeholder and Home cases, differences in stakeholder 
perceptions of the companiesperceptions of the companies ’’ ideological orientations  with respect ideological orientations  with respect 
to their role and duties in the social worldto their role and duties in the social world
�� AcrossAcross stakeholderstakeholder categoriescategories but but alsoalso withinwithin a priori more a priori more 

homgeneoushomgeneous stakeholderstakeholder categoriescategories

StakeholderStakeholder ideologicalideological orientations orientations andand perceivedperceived
corporatecorporate ideologicalideological orientationsorientations



IdeologicalIdeological discrepanciesdiscrepancies andand stakeholderstakeholder
rationalesrationales for for CSCCSC--orientedoriented influenceinfluence



•• LevelLevel ofof perceivedperceived andand actualactual stakeholderstakeholder powerpower overover thethe
organizationorganization considerablyconsiderably affects affects CSCCSC--relatedrelated influence ambitioninfluence ambition

�� ““ The probability that one actor within a social rela tionship woulThe probability that one actor within a social rela tionship woul d be d be 
in a position to carry out his own will despite res istance" in a position to carry out his own will despite res istance" (Weber, 1947: 
152)

•• Power conditions organizational ability to influenc e sets of belPower conditions organizational ability to influenc e sets of bel iefs, iefs, 
attitude and behaviors of a target attitude and behaviors of a target (Pfeffer, 1981; Mintzberg, 1983)

�� At Home and At Home and NetdialNetdial , , ‘‘highhigh ’’ power stakeholders realize that their power stakeholders realize that their 
expectations are more likely to be consideredexpectations are more likely to be considered

�� Stakeholder CSCStakeholder CSC --related influence ambitions are powerrelated influence ambitions are power --dependentdependent

StakeholderStakeholder ideologicalideological orientations orientations andand perceivedperceived
corporatecorporate ideologicalideological orientationsorientations



StakeholderStakeholder CSCCSC--relatedrelated ambitions patternsambitions patterns



•• Type Type ofof CSCCSC--orientedoriented influence influence strategiesstrategies are are conditionedconditioned by by thethe
powerpower base(s) base(s) (cf. (cf. EtzioniEtzioni , 1964) , 1964) ofof stakeholderstakeholder organizationsorganizations

•• CoerciveCoercive powerpower basis basis �������� physicalphysical resourcesresources ofof force, violence force, violence 
or or restraintrestraint

�� «« do do itit or youor you’’ll ll bebe sorrysorry »»

•• UtilitarianUtilitarian powerpower basis basis �������� materialmaterial , , financialfinancial & & humanhuman resourcesresources
�� «« do do itit andand youyou’’ll gain / wonll gain / won’’t t loselose somethingsomething »»

•• ‘‘PurePure ’’ normative bases normative bases �������� symbolicsymbolic resourcesresources (values, (values, esteemesteem , , 
ritualisticritualistic symbolssymbols ))

�� «« do do itit because because itit isis rightright to do to do itit »»

•• SocioSocio --normativenormative powerpower basis basis �������� symbolicsymbolic resourcesresources (social (social 
acceptanceacceptance andand responseresponse ))

�� «« do do itit because because othersothers wantwant youyou to do to do itit »»

StakeholderStakeholder powerpower base(s) base(s) andand influence influence strategiesstrategies



StakeholderStakeholder CSCCSC--orientedoriented stakeholderstakeholder strategiesstrategies

Stakeholders CSCStakeholders CSC --related ambition patternsrelated ambition patterns

Ideological rationale for CSCIdeological rationale for CSC --oriented oriented 
influence: [Very] limitedinfluence: [Very] limited

Ideological rationale for CSCIdeological rationale for CSC --oriented oriented 
influence: Consequentialinfluence: Consequential

Ideological Ideological 
incrementincrement ¹¹

Ideological Ideological 
conciliationconciliation ²²

Ideological Ideological 
conversionconversion ¹¹

Ideological Ideological 
confrontationconfrontation ²²

Stakeholder Stakeholder 
power basispower basis

Coercive Coercive RequisitionRequisition AdmonitionAdmonition EnforcementEnforcement MischiefMischief

UtilitarianUtilitarian InducementInducement DeterrenceDeterrence

‘‘PurePure ’’ normativenormative PersuasionPersuasion IndicationIndication ProselytismProselytism ObjectionObjection

SocioSocio --normativenormative RewardReward PunishmentPunishment

¹ Stakeholder power = High

² Stakeholder power = Low

Soft Soft andand accomodativeaccomodative
strategiesstrategies

CompetitiveCompetitive andand
adversaryadversary strategiesstrategies



DiscussionDiscussion



Key considerationsKey considerations

•• Stakeholder ideological orientations, CSCStakeholder ideological orientations, CSC --oriented influence oriented influence 
ambitions and power ambitions and power base(sbase(s ) can evolve) can evolve

�� Subsequent preferred influence strategies are not i mmutableSubsequent preferred influence strategies are not i mmutable

•• Power Power base(sbase(s ) are not exclusive of each other) are not exclusive of each other
�� Stakeholders typically combine CSCStakeholders typically combine CSC --oriented influence strategiesoriented influence strategies



ContributionsContributions

1.1. ““ WhyWhy ”” and and ““ howhow ”” central questions integrated through a central questions integrated through a 
consolidated approach of CSCconsolidated approach of CSC --oriented influence oriented influence 

2.2. EmpiricallyEmpirically --based model applicable to the analysis of every based model applicable to the analysis of every 
stakeholder CSCstakeholder CSC --oriented influence initiativesoriented influence initiatives

3.3. Goes beyond traditional utilitarianGoes beyond traditional utilitarian -- and interestand interest --based based 
conceptualizations and restates business and societ y conceptualizations and restates business and societ y 
relationships as to be apprehended in a valuerelationships as to be apprehended in a value --laden and laden and 
ideological perspectiveideological perspective



Questions?Questions?

““You have your ideology and I have mine.You have your ideology and I have mine.””

KahlilKahlil GibranGibran, 1923, 1923

““The realization of most societal goals, even in situations in whThe realization of most societal goals, even in situations in which the actorich the actor’’s s 
commitment and knowledge are considerable, requires the applicatcommitment and knowledge are considerable, requires the application of power.ion of power.””

AmitaiAmitai EtzioniEtzioni, 1968, 1968
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