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Abstract 

The concept of corporate social responsibility (CSR) is often defined as the 
integration of social and environmental concerns in a company’s operations and 
in its interactions with stakeholders on a voluntary basis. It is commonly 
accepted that extractive industries are at the cutting edge when it comes to 
practising CSR and that CSR is especially important in the mining sector. 

CSR needs to be implemented at every level of an organization if it is to have 
any meaningful impact. In this respect, scholars call for research on the practical 
rather than the policy level of CSR and for research viewed from an internal 
rather than an external standpoint. Established management systems are claimed 
to be useful for CSR practice and frameworks are based on various standards. 
The benefits of integrating all the aspects of CSR into one sustainability 
management system (SMS) are often highlighted. However, critical researchers 
believe that SMS would benefit from an externally focused stakeholder-driven 
and value-based approach, and that instead of ‘doing things right’ the focus 
should be on ‘doing the right things’, in that companies are often confronted 
with a range of stakeholders. In line with the call for practical research, this 
thesis focuses on stakeholder management within the context of management 
system thinking. 

The purpose of this thesis is to explore how the extractive industry in general 
and companies in the metal and mining industry in particular practise CSR and 
how this management can be developed. The case study method was chosen as 
the research strategy and two single case studies in the mining industry were 
designed. The research began with a literature review and the collection of case 
study data consisting of documentation, interviews and interactive workshops. 

The most comprehensive and applied CSR practice is found in the oil industry. 
The forestry sector mainly seems to practise CSR through environmental issues, 
while mining companies focus primarily on community involvement and 
development and environmental issues.  

Both the case companies have comprehensive policy frameworks in place for 
CSR and well implemented work systems for labour practices and the 
environment. This indicates that certified management systems are effective 
tools for CSR.  However, other important CSR issues, such as fair operating 
practices and community involvement and development, fall outside the scope 
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of the adopted management system. Therefore, management systems need to be 
supplemented in order to integrate sustainable development more fully.  

Both case studies show that ISO 26000 is useful for evaluating and improving a 
company’s CSR practice. Case study II demonstrates that stakeholder theory is 
easily practised and contributes to the development of CSR practice, at least in 
the planning phase of the PDCA methodology, i.e. the identification of 
stakeholders and stakes, the estimation of ‘who and what really counts’ and the 
development of effective strategies to best manage stakeholders. The path from 
theory to practice also generates interesting discussions when a company looks 
at stakeholders from different perspectives. 
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Swedish Abstract 

Företagens sociala ansvar eller corporate social responsibility (CSR) som man 
säger på engelska kan ses som ett koncept där företag integrerar social och 
miljömässig hänsyn i sin verksamhet och i sin samverkan med intressenter på 
frivillig basis. Det är allmänt accepterat att utvinningsindustrin har kommit 
längst i att praktisera CSR och att CSR är särskilt viktigt för gruvsektorn. 

CSR måste implementeras i hela organisationen för att ha en meningsfull 
inverkan och forskare vill se mer studier om hur CSR praktiseras med ett inifrån 
perspektiv. Etablerade ledningssystem baserat på olika standarder påstås vara 
användbara för praktiskt CSR-arbete. Fördelarna med att integrera alla aspekter 
av CSR i ett gemensamt ledningssystem framhålls ofta. Men kritiska forskare 
tror att ett sådant ledningssystem skulle gynnas av ett externt, intressentdrivet 
fokus och en värdebaserad strategi för att i stället för att ’göra saker rätt’ 
fokusera på att ’göra rätt saker’, eftersom företagen står inför en rad olika 
intressenter, alla med olika intressen. Denna avhandling fokuserar därför på 
intressenthantering inom ett ledningssystemstänk. 

Avhandlingens syfte är att utforska hur utvinningsindustrin i allmänhet och 
företag i metall- och gruvindustrin i synnerhet arbetar praktiskt med CSR och 
hur detta arbete kan utvecklas. Fallstudiemetodik valdes som forskningsstrategi. 
Forskningen inleddes med en omfattande litteraturstudie följt av separata 
fallstudier där data samlades in genom dokumentation, intervjuer och interaktiva 
workshops.  

Det mest omfattande och tillämpade CSR-arbetet finns inom oljeindustrin. 
Skogsindustrin verkar praktisera CSR främst genom miljöfrågor och 
gruvindustrin fokuserar på samhällsengagemang och utveckling samt 
miljöfrågor. Båda fallföretagen har ett omfattande ramverk av CSR policys och 
väl implementerade arbetsätt för arbetsförhållanden och miljöfrågor. Men 
viktiga CSR-områden, såsom goda verksamhetsmetoder samhällsengagemang 
och utveckling, faller utanför ramen för de införda ledningssystemen. 
Ledningssystem behöver därför kompletteras för att integrera hållbar utveckling 
i större utsträckning. 

Båda fallstudierna visar att den internationella standarden ISO 26000 kan 
användas för att utvärdera och förbättra ett företags CSR-prestanda. Fallstudie II 
visar att intressentteori lätt kan praktiseras och bidrar till att utveckla det 
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praktiska CSR-arbetet. Detta är i alla fall relevant när fokus ligger på 
planeringsfasen i PDCA metodiken dvs. identifiering av intressenter och 
intressen, värderingen av ’vem och vad som verkligen räknas’ och utvecklingen 
av effektiva strategier för att bäst kunna hantera intressenter. Vägen från teori 
till praktik genererade också intressanta diskussioner när ett företag tittar på sina 
intressenter från olika perspektiv. 
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1. Introduction 

This chapter presents the background to and problematization of the research area. The 
research purpose and aims are also specified, followed by information about the structure of 
the thesis. 

 

1.1 Background and problematization 

Sustainable development is now a widely accepted concept. Its goals include the 
elimination of poverty, health for all, social justice and meeting the needs of 
society while living within the planet’s ecological limits and without 
undermining the needs for future generations. When transferring sustainable 
development to the business level, corporate sustainability can be defined as 
meeting the needs of a company’s direct and indirect stakeholders without 
compromising its ability to meet the needs of future stakeholders (Dyllick and 
Hockerts, 2002). Corporate sustainability and corporate social responsibility 
(CSR) are voluntary activities that demonstrate the inclusion of social and 
environmental concerns in business operations and in interactions with 
stakeholders (van Marrewijk, 2003). These concepts have different pasts: 
corporate sustainability was often identified with the environmental 
responsibility dimension of business and CSR with the social responsibility 
dimension. However, current research shows that these two concepts are now 
converging due to their shared environmental and social concerns (Montiel, 
2008). 

CSR is often defined as the integration of social and environmental concerns in 
a company’s business operations and its interactions with stakeholders on a 
voluntary basis (Dahlsrud, 2008). CSR has a long and wide-ranging history. The 
Industrial Revolution, and the concern of emerging businesses to care for their 
employees and help them to become more productive, can be seen as the starting 
point. The 1950s known as the ‘philanthropic’ era in which companies donated 
to charities. The period 1953-67 was classified as the ‘awareness’ era, because it 
was in this period that businesses became much more aware of their overall 
responsibilities and involvement in community affairs. The period 1968-73 was 
termed the ‘issue’ era, because here companies began to focus on specific 
environmental issues, such as urban decay, racial discrimination and pollution 
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problems. Finally, in the ‘responsiveness’ era, companies began to address CSR 
issues in a much more serious way (Carroll, 2008).  

The numerous high-profile corporate scandals and criticism of multinational 
companies around the world illustrate the necessity for CSR (Asif et al., 2013, 
Grafström et al., 2008). In the mid-1990s, criticism was directed against western 
corporations and their production in developing countries. The sportswear 
company Nike was strongly criticized for the sweatshop conditions at its 
overseas suppliers (Zadek, 2004). Another well-known case is the conflict 
between Shell and Greenpeace, when Shell decided to dump the Brent Spar oil 
storage platform in the North-East Atlantic (Grolin, 1998). A more recent 
example is the increased interest in ethical standards and CSR following the 
British Petroleum Deepwater Horizon oil catastrophe in the Gulf of Mexico in 
2010 (Balmer et al., 2011). New demands from the civil society urge companies 
to address and shoulder more responsibilities (Grolin, 1998), which has led to 
CSR becoming a high profile issue in industries in different parts of the world 
(Hamann, 2003). 

Although CSR is on the global agenda, the importance that is attached to it 
differs from country to country (Idowu and Leal Filho, 2009). For example, an 
international organization might be faced with different aspects of CSR in its 
countries of operation. What is included in the concept of CSR in one country 
may have little or no significance in another. Matten and Moon (2008) 
compared the United States with Europe and identified differences such as the 
power of the state, governments’ engagement in economic and social activities, 
financial sources, education and labour systems. Different countries also have 
different kinds of environmental legislation (Hilson and Murck, 2000). 
Comprehensive environmental legislation has been in place for decades in large 
parts of North America, Europe and Australia, but in a number of South 
American, African and Asian countries environmental legislation is still in its 
infancy. Issues such as poverty, inability to service and repay international debt, 
illiteracy, HIV/AIDS, the absence of clean drinking water and electricity, fraud, 
bribery and corruption are typical of the underdeveloped world. Issues like 
global warming, terrorism, money laundering, philanthropy and the reduction of 
CO2 emissions reduction affect all nations, but are often only publicized by the 
more industrialized countries (Idowu and Leal Filho, 2009). Knowing what kind 
of issues have been addressed in previous research helps us to identify the 
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present gaps in our knowledge, new and interesting research areas and which 
areas have already been covered. 

Despite the fact that CSR has become a high profile issue embraces a wide range 
of issues, incidents of unethical corporate behaviour continue to emerge (Asif et 
al., 2013). To help address this problem there is a need for further research on 
the integration of CSR in core business processes (Asif et al., 2013) from an 
internal rather than an external standpoint (Kemp, 2010). The risk of these kinds 
of incidents fosters the adoption of different kinds of CSR policies (Jones et al., 
2007), for instance to prevent damage to a firm’s reputation. However, there is 
often a considerable gap between the stated intentions and actual 
implementation (Dobers, 2009). Even though the range of issues addressed by 
CSR policies or company codes of conduct has expanded, procedures relating to 
implementation are often under-developed (Utting, 2007). There is also very 
little evaluation of whether the policy statements that exist are applied in a 
meaningful way (Jenkins and Yakovleva, 2006). Hence, there is a need for 
research that determines how CSR is used and practised. In this thesis, practice 
is defined as the “ongoing, regular, daily activities of the organization” (ISO, 
2010). 

Research on the practical application of CSR, where companies integrate social 
and environmental concerns into their business operations, should ideally focus 
on the industries that have made the most progress. The extractive industries are 
at the cutting edge when it comes to practising CSR (Jenkins and Yakovleva, 
2006, Kapelus, 2002, Reichert et al., 2000). Industries that utilize natural 
resources as part of their production are more likely to have a formal written 
code of ethics, environmental policies, a sense of social responsibility and 
associated practices (Reichert et al., 2000) and provide social and environmental 
disclosure (Jenkins and Yakovleva, 2006). The extractive industry is at the 
forefront in this respect due to significantly increased stakeholder pressure over 
the last twenty years from non-governmental organizations (NGOs), social 
movements and indigenous peoples, mostly as a result of the major impact that 
these industries have had on the environment and society (Kapelus, 2002).  

CSR is especially important in the mining sector. Population growth, the speed 
of urbanization in Asia and the more sophisticated requirements of the 
developed world have led to an increased demand for minerals and metals 
(ICMM, 2013). Although these activities may be good for the local economy, 
mining can have a very negative impact on the local environment. When it 



Introduction 

4 

comes to the safety of workers (Jenkins, 2004), the accident and ill-health record 
of the mining industry makes it one of the most hazardous sectors, particularly 
with regard to the dust and noise associated with rock blasting, artificial air and 
light supplies, harmful gases, ergonomic hazards and so on (Hermanus, 2007). 
In addition, local communities often experience social problems as a result of 
the mining activities. One example of this is the exploitation of indigenous 
people (Peck and Sinding, 2003). To date, prospecting for minerals and mineral 
extraction has been much less in Africa and the Arctic, including the Nordic 
countries, than in other regions (ICMM, 2013). Sweden is currently one of the 
EU’s leading producers of ores and metals and investment in exploration 
reached a record level in Sweden in 2011 (SGU, 2013). In order to be 
competitive, the Swedish Government has developed a new minerals strategy 
(SMEEC, 2013). In the light of this development, studying the mining industry 
from a Swedish perspective is important. 

Major international organizations, such as the United Nations (UN), the 
International Labour Organization (ILO), the World Bank and the Organization 
for Economic Co-operation and Development (OECD) promote and monitor 
CSR initiatives (Benn and Bolton, 2011). Here, reporting guidelines and 
standards have often been adopted (Hamann, 2003, Jenkins and Yakovleva, 
2006, Perez and Sanchez, 2009, Vintró and Comajuncosa, 2010). Swedish 
industry, including the mining sector, is often considered to be proactive in its 
adoption of CSR-related initiatives, especially in the areas of environmental and 
occupational health and safety (Ammenberg, 2012, OECD, 2014). This often 
manifests itself as a widespread corporate adoption of international standards by 
Swedish companies (Zobel and Burman, 2004).  

Scholars suggest that CSR needs to be implemented at every level of an 
organization if it is to have any meaningful impact (Asif et al., 2013, Azapagic, 
2003, Castka et al., 2004, Shahin and Zairi, 2007). Established management 
systems are often claimed to be useful for CSR practice and the frameworks 
derive from various standards (Castka et al., 2004, Esquer-Peralta et al., 2008, 
Rocha et al., 2007). Management systems determine the extent to which the 
management of an organization is comprehensive, systematic, planned and 
documented. Such systems include a company’s organizational structure and its 
capacity to develop, implement and maintain a CSR policy for aspects related to 
the environment, occupational health and safety (OHS) and energy. The PDCA 
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methodology (Deming, 1986), which includes the four steps “Plan, Do, Check, 
Act”, is often applied in order to ensure continuous improvement.  

The benefits of integrating the various aspects of CSR into a sustainability 
management system (SMS) are often highlighted (Asif et al., 2013, Rocha et al., 
2007). A single system is easier to manage and control and enables 
organizations to improve their effectiveness, communication and resource 
management (Castka et al., 2004). SMS is thus a tool that can help companies to 
improve their sustainability performance (Esquer-Peralta et al., 2008). The 
purpose of the new international standard ISO 26000 is to help organizations 
implement social responsibility, although its possible benefits for the mining 
industry are as yet under-researched. Critical researchers state that companies 
should be cautious about a sole reliance on management systems. Instead, they 
advocate that companies should develop ambidextrous approaches to 
sustainability management that foster incremental and radical improvements in 
performance and encourage broader stakeholder collaboration (Könnölä and 
Unruh, 2007). This view is supported by Kemp et al., (2006) who believe that 
SMS would benefit from a more externally focused stakeholder-driven and 
value-based approach (Kemp et al., 2006). In their view, the focus should be on 
‘doing the right things’, rather than ‘doing things right’. As companies are 
confronted with a range of stakeholders, each of them having specific values and 
interests, ‘doing the right things’ implies value-based decision-making and 
active communication with the company’s stakeholders (Zwetsloot, 2003).  

Stakeholder theory can be regarded as a CSR theory, because it provides a 
normative framework for responsible business towards society (Melé, 2008). 
Stakeholder theory can be purposefully applied in CSR practice (Hörisch et al., 
2014). A fruitful field for future research would be to continue to explore how 
traditional theories, like stakeholder theory, can be used to advance CSR 
practice (Starik et al., 2000). Stakeholder management involves creating 
relationships and interactions with stakeholders in order to create value 
(Freeman et al., 2007). Efforts to integrate stakeholder management into SMS 
have been made. For example, Singh et al. (2007) talk about stakeholder 
mapping and stakeholder consultation, Asif et al.  (2011) advocate an 
identification of key stakeholders, Rocha et al. (2007) see stakeholders as the 
“battery” that powers the rest of the SMS, while Asif et al. (2013) recommend 
‘top-down’ and ‘bottom-up’ approaches to CSR that identify stakeholders’ 
needs.  However, these frameworks are almost always conceptual and seldom 
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describe how stakeholder management can be performed. More empirical 
research is needed in order to establish how these frameworks unfold in practice 
(Asif et al., 2013) and, more specifically, how a stakeholder assessment process 
could be translated into CSR objectives and  policies (Castka et al., 2004). 

The potential for CSR is considerable, although hitherto there has been a very 
limited focus on CSR practice and how it can benefit a company’s core business 
operations. Also, very little research has been conducted on the interface 
between more visionary statements and the actual reporting of CSR 
performance. If CSR practice is to be studied internally, an industry that 
practices CSR, such as the extractive industry, needs to be the research object. 
Many CSR initiatives, guidelines, standards and conceptual frameworks are 
available, but the question is whether and how these initiatives are practised and 
whether there is room for improvement in the sense of creating more sustainable 
business. 

1.2 The research purpose 

The purpose of this thesis is to explore how the extractive industry in general 
and companies in the metals and mining industry in particular practise CSR and 
how this management practice can be developed for corporate sustainability. 

Six specific aims have been formulated. These are illustrated in Table 1 and 
described in the appended papers.  

Table 1.  The research aims and how they are addressed in the appended papers. 

Research aims A B C D E 

1. To review previous research on the management side of CSR X     

2. To explore how CSR is practised  in the mining industry X X X   

3. To study whether ISO 26000 can be used to advance CSR practice  X X   

4. To explore whether established management systems are useful when putting 
stakeholder management into practice 

  X X X 

5. To study how a company reacts to and appropriates established stakeholder theory    X X 

6. To conceptualize how stakeholder management can be introduced into the daily 
activities 

   X X 
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The first two aims are descriptive in nature in that they map out the field of 
research and focus on how the extractive industry in general and the mining 
industry in particular practise CSR. The fifth aim is also descriptive and 
describes how a company reacts to and appropriates stakeholder theory. The 
other three aims are more normative in nature, in that different tools, concepts 
and theories are tested in order to advance the management of CSR. 

1.3 Thesis structure 

The thesis consists of two main parts. The first part integrates the findings of the 
various studies undertaken, as illustrated in Figure 1. In the second part the five 
appended papers are presented. 

 
  

 

Figure 1.  The structure of the thesis. 
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2. Conceptual frame of reference 

This chapter outlines the conceptual frame of reference. It begins by introducing the CSR 
concept and the stakeholder management theories used in the thesis. This is followed by a 
description of standardized management systems. The chapter ends with a literature overview 
of stakeholder management in a management system context. 

 

2.1 The development of CSR practice  

The conceptual frame of reference is composed of different parts, each of which 
contributes to the development of CSR practice. The first part describes the 
existing theories on CSR and explains the position of the thesis. The next part 
describes stakeholder theory that can be purposefully applied in CSR practice 
and, more specifically, within the management system approach and how it  
contributes to the planning phase of the PDCA methodology, i.e. the 
identification of stakeholders and stakes, the estimation of ‘who and what really 
counts’ and the development of effective strategies to best manage stakeholders. 
The stakeholder theory in focus in this thesis is mainly based on three well-
cited1 seminal publications: Freeman (1984), Freeman et al. (2007) and Mitchell 
et al. (1997). These publications do not only offer a theory, but also ideas about 
how theory can be put into practice.  

The book ‘Strategic Management: A Stakeholder Approach’ (Freeman, 1984) is 
described by many as ‘a classic book’ (Laplume et al., 2008, Minoja, 2012) and 
the formal academic beginning of stakeholder theory (Donaldson and Preston, 
1995). Even today it continues to attract management researchers (Laplume et 
al., 2008). The book ‘Managing for Stakeholders: Survival, Reputation, and 
Success’ (Freeman et al., 2007) is an updated version of Freeman’s classic story 
(Stieb, 2009). Both books are written for practitioners and are therefore relevant 
to this thesis. By its very nature, a book is able to describe and give a more 
detailed account of the subject than an academic paper, which is often limited to 
a specific number of words. Mitchell et al.’s (1997) framework has become 
popular (Parent and Deephouse, 2007), in that it makes a significant contribution 
to the relationship between stakeholders and the organization (Missonier and 
                                           
1 The book ‘Strategic Management: A Stakeholder Approach’ was cited 16,063 times in Google Scholar in 
October 2014, the book ‘Managing for Stakeholders: Survival, Reputation and Success’ was cited 437 times in 
Google Scholar in October 2014 and Mitchell et al’s (1997) framework was cited 6,345 times in Google Scholar 
in October 2014. 
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Loufrani-Fedida, 2014) and addresses who the stakeholders are and to whom the 
company should pay attention (Frooman, 1999). Dunfee (2008) maintains that 
this framework is the best attempt so far to distinguish between stakeholders and 
also that the authors’ discussion and analysis sections give helpful guidance. 
Despite this, very little research has been conducted using the Mitchell et al. 
(1997) framework as a tool for empirical analysis (Parent and Deephouse, 
2007). 

2.2 Corporate social responsibility 

There are a number of theories about CSR and one of the difficulties is 
identifying which of them is the most important. Garriga and Melé (2004) have 
identified four groups of CSR theories: instrumental, political, integrative and 
ethical theories. These are summarized in Table 2. The first theory focuses on 
economics. Here, the corporation is seen as an instrument for the creation of 
wealth. The second group focuses on the social power of the corporation and its 
responsibility in the political arena. The third group focuses on social 
integration. This includes theories relating to how businesses should integrate 
social demands. The fourth group focuses on ethics, which involves considering 
how the relationship between business and society should be embedded with 
ethical values. Garriga and Melé (2004) have classified these CSR theories 
according to their main focus and suggest that “the concept of business and 
society relationship must include these four aspects or dimensions and some 
connection among them must exist”. 

Table 2. The four groups of CSR theories and their approaches (Garriga and Melé, 2004). 

Types of theory Approaches 

Instrumental theories Maximization of shareholder value 
 Strategies for competitive advantages 
 Cause-related marketing 

Political theories Corporate constitutionalism 
 Integrative social contract theory 
 Corporate citizenship 

Integrative theories Issues management 
 Public responsibility 
 Stakeholder management 
 Corporate Social Performance 

Ethical theories Stakeholder normative theory 
 Universal rights 
 Sustainable development 
 The common good 
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Integrative theories for social integration are of special interest in this study, 
given that the research focus is on core business practices. Issues management 
attempts to minimize the “surprises” that accompany social or political change 
by serving as an early warning system for potential environmental threats and 
opportunities (Melé, 2008). The importance of public responsibility is also 
stressed, as opposed to personal-morality views or narrow interest groups 
defining the responsibilities and limiting the scope of corporate responsibility. 
However, as the research purpose is to explore CSR practice in the extractive 
industry context, neither of these approaches seems relevant. Therefore, the CSR 
theories that constitute the theoretical frame of reference in the thesis are 
corporate social performance and stakeholder management, as illustrated in 
Figure 2. 

2.2.1 Corporate social performance 

Corporate social performance (CSP) means that in addition to wealth creation 
and economic and legal responsibilities, businesses are responsible for the social 
problems that they create. Shouldering this responsibility involves taking 
ethical, discretionary or philanthropic action that favours society (Melé, 2008). 

Carroll (1979), who was the first to introduce the concept of CSP, made a 
synthesis of the basic principle of social responsibility, the concrete issues for 
which social responsibility exists and the specific philosophy of response to 
social issues. Carroll suggested that the obligations that business has to society 

 

Figure 2. The conceptual CSR frame of reference. 
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must embody economic, legal, ethical and philanthropic categories. He included 
these aspects in a “pyramid of corporate social responsibility” (Carroll, 1991), 
see Figure 3. 

Carroll’s CSR pyramid consists of economic, legal, ethical and philanthropic 
responsibilities. Economic responsibility is about the importance of maximizing 
earnings, being as profitable as possible and maintaining a strong competitive 
position. Legal responsibility involves complying with country’s laws and 
regulations. Ethical responsibility means that social needs and ethical norms are 
respected and that ethical behaviour goes beyond mere compliance with laws 
and regulations. The final category is philanthropic responsibility, where the 
support of art, voluntary and charitable activities and educational institutions 
and the enhancement of a community’s “quality of life” are in focus. 

Carroll (2004) has since applied his “pyramid” to a global context, where 
economic responsibility means doing what global capitalism requires, legal 
responsibility means doing what global stakeholders require, ethical 
responsibility means doing what stakeholders expect and philanthropic 
responsibility means doing what global stakeholders desire. 

More recently, the social expectations considered in this model have become 
more specific in terms of actors, processes and content. The number of actors 

 

Figure 3. The pyramid of corporate social responsibility (Carroll, 1991). 
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has also multiplied. Nowadays, stakeholders, non-governmental organizations 
(NGOs), activists, the media, communities, governments and other institutional 
forces all call for corporate responsible practices (Melé, 2008). One theory that 
tries to integrate these social expectations is stakeholder management. 

2.3 Stakeholder management 

Before the Industrial Revolution organizations were relatively simple. Then, 
“doing business” consisted of buying raw materials from suppliers, converting it 
into products and selling these products to customers. Many businesses were 
family owned and run. Freeman (1984) calls this the “production view”, where 
stakeholder management was about satisfying suppliers and customers in order 
to make the business successful.  

With the Industrial Revolution firms became larger, new production processes 
and technologies were introduced and new sources of power became readily 
available. Demographic factors and other social and political forces required 
larger amounts of capital and “workers” or “non-family members” began to 
dominate firms. Freeman (1984) calls this the “managerial view” of the firm, 
where owners and employees have stakes in it.  

Rhenman (1968, p. 25) published the first definition of a ‘stakeholder’ (Strand 
and Freeman, 2013) as “individuals or groups which depend on the company for 
the realization of their personal goals and on whom the company is dependent”. 
In this sense, employees, owners, customers, suppliers, creditors as well as many 
other groups can be regarded as stakeholders in a company. Rhenman argues 
that the survival of the organization “is a common goal of all stakeholders” and 
one that “creates interdependence between the stakeholders”. He also presented 
the first stakeholder map on which the company and its stakeholders are 
represented by a series of overlapping ellipses, which visually accentuates the 
fundamental tenet of stakeholder theory that the company and its stakeholders 
have joint interests. This is illustrated in Figure 4.  

According to Rhenman (1968) a company has two main objectives: to establish 
a satisfactory balance between its various interests and to establish working and 
management methods that will lead to the desired result in the most efficient 
way. 
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Figure 4. The stakeholders in an organization (Rehnman, 1964). 

 

For the latter he suggests joint decision-making and co-optation. Joint decision-
making means that conflicts are settled and cooperation established by an 
exchange of information that enables the stakeholders to make a joint decision. 
Co-optation implies that a stakeholder is represented in the organization’s 
management group.  

Although the stakeholder concept had relatively little impact on the management 
theories of the time, something of it survived and was developed into four 
distinct management research streams over the next twenty years. It was by 
pulling together these related stakeholder concepts from corporate planning, 
systems theory, CSR and organizational theory that the stakeholder approach 
crystallized as a framework for strategic management in the 1980s (Freeman and 
McVae, 2001). The most widely used definition comes from Freeman (1984, p 
25), who defines a stakeholder as “any group or individual who can affect or is 
affected by the achievement of the firm’s objectives”.   

Donaldson and Preston (1995) note that stakeholder theory has been developed 
in a variety of ways in the management literature. It is used empirically or 
descriptively to outline a firm’s critical relationships with groups that impact on 
its fortunes. Sometimes it is used instrumentally to identify effective business 
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practices for stakeholder management in increasingly complex and changing 
environments. It has also been used normatively to criticize the role and purpose 
of business (Benn and Bolton, 2011). In this thesis, stakeholder theory has been 
used to describe the present stakeholder management practice at the second case 
company, Boliden. It has also been used instrumentally to study how the same 
company reacted to and appropriated it. Stakeholder theory has been used 
normatively too, given that the purpose of the thesis is to advance CSR practice 
in the mining industry. 

2.3.1 The stakeholder view of the firm 

Freeman (1984) believed that there was a need for a framework that also 
included governments, competitors, consumer advocates, environmentalists, 
special interest groups (SIG) and the media. This resulted in the more well-
known stakeholder map referred to as the stakeholder view of the firm. This is 
illustrated in Figure 5, where the firm is encircled by the various stakeholders 
and the collaboration between them is indicated with arrows.  

He argues that all organizations have stakeholders and need to take the various 
stakeholder groups into account in order to be successful. As a concept 
‘stakeholder management’ refers to the necessity for an organization to manage 
the relationships with its stakeholder groups in an action-oriented way. Freeman 
(1984) says that we must first of all understand who the stakeholders are and 
what the stakes are before we can understand the organizational processes used 
to manage the organization’s relationships with the stakeholders.  

Finally, we need to understand the kinds of transactions or bargains that take 
place between the organization and its stakeholders and determine whether these 
negotiations ‘fit’ with the stakeholder map and the organizational processes for 
dealing with stakeholders (Freeman, 1984). One implication of this concept is 
that a particular stakeholder in a certain stakeholder group can have different 
and conflicting expectations of the corporate actions. Another implication is the 
interconnection of stakeholder groups. 
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2.3.2 The two-tier stakeholder map 

Freeman et al. (2007) argue that conditions for business have changed since 
Freeman (1984) wrote his classic book. For example, we have experienced a 
globalization of capital markets and an emergence of powerful information 
technologies. The liberalization of markets has also brought with it a 
liberalization of political institutions. The fall of communism, the pressure for 
more market-oriented reforms and the opening of once closed societies have all 
created new opportunities for business. We have also realized that we need to 
take better care of the environment.  Environmental awareness, championed by 
NGOs, has spread globally. This has changes in the primary business 
relationships with customers, suppliers, employees, financiers, communities, 
competitors and so on (Freeman et al., 2007, Jensen and Sandström, 2011). As a 
response, Freeman et al. (2007) have developed the ‘stakeholder view of the 
firm’ into a ‘two-tier stakeholder map’, as illustrated in Figure 6.  

 

Figure 5. The stakeholder view of the firm (Freeman, 1984). 
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Business can be understood as a set of relationships amongst groups with a stake 
in the firm’s business activities. Business is about how stakeholders and 
managers interact and create value. The manager’s job is to manage these 
relationships; hence the term ‘managing for stakeholders’ (Freeman et al., 
2007). There are two important kinds of stakeholders. First there are the 
‘primary’ stakeholders, who are vital for the continued growth and survival of 
any business, such as customers, employees, suppliers, financiers and 
communities. If the support of any of these stakeholders is removed, the result 
will be an unsustainable business. Managers must therefore pay a special kind of 
attention to these groups. Value creation is about finding the intersection of 
interests for primary stakeholders. This is a joint process that benefits every 
primary stakeholder. We then need to look at the broader business environment 
and those groups that can affect our primary relationships. These are the 
‘secondary’ stakeholders and consist of activists, governments, competitors, the 
media, environmentalists, corporate critics and special interest groups.  

The division into primary and secondary stakeholders has been criticized, 
because secondary stakeholders can have a direct impact on a company’s 
operations. Reputation has become increasingly important and negative 

 

Figure 6. The basic two-tier stakeholder map (Freeman et al., 2007). 
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publicity in the media can have devastating consequences (Grafström et al., 
2008). One example is Shell and the extensive media drive launched by 
Greenpeace in 1995 that led to consumer boycotts throughout Europe with 
serious economic consequences. Berry (2003) also agrees that the framework of 
primary and secondary stakeholders is not particularly useful, since stakeholders 
can claim more or less power at different times and some stakeholders are more 
important than others in different industries. 

2.3.3 Evaluating stakeholder-manager relationships   

Mitchell et al. (1997) present a model for stakeholder management that is based 
on stakeholders possessing one or more of the three relationship attributes: 
power, legitimacy and urgency. The model is supposed to help management to 
separate stakeholders from non-stakeholders and to explain to whom and to 
what managers should pay attention. The descriptions and definitions of the 
attributes are presented in Table 3.  

Table 3.  The relationship attributes (Mitchell et al., 1997). 
 
Relationship 
attribute 

Description Definition 

Power The stakeholder’s power to influence the 
firm 

A relationship between social actors in 
which social actor A can get social actor B 
to do something that B would not have 
otherwise done 

Legitimacy The legitimacy of the stakeholder’s 
relationship with the firm 

A generalized perception or assumption that 
the actions of an entity are desirable, proper 
or appropriate within a socially constructed 
system of norms, values, beliefs and 
definitions 

Urgency The urgency of the stakeholder’s claim on 
the firm 

The degree to which stakeholder claims call 
for immediate attention 

 

Entities with no power, legitimacy or urgency in relation to the firm are not 
stakeholders. ‘Latent stakeholders’ are identified by their possession of only one 
of the attributes. With limited time, energy and resources managers might not do 
anything about this category. ‘Expectant stakeholders’ are identified by their 
possession of two of the attributes. The level of engagement between managers 
and these ‘expectant stakeholders’ could be higher. The combination of all three 
attributes defines ‘definitive stakeholders’, to whom managers give priority. The 
model is presented in more detail in Figure 7 and Table 4.  
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Figure 7.  Mitchell et al. (1997)’s model for stakeholder management.  
 

Table 4.  The stakeholder classes (Mitchell et al., 1997). 
 
Latent stakeholders Dormant Possess power. Ex: Those with a loaded gun can spend a lot of 

money or command the attention of the media 
 Discretionary Possess legitimacy. Ex: Non-profit organizations receiving 

donations and relying on volunteer labour 
 Demanding Possess urgency. Ex: “Mosquitoes buzzing in the ears” 
Expectant 
stakeholders 

Dominant Possess power and legitimacy. Ex: Owners, creditors, community 
leaders, employees 

 Dangerous Possess power and urgency. Stakeholders who are coercive and 
possibly violent 

 Dependent Possess legitimacy and urgency. These stakeholders have to rely 
on the advocacy of other more powerful stakeholders or on 
benevolence and voluntarism 

Definitive 
stakeholders 

Definitive The combination of all three attributes is the “definitive 
stakeholders”, to which managers give priority 

 

However, the two tier stakeholder map and this model (Mitchell et al., 1997, 
Freeman et al., 2007) have been criticized for not recognizing “stakes” along 
with the global value chain that involves workers’ rights and the ecological 
damage done to distant geographical places (Jensen and Sandström, 2011). This 
criticism is discussed in more detail in the final chapter.  
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2.3.4 Stakeholder management strategies 

Freeman et al. (2007) also describe seven practical techniques aimed at giving 
organizations an increased capability to manage stakeholders: stakeholder 
assessment, stakeholder behaviour analysis, understanding stakeholders in more 
depth, assessing stakeholder strategies, developing specific strategies for 
stakeholders, creating new modes of interaction with stakeholders and 
developing integrative value creation strategies.  

Stakeholder assessment 
 
Stakeholder assessment is way of understanding the environment in stakeholder 
terms and consists of four tasks: stating the corporate mission, identifying 
stakeholder issues and concerns, assessing corporate strategies for stakeholders 
and adjusting stakeholder priorities (Freeman et al., 2007). 

The corporate mission is the statement of corporate purpose that is both 
meaningful and acceptable to the organization’s top executives. A stakeholder 
map can be drawn and the degree of detail can vary according to the depth of 
stakeholder understanding. A list of stakes needs to be developed for each 
stakeholder group, for example by consulting historical records, listening to the 
experiences of managers or experts, interviewing stakeholders and the analysis 
of public records. Assessing corporate strategies for stakeholders means 
identifying how the organization currently meets its stakeholders’ stakes. This 
can be accomplished by a review process in the business unit, division, or with 
the responsible managers. The last task is the validation with stakeholders is to 
gather results from employee surveys, customer satisfaction polls and focus 
groups, feedback from industry analysts and stakeholder dialogues and match 
them against the current strategies and identified stakes (Freeman et al., 2007). 

This technique is supported in the model by Louche and Baeten (2006), which 
offers a path from stakeholder analysis to strategic implementation. A much 
simpler version is suggested by Karlsen (2002) in his six step stakeholder 
management process for project stakeholder management, where only the 
identification of stakeholders is recommended. 

Stakeholder behaviour analysis 

In a stakeholder behaviour analysis managers have to think through the range of 
stakeholder reactions and behaviour and segment stakeholder behaviour into 
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three categories in order to reach a more in-depth understanding. The first 
category consists of the behaviour that has been observed from a particular 
stakeholder. The second category, cooperative potential (CP), asks the manager 
to list the kind of behaviour that would help the organization to achieve its 
objectives. The third and final category, competitive threat (CT), asks the 
manager to list the behaviour that would prevent or hinder the organization from 
achieving its goals (Freeman et al., 2007). 

This procedure is supported by Savage et al. (1991), who also suggest an 
assessment along the lines of CP and CT. However, Louche and Baeten (2006) 
advocate another path, where the information gained from the stakeholder 
assessment is aggregated in a power/interest matrix (Johnson et al., 2014). 

Understanding stakeholders in more depth 
 
Understanding stakeholders in more depth implies that communicating with 
others with different mindsets is difficult, yet crucial.  Freeman et al. (2007) 
state that it is important to understand, communicate and satisfy a stakeholder 
group’s interests and suggest a set of questions for that purpose. 

Assessing stakeholder strategies 
 
Freeman et al. (2007) suggest categorizing stakeholders according to their 
capacity for change. Here, stakeholders are ranked in terms of their relative CP 
and CT, which results in four categories of groups: (1) those with relatively high 
CP and high CT – ‘swing’ stakeholders, (2) those with low CP and high CT – 
‘defensive’ stakeholders, (3) those with high CP and low CT – ‘offensive’ 
stakeholders, and (4)  those with low CP and low CT – ‘hold’ stakeholders. 
Swing stakeholders have a strong ability to influence the outcome of a particular 
situation. Defensive stakeholders can prevent the firm from achieving its 
objectives. Offensive stakeholders can help a firm to achieve its objectives and 
pose little threat. Hold stakeholders are of marginal help or harm. Savage et al. 
(1991) call the same four categories mixed blessing, non-supportive, supportive 
and marginal.  

Instead of four categories, Bunn et al. (2002) suggest six generic stakeholder 
management strategies: lead, collaborate, involve, defend, educate and monitor. 
Lead involves leading when deployment is dragging, or when there are no clear 
leaders in sight and the firm chooses to take a leadership role. Collaborate 
involves the firm entering into strategic alliances or partnerships with suppliers, 
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competitors, or customers. Involve is when the firm wants to leverage its 
relationships with key stakeholders. Defend implies defending detrimental 
stakeholder behaviour. Educate means a firm enhancing its communication links 
with important stakeholders. Monitor is when the firm chooses to gather 
information and observe the relevant stakeholders. 

Ackermann and Eden (2011) and Louche and Baeten (2006) propose a 
power/interest matrix (Johnson et al., 2014) that classifies stakeholders in 
relation to the power they hold and the extent to which they are likely to support 
or oppose a particular strategy. The stakeholders are then plotted along axes in 
terms of power versus interest. The stakeholders are placed in one of four matrix 
quadrants A, B, C or D, each of which indicates a specific type of relationship 
that managers should establish.  

Ford et al. (2009) offer an expanded matrix for categorizing stakeholders and 
identifying the best strategy for improving stakeholder management. The matrix 
is based on identifying a particular combination of the stakeholder’s mission 
congruence with the company and the stakeholder’s ability to influence the 
allocation of necessary resources. This results in six categories of stakeholders: 
critical friends, weak friends, quiet competitors, indifferents, aggressive 
competitors and envious, as illustrated in Table 5. 

Table 5.  Stakeholder management strategies by stakeholder category (Ford et al., 2009). 

Category Resource 
influence 

Mission 
congruence 

Company focus General strategy 

1. Critical friends  High Supportive High Keep the friendships 
strong 

2. Weak friends  
 

Low Supportive Low Do not forget these 
friends 

3. Quiet competitors High Neutral High Build friendships just 
in case 

4. Indifferents Low Neutral Low Make friends when 
time permits 

5.Aggressive 
competitors 

High Competitive High Know these foes and 
actively seek ways to 
make them friends 

6. Envious Low Competitive Low Find ways to make 
friends just in case 

 

Developing specific strategies for stakeholders 

Freeman et al. (2007) suggest that each generic posture yields certain kinds of 
strategies that can then be tailored to individual stakeholder behaviour. Table 6 
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provides a summary of the kinds of specific value creation strategies that can be 
developed.  

As indicated, Savage et al. (1991) call the same four categories mixed blessing, 
non-supportive, supportive and marginal and suggest four different strategies: 
collaborate, defend, involve and monitor. Briefly, mixed blessing stakeholders 
are best managed through collaboration, non-supportive stakeholders are best 
managed using a defensive strategy, supportive stakeholders should be informed 
and involved in relevant issues and marginal stakeholders should be monitored. 

Table 6.  Specific stakeholder value-creation strategies (Freeman et al. (2007). 
 
Change-the-rules strategies 
1. Formal rules change through government 
2. Change the decision forum 
3. Change the kinds of decisions that are made 
Offensive strategies 
1. Change the beliefs about the firm 
2. Do something (anything) different 
3. Try to change the stakeholder’s objectives  
4. Adopt the stakeholder’s position 
5. Link the programme to ones that the stakeholder is more favourable towards 
Defensive programmes  
1. Reinforce current beliefs about the firm (“preach to the converted”) 
2. Maintain existing programmes 
3. Link issues to those more favourable to the stakeholder 
Holding programmes 
1. Do nothing and monitor existing programmes 
2. Reinforce current beliefs about the firm 

 

After the categorizing of stakeholders Ford et al. (2009) offer general strategies 
that best fit each of the six categories. These are presented in Table 5.  

The power/interest matrix (Johnson et al., 2014) places the stakeholders into one 
of the four matrix quadrants A, B, C or D. The key players in quadrant D are of 
major importance. In quadrant C, the strategy is to keep the stakeholder 
satisfied, in quadrant B the idea is to keep the stakeholder informed and the 
strategy for the stakeholder in quadrant A is minimal effort. 

Creating new modes of interaction with stakeholders  

Freeman et al. (2007) have observed four typical ways in which companies 
interact with their stakeholders. These approaches are: ignore the stakeholders, 
the public relations approach, implicit negotiations, and engagement, dialogue 
and negotiation. The authors state that if companies ignore their stakeholders 
there will be repercussions.  
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They recommend the approach – engagement, dialogue and negotiation. The 
companies that are good at creating value for stakeholders are those that are 
actively engaged with their stakeholders and have managed to create a 
continuous two-way communication with them (Freeman et al., 2007). 

Developing integrative strategies for stakeholders 

Two basic ways of satisfying multiple stakeholders are presented. We first need 
to recognize that stakeholders have common behaviour and interests and that 
some of the strategies developed for individual stakeholder groups can be used 
for multiple stakeholders. Alternatively, we can try to find commonalities that 
appeal to multiple stakeholders simultaneously (Freeman et al., 2007). 

Maon et al. (2009) present the stakeholder management practice of one of the 
case companies, Philips, which is tailored to the categories of stakeholders. This 
practice has been used as inspiration for this study. 

2.4 A management system approach for CSR practice 

Established management systems are regarded as useful for CSR practice and 
frameworks are based on different standards (Castka et al., 2004, Esquer-Peralta 
et al., 2008, Rocha et al., 2007). Some frameworks are designed around the 
Plan-Do-Check-Act (PDCA) cycle, see Figure 7 (Asif et al., 2013; Castka et al., 
2004; Esquer-Peralta et al., 2008; Holton et al., 2010; Kinderyte et al., 2010; 
Rocha et al., 2007; Singh et al., 2007), while others are influenced by 
international standards, which in turn are based on the PDCA cycle (Azapagic, 
2003; Kingston and Wagner, 2004; Panapanaan et al., 2003). Most scholars 
present CSR frameworks based on the following standards: ISO 14001 for 
environmental management (Ciliberti et al., 2008; Emilsson and Hjelm, 2009; 
Esquer-Peralta et al., 2008; Holton et al., 2010; McElhaney et al., 2004; Rocha 
et al., 2007; Schylander and Martinuzzi, 2007; Sebhatu and Enquist, 2007; 
Sullivan, 2004), ISO 9001 for quality management (Castka et al., 2004; 
Emilsson and Hjelm, 2009; Esquer-Peralta et al., 2008; Rocha et al., 2007), SA 
8000 for social accountability (Ciliberti et al., 2008) and OHSAS 18001 for 
occupational health and safety (Rocha et al., 2007). These standards are 
presented below. 
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2.4.1 Management system standards 

Management systems are strategic organizational tools that contribute to 
effective ways of working and help to achieve a company’s main objectives. 
These systems often target a particular area, such as the environment, energy, 
quality, safety, security, human resources, social responsibility etc. 

The standardization of management systems started with the British quality 
standard BS5750, which when it was introduced in 1979 was the first national 
comprehensive standard in the world. Since then more management system 
standards have been developed (Ammenberg, 2012), and a number of 
organizations are in the process of developing them. ISO, a worldwide 
federation founded in 1947, is the largest and promotes the development of 
international manufacturing, trade and communication standards (ISO, 2013). 
Other important organizations are the European Committee for Standardization 
and the UN and the British Standards Institution (BSI). Although the standards 
for management systems focus on different areas, there are often similarities 
between them. For example, several management standards are based on the 
PDCA methodology. 

The PDCA methodology 
 
The PDCA cycle, illustrated in Figure 8, was made popular by Edwards 
Deming, who referred to it as the “Shewhart cycle” (Deming, 1986). PDCA 
stands for “Plan, Do, Check, Act” and consists of four steps (ISO, 2011): 

Plan Establish the objectives and processes necessary to deliver results 
in accordance with the organization’s policy 

Do  Implement the processes 

Check Monitor and measure processes against policy, objectives, targets, 
legal and other requirements and report the results 

Act Take action to continually improve the performance of the 
management system 
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The PDCA methodology is applied in several management system standards in 
order to achieve continual improvement. Important elements in the planning 
phase of a standardized management system are the establishment and 
implementation of objectives, targets and programmes for achieving this. These 
elements have their origins in goal-setting theory (Locke, 1968) and 
management by objectives (MBO) (Drucker, 1999). Briefly, goal-setting theory 
suggests that specific goals increase performance, that difficult goals, when 
accepted, result in a higher performance than easy goals and that feedback leads 
to high performance (Locke and Latham, 1990, Latham and Yuki, 1975, Tubbs, 
1986). Four ingredients are common to MBO programmes: goal specificity, 
participative decision-making, an explicit time period and performance feedback 
(Carroll and Tosi, 1973, Rodgers and Hunter, 1991). 

As mentioned earlier, there are several standards for management systems 
targeting different areas. The standards relevant for CSR are ISO 14001, ISO 
50001, OHSAS 18001, ISO 9001, SA 8000 and ISO 26000. These are presented 
below. 

ISO 14001 
 
The ISO 14001 standard is part of the ISO 14000 series, which has been 
developed to provide organizations with a structure for managing environmental 
impact. ISO 14001 sets out the criteria for an environmental management 
system (EMS) and is certifiable. In 2013 the global number of certificates issued 
amounted to more than 300,000. The standard does not state requirements for 
environmental performance, but maps out a framework that a company or 
organization can follow use to set up an effective EMS regardless of its activity 

 

Figure 8. The PDCA cycle is a methodology for continual improvement.  
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or sector. Using ISO 14001 can guarantee that environmental impact is being 
measured and improved (ISO, 2013). 

EMS requirements come under the headings of environmental policy, planning, 
implementation and operation and checking and management review. The 
environmental policy should express the organization’s overall intentions and 
the direction of its environmental performance. Planning includes procedures 
for: identifying the environmental aspects and determining those that have or 
could have a significant impact on the environment, taking legal and other 
requirements into account and the establishment and implementation of 
objectives and targets. Implementation and operation have several elements, 
such as the availability of resources (e.g. human resources and specialized 
skills), the organizational infrastructure, technology and financial resources, 
secure competence, training and awareness raising, procedures for internal and 
external communication, control of operations associated with significant  
environmental aspects and emergency preparedness and response. Checking 
includes the monitoring and measurement of the significant aspects and 
corrective and preventive actions for nonconformity, control of records and 
internal reviews. Finally, top management is recommended to review the EMS 
to ensure its continuing suitability, adequacy and effectiveness. 

ISO 50001 
 
ISO 50001 supports organizations in all sectors in their efforts to use energy 
more efficiently through the development of an energy management system 
(EnMS) that can be certified. In 2013, the number of certificates issued 
worldwide was 4,826, an increase of 116%. An EnMS is a set of interrelated or 
interacting elements that support an energy policy and energy objectives and the 
processes and procedures to achieve those objectives. ISO 50001 is based on the 
PDCA cycle, which makes it easier to integrate the EnMS into other 
management systems (ISO, 2013). 

The EnMS requirements consist of energy policy, planning, implementation and 
operation, checking and management review. These are similar to those for ISO 
14001, with the exception that the energy policy is a statement of the overall 
intentions and that the system is based on energy aspects rather than 
environmental ones. 
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OHSAS 18001 
 
An occupational health and safety management system (OHSMS) promotes a 
safe and healthy working environment by providing a framework that allows an 
organization to consistently identify and control its health and safety risks and 
improve its overall performance (BSI, 2013). BS OHSAS 18001:2007 is the 
most common standard for OHSMS in the world and has a structure that 
corresponds well with other ISO standards (Ammenberg, 2012). 

The requirements are divided into policy and planning, hazard identification, 
risk assessment and risk control, legal and other requirements, objectives, targets 
and management programmes, implementation and operation, checking and 
corrective action and management review (OHSAS, 2007). 

ISO 9001 
 
The quality management system (QMS) is the part of the corporate management 
system that sets the quality goals required to fulfil the requirements of the 
interested parties. ISO 9001 is the standard that dictates what a QMS should 
include and highlights leadership, customer focus, process view and continuous 
improvements (Bergman and Klefsjö, 2003). It can also be certified. In 2013 the 
number of certificates issued amounted to 1,129,446 distributed over 187 
countries. 

The QMS requirements are divided into the headings of management 
responsibility and customer focus, quality policy, quality objectives, 
responsibility and authority, internal communication and management review, 
human resources, product realization and measurement, analysis and 
improvement. 

SA 8000 
 
SA 8000 is intended to provide a standard based on international human rights 
norms and national labour laws that will protect and empower personnel and can 
be certified to. In 2011, 1.6 million workers were employed in 2,919 certified 
facilities in 62 countries across 65 industries. The requirements focus on child 
labour, forced and compulsory labour, health and safety in the workplace, 
freedom of association and the right to collective bargaining, discrimination, 
disciplinary practices, working hours, compliance with laws and industry 
standards and remuneration (SAI, 2012). 
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Management systems and standards have many similarities. The management 
system is basically divided into policy, management representation, SA 8000 
worker representation, management review, planning and implementation 
control of suppliers/subcontractors and sub-suppliers, addressing concerns and 
taking corrective action, outside communication and stakeholder management, 
access for verification and records (SAI, 2012). 

2.4.2 Sustainability management systems 

The benefits of integrating all the various aspects of CSR into one SMS are 
often highlighted (Rocha et al., 2007, Asif et al., 2013). A single system is easier 
to manage and control and helps organizations to improve their effectiveness, 
communications and resource management (Castka et al., 2004). Thus, the SMS 
is a tool that helps companies to develop their sustainability performance 
(Esquer-Peralta et al., 2008). Since 2010, the social responsibility standard ISO 
26000 has been available as a guide for developing proactive CSR activities. 

ISO 26000 
 
ISO 26000 provides guidance on how businesses and organizations can operate 
in a socially responsible way. This means acting in an ethical and transparent 
way that contributes to the health and welfare of society. 

ISO 26000 provides guidance rather than requirements and in this respect cannot 
be certified to. Instead, it helps to clarify what social responsibility is, helps 
businesses and organizations to translate principles into effective actions and 
shares best practices relating to social responsibility globally. It is aimed at all 
types of organizations regardless of their activity, size or location (ISO, 2013). 

The standard is based on seven fundamental principles: accountability, 
transparency, ethical behaviour, respect for stakeholder interests, respect for the 
rule of law, respect for international norms and behaviour and respect for human 
rights (ISO, 2010). 

Furthermore, the standard divides social responsibility into seven core subjects 
with associated issues. A number of actions and expectations required are listed 
for every issue. The core subjects are: 

 Organizational governance, which is based on a well-functioning 
management system, even if the standard does not explicitly require it 
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 Human rights, which is about knowing and respecting the basic rights to 
which all human beings are entitled 

 Labour practices relating to occupational health and safety, employment 
and employment relationships, skills development and training at the 
workplace 

 The environment, which includes the prevention of pollution, the use of 
sustainable resources and the protection of the natural environment 

 Fair operating practices relating to anti-corruption, responsible political 
involvement, fair competition etc. 

 Consumer issues to ensure that marketing and contract forms are fair, 
support is provided and consumers’ health and safety are protected 

 Community involvement and development, where the focus is on 
contributing to the positive development of the community in which the 
organization operates, which may include investments, job creation, 
contributing to improved knowledge, cultural development etc. 

ISO 26000 is a comprehensive standard and covers a large number of social 
responsibility issues. It also includes the target areas described in the other 
system standards, see Figure 9. In view of this, ISO 26000 would be a good 
framework to use for exploring CSR practice.  

 

 

Figure 9. Illustration of how ISO 26000’s seven core subjects extend over the relevant standards for 
CSR.  
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However, critical researchers believe that SMS would benefit from a more 
externally focused stakeholder-driven and value-based approach (Kemp et al., 
2006) and that instead of ‘doing things right’, the focus should be on ‘doing the 
right things’. Companies have to deal with a range of stakeholders, all of whom 
have specific values and interests. In this context, ‘doing the right things’ 
implies value-based decision-making and active communication with the 
company’s stakeholders (Zwetsloot, 2003). This brings us to the final part of this 
chapter, where stakeholder management and the management system approach 
are combined. 

2.5 Stakeholder management within the management 
system approach 

The framework for the integration of CSR into business processes presented by 
Asif et al. (2013) is designed around the PDCA cycle in order to highlight that 
continuous improvements are required. The framework includes the concepts 
‘top-down’ and ‘bottom-up’ approaches to CSR. The top-down approach 
focuses on the identification of stakeholders’ needs and the integration of CSR 
into internal management systems. This includes internally-focused indicators, 
structures at all the various organizational levels, defined CSR responsibilities 
and a more systematic communication and information flow. The bottom-up 
approach is characterized by the fact that organizations need to interact with less 
powerful stakeholders, such as the local community. The intended outcome of 
the two approaches is the satisfaction of a broad range of stakeholders. 

In the framework presented by Singh et al. (2007) the planning phase includes 
stakeholder mapping and stakeholder consultation. Stakeholder mapping means 
the identification of relevant stakeholders and their needs and expectations. The 
purpose of stakeholder consultation is to generate relevant information in order 
to assess stakeholders’ needs and expectations. 

Azapagic (2003) suggests that a stakeholder analysis should be conducted as an 
initial part of the SMS implementation. The analysis lists the different 
stakeholders, shows how stakeholders prioritize sustainability concerns and 
helps companies to decide which aspects of sustainability to target. 

De Madariaga and Valor (2007) studied the stakeholder management practices 
of five Spanish companies, all of which have functional units for dealing with 
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CSR and stakeholders. The study shows two models of organization for 
stakeholder management: either the role has been subsumed into the corporate 
communication or marketing department or a new functional unit has been 
created. These units report to the board of directors. The units are supplemented 
by a committee. This committee consists of the managers of each business unit 
and functional group. The committee has three tasks: (1) to define the general 
strategy in relation to CSR and stakeholders, (2) to harmonize policies and 
practices and disseminate information and (3) to control and monitor results. 
The study found that in this context “committees” are better than “departments”, 
because as CSR is an umbrella issue, a committee allows it to impregnate every 
policy in the company, facilitates the sharing of experiences and eases the task 
in that managers do not feel that their competencies are being interfered with. 

In order to decide what kind of stakeholder information should be gathered, 
companies generally use the information and indicators that are disclosed by 
their competitors, global reporting initiatives (GRI) and questionnaires sent out 
by ethical index managers. The Internet is regarded as the best way of acquiring 
information about stakeholders. Websites, newsletters, internal magazines and 
sustainability reports were specifically mentioned as valuable sources (De 
Madariaga and Valor, 2007). 

Castka et al. (2004) provide a framework for SMS that is based on process and 
systems thinking analogous to ISO 9001. The framework’s key is the 
transformation of stakeholders’ expectations into the operations of the 
organization, with continual monitoring of the impact. 
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3. Methodology 

This chapter describes the research process as a whole and explains the research purpose, 
the research approach, the research strategy, the data collection and the analysis. 

 

3.1 Introduction 

My research journey started in the spring of 2010 when I received strategic 
funding for skills development from Luleå University of Technology (LTU). I 
was given the rare privilege of choosing my own research path. I therefore chose 
to broaden my profound knowledge of and interest in an important part of CSR, 
namely corporate environmental management related to human rights, labour 
practices, fair operating practices, community involvement and development. 
My pre-understanding has directed the research (Gummesson, 2000). 

Researchers can have prior and crucial insights into an area of research as a 
result of their personal experiences (Glaser and Strauss, 1967). I will therefore 
begin with a brief account of my personal experience of environmental 
management and CSR. I worked for several years as an environmental 
coordinator in both the manufacturing and food industries. My primary 
responsibility was the environmental control of emissions, chemical handling, 
waste disposal and wastewater treatment, as well as the handling of 
environmental permits, environmental reports and communication with 
stakeholders. At both sites, I constructed and implemented EMSs according to 
the international standard ISO 14001. The systems were integrated with quality 
and OHS into integrated management systems (IMSs). I also have considerable 
experience of OHS, given that environmental aspects and OHS have a lot in 
common. 

A pre-understanding can be advantageous, in that it allows you to penetrate the 
surface and understand the business culture in which the company operates. 
However, it can also be a disadvantage in the sense that it prevents openness to 
new information and innovation (Gummesson, 2000). My pre-understanding of 
environmental management, OHS, EMS and IMS has been vital for this thesis 
because I am familiar with the concepts and how they should be applied. This 
knowledge was helpful when designing the research and also during the data 
collection. This aligns with the views of Glaser and Strauss (1967), who argue 
that researchers should deliberately cultivate reflections on personal experiences 
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and use them as springboards to systematic theorizing, rather than suppressing 
them or reducing them to opinion status.  

3.2 Research purpose 

Depending on its purpose, research can be classified as exploratory, explanatory 
or descriptive (Zikmund, 2000, Marshall and Rossman, 2006).  As knowledge 
about the practical level of CSR, i.e. the ongoing, regular, daily activities of the 
organization, is limited, the research presented in this thesis is classified as 
exploratory.  Exploratory research is useful when there is a limited amount of 
experience or knowledge about a research area and the research is conducted in 
order to clarify and define the nature of the problem (Zikmund, 2000, Marshall 
and Rossman, 2006).  

The advantage with exploratory research is that it is flexible and adaptable to 
change (Saunders et al., 2012). My research had initially a more general and 
descriptive approach to the extractive industry and the areas representing CSR. 
As the research progressed it became more profound and normative and more 
specifically focused on the mining industry and how CSR practice can be 
performed.  

3.3 Research approach 

The research approach characterizes how the study will be performed. A 
researcher should be aware of certain aspects when seeking answers to a 
problem (cf. Hartman, 2004), which in this particular study relate to the 
quantitative/qualitative and induction/deduction approach. 

According to Hartman (2004), quantitative research means studying “how 
much” or “how many”. However, in order to decide how much and how many 
classifications have to be made. Quantitative research divides the world into 
different classes and asks quantitative questions about these classes.  

Qualitative research, on the other hand, is characterized as trying to understand 
the living world for an individual or a group of individuals and how they see 
themselves and their relations to the surroundings (Hartman, 2004). Zikmund 
(2000) makes it more concrete by saying that the focus of qualitative research is 
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not on numbers but on words and observations, stories, visual portrayals, 
meaningful characterizations, interpretations and other expressive descriptions.  

The research approach in this thesis is qualitative. In order to address the 
research purpose, questions about how CSR is practised and implemented in the 
“ongoing, regular, daily activities of the organization” need to be answered. This 
requires documentation (words) in the form of policies, guidelines, routines and 
working instructions as well as detailed descriptions (stories) about how the 
activities are performed. 

The research differs significantly if one works with a deductive or an inductive 
approach. The deductive approach derives from concepts and theories, whereas 
the inductive approach starts from the empirical data (Eriksson and Wiederheim-
Paul, 2006). In practice, only the starting point for research separates deductive 
and inductive research, in that all types of research are iterations between the 
deductive and inductive. This is sometimes referred to as abductive research 
(Gummesson, 2000), which is a concept that fits this study well.  

3.4 Research strategy 

Every research method can be used for exploratory, descriptive and explanatory 
research purposes. Even though each method, e.g. experiment, survey, case 
study and archival analysis, has its distinctive characteristics, they all overlap. 
The goal is to choose the most advantageous method (Yin, 2009).  

The somewhat limited research area of CSR practice requires access to 
empirical data that describes organizations’ actual and practical activities.  The 
case study method was chosen as a research strategy for this thesis partly 
because it is recommended when knowledge of a research area is limited 
(Edmondson and Mcmanus, 2007) and partly because it gives a rich 
understanding of a context (Saunders et al., 2009).  

As already indicated, scholars call for research on the practical rather than the 
policy level of CSR (Dobers, 2009) and research based on an internal rather than 
external standpoint (Kemp, 2010). Additional arguments for the choice of 
strategy are that the case study method is preferred when an extensive and “in-
depth” description of a phenomenon (Yin, 2009) in real-life contexts (Yin, 2009, 
Miles and Huberman, 1994) is needed. 
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One way of conducting exploratory research is to search the relevant literature 
(Saunders et al., 2012). Case study research should always begin with a 
thorough literature review for the careful and thoughtful posing of research 
questions or objectives (Yin, 2009).  

3.5 Literature review 

A literature review is important for acquiring an understanding of a topic, what 
has already been discovered about it, how it has been researched and what the 
key issues are (Hart, 1998). Three separate literature reviews are included in this 
thesis, although additional literature studies were also carried out during the 
research process. In addition, valuable input from supervisors, reviewers and 
PhD courses completed during the research project have all increased my 
conceptual frame of reference. 

3.5.1  Literature review I 

A literature review was conducted in order to explore how the extractive 
industry in general practises CSR and how earlier research has addressed the 
management side of CSR. The literature search took place from September 2010 
to March 2011. In order to locate the relevant data-bases for the review, a search 
using the keyword CSR was made on the following subjects: business and 
economics, educational psychology, sociology, engineering, environment, 
human work sciences, humanities, law, medicine and health and social sciences. 
The process identified several relevant databases within the various disciplines, 
including: Scopus, Web of Science, Business Source Elite, Emerald, 
ScienceDirect, Academic Search Elite, PsycINFO, PubMed, Technology 
Research Database, Environmental Sciences and Pollution Management, 
Ecology Abstracts, Oceanic Abstracts, CINAHL and MEDLINE. 

The literature search was divided into the three industries of mining, forestry and 
oil and the specification areas for identifying CSR practice were practice*, 
implement*, ‘ISO 14001’,’ ISO 26000’ and management. 

The following search string was used: 

CSR OR ‘Corporate Social Responsibility’ AND industry AND specification 
area  
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This resulted in 15 search strings for each database and the search was 
conducted on article titles, abstracts and keywords. A list of literature titles and 
abstracts was printed out from each search/database and irrelevant literature and 
duplicates discarded. Examples of irrelevant literature are a focus on refining 
and not extraction, or when CSR is an acronym for something else, such as 
centre for space design (CSR) or CSR strategies for spatial patterns of life 
strategies. This procedure resulted in 22 articles for the forestry industry, 36 
articles for the mining industry and 51 articles for the oil industry. Hence, the 
first literature review is based on 112 peer-reviewed studies. 

In retrospect, literature review I did not fully address the study’s purpose. The 
main reasons for this were the lack of empirical qualitative studies of internal 
CSR practices and the fact that researchers have different perspectives on what 
‘practice’ actually means. In this thesis, ‘practice’ is defined as the “ongoing, 
regular, daily activities of the organization”. In the literature, studied ‘practice’ 
is often much more general. With the benefit of hindsight, it might have been 
more fruitful to study annual sustainability reports or company websites. On the 
other hand, the literature review was helpful in that it identified geographical 
and empirical blind spots in previous research and in that sense enabled me to 
define the focus of my own research. The important blind spots that initiated this 
thesis include research on the mining industry in northern Europe and empirical 
studies with an internal focus, especially those exploring implementation issues. 

Literature review also has a number of limitations. One problem is that CSR is a 
somewhat loosely defined management concept, which means that the type of 
studies that emerge depend on how the concept is defined. Additionally, CSR 
includes a number of sub-areas, several of which are often regarded as specific 
research areas. I may therefore have missed studies covering the sub-areas due 
to authors not regarding their area of study as belonging to CSR. 

3.5.2 Literature review II 

A second literature review was conducted for the purpose of exploring how CSR 
management can be developed and whether established management systems 
are useful for such a development. The literature review was conducted in April 
2012 in the database Scopus. The search string used was: 

‘Management system’ AND ‘CSR’ OR ‘Corporate Social Responsibility’ OR 
‘Sustainability’ OR ‘Sustainable’ 
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A list of literature titles and abstracts was printed out from each search/database 
and irrelevant literature and duplicates were discarded. An example of irrelevant 
literature is when traditional management systems target a particular area but not 
integrated systems. This search resulted in 43 peer-reviewed studies.  

3.5.3 Literature review III 

Another literature review was then performed in order to  explore how CSR 
management can be developed. Here I was interested to learn more about how 
other researchers have approached ‘stakeholder management strategies’. The 
literature review was conducted in November 2014 in the Web of Science and 
Scopus databases. As in the previous reviews, a list of literature titles and 
abstracts was printed out from each search/database and irrelevant literature and 
duplicates were discarded. An example of irrelevant literature is when the 
content is too theoretical and has no managerial implications. This search 
resulted in 11 peer-reviewed studies. 

3.6 Case studies 

As single case studies are particularly powerful when exploring a phenomena in 
its context (Eisenhardt and Graebner, 2007), two single case studies were 
designed. Ragin (1992) argues that the term “case” is not well defined in social 
science, despite its widespread usage and centrality in the social scientific 
discourse.  Case study I and case study II are outlined below. 

3.6.1 Case study I 

This case study set in a mining corporation explored how a company in the 
mining and metals industry practised CSR and whether ISO 26000 could be 
used to advance CSR practice. The company was selected due to its high CSR 
profile, sustainability reporting and certified production units in accordance with 
ISO 14001 and OHSAS 18001. The company is a global industrial corporation 
with a total of 44,000 employees in more than 130 countries. It operates within 
three business areas: tooling, mining and construction and materials technology. 
This study focuses on the company’s operations in Zambia. The company 
provides comprehensive mechanized mining solutions for the mining industry in 
Zambia where they have 446 employees. 
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Zambia has a total population of 13 million people. The country has enormous 
reserves of copper-cobalt ore, together with gold, uranium, nickel, lead-zinc, 
iron and manganese (MMMD, 2012) and is one of the world’s largest copper 
producers. Thanks to the rising world prices of copper and large foreign 
investments in the mining sector, Zambia has experienced a positive economic 
development (SIDA, 2012). Despite this, Zambia is one of the poorest countries 
in the world, with 68% of Zambians living below the recognized poverty line. In 
addition, Zambia has been hard hit by HIV/AIDS, which has led to a 
significantly reduced life expectancy and increased infant mortality (SIDA, 
2012). In addition to HIV/AIDS, malaria and tuberculosis  have an adverse 
effect on health and are common in Zambia (WHO, 2012). 

The ‘case’ explored the ‘CSR practice’ of the mining corporation and the more 
specific CSR-related area of health issues, given that health problems are a 
major concern in Zambia.  

3.6.2 Case study II 

The second case study set out to explore how a company in the mining and 
metals industry practised CSR and how this management could be developed.  

This case study is a good example of a ‘case’ changing over time. Platt (1992) 
argues that it is possible to formulate an initial intention, but that unexpected 
findings and new ideas can develop as the research progresses. In the first phase, 
the purpose was to study how a Swedish mining company had integrated CSR 
into its core business practice in order to determine whether established 
management systems could be used as a basis for stakeholder management. 
Only a few Swedish mining companies were conceivable and Boliden AB was 
selected because it met the criteria of having a high CSR profile, good 
sustainability reporting, a local context and interesting field competences like 
metals recycling. 

Boliden AB is a mining and metals company with core competences in the fields 
of exploration, mining, smelting and metals recycling. Boliden’s main metals 
are zinc and copper, although lead, gold, silver and other elements are also 
important. The group has approximately 4,400 employees distributed over four 
mining areas, six smelters, three marketing offices and one head office. The four 
mining areas are: Aitik, Tara, Garpenberg and the Boliden Area. All the mines 
produce complex ore containing zinc, copper, lead, gold and silver. Boliden’s 
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five smelters refine metal concentrates and other raw materials, such as 
electronic scrap, metal scrap, metal ashes and end-of-life car batteries, in order 
to produce pure metals and customized alloys. Boliden’s marketing offices in 
Sweden, Denmark, the UK and Germany manage the sales and the purchasing of 
raw materials, metals and by-products. The metals and by-products are sold and 
transported to customers, such as steel companies and other manufacturers of 
semi-finished products. 

Boliden’s group management has the ultimate responsibility for Boliden’s 
sustainability work, which is conducted through the business unit known as 
Corporate Responsibility and group-wide networks. Its sustainability work has 
focused on employees and environmental responsibility. For the employees this 
has meant a safe working environment, health and lifestyle programmes and 
equal opportunities and diversity. Environmental responsibility has included 
environmental management systems, energy consumption and carbon dioxide 
emission rights (Boliden, 2010). In 2012, sustainable development was given a 
much more important role and the Senior Vice President of Corporate 
Responsibility stated that “Sustainability has probably never been as important 
for Boliden as it is right now”. Sustainable development increased from two to 
ten pages in the company’s annual report and its focus areas were expanded into 
Boliden’s employees, Boliden’s environmental work and the first sustainable 
link in the metals’ value chain. The area known as Boliden’s employees 
included; the creation of a secure working environment and securing tomorrow’s 
talent pool. Overall, Boliden’s environmental work focuses on zero 
environmental accidents, minimizing emissions and air and water discharges, a 
strategic approach to energy issue work, extraction from and discharges to water 
sources, limiting the impact on the physical environment, sustainable land and 
forestry management and responsible waste management. The first sustainable 
link in the metals’ value chain consists of business partners and the evaluation of 
business partners (Boliden, 2012). This trend of sustainability management 
issues within the company has continued (Boliden, 2013). 

The company is organized into four business units: mines, smelters, treasury and 
finance and corporate responsibility (CR). This is illustrated in Figure 10.  
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Figure 10. Organization chart. 

 

The case study was performed at the business unit CR, which is led by the 
Senior Vice President Corporate Responsibility. His group consists of the 
Director Group Communications, which is responsible for strategic, internal and 
external communication, the Director Group Human Resources (HR), which 
deals with strategic labour practices, and the Director Group Sustainability, 
which is responsible for the environment, quality and OHS.  

In this first phase, the ‘case’ was both the strategic CSR practice at ground level 
and the operational CSR practice at the units. 

In the next phase the purpose was to turn theory into practice by exploring how 
the company reacted to and appropriated established stakeholder management 
theories. Stakeholder management is an important concept within CSR. The 
‘case’ thus became the strategic CSR practice at ground level; more precisely 
the business unit CR and its stakeholder management practice.  

3.7 Data collection 

The most common sources of data in case studies are documents, archival 
records, interviews, direct observations, participatory-observations and physical 
artefacts. A good case study uses as many of these sources as possible (Yin, 
2009). 

The research strategy was to collect data by means of literature reviews and two 
single case studies. The literature included books, book chapters, articles, 
conference papers and reports, all of which were added to the EndNote 
programme.   EndNote is a commercial reference management software package 
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used to manage references when writing essays and articles. When the 
references had been added each document was given a specific label based on its 
content in order to facilitate searches at a later date. Examples of the labels used 
are ‘code of conduct’, ‘environment’ and ‘labour practices’. The literature was 
also filed in a case study database so that it could easily be retrieved.   

The case study evidence in case study I was collected by a student on a CSR 
project course by means of document studies and open interviews in connection 
with field visits. The documents studied consisted of relevant company CSR 
policies, which were the main sources of evidence. Two field visits to Zambia 
were made with the purpose of studying the company’s CSR work on health and 
wellness issues in situ. The first three-day visit focused on the company’s 
wellness programme and activities related to the company’s community 
engagement. A second three-day visit focused on workplace-related activities in 
the area of OHS. Two days were spent with the managers responsible for safety, 
health, the environment and quality in order to study the health-related aspects 
of the company’s CSR work in the workplace. A visit to the mine and 
participation in an HIV/AIDS training session were also included. Open 
interviews were carried out with the company’s wellness officer, the CEO, 
members of a fair play committee, the CSR officer and several members of the 
local community. Open interviews are unstructured interviews that yield a great 
breadth of data (Denzin and Lincoln, 2000). The interviews served a dual 
purpose, namely to ensure that all the relevant information had been collected 
and to confirm that the documentation had been accurately interpreted.  

In case study II, I collected the evidence myself by means of document studies, 
individual in-depth interviews, group interviews and inter-active workshops. 
Documents play an explicit role in case study data collection and systematic 
searches for relevant documents are important  (Yin, 2009). In this case study 
the documentation comes from the company’s internal, integrated, operational 
management system, which houses all the relevant documentation on its CSR 
practice. The studied documents consisted of steering documentation such as 
policies, instructions and guidelines, as well as tools, audit reports, monitoring 
and measurement data etc. both at group level and at the mines and smelters, see 
Appendix I. The disadvantages with this type of data are that the documentation 
can be difficult to find and that information may be deliberately withheld. This 
did not prove to be a problem here, however, because I was given full access to 
the company’s entire intranet for the period of one year. 
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Interviews are important sources of case study information. The choice of 
interviews in case study II was motivated by the fact that they can provide 
important insights and focus directly on research topics. Interviews also provide 
shortcuts to prior history and help to identify other sources of evidence (Yin, 
2009). 

The group interview relies on the systematic questioning of several individuals 
simultaneously, with the purpose of gathering opinions about or reactions to 
specific topics or questions once the research is underway (Fontana and Frey, 
2000). The first group interview in case study II was held with the Senior Vice 
President Corporate Responsibility and the Director Group Sustainability in 
order to find out what they thought about the research project, acquire further 
information about the company’s CSR practice and receive suggestions about 
relevant respondents to interview. 

In case study II focused interviews were conducted with the Senior Vice 
President Corporate Responsibility, the Sustainability Director, the Energy 
Efficiency Manager, the Information Manager, the Human Resource (HR) 
Manager, the Staff Medical Officer and the company’s expert on biodiversity 
and the restoration of natural habitats. A focused interview means that a person 
is interviewed for a short period of time, using a specific set of questions, in 
order to corroborate certain facts (Yin, 2009). These interviews were performed 
after the documentation had been collected and analyzed. The interviews served 
a dual purpose: firstly to make sure that all the relevant information had been 
collected and secondly to confirm that the documentation had been correctly 
interpreted. 

The second group interview in case study II was held with the Senior Vice 
President Corporate Responsibility, the Director Group Sustainability, the 
Director Group Communication, and the Director Group HR. The purpose was 
to hear their opinions about and reactions to the conclusions drawn on 
completion of the first research phase. 

The interviews were conducted during one-day visits to the head office and were 
either held in the respondent’s office or in a conference room. Information about 
the interviews is presented in Table 7.   

 

 



Methodology 

44 

Table 7.  Information about the interviews conducted in case study II. 
 
Action Post Time (h) Date 
Group 
interview 1 

Senior Vice President Corporate Responsibility, Director 
Group Sustainability 

2 19 April 2012 

Interview 1 Director Group Sustainability 2  22 Aug 2012 

Interview 2 Energy Efficiency Manager 2  7 Sept 2012 

Interview 3 Director Group Communication 2  11 Sept 2012 

Interview 4 Director Group HR 2  11 Sept 2012 

Interview 5 Staff Medical officer  2  21 Sept 2012 

Interview 6 The company expert on biodiversity and restoration of 
natural habitats 

2 25 Sept 2012 

Interview 7 Senior Vice President Corporate Responsibility 2 11 Oct 2012 

Group 
interview 2 

Senior Vice President Corporate Responsibility, Director 
Group Sustainability, Director Group Communication, 
Director Group HR 

2  17 Dec 2012 

 

Core subjects and issues relating to ISO 26000 were used as a framework to 
guide the interviews. The content of the interview guides were adapted and 
changed from one interview to the next depending on the respondent’s 
responsibility and authority. The respondents were selected for their expertise in 
and responsibility for the core subjects and issues in the framework. They were 
also able to refer to other roles or functions within the company if necessary. All 
the interviews were recorded and subsequently transcribed.  

The first part of case study II has limitations. Firstly, the case study data is based 
on interviews and internal documentation. The interviews were only conducted 
with respondents at the strategic level. No interviews were conducted in order to 
verify the documentation at the production unit level, which would have 
enhanced the quality of the study. Secondly, during the identification of relevant 
documentation, especially at the units, it was difficult to gain access to steering 
documents such as minutes of meetings, data and reports. These documents 
could have verified the statements, guidelines and instructions on which this 
study is based. However, I was able to study how a company practices CSR 
from an internal perspective and in this had full access to the company’s entire 
intranet and opportunities to interview the managers responsible for all the 
relevant company functions. Access like this seems to be quite rare in studies of 
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CSR in the extractive industry. Hence, despite its limitations, I believe that the 
case study does contribute to an understanding of and knowledge about how 
CSR is practised in the mining industry. 

In the following phase of case study II evidence was collected by means of 
interactive workshops with the aim of studying how the company reacted to and 
appropriated established stakeholder theory. Interactive research is based on the 
joint learning of the participants and researcher throughout the whole process 
(Svensson and Aagaard Nielsen, 2006), to which researchers can contribute in 
multiple ways (Johannisson et al., 2008). During the workshops I added my 
knowledge of stakeholder theory to the knowledge the managers already 
possessed. In the communication process I tried to simplify and translate the 
stakeholder theory so that the practitioners could easily assimilate it. I also 
created opportunities for reflection, for example by questioning or challenging, 
in order to support the progress. 

The interactive workshops were conducted during one-day visits and were held 
in the collaborating respondents’ conference room. Information about the 
workshops is presented in Table 8.   

Table 8.  Information about the workshops. 
 
Action Post Time (h) Date 
Workshop 1 Senior Vice President Corporate Responsibility, Director 

Group Sustainability, Information Manager, Director Group 
HR 

4  26 Sept 2013 

Workshop 2 Senior Vice President Corporate Responsibility, Director 
Group Sustainability, Information Manager, Director Group 
HR 

4 28 Oct 2013 

Workshop 3 Senior Vice President Corporate Responsibility, Director 
Group Sustainability, Information Manager, Director Group 
HR, Energy Efficiency Manager 

4 04 Feb 2014 

Workshop 4 Senior Vice President Corporate Responsibility, Director 
Group Communication, Director Group HR, Energy 
Efficiency Manager, Health and Safety Manager 

1 26 May 2014 

 

The workshops began with a presentation of the relevant theories, which the 
managers then practised. Further information about the theory is provided in the 
conceptual frame of reference. The workshops were audio recorded and 
subsequently transcribed. 
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The managers and I were satisfied with the choice of interactive workshops as a 
way of converting theory into practice. However, the theory was sometimes 
perceived as ‘too theoretical’, for example when the different definitions of a 
‘stakeholder’ or when the definitions of power, legitimacy and urgency were 
presented. At one point the situation was reversed and the theory instead became 
‘too simple’. This occurred when the managers were about to evaluate the 
identified stakeholder groups based on three redefined relationship attributes 
with a ‘yes’ or a ‘no’. After a while they realized that all the stakeholder groups 
were evaluated as having all three attributes and we had to restart. The theory 
had become ‘too simple’ and we had to recapitulate. On the whole, though, the 
interactive workshops worked well as a data collection method. 

3.8 Data analysis  

In the initial stages of literature review the secondary data was comprehensive, 
elusive and included a large amount of topics and issues. The identified studies 
were coded using the coding criteria shown in Table 9 and the coding results 
were summarized on a large spread sheet. 

Table 9.  The coding criteria. 
 
Coding criteria Description of criteria 
Year of publication In what year were the studies published/presented? 
Authors Who were the authors of the study? 
Journal Which journal was the article published in? 
Conference At which conference was the study presented? 
Industry  Does the study focus on the mining industry, the forestry industry or 

the oil industry? 
Country of operation In which country does the studied industry operate? 
Core subject and  issues Which core subjects and issues formed the study’s main focus?  
Research method Which approach did the authors use (case study, review, conceptual 

etc.)?  
Data sources  Which data sources were used for the data collection (documents, 

interviews, surveys etc.)? 

 

The data relating to the core subjects and issues was extensive and needed to be 
categorized. After a while certain categories became more prominent and a 
possible structure of the data evolved. The ideal structure reflected my previous 
experience and pre-understanding of the practical level of CSR and in particular 
the international standard ISO 26000, which seemed to be an appropriate 
framework for categorizing and coding the data. Glaser and Strauss (1967) state 
that categories that emerge from the data itself  are the best because they are 



Methodology 

47 

understood by both researchers and laymen and aid theoretical advance and 
practical application. The standard is a practical tool with categories that are 
familiar to the practitioners, especially as the aim of the research is to produce 
something that can be successfully applied in organizations. The framework of 
categories, also referred to as subjects and issues, is presented in Appendix II. 

ISO 26000 is a comprehensive standard and covers a large number of subjects 
and issues related to social responsibility. It also embraces the target areas in the 
previously described system standards, see Figure 8. ISO 26000 consists of 
seven core subjects with accompanying issues. Related actions and expectations 
are listed under each issue’s heading. These core subjects, issues, actions and 
expectations were used as units of analysis and transformed into frameworks. 
The standard is further described in Chapter 2. The core subject - consumer 
issues - is of limited relevance for this study because the extractive industry is a 
“business to business” industry and does not sell products to end users. 
Nevertheless, some issues are important and have been divided into other core 
subjects. The overall framework of core subjects and issues is presented in 
Appendix II. The extended frameworks based on the actions and expectations 
required for each core subject are presented in Appendices III-VII. The units of 
analysis in the different studies are presented in Appendix II. The overall and 
extended frameworks have been used in papers A, B and C. 

3.8.1 Literature review I 

The overall framework shown in Appendix II and the extended frameworks 
presented in Appendices III-VII, based on the actions and expectations required, 
were used to code the secondary data for mining, oil and forestry during the 
reading process. The secondary data was then summarized and the results 
compared in and between the studied industries.  

3.8.2 Case study I 

The health-related subjects, issues and actions found in the overall and extended 
frameworks, as presented in Appendices II-VII, were used to code the CSR 
practices. The collected data from the documentation and the interviews was 
compared with the health-related issues in the framework. The analysis resulted 
in different grades of compliance: yes, partly and no. 
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3.8.3 Case study II 

In the first phase, the frameworks were used to sort and structure the information 
that had been gathered. The overall framework with core subjects and issues and 
the extended frameworks based on actions and expectations, as presented in 
Appendices II-VII, were used to code the existing CSR practices. The core 
subject of human rights was judged to be only partly relevant for this study 
context due to the extensive legislation in the countries of operation. The 
relevant issues were divided into other core subjects, for example labour 
practice, fair operating practices and community involvement and development. 

In the next case study phase, the empirical data was analyzed according to Table 
10. 

Table 10.  The second phase of the study consists of nine steps, which are analyzed using the tree seminal 
writings. 

  
Case study steps Purpose of data 

collection 
Data source Purpose of the analysis Theory 

1. Managing for 
stakeholders 

To describe the 
company’s existing 
stakeholder 
management 

Interviews 1-6 To compare the result with 
theory in order to identify 
similarities and/or 
differences between the 
two 

(Freeman, 
1984) 

2. The stakeholder 
view of the firm 

To define and identify 
the company’s 
stakeholders 

Workshop1,4 To explore how the 
company reacts to and 
appropriates the theory 

(Freeman, 
1984) 

3. The two-tier 
stakeholder map 

To divide the 
stakeholder groups into 
primary and secondary 
stakeholders 

Workshop1,4 To explore how the 
company reacts to and 
appropriates the theory 

(Freeman et 
al., 2007) 

4. The level of 
interaction 

To study the 
correlation between the 
Boliden two-tier map 
and the actual 
interaction 

Workshop1,4 To study the correlation 
between the Boliden two-
tier map and the actual 
interaction 

 

5. Evaluating 
stakeholder-manager 
relationships 

To divide the 
stakeholders into latent, 
expecting and 
definitive stakeholders 

Workshop1,4 To explore how the 
company reacts to and 
appropriates the theory 

(Mitchell et 
al., 1997) 

6. Stakeholder 

assessment 

To state the corporate 

mission, identify 

stakeholder interest, 

and identify corporate 

strategies for 

stakeholders 

Workshop 2,4 To explore how the 

company reacts to and 

appropriates the theory 

(Freeman et 

al., 2007) 
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7. Stakeholder 

behaviour analysis 

To identify a 

stakeholder’s actual or 

observed behaviour 

and list the behaviour 

that would help or 

prevent the 

organization from 

achieving its goals. 

Workshop 2,4 To explore how the 

company reacts to and 

appropriates the theory 

(Freeman et 

al., 2007) 

8. Assessing 

stakeholder strategies 

To analyse current 

behaviour, i.e. the 

cooperative potential 

(CP) and competitive 

threat (CT) of each 

stakeholder 

Workshop 2, 4 To explore how the 

company reacts to and 

appropriates the theory 

(Freeman et 

al., 2007) 

9. Developing specific 

strategies for 

stakeholders 

To develop specific 

programmes for each 

generic strategy of 

stakeholders 

Workshop 3-4 To explore how the 

company reacts to and 

appropriates the theory 

(Freeman et 

al., 2007) 

 

3.9 Research quality  

Assessing quality is of major importance and can be done in several ways. 
Reliability, construct validity and external validity are often used to evaluate the 
quality of research (Yin, 2009). In order to enhance reliability, that is, 
transparency and future replication, a case study database was constructed. The 
database contained lists from the literature search together with the relevant 
notes, the literature gathered for the literature reviews, the overall and extended 
frameworks used, important documentation such as policies, guidelines and 
instructions and tools, the interview guides, the transcripts of the interviews and 
the analysis tool used to compile all the relevant data. In this way, the case study 
database will facilitate retrieval for further studies (Yin, 2009).  

Two sources of evidence were used to construct validity: documentation and 
interviews. Some of the respondents were asked the same questions because 
certain core subjects and issues concerned more than one function and 
developed converging lines of inquiry. The results were presented and discussed 
with the respondents. This resulted in interesting discussions and 
complementary information that also helped to strengthen the validity. To 
further support the validity it was necessary to observe and evaluate the 
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compliance of the documentation in all the units, which had required great 
efforts. 

External validity is about defining the domain to which a study’s findings can be 
generalized (Yin, 2009). This thesis shows some external validity on health and 
safety issues, because both case studies were analyzed using the same 
framework. The findings from case study II could also be applied to other metal 
and mining companies in the same legislative context.  

Krefting (1991) argues that qualitative research is often evaluated against 
criteria that are more appropriate to quantitative research. Agar (1986) suggests 
that terms like reliability and validity are relative to the quantitative view and do 
not fit the details of qualitative research. Researchers need alternative models 
that reflect qualitative designs (Krefting, 1991). In this light, Guba (1981) 
proposes a model for assessing the trustworthiness of qualitative data based on 
the identification of four aspects of trustworthiness, namely true value, 
applicability, consistency and neutrality. 

True value establishes whether the researcher is confident that his or her 
findings are reliable (Lincoln and Guba, 1985). In qualitative research, true 
value usually relates to the lived and perceived experiences of the informants 
(Sandelowski, 1986). In this thesis, true value was confirmed by the 
respondents’ responsibility and authority for and great knowledge of the CSR 
practice in question. 

Applicability refers to the degree to which the findings can be applied to other 
contexts, settings or groups. Two perspectives of applicability are appropriate 
for qualitative research. The first suggests that the ability to generalize is not 
relevant in many qualitative research projects, because here the purpose is to 
describe a particular phenomenon or experience (Krefting, 1991). Guba (1981) 
presents the second perspective on applicability in qualitative research by 
referring to ‘fittingness’ or ‘transferability’ as the criterion for assessing the 
applicability of qualitative data. Research meets this criterion when the findings 
fit into contexts outside the study situation, i.e. that there is a similarity or 
goodness of fit between the two contexts. For example, in this thesis, case study 
I fits into Zambia, one of the world’s poorest countries that has been devastated 
by HIV/AIDS and other diseases, and shows how the company has focused its 
CSR efforts on actual problems in society. This research may also be of interest 
to other mining corporations in Zambia, or even other parts in Africa with 
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similar problems. Case study II, on the other hand, fits the Swedish context. 
Here, the first phase of the research focuses on the company’s overall CSR 
practice and can be transferred to other mining companies operating in countries 
where legislation and labour rights are in focus. In the second phase of the 
research, the purpose is to show how the company reacts to and appropriates 
established stakeholder management theories. This research could be applied to 
the entire mining industry, because mining affects the environment, society and 
stakeholders irrespective of location. Lincoln and Guba (1985) note that 
transferability is the responsibility of the person who wants to transfer the 
findings to another situation or population than that intended in the original 
study. They argue that as long as the researcher presents sufficient descriptive 
data to allow a comparison, he or she has addressed the problem of applicability. 
The intention in this thesis has been to describe the data collection in a way that 
allows comparisons to be made. 

A third trustworthiness criterion considers the consistency of the data, that is, 
whether the findings would be consistent if the inquiry was replicated with 
similar subjects or in a similar context (Krefting, 1991).  This could be a 
problem in this thesis in that in case study II I had access to the company’s 
entire intranet, which is quite rare. In addition, the CSR practice studied is not a 
fixed process, but is made up of ongoing, daily activities that are modified and 
evolve over time. If the same case study was performed today the results would 
probably be quite different.  Another problem with consistency would occur if 
the informants/respondents were replaced but the positions remained the same. 
Field and Morse (1985) are of the opinion that qualitative research should 
emphasize the uniqueness of the human situation, so that variation of experience 
rather than identical repetition is sought.  

The fourth criterion of trustworthiness is neutrality, i.e. no trace of bias or 
partisanship in the research procedures and results (Sandelowski, 1986).  In 
quantitative research neutrality is achieved by the rigour of the methodology and 
a distance between researcher and subjects that minimizes bias. Qualitative 
researchers, on the other hand, try to increase the worthiness of their findings by 
decreasing the distance between researcher and informants, for example by 
prolonged contact with informants or lengthy periods of observation (Krefting, 
1991). This is a good description of case study II, where the respondents and I 
had regular contact with each other during the study and established good 
relations. Lincoln and Guba (1985) shift the emphasis on neutrality in qualitative 
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research from the researcher to the data, so that rather than the neutrality of the 
researcher it is the neutrality of the data that is in focus. One way of achieving 
this is through triangulation and, as previously indicated, two different sources 
of evidence – documents and interviews – were used to strengthen the neutrality 
in the first phase of case study II.  Guba (1981) suggests audit strategy as the 
major technique for establishing neutrality, because different kind of records can 
be included, such as raw data, data reduction, analysis products and process 
notes. Ideally, the audit should be ongoing throughout the research process. I 
conducted the major part of the research presented in this thesis myself, with no 
auditing of the raw data or other records. However, during the research study as 
a whole, my supervisors have instructed and directed the work in a way that has 
helped to improve its neutrality. Neutrality was not achieved in the second phase 
of case study II, though, because here interactive workshops were used as a 
research strategy, which meant that the researcher’s role was to contribute by for 
example mediating, simplifying and translating the theory (Johannisson et al., 
2008).  

A framework that is mainly based on ISO 26000 can, of course, be questioned. 
The analysis could have been done with a framework based on initiatives like 
GRI or the global compact with possibly the same result. Nevertheless, ISO 
26000 was chosen because it is a comprehensive standard that covers a large 
number of subjects and issues relating to social responsibility and embraces the 
target areas in the previously described system standards (see Figure 8). Another 
argument is that as Boliden already uses the GRI framework, ISO 26000 would 
give a new perspective on CSR. Therefore, after performing the analysis and 
reporting the results, I am still convinced that ISO 26000 has the most 
comprehensive CSR framework available. 
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4. Summary of appended papers 

In this chapter summaries of the five appended papers are provided, which present the 
background, purpose, methods, results and conclusions of each paper. 

 

4.1 Paper A 

Ranängen, H. & Zobel, T. (2014). Revisiting the ‘how’ of corporate social 
responsibility in extractive industries and forestry. Journal of Cleaner 
Production 84, 299-312 

Summary 

Extractive industries, such as mining and oil, together with the forestry industry 
are in the forefront when it comes to CSR. As a result, the body of research on 
CSR in these industries is substantial. The purpose of this paper is to review 
previous research on the management side of CSR in extractive industries and 
forestry in order to explore the different sub-areas of CSR and their 
characteristics. 

The review is based on 112 studies published between 1998 and 2012, 36 of 
which focus on the mining industry, 22 on forestry and 51 on the oil industry. 
The structure of international standard ISO 26000 has been used as a 
framework.   

The articles based on the mining industry reflect studies undertaken in Africa 
and Oceania, with very little from a European perspective. Given the expansive 
mining establishment in the northern parts of Europe, this would obviously be 
an important and interesting topic for further research. Articles pertaining to the 
oil industry focus on Africa, Europe and South America, while those dealing 
with forestry focus on Europe and North America. With regard to the oil 
industry and forestry, there are number of geographical blind spots in the 
research. 

The review identified a large number of promising CSR initiatives and activities, 
although many of the studies tended to only scratch the surface and did not 
elaborate on implementation issues. An external perspective is common and 
even if a study is more internally focused researchers do not always have any 
real contact with the targeted industry. 
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The review shows that research focuses on different sub-areas of CSR in the 
industries in question. In the mining industry, research seems to concentrate on 
community involvement, its development and the environment, which is logical 
considering the major impact that mining operations have on both society and 
the environment. In the forestry context, research mainly focuses on 
environmental issues. The most comprehensive and applied research is found in 
the oil industry, where all the included core subjects are covered. 

Partnerships with governments, business associations and other organizations 
working for sustainable development are common in both the mining and oil 
industries, as are CSR principles, standards and tools. However, how these 
initiatives are integrated and implemented in the core business activities is 
largely unknown. 

A large number of standards, guidelines, methods and tools for CSR practice 
covering most of the core subjects have been adopted by the extractive 
industries, although the forestry industry seems to be guided by a handful of 
initiatives focusing mainly on sustainable forest management, where forest 
certification and eco-labelling are essential. Social impact assessments (SIA) are 
frequently undertaken within the mining industry and tools to facilitate social 
investments and community company interactions are widely available. SIA is 
also commonly used in the oil industry together with other tools, such as health 
impact assessments, environmental impact assessments and other combined 
assessments. 

All three industries practice disclosure and the integration of various 
sustainability issues is becoming more common. Here, the GRI framework plays 
a significant role. 

Despite the fact that most of the literature claims to address the practical side of 
CSR, very little is known about how some CSR issues are practised in everyday 
company life. 

Author’s contribution 

In this article I contributed to the literature search, the background reading, the 
construction of the overall and extended frameworks and the analysis of the 
secondary data. I provided a draft of the paper, to which Thomas Zobel made 
valuable comments and additions. 
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4.2 Paper B 

Ranängen, H., Zobel, T. & Bergström, A. (2014). The merits of ISO 26000 for 
CSR development in the mining industry: A case study in the Zambian 
Copperbelt. Social Responsibility Journal 10, 500 – 515 

Summary 

The purpose of this paper was to study how a mining company practises CSR 
and whether and how ISO 26000 can be used to advance corporate health 
practices in mining-related businesses in the developing world. A case study 
format was chosen in order to penetrate the practical level of CSR. The case 
study evidence included documentation and open interviews in connection with 
field visits. 

The studied company has a fairly comprehensive policy framework on CSR and 
top management has expressed its commitment to being socially responsible. 
The company is a frontrunner when it comes to working actively with health-
related issues in the workplace and the surrounding community. Within OHS, a 
conversion from policy formulations into concrete measurable objectives has 
taken place. The company is third party certified to international quality, 
environmental and OHS standards. The OHS policy manual has been translated 
into a handbook, which contains over a hundred work instructions. Regular 
monitoring and evaluations of the progress in the field of OHS are carried out. 
Hence, health and safety in the workplace comply with the suggested health-
related actions and expectations in ISO 26000.  

The company’s employees and the community at large think that the company is 
making an effort and is doing well. The CSR commitment seems authentic and 
corresponds with the specifications in ISO 26000. In some areas there are 
opportunities to advance the corporate health practices in relation to the 
suggested actions and expectations in ISO 26000. 

Despite the fact that ISO 26000 is a set of guidelines and is not certifiable, it can 
be used to evaluate and improve a company’s CSR practice in a developing 
country, even though that company may already be regarded as a frontrunner. 
While there is some overlap between the content of ISO 26000 and other well-
established principles, standards and tools, the case study has shown that ISO 
26000 can provide valuable guidance for community development programmes, 
especially if these programmes involve donations. The standard can also serve 
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as a guideline for issues concerning discrimination. Further, the study has shown 
that standardized management systems for OHS, the environment and quality 
based on the standards OHSAS 18001, ISO 14001 and ISO 9001 can effectively 
support the required actions and expectations of ISO 26000. 

Although this study has only focused on health issues, there is reason to believe 
that ISO 26000 could also be used to advance the work with other CSR-related 
issues. 

Author’s contribution 

Andrea Bergström collected the case study material (documentation and open 
interviews) in connection with field visits to Zambia. She also conducted the 
initial analysis based on a draft of ISO 26000. My contribution to this article is 
the literature search, reading, constructing the overall and extended frameworks, 
updating the analysis to the new frameworks and providing a draft of the paper. 
Thomas Zobel contributed valuable comments and additions to the paper. 
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4.3 Paper C 

Ranängen, H. & Zobel, T. (2014). Exploring the path from management systems 
to stakeholder management in the Swedish mining industry. Journal of Cleaner 
Production 84, 128-141 

Summary 

It is often conceptually suggested that frameworks for CSR practice that take the 
needs of a company’s stakeholders into account can emanate from management 
systems based on international standards. This study addresses the research 
question of whether the adoption of established management systems is useful 
for putting stakeholder management into practice. 

The case study evidence consisted of documentation and semi-structured 
interviews. Frameworks mainly based on ISO 26000 were used to analyze the 
strategic and operational CSR practice at the Swedish mining and metals 
company, Boliden AB. The results show that Boliden complies with many of the 
actions required in the framework, although there are still important areas where 
it can develop its CSR performance.  

Boliden has well-integrated and implemented labour practices and environment 
guidelines that fulfil most of the requirements listed in the framework. Sweden 
has a rather extensive labour and environmental legislation, the fulfilment of 
which is secured through certified management systems according to ISO 
14001, OHSAS 18001 and different kinds of energy standards. Nevertheless, 
Boliden has some environmental challenges to consider that are energy-related. 

Fair operating practices and community involvement and development fall 
outside the established management system standards. Boliden has always been 
involved in the communities in which it operates and works closely with 
politicians, governments, neighbours, the Sami and so on. However, a structured 
way of working towards continual improvement is missing. Boliden’s existing 
management systems need to be supplemented by fair operating practices and 
community involvement and development in order to become a complete SMS. 
In order to “do the right things”, stakeholder management needs to be integrated.  

Author’s contribution 

My contribution to this article included searching for literature, reading, 
constructing the overall and extended frameworks, the case study design, the 
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collection and reading of the documentation, conducting the interviews and 
analyzing the data. I provided a draft of the paper and Thomas Zobel contributed 
valuable comments and additions. 
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4.4 Paper D 

Ranängen, H. (2015). From stakeholder theory to CSR practice. Corporate 
Social Responsibility and Environmental Management. Under review for 
publication. 
 
Summary 
 
This case study explores how the mining and metals company Boliden AB 
reacts to and appropriates established stakeholder theory using interviews and 
interactive workshops. The study is situated in the Corporate Responsibility 
business unit, which consists of managers with ultimate responsibility and 
authority for CSR. This is an empirical addition to the conceptual contributions 
to stakeholder management framed within the concept of management system 
thinking. Here the focus is on the planning phase of the PDCA methodology, i.e. 
the identification of stakeholders and the estimation of ‘who and what really 
counts’. The theoretical framework is based on three seminal publications on 
stakeholder theory: Freeman (1984), Freeman et al. (2007) and Mitchell et al. 
(1997).  

Depending on their positions and roles in the company, the managers prioritize 
different stakeholders. For example, financiers are seen as the most important 
stakeholders. The company has well-developed dialogues and communications 
with the financiers and it is obvious that these stakeholders are given the most 
attention. Employees are also seen as very important stakeholders, as are 
authorities with an explicit management in place. In contrast, interactions with 
politicians and members of the community are not systematized and can be 
described as a ‘bits and pieces’ approach. This indicates that Boliden has a more 
traditional managerial view of a company, where the needs of the owners and 
the employees come first. This ‘bits and pieces’ approach also signals that 
Boliden is powerful. 

The SMS planning phase began by identifying the stakeholders using the 
‘stakeholder view of the firm’ as a roadmap to facilitate the work. This also 
helped the company to identify the stakeholder groups that it had not highlighted 
in their existing stakeholder management practices. The result was an expanded 
number of stakeholder groups. 

An evaluation of the work with stakeholders was regarded as desirable. The 
stakeholder groups were thus divided into primary and secondary stakeholders 
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and the managers felt that the ‘two-tier stakeholder map’ was useful for future 
stakeholder management practice. However, if this model was integrated into an 
SMS it would be important to adapt the theory to the specific industry and to 
update the model regularly so that it was more sensitive to changes over time. 
The estimated level of interaction between Boliden and the identified 
stakeholder groups showed that the company had rather poor interactions with 
some of its primary stakeholders and that this was valuable information for its 
future CSR practices. Mitchell et al.’s (1997) model for evaluating stakeholder-
manager relationships proved to be more challenging for the managers, because 
the definitions of the three attributes were perceived as ‘very theoretical’ and 
they wanted to redefine them in order to make them more comprehensible and 
useful. 

The two models generated very similar results. Nevertheless, Mitchell et al.’s 
(1997) model has some advantages, in that it includes an objective evaluation 
based on three attributes. It also has three levels of latent, expectant and 
definitive stakeholders, which gives a more nuanced evaluation. Finally, the 
different stakeholder classes can be used for holding properly designed 
dialogues with stakeholders. Hence, this empirical case study supports earlier 
conceptual papers and suggests Mitchell et al.’s (1997) model for the initial step 
of SMS, i.e. the identification of stakeholders and the estimation of ‘who and 
what really counts’. 

The study shows that theory can easily be practised and works well. The 
company highlighted the discussions where it had to look at stakeholders from 
different perspectives. 
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4.5 Paper E 

Ranängen, H. (2015). Stakeholder management in reality: Moving from 
conceptual frameworks to operational strategies and interactions. Sustainable 
Production and Consumption 3, 21-33. 

Summary 
 
As a continuation of the case study presented in the previous paper, this paper 
also explores how the mining and metals company Boliden AB reacts to and 
adopts stakeholder management theory. The study is based on interactive 
workshops and the focus is again on the planning phase of the PDCA 
methodology; more specifically on the identification of stakes and the 
development of effective strategies to best manage stakeholders (Louche and 
Baeten, 2006).  

Freeman et al., (2007) has been the main source of inspiration in this study. 
They describe seven practical techniques aimed at giving organizations 
increased capability to manage stakeholders. Four of these techniques have been 
practised in this paper, namely stakeholder assessment, stakeholder behaviour 
analysis, assessing stakeholder strategies and developing specific strategies for 
stakeholders.  

The stakeholder assessment, which was easy to perform, included stating the 
corporate mission, identifying stakeholder interest and identifying corporate 
strategies for stakeholders. The managers felt that it was sufficient to use the 
generic level of stakeholders. The specific level was only used once when 
identifying stakes for public opinion formers. Hence, from an SMS perspective, 
it was found that the stakeholder assessment would benefit from a more 
structured approach before being translated into objectives, targets, programmes 
and action plans (Azapagic, 2003, Singh et al. 2007) procedures and practices 
(Asif et al., 2013, Singh et al. 2007). How this will unfold in practice is 
something for future research to examine. 

The stakeholder behaviour analysis was conducted to identify a stakeholder’s 
actual or observed behaviour and to analyze whether the stakeholder groups 
helped or prevented the organization from achieving its goals. The identification 
of behaviour was easily performed and the only two stakeholders that generated 
any discussion were employees and neighbours. In the analysis the managers 
questioned the theory and wanted a five-grade scale instead of the presented 
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two-grade scale. We decided to use a more fine-tuned alternative (Freeman et 
al., 2007), but despite their initial objection the managers only used the fine-
tuned alternative once. 

The final step was to develop strategies for the generic stakeholder groups. It 
was here that the major practical challenges appeared and the path from theory 
to practice seemed difficult. The managers were unable to identify any common 
denominators between the stakeholder groups in each generic group. After long 
discussions we realized that the managers had different perceptions of the term 
‘strategy’ than the theory and that they also understood the term differently 
among themselves. After a calibration of the concept we completed the task and 
the managers were quite satisfied with the result.  

Strategies for how to manage the different generics were developed and means 
of interaction were identified. These strategies should also be translated into 
objectives, targets, programmes, procedures and practices (Singh et al., 2007). 
What this looks like in practice will also be an interesting subject for future 
research. 
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5. Discussion and conclusions 

This chapter links back to the research purpose of the thesis and discusses general CSR 
practice in the extractive industry, the more specific CSR practice in the mining industry and 
how this management can be developed. It then discusses the contributions of the thesis and 
ends with suggestions for future research. 

 

 

The research purpose of this thesis has been to explore how the extractive 
industry in general and the mining industry in particular practise CSR and how 
this management can be advanced. Given this overall purpose, five specific aims 
have been formulated. The findings will now be discussed and final conclusions 
drawn. 

5.1 The general CSR practice in the extractive industry 

In order to explore how the extractive industry in general practises CSR and 
how previous research has addressed the management side of CSR, a literature 
review was conducted of around one hundred studies focusing on mining, 
forestry and oil. The literature review was chosen as the initial step of my 
research journey, because it enabled me access the field of interest and to 
identify knowledge gaps in the literature.  

The review shows that research focuses on different CSR sub-areas for the 
industries in question. Research on the mining industry seems to concentrate on 
community involvement and development and the environment, which is logical 
considering the major impact that mining operations have on society and the 
environment. Forestry research mainly focuses on environmental issues. The 
most comprehensive and applied research is found in the oil industry, where 
most of the included core subjects are covered. The only issue that is 
unaddressed is connected to sustainable resources, which again is logical 
considering the fact that oil is a non-renewable resource. 

Partnerships with governments, business associations and other organizations 
working for sustainable development are common in both the mining and oil 
industries, as are CSR principles, standards and tools. However, how these 
initiatives are integrated and implemented in the core business activities has not 
been studied to any great extent.  
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A large number of standards, guidelines, methods and tools for CSR practice 
covering most of the core subjects have been adopted by the extractive 
industries, although the forestry industry seems to be guided by a handful of 
initiatives focusing mainly on sustainable forest management, where forest 
certification (Dauvergne and Lister, 2010; Lazar, 2003; Panwar and Hansen, 
2008; Wang, 2005; Vidal and Kozak, 2008) and eco-labelling (Dauvergne and 
Lister, 2010; Panwar and Hansen, 2008) are essential. 

Social impact assessment (SIA) is frequently used within the mining industry, as 
are tools to facilitate social investments (Esteves, 2008a,b) and community-
company interactions (Kemp, 2010). SIA is also commonly used in the oil 
industry (McPhail and Davy, 1998) together with other tools, such as health 
impact assessment (HIA), environmental impact assessment (EIA) (Utzinger et 
al., 2005) and other combined assessments (Anderson and Bieniaszewska, 2005; 
Lilien and Anwar, 2008). All three industries have put disclosure into practice 
and the trend to integrate sustainability issues is becoming more common 
(Jenkins and Yakovleva, 2006; Panwar et al., 2006; Vidal and Kozak, 2008), 
with GRI playing a significant role. 

The mining and oil industries have aligned their operations to a number of 
initiatives, where human rights and labour practices are essential, although very 
little research seems to have been done on implementation and real life 
practices. The environment should be an important subject for all three 
industries due to the negative impact they have on the local environment. 
However, this review has not been able to identify much research on how the 
industries practise CSR in the environmental area. The mining industry’s 
implementation of EMS is mentioned, as well as environmental information 
systems and environmental protection. 

The oil industry highlights EIA, the reduction of discharges, the risks of oil spill 
and gas flaring as well as climate change mitigation and adaptation. For the 
forestry industry, forest certification and eco-labelling are important and the 
industry has established comprehensive tracking systems and corporate 
purchasing policies to prevent illegal logging. 

Numerous acts, conventions and principles dealing with corruption and bribery 
have been identified in the oil industry (Azeez et al., 2008; Costa, 2008) but not 
in the other industries. According to Costa (2008) it is common for oil 
companies’ codes of conduct to include statements about rejecting the payment 
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or acceptance of bribes, collusion, pressure or illegitimate favours, although how 
these documents are implemented in the corporate core business remains under-
studied. 

The extractive industry has an extensive impact on the environment and the 
social environment. The public are now much more aware of the extractive 
industry’s activities due to a series of environmental disasters and human rights 
violations. This has resulted in a growing demand for the industry to become 
more socially and environmentally friendly. The mining and the oil industry 
have both responded with an increased focus on community involvement and 
development. Frequently mentioned in the literature are tri-sector partnerships, 
which often result in development programmes on issues like education, health 
and infrastructure.  

5.2 CSR practice in the mining industry 

Two case studies were undertaken in order to explore how companies in the 
mining and metals industry practise CSR. Both case companies have 
comprehensive policy frameworks for CSR. At the group level Boliden has 
numerous policies: its overarching code of conduct as well as policies for 
environmental, health and safety, diversity, energy and communication covering 
most of the core subjects of CSR. The mines and smelters often complement 
these policies with their own. For example, the mines have an operational policy 
that is more specific for mining operations. This conclusion confirms the results 
of those from two other studies, which are that industries that utilize natural 
resources, such as mining, are more advanced than others when it comes to the 
formulation of codes and policies (Reichert et al., 2000) and the fact that the 
mining industry is developing numerous policies in order to show commitment 
to and engagement with a wide range of stakeholders (Jenkins and Yakovleva, 
2006). 

Both case companies have standardized management systems according to 
OHSAS 18001 and ISO 14001 in order to fulfil the legal requirements for OHS 
and the environment. These systems are advocated by several scholars in their 
conceptual frameworks for SMS (Asif et al., 2013, Singh et al., 2007, Azapagic, 
2003, Castka et al., 2004). In the first case company, OHS is carefully monitored 
on a regular basis. Indicators are utilized in all the relevant areas and targets and 
objectives are clearly stated in the OHSMS policy manual and handbook. The 
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second case company, Boliden, also designs and implements EnMSs for all its 
mines and smelters and has social, environmental and financial objectives at 
group level. The social objectives focus on labour practices and include a zero-
injury philosophy, a low rate of sick leave and a gender-equal and age-diverse 
workforce. The environmental objectives concern discharges and emissions. The 
financial objectives focus on the return on capital, net/debt equity and dividends 
(Boliden, 2011). These objectives are discussed in and determined by networks. 
The mines and smelters set objectives of their own that work according to the 
group objectives. However, the social objectives exclude community 
involvement and development and the environmental objectives ignore energy 
consumption. A company striving towards corporate sustainability may 
therefore benefit from previous research, because according to the literature 
study this particular area has been well targeted by scholars. The standardized 
management systems at both case companies have been reviewed and certified 
by a third party auditor.  

The strategic CSR leadership at Boliden is demonstrated through group level 
positions and the outsourcing of more specialized functions. The group level 
positions work and communicate through networks or support units. The mines 
and smelters have operational personnel with CSR responsibilities. The group 
level positions, networks, support units and operational personnel make 
decisions, set objectives and organize the activities in the mines and smelters. 
This organizational structure corresponds well with the five Spanish companies, 
selected for their “avant-garde” approach in stakeholder management and 
studied by De Madariaga and Valor (2007). This indicates that Boliden has 
created an organization structure with good opportunities for CSR. 

Boliden performs periodical reviews at the group level and the local level. The 
internal group level EHSQ (environmental, health, safety and quality) reviews 
are internal audits and every mine and smelter undergoes regular theme-based 
audits. 

Boliden has introduced well integrated programmes for labour practices and the 
environment that fulfil almost all the actions listed in the framework (see paper 
C). Sweden has extensive labour and environmental legislation and compliance 
with this is further reviewed through certified management systems according to 
ISO 14001, OHSAS 18001 and different energy standards. Hence, supported by 
other research (Esquer-Peralta et al., 2008; Holton et al., 2010; Sebhatu and 
Enquist, 2007), this research shows that certified management systems are 
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useful tools for CSR. However, according to case study II, Boliden has some 
environmental challenges to consider that are energy-related, such as the 
replacement of non-renewable energy resources with sustainable ones and the 
implementation of measures to reduce and minimize GHG emissions. These 
energy challenges are outlined at the end of this chapter.  

A structured way of working towards continual improvements is missing for the 
core subjects of community involvement and development and fair operating 
practices. The health-related community involvement and development in the 
first case study is represented by the wellness programme and through financial 
and material support. Boliden’s actions in community involvement and 
development are mostly philanthropic. Boliden has always been involved in the 
communities in which it operates and, according to the managers, has been 
working closely with stakeholders such as politicians, governments, local 
residents and the Sami people.  

None of the case companies had a defined strategy for community involvement 
and development, for example in the form of policy and guidelines, or 
established structures for monitoring and evaluation. Boliden is committed to 
education and research and promotes local sponsorship. Hence, community 
involvement and development is only partly aimed at contributing to long-term 
sustainability. There is therefore a risk that the part of the community being 
supported may become dependent on the company due to donations of a more 
philanthropic nature. Boliden’s work with fair operating practices is fragmented. 
According to the Senior Vice President Corporate Responsibility, in the past the 
company has dealt with anti-corruption in relation to individual situations. 
However, with the implementation of the UK Bribery Act, it is now working 
towards a more systematic approach. The dialogue with politicians is more ad 
hoc and the company believes that a policy for responsible political involvement 
would be desirable. Boliden says that it conducts its activities in a way that is 
consistent with competition laws and regulations, although has no specific 
policies or guidelines with which to address the issue. Hence, the structured way 
of working towards continual improvements is missing for these two core 
subjects. 
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5.3 How can CSR practice be developed? 

The following discussion is about how CSR practice can be developed in the 
mining industry. This is divided into two main concepts: ISO 26000 and 
stakeholder management within a management system approach. 

5.3.1 ISO 26000 

ISO 26000 provides guidance as to how organizations can operate in a socially 
responsible way. This means acting in an ethical and transparent way that 
contributes to the health and welfare of society. Considering the popularity and 
diffusion of ISO 14001 and the common adoption of other principles, standards 
and tools in the mining industry, it might be expected that ISO 26000 would also 
be widely adopted. However, the extent of the use of ISO 26000 in mining is 
still under-researched, and prior to this study very little was known about its 
possible merits for mining companies and their stakeholders. As ISO 26000 
provides guidance rather than requirements, it is not certifiable, unlike other 
management standards. Despite this, the findings in papers B and C show that 
ISO 26000 can be used to evaluate and improve a company’s CSR performance, 
even if the company is already regarded as a frontrunner. The actions and 
expectations in ISO 26000 were transformed into overall and extended 
frameworks (see Appendices II-VII) and were used to analyze the case study 
evidence, i.e. the document studies and interviews. The areas in which the 
analysis resulted in partial or non-compliance can be seen as requiring better 
CSR performance. 

The first case study showed that ISO 26000 provides valuable guidance when 
developing community development programmes, especially if these 
programmes involve donations. The standard can also serve as a guideline for 
discrimination issues. In the second case study the majority of potential 
improvements were found within the core subjects of fair operating practices 
and community involvement and development. The standard also identified 
some environmental challenges for Boliden that are energy-related. 

One conclusion is that when established standardized management system 
standards like ISO 14001, OHSAS 18001 and ISO 50001 were implemented in 
the case companies, the majority of the actions and expectations in ISO 26000 
were fulfilled. In other words, there is an overlap between the content of ISO 
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26000 and other existing standards. This conclusion should also be valid for SA 
8000 in relation to human rights and labour practices, although none of the 
companies studied had implemented this standard. 

As already indicated, fair operating practices and community involvement and 
development are not covered by the established management system standards. 
It is also in these core subjects that the majority of potential improvements have 
been identified in the case studies. ISO 26000 is not designed for management 
systems and a systematic way of working towards continual improvement is not 
clear. It would therefore be a good idea to adopt this systematic way of working 
for fair operating practices and community involvement, as discussed below. 
Further, ISO 26000 states that identification of and engagement with 
stakeholders is fundamental to social responsibility, which together with a 
systematic way of working brings us to the next concept, namely, stakeholder 
management within a management system approach. 

5.3.2 Stakeholder management within a management system approach 

Papers D and E explore how Boliden’s CR business unit reacts to and 
appropriates established stakeholder theory with a view to advancing CSR 
practice.  

Scholars have suggested different approaches to the integration of CSR into core 
business processes. They have also emphasized that established management 
systems could be used for this purpose, but would need to be supplemented in 
order to integrate sustainable development more fully. Case study II clearly 
confirms this conclusion. Boliden’s existing management systems need to be 
supplemented with a systematic approach to fair operating practices and 
community involvement and development before it can claim to have SMS in 
place and that it is working actively and systematically with all its stakeholders. 
This could be governed by a committee (or a CSR network) consisting of the 
Senior Vice President Corporate Responsibility, the Sustainability Director, the 
Information Manager and the HR Director, as suggested by De Madariaga and 
Valor (2007). Such a committee could launch CSR in the company and provide 
a forum for the exchange of experience and information in order to facilitate its 
implementation and integration. 

The planning phase of an SMS could be initiated by the identification of 
stakeholders (Asif et al., 2013; Azapagic, 2003; Singh et al., 2007). Case study 
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II showed that the ‘stakeholder view of the firm’ was a good roadmap for this 
purpose. It also helped the company to identify stakeholder groups that had not 
been highlighted before in its existing stakeholder management practice. The 
result was an expanded number of stakeholder groups. It should also be 
remembered that stakeholder groups are not static actors and can change over 
time (Grafström et al., 2008) and that a company’s SMS guidelines should make 
provision for  regular updates of the ‘stakeholder view’.  

In traditional management systems these aspects are evaluated, the significant 
aspects are identified. These significant aspects are then taken into account when 
establishing, implementing and maintaining the management system.  Similarly, 
a stakeholder evaluation is desirable, because it is not always easy to work well 
with all stakeholders simultaneously. Case study II shows how the identified 
stakeholder groups were divided into primary and secondary stakeholders and 
that the managers felt that a ‘two-tier stakeholder map’ was useful for future 
stakeholder management practice. Some differences between the original map 
and the adapted one were identified. Boliden saw authorities as primary 
stakeholders, which can be explained by the Swedish context, where legislation 
and the labour movement are important drivers.  This is supported by Matten 
and Moon (2008), who in their comparisons between the United States and 
Europe identified differences in the power of the state, governments’ 
engagement in economic and social activities, financial sources and education 
and labour systems. Boliden also classified the media as a primary stakeholder, 
while theory considers the media as a secondary stakeholder. The managers 
argued that mass communication technology has changed the role of the media 
with regard to business. According to the managers, reputation has become 
increasingly important and negative publicity in the media can have disastrous 
consequences (Grafström et al., 2008. Berry (2003) does not find the stakeholder 
map overly useful, mainly because stakeholders claim differing degrees of 
power at different times and different stakeholders are more significant than 
others in different industries. If this model was integrated into an SMS the 
theory would need to be adapted to the specific industry and the model would 
need to be regularly updated in order to be more sensitive to changes over time. 

The level of interaction between Boliden and identified stakeholder groups was 
estimated and compared with the Boliden two-tier map. This showed that the 
company had a rather poor interaction with some of the primary stakeholders, 
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which is valuable information for their future CSR practice. This could be a 
useful exercise when monitoring and evaluating the SMS.  

The model for evaluating stakeholder-manager relationships proved to be  more 
of a challenge for the managers. The definitions of the three attributes power, 
legitimacy and urgency were perceived as ‘very theoretical’ and the managers 
wanted to redefine them in order to make them more comprehensible and 
therefore more useful. Again, the managers adapted the theory to their own 
contexts. This redefining and the following evaluation took some time to 
perform and generated long but fruitful discussions. The managers valued the 
opportunity to discuss the stakeholders for whom they had some kind of 
responsibility and to put all these stakeholders into a common context.  

Berry (2003) points out that a shift in relative power may be due to the 
importance of the demands on the company or the attention of the media. Any 
single stakeholder can also form coalitions with other stakeholders, and thereby 
rapidly increase their power. This suggests that an SMS needs to facilitate the 
re-evaluation of stakeholder-manager relationships on a regular basis if the 
model is to be useful.  

The Boliden two-tier stakeholder map and the model for evaluating stakeholder-
manager relationships generated more or less the same result. Nevertheless, 
Mitchell et al.’s (1997) model has some advantages in that it includes an 
objective evaluation based on three attributes. It also has three levels of 
stakeholders – latent, expectant and definitive – which gives a more nuanced 
evaluation and means that dialogues can more easily be held with the different 
stakeholder classes. Hence, case study II supports earlier conceptual papers 
(Asif et al., 2011, Asif et al., 2013, Maas and Reniers, 2014) and suggests 
Mitchell et al.’s (1997) model for the estimation of ‘who and what really 
counts’.  

Other conceptual frameworks for SMS would also benefit from this model. 
Singh et al. (2007) suggest stakeholder mapping and deciding in advance who 
the ‘relevant’ stakeholders are. However, as the stakeholder groups are not static 
actors and can change over time, the suggested model needs to take this into 
account. Azapagic (2003) and Castka et al. (2004) both talk about the 
‘identification of stakeholders’ and the need for dialogue in order to identify 
needs and expectations. If we take Boliden as the example, this would mean 
dialogues with fifteen stakeholder groups instead of seven ‘definitive’. Rocha et 
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al. (2007) see stakeholders as the “battery” that powers the rest of the SMS. 
They also talk about building partnerships with key stakeholders, but say 
nothing about how these key stakeholders are identified. Mitchell et al.’s (1997) 
model could improve these frameworks.   

The stakeholder assessment had the intention of stating the corporate mission, 
identifying stakeholder interest and identifying corporate strategies for 
stakeholders and was performed with relative ease. The managers felt that it was 
sufficient to use the generic level of stakeholders and the specific level was only 
used once when identifying stakes for public opinion formers. In traditional 
management systems, for example ISO 14001, ISO 50001 or OHSAS 18001, it 
is essential to identify, evaluate and keep a record of environmental, energy and 
OHS aspects. In an SMS this record should consist of sustainability aspects, i.e. 
stakes, which as well as including the earlier mentioned aspects also covers 
aspects from other areas such as human rights, fair operating practices and 
community involvement and development. The stakeholder assessment 
performed in paper E worked well for the identification and documentation of 
sustainability aspects (stakes) and could form the basis for an SMS. However, 
the stakeholder assessment has some practical shortcomings. The identified 
stakes lack a good structure and many are related to principles rather than 
concrete issues. A better structure is needed if the stakes are to correspond better 
to conceptual SMS frameworks (Asif et al., 2013) and support the process of 
identifying stakes. When the managers performed the task they focused more on 
corporate governance than CSR, despite the fact that CSR was their main 
responsibility. They detailed more specific CSR stakes for labour practices and 
the environment, although for the most part identified the stake as CSR, which is 
a very general term.  

One way of improving the stakeholder assessment would be to adopt the 
structure of ISO 26000, which has previously proved useful. Appendix VIII 
shows how the managers’ identified stakes could be organized to fit the new 
structure. This adoption also suggests new possible stakes, which for various 
reasons the managers have ignored or overlooked, and corresponds with the 
conceptual frameworks presented by scholars. Hence, from an SMS perspective, 
the stakeholder assessment would benefit from a more structured approach. The 
result of the stakeholder assessment could then form the stakeholder/stakes 
documentation that would later be translated into objectives, targets, 
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programmes, action plans (Azapagic, 2003, Singh et al. 2007), procedures and 
practices (Asif et al., 2013, Singh et al. 2007). 

The aim with the stakeholder behaviour analysis was to identify a stakeholder’s 
actual or observed behaviour and determine whether the stakeholder groups help 
or prevent the organization from achieving its goals. The identification of 
behaviour was not difficult and the only two stakeholders to generate any 
discussion were employees and neighbours. In the analysis the managers 
questioned the theory and wanted a five-grade scale instead of the presented 
two-grade scale. We decided to use a more fine-tuned alternative (Freeman et 
al., 2007), but despite this initial objection the managers did not need to use the 
alternative more than once. This suggests that even if theory is primarily 
regarded as very theoretical and difficult to practice, it may work well in the 
end.  

The last step was to develop strategies for the generic stakeholder groups. It was 
here that the major practical challenges appeared and the path from theory to 
practice seemed full of obstacles. The managers found it difficult to see any 
common ground between the stakeholder groups in each generic group. After 
long discussions we realized that the managers had different perceptions of the 
terms ‘strategy’ than the theory and that they also understood the term 
differently among themselves. After a calibration of the concept we completed 
the task and the managers were satisfied with the result.  

The stakeholder behaviour analysis divided the salient stakeholders into four 
generics – swing, defensive, offensive and hold stakeholders – based on their 
ability to help or prevent Boliden from achieving its goals. Strategies for how to 
manage the different generics were developed and means of interaction 
identified. The idea is that the strategies should also be translated into 
objectives, targets, programmes, procedures and practices (Singh et al., 2007) 
and that the company will create meaningful interactions. The objective to 
‘Build confidence and strengthen Boliden's attractiveness by increasing 
knowledge about Boliden with openness and transparency’ could mean 
communicating good stories, providing more detailed information about its 
operations, making important decisions known to employees via the intranet or 
the Boliden magazine on a regular basis, or producing an annual sustainability 
report based on the GRI guidelines for the capital market. The objective to 
“Enhance the image of Boliden as a responsible company” among neighbours 
could mean publishing information, for example on the Internet, about the 



Discussion and conclusions 

74 

monitoring and measurement of important hazardous emissions and pond safety 
routines. This would of course mean that procedures and practices would have 
to be in place. In this way, the translation from stakeholder strategy into 
business processes could be performed.  

Case study II demonstrates that theory can easily be practised. The techniques 
for managing stakeholders are especially useful for large companies having a 
major impact on the environment or society and thereby generating a lot of 
stakeholders with different and often divergent stakes. A good example is the 
extractive industry. The mentioned techniques could provide these companies 
with a way of working that categorizes, systematizes and renders stakeholder 
management more effective, given that the main purpose of the development of 
specific strategies for stakeholders is to satisfy multiple stakeholders 
simultaneously. 

Moving from theory to practice generated interesting discussions when the 
company looked at its stakeholders from different perspectives. The managers 
valued the opportunity to discuss the various stakeholders that both they and 
their colleagues were in some way responsible for and to put all these 
stakeholders into a common context. The interactive workshops provided a 
forum for stakeholder discussions. The study showed that a lot of the 
‘interaction with stakeholders’ consisted of the dissemination of information, for 
example via the company’s intranet, the Internet, sustainability reports, press 
releases and quarterly reports, rather than actual interaction or communication. 
Discussion forums are important if companies are to leave the stakeholder 
information mode (Helin et al., 2012) and embrace the core of stakeholder 
management, i.e. joint decision-making, co-optation (Rhenman, 1968) and 
managing the relationships with their stakeholder groups in an action-oriented 
way (Freeman et al., 2007). 

Boliden is a heterogeneous company. The Senior Vice President Corporate 
Responsibility commented that the results from the workshops might have been 
very different if they had been performed at another business unit. This is 
supported by Wheeler et al. (2002), who state that even though a company can 
experience stakeholder-responsive behaviour at the corporate, strategic level, it 
does not mean that this will be replicated at its subsidiary business units. 
Perhaps the main challenge for SMS will be to incorporate all the business units 
into stakeholder management and then to implement this in the company as a 
whole. 
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5.4 Final conclusions 

I will now return to the introduction and to the definition of CSR as the 
integration of social and environmental concerns in a company’s operations and 
in its interactions with stakeholders on a voluntary basis (Dahlsrud, 2008).  

In this thesis, a management system approach that is supported by numerous 
scholars has been suggested for the ‘integration of social and environmental 
concerns’ and stakeholder management for ‘the interaction with stakeholders’. 
‘On a voluntary basis’ suggests an ethical responsibility in which the actions 
taken go beyond mere compliance with laws and regulations.  

The older view of CSR presented in the pyramid of corporate social 
responsibility (Carroll, 1991) consists of four social responsibilities: economic, 
legal, ethical and philanthropic. The case company Boliden has a distinct focus 
on three of these. The first of the three, legal responsibility, involves complying 
with the country’s laws and regulations. The second, economic responsibility, 
since the company is listed on the stock exchange, takes good care of and 
communicates with its investors, practices “competitive tendering in order to 
make good business” and has financial objectives. The third, the philanthropic 
responsibility, is at the top of the pyramid, where the contribution of resources 
to the community in order to improve the quality of life is in focus. Boliden 
promotes and supports education at all levels from nine-year compulsory school 
to upper secondary school and universities. The company also sponsors a 
research centre for science and technology, the local hockey team, a local public 
swimming pool and outdoor facilities, such as illuminated ski tracks, on their 
properties. 

When it comes to ethical responsibility, where ethical behaviour should go 
beyond mere compliance with laws and regulations, the actions are limited in 
extent. This could be explained by the fact that Swedish legislation is extensive 
in several important areas of CSR, which allows less room for ethical 
responsibilities. It may also be the case that Boliden’s ethical responsibility is 
not very well developed. Some environmental challenges support the latter. 
Energy consumption is a significant environmental aspect for the mining 
industry. The first challenge is the replacement of non-renewable resources with 
sustainable ones. Efforts have been made to replace fossil fuels with pellets or 
other biofuels, although no statements, policies or guidelines for this have been 
produced. This indicates that the replacements are performed randomly. The 
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second challenge is to implement measures to reduce and minimize greenhouse 
gas (GHG) emissions. Boliden emits 400-500 thousand tons of carbon dioxide 
per year and since 2013 all its smelters have been covered by the EU Emissions 
Trading System. The trading system, together with the fact that all mines and 
smelters will eventually have certified EnMSs, may lead to specific measures 
being taken. However, as case study II shows, although the company already has 
management systems in place, the radical, energy-related improvements that are 
needed for corporate sustainability are missing. This conclusion supports the 
work of Könnölä and Unruh (2007), who state that companies should be 
cautious about relying solely on management systems. Instead, they advocate 
that companies should develop ambidextrous approaches to sustainability 
management that foster both incremental and radical improvements in 
performance and that integrate both foresight and broader stakeholder 
collaborations. This view is further supported by Kemp et al., (2006) who 
believe that SMS would benefit from a more externally focused stakeholder-
driven and value-based approach (Kemp et al., 2006) and that instead of ‘doing 
things right’, the focus should be on ‘doing the right things’.  

This thesis suggests that the mining industry ought to focus on ‘doing things 
right’ and ‘doing the right things’. The former can be done using a management 
system approach and the latter by implementing stakeholder management. So, as 
a response to the criticism levelled against management systems, this thesis 
combines stakeholder management with a management system approach in 
order to advance CSR practice and provide companies with a tool for corporate 
sustainability. It also helps companies to take a greater ethical responsibility that 
goes beyond mere compliance with laws and regulations. However, in order to 
achieve this, companies need to embrace the core of stakeholder management. 

Freeman (1984) presents the corporation as distinct from its stakeholders and the 
relation between stakeholders and the corporation is represented by two-way 
arrows. Rhenman (1968), on the other hand, represents the company as an 
intersection of stakeholders, where each stakeholder has one foot in the 
company and one outside it. The existing stakeholder management at Boliden, 
described in paper C, is not performed according to these theories. Instead, my 
findings support Yakoleva and Vazquez-Brust’s (2012) study, which examines 
CSR in the context of mining multinationals in Argentina, where the ethical 
responsibility of the mining industry is described in the context of reporting and 
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one-way communication on the part of the company. This information mode is 
also supported by Helin et al. (2012).  

A first step towards a greater ethical responsibility would be to embrace 
stakeholder management more fully by joint decision making, co-optation and 
managing the relationships with specific stakeholders in an action-oriented way. 
The next step would be to recognize the “stakes” and the global value chain 
involving workers’ rights and ecological harm to distant geographical places 
(Jensen and Sandström, 2011). However, after studying the mining industry for 
the last five years, my personal impression is that it still has a long way to go 
before corporate sustainability is reached. 

5.5 Contribution 

The theoretical contribution of this thesis is the transformation of theory to 
practice. Stakeholder theory has been used instrumentally to identify effective 
business practices concerning stakeholder management in a mining and metals 
company by exploring how the company reacted to and adopted these theories 
by means of interactive workshops. The findings show that this adoption worked 
well and, as a bonus, generated fruitful discussions for the practitioners. I have 
also complemented other scholars’ conceptual frameworks for SMS with 
empirical insights about how the different parts can be performed and what the 
results might be. Freeman (1999) asks for a stakeholder theory full of narratives 
“that show us different but useful ways to understand organizations in 
stakeholder terms”. This thesis is a response to that request. 

I have also responded to scholars’ calls for research on the practicalities of CSR 
from an internal rather than external standpoint. This led to a study of how a 
successful company practices CSR and a rare access to internal company 
documentation and the narratives of senior management and other respondents 
with ultimate authority and responsibility for CSR. 

The practical contribution of the thesis has always been the main driver and is 
related to the last part of the research purpose, i.e. how to develop CSR practice. 
I have identified and explored the usefulness of suitable theories for stakeholder 
management, different models for the identification and evaluation of 
stakeholders and stakes and conceptual frameworks for CSR practice that could 
lead to continual improvements. My hope is that the findings will help 
companies to shoulder their corporate social responsibilities and contribute to 
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sustainable development. There is still a lot to do in this area and in the next and 
final section I will make some recommendations for future research. 

5.6 Future research 

Several areas for future research were identified in the initial literature review. 
Earlier research on the mining industry focuses on studies in Africa and Oceania 
but hardly at all on the European perspective. This thesis is, of course, a 
contribution to this, but more research is needed in order to strengthen the 
external validity. So, given the expansive mining establishment in the northern 
parts of Europe, this would be an important and interesting topic for further 
research. 

The review identified a large number of promising CSR initiatives and activities, 
although somewhat surprisingly many studies only seem to scratch the surface 
and do not touch issues relating to implementation. An outsider perspective is 
common and, even if a study has an internal focus, researchers do not always 
have first-hand contact with the industry being studied. This is often due to 
researchers not having full access to companies and their day-to-day CSR 
activities. If research wants to influence CSR in practice, more empirical studies 
are needed on a company’s implementation of CSR and its various sub-areas. 

The review shows that research focuses on different CSR sub-areas for the 
industries in question. Paper A provides valuable information about which CSR 
sub-areas have been studied, their characteristics and which areas have not yet 
been covered. The study thus constitutes an important starting point for scholars 
wanting to pursue further research in this field. The areas that scholars have not 
yet researched, for example labour practices and fair operating practices in the 
mining and forestry industries or community involvement and development in 
forestry, are of particular interest.  

This thesis has also contributed to research on the mining industry from a 
European and an internal perspective by means of personal contact with the 
mining industry and first-hand insights into the industry’s daily activities. 
Despite this, a lot of questions remain unanswered. For example, I have 
explored how stakeholders and stakes can be identified and evaluated, but not 
how the translation is made into objectives, targets, programmes, action plans, 
procedures and practices. I have also explored how stakeholder strategies can be 
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developed, but not how these strategies are translated into business processes. 
These areas would be interesting subjects for future empirical research. 

Thus, the research in this thesis focuses on the planning phase of an SMS. It 
would be interesting to continue to explore the construction and implementation 
of a complete SMS led by the business unit CR at Boliden, perhaps through 
interactive research, in order to further contribute to the development of CSR 
practice.  
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Appendix I: Documentation 
 

Group level     
Policies Guidelines Instructions 
G Code of conduct  G  Assessment of business 

partners 
G Checklist for policy 

revision  
 Diversity policy   Interpretation of 

business partners 
 Assessment of business 

partners 
 IR policy  Advisory committee EHS Group level reporting 
 Purchasing policy EHS EHSQ  Safety requirements for 

visitors 
EHS  Environment, health 

and security policy 
 REACH management  Group internal audits 

 Energy policy  Safety data sheets  C Communication 
C Communication 

policy 
 Safety network HR Management evaluation 

HR Performance control 
policy 

 Environmental network  Posting instructions 

 Skills development 
policy  

 Health network   

 Redundancy policy  The corporate 
chemicals management 
group network 

   

 Posting policy  Work place health 
promotion 

  

 Recruiting Policy  Non-smoking 
programme 

  

  C Crisis management   
   Group communication 

reporting 
  

  HR Performance control   
   Skills development   
   Competence 

development 
  

   Group level reporting   
   Medical advice in 

connection with 
business trips 

  

   Recruiting   
Mines     
Policies Guidelines Instructions 
G Operational policy G Emergency information 

and actions 
G Risk management 

   Objectives EHS Identification of 
significant environmental 
and energy aspects 

  EHS Legal coverage  Identification of OHS 
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risks 
   Permit application  Evaluation of 

environmental aspects 
   Purchase and handling 

of chemicals 
 Monitoring and 

measurement 
   Fire protection  Systematic fire protection 

control 
   Visiting procedures   Waste disposal 

management 
   Responsibilities and 

allocation 
 Purchase of chemicals 

  HR Personnel routines  Supervision of closed 
mines 

   Salary process  After-treatment planning 
   Recruiting guidelines  Security reporting 
     Reporting of non-

conformance 
     Internal audits 
    C Communication 

instructions 
    HR Education instructions 
     Identification of training 

and skills development 
     Rehabilitation 
     Recruiting 
     Induction of new 

employees  
     Health check-up 
     Redundancy instructions 
Smelters     
Policies Guidelines Instructions 
G Code of conduct G Management review G Audit plans 
 Fundamental values  Objectives  Preparations for internal 

audits 
C Communication 

policy 
 Action plans  Internal audits 

HR Equality and 
diversity policy 

 Audits  Entrepreneurs 

 Equal treatment 
policy 

 Entrepreneurs and 
visitors 

EHS Industrial occupational 
hygiene measurement 

 Drug policy EHS Legal and other 
requirements 

 Environmental 
measurement 

EHS Policy for the 
environment, 
occupational health 
and safety, and 
energy 

 Permits and control  Monitoring of energy 
aspects 

 Fire protection policy  Monitoring and 
measurement 

 Monitoring and 
measurement 

 Environmental policy  My opinion  Recipient control 
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 Occupational health 
and safety policy 

 Emergency 
preparedness 

 Handling of chemicals 
control  

   Risk analysis  Waste disposal 
management 

   Fire protection  Noise control  
   Incidents and accidents  After-treatment 
   Psychosocial working 

environment 
 Falling dust 

   Safety inspections  Waste water 
   Environmental, 

occupational health and 
safety and energy 
aspects 

  

   Energy efficiency 
programme 

 Measurement 
programmes 

   Handling of chemicals  Preparedness for accident 
   Chemicals committee  Recipient monitoring 
   Environmental 

education 
 Monitoring emissions to 

air 
  C Security and 

environmental news 
 Incidents and accidents 

   Compilation of annual 
report 

 Analysis of 
environmental and 
energy aspects 

  HR Personal development 
discussion 

 Assessment of 
environmental aspects 

   Salary  Significant energy 
aspects 

   Industrial occupational health 
service 

Environmental aspects 

   Rehabilitation  Environmental deviations 
   Skills and competence 

development 
Corrective and 
preventive actions 

   Recruiting  Waste management 
   Trainee and school 

contacts 
 Car wash hall 

   Alcohol and drug abuse 
at work 

 Tyre and vehicle wash 

   Wellness and health  Irrigation and the 
sweeping of paved 
surfaces 

     Energy consumption 
     Energy recovery 
     Transportation 
    HR Education and skills 

instructions 
     Checklist for industrial 

health service 
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Appendix II: The overall framework and units of 
analysis 
The overall framework used for analyzing CSR practice based on ISO 26000’s core subjects 
and issues, including a presentation of the units of analysis for the different studies. 

Core subjects and issues Literature 
study 

Case study 
I 

Case study 
II 

Organizational governance X  X 
Human rights X X   X* 
Due diligence X   
Human rights risk situations X   
Avoidance of complicity X   
Resolving grievances X   
Discrimination and vulnerable groups X X   X* 
Civil and political rights X   
Economic, social and cultural rights X X  
Fundamental rights at work X    X* 
Labour practice X X X 
Employment and employment relations X  X 
Conditions of work and social protection X X X 
Social dialogue X  X 
Health and safety at work X X X 
Human development and training in the 
workplace 

X X X 

The environment X  X 
Prevention of pollution X  X 
Sustainable resource use X  X 
Climate change mitigation and adoption X  X 
Protection and restoration of the natural 
environment 

X  X 

Fair operating practices X  X 
Anti-corruption X  X 
Responsible political involvement X  X 
Fair competition X  X 
Promoting social responsibility in the sphere 
of influence 

X  X 

Respect for property rights X  X 
Community involvement and development X X X 
Community involvement X  X 
Education and culture X  X 
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Employment creation and skills development X  X 
Technology development and access X  X 
Wealth and income creation X  X 
Health X X X 
Social investment X X X 
* These issues were divided into the core subjects of labour practice and community 
involvement and development. 
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Appendix III: The extended framework for 
organizational governance 

Organizational governance 
 
Strategies, objectives and targets 

Leadership 

Create/nurture a CSR environment  

Economic/non-economic incentives 

Stakeholder management 

Legal and other requirements 

Monitoring and measurement 

Communication 

Review and evaluation 
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Appendix IV: The extended framework for labour 
practices 

Labour practice 
 
Employment and employment relationships 

Work performed by legally employed workers 

Active workforce planning 

Provide reasonable notice 

Ensure equal opportunities 

Dismissal practices 

Protect personal data 

Conditions of work and social protection 

Comply with national law and regulations and international labour standards  

Respect collective agreements 

Decent conditions of work 

Allow national or religious traditions/customs 

Provide wages 

Equal pay for work of equal value 

Social dialogue 

Respect the right to form/ join organizations and bargain collectively 

Notify authorities of measures leading to major employment impacts 

Provide worker representatives with access 

Health and safety at work 

Occupational health and safety policy 

Health and safety management 

Analyze and control the health and safety risks 

Ensure safe practices 

Provide the safety equipment needed 
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Record and investigate all health and safety incidents 

Provide equal health and safety protection for temporary and subcontracted workers  

Eliminate psychosocial hazards in the workplace 

Provide adequate training 

Joint labour-management health and safety committees 

Human development and training in the workplace 

Skills development, training and career advancement 

Help redundant workers to access new employment 
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Appendix V: The extended framework for the 
environment 

Environment 
 
Prevention of pollution 

Identify the aspects 

Identify the sources of pollution 

Measure, record and report significant sources of pollution and reduction of pollution, 
water consumption, waste generation and energy consumption 

Implement measures aimed at preventing pollution and waste and ensure proper 
management of unavoidable pollution and waste 

Engage with local communities regarding actual and potential polluting emissions and 
waste, health risks and measures 

Continual improvement 

Publicly disclose the amounts and types of toxic and hazardous materials used and 
released, including risks of these materials and for normal operations as well as 
accidental releases 

Systematically identify and avoid banned or unwanted chemicals 

Implement an environmental accident prevention and preparedness programme and 
prepare an emergency plan. Education and information.  

Sustainable resource use 

Identify the sources of energy, water and other resources used 

Measure, record and report significant uses of energy, water and other resources 

Implement resource efficiency measures to reduce the use of energy, water and other 
resources 

Replace non-renewable resources with sustainable ones 

Use recycled materials and reuse water 

Manage water resources 

Promote sustainable procurement 
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Adopt extended producer responsibility 

Promote sustainable consumption 

Climate change mitigation 

Identify the sources of GHG emissions 

Measure, record and report significant GHG emissions 

Implement measures to reduce and minimize GHG emissions 

Review the quantity and type of fuels usage and implement programmes to improve 
efficiency and effectiveness 

Realize energy savings 

Implement measures to offset remaining GHG emissions 

Climate change adoption 

Consider future global and local climate projections 

Identify opportunities to avoid or minimize damage associated with climate change 

Implement measures to respond 

Protection of the environment, biodiversity and restoration of natural habitats 

Identify potential adverse impacts on biodiversity 

Participate in market mechanisms to internalize the cost of the environmental impacts 
and create economic value in ecosystem services 

Avoid the loss of natural ecosystems: restoring ecosystems or compensating for losses 
of natural ecosystems 

Implement strategy for sustainable use of land, water and ecosystems 

Preserve endemic, threatened or endangered species or habitat 

Implement planning, design and operating practices to minimize environmental impacts 

Incorporate protection of natural habitat, wetlands, forest, wildlife corridors, protected 
areas and agricultural land into development of mining sites and buildings 

Adopt sustainable forestry practice 

Progressively use products from suppliers using more sustainable technologies and 
processes 

Consider that wild animals and their habitats are part of our natural ecosystems 
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Avoid approaches that threaten the survival or lead to global, regional or local extinction 
of species 
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Appendix VI: The extended framework for fair 
operating practices 

Fair operating practices 
 
Anti-corruption 

Identify risks for corruption 

Policies and practices 

Leadership sets an example 

Support and train employees 

Report violations internally 

Bring violations of the criminal law to the attention of the authorities 

Work to oppose corruption by encouraging business partners 

Responsible political involvement 

Train and raise awareness 

Policies and guidelines 

Be transparent 

Fair competition 

Conduct activities consistent with competition laws and regulations and co-operate 
with authorities 

Procedures and safeguards 

Promote awareness 

Be mindful of the social context 

Promoting social responsibility in the value chain 

Integrate ethical, social, environmental and gender equality criteria, and health and 
safety in purchasing, distribution and contracting policies and practices 

Encourage other organizations to adopt similar policies 

Carry out due diligence and monitoring partners 

Provide support to SMOs 

Increase business partner awareness about principles and issues 

Respect for property rights 
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Conduct proper investigations 

Implement policies and practices 

Pay fair compensation for property 
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Appendix VII: The extended framework for 
community involvement and development 

Community involvement and development 
 
Community involvement 

Consult representative community groups 

Consult and accommodate communities 

Participate in local associations 

Transparent relationships with local government officials and political representatives 

Encourage and support people to be volunteers for community service 

Contribute to policy formulation and the establishment, implementation, monitoring 
and evaluation of development programmes 

Education and culture 

Promote and support education at all levels 

Promote learning opportunities for vulnerable or discriminated groups 

Encourage the improvement of the environment of children in formal education 

Promote cultural activities for example local cultures and cultural traditions 

Consider facilitating human rights education and awareness raising 

Help conserve and protect cultural heritage 

Promote the use of traditional knowledge and technologies of indigenous communities 

Employment creation and skills development 

Analyze the impact of investment decisions on employment creation 

Consider the impact of technology choice on employment 

Consider the impact of outsourcing decisions on employment creation 

Create direct employment rather than temporary work arrangements  

Skills development programmes 

Give special attention to vulnerable groups  

Help to promote the framework conditions necessary to create employment 

Technology development and access 
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Wealth and income creation 

Consider the economic and social impact of entering or leaving a community 

Support appropriate initiatives to stimulate diversification of existing economic 
activity 

Preference to local suppliers of products and services 

Strengthen locally based suppliers 

Contribute to durable programmes and partnerships to assist community members to 
establish business and co-operatives 

Make procurement opportunities more easily accessible to community organizations 

Support organizations and persons that bring needed products and services to the 
community 

Help develop community-based associations of entrepreneurs 

Fulfil tax responsibilities 

Contribute to superannuation and pensions for employees 

Health 

Eliminate negative health impacts of production 

Promote good health 

Increase awareness about health threats and major diseases  

Support long lasting and universal access to essential health care service and clean 
water and appropriate sanitation 

Social investment 

Promotion of community development in social investment projects 

Avoid actions that perpetuate a community’s dependence on philanthropic activities 

Partnering with other organizations 

Contributing to programmes that provide vulnerable/discriminated groups with value 
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Appendix VIII: A new structure for the stakeholder 
assessment 

How the identified stakes fit into the structure of ISO 26000. 
Core subjects and sustainability aspects Stakes 
Organizational governance  
 

Transparency, reliability, credibility, 
accessibility, legal compliance, 
competence, commitment, flexibility, 
profitability, stability, increase in value, 
business security 

Human rights 
Due diligence 
Human rights risk situations 
Avoidance of complicity 
Resolving grievances 
Discrimination and vulnerable groups  
Civil and political rights 
Economic, social and cultural rights 
Fundamental principles and rights at work 

 

Labour practices  
Employment and employment 
relationships 
Conditions of work and social protection 
Social dialogue 
Health and safety at work 
Human development and training in the 
workplace 

 
Security 
Salary, benefits 
 
Job fulfilment, acknowledgement  
Personal development 

Environment  
Prevention of pollution 
Sustainable resource use 
Climate change mitigation and adoption 
Protection of the environment 
Biodiversity and restoration of natural 
habitats 

 
Environmental impact 
 
 
Pond safety 
Landscape impacts 

Fair operating practices  
Anti-corruption 
Responsible political involvement 
Fair competition 
Promoting social responsibility in the value 
chain 
Respect for property rights 

 
 
 
Competiveness 

Consumer issues  
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Community involvement and development  
Community involvement 
Education and culture 
Employment creation and skills 
development 
Technology development and access 
Wealth and income creation 
Health 
Social investment 

 
 
 
 
 
 
 
Philanthropy 
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a b s t r a c t

Extractive industries such as mining and oil, as well as the forestry industry, are in the forefront con-
cerning Corporate Social Responsibility (CSR). The research body concerning CSR in these industries is
substantial. The purpose of this study is to review the part of the research in this field that primarily
focuses on the ‘how’ issues of CSR in order to provide valuable information concerning which subareas of
CSR that have been addressed and the characteristics of those areas. The identified research concerning
extractive industries is focused mainly on CSR practices in Africa, Oceania and South America. Even if
research concerning forestry to a large extent includes European activities there seem to be a lack of
knowledge regarding CSR development in Europe. Several differences and similarities have been iden-
tified in how the industry sectors are practicing CSR. Forestry seems to be practicing CSR mainly through
environmental issues and mining companies are focusing primarily on community involvement and
development as well as environment issues. The most comprehensive and applied CSR practice is found
in the oil industry. Despite the fact that most of the literature claimed to address the practical side of CSR,
it still remains unknown how some CSR issues are practiced in real company life.

� 2014 Elsevier Ltd. All rights reserved.

1. Introduction

The role and responsibility of companies in society are issues
that have been discussed for a very long time. The idea that com-
panies do not only answer to its owners but also to other stake-
holders has long historical roots throughout the world (Grafström
et al., 2008). However, it was not until the mid-1990s that corpo-
rate social responsibility (CSR) became a rather high profile issue in
industries in many parts of the world (Hamann, 2003). None of the
numerous definitions of CSR available is given preference in this
paper, but instead it is concluded that common to all of these
definition is the fact that CSR relates to the contribution of business
to achieving economic, social and environmental sustainability
(Jenkins and Yakovleva, 2006). Another common feature of CSR is
that it calls for a company to respond not only to its shareholders,
but also to other stakeholders (Hamann, 2003).

As the concept of CSR has received a lot of attention in recent
years, scholars around the globe have turned their focus towards
different issues related to CSR (Aguinis and Glavas, 2012).

The extent of this literature is substantial and highly fragmented
which has motivated scholars to write reviews addressing different
specific research questions related to CSR. Some of these reviews
are general in their focus foremost seeking a research agenda for
the future, for example Godfrey and Hatch (2006), Taneja et al.
(2011) and Aguinis and Glavas (2012), as some reviews have been
more specific in their approach. Taneja et al. (2011) performed a
relationship analysis showing that there are five major categories
of CSR research: Meaning, definitions and models of CSR; Factors
determining CSR initiatives; CSR in action; Impact of CSR on
stakeholders and financial performance; and Measurement of
corporate social performance (CSP). They found that the impact of
CSR on financial/non-financial performance and measuring CSP are
the major focus areas of CSR research. If the same categorization is
used on other reviews we can see a similar pattern. Apospori et al.
(2012), Carroll and Shabana (2010), Malik (2014), Peloza and Shang
(2011) and van Beurden and Gossling (2008) have all concentrated
on the impact of CSR. Maon et al. (2010), Waddock (2004) and
Carroll (1999) have focused on meanings, definitions and models.
We find only one review targeting measurement of CSP (Wood,
2010) but CSR reporting (Hahn and Kühnen, 2013; Belal and
Momin, 2009) as well as CSR in relation to marketing (Vaaland
et al., 2008; Enderle and Murphy, 2009; Maignan and Ferrell,
2004) have been well covered. As far as CSR reviews are
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concerned CSR in action and Factors determining CSR initiatives
seem to be the blind spots.

We have in this article chosen to review how CSR in action (the
management or the ‘how’ side of CSR) has been covered in the
literature not only because there seem to be a gap in this area but
also because we see a need to bring CSR research closer to practice.
CSR in relation to management is in this paper understood as the
actual implementation of CSR and the integration of those activities
with core business processes (Asif et al., 2013). In other words, the
focus lies on the issues between themore visionary code of conduct
and the reporting of CSR performance, that is to say CSR put in
practice in the “ongoing, regular, daily activities of the organiza-
tion” (ISO, 2010). Scholars increasingly demand research efforts on
the practical rather than the policy level of CSR (Dobers, 2009)
viewed from inside operations, rather than from an external
standpoint (Kemp, 2010). This is seen as important since “there is
often a considerable gap between stated intensions and actual
implementation” (Utting, 2007). This type of review should be of
interest not only to academic scholars but also to companies and
their stakeholders.

Just like the major categories of CSR research previously
reviewed, the volume of the literature addressing the management
side of CSR is extensive. We therefore choose to concentrate on
industries utilizing natural recourses such as the extractive in-
dustries and forestry due to the urgency for sustainable practices in
these industries. It is commonly accepted that these industries are
in the forefront concerning CSR. Industries that utilize natural re-
sources are more inclined to have a formal written code of ethics
and environmental policies, a social responsibility and practices
(Reichert et al., 2000) and, provide social and environmental
disclosure (Jenkins and Yakovleva, 2006). These industries are
frontrunners as a response to significantly increased pressure from
non-government organizations (NGOs), social movements and
indigenous peoples, which in turn is a result of the major impact
that these industries have both on the environment and society
(Kapelus, 2002).

The purpose of this study is to review previous research
addressing the management side of CSR (CSR in action) in extrac-
tive industries and forestry in order to provide valuable informa-
tion concerning the attendance of the different subareas of CSR and
the characteristics of those areas. Of equal importance are those
subareas that are not covered and therefore could be considered
blind spots. Considering the differences of CSR in different cultural
and political contexts, for example the greater importance of phi-
lanthropy in the U.S. compared toWestern Europe (Grafström et al.,
2008; Matten and Moon, 2008) and the differences in CSR focus in
the developing world compared to more industrialized nations
(Idowu and Leal Filho, 2009; Rigling Gallagher andWeinthal, 2012),
geographical blind spots are also of interest. To some extent
methodological choices in the covered literature are also analyzed.

We hope that the results of this review could constitute the
starting point for future research studies aiming to further develop
the management side of CSR in extractive industries and forestry
and perhaps also in other industries. The remainder of this paper is
organized as follows. Following this introduction, the design of the
review is outlined together with a description of the covered
literature. In the third section an attempt is made to outline and
synthesize the findings in the previous literature, followed by the
last section where the most important findings are summarized
and discussed.

2. Study design and data

The academic databases of interest for this review were Scopus,
Web of Science, Business Source Elite, Emerald, Academic Search

Elite, Environmental Sciences and Pollution Management, Scien-
ceDirect, Technology Research Database, PubMed and PsycINFO.
The search string used in these databases was CSR OR corporate
social responsibility AND industry AND specification area. The in-
dustries are Mining, Forestry and Oil. The specification areas chosen
for identifying CSR practice were practice*, implement*, ISO 14001,
ISO 26000 and management. The first two specification areas were
used in order to specifically find literature mainly addressing the
practical level of CSR in the given industries. This procedure
resulted in fifteen search strings for each database and the search
was conducted in article titles, abstracts and keywords.

A total of 112 studies were identified and these studies were
coded by the coding criteria shown in Table 1. Issues and exceptions
during the coding process were discussed and resolved by the two
researchers through consensus. The coding results were summa-
rized on a large spreadsheet.

For the mining industry the search and coding resulted in 36
studies (31 articles, three conference papers and two reports)
published between 1998 and 2010 in 30 different journals. During
the publication review process three articles (one published in 2011
and two in 2012) were added. The majority of the authors have
been studying mining operations in Africa (mostly operations in
South Africa and Ghana) and Oceania (where Australia dominated)
as seen in Table 2.

For the forestry industry the procedure resulted in 22 studies
(21 articles and one conference paper) published between 2001
and 2010 in 18 different journals. The majority of the authors have
been studying forestry operations in Europe (where Finland
dominated) and in North America (USA and Canada) as seen in
Table 3.

The search and coding regarding the oil industry generated 51
studies (29 articles, 20 conference papers and two reports) pub-
lished between 1998 and 2010 in 20 different journals. Themajority
of the authors have been studying oil operations in Africa (mostly
Nigeria), Europe and South America (Brazil) as seen in Table 4.
Selected studies and the year they were published are presented in
Fig. 1.

This field of research seems to interest scholars coming from
various backgrounds, a least if it is assumed that authors mainly
publish their work in journals within their main discipline. The
most dominating discipline is business administrationwith specific
focus on environmental issues and sustainability represented
foremost by core journals within this field such as Journal of Busi-
ness Ethics, Corporate Social Responsibility and Environmental Man-
agement, Journal of Cleaner Production, Corporate Governance, and
Social Responsibility Journal. Another common discipline is political
science for example represented by Resources Policy. For publica-
tions relating to forestry, scholars seem to publish in more

Table 1
Coding criteria.

Coding criteria Description of criteria

Year of publication In what year were the studies published/presented?
Authors Who were the authors of the study?
Journal/conference In which journal was the article published?/At which

conference was the study presented?
Industry type Was the study focusing on the mining industry,

the forestry industry or the oil industry?
Country of operation In what country was the studied industry operating?
Core subject and issues What core subjects and issues was the major focus

of the study?
Research method What approach did the authors use (case study,

review, conceptual etc.)?
Data sources What sources of data where used for data

collection (documentation, interviews, surveys etc.)?
Research outcomes What types of findings were produced
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industry-specific journals. More information about the journals
with three or more articles included in this review is presented in
Table 5.

In order to present the findings in a simple and understandable
way, we find the structure in the international standard ISO 26000
useful. We chose ISO 26000 because it includes the most compre-
hensive framework available covering a large amount of CSR sub-
areas and issues for social responsibility. It also embraces the target
areas in other management system standards for example human
rights, the environment, occupational health and safety, and en-
ergy. The standard has divided CSR into seven core subjects with
complementary issues. We have excluded the core subject Con-
sumer issues since it is believed to be irrelevant in this context, but
we have used some of the complementary issues within this core
subject. We have also added a few issues based on the information
found in the review. An overview of the core subjects and issues we
used in our analysis as well as a summary of the research identified
is presented in Table 6.

3. Findings

We have in this review opted to study a portion of the scientific
literaturemainly concentrated on the ‘how’ issues in relation to CSR
implementation. This literature is most often focused on, either
conceptually or empirically, solving rather practical difficulties and
problems regarding implementation of CSR-related activities rather
than to theoretically analyze the phenomenon of CSR. The research
approaches in these studies can therefore be regarded as technical
(in contrast to theoretical) and applied in their nature. The
approach in this review is also mainly technical since we focus on
gaps concerning specific subareas of CSR and to some extent also by
identifying geographical gaps. Another reason for this is that we
foremost aim to contribute to the discourse of CSR research that we
are covering in this review. However, this findings section begins
with a subsection concerning methodological choices in the
reviewed literature before the remaining part of the section is
focused on subareas of CSR.

Table 2
Presentation of selected studies, country for mining operation, approaches and data collection sources.

Study Country for mining
operation

Research method Outside perspective Inside perspective Observation

Document Interview Survey Document Interview Survey

(Dashwood and Puplampu, 2010) Ghana Case study X X
(Kemp, 2010) Australia,

New Zealand
Survey, ethnographic
research and
industry interviews

X X X

(Cronjé and Chenga, 2009) South Africa Survey X X
(Welker, 2009) Indonesia Essay X X
(Rajak, 2008) South Africa Ethnographic

research
X X X

(Parsons, 2008) Australia Case study X X
(Imbun, 2007) Papua New Guinea Survey X X
(Whitehouse, 2006) No specific Survey X
(Hamann, 2004) South Africa Case study X X X X
(Hamann and Kapelus, 2004) South Africa

and Zambia
Case studies n.a n.a n.a n.a n.a n.a n.a

(Reichert et al., 2000) No specific Survey X
(McPhail and Davy, 1998) No specific Review X X
(Carvalho et al., 2010a) Brazil Case study X
(Yankson, 2010) Ghana Case study X X X
(Esteves, 2008a) Australia,

South Africa
Case study X

(Hilson, 2006) Ghana Case study X X
(de Jesus Soares, 2004) Indonesia Case study X X
(Kapelus, 2002) South Africa Case study X X
(Hilson and Murck, 2000) No specific Case studies X X
(Campbell, 2008) Canada, Africa Conceptual X
(Esteves, 2008b) Australia,

South Africa
Case study X

(Aloi, 2007) No specific Conceptual X X
(Jones et al., 2007) No specific Case studies X
(Lange, 2006) Tanzania Case studies X X X X
(Jul-Larsen et al., 2006) Mali Case studies X X X X X X
(Jenkins and Yakovleva, 2006) No specific Case study X
(Towsey, 2003) Australia, Europe,

Africa and
the Americas

Case studies X

(Warhurst and Mitchell, 2000) USA Case study X
(Vintró and Comajuncosa, 2010) No specific Conceptual n.a n.a n.a n.a n.a n.a n.a
(Perez and Sanchez, 2009) No specific Content analysis X
(Trebeck, 2007) Australia Case studies X X X X
(Kemp et al., 2010) No specific Discourse analysis X X X
(Coronado and Fallon, 2010) Australia Discourse analysis X X
(Young et al., 2010) No specific Review n.a n.a n.a n.a n.a n.a n.a
(Hutton et al., 2007) Peru Case study X X
(Garvin et al., 2009) Ghana Case study X X
(Lozano and Huisingh, 2011) The Americas Case studies and

grounded theory
X

(McDonald and Young, 2012) Australia Case study X X X X X
(Lodhia, 2012) Australia Case study X X
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3.1. Methodological choices

As a consequence of the practical focus in the covered studies a
majority have taken an inside perspective and searched for data
generated from internal documentation, for example reports, code
of conducts or statements, or interviews and surveys where the
respondents are corporate staff. About one third on the studies
(33%) relies solely on internal data. Another 32% of the studies have
both an inside and an outside perspective, in which data are
generated through documentation, interviews or surveys from a
variety of stakeholders, for example communities, neighbors, NGOs
and authorities. About one fifth (22%) of the selected studies have
an outside perspective, in which CSR practices are studied without
any direct contact with the industry itself. A few studies (5%) rely on
observations only and in 8% of the studies our way of classifying
data collection was not applicable or it was not possible to deter-
mine the origin of the data.

Of the studies which included an inside perspective, 46% were
based on internal documentation, 19% on interviews and 15% on
surveys. Another 16% combined documentation and interviews, 3%
combined interviews and surveys and only one study combined all
three data sources. Hence, almost half of the studies with an in-
ternal perspective are based on data that do not require any contact
with the companies being studied since most documentation such
as reports, statements and code of conducts are available on
corporatewebsites. If we include all reviewed studies we see that in
about 65% of the studies, scholars probably have had no contact
with the industry they are studying.

3.2. Organizational governance

Jenkins and Yakovleva (2006) describe an increased interest
from government organizations to collaborate with business in
order to address common sustainable development issues and
achieve the same objectives. Due to the number of initiatives
identified, government partnerships with business seem to be an
important basis for CSR practice in both the mining and the oil
industry. The most frequently mentioned initiatives are the UN’s
Global Compact (Augustin and Leblanc, 2008; Auld et al., 2008;
Béthoux et al., 2007; Boasson, 2009; Chaouch et al., 2008;

Emeseh, 2009; Hamann, 2003; Jenkins and Yakovleva, 2006;
Jones et al., 2007; Kingston and Wagner, 2004; Tuodolo, 2009),
The International Labour Organization’s (ILO) Declaration on
Fundamental Principles and Rights at Work (Béthoux et al., 2007;
Chaouch et al., 2008; Dashwood and Puplampu, 2010; Jones et al.,
2007; Westgaard, 2002) and the OECD’s Guidelines for Multina-
tional Enterprises (Auld et al., 2008; Dashwood and Puplampu,
2010; Emeseh, 2009; Jones et al., 2007) as seen in Table 7. No
partnerships between government and forestry were identified in
this review.

The UN’s Global Compact is a policy initiative for businesses that
are committed to aligning their operations and strategies with ten
universally accepted principles in the areas of human rights, labor,
environment and anti-corruption (UN, 2011). Boasson (2009) states
that oil companies’ reputation has improved after committing to
the initiative. The International Labour Organization (ILO) is an
organization responsible for drawing up and overseeing interna-
tional labor standards. The ILO Declaration on Fundamental Prin-
ciples and Rights at Work contains four principles about freedom of
association and the right to collective bargaining, the abolition of all
forms of forced or compulsory labor, the abolition of child labor and
the elimination of discrimination in respect of employment and
occupation. Westgaard (2002) describes the CSR practice for one oil
company and states that the ILO standards “lie at the heart of CSR in
the workplace” and that all employees have a voice. The Organi-
sation for Economic Co-operation and Development’s (OECD)
mission is to promote policies that will improve the economic and
social well-being of people around the world. The Guidelines for
Multinational Enterprises are recommendations to multinational
enterprises and provide voluntary principles and standards for
responsible business conduct in areas such as employment and
industrial relations, human rights, environment, information
disclosure, combating bribery, consumer interests, science and
technology, competition, and taxation. Jones et al. (2007) have
studied a global mining company that has declared its support for
both the ILO declaration and the OECD guidelines. This has resulted
in the company now recognizing the right of employees to choose
whether or not they wish to be represented collectively. They
continue by noting that this quite minimal statement still dem-
onstrates a shift.

Table 3
Presentation of selected studies, country for forestry operation, approaches and data collection sources.

Study Country for forestry operation Research method Outside perspective Inside perspective Observation

Document Interview Survey Document Interview Survey

(Keskitalo et al., 2009) Sweden, Finland, Russia Case studies X X X
(Morsello, 2006) Brazil Review X
(Bahunta and Esti, 2005) Indonesia Case studies X
(Herbohn, 2005) Australia Case study X X X X
(Dauvergne and Lister, 2010) No specific Conceptual X
(Panwar and Hansen, 2009) USA Interviews X
(Mikkilä and Toppinen, 2008) No specific Case study X
(Panwar and Hansen, 2007) USA, India Interviews X
(Panwar et al., 2006) No specific Conceptual X
(Wang, 2005) Canada Conceptual X
(Lazar, 2003) Canada Conceptual X
(Joutsenvirta and Uusitalo, 2010) Finland Discourse analysis X X
(Joutsenvirta, 2009) Finland Discourse analysis X X
(Panwar and Hansen, 2008) No specific Conceptual X
(Vidal and Kozak, 2008) No specific Content analysis X
(Lawrence, 2007) Finland Case study X X X
(Fig, 2007) Brazil Case study X
(Blowfield, 2001) No specific Conceptual? X
(Welcomer et al., 2003) USA Case study X X
(Bansal, 2005) Canada Survey X X
(Mattila, 2009) Finland Case studies X
(Mattila, 2007) Finland Case studies X
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Many companies are financially driven to achieve best practices
(Aloi, 2007). The Dow Jones Sustainability Index (Aloi, 2007; Jones
et al., 2007; Kingston and Wagner, 2004; Tuodolo, 2009; Wiig and
Ramalho, 2005), the FTSE4Good Index (Anderson and
Bieniaszewska, 2005; Jones et al., 2007; Kingston and Wagner,
2004; Wiig and Ramalho, 2005; Vintró and Comajuncosa, 2010)
and the Equator Principles (Aloi, 2007; Auld et al., 2008; Kingston
and Wagner, 2004) seem to be important drivers for the mining
and the oil industry. The Dow Jones Sustainability Index (DJSI, 2011)
helps investors integrate sustainability considerations into their

investment decisions and to benchmark the performance of their
investments. The FTSE4Good Index (FTSE, 2011) objectively mea-
sures the performance of companies that meet globally recognized
corporate responsibility standards. Anderson and Bieniaszewska
(2005) have studied an oil company that states that such public-
ity has a positive impact on stakeholders. Both the Dow Jones
Sustainability Index and the FTSE4Good Index have given the
stakeholders better tools tomeasure a company’s attitudes and CSR
performance and also encourages companies to make use of even
more sophisticated assessment techniques (Kingston and Wagner,

Table 4
Presentation of selected studies, country for oil operation, approaches and data collection sources.

Study Country for
mining operation

Research method Outside perspective Inside perspective Observation

Document Interview Survey Document Interview Survey

(Bordmann et al., 2010) Nigeria, Indonesia Case studies X
(Roncea and Peball, 2010) Romania Case study n.a. n.a. n.a. n.a. n.a. n.a. n.a.
(Amaeshi and Amao, 2009) Nigeria Content analysis X
(Tuodolo, 2009) Nigeria Case study X X X
(Zubek and Lovegrove, 2009) Libya Content analysis X
(Boasson, 2009) Norway,

Netherlands/UK
Case study X X

(Azeez et al., 2008) No specific Conceptual X
(IPIECA, 2008) No specific Conceptual X
(Chaouch et al., 2008) No specific Case study X
(McIntyre, 2008) No specific Conceptual X
(Lilien and Anwar, 2008) No specific Case study X
(Shammus et al., 2010) No specific Conceptual X
(Costa, 2008) No specific Comparative analysis X
(Rwabizambuga, 2007) Nigeria Discourse analysis X X X
(Idemudia, 2007) Nigeria Case study X X
(Akpan, 2006) Nigeria Ethnography,

interviews, focus
groups and
visual sociology

X X

(Wiig and Ramalho, 2005) Angola Case study X X
(Amaral, 2002) Brazil Case study X
(Boele et al., 2001) Nigeria Conceptual X
(Reichert et al., 2000) No specific Survey X
(McPhail and Davy, 1998) No specific Review X X
(Espinosa et al., 2010b) Brazil Conceptual X
(Carvalho et al., 2010b) Brazil Case studies X
(Espinosa et al., 2010a) Brazil Case study X
(Azin and Mosleh, 2010) Iran Case study X X
(Sequeira et al., 2008) Asia, Middle east etc. Case study X
(Augustin and Leblanc, 2008) Algeria Conceptual X
(Kimerling, 2001) Ecuador Case study X
(Jones, 1999) Myanmar (Burma) Conceptual n.a. n.a. n.a. n.a. n.a. n.a. n.a.
(Rolseth and Kingham, 2010) No specific Conceptual n.a. n.a. n.a. n.a. n.a. n.a. n.a.
(Brunton and Early, 2008) Uganda Case studies X
(Vaaland and Heide, 2008) Norway/Iran Case study X
(Ray, 2008) Russia Case study X X
(Midttun et al., 2007) No specific Conceptual X
(Steger et al., 2007) No specific Case studies X X X X
(Kingston and Wagner, 2004) No specific Conceptual n.a. n.a. n.a. n.a. n.a. n.a. n.a.
(O’Brien, 2002) No specific Conceptual X
(Westgaard, 2002) No specific Conceptual X
(Idemudia and Ite, 2006) Nigeria Conceptual X X
(Anderson and

Bieniaszewska, 2005)
Faroe Islands/Denmark Case study X X X

(Utzinger et al., 2005) Chad/Cameroon Case study X X
(Strachan et al., 2003) UK Case study X
(Ihlen, 2008) No specific Case study X
(Auld et al., 2008) No specific Review X
(Montgomery et al., 2008) No specific Conceptual n.a. n.a. n.a. n.a. n.a. n.a. n.a.
(Monteiro and

Aibar-Guzmán, 2010)
Portugal Content analysis X

(Béthoux et al., 2007) No specific Lexical software
analysis

X

(Bansal, 2005) Canada Survey X X
(Williams, 2006) No specific Conceptual n.a. n.a. n.a. n.a. n.a. n.a. n.a.
(Emeseh, 2009) Nigeria Case study X X
(Idemudia, 2010) Nigeria Case study X
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2004). The Equator Principles are a credit risk management
framework for determining, assessing and managing environ-
mental and social risk in project finance transactions (EP, 2011)
which many of the world’s lending banks have signed up to
(Kingston and Wagner, 2004). No financial drivers were identified
in the forestry industry.

Numerous business associations and other organizations are
discussed in all three industries. For the mining industry TheWorld
Business Council for Sustainable Development (WBCSD) (Hamann,
2003; Hutton et al., 2007; Kapelus, 2002) and The International
Council on Mining and Metals (ICMM) (Hutton et al., 2007; Jenkins
and Yakovleva, 2006; Vintró and Comajuncosa, 2010) are often
mentioned. The WBCSD was established to give business a role to
play in sustainable development and has members from many
sectors and geographical areas. They develop publications and tools
that are created with extensive input from, and then road tested by,
member organizations for sustainable development (WBCSD,
2011). The ICMM was established to improve sustainable devel-
opment performance in the mining and metals industry. All ICMM
members are required to implement the Sustainable Development
Framework. This includes integrating a set of 10 principles and
seven supporting position statements into corporate policy, as well
as setting up transparent and accountable reporting practices
(ICMM, 2011). The Forest Stewardship Council (FSC) (Blowfield,
2001; Dauvergne and Lister, 2010; Lazar, 2003) is an indepen-
dent, non-governmental, not-for-profit organization established to
promote the responsible management of the world’s forests. FSC
has established forest management and chain of custody standards
and provides accreditation services (FSC, 2011). No particular
business association or organization is dominating in the oil
industry. However, the Carbon Disclosure Project (CDP) (Boasson,
2009) and The World Bank’s Global Gas Flaring Reduction Public-
Private Partnership (GGFR) (Boasson, 2009) are worth

mentioning. CDP is an independent not-for-profit organization
holding the largest database of primary corporate climate change
information in the world (CDP, 2011). GGFR supports the efforts of
oil producing countries and companies to increase the use of
associated natural gas and thus reduce flaring and venting,
which wastes valuable resources and damages the environment
(GGFR, 2011).

Fig. 1. Selected studies and the year they were published for the three industries;
mining, forestry and oil.

Table 6
Summary of the research identified in the review about CSR practice, divided into
core subjects and issues.

Core subjects and issues Industry

Mining Forestry Oil

Organizational governancea X X X
Government partnership with business X X
Financial drivers X X
Business associations and other organizations X X X
CSR principles, standards and tools X X X
Human rightsb X X
Labor practicesc X
Employment and relationships X
Conditions of work and social protection X
Social dialogue X
Health and safety at work X
Human development and training in

the workplace
X

The environmentd X X X
Prevention of pollution X X X
Sustainable resource use X
Climate change mitigation and adoption X X
Protection and restoration of

the natural environment
X X X

Fair operating practicese X
Anti-corruption X
Promoting social responsibility in

the sphere of influence
X

Community involvement and developmentf X X X
Community involvement X X
Education and culture X X
Employment creation and skills development X X
Technology development X X
Wealth and income creation X X
Health X X
Social investment X X

a Organizational governance is the system by which an organization makes and
implements decisions in pursuit of its objectives.

b Human rights are the basic rights to which all human beings are entitled and
which an organization has the responsibility to respect.

c Labor practices of an organization encompass all policies and practices relating
to work performed within, by or on behalf of the organization, including sub-
contracted work.

d The decisions and activities of organizations always have an impact on the
environment no matter where the organizations are located.

e Fair operation practices concern the ethical conduct when an organization is
dealing with other organizations for example anti-corruption, fair competition and
respect for property rights.

f Organizations have a relationship with the communities in which they operate.
This relationship should be based on community involvement and should
contribute to community development (ISO, 2010).

Table 5
Information about journals with three or more articles included in this review.

Journal Number of
articles

Industry Subject

Journal of Business Ethics 7 Mining, oil, forestry Organizational governance, the environment, and community involvement
Corporate Social Responsibility

and Environmental Management
6 Mining, oil Organizational governance, the environment, and community involvement

Journal of Cleaner Production 5 Mining Organizational governance
Corporate Governance 5 Mining, oil Organizational governance, labor practice, and fair operating practices
Resources Policy 3 Mining Community involvement, the environment
Social Responsibility Journal 3 Mining, forestry Organizational governance, and fair operating practices
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Table 7
The government partnership with business, financial drivers, business associations, organizations and CSR principles, standards and tools identified in this review.

Mining Forestry Oil

Government partnership with business Government partnership
with business

Government partnership with business

United Nation’s Global Compact
(Hamann, 2003; Jenkins and Yakovleva,

2006; Jones et al., 2007)

United Nations’ Global Compact
(Augustin and Leblanc, 2008; Auld et al., 2008; Béthoux
et al., 2007; Boasson, 2009; Chaouch et al., 2008;
Emeseh, 2009; Kingston and Wagner, 2004; Tuodolo, 2009)

ILO Declaration on Fundamental
Principles and Rights at Work

(Dashwood and Puplampu, 2010; Jones et al., 2007)

The US/UK Voluntary Principles on Security and Human Rights
(Chaouch et al., 2008; Tuodolo, 2009)

The UN Declaration of Human Rights
(Jones et al., 2007)

UN’s Millennium Development Goals
(Tuodolo, 2009)

OECD’s Guidelines for Multinational
Enterprises

(Dashwood and Puplampu, 2010;
Jones et al., 2007)

OECD’s Guidelines for Multinational Enterprises
(Auld et al., 2008; Emeseh, 2009)

The US/UK Voluntary Principles on
Security and Human Rights

(Jones et al., 2007)

Tripartite Declaration of Principles concerning Multinational
Enterprises and Social Policy
(Béthoux et al., 2007; Emeseh, 2009)

The European Commission’s and
the United Kingdom’s CSR initiative

(Hamann, 2003)

ILO Declaration on Fundamental Principles and Rights at Work
(Béthoux et al., 2007; Chaouch et al., 2008; Westgaard, 2002)

BEE Scorecard for the broad-based
socio-economic
empowerment charter for
the South African mining industry

(Hamann, 2004)

The UN Declaration of Human Rights
(Chaouch et al., 2008; Emeseh, 2009)

The Extractive Industries
Transparency Initiative (EITI)

(Jenkins and Yakovleva, 2006)

The Rio Declaration on Environment and Development
(Emeseh, 2009)

ILO Convention concerning Indigenous and Tribal Peoples
(Kimerling, 2001)
The Extractive Industries Transparency Initiative (EITI)
(Augustin and Leblanc, 2008; Kingston and Wagner, 2004)

Financial drivers Financial drivers Financial drivers
Dow Jones Sustainability Index
(Aloi, 2007; Jones et al., 2007)

Dow Jones Sustainability Index
(Kingston and Wagner, 2004; Tuodolo, 2009;
Wiig and Ramalho, 2005)

FTSE4Good Index
(Jones et al., 2007; Vintró and Comajuncosa, 2010)

EIRIS
(Wiig and Ramalho, 2005)

The Citigroup Global Markets Sustainable Mining Index
(Aloi, 2007)

FTSE4Good
(Anderson and Bieniaszewska, 2005; Kingston
and Wagner, 2004; Wiig and Ramalho, 2005)

Equator Principles
(Aloi, 2007)

KLD-Nasdaq Social Index
(Wiig and Ramalho, 2005)

Domini 400 Social Index
(Vintró and Comajuncosa, 2010)

Equator Principles
(Auld et al., 2008; Kingston and Wagner, 2004)

KLD-Nasdaq Social Index
(Vintró and Comajuncosa, 2010)
The International Finance Corporation’s (IFC)

Policy and Performance Standards
on Social and Environmental Sustainability

(Dashwood and Puplampu, 2010)

Business associations and other organizations Business associations and other
organizations

Business associations and other organizations

World Business Council for Sustainable Development
(Hamann, 2003; Hutton et al., 2007; Kapelus, 2002)

Forest Stewardship Council (FSC)
(Blowfield, 2001; Dauvergne and
Lister, 2010; Lazar, 2003)

The Global Sullivan Principles of Social Responsibility
(Tuodolo, 2009)

Business for Social Responsibility
(Hamann, 2003)

The Canadian Standards
Association (CSA)
(Lazar, 2003)

The Carbon Disclosure Project
(Boasson, 2009)

The Global Mining Initiative (GMI)
(Jenkins and Yakovleva, 2006)

The Sustainable Forestry
Initiative (SFI)
(Lazar, 2003)

The World Bank’s Global Gas Flaring Reduction
Public-Private Partnership
(Boasson, 2009)

International Council on Mining & Metals (ICMM)
(Hutton et al., 2007; Jenkins and

Yakovleva, 2006; Vintró and Comajuncosa, 2010)

The Global Eco-labeling Network
(Dauvergne and Lister, 2010)

ICCA Responsible care
(Auld et al., 2008)

Australian Mineral Industry Code for
Environmental Management

(Jenkins and Yakovleva, 2006)

The International Social and
Environmental Accreditation and
Labeling Alliance (ISEAL)
(Dauvergne and Lister, 2010)

The Brazilian Entrepreneurial Council for Sustainable
Development (CEBDS)
(Amaral, 2002)

The Minerals Council of Australia (MCA)
(Jenkins and Yakovleva, 2006)

Program for the Endorsement of
Forest Certification schemes (PEFC)
(Dauvergne and Lister, 2010)

The Brazilian Foundation for Sustainable Development (FBDS)
(Amaral, 2002)

The Prince of Wales Business leadership Forum (PWBLF)
(Kapelus, 2002)

UK Offshore Operators Association (UKOOA)
(Anderson and Bieniaszewska, 2005)

(continued on next page)
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Table 7 (continued )

Mining Forestry Oil

The Centre for International Private Enterprise (CIPE)
(Kapelus, 2002)
International Association of Environment

and Development (IIED)
(Kapelus, 2002)
Transparency International
(Kapelus, 2002)

CSR principles, standards and tools CSR principles, standards
and tools

CSR principles, standards and tools

Global reporting Initiative (GRI)
(Hamann, 2003; Jenkins and Yakovleva,

2006; Perez and Sanchez, 2009;
Vintró and Comajuncosa, 2010)

ISO 14001 ISO 14001
(Amaral, 2002; Auld et al., 2008; Espinosa et al., 2010b;
McIntyre, 2008; Strachan et al., 2003)

GRI Mining & Metals Sector Supplement
(Perez and Sanchez, 2009;

Vintró and Comajuncosa, 2010)

ISO 14024
(Dauvergne and Lister, 2010)

EMAS
(Auld et al., 2008; Strachan et al., 2003)

AccountAbility (AA 1000)
(Hamann, 2003; Jenkins and

Yakovleva, 2006; Vintró
and Comajuncosa, 2010)

Social Accountability (SA 8000)
(Blowfield, 2001; Panwar and
Hansen, 2007)

Social Accountability (SA 8000)
(Auld et al., 2008; McIntyre, 2008)

Social Accountability (SA 8000)
(Jones et al., 2007; Vintró and

Comajuncosa, 2010)

Global Reporting Initiative (GRI)
(Panwar and Hansen, 2007)

BS 8800
(Amaral, 2002)

ISO 14000 environmental standards
(Dashwood and Puplampu, 2010;

Hilson and Murck, 2000)

AccountAbility (AA 1000)
(Panwar and Hansen, 2007)

OHSAS 18001
(Amaral, 2002; Espinosa et al., 2010b; McIntyre, 2008)

ISO 9000 quality standards
(Vintró and Comajuncosa, 2010)

ISO
(Lazar, 2003)

GAIA’s Environmental Education Program (PEA-GAIA)
(Carvalho et al., 2010a)

ISO 26000 Guidance on social responsibility
(Vintró and Comajuncosa, 2010)

ISO 14000 series
(Blowfield, 2001)

Social Impact Assessment (SIA)
(McPhail and Davy, 1998; Westgaard, 2002)

SGE-21
(Vintró and Comajuncosa, 2010)

Issues Management/Delphi Process
(Panwar and Hansen, 2009)

Health Impact Assessment (HIA)
(Utzinger et al., 2005)

UNE 22470 Sustainable mining
management indicators

(Vintró and Comajuncosa, 2010)

Community Based on Forest
Management
(Bahunta and Esti, 2005)

Environmental Impact Assessment (EIA)
(Emeseh, 2009; Ray, 2008; Utzinger et al., 2005; Westgaard, 2002)

Social impact assessment (SIA)
(Aloi, 2007; Esteves, 2008a)

PESTLE (political, economic, social, technological, legal
and environmental) analysis
(Anderson and Bieniaszewska, 2005)

Social Investment Decision Analysis Tool (SIDAT)
(Esteves, 2008a)

SLEPT (Social, Legal, Environmental, Political and
Technological) analysis
(Anderson and Bieniaszewska, 2005)

Models of work for communityecompany interaction
(Kemp, 2010)

Environmental Social and Health Impact Assessment (ESHIA)
(Lilien and Anwar, 2008)

Sustainable development guidelines
(Hilson and Murck, 2000)

Senior Management Leadership Workshops
(Kingston and Wagner, 2004)
OGP/IPIECA A Guide to Food and Water Safety for
the Oil and Gas Industry
(Shammus et al., 2010)
Supply chain management
(Midttun et al., 2007)
Country analyses with a broader socio-political and
socio-economic focus
(Westgaard, 2002)
An integrated environment health and safety (EHS)
management system
Environmental Impact Report (EIR). The EIR is part of
the EIA procedure
The Human Rights Training Toolkit
(IPIECA, 2008)
Global Reporting Initiative (GRI)
(Amaral, 2002; Auld et al., 2008; Boasson, 2009; Kingston
and Wagner, 2004; Tuodolo, 2009)
ISO 14031
(Amaral, 2002)
ISO Technical Report TR 14032
(Amaral, 2002)
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The review has identified numerous standards, guidelines,
methods and tools in the mining and oil industries for their CSR
practice but only a few are recognized in the forestry industry.
These focus on sustainable forest management where forest certi-
fication (Dauvergne and Lister, 2010; Lazar, 2003; Panwar and
Hansen, 2008; Wang, 2005; Vidal and Kozak, 2008) and eco-
labeling (Dauvergne and Lister, 2010; Panwar and Hansen, 2008)
are essential.

In the mining sector, the Social Impact Assessment (SIA) is
commonly used (Aloi, 2007; Esteves, 2008a) as well as tools to
facilitate social investments (Esteves, 2008a,b) and communitye
company interaction (Kemp, 2010). SIA is also mentioned in the oil
industry (McPhail and Davy, 1998). However, it seems as if oil
companies have a more comprehensive CSR practice and apply
more tools concurrently with the SIA, for example Health Impact
Assessment (HIA) (Utzinger et al., 2005), Environmental Impact
Assessment (EIA) (Utzinger et al., 2005) and combined assessments
like the Environmental Social and Health Impact Assessment (Lilien
and Anwar, 2008). They also use other assessments that include
legal, political and technological analysis (Anderson and
Bieniaszewska, 2005) and tools for education and training
(Carvalho et al., 2010a; IPIECA, 2008; Kingston and Wagner, 2004).

Annual reports are the most publicized and visible documents
produced by companies.

All three industries have put disclosure into practice and the
trend for integrating various sustainability issues is becoming more
common (Jenkins and Yakovleva, 2006; Panwar et al., 2006; Vidal
and Kozak, 2008). Sustainability reporting is an important driver
for a company’s efforts towards becoming more sustainable
(Lozano and Huisingh, 2011). The GRI plays a significant role in
guiding the reporting efforts (Hamann, 2004; Lozano and Huisingh,
2011) as well as AA 1000 for the mining and forestry sector. Jenkins
and Yakovleva (2006) have studied the mining industry’s reporting
and state that there is an increase in report publications on the web
even if companies still are learning about web based communica-
tion (Lodhia, 2012).

All the identified government partnerships with business,
financial drivers, business associations and other organizations and
CSR principles, standards and tools for the three industries are
presented in Table 7.

3.3. Human rights and labor practices

Despite the fact that both the mining and oil industries have
aligned their operations to a number of initiatives like the UN’s
Global Compact, The ILO Declaration on Fundamental Principles
and Rights at Work and the OECD’s Guidelines for Multinational
Enterprises, where human rights and labor practices are essential,
little research has been found about the implementation and
practice of the same. Nonetheless, there is evidence that one
mining company has introduced these initiatives within the com-
pany through a human rights guide for managers (Jones et al.,
2007; Kapelus, 2002). Another example, the gender guide
mentioned by Kemp et al. (2010), is meant to support bymeans of a
gender analysis for specific projects. Finally, an oil company’s hu-
man rights training program for executives, managers and super-
visors is described by Chaouch et al. (2008).

The labor practices of an organization relate to work performed
within, by or on behalf of the organization, including subcontracted
work (ISO, 2010). Investments in health and safety issues as well as
education and training of the personnel seem to be important in
the oil industry (Westgaard, 2002; Williams, 2006; Zubek and
Lovegrove, 2009). One oil company has gone a little bit further
and has benefit programs for its employees and their dependents
such as complementary medical aid, complementary welfare,

support for employee associations, pre-school and day-care assis-
tance (Amaral, 2002).

3.4. The environment

Mining causes irreversible damage to the environment and
some common examples are acid mine drainage, heavy metal
overloading, ecological impacts, effluent contaminations, impact
upon water resources, air pollution, noise, dust and landform
changes (Hilson and Murck, 2000; Yakovleva, 2005). One of the
mining companies studied by Hilson and Murck (2000) has
developed a management framework for environmental issues.
Another company has adopted a comprehensive environmental
informationmanagement system that records data, displays trends,
prescribes changes in waste and air and water management. Both
mines have an environmental management system in place that
follows the requirements in the international environmental
management standard ISO 14001. Jul-Larsen et al. (2006) have
studied the gold mining in Mali and the focus there has been on
environmental protection, such as purification of the village water,
construction of a garbage dump and building systems to regulate
rain water. Reichert et al. (2000) gave the industries that utilize
natural resources the highest environmental index in their study.
However, this review generated limited findings about howmining
companies practice CSR within the environmental area.

Oil activities have caused serious damage to the environment
through oil spills, discharge of drilling and production waste, and
gas flared from oil fields (Tuodolo, 2009) and environmental issues
are considered important for the oil industry (Steger et al., 2007).
Implementation of environmental management systems according
to ISO 14001 are mentioned (Amaral, 2002; Emeseh, 2009) even
though a study of members of the United Kingdom Offshore Op-
erators Association showed that only 20% of 35 oil and gas opera-
tors have implemented ISO 14001 (Strachan et al., 2003). Common
actions are to reduce discharges and risk of oil spills (Amaral, 2002)
and to reduce gas flaring (Emeseh, 2009). As mentioned before, EIA
is used to assess environmental impact before decisions are taken
on plans and projects (Emeseh, 2009; Ray, 2008; Westgaard, 2002).

Climate change is an important issue for the oil industry and all
companies treat this seriously (Boasson, 2009). Espinosa et al.
(2010a) describe one company’s project to maximize the energy
use efficiency in the process, develop new business opportunities in
the area of biofuel, and invest in research, development and
deployment of technologies for the mitigation of climate change.
Westgaard (2002) describes another oil company and their system
to capture and register emissions and how in one oil field large
volumes of carbon oxide are injected for underground storage.
Capturing methane instead of flaring or venting not only helps
reduce greenhouse gas emissions but also creates a new revenue
source (Williams, 2006). Protection and restoration of the natural
environment is also an important issue (McPhail and Davy, 1998).
Ray (2008) describes one example where pipeline routes were
redirected to avoid sensitive areas where eagles’ nests were
located.

The forest is a renewable resource and the environmental issues
in forestry are therefore quite different compared to the extractive
industries. Public concerns are deforestation, global climate change
and the future role of forests (Panwar et al., 2006). In response
companies have established comprehensive tracking systems
where materials can be followed from harvest to the customer
(Panwar et al., 2006). The discussion of environmental re-
sponsibility in the forestry sector begun in the 1970s and has
evolved over time. In the 1990s, the topics were forestmanagement
and certification and in the 21st century the global climate change
and the role of forests are debated (Panwar et al., 2006). The global
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forest cover has been relatively stable over the last 50 years.
Deforestation is concentrated to tropical forests where the forests
are converted to faster-growing plantations, agriculture crops etc.
(Dauvergne and Lister, 2010). Identified practical measures are
comprehensive tracking systems where materials can be followed
from harvest to the customer and corporate purchasing policies
that are becoming commonplace in order to purchase certified
wood or to eliminate the purchase from illegal logging (Panwar
et al., 2006).

3.5. Fair operation practices

Research concerning fair operation practices has only been
found in the oil industry, where the main issue seems to be anti-
corruption. Ihlen (2008) states that what is considered to be
proper corporate conduct varies according to culture and time and
he gives the example of “signature bonuses” that are often used in
the oil industry and which are accepted in several countries.
Idemudia (2007) has studied community perceptions and expec-
tations on the Nigerian oil industry. The study shows that 66% of the
respondents felt there was one form of corruption or another be-
tween oil companies and community leaders. However, numerous
acts, conventions and principles have been identified that deal with
corruption and bribery (Azeez et al., 2008; Costa, 2008). Costa
(2008) has studied the codes of conduct of six major oil and gas
companies and all included statements rejecting the payment or
acceptance of bribes, collusion, pressure or illegitimate favors.
There is little research on how these documents have been
implemented in corporate core business but Azeez et al. (2008)
describe a company’s global best-in-class compliance program.
The program requires all employees to comply with the law and the
company’s core values. Westgaard (2002) mentions the need for a
communicated zero tolerance policy, awareness and understanding
through training, good financial and procurement controls and co-
operation with like-mined oil companies for a successful
implementation.

3.6. Community involvement and development

This subject is particularly important for the extractive industry
due to the extensive impact on both the environmental and social
environment. A growing public concern has been noted due to the
many environmental disasters and human rights incidents that
have taken place in themining and petroleum industry over the last
40 years (Warhurst, 2001). As mining, for example, has become
more technical and automated it now provides fewer employment
opportunities and there are reduced direct benefits for local com-
munities. As a result, it has less support from local stakeholders
(Warhurst and Mitchell, 2000). Hence, there is a growing demand
from society for the extractive industry to be more socially and
environmentally responsible.

Many companies are currently struggling to regain lost trust
(Hutton et al., 2007) and one way described by Hutton et al. (2007)
and McPhail and Davy (1998) is the integration of government,
business, and civil society also called tri-sector partnerships
(McPhail and Davy, 1998; Tuodolo, 2009; Warhurst, 2001;
Westgaard, 2002). Key variables for a successful partnership are
leadership, effective communication and trust, government sup-
port, employee support, interaction or engagement opportunities,
and the incorporation of evaluationwhen planning and monitoring
initiatives (McDonald and Young, 2012). However, Tuodolo (2009)
states that this appears to benefit business’s image more than so-
ciety. This integration often results in different kind of community
development programs (Augustin and Leblanc, 2008; Brunton and
Early, 2008; de Jesus Soares, 2004; Imbun, 2007; McPhail and Davy,

1998; Yankson, 2010). How these programs are perceived by the
locals differs. Imbun (2007) states that these project investments
were wise as a social insurance to operate smoothly but according
to Emeseh (2009) these expectations seem to be unfulfilled since a
large number of the local stakeholders believed that the damage
done by oil production is greater than the benefit and sees the oil
industry more as a burden than a blessing. This could be explained
through the level of engagement from the local government and
community.

Research on community involvement and development is
limited in the forest industry. The research conducted is about
Finnish forestry, protesting reindeer herders and the logging of old
growth forests (Lawrence, 2007).

Community involvement and development are divided into
several issues and education (Hutton et al., 2007; Jones, 1999; Jul-
Larsen et al., 2006; Kapelus, 2002; Rwabizambuga, 2007) and cul-
ture are common areas to invest in. The building of classrooms
(Brunton and Early, 2008; Hilson andMurck, 2000; Jul-Larsen et al.,
2006; McPhail and Davy, 1998; Tuodolo, 2009), providing equip-
ment (Jul-Larsen et al., 2006; Tuodolo, 2009), allowances for
teachers (Brunton and Early, 2008; Tuodolo, 2009) and preserva-
tion of historical and cultural property (Amaral, 2002; Ray, 2008)
are common projects.

Employment creation and skills development are important
issues for community development. Creating employment for
economic development and just by being a major employer of labor
(Hutton et al., 2007; Imbun, 2007; Jones, 1999; Jul-Larsen et al.,
2006; Tuodolo, 2009; Utzinger et al., 2005; Williams, 2006) the
company can ensure income generation. Aloi (2007) advocates la-
bor capacity building such as skills training and training partner-
ships so that local communities can benefit from the employment
opportunities. One mining company has established a capacity-
building program with the government (Jul-Larsen et al., 2006;
Rwabizambuga, 2007; Tuodolo, 2009; Williams, 2006). Examples
of this from the oil industry are described by McPhail and Davy
(1998) and Bordmann et al. (2010).

Infrastructure, for example construction of roads (Brunton and
Early, 2008; Hutton et al., 2007; Rwabizambuga, 2007; Tuodolo,
2009; Williams, 2006) and the provision of electricity and water
(Augustin and Leblanc, 2008; Brunton and Early, 2008; Jul-Larsen
et al., 2006; Rwabizambuga, 2007; Tuodolo, 2009; Williams,
2006) are other common development projects.

Wealth and income creation are also important issues for
community development. Competitive and diverse enterprises are
the engine of wealth creation in the community. Frequently
described and mentioned examples of this are agriculture projects
(Augustin and Leblanc, 2008; Jul-Larsen et al., 2006; McPhail and
Davy, 1998; Tuodolo, 2009; Yankson, 2010), micro enterprise pro-
grams (Augustin and Leblanc, 2008; Brunton and Early, 2008; Jul-
Larsen et al., 2006; Kapelus, 2002; McPhail and Davy, 1998; Tuo-
dolo, 2009) and craftsmanship (Augustin and Leblanc, 2008;
Tuodolo, 2009; Yankson, 2010).

And finally the most popular area for investment is in health
care issues (Augustin and Leblanc, 2008; Brunton and Early, 2008;
Hilson andMurck, 2000; Hutton et al., 2007; Jul-Larsen et al., 2006;
Kapelus, 2002; McPhail and Davy, 1998; Rwabizambuga, 2007;
Utzinger et al., 2005; Yankson, 2010) both for the employees and
local communities.

Little research is about how the companies choose projects even
though many scholars argue for strategic social investments.
Esteves (2008a) has found trends in social investment practice in
the minerals industry showing for example depth rather than
breadth, increasing use of strategic partnerships and volunteering
and building community capacity. Esteves (2008b) also states that
investments should focus on adding value both to the business and
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to the local community and advocates a social investment strategy
consisting of eight principles. Kapelus (2002) has studied one
mining company’s steps to try and work more closely with au-
thorities. But the efforts should go both ways and the community
should also be engaged in the mining process as early as possible
(Aloi, 2007).

4. Discussion and conclusions

This review originates from 112 studies published between 1998
and 2012. A majority of these were published from 2006 and on-
wards, indicating that the interest for research within CSR practice
in the extractive industries and forestry has increased over time
and it is likely that the interest will continue to do so also in the
near future. This field of research seems to interest scholars from
various backgrounds, even if scholars in business research
dominate.

The research found within mining focuses on studies in Africa
and Oceania and very little seems to be from a European perspec-
tive. Given the expansive mining establishment in the Northern
parts of Europe, this would obviously be an important and inter-
esting topic for further research. The research found within the oil
industry focuses on Africa, Europe and South America and for
forestry, Europe and North America. Also regarding the oil industry
and especially forestry there is number of geographical blind spots
in research.

This review identified a large number of promising CSR initia-
tives and activities, but somewhat surprisingly many studies tend
to only scrape on the surface and not dig deeper into imple-
mentation issues. An outside perspective is common and even if a
study has an inside perspective it is fairly common that researchers
have no actual contact with the industry they are targeting. This is
most likely due to difficulties for researchers to get access to
companies and their day-to-day CSR activities. The lack of direct
contact is usually no problem in studies including more theoretical
analysis focusing more on the ‘why’ and ‘what’ of CSR. But in
research concerned with the ‘how’ of CSR this fact is problematic
since the researchers many times do not get the opportunity to
reach the organizational level they need in order to have any real
influence on the progress of CSR put in practice. The lack of access
seem to result in that many studies are more focused on describing
how CSR theoretically should be practiced rather than to start from
the industrial reality they cover. If research has the ambition to
concretely influence CSR in practice, it is evident that more
empirical studies specifically exploring implementation issues in-
side companies are needed in more or less all subareas of CSR.

The review shows that research is focusing on different CSR
subareas for the industries in question. For the mining industry
research seems to concentrate on community involvement and
development and the environment, which must be considered
logical due to the major impact mining operations have on both
society and the environment. For forestry research is mainly
focusing on environmental issues. The most comprehensive and
applied research is found in the oil industry where all the included
core subjects are covered, as seen in Table 6. These findings provide
valuable information about which CSR subareas that have been
studied and the characteristics of these areas as well as which areas
that has not yet been covered. Hopefully this information can be a
good place to start for scholars and possible also practitioners who
wish to pursue further research in this field. Of particular interest
are of course those areas in which scholars still have not been
conducting research, for example Labor practices and Fair operating
practices in mining and forestry or Community involvement and
development in forestry.

In summary, interesting topics for further research are:

� Mining in the Northern parts of Europe
� Some geographical blind spots in research for the oil industry
� Geographical blind spots in research for forestry
� Empirical studies with an inside perspective, specifically
exploring implementation issues

� CSR subareas that has not yet been covered

When it comes to the oil industry it is only issues connected to
Sustainable resource use that is unaddressed, which is logical
considering the fact that oil is a non-renewable resource. On the
other hand, it is interesting to note that no one has tried to pene-
trate this area, which obviously must be quite a dilemma for
companies in the oil industry. However, a clear majority of the total
number of core subjects and issues in ISO 26000 has been covered
by the reviewed research. The highlights of these findings are
synthesized in the following subsections.

Partnership with governments, business associations and other
organizations for sustainable development is common in both the
mining and the oil industries, as are CSR principles, standards and
tools. However, how these initiatives are integrated and imple-
mented in the core business activities remain unknown. According
to Vintró and Comajuncosa (2010) the CSR practices would be more
extensive if a management system were introduced rather than
solely a code of conduct. Surprisingly, the environmental man-
agement standard ISO 14001 is only mentioned a few times in the
reviewed literature. This might be due to the fact that environ-
mental management, in itself, is a major area of research excluded
in this review.

A large number of standards, guidelines, methods and tools for
CSR practice covering most of the core subjects are adopted by the
extractive industries but the forestry industry seems to be guided
by only a handful of initiatives, which focus mainly on sustainable
forest management where forest certification (Dauvergne and
Lister, 2010; Lazar, 2003; Panwar and Hansen, 2008; Wang, 2005;
Vidal and Kozak, 2008) and eco-labeling (Dauvergne and Lister,
2010; Panwar and Hansen, 2008) are essential.

SIA is frequently usedwithin themining industry aswell as tools
to facilitate social investments (Esteves, 2008a,b) and communitye
company interaction (Kemp, 2010). SIA is also commonly used in
the oil industry (McPhail and Davy, 1998) concurrently together
with other tools such as HIA and EIA (Utzinger et al., 2005) and
other combined assessments (Anderson and Bieniaszewska, 2005;
Lilien and Anwar, 2008). All three industries have put disclosure
into practice and the trend for integrating various sustainability
issues is becoming more common (Jenkins and Yakovleva, 2006;
Panwar et al., 2006; Vidal and Kozak, 2008) where GRI plays a
significant role.

Both the mining and the oil industry have aligned their opera-
tions to a number of initiatives, where human rights and labor
practices are essential, but very little research is about actual
implementation and real life practices. The environment should be
an important subject for all three industries. However, this review
has not been able to identify much research about how the in-
dustries practice CSR within the environmental area. Regarding the
mining industry’s implementation of EMS, it is mentioned as well
as environmental information systems and environmental protec-
tion. The oil industry highlights EIA, the reduction of discharges,
risk of oil spill and gas flaring as well as climate change mitigation
and adaptation. For the forestry industry, forest certification and
eco-labeling are important and the industry has established
comprehensive tracking systems and corporate purchasing policies
to prevent illegal logging.

Numerous acts, conventions and principles that deal with cor-
ruption and bribery have been identified in the oil industry (Azeez
et al., 2008; Costa, 2008) but none in the other industries.
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According to Costa (2008) is it common that oil companies’ codes of
conduct include statements about rejecting the payment or
acceptance of bribes, collusion, pressure or illegitimate favors but
how these documents are implemented in the corporate core
business remains unknown.

The extractive industry has an extensive impact on the envi-
ronment and the social environment. There is an increased public
interest in the extractive industries’ activities due to a series of
environmental disasters and human rights violations. This has
resulted in a growing demand for the industry to be more socially
and environmentally friendly. The mining and the oil industry have
responded through increased focus on community involvement
and development. Frequently mentioned in the literature are tri-
sector partnerships often resulting in development programs
regarding issues like education, health and infrastructure.

More and more companies are contributing to sustainable
development in a way that adds value both to the firm and to the
society but the locals perceive these programs differently. There are
reports that CSR-related project investments are wise as a social
insurance to operate smoothly (Imbun, 2007). However, in contrast
there are also reports claiming that the extractive industry is seen
more as a burden than a blessing (Emeseh, 2009). The differences
could possibly be explained through the level of engagement from
the local government and community (Aloi, 2007).

Lastly, this review as well as any other scientific study is
associated with limitations. One overreaching problem is that
CSR is a rather loosely defined management concept and
depending on how you define the concept you are going to end
up with a specific set of studies. Additionally, CSR includes a
number of subareas of which several often are seen as specific
research areas. There might well be studies covering these sub-
areas that we have missed simply because authors do not refer to
their area of study as belonging to CSR. Another delicate matter is
the choice of analytical framework. Instead of using the structure
of ISO 26000 as basis for our analysis we could possibly have
departed from other initiatives such as for example the GRI.
Nevertheless, after performing the analysis and reporting of our
results we are still convinced that ISO 26000 includes the most
comprehensive CSR framework available. Furthermore, since we
wanted to address issues associated with the practical side of
CSR, we opted to include also conference publications in the
review as we early on in our study saw that much of what we
were looking for was published through conference proceedings.
Normally, it is easier to publish work using conferences
compared to publication in journals that often have a more
rigorous peer-review process. Therefore the scientific quality of
some of the articles included in this review might be lower than
in many other reviews. Despite the limitations referred to, we
hope that other researchers and possibly also practitioners who
are interested in further studying the practical side of CSR will
find our review useful for their research endeavors.
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Abstract
Purpose – The purpose of this paper is to design a case study to explore how a mining and
construction company, located in the Zambian Copperbelt, practices corporate social responsibility
(CSR), which has a vital role to play in the mining industry because of its importance in a range of areas
including: the local economy, avoiding a negative impact on the environment and society and
occupational safety. This is especially true in the developing parts of the world. Numerous initiatives,
guidelines and tools have been made available for CSR practice but very little is known about the
usefulness of the new CSR-standard International Organization for Standardization (ISO) 26000.
Design/methodology/approach – A case study was designed to explore how a mining and
construction company, located in the Zambian Copperbelt, practices CSR within the health area and to
discuss the possible merits of ISO 26000 for CSR development in the mining industry in the developing
world.
Findings – Our findings show that, despite the fact that ISO 26000 is primarily a series of guidelines, it
can be used to evaluate and improve a company’s CSR practice even if that company is already
considered as a frontrunner within CSR. The standard can give valuable advice when designing
community development programs and allocating the use of charity donations. Further, our study has
shown that traditional management systems based on occupational health and safety standard 18001
and ISO 14001 can rather effectively support actions and expectations in ISO 26000.
Research limitations/implications – The research context is Zambia, so there might be limitations
when applying the results to other cultural and geographical settings.
Practical implications – The paper is a useful source of information about the practical
implementation of CSR within the health area.
Originality/value – Much of the literature within the field of practical implementation of CSR is focusing
on the philanthropic activities. This paper brings more information about practical implementation of
CSR in core corporate business.

Keywords Corporate social responsibility, Health, CSR, Mining, Practice, ISO 26000

Paper type Case study

Introduction

The concept of corporate social responsibility (CSR) has been in existence for quite some
time. The first wave of multinational corporations that began to focus not only on maximizing
profits but also on working actively with environmental protection and social cohesion did
so in the early 1980s (Hilson, 2012). As with other business concepts, one can find many
different definitions of CSR in the literature. No particular definition is singled out here, but
instead it is concluded that common to all of these definition is the fact that CSR relates to
business activities, particularly in terms of its contribution to achieving economic, social
and environmental sustainability (Jenkins and Yakovleva, 2006). Hence, it is obvious that
CSR is closely related to sustainable development. The international standard International
Organization for Standardization (ISO) 26000 even goes as far as outlining CSR (or social
responsibility [SR] in the standard) as organizations’ contribution to sustainable
development (ISO, 2010). Another common feature of CSR is that it calls on companies to
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respond not only to their shareholders but also to other stakeholders, including employees,
customers, affected communities and the general public (Hamann, 2003).

Because the first shifts in how for-profit business was perceived in the 1980s, concerns
about the social responsibility of business have become a rather high-profile issue in
industries in many parts of the world (Hamann, 2003). CSR has particular significance in the
mining sector as mining activities impact significantly on the local economy in those areas
containing mineral deposits. Mining can also have a considerably negative impact on the
local environment and the level of occupational safety for mineworkers (Jenkins, 2004;
Navarro and Dinis, 2003). The accident and ill-health record of the mining sector gives it the
reputation of being the most hazardous industrial sector. This is due, for example, to dust
and noise associated with rock breaking, artificially supplied air and light, harmful gases,
ergonomic hazards, etc. (Hermanus, 2007). In addition, social problems are often found in
local communities as a result of mining activities (Peck and Sinding, 2003). The pressure
from society on the mining industry to be more proactive concerning CSR is increasing, but
the nature of the mining companies’ CSR-related activities is occasionally questioned and
challenged (Hilson, 2012; Slack, 2012; Hamann, 2003). One example is to which degree
mining companies actually implement CSR principles in their on-the-ground operations
(Slack, 2012), another is that some companies primarily view CSR as philanthropy
(Hamann, 2003). Despite that, it is commonly accepted that extractive industries are in the
forefront of CSR practice. Industries that utilize natural resources are more likely to have a
formal written code of ethics and environmental policies, display social responsibility and
practices (Reichert et al., 2000) and provide social and environmental disclosure (Jenkins
and Yakovleva, 2006). Kapelus (2002) states that these industries are in the forefront when
it comes to responding to significantly increased pressure in the past 20 years from
non-government organizations (NGOs), social movements and indigenous peoples. This is
a result of the major impact that these industries have on both the environment and the
society.

In this paper, the findings from a study focusing on the level of CSR activities in a mining
corporation are presented, followed by a discussion of the possible merits of the new
CSR–standard ISO 26000 for CSR development in the mining industry in the developing
world. This has been done by means of a case study in the Zambian Copperbelt in southern
Africa. Following this introduction, there is a literature review covering the current situation
concerning CSR in practice in the mining industry with an emphasis on developing
countries. This review ends with a problem discussion and purpose formulation. Before the
presentation of research approach and methodology, the geographical and organizational
contexts are presented in specific sections. This is followed by the empirical findings in the
results section. In the last section, these findings are discussed and conclusions are drawn.

Literature review, problem discussion and purpose

The mining industry comprises the discovery and extraction of mineral resources. The
major impact that these operations have on their surroundings is often inevitable and
closely related to their nature. The mining industry causes irreversible damage to the
environment, and some common examples of this are acid mine drainage, heavy metals
overloading, ecological impacts, effluent contaminations, impact upon water resources, air
pollution, noise, dust and landform changes (Hilson and Murck, 2000, Yakovleva, 2005).
Social impacts include disturbance to agricultural land and livelihoods, increased road
traffic, encroachment on religious and burial sites, cultural disturbance and displacement
of families or entire villages (Yakovleva, 2005). In response to the loss of farmland,
problems like poverty and unemployment are also aggravated (Yankson, 2010).

There is growing public concern due to many environmental disasters and human rights
incidents that have taken place in the mining industry over the past 40 years (Warhurst,
2001). As mining has become more technical and automated, it now provides fewer job
opportunities, and direct benefits for local communities are reduced. Consequently, it has
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less support from local stakeholders (Warhurst and Mitchell, 2000) and hence there is a
growing demand from society for the industry to be more socially and environmentally
responsible.

A recent review of CSR adoption in the mining industry has shown that it is the code of
conduct, the sustainability reports and community involvement and development that
foremost represent CSR practice (Ranängen and Zobel, 2011). The codes of conduct are
communicated to stakeholders to disseminate the right corporate image and indicate
consistency with the core aspects of the business. The sustainability reports are becoming
more comprehensive, sophisticated and well produced (Jenkins and Yakovleva, 2006).
Reporting guidelines and assurance standards, e.g. the Global Reporting Initiative’s (GRI)
reporting framework and AccountAbility’s standard AA1000, have been commonly
adopted (Hamann, 2003; Jenkins and Yakovleva, 2006; Vintró and Comajuncosa, 2010,
Perez and Sanchez, 2009).

CSR-related activities are rather extensive regarding community involvement and
development in areas such as infrastructure, education, health, local enterprise
development, community development and agricultural activities. Popular areas for
investment include health care both for the employees and local communities (McPhail and
Davy, 1998; Hilson and Murck, 2000; Kapelus, 2002; Utzinger et al., 2005; Jul-Larsen et al.,
2006; Hutton et al., 2007; Rwabizambuga, 2007, Augustin and Leblanc, 2008, Brunton and
Early, 2008; Yankson, 2010).

The project planning tool Social Impact Assessment (SIA) is widely accepted amongst the
largest mining companies (Esteves, 2008, Aloi, 2007). Many organizations have aligned
their operations with a number of initiatives such as the United Nation’s (UN) Global
Compact (Jenkins and Yakovleva, 2006; Hamann, 2003; Jones et al., 2007), the
International Labour Organization’s (ILO, 2011) Declaration on Fundamental Principles and
Rights at Work (Jones et al., 2007; Dashwood and Puplampu, 2010) and the Organisation
for Economic Co-operation and Development’s (OECD, 2012) Guidelines for Multinational
Enterprises (Jones et al., 2007; Dashwood and Puplampu, 2010). Human rights and labour
practices are an essential part of all these initiatives. Further numerous other principles,
standards and tools, including the International Council on Mining and Metal’s (ICMM,
2012) Sustainable Development Framework (Jenkins and Yakovleva, 2006; Vintró and
Comajuncosa, 2010; Hutton et al., 2007), the ISO’s international standards ISO
14001(Hilson and Murck, 2000; Dashwood and Puplampu, 2010) and the Social
Accountability International’s (SAI, 2012) standard SA 8000 (Jones et al., 2007; Vintró and
Comajuncosa, 2010), have been adopted by many mining companies. More information
about these initiatives, standards and tools is presented in Table I. Although important work
has been carried out on what the social responsibility of mining companies actually
involves, very little is known about its implementation and practice (Ranängen and Zobel,
2011).

Since 2010, the SR-standard ISO 26000 has also been available for industry as a guide
to developing proactive CSR activities. The standard is not intended for the purpose of
certification (Castka and Balzarova, 2008b), but it covers most issues commonly placed
under the CSR umbrella. It might, therefore, be well suited as the basis for a
management system similar to the environmental management system outlined in ISO
14001 (Castka and Balzarova, 2008a; Pojasek, 2011). ISO 26000 identifies seven core
subjects which are presented in Figure 3. Each core subject includes a variety of
issues, aimed at enabling an organization to identify its most important impacts on
society. The issues also describe expectations and actions for addressing these
impacts. Every subject, but not necessarily each issue, is of relevance for every
organization. Each organization must identify the issues and impacts of greatest
significance to sustainable development when taking the organization’s context,
conditions, resources and stakeholder perceptions into account.
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Considering the popularity and the diffusion of the corporate environmental
management standard ISO 14001 and the common adoption of other principles,
standards and tools in the mining industry, it might be expected that ISO 26000 will also
be widely adopted. However, the extent of the use of ISO 26000 in mining is still
under-researched, and we do not know very much about its possible merits for mining
companies and their stakeholders.

This paper attempts to clarify some parts of the knowledge gap concerning the use and
merits of ISO 26000 in the mining industry. Considering the fact that ISO 26000 was
published rather recently, the aim was to conduct a study ex ante, in an attempt to foresee
its usefulness. The case study format has been chosen to penetrate the practical level of
CSR rather than the policy level which is often the focus in the literature (Dobers, 2009). An
increased focus on CSR practice has been emphasized by several leading CSR scholars
(Dobers, 2009; Kemp, 2010; Jenkins and Yakovleva, 2006). Because social responsibility
in accordance with ISO 26000 is a wide management approach, it is better to focus on one
specific CSR-related area rather than trying to include all CSR-related activities, at least
when trying to focus on the practical level. Therefore, the study has focussed on health
issues in the context of the African Copperbelt, where health problems are undoubtedly of
major concern both for the mining companies operating in the area and for the local
communities (see description of geographical context below). The specific purpose of this

Table I Examples of CSR initiatives, standards and tool commonly used in the mining industry and their key content
are presented

Examples of CSR- initiatives, standards and tools Key content

SIA The processes of analyzing, monitoring and managing the intended and
unintended social consequences, both positive and negative, of planned
interventions and of any social change processes invoked by those
interventions. Its primary purpose is to bring about a more sustainable
and equitable biophysical and human environment (Vanclay, 2003)

UN’s global compact The UN Global Compact asks companies to embrace, support and
enact, within their sphere of influence, a set of core values in the areas of
human rights, labour standards, the environment and anti-corruption (UN,
2011)

ILO’s Declaration on fundamental principles and
rights at work

The declaration contains the following principles; freedom of association
and the effective recognition of the right to collective bargaining, the
abolition of all forms of forced or compulsory labour, the effective
abolition of child labour and the elimination of discrimination in respect of
employment and occupation (ILO, 2011)

OECD’s Guidelines for multinational enterprises The guidelines are far-reaching recommendations addressed by
governments to multinational enterprises operating in or from adhering
countries. They provide voluntary principles and standards for
responsible business conduct in areas such as employment and
industrial relations, human rights, environment, information disclosure,
combating bribery, consumer interests, science and technology,
competition and taxation (OECD, 2012)

ICMM’s Sustainable development framework All ICMM members are required to implement the sustainable
development framework. This includes integrating a set of ten principles
and seven supporting position statements into corporate policy, as well
as setting up transparent and accountable reporting practices (ICMM,
2012)

ISO 14001 The international standard ISO 14001 is an standard and is applicable to
any organization that wishes to establish, implement, maintain and
improve an environmental management system, to assure itself of
conformity (ISO, 2011)

SA 8000 SA8000 is an auditable social certification standard for decent
workplaces, across all industrial sectors. It is based on conventions of
the ILO, UN and national laws. Those seeking to comply with SA8000
have adopted policies and procedures that protect the basic human
rights of workers (SAI, 2012)
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study has been to analyze whether and how ISO 26000 could be used to advance
corporate health practices in mining-related business in the developing world.

Geographical context - the Zambian copperbelt in Southern Africa

Zambia is a landlocked country in Southern Africa that is named after the Zambezi River
(Figure 1). From independence in 1964 to 1991, Zambia was a one-party state. Today, the
country has a multi-party system, but the President, who is also the head of government,
has broad powers. The opposition is deeply divided. The country has over 70 ethnic groups
and has no one national language. Seven major languages and the former colonial
language, English, have official status. The total population is 13 million and almost half of
the population live along the railway line from the town of Livingstone in the south through
the capital Lusaka to the “Copperbelt” in the north (SIDA, 2012). The country has enormous
reserves of copper–cobalt ore, together with gold, uranium, nickel, lead-zinc, iron and
manganese (MMMD, 2012). Zambia is one of the world’s largest copper producers. Thanks
to the rising world prices of copper and large foreign investments in the mining sector,
Zambia, previously poor and indebted, has, in recent years, experienced a positive
economic development. Most inhabitants still, however, rely on agriculture for domestic
use, which is difficult, as the country is often affected by drought (SIDA, 2012).

As one of the poorest countries in the world, 68 per cent of Zambians live below the
recognized poverty line, and corruption is widespread. Rapid urbanization has created
unemployment, housing shortages and growing slums. In addition, Zambia has been hit
hard by HIV/AIDS, which has led to a significantly reduced life expectancy and increased
infant mortality (SIDA, 2012). The average HIV/AIDS prevalence in Zambia is estimated to
be around 16 per cent, but it is significantly higher in urban areas (25-35 per cent). Only
around 5 per cent of the infected population receive antiretroviral therapy, and life
expectancy at birth is a mere 39 years (WHO, 2012). In addition, over one million children
have been orphaned by the disease (SIDA, 2012). A major challenge in the HIV/AIDS
response is to raise awareness about the disease and to convince people to test
themselves. Stigma around HIV/AIDS is considered to be a main obstacle to an effective
response to the epidemic. Besides HIV/AIDS, malaria and tuberculosis also have a
significant effect on health and are highly prevalent in Zambia (WHO, 2012).

Figure 1 Zambia is located in the southern part of Africa
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Zambia is divided into nine provinces, as seen in Figure 2. The case company in this study
operates in Kitwe, a town in the copperbelt province. Kitwe has a total population of around
500,000 people.

Organizational context

The company is a global industrial corporation with a total of 44000 employees in � 130
countries. The company operates within three business areas: tooling, mining and
construction and materials technology. The company develops, produces and markets
machines, carbide tools and other services and technical solutions for the extraction of
rocks and minerals in the mining and construction industries.

Like many other corporations, the company has undertaken to adhere to the OECD’s
Guidelines for Multinational Enterprises. It is a member company of the FTSE4Good Index
and the Dow Jones Sustainability World and Europe Indexes. At the end of 2010, 95 per
cent of the production-related units were certified in accordance with both the
environmental management standard ISO 14001 and the occupational health and safety
standard (OHSAS) 18001. The company is named among the Top 250 companies on the
2011 Newsweek Green Rankings®, Global list and the company has been selected for
inclusion in the Ethibel Excellence Investment Register since 2005. Their annual
sustainability reports have been independently reviewed in accordance with FAR’s
standard “RevR 6 Assurance of Sustainability Reporting” and AccountAbility’s AA1000AS
and they are on GRI level B�, which means that at least 20 indicators are presented and
that the reports have been subjected to external review.

The company is one of the leading companies in providing solutions for the mining industry
in Zambia. It has 446 employees and provides comprehensive, mechanized mining
solutions. These involve products and service support as well as complete fleet packages
and after-sales services. The company claims that the commissioning of new machines,
rebuilding programmes of equipment and components into the workshops strongly
contribute to the support of the industry in general and that all this deepens the company’s
roots in Zambia by providing additional employment and advanced training of personnel.
Further, the company claims that being social responsible has been identified as an
important part of its business success, which is why it has developed a comprehensive
policy CSR framework.

Figure 2 Zambia is divided into nine provinces
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Methodology

A case study has been designed to explore how the company practices CSR within health and
wellness and how this work is related to health-relevant specifications in ISO 26000. The case
study evidence has been collected through documentation and open interviews in connection
with field visits. The documentation studied consists of relevant company CSR policies and is
the main source of evidence. Two field visits to Kitwe, Zambia, have been made with the
purpose of studying the company’s CSRwork in practice within health andwellness issues. The
first three-day visit focussed on the company’s wellness programme, and the visiting
delegation participated in activities related to the company’s community engagement. A
second three-day visit focussed on workplace-related activities in the area of occupational
health and safety (OHS). Two days were spent with the safety, health, environment and quality
(SHEQ) Manager to study health-related aspects of the company’s CSR work at the workplace.
A visit to the mine and participation in an HIV/AIDS training session were included. Open
interviews have been carried out with the company’s wellness officer, the chief executive
officer, members of a fair play committee, the CSR officer and several local community
members. The interviews served a dual purpose, first to make sure that all relevant information
had been collected and second to confirm an accurate interpretation of the documentation.

Health-related specifications in ISO 26000 were used as a framework for evaluating
existing practices. The core subjects and issues in ISO 26000 are presented in Figure 3. All
core subjects and issues related to health have been identified, and they are presented as

Figure 3 The left box presents all the core subjects and issues in ISO 26000. These
have been examined and the core subjects and issues related to health
have been identified and are presented as an analytical framework in the
right box
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an analytical framework in Figure 3. Health issues associated with consumer health and
safety have been excluded, as this area is not relevant to the operations chosen for the
case study. That means that Section 6.7.4 (Protecting consumers’ health and safety) is
excluded from the analytical framework. The framework has been used to analyze the
company’s policies and actions within health and wellness. The requirements that have
been analyzed are the health-related actions and expectations listed under each issue.

Results

The CSR-related activities within the company are based on a number of overarching steering
documents. The company’s global policies are based on three core values: open mind, fair
play and team spirit. These three core values are a part of a company-wide platform for the
company’s way of doing business. The company mission is to provide the best possible value
for stakeholders, while, at the same time, acting as a good global corporate citizen. According
to the policy, being a good corporate citizen means that they are accountable for doing the
right thing for the environment, both in terms of people and the physical environment. The “[The
company] way of doing business” is another important document, further developing the core
value of fair play. This term is used within the company to describe the company’s work with
CSR. The policy discusses how to do business with a sustainable approach and, essentially,
it is about stakeholders’ common future within the company. Another major part of the policy is
“the [company] code of conduct”, which is a set of rules and policies that stipulates how
employees shall act in different situations. It relates to business ethics, human rights, labour
rights and environmental concerns.

Health and safety policy and practices at work

According to Section 6.4.4 (Conditions of work and social protection) in the analytical
framework, an organization should provide decent conditions of work with regard to health
and safety. Section 6.4.6 (Health and Safety at work) continues with the importance of the
development, implementation and maintenance of a health, safety and environmental
policy, as well as the adoption of health, safety and environment systems. The organization
should identify, analyze, control, reduce and eliminate health and safety risks including
psychosocial hazards and provide the safety equipment needed. The safe practices
should be fully implemented and the workers should be provided with adequate training.
Health and safety matters should be reported to the relevant authorities (ISO, 2010;2011).

The company has an occupational health and safety management system (OHSMS) that
follows the OHSAS 18001 standard. The system is divided into three levels. The first level
contains the policy description, strategic objectives structure and reference to the
standard. The second level consists of procedures and process descriptions that define
the functional flow of activities. The third level contains the specific work instructions that
define detailed and expanded functional flow.

The [company] health, safety and environmental (HSE) handbook works as a procedures
manual and provides guidelines for all managers, supervisors and employees in fulfilling
legal obligations under the workplace HSE obligations. Finally, the work instructions and
forms provide practical guidelines to the managers, supervisors and employees to follow
the HSE handbook in day-to-day work. All the health-related actions and expectations in
Sections 6.4.4 and 6.4.6 in the analytical framework seem to have been taken into
consideration in the OHSMS and the HSE handbook. The company has also implemented
a quality management system and an environmental management system according to ISO
9001 and ISO 14001. The three management systems have been reviewed by a third-party
auditor Det Norske Veritas, and the company has been certified for all standards. The
SHEQ Manager is working full time with policy development, implementation and follow-up
of safety, health, environment and quality policies.

Important aspects when integrating social responsibility throughout an organization include
the monitoring of ongoing performance within the activities related to core subjects and
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issues. One of the more common methods is measurement against indicators. The
organization should also translate the priorities into manageable objectives with strategies,
processes and timelines and carry out reviews at appropriate intervals to secure
improvement (ISO, 2010). After the analysis of the OHSMS at the company, it can be
concluded that this field is rather carefully monitored on a regular basis. Indicators are
being utilized in all relevant areas and targets and objectives are clearly stated in the
OHSMS policy manual and in the HSE handbook.

Employee participation and training

In Section 6.4.7 (Human development and training in the workplace) in the analytical
framework, it is stated that an organization is expected to establish joint
labour-management programmes that promote health and well-being (ISO, 2010). Section
6.4.6 also has similar expectations that the organization should base its HSE systems on
participation of the workers concerned (ISO, 2010).

To guarantee the influence of employees on workplace health and safety, the company has
established a health and safety committee. The members of the committee are expected to:
make recommendations on issues regarding health and safety; discuss any incidents at the
workplace and assist in the planning of corrective action if needed; and to perform other
functions as may be prescribed. The members of the committee are elected among
employees. The policy manual states that:

[. . .] the company has established, implemented and maintained a procedure to ensure
effective participation and consultation take place. Employees are encouraged to participate in
hazard identification, risk assessment and the determination of controls. Employees are also
provided with the opportunity to participate in accident investigation and the development and
review of the company’s OHS policies and objectives.

According to Section 6.4.7, an organization should provide all workers with access to skills
development, training and apprenticeships and opportunities for career advancement on
an equal and non-discriminatory basis (ISO, 2010). The company has the intention of
ensuring that the needs for safety and environment training among all personnel are
identified and met and that the training is appropriate for each person’s tasks. The practical
training and capacity-building of employees are carried out in accordance with the
requirements and recommendations in OHSAS 18001 and ISO 14001.

Promotion of good health in the community

According to Section 6.8.8 (Health) in the analytical framework, an organization should
promote good health by ensuring access to medicines and vaccination and by
encouraging healthy lifestyles, including exercise and good nutrition, early detection of
diseases, increasing awareness of contraceptive methods and by discouraging the
consumption of unhealthy products and substances. Special attention should be given to
child nutrition (ISO, 2010). The company is working fairly closely in line with these
expectations, as the wellness programme described below seems to indicate.

Before 2010, the company was supported by the Swedish workplace HIV/AIDS programme
(SWHAP). SWHAP was jointly initiated in 2004 by the International Council of Swedish
Industry and IF Metall, the industrial and metal workers’ union of Sweden. The main aim of
the programme is to support companies and employees to prevent the further spread of
HIV and reduce the effects of the pandemic at Swedish-related workplaces. SWHAP is
currently running in nine African countries. During 2010, the company decided to move
away from SWHAP to a broader wellness policy. There were several reasons behind this
decision, a major one being the fact that many people are afraid to test themselves and talk
about HIV/AIDS because of the stigma surrounding the illness. After discussions with
people from the community with extensive knowledge of the local context, it was decided
to create a wellness policy instead, not focussing on illness but on wellness. Since then, it
seems as if illness at the workplace has decreased; the company has not lost any
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employees to HIV/AIDS; and the testing rates for different diseases, including HIV/AIDS,
have increased. The company also wanted to broaden the focus to include diseases other
than just HIV/AIDS. Another motivation was the general move towards more community
involvement and a contribution to community development, as the wellness programme not
only targets employees but also, to some extent, the rest of the surrounding community.

The wellness policy was launched in 2010. The purpose of the policy is to provide a
framework within which a supportive, healthy and friendly working environment is promoted
and maintained with each party acknowledging its rights and fulfilling its responsibilities.
Wellness is defined as “the state or condition of being in good physical, emotional,
environmental, social, mental and spiritual health; not only the absence of disease”. The
policy approach is illustrated by a circular shape with a series of concentric circles
emanating from the centre outwards. The employees are in the middle and along with their
immediate family members, they receive all programme benefits. Further out from the
centre, the extended family members receive parts of the programme benefits. Finally,
programme staff, employees and family members drive the community and national
interventions. The wellness programme promotes the intentions from Section 6.3.9
(economic, social and cultural rights) that every person, as a member of the society, has a
right to an adequate standard of health and medical care.

The work with the wellness programme is interactive, and partner organizations are
involved in activities. A fair play committee is responsible for programme implementation.
The committee consists of six employees, three representatives from the management
team and one full-time wellness programme coordinator. The coordinator is responsible for
the monitoring and evaluation of the programme, which will be conducted on a continual
basis. This include reporting outcomes of the interventions and activities carried out,
analyzing programme effectiveness, producing regular and ad hoc reports for submission
to the committee and management and revising programme content and interventions to
meet ongoing needs. When making decisions on what kind of groups or activities to
support in the community, proposals are called for from employees and other community
members. Through this procedure, local priorities are taken into consideration and different
stakeholders have the possibility to make their voice heard.

According to Section 6.8.9 (social investment) in the analytical framework, initiatives
supported by investments should be assessed, improved if necessary and reported to the
community and other interested parties (ISO, 2010). The wellness programme started quite
recently and has not yet established a well-developed structure for monitoring and
evaluation as the OHS management system. Hence, the intentions support the standard’s
requirements. Further, Sections 6.8.9 and 6.3.9 advise that organizations should partner
with other organizations, including governments, businesses and NGOs, and make use of
complementary resources, knowledge and skills and aim for the realization of an adequate
standard of health and medical care (ISO, 2010). The work with the wellness programme
is clearly interactive in its nature, and several partner organizations are involved in the
activities. But to what extent and how they are chosen is not clear.

Financial and material support to the community

The company works with health-related community involvement through financial and
material support. Most of the community support activities have taken place as the result of
donation programmes, for example:

� Donated items from Australia are shipped over by sea and distributed to a variety of
local groups and institutions in the surrounding communities.

� The company is supporting the Kitwe Central hospital premature baby ward and has
continuously provided equipment as well as monthly donations of cleaning items, basic
medical items and baby packs.
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� The company has provided the visually impaired at the Ndola school with walking
canes.

� The company has also introduced a community health day, to which employees, their
families and other community members are invited. On this day, information about
wellness is provided as well as health checks for ailments such as hypertension, high
cholesterol, sickle cell, diabetes and tuberculosis.

� The company has been helping to restore the water bore in the Salem children’s village
in Kitwe.

Section 6.8.8 in the analytical framework suggests that the organization should support
long-lasting and universal access to essential health care services, to clean water and to
appropriate sanitation to prevent illness (ISO, 2010). According to Section 6.8.9 (social
investment), social investments should be aimed at improving various aspects of
community life without creating community dependence (ISO, 2010). The donation
programme is built on the personal engagement of top management. Therefore, there is a
risk that the donation programme will be prioritized differently if this engagement is not
shared by new managers. A well-defined strategy, for example, in the form of policy and
guidelines, would give the donation programme a more stable approach. The company has
been involved in some long-term activities such as the rehabilitation of a borehole, wellness
information to community members and the provision of medical equipment. However,
these activities are not monitored towards any targets or objectives, and there is no policy
developed for the donations. Hence, the donation programme is only partly aiming at
contributing to long-term sustainability, and there is a danger that the part of the community
that is being supported develops a dependency on the company due to donations of a
more philanthropic nature.

Community awareness of major diseases

According to Section 6.8.8 in the analytical framework, an organization should help raise
awareness of major diseases and their prevention, such as HIV/AIDS, cancer, heart
disease, malaria and tuberculosis (ISO, 2010). The HIV/AIDS programmes are an important
part of the wellness policy and programme. The HIV/AIDS activities have been carried out
by the [company] women’s clubs and Bridges of Hope. The [company] women’s clubs
have 220 members who are the spouses of employees, and the clubs are situated in Kitwe,
Chililabombwe, Luanshya and Mufulira. All members are trained in HIV/AIDS awareness,
and 120 are also trained as peer educators who are working in their respective
communities. Bridges of Hope provide interactive HIV/AIDS awareness training within the
community.

Discrimination and vulnerable groups

A critical principle when designing CSR activities is to make sure than no one is
discriminated within the programme or excluded from participating (Section 6.3.7,
discrimination and vulnerable groups). It is expected that an organization should make sure
that it does not discriminate against employees, partners, customers, stakeholders,
members and anyone else with whom the organization has any contact or may affect.
Discrimination should not occur on the basis of race, colour, gender, age, nationality or
national origin, ethnic or social origin, caste, marital status, sexual orientation, disability,
health status such as HIV/AIDS status or political affiliation in employment practices.
Whether all of the illegitimate grounds for discrimination mentioned above have been taken
into consideration in the HIV/AIDS programme is hard to say without studying the
implementation of the activities more carefully. However, what can be said for certain is that
sexual orientation, often pointed out as an important aspect in HIV prevention, has not been
taken into consideration when designing the activities. When HIV programmes are
developed without considering orientations other than heterosexual persons, homosexuals
will be excluded from information on safe sex and transmission.

PAGE 510 SOCIAL RESPONSIBILITY JOURNAL VOL. 10 NO. 3 2014



Discussion

In this study, an analytical framework based on the health-related core subjects and issues
identified in the SR-standard ISO 26000 has been used as the point of departure when
analyzing the CSR-related policies and actions within the health area of a mining and
construction company based in the copperbelt area in Zambia. The findings are
summarized in Table II.

The company has a fairly comprehensive policy framework on CSR, and the top
management has expressed its commitment to being socially responsible. There is no
doubt that the company is a frontrunner concerning working actively within health-related
issues at the workplace and the surrounding community. Within OHS, the conversion from
policy formulations into concrete measurable objectives has taken place. The company has
been independently certified to international quality, environment and OHS standards. The
OHS policy manual has been translated into a handbook, which contains more than a
hundred work instructions. Progress in the field of OHS is regularly monitored and
evaluated. Hence, health and safety in the workplace comply with the suggested
health-related actions and expectations in ISO 26000.

When it comes to community involvement and development, it seems as if employees and
community actors alike genuinely feel that the company is making a real effort to do
something good for the local community. The company’s CSR commitment seems
authentic and corresponds well with the specifications in ISO 26000. Nevertheless, in some
areas, corporate health practices could be improved in relation to the suggested actions
and expectations in ISO 26000.

The wellness programme started quite recently and has not yet been fully established.
Furthermore, the necessary structures for monitoring and evaluation have not been
developed. Monitoring, review and audits are important issues for effective CSR
performance (Kingston and Wagner, 2004). Important to note when comparing OHS
activities and the wellness programme is their different natures; the OHS system is easier
to understand and control than the wellness programme. Specifically, in the area of
community engagement, it is much more difficult to use traditional goal-setting and
monitoring of performance. For example, it is easy to recognize that a low number of
workplace injuries are better than a high number. Concerning community engagement, it is
harder to determine what is “good” and how this should be measured. However, a number
of useful suggestions in the literature regarding monitoring engagement in the community
can be found. Aloi (2007) suggests that a set of replicable indicators to determine changes
can be established and that a large number of indicators are not required. Beaver and
Bellof (2000) believe that indicators of sustainability should be simple to use, easy to
understand, robust, easy to reproduce, complementary to existing legal follow-up
programmes, easy to collect, financially feasible and useful as a management tool. Amaral
(2002) presents numerous examples of sources for appropriate indicators. General

Table II Presentation of the compliance between the health-related analytical
framework and SMCZ’s policies and activities within health and wellness

Section Core subject/issue Compliance

6.3 Human rights
6.3.7 Discrimination and vulnerable groups Partly
6.3.9 Economic, social and cultural rights Yes
6.4 Labour practices
6.4.4 Conditions of work and social protection Yes
6.4.6 Health and safety at work Yes
6.4.7 Human development and training in the workplace Yes
6.8 Community involvement and development
6.8.8 Health Yes
6.8.9 Social investment Partly
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indicators are supplied by the World Bank, OECD, UN or the British Government, and more
specific indicators are suggested in ISO 14031, ISO Technical Report TR 14032 and the
Global Reporting Initiative (Amaral, 2002).

We strongly believe that the importance of objectives, monitoring and evaluation cannot be
over-emphasized. Hence, this is an area where the company can translate the wellness
strategy and its community engagement into objectives that can be monitored and
evaluated to comply with ISO 26000. Such a strategy might be helped by the concrete
suggestions put forward by Esteves (2008). She has developed the Social Investment
Decision Analysis Tool (SIDAT), a decision model for evaluating social projects to create
value for both the company and the community. SIDAT consists of seven phases and starts
with problem structuring by identifying and weighting business drivers for social
investments. The second phase is a development needs analysis that includes identifying
social context, community needs, assets, aspirations, resilience and perceived and actual
impacts. The third phase includes setting business and community objectives followed by
stakeholder consultation and screening for project sustainability. The fifth phase involves
selecting projects and developing business and social indicators and measures. Project
planning and implementation constitutes the sixth phase and SIDAT ends with an annual
review.

If ISO 26000 is used as the frame of reference, the nature of the company’s donation
programme can be questioned. There is a major risk that this programme will lead to
community dependence. It is clearly a philanthropic activity and mutual accountability is
limited. It might be a better idea to incorporate it into the wellness strategy and to decrease
the number of recipients. By having fewer recipients, each giver–receiver relationship can
deepen and turn into a partnership, where a continuous dialogue is ongoing. Social
investments should consider supporting public policies in order to maximize the outcomes
such as long-lasting and universal access to essential health services, to clean water and
to appropriate sanitation (ISO, 2010). ISO 26000 also suggests that organizations should
consider partnering with other organizations, including governments, businesses and
NGOs to maximize synergies and make use of complementary resources, knowledge and
skills (ISO, 2010). A possible basis for a donation programme in this study’s setting is a
“Tri-sector partnership” often mentioned by scholars and described by Warhurst (2001) as
an agreement between business, government and civil society that could add value both
to the company and society. Again, the SIDAT advocated by Esteves (2008) can be useful.

Another area where improvement is possible is the avoidance of discrimination when
programmes are developed so that no one is excluded from participating. As reported in
this paper, it has not been possible to evaluate whether all illegitimate grounds for
discrimination have been taken into consideration in the wellness programme, but it is
obvious that sexual orientation has not been considered. Sexual orientation is perhaps the
most important factor considering the status of HIV/AIDS in the studied geographical area.
Homosexuality is illegal in Zambia and the company can therefore make a significant
contribution to human rights by including homosexuals in their HIV/AIDs activities.
Considering whether the HIV/AIDS programmes can be redesigned to also consider that
employees and other people have different sexual orientations could be an important
contribution to human rights in Zambia.

Conclusion

The purpose of this study was to analyze if and how ISO 26000 can be used to advance
corporate health practices in mining-related business in the developing world. The
company was chosen because it has developed a comprehensive policy framework on
CSR, and the company is also recognized for its CSR record.

The findings in this paper show that despite the fact that ISO 26000 is a set of guidelines,
rather than being certifiable, it can be used to evaluate and improve a company’s CSR
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practice in a developing country, even if that company already can be considered a
frontrunner. There is certainly some overlap between the content of ISO 26000 and other
existing well-established principles, standards and tools, but the case study has shown that
ISO 26000 can provide valuable guidance when developing a community development
programme, especially if these programmes involve donations. The standard can also
contribute by acting as a guideline for issues concerning discrimination. Further, the study
has shown that traditional management systems for OHS, the environment and quality
based on the standards OHSAS 18001, ISO 14001 and ISO 9001 can support actions and
expectations required in ISO 26000 rather effectively.

Even if this study has focussed solely on health issues, there is reason to believe that ISO
26000 can be used to advance the work with other CSR-related issues as well. However,
further empirical studies are needed to examine this in more detail. In addition, we suggest
further studies exploring the possibilities to translate ISO 26000 into a systematic
management system for community involvement and development similar to existing
management systems within OHS, environment and quality.
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a b s t r a c t

It is often conceptually suggested that frameworks for the practice of corporate social responsibility (CSR)
that take all the needs of a company’s stakeholders into consideration can emanate from management
systems based on international standards. This study addresses the research question of whether the
adoption of established management systems is useful for putting stakeholder management into prac-
tice. It takes the form of an in-depth case study of a Swedish mining and metals company and employs an
analytical framework based on the ISO 26000 CSR standard. The company in question has well-
integrated and implemented work systems regarding both labor practices and the environment. This
indicates that certified management systems are effective tools for CSR and can be used rather effectively
as a means of stakeholder management in practice. However, analysis also shows that such management
systems contribute neither to the use of more renewable energy resources nor to a systematic reduction
in greenhouse gas (GHG) emissions. In addition, important CSR issues, such as fair operating practices
and community involvement and development, fall outside the scope of the adopted management
system.

� 2014 Elsevier Ltd. All rights reserved.

1. Introduction

Corporate social responsibility (CSR) is of considerable signifi-
cance in the mining sector (Ranängen and Zobel, 2014; Jenkins and
Yakovleva, 2006). Mining activities often have a positive impact on
the local economy, but they also have a major negative impact on
the local environment and on the level of occupational safety for
the industry’s workers (Jenkins, 2004). In addition, social problems
are often found in local communities as a result of mining activities
(Peck and Sinding, 2003). Despite the fact that the mining industry
is rather often criticized for its work on sustainability issues (e.g.
Hamann, 2003; Hilson, 2012; Slack, 2012), it is commonly accepted
that the extractive industry is in the forefront of the CSRmovement.
According to Kapelus (2002), this is in response to the significantly
increased pressure exerted on this industry by different stake-
holder groups over the last twenty years. Hence, it is of great in-
terest to study the practice of CSR in the mining industry.

Population growth, the speed of urbanization in Asia, and
increasing demand in the developed world have created a huge

market for minerals and metals. There are two major land areas in
the world which have been less well explored than other regions:
Africa, and the Arctic including the Nordic countries (ICMM, 2013).
Sweden is currently one of the EU’s leading producers of ores and
metals and investment in exploration reached a record level in
Sweden in 2011 (SGU, 2013). In order to be competitive, the
Swedish Government has developed a new minerals strategy
(Swedish Ministry of Enterprise, Energy and Communications,
2013). Given this development, it is of considerable interest to
study the mining industry from a Swedish perspective.

Swedish industry, including the mining sector, is often consid-
ered to be rather proactive when it comes to adopting CSR-related
initiatives, especially within the areas of environmental and occu-
pational health and safety (OECD, 2014; Ammenberg, 2012).
Commonly, this manifests itself as widespread corporate adoption
of international standards (Zobel and Burman, 2004). By means of
an in-depth case study, this paper explores whether these stan-
dards are useful in the development towards a more sustainable
mining industry in Sweden.

Following this introduction, underlying theories are briefly
outlined and a more specific purpose is defined. This is followed by
a short literature review which presents the most relevant litera-
ture in more detail. This in turn is followed by a description of the
research approach, the methodology used and the organizational
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context. The empirical findings are then presented in the results
section and finally the last section includes both a discussion of the
findings in relation to relevant literature, as well as some
conclusions.

2. Theory and purpose

It is often suggested by scholars that CSR needs to be imple-
mented into every level of an organization to have a meaningful
impact (Asif et al., 2013; Castka et al., 2004; Shahin and Zairi, 2007;
Zadek, 2004). A recent review of CSR adoption in the mining in-
dustry has shown that it is the code of conduct, the sustainability
reports and community involvement and development that fore-
most represent CSR practice. The review also shows that it is also
these areas that have attracted the principal attention of scholars in
the field of CSR (Ranängen and Zobel, 2011). There has been limited
focus on the interface between the more visionary code of conduct
and the reporting of CSR performance, that is to say CSR put into
practice in the “ongoing, regular, daily activities of the organiza-
tion” (ISO, 2010). Therefore, there is a need for further research on
CSR in relation to management, or, to put it another way, the actual
implementation of CSR and the integration of those activities into
core business processes (Asif et al., 2013). This paper is primarily
focused on this organizational level.

However, the CSR literature reveals that some scholars have
already addressed themanagement side of CSR even if most studies
are conceptual rather than empirical. Some frameworks in these
studies are designed around the Plan-Do-Check-Act (PDCA) cycle,
which emphasizes continuous improvements and management by
objectives (Asif et al., 2013; Castka et al., 2004; Esquer-Peralta et al.,
2008; Holton et al., 2010; Kinderyte et al., 2010; Rocha et al., 2007;
Singh et al., 2007) based on goal-setting theory. Others are influ-
enced by the ISO-standards, which, in turn, are based on the PDCA-
cycle (Azapagic, 2003; Kingston and Wagner, 2004; Panapanaan
et al., 2003). Most scholars present frameworks for CSR that
emanate from management systems specifically based on various
standards: ISO 14001 for environmental management (Ciliberti
et al., 2008; Emilsson and Hjelm, 2009; Esquer-Peralta et al.,
2008; Holton et al., 2010; McElhaney et al., 2004; Rocha et al., 2007;
Schylander and Martinuzzi, 2007; Sebhatu and Enquist, 2007;
Sullivan, 2004); ISO 9001 for quality management (Castka et al.,
2004; Emilsson and Hjelm, 2009; Esquer-Peralta et al., 2008;
Rocha et al., 2007); SA 8000 for social accountability (Ciliberti et al.,
2008); and OHSAS 18001 for occupational health and safety (Rocha
et al., 2007). In this literature, it is often claimed to be beneficial to
integrate all aspects of CSR into an integrated management system
(Kingston and Wagner, 2004; Rocha et al., 2007), often referred to
as sustainability management systems (SMS).

Even though the studies mentioned above are surely helpful in
the quest for more sustainable business, most studies have not left
the paradigm of shareholder management, where shareholders are
in focus and other stakeholders are treated as being somehow less
important. In recent years, we have in contrast seen a trend,
culminating in the publication of the consensus-based ISO 26000
CSR-standard, suggesting that identifying and engaging with all
stakeholders should be fundamental to CSR and business in general
(ISO, 2010). This idea of stakeholder management has its roots in
the 1980s when related stakeholder concepts from corporate
planning, systems theory, CSR and organizational theory were
pulled together leading to the crystallization of the stakeholder
approach as a framework for strategic management (Freeman and
McVae, 2001). Freeman (1984) believed that there was a need for
a framework that also included governments, competitors, con-
sumer advocates, environmentalists, special interest groups and
the media. This resulted in the “stakeholder view” of the firm, with

the definition of a stakeholder as any group or individual who can
affect or is affected by the achievement of the firm’s objectives.
According to this view, all organizations have stakeholders and they
must take stakeholder groups into account in order to be successful
in both the current and future environment. “Stakeholder man-
agement” as a concept refers to the necessity for an organization to
activelymanage its stakeholder relationships. The stakeholder view
of the company was later advanced by, for example, Mitchell et al.
(1997), who proposed that stakeholders possess one or more of the
three relationship attributes: power, legitimacy and urgency. It is
suggested that an analysis of stakeholders with regard to these
three attributes may help management to separate stakeholders
from non-stakeholders, and to explain to whom and to what
managers should actually pay attention.

To summarize, the current view of CSR seems to be that equal
focus on all stakeholders should be fundamental to CSR and busi-
ness in general. In other words, business should move from the
traditional shareholder focus towards stakeholder management.
Concurrently, scholars seem to be rather unanimous concerning
the usefulness of established management systems in the devel-
opment of CSR management. In this study, we have made an
attempt to merge these two discourses and we will address the
research question of whether the adoption of established man-
agement systems is useful when putting stakeholder management
into practice in a Swedish mining and metals company. Of partic-
ular importance is the identification of those CSR areas and asso-
ciated stakeholder groups that have to date been overlooked by the
international standards which often form the basis for existing
management systems.

3. Literature review

In the previous section, it was shown that the management side
of CSR is to a great extent influenced by the idea of formalized
management systems and stakeholder theory. In this review sec-
tion, we will outline the literature in more detail starting with
studies addressing the role of management systems, followed by
those focusing on stakeholder management as defined by Freeman
(1984).

Asif et al. (2013) present a framework for the integration of CSR
into business processes that is designed around the PDCA-cycle to
explicitly highlight the fact that the integration of CSR is an iterative
process requiring continuous improvement. Another conceptual
framework, based on the PDSA-cycle, is suggested by Asif et al.
(2011). This one is based on business excellence models and
updated to reflect sustainability, for example through the devel-
opment of sustainability indicators and sustainability reporting.
Kingston and Wagner (2004), by contrast, promote CSR leadership
through a toolbox that includes a framework of guiding principles
and senior management workshops to strengthen leadership. This
framework and the one presented by Panapanaan et al. (2003) are
both inspired by the ISO-concept.

Castka et al. (2004) provide a framework for sustainability
management systems (SMS) that is based on process and systems
thinking analogous to ISO 9001. However, most of the SMSs
described have evolved from environmental management systems
(EMS) based on ISO 14001. Sebhatu and Enquist (2007) state that an
ISO 14001 certification can be used as an active tool and then its
sustainability focus can be broadened out to include wider envi-
ronmental issues for promoting comprehensive organizational
changes leading to sustainable development and value creation.
Holton et al. (2010) agree and encourage companies to develop EMS
and then broaden their sustainability focus to include additional
CSR issues. A study by Schylander and Martinuzzi (2007) shows
that it is meaningful to develop EMS into SMS but the most

H. Ranängen, T. Zobel / Journal of Cleaner Production 84 (2014) 128e141 129



important challenge is to integrate the sustainability issues into the
organization’s strategies and operations. Sullivan (2004) provides a
broad framework for integrating human rights into existing EMS.
McElhaney et al. (2004) describe how an industrial company
developed an SMS standard and then implemented it into its
business. The SMS standard is based on the structure of ISO 14001
and includes the same major elements but is also influenced by the
“Triple bottom line” concept, the Global Reporting Initiative (GRI)
and the World Commission on Environment and Development
(WCED) definition of sustainable development.

Some scholars have taken this one step further by introducing
frameworks based on integrated multiple standards. Singh et al.
(2007), Azapagic (2003) and Kinderyte et al. (2010) all present
frameworks for SMS that are influenced by both ISO 14001 and ISO
9001. Kinderyte et al. (2010) suggest that SMS should be linked to a
sustainability assessment system in order to ensure continual
improvement. Esquer-Peralta et al.’s (2008) study shows that this
integrated systems approach can be a promising and potentially
useful tool in helping companies to improve their sustainability
performance. The study also states that it is possible to integrate
different management systems into one single system with a sus-
tainability framework. Rocha et al. (2007) provide a framework for
the integration of sustainable development into mainstream busi-
ness systems. The proposed integrated management system (IMS)
model illustrates how existing management systems may be
enhanced so that they are more analogous to sustainable devel-
opment. The IMS model is based on ISO 9001, ISO 14001, OHSAS
18001 and AA1000, and is built on seven key elements: stake-
holders, resources, leadership, processes, values, objectives and
results. Karapetrovic and Jonker (2003) advocate IMS based on ISO
9001, ISO 14001, OHSAS 18001 and SA 8000. They discuss the issue
of the integration methodology and, more specifically, which ele-
ments to integrate and how to integrate them.

In contrast to what seems to be the majority of scholars in the
field, Zwetsloot (2003) has argued that traditional management
systems, which concentrate on “doing things right”, are of only
limited value in terms of CSR. He contends that the value-based
focus of “doing the right things” is also important. For the further
development and implementation of CSR, the three business
management principles are vital: (1) doing things right the first
time; (2) doing the right things; and (3) continuous improvement
and innovation. This approach is consistent with the view of Kemp
et al. (2006) that conventional management system thinking, with
its internal focus and rational approach, needs to be balanced with
value-based decision-making, a supportive organizational culture,
and externally-focused, stakeholder-driven orientation.

The majority of the literature that has been presented so far
focuses primarily on the idea of integrating different, already-
established management systems into an SMS, without really
emphasizing the role and importance of different stakeholders.
However, some scholars utilize both stakeholder theory and pre-
vious research to a greater extent addressing the role of stake-
holders. One example is Asif et al. (2013) who include the ‘top-
down’ and ‘bottom-up’ approaches to CSR. The top-down approach
is focused on the identification of stakeholder needs and the inte-
gration of CSR into internal management systems. The importance
of the bottom-up approach is underlined by the fact that organi-
zations need to interact with less powerful stakeholders, such as
the local community. The intended outcome of the two approaches
is the satisfaction of a broad range of stakeholders. The planning
phase in the framework presented by Singh et al. (2007) includes
the issues and stakeholder consultation. Stakeholder mapping in-
volves the identification of relevant stakeholders and the realiza-
tion that their needs and expectations are something that should be
identified before developing SMS.

Azapagic (2003) suggests a stakeholder analysis as an initial part
of SMS implementation. Such an analysis lists the different stake-
holders, the possible importance they place on sustainability con-
cerns, and the time scales over which these concerns may be
important to them. The analysis may be helpful in deciding which
aspects of sustainability a company should target. A similar
framework, based on ISO 9001, is suggested by Castka et al. (2004),
where stakeholders’ expectations are transformed into the opera-
tions of the organizations with continual monitoring of the impact.

While the more conceptually based research on the role of
stakeholders outlined above has moved research forward, empir-
ical studies on the operationalization of stakeholder management
are rare. One exception is De Madariaga and Valor (2007) who have
studied stakeholder management practices at five Spanish com-
panies, all of which have functional units dealing with CSR and
stakeholders. The study shows two approaches to stakeholder
management: either the role has been subsumed into the corporate
communication or marketing department; or a new functional unit
has been created. These units report to the board of directors and
are supplemented by a committee. This committee consists of the
managers of each business unit and functional group and has three
tasks: (1) to define the general strategy in relation to CSR and
stakeholders; (2) to harmonize policies and practices and to
disseminate information; and (3) to control check and monitor
results. The study has found advantages with “committees” over
“departments”. As CSR is an umbrella issue, a committee ensures
that it pervades every policy in the company, allows experiences to
be shared and makes the task easier, as managers do not feel that it
interferes with their competencies.

4. Research approach and methodology

In order to explore the suitability of using established man-
agement systems as a basis for stakeholder management, a case
study was chosen as the research method. Case-study research is
relevant if the questions require an extensive and in-depth
description of a phenomenon (Yin, 2009) and it allows the
researcher to investigate social phenomena in real-life contexts
(Miles and Huberman, 1994; Yin, 2009). Furthermore, single case
studies are particularly powerful in exploring a phenomena in its
context (Eisenhardt and Graebner, 2007). The Swedish mining and
metals company, Boliden AB, was selected based on a number of
criteria: high CSR profile, sustainability reporting, local context and
interesting field competencies like metals recycling. The nature of
Boliden AB’s operations is described in Section 5.

Since 2010, the social responsibility standard ISO 26000 has
been available for industry as a guide to developing proactive CSR
activities. The standard includes seven core subjects with accom-
panying sub-issues. Under each issue, related actions are listed.
These actions were used as a framework for analyzing existing
practices at Boliden AB. The two core subjects, Human rights and
Consumer issues, were judged to be only partly relevant for the
context of this study: human rights due to the extensive legislation
in the countries where Boliden AB operates; and consumer issues
since the extractive industry is a “business-to-business” industry
not selling products to end-consumers. Nevertheless, some issues
are relevant and have been included in other core subjects, for
example Labor practice, Fair operating practices and the environ-
ment. The overall framework of core subjects and issues is pre-
sented in Table 1. The extended framework based on the actions
required for each core subject is presented in Tables 3e7.

Case study data has been collected via documentation and semi-
structured interviews. This collection of data from different sour-
ces, known as “triangulation” (Yin, 2009), was used in order to
strengthen the analysis. The researchers had full access to the
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company’s entire intranet from March to December 2012. To our
knowledge, no particular critical events occurred during the case
study research that could have significantly affected the on-going
daily CSR activities that we have studied.

The documentation in the company’s intranet was divided into a
group level, the mines in the Boliden Area, Aitik and Garpenberg,
and then the smelters at Rönnskär and Bergsöe. A file and a
spreadsheet were prepared for each unit. Both the files and the
spreadsheets were divided into the core subjects and issues pre-
sented in the overall and extended frameworks. Relevant docu-
ments were printed and filed and data from these documents was
coded and transferred into the spreadsheets under the relevant
core subject and issue. The scope of identified company documents
ranged from strategic documents, for example the code of conduct
and group guiding principles for environment/health/security/
quality, to operational documents, for example instructions for
handling chemicals and programs for recipient control. The com-
pany documentation used in our analysis is compiled in Appendix
1.

In order to strengthen the internal validity, relevant functions
with authority within the core subjects and issues were identified
and interview guides were sent out in advance. Interviews were
carried out with the Senior Vice President Corporate Responsibility,
the Sustainability Director, the Energy Efficiency Manager, the In-
formation Manager, the Human Resource (HR) Manager, the Staff
Medical Officer and the company expert on biodiversity and
restoration of natural habitats. General information about the in-
terviews is presented in Table 2. The interviews served a dual
purpose: firstly to make sure that all relevant information had been
collected; and secondly to confirm an accurate interpretation of the
documentation. The interviews were transcribed and data was
coded and transferred into the spreadsheets under the relevant
core subject and issue. The case study data from the documentation
and the interviews was analyzed and conclusions were drawn. The
analysis also resulted in three different grades of compliance: yes,
partly and no. The grade “yes” was, for example, awarded when
policies and guiding principles existed and were operationalized at
the mines and smelters. The grade “no” was awarded when no
policies or guiding principles were identified and no actions were
operationalized. Finally, the grade “partial” was awarded for
examplewhen policies and guiding principles existed but therewas
very little indication that they had been implemented in any
meaningful way, or when scattered activities were identified but
there didn’t seem to be any guidance documentation. The process
of collecting data, coding and analyzing was conducted by the same
researcher. To further strengthen internal validity, the findings
were presented to the respondents, who could then comment on,
discuss and correct the case study data.

The use of a framework based on ISO 26000 can be questioned.
We believe that we could have done the same analysis with a
framework based on for example GRI with possibly the same result.
Nevertheless, we chose ISO 26000 for two main reasons. Firstly,
because it is a new and rather under-researched standard, and
secondly, because Boliden already uses GRI in the organization and
therefore ISO 26000 would give a new perspective on CSR.

5. Organizational context e Boliden AB

Boliden AB is a mining and metals company with core compe-
tencies in the fields of exploration, mining, smelting and metals
recycling. Boliden’s main metals are zinc and copper but lead, gold,
silver and other products are also important. The group has
approximately 4400 employees distributed over four mining areas,
six smelters, three marketing offices and one head office.

The four mining areas are: Aitik, Tara, Garpenberg and the
Boliden Area. The Aitik mine, in northern Sweden, was established
in 1968. The ore deposit consists of chalcopyrite and pyrite and
yields copper, gold and silver. The Tara mines, located in Ireland, are
Europe’s largest operating zincelead mine. Complex ore that con-
tains zinc, copper, lead, gold and silver has been mined at Gar-
penberg in mid-Sweden since 1957. The Boliden Area is located in
the mineral-rich Skellefte field in northern Sweden, where almost
30mines have been in operation since the 1920s. All mines produce
complex ore that contains zinc, copper, lead, gold and silver.

Boliden’s five smelters refine metal concentrates and other raw
materials, such as electronic scrap, metal scrap, metal ashes and
end-of-life car batteries, in order to produce both pure metals and

Table 2
General information about the interviews.

Interview Post Time (h) Date

1 Senior Vice President Corporate
Responsibility and Sustainability
Director

2 21 Feb 2012

2 Sustainability Director 2 22 Aug 2012
3 Energy Efficiency Manager 2 7 Sept 2012
4 Information Manager 2 11 Sept 2012
5 HR Manager 2 11 Sept 2012
6 Staff Medical Officer 2 21 Sept 2012
7 The company expert on biodiversity

and restoration of natural habitats
2 25 Sept 2012

8 Senior Vice President Corporate
Responsibility

2 11 Oct 2012

9 Senior Vice President Corporate
Responsibility, Sustainability Director,
Information Manager and HR Manager

2 17 Dec 2012

Table 1
The overall framework used for analyzing CSR practice based on the core subjects and issues in ISO 26000.

Organizational
governance

Labor practice The environment Fair operating practices Community involvement
and development

Employment and employment
relations

Prevention of pollution Anti-corruption Community involvement

Conditions of work and social
protection

Sustainable resource use Responsible political involvement Education and culture

Social dialogue Climate change mitigation
and adoption

Fair competition Employment creation and
skills development

Health and safety at work Protection and restoration
of the natural environment

Promoting social responsibility
in the sphere of influence

Technology development
and access

Human development and
training in the workplace

Respect for property rights Wealth and income creation

Health
Social investment
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customized alloys. The smelters are supplied with concentrates
from Boliden’s own mines and with concentrates and secondary
raw materials from external suppliers. The copper smelters are at
Rönnskär in Sweden and Harjavalta in Finland. The zinc smelters
are at Kokkola in Finland and Odda in Norway. Finally, the lead
smelter, Bergsöe, is located in southern Sweden.

Boliden’s marketing offices in Sweden, Denmark, UK and Ger-
many manage sales and the purchasing of raw materials, metals
and by-products. The metals and by-products are sold and trans-
ported to customers such as steel companies and other manufac-
turers of semi-finished products. This case study focuses on
Boliden’s operations in Sweden.

6. Results

The results are divided into five core subjects: organizational
governance, labor practices, environment, fair operating practice
and community involvement and development. Each section be-
gins with a brief presentation of the subject. Overall results are
compiled in a table for each core subject and the most important
issues are outlined.

6.1. Organizational governance

Organizational governance has an overarching role in an orga-
nization and is a vital part in all the other core subjects. It is the
system by which an organization makes and implements decisions
in pursuit of its objectives (ISO, 2010). The extended framework for
organizational governance and the results from the analysis are
compiled in Table 3. The table shows that Boliden complies with
half of the issues analyzed and that the other half have been graded
as partially compliant. These results are further discussed below.

An organization’s strategy for sustainable development is re-
flected by its CSR policy (Azapagic and Perdan, 2003). On the group
level, Boliden has numerous policies: its overarching code of
conduct as well as policies for environmental, health and safety
(EHS), diversity, energy and communication covering most of the
core subjects of CSR. The mines and smelters often complement
these policies with their own; for example the mines have an
operational policy that is more specific for mine operations. Ac-
cording to the policy documents, policies are updated regularly, a
fact verified by the Senior Vice President Corporate Responsibility
who said “The code of conduct is a living document that we revise if
not annually, then at least fairly regularly”. The code of conduct
mainly deals with ethical issues because the Senior Vice President
believes that other important CSR-areas like the environment,
occupational health and safety and energy should have policies of
their own. “It is better to have a policy for each area than baking them
together into a single one”.

The organization should have defined roles, responsibilities and
authority for ensuring that CSR is established, implemented and
maintained (Singh et al., 2007). The strategic CSR leadership at
Boliden is demonstrated through group-level positions within
corporate responsibility, sustainability (environment/health/secu-
rity/quality (EHSQ)), energy, communication and human resources
(HR). More specialized functions are outsourced within the orga-
nization, for example, the Staff Medical Officer and the company
expert on biodiversity, restoration and property rights. The Sus-
tainability Director said that she works and communicates through
an environmental network and a health and safety network.
Similarly, the Energy Efficiency Manager said that he works
through a specific energy efficiency network. All of these networks
are validated in EMS group-level guidelines. The Sustainability
Director described the purpose of the networks as being: “to view
trends, as well as to analyze business intelligence and draw conclu-
sions on how it affects us”. The Information Manager and the HR
Manager stated that the strategic communication and HR functions
have support units. The mines and smelters have operational
personnel with responsibilities for EHSQ, HR, energy and commu-
nication. The networks, units and personnel operationalize de-
cisions, objectives and activities into the mines and smelters.

A strategy requires the setting of objectives and targets so that it
is clear where the company wants to go, how it is going to get there
and how soon (Azapagic, 2003). Boliden has set social, environ-
mental and financial objectives on the group level. The social ob-
jectives focus on labor practices and include a zero-injury
philosophy, a low sick leave rate, a gender-equal and age-diverse
workforce. The environmental objectives concern discharges and
emissions. The financial objectives focus on return on capital, net/
debt equity and dividend (New Boliden, 2011). The Sustainability
Director explained the process; “these objectives are discussed and
drafted by the networks, and then presented to the management for a
formal decision”. The mines and smelters set objectives of their own
that are in line with the group objectives. This way of working is
substantiated in general guidelines at the mines and the smelters.
However, the social objectives exclude community involvement
and development and the environmental objectives ignore energy
consumption, which is why this issue was graded as only partially
compliant.

An organization should create and nurture an environment and
culture inwhich the principles of social responsibility are practiced,
including a system of economic and non-economic incentives
related to performance (ISO, 2010). Boliden states that: “Sustain-
ability issues are a natural and integral part of Boliden’s operations
and management” (New Boliden, p. 10, 2011). This is confirmed by
rather extensive work on occupational health and safety and
environmental issues. The company has certified management
systems according to ISO 14001 and OHSAS 18001 and is currently
designing and implementing energy management systems for all
its mines and smelters. The actions required in ISO 26000,
regarding labor practices and the environment, are fulfilled by
complying with OHSAS 18001, ISO 14001 and Swedish legislation.
Other core subjects, for example respect for human rights and fair
operating practices, are included in the Code of Conduct and are
practiced on group level, for example via the general guidelines on
assessment and interpretation of business partners.

Stakeholder management involves identifying and engaging
with stakeholders. The company’s business partners include both
customers and suppliers as well as other stakeholder groups that
Boliden considers to be important, including the local community,
employees, trade unions, the local authority, financiers, central
government, the media and special-interest groups. Communica-
tionwith stakeholders is governed by a number of documents both
on the group and local level: the Group Communication Policy,

Table 3
The extended framework for organizational governance and the results from the
analysis.

Organizational governance Compliance

Strategies Yes
Objectives and targets Partial
Leadership Yes
Create/nurture a CSR environment Yes
Economic/non-economic incentives Partial
Stakeholder management Partial
Legal and other requirements Yes
Monitoring and measurement Partial
Communication Yes
Review and evaluation Partial
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Investor Relations Policy and local communication guidelines.
However, these documents do not include any information on how
to identify and engage stakeholders. According to the Information
Manager, Boliden communicates well with financiers. It has annual
capital market days where Boliden representatives meet market
analysts but it is the company’s quarterly reports that receive the
most attention. CSR is also communicated through the annual
sustainability reports according to GRI with the reporting level B
without external review. Themines and smelters have regular open
house events for the local community but the interest is low. The
Information Manager summarized Boliden’s stakeholder manage-
ment by saying “We do not have a coherent stakeholder dialog or a
coherent structure for howwe shouldmeet our stakeholder groups. We
have bits and pieces”. This quote sums up why the issue was graded
as only partially compliant.

An organization should accept that respect for the rule of law
is mandatory (ISO, 2010). Compliance with laws and regulations is
fundamental for Boliden and the company’s legal expertise is
gathered together in the Group Legal Affairs (GLA) department.
GLA is responsible for legal guidance for the entire group. Boli-
den’s operations are based on operational and environmental
permits and GLA provides legal support when the company ap-
plies for new permits. The mines and smelters continuously re-
view their compliance with permits and applicable legislation, as
seen in EHS guidelines at both the mines and the smelters. For
example, comprehensive monitoring and measurement activities
are performed on a regular basis. These are mostly performed
within the core subjects of the environment and labor practices,
however, and do not include, for example, community involve-
ment and development and fair operating practices. For that
reason, only partial compliance was awarded. The Sustainability
Director also mentioned other requirements with which Boliden
complies, including the United Nations’ (UN) Declaration of Hu-
man Rights and the International Labour Organization’s (ILO) key
conventions. Boliden has also recently become a member of the
UN’s Global Compact and complies with its 10 principles
regarding human rights, the environment, labor practices and
anti-corruption. The Vice President Corporate Responsibility
concluded: “We have just been approved as members and have paid
the membership fee”.

An organization should conduct periodical reviews, evaluate
and adjust the processes according to the outcome of the reviews in
order to demonstrate continual improvements (Azapagic and
Perdan, 2003). Boliden performs periodical reviews both on the
group level and the local level. This is verified by numerous docu-
ments and interviews with the Sustainability Director. The internal
group-level EHSQ reviews are internal audits and every mine and
smelter undergoes regular theme-based audits. ISO, 2010e2011, for
example, the audits addressed chemicals management. The group
safety rounds are another example. The Sustainability Director and
a representative from group management conduct safety rounds at
mines and smelters, not only to check adherence to established
safety guidelines but also to show commitment to the company’s
safety culture. The Sustainability Director stated that: “The group
safety rounds are perceived positively. We have checklists with fixed
questions in order to be able to compare from one year to another”.
Both the mines and the smelters perform internal audits in order to
check that they are working in accordance with the environmental,
and health and safety (EHS) management systems. Another
example of evaluation is the EHS reports that are compiled and
discussed at group management meetings every month. Common
for all reviews is that they focus on the environment and labor
practices but omit, for example, community involvement and
development and fair operating practices. This is why only partial
compliance was given.

6.2. Labor practices

The creation of jobs and wages paid for work performed are
among an organization’s most important economic and social
contributions (ISO, 2010). The extended framework for labor
practice and the results of the analysis have been compiled in
Table 4.

All of the actions required in ISO 26000 regarding labor prac-
tices, except for the elimination of psychosocial hazards in the
workplace, are fulfilled when complying with OHSAS 18001 and
Swedish labor legislation. Personal data is protected through the
Personal Data Act (1998:204) (Swedish Data Inspection Board,
2012). At Boliden, work is performed by legally recognized em-
ployees. Further, the company provides reasonable notice to both
employees and authorities when considering changes to its oper-
ations that affect employment, and it has fair dismissal practices.
This is verified by the interview with the HR Director, the redun-
dancy policy and the HR guidelines and instructions at the mines.
Help to redundant workers is governed by collective agreements.
Boliden practices active workforce planning since the work to a
large extent is performed by permanent, full-time personnel. A
certain part of the work is performed on a temporary basis to
compensate for sick-leave and parental leave because, as the HR
Director said, “someone has to drive the truck”.

The HR Director assured us that Boliden ensures equal oppor-
tunities for all workers through adhering to collective agreements
and rules and regulations for decent conditions of work. The
company also does wages mapping and carries out performance
management when planning for individual human development

Table 4
The extended framework for labor practices and the results of the analysis.

Labor practice Compliance

Employment and employment relationships
Work performed by legally recognized employees Yes
Active workforce planning Yes
Provision of reasonable notice Yes
Assurance of equal opportunities Yes
Dismissal practices Yes
Protection of personal data Yes
Conditions of work and social protection
Comply with national laws and regulations and

international labor standards
Yes

Respect for collective agreements Yes
Decent conditions of work Yes
Tolerance of national or religious traditions/customs Yes
Provision of wages Yes
Equal pay for work of equal value Yes
Social dialogue
Respect for the right to form/join organizations

and bargain collectively
Yes

Notification of authorities regarding major
employment impacts

Yes

Sufficient access for worker representatives Yes
Health and safety at work
Occupational health and safety policy Yes
Health and safety management Yes
Analysis and inspection of health and safety risks Yes
Assurance of safe practices Yes
Provision of necessary safety equipment Yes
Reporting and investigation of all health

and safety incidents
Yes

Provision of equal health and safety protection
for temporary and subcontracted workers

Yes

Elimination of psychosocial hazards in the workplace Partial
Provision of adequate training Yes
Joint labor-management health and safety committees Yes
Human development and training in the workplace
Skills development, training and career advancement Yes
Help to redundant workers to find new employment Yes
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and training. She also said that a new performance management
system is being implemented which will allow the company to
review this in a systematic way. Since it recruits personnel inter-
nationally, Boliden is sometimes asked about its policy on national
or religious traditions/customs in the work place. The company’s
policy allows such traditions and customs as long as they do not
interfere with ongoing operations and the time they take is not
included in paid working hours. Health and safety at work are
governed by Swedish labor legislation and are implemented and
monitored via management systems meeting the OHSAS 18001
standard. Efforts to eliminate psychosocial hazards in the work-
place have been implemented at some business units but such ef-
forts are missing at others. This is why this issue was only given
partial compliance.

Human development and training in the workplace are well
documented and practiced. The policies and guidelines on group
level include performance management and competence devel-
opment. These are supplemented by work descriptions for educa-
tion and education plans at the mines and smelters. The company
also runs various training programs for different functions in the
areas of fire protection, health, environment, safety, emergency
preparedness, internal auditing, project management, etc. Accord-
ing to the Senior Vice President, Boliden needs programs for
training where it actually looks to develop and prepare people for
new responsibilities and new areas of expertise. The company has
quite a lot of training but lacks an overall group structure. He
concluded: “We are aware of this problem and have therefore initi-
ated a talent management system that will be rolled out across the
company”.

6.3. Environment

As mining activities cause irreversible damage to the environ-
ment, mining companies need to take thorough and systematic
measures to control and minimize their environmental impact. The
extended framework for the environment and the results of the
analysis have been compiled in Table 5. The table shows that
Boliden by and large performs the actions required by the frame-
work. The exceptions are e.g. the implementation of energy effi-
ciencymeasures, the replacement of non-renewable resources with
sustainable ones, and issues surrounding GHG emissions.

Most of the actions in the framework have been implemented
by employing environmental and energymanagement systems and
complying with Swedish environmental legislation.

According to both interviews with the Sustainability Director
and various EHS documentation, all themines and smelters identify
environmental and energy aspects and the sources of pollution.
They also measure and record the significant sources of pollution
and its reduction, as well as water consumption, waste generation
and energy consumption in a group-wide system. This information
is compiled and communicated by means of annual, public envi-
ronmental reports to the authorities and sustainability reports
produced on the group level.

Besides the environmental and energy objectives, Boliden has
implemented operational control of the significant aspects in order
to prevent pollution and waste and ensure proper management of
unavoidable pollution andwaste. One examplewas specified by the
company expert on biodiversity and restoration of natural habitats.
He stated that: “The company separates gangue from acid-forming
mine waste so that the gangue can be crushed and sold as building
material”.

The Corporate Chemicals Management Group (CCG) is
constantly improving chemicals management and ensuring the
safe handling of chemicals according to national and international
legislation and corporate policies. The work of the CCG ensures

Table 5
The extended framework for the environment and the results of the analysis.

Environment Compliance

Prevention of pollution
Identification of the aspects Yes
Identification of the sources of pollution Yes
Measurement, recording and reporting of significant sources

of pollution and reduction of pollution, water consumption,
waste generation and energy consumption

Yes

Implementation of measures aimed at preventing pollution
and waste and ensuring proper management of
unavoidable pollution and waste

Yes

Engagement with local communities regarding actual and
potential polluting emissions and waste, health risks
and measures

Yes

Continual improvement Yes
Public disclosure of the amounts and types of toxic and

hazardous materials used and released, including risks
associated with these materials, normal operations
and accidental releases

Yes

Systematic identification and avoidance of banned or
unwanted chemicals

Yes

Implementation of an environmental accident prevention
and preparedness program and preparation of a draft
emergency plan. Education and information.

Yes

Sustainable resource use
Identification of the sources of energy, water and other

resources used
Yes

Measurement, recording and reporting of significant uses
of energy, water and other resources

Yes

Implementation of resource efficiency measures to reduce
the use of energy, water and other resources

Partial

Replacement of non-renewable resources with sustainable No
Use of recycled materials and reuse of water Yes
Management of water resources Yes
Promotion of sustainable procurement Yes
Adoption of extended producer responsibility Yes
Promotion of sustainable consumption Yes
Climate change mitigation
Identification of the sources of GHG emissions Yes
Measurement, recording and reporting of significant

GHG emissions
Yes

Implementation of measures to reduce and minimize
GHG emissions

No

Review of the quantity and type of fuels used and
implementation of programs to improve efficiency
and effectiveness

Yes

Realization of energy savings Yes
Implementation of measures to offset remaining GHG emissions No
Climate change adoption
Consideration of future global and local climate projections Yes
Identification of opportunities to avoid or minimize damage

associated with climate change
Yes

Implementation of response measures Yes
Protection of the environment, biodiversity and restoration of natural habitats
Identification of potentially adverse impacts on biodiversity Yes
Participation in market mechanisms to internalize the

cost of the environmental impacts and create economic
value in protecting ecosystem service

Partial

Avoidance of the loss of natural ecosystems, restoration of
ecosystems or compensation for losses of natural ecosystems

Yes

Implementation of strategy for sustainable use of land,
water and ecosystems

Yes

Preservation of endemic, threatened or endangered species
or habitats

Implementation of planning, design and operating practices
to minimize environmental impacts

Yes

Incorporation of protection of natural habitat, wetlands, forest,
wildlife corridors, protected areas and agricultural land
into development of mining sites and buildings

Yes

Adopting sustainable forestry practice Yes
Progressive use of products from suppliers using more

sustainable technologies and processes
Partial

Realization that wild animals and their habitats are part of
natural ecosystems

Yes

Avoidance of approaches that threaten the survival of or
lead to global, regional or local extinction of species

Yes
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compliance with REACH and CLP regulations and fulfills Boliden’s
corporate information responsibility for its products in the supply
chain. It also guarantees that employees using chemicals receive
sufficient hazard and risk information. Group-level REACH guide-
lines and safety data sheets are complemented with guidelines on
the purchase, recording and handling of chemicals at themines and
smelters. All mines and smelters have implemented emergency
preparedness and response into their operations bymeans of rather
extensive documentation, education and training.

As far as consumption of natural resources is concerned, Boliden
not only uses huge amounts of water in the ore-dressing process,
but it also recycles a great deal of it. The water goes out to ponds
and is then taken back again. The problem is that some pollutants in
the water accumulate and a certain amount of it must therefore be
replaced. The company is trying to find new ways to recycle water
without these pollutants accumulating. Another example is the
Boliden’s cooperation with local energy companies. The waste heat
generated from the smelters is recovered and supplied as hot water
for district heating. The smelter in Bergsöe contributes to sustain-
able development by annually extracting lead from four million
scrap car batteries. In addition, the plant takes delivery of about
70,000 tons of used lead batteries from the Nordic region per year.
The smelter plant in Rönnskär complements its copper production
with metals from electronic scrap and other secondary materials.
This makes it one of theworld’s largest recyclers of electronic scrap.
“For us, the promotion of sustainable consumption is about telling our
consumers that, instead of throwing metals in the garbage, we can
recycle the metals in an environmentally friendly way”, the Sustain-
ability Director concluded.

Some scattered local initiatives have been identified where
Boliden replaces non-renewable resources with renewable ones,
but the company does not have any group-level directives or re-
sources allocated to this issue. For example, there are no objectives
to remove fossil-based energy and replace it with renewable
sources. This has simply not been a priority. This is why sustainable
resource use was only graded as partial and no compliance.

Boliden emits 400e500 thousand tons of carbon dioxide per
year and from next year, all smelters will be covered by the EU
Emissions Trading System (EU ETS). Boliden requires certified en-
ergy management systems at all its mines and smelters but these
are still not fully implemented. The Energy Efficiency Manager
explained that from 2013, Bolidenwill perform quarterly reviews of
CO2 emissions in order to make predictions. Over the years, dis-
cussions on offsetting emissions have been held but the company
currently believes it is better to put effort into decreasing emissions
which ultimately will reduce the cost of trading. As Boliden hasn’t
implemented measures to reduce and minimize GHG emissions or
decided to offset GHG emissions, compliance was graded as “no”.

To reduce vulnerability to climate change, Boliden is running a
project where it makes risk assessments on all sites in order to
examine how extreme weather, e.g. heavy rainfall, high winds and
flooding, etc., can affect operations. Both ponds and smelters are
vulnerable to large amounts of water and the Sustainability Di-
rector stated that Boliden has already takenmeasures at some sites.
All ponds and any remediation operations are designed for long-
term stability.

Protection of the environment, biodiversity and restoration of
natural habitats are important areas especially for the mines and,
according to the company’s expert on biodiversity and restoration
of natural habitats, Boliden considered what impact its mines will
have in a lifecycle perspective. From the moment it applies for an
environmental permit, the company performs inventories to
identify natural values and biodiversity and then designs plans for
how to handle and protect them. Before, during and after opera-
tions, the company takes samples and monitors biodiversity. The

expert said that biodiversity has become increasingly relevant and
Boliden has initiated a project to learn more by studying old and
abandoned mines. It lists the occurrence of flora and fauna species
and develops very detailed proposals for actions. The company has
started to implement some of the measures in order to create the
necessary conditions to enhance biodiversity. In some cases, the
purpose is to restore the natural habitat and in other cases the
purpose is to create a beneficial environment to bring back a spe-
cific species to the area. Historically, restoration has focused on
technical issues like demolishing buildings, covering waste rock
and re-vegetating areas with grass and pine trees and Boliden felt
that this was sufficient. Thanks to the project, the company is
learning to perform significantly better as far as protecting the
environment is concerned. Boliden owns 18,000 acres of land and
the forests are certified according to the Forest Stewardship Council
framework.

6.4. Fair operating practices

Fair operating practices concern ethical conduct in dealing with
other organizations (ISO, 2010). The extended framework for fair
operating practices and the results from the analysis have been
compiled in Table 6. The table presents a mixed grading result for
this core subject. Boliden achieves full compliance regarding the
promotion of social responsibility in the value chain and respect for
property rights but no compliance when it comes to responsible
political involvement. For anti-corruption and fair competition the
result are mixed.

Table 6
The extended framework for fair operating practices and the results from the
analysis.

Fair operating practices Compliance

Anti-corruption
Identification of risks for corruption Yes
Policies and practices Partial
Leadership sets an example Partial
Support and train employees Partial
Reporting of violations internally Yes
Reporting of criminal law violations

to the authorities
Yes

Work to combat corruption by cooperating
with business partners

Yes

Responsible political involvement
Training and raising awareness No
Policies and guidelines No
Transparency No
Fair competition
Implementation of activities consistent with

competition laws and regulations and
cooperation with authorities

Yes

Procedures and safeguards Partial
Promoting awareness Partial
Awareness of the social context Yes
Promotion of social responsibility in the value chain
Integration of ethical, social, environmental and

gender equality criteria, and health and safety in
purchasing, distribution and contracting policies
and practices

Yes

Encouragement of other organizations to adopt
similar policies

Yes

Implementation of due diligence and monitoring
of partners

Yes

Provision of support to SMOs Yes
Raising of partner awareness about principles

and issues
Yes

Respect for property rights
Proper investigations Yes
Implementation of policies and practices Yes
Payment of fair compensation for property Yes
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Fair operating practices were discussed during the interviews
with the Senior Vice President. Boliden has in the past handled
anti-corruption in relation to specific situations when the company
has been in contact with countries or companies that have been
known to have major problems with corruption. The company is
currently working to adopt a more systematic approach according
to the UK Bribery Act, inspired by a trend in the whole EU towards
strengthening competition and anti-corruption laws. The Vice
President commented on the Bribery Act, saying: “It is by far the
toughest we have seen so far”. Some parts of the act have already
been implemented, for example in the Code of Conduct and in the
routines for reporting economical irregularities, but measures to
inform and train the personnel have yet to be fully implemented.
This is why some of the issues where graded as only partially
compliant.

Boliden does not engage in the political debate and does not
take a position on political issues. However, it contributes views if
and when its areas of interest come up in the public debate so
that political decisions are substantiated. The company has reg-
ular contact with the Swedish Government, and in particular the
Ministry of the Environment and the Ministry of Enterprise, En-
ergy and Communications. In the locations it operates, Boliden is
often the largest employer and as such an important player in the
eyes of local politicians. This results in regular contacts and dis-
cussions. According to the Information Manager, the dialog with
politicians is somewhat ad hoc and a clearer policy for respon-
sible political involvement would be desirable. The lack of policy
and guidelines and the ad hoc practice resulted in a rating of “no”
compliance.

Boliden conducts its activities in a manner consistent with
competition laws and regulations. In the interviews with the Senior
Vice President, he stated that Boliden is careful to ensure that it
performs an objective assessment of suppliers and does not
collaborate with them if they are shown to be disregarding the law
in any way. However, Boliden has one previous conviction for
having participated in a conspiracy, for which it had to pay heavy
fines. The Senior Vice President commented by saying: “It was of
course a lesson to us. Now it is clearer for us what is allowed and what
is not allowed”. No documentation or training regarding the com-
pany’s consistency with competition laws and regulations was
identified during the case study which resulted in a rating of partial
compliance for two issues within this core subject.

The promotion of social responsibility in the supply chain is
governed by the purchasing policy and the guidelines and in-
structions for interpretation of business partners. It covers human
rights, labor practices, the environment and anti-corruption and
implementation of the same. The Sustainability Director said that
social responsibility had been promoted at the group level by
training the sales department using role-plays and workshops.
Boliden sends out questionnaires not only to suppliers but also to
customers in order to keep track of their products. If the customers
or suppliers are unwilling to fill in the questionnaire, they are
visited by Boliden representatives who conduct interviews and
examine sustainability reports. The information is evaluated and
Boliden suggests improvements and conducts audits to ensure they
are made. The evaluations are performed concurrently with the
standard business risk analysis and are always applied when the
company brings in new business partners. This work also encour-
ages the use of more sustainable products among suppliers and
raises business partners’ awareness of social responsibility princi-
ples and issues. If needed, the company provides support to small-
and medium-sized enterprises to meet social responsibility
objectives.

The company expert on biodiversity and restoration explained
that Boliden owns all the land onwhich it operates today. There are

some recently closed mines where Boliden had designated land.
The Mining Inspectorate of Sweden is the official body responsible
for issuing permits for prospecting (exploration permits) and
mining (exploitation concessions) and its activities are governed by
the Minerals Act (1991:45). According to this act, the concession
holder has the right to expropriate land and the mining company
then obtains exclusive rights to the land. When an exploitation
concession ceases to be valid, the concession holder loses the right
to the land on behalf of the landowner. This situation is something
that Boliden tries to avoid. When land is bought, the Mining
Inspectorate of Sweden determines fair compensation that is
adjusted to market conditions.

6.5. Community involvement and development

In the modern literature, researchers often highlight the
importance of maintaining a good relationship with the local
community. The extended framework for community involvement
and development and the results from the analysis have been
compiled in Table 7. The table presents a mixed grading result for
this core subject. Boliden presents almost full compliance for
employment creation, skills development and health issues and
almost no compliance when it comes to wealth and income crea-
tion. For the rest of the issues the results are mixed.

6.5.1. Community involvement
The respondents claim that Boliden has a long tradition of

community involvement in the districts where it operates. The
Information Manager explained that their policies promote local
sponsorship and that it is up to the management of the mines and
smelters to decide for themselves which activities to support.

According to the company expert on biodiversity and restora-
tion of natural habitats, local residents and the Sami people
(involved in reindeer herding) are important stakeholders in
northern Sweden. The company has established good cooperation
with the Sami and at certain times of the year, when reindeer
herding takes less time, the Sami are employed by Boliden to
manage the forest and repair fencing around the sites. To a large
extent, Boliden has adapted its operations to reduce to the impact
on reindeer herding, for example by building reindeer passages and
fences. The expert on biodiversity and restoration of natural habi-
tats summarized this by saying: “We have an interest in showing that
we can interact and conduct our business together with the Sami”. The
assessment of the impact on the local community and reindeer
herding is included in the environmental impact assessments (EIA),
which form the basis for all mining activities. Interviews with focus
groups during the EIA process give the company information about
important issues that need to be solved at an early stage.

The Senior Vice President stated that Boliden has regular con-
tacts with local authorities. Some are required by law, such as
communication during the environmental permit process, and
other contacts concern more voluntary community development
initiatives. Authorities and local politicians are often very positive
to Boliden’s operations since they bring employment and people to
the community. Boliden considers and analyzes the impact of its
investments, choice of technology and outsourcing decisions on
employment as well as the economic and social impact of people
entering or leaving a community. The company does not encourage
and support people to volunteer for community service so
compliance with that issue was rated as “no”.

There is no doubt that the company, to a rather large extent, gets
involved in the communities where it operates. However, it is also
clear that this involvement can be categorized as being of a more ad
hoc nature. The lack of strategic thinking on the group level
regarding these issues is also acknowledged by the respondents.
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Several of them call for more comprehensive guidance on com-
munity involvement and development in order to establish,
implement, monitor and evaluate the initiatives. As a result, this
compliance with this issue was rated as only “partial”.

6.5.2. Education and culture
In order to increase the interest in science and to secure to-

morrow’s skill pool, Boliden promotes and supports education at all
levels from primary school up to universities in the local commu-
nity. Examples include schooldays devoted to mining, school for-
ests and educational visits to the sites. The HR Director said that:
“There is not a single child in the district who has not visited the
smelter at Rönnskär”. The company also sponsors a resource center
for science and technology.

Boliden is involved in initiatives focusing on research and
development in the metal extraction industry. The Senior Vice
President stated that the main purpose is to integrate and coordi-
nate research and development between the industry and univer-
sities. Boliden also collaborates with the Swedish School of Mining
and Metallurgy, which offers courses in mining, civil engineering,
metallurgy and material technology.

Cultural inventories have on occasion identified ancient hearths
and Stone Age settlements close to the areas where Boliden oper-
ates. The expert on biodiversity and restoration said that in such
cases, the company had financed excavations and produced infor-
mation about the findings. For example, outside the Aitik mine, a
Stone Age settlement has been identified, but so far it remains
undisturbed.

Boliden does not promote learning opportunities for vulnerable
or discriminated groups, facilitate human rights education and
awareness raising nor promote the use of the traditional knowledge
and technologies of indigenous communities. This resulted in
compliance with these issues being rated as “no”.

6.5.3. Employment creation and skills development
By creating employment, all organizations can make a

contribution to reducing poverty and promoting development
(ISO, 2010). Poverty is not usually a major issue in Sweden;
instead it is rather a challenge for Boliden to attract well-
educated engineers and to succeed in this, the company works
on several different levels. This is something to which both the
Senior Vice President and the HR Director are very committed.
Externally, it is about building Boliden’s trademark and
enhancing the power to attract young people for employment.
The Vice President stated that: “We have put in new resources and
established a separate function that is company-wide to accomplish
this”. Internally, it is about recruiting the right people and, when
they are employed, developing and training them to take on new
responsibilities and new functions within the company. Boliden
has been working with this locally at its mines and smelters and
is currently implementing a Talent Management System that will
be company-wide. Boliden has also established a program called
“Women at work” that actively develops networking for women
in their careers. The company has set an objective of 20% women
in the workforce by the end of 2018. No special attention has
been given to vulnerable groups in society. This is why this issue
was graded as “no” compliance.

6.5.4. Wealth and income creation
Competitive and diverse enterprises and cooperatives are

crucial for creating wealth in a community (ISO, 2010). Boliden
contributes to wealth through its fulfillment of tax responsibilities
and its contribution to superannuation and pensions for em-
ployees. The respondents estimate that 90% of the suppliers and
entrepreneurs are local but company policy is to use competitive
tendering. The company does not support any other initiatives
described in the framework. It believes that several of the initia-
tives are unsound for a company and instead may lead to nepo-
tism. That is why several of the issues were graded as “no”
compliance.

Table 7
The extended framework for community involvement and development and the
results from the analysis.

Community involvement and development Compliance

Community involvement
Consultation with representative community groups Yes
Consultation with and responsiveness to communities Yes
Participation in local associations Yes
Transparent relationships with local government

officials and political representatives
Yes

Encouragement of and support to community service
volunteers

No

Contribution to policy formulation and the establishment,
implementation, monitoring and evaluation of
development programs

Partial

Education and culture
Promotion of and support to education at all levels Yes
Promotion of learning opportunities for vulnerable

or discriminated groups
No

Encouraging the enrolment of children in formal education e

Promotion of cultural activities, for example local cultures
and cultural traditions

Yes

Facilitation of human rights education and awareness raising No
Helping to conserve and protect cultural heritage Yes
Promotion of the use of the traditional knowledge and

technologies of indigenous communities
No

Employment creation and skills development
Analysis of the impact of investment decisions on

employment creation
Yes

Consideration of the impact of choices of technology
on employment

Yes

Consideration of the impact of outsourcing decisions
on employment creation

Yes

Creation of direct employment rather than temporary
work arrangements

Yes

Skills development programs Yes
Special attention to vulnerable groups No
Helping to promote the framework conditions necessary

to create employment
Yes

Technology development and access e

Wealth and income creation
Consideration of the economic and social impact of

entering or leaving a community
Yes

Support to appropriate initiatives to stimulate diversification
of existing economic activity

No

Preference given to local suppliers of products and services No
Strengthening of locally based suppliers No
Contribution to durable programs and partnerships to assist

community members to establish business and cooperatives
No

Making procurement opportunities more easily accessible
to community organizations

No

Support to organizations and persons that bring essential
products and services to the community

No

Helping to develop community-based associations
of entrepreneurs

No

Fulfillment of tax responsibilities Yes
Contribution to superannuation and pensions for employees Yes
Health
Elimination of negative health impacts of production Yes
Promotion of good health Yes
Raising awareness about health threats and major diseases Yes
Support to long-lasting and universal access to essential

health care service, clean water and appropriate sanitation
e

Social investment
Promotion of community development in social investment

projects
Partial

Avoidance of actions that perpetuate a community’s
dependence on philanthropic activities

Partial

Partnering with other organizations Yes
Contribution to programs that provide

vulnerable/discriminated groups value
No
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6.5.5. Health
The Swedish state takes full responsibility for assuring good

health and care on equal terms for the entire population. Boliden
can therefore solely concentrate its efforts on an industrial health
service for its employees. This industrial health service, which is
staffed by Boliden employees or is outsourced, is available at all
sites according to HR guidelines and instructions both at the mines
and smelters. Contracts for counseling, therapy and physiotherapy
are included. According to the Staff Medical Officer, regular medical
examinations for all employees give good insights into the risks and
health problems caused by the operations, and Boliden works
continuously to eliminate or reduce these negative health impacts.
Early detection of disease is referred to the public health system.
The health network has developed a program for workplace health
promotion in order to react to and prevent medical problems, for
example drug abuse, psychosocial health problems, and also to
promote good health. The program has been implemented at a few
units. Another initiative is the “shiftwork and health” project in
Boliden, Rönnskär and Aitik. The adverse health effects of shiftwork
are well known and in cooperation with a medical university,
Boliden has developed a risk management program that consists of
a questionnaire about lifestyle and health. The company also runs a
course on the health risks related to diet, sleep and alcohol abuse.
Health promotion at the workplace is an ongoing task and the Staff
Medical Officer concluded by saying: “When we identify a problem,
we look into what we can do about it and the parties concerned are
informed”.

6.5.6. Social investment
Social investment takes place when organizations invest their

resources in initiatives and programs aimed at improving various
aspects of community life (ISO, 2010). Besides the commitment to
education and research and the energy collaboration described
earlier, Boliden company policy promotes local sponsorship and the
site management can decide for itself what to support. Examples
highlighted in the interviews include: sponsorship of a local ice
hockey team; sponsorship of a local public swimming bath; and
financing of outdoor facilities such as floodlit ski tracks on company
property. The Tara mine in Ireland by contrast makes donations to
the local church. These are social investments that demonstrate
involvement but not necessarily community development. There is
always a risk that these types of initiatives might result in a com-
munity dependence. However, social investment is an area where
Boliden show poor compliance to the framework.

7. Discussion and conclusions

In this paper, an effort has been made to explore whether a CSR
front-runner company within the Swedish mining industry is,
through the adoption of establishedmanagement systems, working
towards stakeholder management as originally defined by Freeman
(1984). As an example of such a company, the Swedish mining and
metals company Boliden AB was chosen as the subject for an in-
depth case study. In its sustainability report, Boliden states that
sustainability issues are a natural and integral part of Boliden’s
operations and management. This paper shows that this statement
to some extent seems to be true. A framework based on ISO 26000
was used to analyze the strategic and operational CSR practice at
Boliden and the results show that Boliden complies with a large
number of the actions required in the framework. Nevertheless,
there are still important areas where the company can develop its
CSR work. All the core subjects, issues and actions listed in
Tables 3e7 where compliance is assessed as either “partial” or “no”
can be seen as areas for improvement. These areas are the focus of
the following discussion.

Boliden has well integrated and implemented programs within
both labor practices and the environment that fulfill almost all the
actions listed in the framework. Sweden has rather extensive labor
and environmental legislation and compliance with this is secured
through certified management systems according to ISO 14001,
OHSAS 18001 and different energy standards. Hence, supported by
other research (Esquer-Peralta et al., 2008; Holton et al., 2010;
Sebhatu and Enquist, 2007), we believe that certified manage-
ment systems are effective tools for CSR within these areas. How-
ever, Boliden has some environmental challenges to consider that
are energy-related. The first challenge is the replacement of non-
renewable energy resources by sustainable ones. Efforts have
been made to replace fossil fuels with wood pellets or other bio-
fuels but no statements, policies or guidelines have been imple-
mented, thus indicating that this is not a strategically important
issue within the company. The second challenge is the imple-
mentation of measures to reduce and minimize GHG emissions.
Boliden emits 400-500 thousand tons of carbon dioxide per year
and from 2013 onwards, all smelters will be covered by the EU
Emissions Trading System. The trading system, together with the
fact that all mines and smelters will eventually have certified en-
ergy management systems, may lead to new measures. Neverthe-
less, currently it seems that the concept of continuous
improvements in the management systems does not have any in-
fluence on a development towards the use of more renewable en-
ergy resources.

Fair operating practices and community involvement and
development fall outside the established management system
standards. Anti-corruption, responsible political involvement and
fair competition are practiced at Boliden and the UK Bribery Act is
currently being implemented. The company has always been
involved in the communities where it operates and has been
working closely with stakeholders such as politicians, govern-
ments, local residents and the Sami people. Nevertheless, a struc-
tured way of working towards continual improvement is missing.
Scholars suggest different approaches on how to integrate CSR into
core business processes (see the literature review) but the general
opinion seems to be that established management systems can be
used as a basis but they need to be supplemented in order to
integrate sustainable development more fully. This case study
clearly confirms this opinion. Boliden’s existing management sys-
tems need to be supplemented with a systematic approach to fair
operating practices and community involvement and development
before it can be claimed that the company has a sustainability
management system in place and that it is working actively and
systematically with all its stakeholders.

In concrete terms, this means that the existing environmental,
occupational health and safety, and energy aspects should be
complemented with other CSR aspects including all core subjects of
CSR. These sustainability aspects should be monitored and
measured and sustainability indicators should be designed. This
would serve as an important base for setting objectives and targets
and to check that the company is “doing things right”. This could
possibly be governed by a committee (or a CSR network)
comprising the Senior Vice President Corporate Responsibility, the
Sustainability Director, the Information Manager and the HR Di-
rector, as suggested by De Madariaga and Valor (2007). Such a
committee can impregnate and implement CSR in the company,
and provide a forum for experience and information exchange that
eases the task.

The first step in order to “do the right things”, is to identify, list
or map out the stakeholders (Asif et al., 2013; Azapagic, 2003;
Singh et al. (2007) and to analyze their needs (Azapagic, 2003)
in order to create a basis for managing the company. Both Freeman
(1984) and Mitchell et al. (1997) have described how stakeholder
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management can be performed within an organization. The
framework for analyzing stakeholders based on the relationship
attributes power, legitimacy and urgency proposed by Mitchell
et al. (1997) could be particularly helpful. The literature review
also reveals several frameworks (Asif et al., 2011b; Castka et al.,
2004; Singh et al., 2007), analyses (Azapagic, 2003), and case
studies (De Madariaga and Valor, 2007) that encompass other
promising ideas on how to manage stakeholders in the context of
an SMS. Kemp et al. (2006) call for management systems that are
more externally focused, stakeholder-driven and value-based and
Freeman (1999) calls for more narratives that show useful ways to
understand organizations in stakeholder terms. This would be an
interesting area for further research and it would be worthwhile to
test the usefulness of these initiatives by using a case study
combined with action research.

Lastly, this case study has further limitations in addition to using
the structure of ISO 26000 which has been previously discussed.
Firstly, the case study data in this study is based on interviews and

internal documentation. The interviews have only been conducted
with respondents at the strategic level. Thus, no interviews have
been performed to verify the documentation at the production
units, which would have enhanced the quality of the study. Sec-
ondly, during the identification of relevant documentation espe-
cially at the units, it was difficult to gain access to governing
documents, for example protocols, data and reports. These docu-
ments might have verified the statements, guidelines and in-
structions upon which this study is based. However, in our
research, we have had the opportunity to study how a company
practices CSR from an internal perspective with full access to the
company’s entire intranet as well as the opportunity to interview
managers responsible for all relevant company functions. This ac-
cess has been shown to be quite rare in studies focusing on CSR in
the mineral extraction companies (Ranängen and Zobel, 2014), and
we are convinced that this study, despite its limitations, can
contribute to the understanding and knowledge concerning the
management of CSR in the mining industry.

Appendix 1

Policies Guidelines Instructions

Group level
G Code of conduct G Assessment of business partners G Checklist for policy revision

Diversity policy Interpretation of business partners Assessment of business partners
IR policy Advisory committee EHS Group level reporting
Purchasing policy EHS EHSQ Safety requirements for visitors

EHS Environment, health and security policy REACH management Group internal audits
Energy policy Safety data sheets C Communication

C Communication policy Safety network HR Management evaluation
HR Performance control policy Environmental network Posting instructions

Skills development policy Health network
Redundancy policy The corporate chemicals management

group network
Posting policy Work place health promotion
Recruiting Policy Non-smoking programme

C Crisis management
Group communication reporting

HR Performance control
Skills development
Competence development
Group level reporting
Medical advice in connection to
business trips
Recruiting

Mines
G Operational policy G Emergency information and actions G Risk management

Objectives EHS Identification of significant environmental
and energy aspects

EHS Legal coverage Identification of OHS risks
Permit application Evaluation of environmental aspects
Purchase and handling of chemicals Monitoring and measurement
Fire protection Systematic fire protection control
Visiting procedures Waste disposal management
Responsibilities and allocation Purchase of chemicals

HR Personnel routines Supervision of closed mines
Salary process After-treatment planning
Recruiting guidelines Security reporting

Reporting of non-conformance
Internal audits

C Communication instructions
HR Education instructions

Identification of training and skills development
Rehabilitation
Recruiting
Introduction for newly employed
Health check-up
Redundancy instructions

(continued on next page)
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G Code of conduct G Management review G Audit plans
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C Communication policy Action plans Internal audits
HR Equality and diversity policy Audits Entrepreneurs

Equal treatment policy Entrepreneurs and visitors EHS Industrial occupational hygiene measurement
Drug policy EHS Legal and other requirements Environmental measurement
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Fire protection policy Monitoring and measurement Monitoring and measurement
Environmental policy My opinion Recipient control
Occupational health and safety policy Emergency preparedness Handling of chemicals control

Risk analysis Waste disposal management
Fire protection Noise control
Incidents and accidents After-treatment
Psychosocial working environment Falling dust
Safety inspections Waste water
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safety and energy aspects
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CSR needs to be implemented into every level of an organization to have a 
meaningful impact and established management systems are proven useful 
for CSR practice. Benefits of integrating all CSR aspects into a sustainability 
management system are often claimed. 
 
Stakeholder theory is considered to advance CSR practice. This case study 
explores how a company reacts to and appropriates stakeholder theory 
through interviews and workshops with the strategic top management of 
corporate responsibility. This is an empirical addition to the dominant 
conceptual contributions to stakeholder management framed within the 
concept of management system thinking. The focus is on identification of 
stakeholders and the estimation of ‘who and what really counts’. 
 
This study support earlier conceptual papers and suggest Mitchell and 
colleagues model for the initial step of SMS. It also shows that theory rather 
easily can be practiced and that it actually works really well. The company 
highlighted the long and fruitful discussions where it had to look at 
stakeholders from different perspectives.  
 
Keywords; stakeholder theory, stakeholder management, management 
systems, corporate responsibility, corporate social responsibility, CSR 



1. Introduction 

Corporate Social Responsibility (CSR) can be seen as the corporate 
contribution to sustainable development (ISO, 2010). CSR should not just be 
philanthropy and compensation for irresponsible practice but also integrated 
into daily business (Hörisch et al., 2014). Scholars suggest that CSR needs 
to be implemented into every level of an organization to have a meaningful 
impact (Castka et al., 2004, Azapagic, 2003, Asif et al., 2011b). A recent 
review of CSR practice in the extractive industry has shown that it is codes 
of conduct, sustainability reports and community involvement that foremost 
represent sustainability management (Ranängen and Zobel, 2014). 
Therefore, there is a need for further research on the actual implementation 
of CSR and the integration of those activities into core business processes.  
 
Established management systems are useful for CSR practice and 
frameworks derive from various standards (Esquer-Peralta et al., 2008, 
Rocha et al., 2007, Castka et al., 2004). Management systems refer to the 
management of an organization in a comprehensive, systematic, planned and 
documented manner. It includes organizational structure, planning and 
resources for developing, implementing and maintaining policy for CSR 
aspects like the environment, occupational health and safety (OHS), energy 
etc. The PDCA methodology (Deming, 1986) is often applied to achieve 
continual improvements. The benefits of integrating all aspects of CSR into 
one sustainability management system (SMS) are often claimed (Rocha et 
al., 2007, Asif et al., 2011b). The SMS is then a tool helping companies in 
their sustainability performance (Esquer-Peralta et al., 2008). However, 
critical researchers believe that SMS would benefit from a more externally 
focused stakeholder-driven and value-based approach (Kemp et al., 2006) 
and instead of  ‘doing things right’ focus should be on ‘doing the right 
things’ since companies are confronted with a range of stakeholders, each of 
them having specific values and interests (Zwetsloot, 2003).  
 
Stakeholder theory is a CSR theory (Melé, 2008) that can be usefully applied 
in CSR practice (Hörisch et al., 2014) and scholars should continue to 
explore how traditional theories, like stakeholder theory, can be used to 



advance CSR practice (Starik et al., 2000). Efforts in integrating stakeholder 
management into SMS have been made; Singh et al. (2007) talk about 
stakeholder mapping and stakeholder consultation, Asif et al.  (2011a) 
advocate an identification of key stakeholders, Rocha et al. (2007) see the 
stakeholders as the “battery” that powers the rest of the SMS, and Asif et al. 
(2011b) recommend ‘top-down’ and ‘bottom-up’ approaches to CSR that 
identifies stakeholders and stakeholder needs.  Nevertheless, these 
frameworks are almost always conceptual and very seldom describe how 
stakeholder management should be performed. More empirical research is 
needed to establish how these frameworks unfold in practice (Asif et al., 
2011b) and more specifically the stakeholder assessment process and its 
translation into CSR objectives and policies (Castka et al., 2004).  
 
Hence, this paper explores how a company reacts to and appropriates 
established stakeholder theory. This is an important empirical addition to the 
otherwise often conceptual contributions to stakeholder management framed 
within the concept of management system thinking. Focus is on the planning 
phase in the PDCA methodology i.e. the identification of stakeholders and 
the estimation of ‘who and what really counts’. 
 
Following this introduction, the theoretical framework is presented. Then 
comes the methodology followed by the organizational context. In the 
results section, empirical findings are presented. Finally, in the last section 
these findings are discussed and conclusions are drawn. 

2. Three seminal stakeholder publications 

The theoretical framework is based on three seminal publications on 
stakeholder theory; Freeman (1984), Freeman et al. (2007), and Mitchell et 
al. (1997). The book ‘Strategic Management: A Stakeholder approach’ 
(Freeman, 1984) is described by many as ‘a classic book’ (Laplume et al., 
2008, Minoja, 2012) and the formal, academic beginning of stakeholder 
theory (Donaldson and Preston, 1995). The book is cited 16 063 times in 
Google Scholar as of October 2014 and continues to be cited, as stakeholder 
theory continues to attract management researchers (Laplume et al., 2008). 



The book ‘Managing for stakeholders: Survival, reputation, and success’ 
(Freeman et al., 2007) is an updated retelling of Freeman’s classic story 
(Stieb, 2009) and is cited 437 times in Google Scholar as of October 2014. 
Both books are written for practitioners and are therefore very usable for the 
purpose of this study. 
 
Mitchell et al.’s (1997) framework has become popular (Parent and 
Deephouse, 2007), as evidenced by 6 345 citations according to Google 
Scholar in published work as of October 2014. It is also a significant 
contributions to the relationship between stakeholders and the focal 
organization (Missonier and Loufrani-Fedida, 2014) and the most 
comprehensive work in answering who the stakeholders are and to whom the 
company should pay attention (Frooman, 1999). Dunfee (2008) states that 
this is the most detailed attempt to provide a relevant sorting among 
stakeholders and that their discussion and analysis provide helpful guidance. 
Despite that, there has been limited research using the Mitchell et al. (1997) 
framework as a tool for empirical analysis articles that used power, 
legitimacy, and urgency (Parent and Deephouse, 2007). These three 
important publications are outlined below. 

2.1 The stakeholder view of the firm  

Freeman (1984) saw a need for a framework that included not only 
customers, owners, employees and suppliers but also governments, 
competitors, consumer advocates, environmentalists, special interest groups 
(SIG) and media. This resulted in the well-known ‘stakeholder view of the 
firm’, where the company is placed in the centre, separate from stakeholders 
and collaboration is symbolized with arrows, see Figure 1. The definition of 
a stakeholder is any group or individual who can “affect or is affected by the 
achievement of the firm’s objectives”.  



 
 
Figure 1.  The “stakeholder view of the firm” adopted from Freeman (1984). 

 
He argues that all organizations have stakeholders and organizations must 
take stakeholder groups into account in order to be successful in the current 
and future environment. ‘Stakeholder management’ as a concept, refers to 
the necessity for an organization to manage the relationships with its 
stakeholders in an action-oriented way. First, we must understand who the 
stakeholders are and what the stakes are. Second, we must understand the 
organizational processes used to manage the organization’s relationships 
with stakeholders. Finally, we must understand the set of transactions or 
bargains among the organization and its stakeholders and ascertain whether 
these negotiations “fit” with the stakeholder map and the organizational 
processes for stakeholders.  

2.2 The two-tier stakeholder map 

Freeman et al. (2007) argue that conditions for business have changed since 
when Freeman (1984) wrote his classic book. We have experienced a 
globalization of capital markets and an emergence of powerful information 
technologies. Along with the liberalization of markets has come a 



liberalization of political institutions around the world. We have discovered 
that we need to take better care of the environment.  Environmental 
awareness, championed by NGOs, has been spread globally. These trends 
have changed the primary business relationships with customers, suppliers, 
employees, financiers, community, competitors etc. (Freeman et al., 2007, 
Jensen and Sandström, 2011). As a response, Freeman et al. (2007) have 
developed the ‘Stakeholder view of the firm’ into a two-tier stakeholder 
map, see Figure 2. 
 

 
 
Figure 2.  The basic two-tier stakeholder map from Freeman et al. (2007). 

 
Business can be understood as a set of relationships among groups that have 
a stake in the activities that make up the business. Business is about how 
stakeholders and managers interact and create value. The manager’s job is to 
manage these relationships, hence the term “managing for stakeholders” 
(Freeman et al., 2007). There are two important kinds of stakeholders. First, 
the ‘primary’ stakeholders, that are vital to the continued growth and 
survival of any business. These stakeholders are customers, employees, 
suppliers, financiers and communities and if the support from any of these 
stakeholders is taken away, the result will be an unsustainable business. 
Managers must pay a special kind of attention to these groups. Second, we 
need to look at the broader business environment on a routine basis, and be 
concerned with those groups that can affect our primary relationships. These 



groups are the ‘secondary’ stakeholders; activists, governments, competitors, 
media, environmentalists, corporate critics, and special interest groups.  

2.3 Evaluating stakeholder-manager relationships   

Mitchell et al. (1997) present a model for stakeholder management that is 
based on stakeholders possessing one or more of the three relationship 
attributes: power, legitimacy and urgency. The theory is supposed to help 
management to separate stakeholders from non-stakeholders, and to explain 
to whom and to what managers actually should pay attention. Descriptions 
and definitions of the attributes are presented in Table 1.  
 
Table 1.  The relationship attributes (Mitchell et al., 1997). 

Relationship 
attribute 

Description Definition 

Power The stakeholder’s power to influence the 
firm 

A relationship among social actors in which 
one social actor, A, can get another social 
actor, B, to do something that B would not 
have otherwise done 

Legitimacy The legitimacy of the stakeholder’s 
relationship with the firm 

A generalized perception or assumption that 
the actions of an entity are desirable, 
proper, or appropriate within some socially 
constructed system of norms, values, 
beliefs, definitions 

Urgency The urgency of the stakeholder’s claim on 
the firm 

The degree to which stakeholder claims call 
for immediate attention 

 
Entities with no power, legitimacy or urgency in relation to the firm are not 
stakeholders. ‘Latent stakeholders’ are identified by their possession of only 
one of the attributes. With limited time, energy, and other resources 
managers may well do nothing about this category. ‘Expectant stakeholders’ 
are identified by their possession of two of the attributes and the level of 
engagement between managers and these ‘expectant stakeholders’ should be 
higher. The combination of all three attributes defines ‘definitive 
stakeholders’, to whom managers give priority. The model is presented more 
in detail in Figure 3 and Table 2. 
 



 
 
Figure 3.  Mitchell et al. (1997)’s model for stakeholder management.  

 
Table 2.  The stakeholder classes (Mitchell et al., 1997). 
Latent stakeholders Dormant Possesses power. Ex: Those who have a loaded gun, can 

spend a lot of money or can command the attention of the 
media 

 Discretionary Possesses legitimacy. Ex: Non-profit organizations who 
receive donations and volunteer labour 

 Demanding Possesses urgency. Ex: The “mosquitoes buzzing in the ears” 
Expectant stakeholders Dominant Possesses power and legitimacy. Ex: Owners, creditors, 

community leaders, employees 
 Dangerous Possesses power and urgency. A stakeholder that will be 

coercive and possibly violent 
 Dependent Possesses legitimacy and urgency. These stakeholders have 

to rely on the advocacy of other, powerful stakeholders or on 
benevolence and voluntarism 

Definitive stakeholders Definitive The combination of all three attributes is the “definitive 
stakeholders” to which managers give priority 

3. Methodology 

In order to explore if the seminal stakeholder publications can be useful, a 
case study was chosen as a research method. Case-study research is relevant 
if questions require an extensive and in-depth description of a phenomenon 
(Yin, 2009) and it allows the researcher to investigate social phenomena in 
real-life contexts (Miles and Huberman, 1994, Yin, 2009). Furthermore, 



single case studies are particularly powerful in exploring a phenomenon in 
its context (Eisenhardt and Graebner, 2007). The mining and metals 
company Boliden AB was selected as the case company based on: high CSR 
profile, sustainability reporting, local context and interesting field 
competencies like metals recycling. Boliden AB’s operations are described 
in Section 4.  
 
To strengthen internal validity, the study is performed within the Corporate 
Responsibility business unit, which is led by the Senior Vice President, 
Corporate Responsibility (SVPCR). His unit consists of the Director of 
Group Communication (DGC) responsible for the strategic, internal and 
external communication, the Director of Group Human Resources (DGHR) 
handling strategic labour practices, and the Director of Group Sustainability 
(DGS) responsible for the environment, quality and occupational health and 
safety. This unit is highly relevant for the purpose of this study and consists 
of managers with ultimate responsibility and authority for CSR. These are 
the main respondents and are later referred to as ‘the managers’. Data has 
been collected via open, face-to-face interviews and interactive workshops, 
see Table 3. 
 
Table 3.  General information. 

Action Post Time (h) Date 
Interview 1 Director of Group Sustainability 2  22 Aug 2012 

Interview 2 Energy Efficiency Manager 2  7 Sept 2012 

Interview 3 Director of Group Communication 2  11 Sept 2012 

Interview 4 Director of Group HR 2  11 Sept 2012 

Interview 5 Senior Vice President, Corporate Responsibility 2  11 Oct 2012 

Interview 6 The company expert on biodiversity and restoration 2 25 Sept 2012 

Workshop 1 Senior Vice President, Corporate Responsibility, Director of 
Group Sustainability, Information Manager, Director of Group 
HR 

4  26 Sept 2013 

Workshop 2 Senior Vice President, Corporate Responsibility, Director of 
Group Communication, Director of Group HR, Energy 
Efficiency Manager, Health and Safety Manager 

1 26 may 2014 

 



Interviews were carried out with SVPCR, DGS, the Energy Efficiency 
Manager (EEM), DGC, DGHR, and the company expert on biodiversity and 
restoration (CEBR). The open interviews were focusing on the business 
unit’s view on their stakeholder management practice before the theory was 
introduced. The main theme was; who are the most important stakeholders 
and how are you interacting with these stakeholders? The interviews were 
transcribed and data were coded by the coding criteria shown in Table 4.  
 
Table 4.  Coding criteria. 

Coding criteria Description of criteria 
Financiers The capital market, shareholders, analysts, banks, investors 
Employees Employees, future employees, trade union representatives 
Government Authorities, politicians 
Community Residents, Sami communities, media, NGOs 
Suppliers Suppliers, consultants 

 
Interactive research is used to bring theory to practice, for joint learning 
between practitioners and researchers (Svensson and Aagaard Nielsen, 
2006), and to improve or transform practice, practitioners or organizations 
(Herr and Anderson, 2015). During workshops, I have contributed with my 
knowledge of stakeholder theory and created opportunities for reflection for 
example through questions or challenges in order to support the 
development (Johannisson et al., 2008). In the process of mediating, I have 
picked out central parts of stakeholder theory and tried to simplify and 
translate them so that practitioners can quickly assimilate theory. The study 
consists of four steps described in Table 5.  
  



Table 5.  Overall information about the case study steps.  
Case study steps Data source Purpose with data collection Theory 

1. Managing stakeholders Interviews 1-6 To describe the company’s existing 
stakeholder management 

 

2. The stakeholder view Workshop1-2 To identify the company’s stakeholders. (Freeman, 
1984) 

3. The two-tier 
stakeholder map 

Workshop1-2 To divide the stakeholder groups into 
primary and secondary stakeholders 

To study the level of interaction and the 
correlation between the Boliden two-tier 
map and the actual interaction 

(Freeman et 
al., 2007) 

4. Evaluating stakeholder-
manager  relationships 

Workshop1-2 To divide the stakeholders into latent, 
expecting and definitive stakeholders 

(Mitchell et 
al., 1997) 

 

4. Case study context 

Sweden is a democracy where all public power proceeds from the people. 
All citizens have the same fundamental freedoms and rights and are entitled 
to health and medical care and compulsory schooling for nine years. Human 
rights are safeguarded through the Constitution and other laws and 
ordinances. Sweden promote gender equality (GOS, 2014). Labour 
regulations are governed by laws, collective agreements and private 
employment agreements (SWEA, 2012). Employers are responsible for 
safety at work, good work environment, cooperation between employers and 
employees, all regulated in the Work Environment Act (SR, 2012). The 
environmental legislation is regulated by the Swedish Environmental Code 
promoting sustainable development and a healthy and good environment. 
Swedish industry is considered proactive in adopting CSR-related initiatives, 
especially within the areas of environmental and OHS (OECD, 2014). It is 
within this cultural context the case company Boliden AB is set. 
 
Boliden AB is a mining and metals company with core competencies in 
exploration, mining, smelting and metals recycling. The group has 
approximately 4 400 employees distributed over four mining areas, six 



smelters, three marketing offices and one head office. All mines produce 
complex ore that contains zinc, copper, lead, gold and silver. Boliden’s five 
smelters refine metal concentrates and other raw materials, such as 
electronic scrap, metal scrap, metal ashes and end-of-life car batteries, in 
order to produce both pure metals and customized alloys. Boliden’s 
marketing offices in Sweden, Denmark, the UK and Germany manage sales 
and the purchasing of raw materials, metals and by-products. The metals and 
by-products are sold and transported to customers such as steel companies 
and manufacturers of semi-finished products. 
 
Boliden’s group management has the ultimate responsibility for Boliden’s 
sustainability work, which is conducted through the Corporate 
Responsibility business unit and group-wide networks. The sustainability 
work has focussed on employees and environmental responsibility, for 
example through a safe work environment, health and lifestyle programs, 
equal opportunities and diversity, environmental management systems, 
energy consumption, and carbon dioxide emission rights (Boliden, 2010). In 
2012, sustainable development was given a more important role and SVPCR 
stated: “Sustainability has never been as important for Boliden as it is right 
now.” Sustainable development went from two to ten pages in their annual 
reporting and the focus areas were enlarged with issues like; securement of 
tomorrow’s talent pool, strategic approach to energy issues, limitation of 
impact on physical environment, sustainable land and forestry management, 
and evaluation of business partners (Boliden, 2012). This trend for 
sustainability management has continued (Boliden, 2013). 

5. The case 

This section presents results from the four case study steps: managing for 
stakeholders, the stakeholder view, two-tier stakeholder map, and evaluating 
stakeholder-manager relationships with descriptions of how theory was 
applied and how managers reacted. 



5.1 Managing stakeholders 

The purpose of this step was to describe the company’s existing stakeholder 
management practice, before the theory was introduced. The communication 
with stakeholders is controlled by documents both on group and local level: 
Communication policy, Investors Relations policy and instructions for 
communication. However, these documents do not include any information 
on how to identify and engage stakeholders. Nevertheless, the company has 
many stakeholders and extensive work is put into the interaction. The 
findings are divided into subsections corresponding with the coding criteria. 
 
Financiers 

SVPCR stated that Boliden has a lot of extremely critical stakeholders. He 
considered capital market and shareholders to be the most important 
stakeholders. DGC was more specific and enumerated financiers as: 
shareholders; ethical analysts; financial industry; lending banks; AP funds; 
and AMF, which is the pension company focusing on occupational pensions, 
and international fund managers. They both argued that financiers have quite 
stringent requirements for everything to be properly managed. 
 
DGS also highlighted investors as important stakeholders. She argued that if 
the company got a bad reputation nobody will invest and that fact would 
affect its image. If analysts with ethical funds believe that the company is 
behaving unethically they will expel it. “Then of course their colleagues next 
door will buy us up again in another fund that is not called ethical, but that is 
a different issue,” she concluded with a laugh. DGC exemplified: “Robur’s 
ethical funds decided some years ago to sell off Boliden since they believed 
that we did not manage ethically.” 
 
Boliden has a well-developed communication with financiers and a good 
dialogue. It has annual capital market days where representatives meet 
analysts but it is the quarterly reports that get most attention. DGC said: 
“These stakeholders really get the most attention.” Other channels for 
interaction are shareholder meetings, annual meetings, and the Internet. 



 

Employees 

Both DGS and DGC emphasized employees and their families as very 
important stakeholders since nobody want family members to be injured at 
work. DGC described the interaction as a process to raise the level of 
consciousness and told that the communication department uses 
‘storytelling’ to spread good practice within the company. For example, an 
activity that has worked well for one unit can be of help to another unit. If an 
accident happens somewhere in the organization, it is put on the intranet so 
that everyone can keep up to date or take preventive actions. Channels used 
are house magazines and the intranet. She concluded by saying: “We are 
helping to build a culture.” 
 
DGHR pointed out the potential labour force as the most important 
stakeholders and explained that this involves a variety of issues from how to 
get kids from compulsory school to choose technical or natural science 
educations to those people who might want to work after retirement. In order 
to increase interest in science and to secure tomorrow’s skill pool, Boliden 
promotes and supports education at all levels from nine-year compulsory 
school to upper secondary schools and universities in the community. One 
example is schooldays devoted to mining, school forests and educational 
visits to the sites. DGHR said: “There is not a single kid in the district who 
has not visited the smelter at Rönnskär.”  The company also sponsors a 
resource centre for science and technology. Other channels are group-wide 
networks, union meeting forums, general manager meetings, personal 
development discussions, and safety committees. 
 

Government 

The government consist of authorities and politicians. DGC said: 
“Authorities and politicians are often very positive to Boliden’s operations 
since they bring employment and people to the community.” DGS said: 
“Authorities are important stakeholders. They make requirements and we are 



dependent on them having confidence in us since it enable us to conduct our 
business.” EEM said: “Most of the authorities have committees so it is 
through these we have to work.” Interaction with authorities is largely 
governed by legislation. Other means are meetings, studies, projects, and 
voluntary community development initiatives.  
 
SVPCR described the political involvement: “We do not engage in the 
political debate and we do not take a stand on political issues. We comment 
on certain issues in our area of interest so that policy decisions will be 
objectively justified.” Engagement occurs at various levels. The Group 
Executive Board has regular contact with the Ministry of the Environment 
and the Ministry of Enterprise, Energy and Communications and the mines 
and smelters have regular contacts with local politicians. DGC concluded: 
“We are often the largest employer in the communities and therefore a major 
player for the local politicians.” Despite the interaction described they all 
believed that it can be improved.  DGC concluded: “A good structure for 
how we talk to politicians, a continuous dialogue, would be desirable.” 
 

Community 

Stakeholders in the community are residents, Sami communities, media and 
NGOs. DGS sees residents as very important stakeholders: “They should not 
have to worry that their children are poisoned at their playgrounds or 
breathing in bad air, or whatever it may be.” Residents keep themselves 
informed via the Internet. Environmental issues are governed by authorities, 
for example through permits. Community involvement is often conducted 
through sponsorship. Company policy is that sponsoring should be local and 
the management of the mines and smelters decide which activities to 
support. The mines and smelters arrange activities in the community. DGC 
informed: 
 
“They have regular open house events and these are very popular in Finland by the way. 
Another example directed at children is the Geology Day where children may pan for 
gold. Sometimes we invite the community to briefings, but the interest is low. If there’s a 
free bun, someone might come…. (laughter).” 



 
CEBR regarded residents and Sami communities as important stakeholders 
in northern Sweden. “I put a lot of time and effort into maintaining good 
relations with these stakeholders.” The company has established good 
cooperation with the Sami and at certain times of the year, the Sami are 
employed by Boliden to manage the forest and repair fencing around the 
sites. Boliden has, to a large extent, adapted its operations to reduce damage 
to reindeer herding, for example by building reindeer passages and fences. 
He summarized: “We can interact and conduct our businesses together with 
the Sami and if you make an effort to get to know these people, it works 
really well.” 
 
Both the media and NGOs were mentioned quite briefly and not as 
‘important stakeholders’, during the interviews. DGC just sees media as a 
channel for communication but is aware of their interest in the company: 
“The media monitor us carefully.” Nevertheless, means of interaction are 
information, reports, the Internet, meetings, press releases, interviews etc. 
Regarding NGOs, SVPCR said that they have received comments from 
Greenpeace, the Swedish Society for Nature Conservation and other local 
environmental movements but there has not been any major conflict. 
 

Suppliers 

DGHR said that suppliers are important stakeholders and gave examples of 
stakeholders based on her own responsibilities: “Suppliers are education 
consultants or those who deliver IT-systems, etc. The suppliers from my 
perspective are quite small if we compare them with Boliden as a whole.” 
EEM particularly highlighted energy and equipment suppliers. 
 

The collected view 

The managers believe that Boliden’s stakeholder management practices are 
extensive but not performed in a systematic manner. The company does not 
consult stakeholders to get input for CSR initiatives. DGC summarized; “If 



we are up to something, all stakeholders will be interested. But, we do not 
have a collected stakeholder dialogue or a collected structure for how to 
meet stakeholders. We have bits and pieces.” Boliden’s stakeholder view 1.0 
is presented in Figure 4. 
 

 

Figure 4.  The Boliden stakeholder view 1.0. 

5.2 The stakeholder view 

The purpose with the second step was to identify the company’s 
stakeholders and to explore how managers received the stakeholder view of 
the firm (Freeman, 1984) The theory was presented. Suggestions for 
stakeholder groups were rapidly delivered, written down on post-it notes and 
placed on a white-board with the company in the middle. This resulted in: 
employees, trade-union representatives, future employees, capital market, 
lenders, stock exchange analysts, neighbours, owners, business partners, 
customers, suppliers, contractors, consumers, university/research, 
competitors, Sami communities, politicians, the media, public opinion 
formers, NGOs, trade-unions, business associations, authority, and 
landowners. They recognized that theory had less stakeholder groups and 
discussed if they should modify the result. They realized that some of the 
suggested stakeholder groups actually were sub-groups to other stakeholder 
groups. So, public opinion formers include NGOs, business associations, 
and trade unions. Capital market includes lenders and stock exchange 
analysts. Employees include trade-union representatives. Finally, business 



partners include customers, suppliers and contractors. The result is presented 
in Figure 5. 
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Figure 5.  The Boliden stakeholder view 2.0. 

 
Compared to theory, the company has more stakeholder groups. Instead of 
government and financiers, it has authorities, politicians, capital market and 
owners. Boliden also has future employees as a primary stakeholder due to 
current problems of finding qualified labour. DGS described: “We need 
qualified employees in order to operate our business in a good way. To 
attract the qualified employees, we must have a constant dialogue and 
market ourselves towards them.” SVPCR continued: “An on-going dialogue 
with future employees is most important. That is not so important with Sami 
communities or landowners.” Instead of communities the managers chose to 
fine-tune it into neighbours, Sami communities, landowners, and 
university/research. 



5.3 The two-tier stakeholder map 

During the third step the managers divided the stakeholder groups into 
primary and secondary stakeholders. They moved the post-it notes on the 
white-board with ‘primary stakeholders’ closer to the middle (the firm) and 
‘secondary stakeholders’ further out. The work was performed quite quickly 
without any divergent opinions. The result is presented in Figure 6. 
 

 

 
Figure 6.  The Boliden two-tier stakeholder map inspired by Freeman et al. (2007). 

 
The original “stakeholder two-tier map” was presented retroactively and 
comparisons were made. One difference was that Boliden had put authorities 
in the inner circle. This can be explained by the Swedish context where 
legislation and labour movement are important drivers. Boliden had also put 
the media as a primary stakeholder while Freeman et al. (2007) consider the 
media as a secondary stakeholder. DGC said that the media is tricky and that 
she always has seen them as just a channel for reaching other stakeholders 
but in reality they are public opinion makers and communicators. SVPCR 
continued: “The media is more than just that, they are the fourth estate.” 
DGHR also justified the media as a ‘primary stakeholder’: “We need to be 
seen and that is why the media is so important.” The final conclusion was 



that mass communication technology has changed the role of the media with 
regard to business. 
 
Similarities between Freeman et al. (2007)’s and Boliden’s “two-tier 
stakeholder map” are that both placed financiers (capital market and 
owners), employees and business partners as primary stakeholders and 
competitors, consumers and public opinion makers as secondary. They all 
believed that this model could be used as a model for the company to assess 
its stakeholders.  
 
Then, the level of interaction between the company and identified 
stakeholder groups was discussed in order to study how well the Boliden 
two-tier stakeholder map correlated with actual interaction. The managers 
drew arrows on the white-board from the firm to the stakeholder groups. 
Thick arrows represented that a lot of time and effort was put into 
interaction, thin arrows little time and effort, and the medium-thick arrows 
something in between. This was also performed rather quickly and the result 
is presented in Figure 7. 
 

 
 
Figure 7.  The estimated time and effort put into the interaction with stakeholder groups. 



 
In general, the managers drew thicker arrows to the stakeholders in the inner 
circle and thinner in the outer. However, the figure also shows that even if 
the future employees, neighbours and the media are seen as primary 
stakeholders, interaction is perceived as rather poor. 

5.4 Evaluating stakeholder-manager relationships 

The fourth step was to estimate ‘who and what really counts’. Theory was 
presented and SVPCR commented on the definition for legitimacy: “That 
was very theoretical, what does that mean?” In order to clarify the attribute, 
examples were presented about what legitimacy could mean in their specific 
context. The group concluded that it is rather hard to work with the model if 
you don’t understand the definitions so they wanted to create their own 
definitions of the relationship attributes where needed.  
 
‘Power’ generated a lot of discussion among the group. SVPCR strongly 
believed that the original definition was the most accurate one. DGS and 
DGC believed that ‘the stakeholders’ capacity to directly or indirectly affect 
the company’ was better. DGHR argued: “Power, I believe it should be the 
direct capacity to affect the company… those who can affect the company 
here and now.” DGC answered: “Yes, but the media can affect the company 
by affecting our future employees, so that they do not want to work at 
Boliden.” DGHR argued: “If our employees in Aitik for some reason decide 
to stop driving the trucks…then, they affect the company very much and at 
once.” SVPCR agreed. DGS suggested: “Can’t it be both?...What is power 
anyway?” SVPCR concluded: “It's all about just that, to influence someone 
to do something they would not otherwise have done,” and referred back to 
the original definition. DGS and DGC still believed that ‘the stakeholders’ 
capacity to directly or indirectly affect the company’ was best. SVPCR 
abstained even if he persisted in his opinion that the new definition was 
‘very nonspecific’. 
 



By contrast, the definition for legitimacy was decided very quickly. DGS 
tried to describe her thoughts about the attribute by asking whether a 
stakeholder has the right to exercise influence and the others developed the 
discussion. DGC asked: “Who is to define if they have that right or not?” 
SVPCR answered: “Well, that will be defined by our norms and values.” 
The original definition for urgency was chosen after some discussions about 
whether the word ‘immediate’ should be included or not. DGC was 
pondering about the time span for ‘immediate’ while SVPCR argued that the 
word had to be included in order to define urgency. Boliden’s definitions are 
presented in Table 6. 

 
Table 6.  Boliden’s definitions of the relationship attributes. 

Relationship attribute Boliden’s definition 

Power The stakeholders’ capacity to directly or indirectly affect the company 

Legitimacy The stakeholders’ right to exercise influence on the company within its system 
of fundamental values 

Urgency The degree to which stakeholder claims call for immediate attention 

 
The previously identified stakeholder groups were written down on a white-
board and evaluated based on the three re-defined attributes with a ‘yes’ or a 
‘no’. After a while, they realized that all stakeholder groups were being 
evaluated as having all three attributes: power, legitimacy and urgency. They 
found it hard to adjust to just two alternatives, yes and no, and called for 
‘some’. Since that was not an option, they read the definitions again and 
restarted with the primary stakeholders and the task got easier. The final 
evaluation is presented in Table 7. 
 
The competitors required long discussions and regarding competitors and 
power, the opinions differed. DGS said: “Yes, they have some power, 
because they can drive us out of the market.” DGC responded: “Well, I 
believe that they have no power, actually…..”. DGHR argued: “But, they 
drive us out of market…..in some situations.” DGC continued: “Yes, but in 
our stakeholder dialogues with our competitors, can we affect them so that 
they don’t drive us out of market?” 
 



Table 7.  The evaluation of stakeholder groups. 
Stakeholder Power Legitimacy Urgency 
Employees Yes Yes Yes 
Future employees No Yes Yes 
Capital market Yes Yes Yes 
Neighbours Yes Yes Yes 
Owners Yes Yes Yes 
Business partners Yes Yes Yes 
Consumers No Yes No 
University/Research No Yes No 
Competitors No Yes No 
Sami communities Yes Yes No 
  Politicians Yes Yes No 
Media Yes Yes Yes 
Public opinion makers Yes Yes Yes 
Authority Yes Yes Yes 
Land owners No Yes No 

 
SVPCR continued: “Can they make us do something that we otherwise 
should not have done?... the answer is yes. They can take our customers and 
our future employees….” DGS responded: “Yes, I actually believe that they 
have power.”  The discussion about competitors and legitimacy was shorter. 
DGS said: “The competitors are in the same business, so they have 
legitimacy.” The others agreed. Grading ‘urgency’ was harder. DGHR said: 
“They will have to wait!” SVPCR replied: “If we were to ask the sales 
manager, I'm pretty sure he would strongly argue for urgency regarding the 
competitors.” DGC was doubtful and said: “I am curious, if we define our 
competitors as primary stakeholders, what would this shift in stakeholder 
management look like? The fact that we suddenly should focus our 
stakeholder dialogues on competitors.” After some consideration, DGS said: 
“I do not think competitors have power… after all…” SVPCR replied: “But 
surely they have power?” DGC continued: “But not the same immediate 
power as owners, authority or employees.” SVPCR said: “I believe that we 
are influenced by our responsibilities within the company and that others 
would rate them differently.” He continued: 
 
“LKAB is not a competitor businesswise or on the capital market and we sell everything 
we produce so that competition is put out of action, while on the other hand, we compete 
about future employees, technical development, and environmental performance. That’s 
where the competition is.” 



 
DGC continued: “But this is about a stakeholder dialogue, and from that 
perspective, are competitors a stakeholder group that we should have a 
dialogue with?” SVPCR replied: “No, they are not.” DGC said: “No, we 
can’t say that.” SVPCR finished the discussion: “No, we leave them…” The 
grading is presented in Table 7. 
 

Another stakeholder group that generated discussions was, once again, the 
media. The managers all agreed that the media have power, but then it got 
harder. DGC argued: “Then they take legitimacy,” and she continued: “I 
don’t think the model is applicable for the media.” The others agreed. She 
continued further: “Nevertheless, it has to be ‘yes’ there; we can never say 
that media do not have ‘legitimacy’ to write about whatever they want. It 
falls under the freedom of the press. It has to be a ‘yes’ there.” SVPCR 
proceeded with ‘urgency’ and said: “It can also be very urgent.” DGS 
summarized the evaluation for the media by saying: “If we generalize about 
the media it has to be ‘yes’ on all three attributes.” The evaluation for the 
other stakeholder groups was performed quickly. The result is presented in 
Table 8. The managers summarized the work with this model as difficult but 
also very useful since they had to look at the stakeholders from different 
perspectives.  
 
Table 8.  The result from the evaluation. 
Latent stakeholders  Discretionary Consumers 

   University/Research 

   Competitors 

   Landowners 

Expectant stakeholders Dominant Sami communities 

   Politicians 

  Dependent Future employees 

Definitive stakeholders Definitive Employees 

   Capital market 

   Neighbours 

   Owners 

   Business partners 

   Media 

   Public opinion makers 

   Authority 



 
The differences in the result from the earlier assessment into primary and 
secondary stakeholders are that the future employees, considered as primary 
stakeholders in the earlier model, now are dependent stakeholders, i.e. less 
important and that the public opinion makers go from being secondary 
stakeholders to definitive, primary stakeholders. To sum up, the result from 
the two models are almost the same. 

6. Discussion and conclusions 

It is an obvious fact that the managers, dependent on who they are and their 
role in the company, are putting the emphasis on different stakeholders. The 
financiers, defined as the capital market and the shareholders, were seen as 
the most important stakeholders. The company has a well-developed 
communication with the financiers and a good dialogue and it is obvious that 
these stakeholders get the most attention. Employees are also seen as very 
important stakeholders as well as the authorities with an explicit 
management in place. Interaction with politicians and community was not 
systematized and more of a ‘bits and pieces’ approach. This indicates that 
Boliden have a more traditional,  managerial view (Freeman, 1984) of a 
company, where the needs of owners and employees is put first. This ‘bits 
and pieces’ approach also proves that Boliden is powerful; otherwise it 
would not be able to have this approach.  
 
The SMS planning phase starts with identification of stakeholders (Singh et 
al., 2007, Azapagic, 2003).  The ‘stakeholder view of the firm’ was efficient 
for use as a roadmap and facilitated the work of identifying stakeholders. It 
also helped the company to emphasize stakeholder groups that it had not 
highlighted before in their existing stakeholder management practice. The 
result was an expanded number of stakeholder groups. Important to 
remember is that the stakeholder groups are not static actors and can change 
over time (Grafström et al., 2008) therefore it is important that SMS 
guidelines instruct the management to update the ‘Boliden stakeholder view’ 
regularly.  
 



In traditional management systems the aspects in focus are evaluated and the 
significant aspects are identified. These significant aspects are then taken 
into account in establishing, implementing and maintaining the management 
system.  Similarly, an evaluation for the stakeholders is desirable since it can 
be difficult to work in a good way with all simultaneously. The stakeholder 
groups were divided into primary and secondary stakeholders. The managers 
felt that the two-tier stakeholder map was useful for future stakeholder 
management practice. Some differences between the original map and 
adapted were identified. Boliden put authorities as primary stakeholders and 
this can be explained by the Swedish context where legislation and labour 
movement are important drivers.  This is supported by Matten and Moon 
(2008) who have compared the United States with Europe and have 
identified differences like the power of the state, governments’ engagement 
in economic and social activity, financial sources and education and labour 
systems. Boliden also classified the media as a primary stakeholder while 
theory consider the media as a secondary stakeholder. The managers argued 
that mass communication technology has changed the role of the media with 
regard to business. Reputation has become more and more important and 
negative publicity in the media can result in significant consequences 
(Grafström et al., 2008) and this view is obviously shared by the managers. 
Berry (2003) does not find the stakeholder map overly useful because 
stakeholders claim differing degrees of power at different times, and 
different stakeholders are more significant than others in different industries. 
If this model was integrated into a SMS it would be important to adapt the 
theory to its specific industry and update the model regularly to be more 
sensitive to changes over time. 
 
The level of interaction between Boliden and identified stakeholder groups 
was estimated and compared with the Boliden two-tier map. This showed 
that the company had a rather poor interaction with some of the primary 
stakeholders and this is valuable information for their future CSR practice. 
This could be a useful exercise when monitoring and evaluating the SMS.  
 
The model for evaluating stakeholder-manager relationships was more of a 
challenge for the managers. The definitions for the three attributes were 



perceived as ‘very theoretical’ and they wanted to re-define them in order to 
make them more comprehensible and therefore more useful. Again, the 
managers adapted theory to its own context. This re-defining and the 
following evaluation took some time to perform and generated quite long but 
fruitful discussions. Berry (2003) raises the fact that a shift in relative power 
may occur because of the importance of the demands on the company or the 
attention of media. Any single stakeholder can also form coalitions with 
other stakeholders, thus increasing their power quickly. This suggests that a 
SMS has to guide management into re-evaluate the stakeholder-manager 
relationships on a regular basis for the model to be useful.  
 
The Boliden two-tier stakeholder map and the model for evaluating 
stakeholder-manager relationships generated almost the same result. 
Nevertheless, Mitchell et al.’s (1997) model has some advantages. It has an 
objective evaluation based on three attributes. It also has three levels; latent, 
expectant and definitive stakeholders, that gives a more nuanced evaluation, 
and finally the different stakeholder classes can be used to have properly 
designed dialogues with stakeholders. Hence, this empirical case study 
support earlier conceptual papers (Asif et al., 2011a, Asif et al., 2011b) and 
suggest Mitchell et al.’s (1997) model for the initial step of SMS i.e. the 
identification of stakeholders and the estimation of ‘who and what really 
counts’.  
 
Other conceptual frameworks for SMS would also benefit from this model. 
Singh et al. (2007) suggest stakeholder mapping and have on forehand 
decided who the ‘relevant’ stakeholders are. But important to remember is 
that the stakeholder groups are not static actors and can change over time 
and the suggested model can overcome this issue. Both Azapagic (2003) and 
Castka et al. (2004) talk about ’identification of stakeholders’ and a dialogue 
in order to identify needs and expectations. If we take Boliden as the 
example this would mean dialogues with fifteen stakeholder groups instead 
of seven ‘definitive’. Rocha et al. (2007) see the stakeholders as the 
“battery” that powers the rest of the SMS. Later on they talk about building 
partnership with key stakeholders but nothing about how these key 



stakeholders are identified. Mitchell et al.’s model could improve these 
frameworks by identifying ‘who and what really counts’.  
 
Boliden is a heterogeneous company and SVPCR commented that the result 
from the workshops might look very different if performed at another 
business unit. This is supported by Wheeler et al. (2002) who state that even 
though a company can have stakeholder-responsive behaviour at the 
corporate, strategic level, this does not mean that the same goes for the 
subsidiary business units. Perhaps the main challenge for SMS will be to 
incorporate all business units into stakeholder management and then to 
implement this into the whole company.  
  



References 

 
Asif, M., Searcy, C., Garvare, R. & Ahmad, N. 2011a. Including 

sustainability in business excellence models. Total Quality 
Management and Business Excellence 22: 773-786  

Asif, M., Searcy, C., Zutshi, A. & Fisscher, O. A. M. 2011b. An integrated 
management systems approach to corporate social responsibility. 
Journal of Cleaner Production 56: 7-17 

Azapagic, A., 2003. Systems approach to corporate sustainability: a general 
management framework. Process Safety and Environmental 
Protection: Transactions of the Institution of Chemical Engineers 81: 
303-316 

Berry, G. R. 2003. Organizing against multinational corporate power in 
cancer alley. Organization and Environment 16: 3-33  

Boliden. 2010. Annual report 
Boliden. 2012. Annual report 
Boliden. 2013. Annual report 
Castka, P., Bamber, C. J., Bamber, D. J. & Sharp, J. M. 2004. Integrating 

corporate social responsibility (CSR) into ISO management systems - 
In search of a feasible CSR management system framework. TQM 
Magazine 16: 216-224  

Deming, W. E. 1986. Out of the crisis : quality, productivity and competitive 
position. Cambridge, Cambridge Univ. Press 

Donaldson, T. & Preston, L. E. 1995. The stakeholder theory of the 
corporation: Concepts, evidence, and implications. The Academy of 
Management Review 20: 65-91 

Dunfee, T. W. 2008. Stakeholder theory. Managing corporate social 
responsibility in a multiple actor contex. In The Oxford Handbook of 
Corporate Social Responsibility, Crane, A., McWilliams, A., Matten, 
D., Moon, J. & Siegel, D. S. (eds.) Oxford: University Press 

Eisenhardt, K. M. & Graebner, M. E. 2007. Theory building from cases: 
Opportunities and challenges. Academy of Management Journal 50: 
25-32  



Esquer-Peralta, J., Velazquez, L. & Munguia, N. 2008. Perceptions of core 
elements for sustainability management systems (SMS). Management 
Decision 46: 1027-1038 

Freeman, R. E. 1984. Strategic management: A stakeholder approach. 
Boston, Pitman Publishing 

Freeman, R. E., Harrison, J. S. & Wicks, A. C. 2007. Managing for 
stakeholders: survival, reputation, and success. New Haven: Yale 
University Press 

Frooman, J. 1999. Stakeholder influence strategies. Academy of 
Management Review 24: 191-205 

Government Offices of Sweden (GOS). 2014. How Sweden is governed. 
http://www.government.se [5  december 2014] 

Grafström, M., Göthberg, P. & Windell, K. 2008. CSR: Företagsansvar i 
förändring. Malmö, Liber AB 

Herr, K. & Anderson, G. L. 2015. The action research dissertation. 
Thousand Oaks, SAGE Publications Ltd 

Hörisch, J., Freeman, E. & Schaltegger, S. 2014. Applying Stakeholder 
Theory  in Sustainability Management: Links, Similarities, 
Dissimilarities, and a Conceptual Framework. Organization & 
Environment (Article in press) 

ISO, 2010. Guidance on Social Responsibility (ISO 26000:2010) 
Jensen, T. & Sandström, J. 2011. Stakeholder theory and globalization: The 

challenges of power and responsibility. Organization Studies 32: 473-
488 

Johannisson, B., Gunnarsson, E. & Stjernberg, T. 2008. Gemensamt 
kunskapande : den interaktiva forskningens praktik. Göteborg, Växjö 
University Press 

Kemp, D., Boele, R. & Brereton, D. 2006. Community relations 
management systems in the minerals industry: Combining 
conventional and stakeholder-driven approaches. International 
Journal of Sustainable Development 9: 390-403  

Laplume, A. O., Sonpar, K. & Litz, R. A. 2008. Stakeholder theory: 
Reviewing a theory that moves us. Journal of Management 34: 1152-
1189 



Matten, D. & Moon, J. 2008. "Implicit" and "explicit" CSR: A conceptual 
framework for a comparative understanding of corporate social 
responsibility. Academy of Management Review 33: 404-424 

Melé, D. 2008. Corporate social responsibility theories. The Oxford 
Handbook of corporate social responsibility. Oxford: University Press 

Miles, M. B. & Huberman, A. M. 1994. Qualitative data analysis : an 
expanded sourcebook. Thousand Oaks, Sage Publications 

Minoja, M. 2012. Stakeholder Management Theory, Firm Strategy, and 
Ambidexterity. Journal of Business Ethics 109: 67-82 

Missonier, S. & Loufrani-Fedida, S. 2014. Stakeholder analysis and 
engagement in projects: From stakeholder relational perspective to 
stakeholder relational ontology. International Journal of Project 
Management 32: 1108-1122  

Mitchell, R. K., Agle, B. R. & Wood, D. J. 1997. Toward a theory of 
stakeholder identification and salience: Defining the principle of who 
and what really counts. Academy of Management Review 22: 853-886 

OECD. 2014. Environmental performance review of Sweden.  
http://www.oecd.org/environment/country-reviews/33843590.pdf [31 
March 2014] 

Parent, M. M.   & Deephouse, D. L. 2007. A case study of stakeholder 
identification and prioritization by managers. Journal of Business 
Ethics 75: 1-23 

Ranängen, H. & Zobel, T. 2014. Revisiting the ‘how’ of corporate social 
responsibility in extractive industries and forestry. Journal of Cleaner 
Production In press 

Sveriges Riksdag. 2012. Lag (1982:80) om anställningsskydd. 
http://www.riksdagen.se/sv/Dokument-
Lagar/Lagar/Svenskforfattningssamling [28 September 2012] 

Rocha, M., Searcy, C. & Karapetrovic, S. 2007. Integrating Sustainable 
Development into Management Systems. Total Quality Management 
and Business Excellence 18: 83-92 

Singh, R. K., Murty, H. R. & Gupta, S. K. 2007. An approach to develop 
Sustainability Management Systems in the steel industry. World 
Review of Entrepreneurship, Management and Sustainable 
Development 3: 90-108  



Starik, M., Marcus, A. A. & Illitch, A. 2000. Special research forum: The 
management of organizations in the natural environment. Academy of 
Management Journal 43: 539-736 

Stieb, J. A. 2009. Assessing Freeman's Stakeholder Theory. Journal of 
Business Ethics 87: 401-414 

Swedish Work Environment Authority (SWEA). 2012. Swedish labour 
legistation.  http://www.av.se/inenglish/working/labour_legislation 
[10 october 2012] 

Svensson, L. & Aagaard Nielsen, K. 2006. Action and interactive research : 
beyond practice and theory. Maastricht, Shaker Publishing 

Wheeler, D., Fabig, H. & Boele, R. 2002. Paradoxes and dilemmas for 
stakeholder responsive firms in the extractive sector: Lessons from the 
case of Shell and the Ogoni. Journal of Business Ethics 39: 297-318  

Yin, R., K. 2009. Case study research: design and methods. Thousand Oaks, 
SAGE Publications, Inc. 

Zwetsloot, G. I. J. M. 2003. From Management Systems to Corporate Social 
Responsibility. Journal of Business Ethics 44: 201-207  

 
 



 
 
 
 
 
 

Paper E 
 

Stakeholder management in reality: Moving from conceptual 
frameworks to operational strategies and interactions 

 
 

Ranängen, H. 

Published in Sustainable Production and Consumption, volume 3, p. 21-33 

 



 
 



S U S T A I N A B L E P R O D U C T I O N A N D C O N S U M P T I O N 3 ( 2 0 1 5 ) 2 1 – 3 3

Contents lists available at ScienceDirect

Sustainable Production and Consumption

journal homepage: www.elsevier.com/locate/spc

Stakeholder management in reality: Moving from
conceptual frameworks to operational strategies
and interactions

Helena Ranängen∗

Industrial Environmental Management, Luleå University of Technology, 971 87 Luleå, Sweden

A B S T R A C T

Established management systems are believed to be useful for CSR practise and in this context the benefits of

integrating all aspects of CSR into one sustainability management system (SMS) are often highlighted. Stakeholder

management is a managerial framework for dealing with CSR by interacting with stakeholders in order to create

value. Although efforts have been made to integrate stakeholder management and SMS, the resulting frameworks

are almost always conceptual and seldom describe how stakeholder management can be performed.

This is an important empirical addition, in that it describes how a company reacts to and adopts stakeholder

management theory. The focus is on the practical rather than theoretical implications. The paper provides

practitioners with a stakeholder management theory that can be purposefully applied within amanagement system

approach and offers a way of working that categorizes, systematizes and makes stakeholder management more

effective. A case study based on interactive workshops shows how the planning phase in the PDCA (Plan, Do,

Check, Act) methodology, i.e. the identification of stakes and the development of effective strategies to best manage

stakeholders, can be performed. The stakes and strategies thus constitute the primary base on which SMS is built.

The study shows how these stakes and strategies can be translated into objectives, targets, programmes, procedures

and practises for the implementation of CSR in ongoing everyday activities. It also demonstrates that theory can

easily be practised and can generate interesting discussions when a company is forced to look at stakeholders from

different perspectives.

Keywords: Stakeholder management; Corporate social responsibility; CSR; Management system; Sustainability

management system
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1. Introduction

Corporate social responsibility (CSR) means that companies
integrate social and environmental concerns in their busi-
ness operations and in their interactions with stakeholders
(Dahlsrud, 2008). CSR needs to be integrated into all busi-
ness operations if it is to be successful (Castka et al., 2004;
Azapagic, 2003; Asif et al., 2013). However, CSR practise is
often shown as codes of conduct, sustainability reports and
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community involvement (Ranängen and Zobel, 2014) and the
literature on how CSR is systematically integrated is limited
(Asif et al., 2013). Therefore, there is a need for further re-
search on how CSR can be integrated into core business pro-
cesses.

Establishedmanagement systems are believed to be useful
for CSR practise (Esquer-Peralta et al., 2008; Rocha et al.,
2007; Castka et al., 2004) and refer to the management of
an organization in a comprehensive, systematic, planned and

http://dx.doi.org/10.1016/j.spc.2015.07.008
2352-5509/ c© 2015 The Institution of Chemical Engineers. Published by Elsevier B.V. All rights reserved.
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documented way. This includes looking at the organizational
structure, the planning and resources that need developing
and implementation and maintenance of CSR policy, for
example relating to social and environmental concerns. The
PDCA methodology (Deming, 1986), including the four steps
“Plan, Do, Check and Act”, is often applied so that continual
improvements are made.

The benefits of integrating all the aspects of CSR into a sus-
tainability management system (SMS) are often highlighted
(Rocha et al., 2007; Asif et al., 2013) in order to enhance sus-
tainability performance (Esquer-Peralta et al., 2008).

Stakeholder management is regarded as a managerial
framework for dealing with CSR (Freeman, 1984) by in-
teracting with stakeholders in an action-oriented way to
create value (Freeman et al., 2007). Efforts to integrate stake-
holder management and SMS have been made. For exam-
ple, Singh et al. (2007) talk about stakeholder mapping and
stakeholder consultation, Asif et al. (2011) advocate an identi-
fication of key stakeholders, Rocha et al. (2007) see stakehold-
ers as the “battery” that powers the rest of the SMS, while
Asif et al. (2013) recommend ‘top-down’ and ‘bottom-up’ ap-
proaches to CSR that identify stakeholders’ needs. Neverthe-
less, these SMS frameworks are almost always conceptual and
seldom describe how stakeholder management could be per-
formed. More empirical research is needed to establish how
these frameworks unfold in practise (Asif et al., 2013) and are
translated into CSR objectives, policies and practise (Castka
et al., 2004).

This paper explores how a company reacts to and adopts
stakeholder management theory and in this sense makes
an important empirical contribution to the understanding of
stakeholder management. The focus is on the planning phase
of the PDCA methodology, i.e. the identification of stakes
and the development of effective strategies to best manage
stakeholders (Louche and Baeten, 2006). The stakes and the
strategies constitute the primary base on which SMS is built
and are important for the implementation of CSR in ongoing
everyday activities.

The theoretical framework is presented in the next section
and is followed by the methodology and the organizational
context. The empirical findings are presented in the results
section. In the final section the findings of the study are
discussed and some conclusions drawn.

2. Theoretical framework

The theoretical framework centres on the literature that
can be purposefully applied within a management system
approach and that contributes to the planning phase of the
PDCA methodology, i.e. the identification of stakes and the
development of strategies to manage stakeholders. The book
‘Managing for stakeholders: Survival, reputation, and success’
(Freeman et al., 2007) forms the basis of the study because it
not only offers a theory for the identification of stakes and the
development of strategies to manage stakeholders, but also
indicates how the theory can be practised. It describes the
theory in some detail and is therefore useful in an interactive
approach. Both the new edition and the original version
are well-cited.1 The original version is often described as ‘a

1 This new edition of the book has been quoted 437 times on
Google Scholar since October 2014. The original version (Freeman,
1984) was quoted 16,063 times on Google Scholar in the same time
period.

classic’ (Laplume et al., 2008; Weber and Wasieleski, 2003;
Minoja, 2012) and the formal academic genesis of stakeholder
theory (Donaldson and Preston, 1995).

Freeman et al. (2007) describe seven practical tech-
niques aimed at helping organizations to manage stakehold-
ers: stakeholder assessment, stakeholder behaviour analysis,
understanding stakeholders in more depth, assessing stake-
holder strategies, developing specific strategies for stakehold-
ers, creating new modes of interaction with stakeholders and
developing integrative value creation strategies. Four of these
techniques have been practised in this paper and are pre-
sented below.

2.1. Stakeholder assessment

Stakeholder assessment is a guideline for understanding the
environment in stakeholder terms and consists of the fol-
lowing four tasks: stating the corporate mission, identifying
stakeholder issues and concerns, assessing corporate strate-
gies for stakeholders and adjusting stakeholder priorities
(Freeman et al., 2007).

The corporate mission is the statement of corporate
purpose that is meaningful and acceptable to top executives.
A stakeholder map can be drawn and the degree of detail can
vary depending on the depth of stakeholder understanding. A
list of stakes must be developed for each stakeholder group.
Resources such as historical records, experiences, interviews
with stakeholders and an analysis of public records can all
be used in the compilation of the list. Assessing corporate
strategies means identifying how stakeholders’ stakes are
met in a business unit, division, or by the managers who
are responsible. The final task is validation with stakeholders
in order to assess the results of employee surveys, customer
satisfaction polls and focus groups, feedback from industry
analysts and stakeholder dialogues and match these against
current strategies and identified stakes (Freeman et al., 2007).

This technique is supported in the model created by
Louche and Baeten (2006), which offers a path from stake-
holder analysis to strategic implementation. A much simpler
version is suggested by Karlsen (2002) in his six-step project
stakeholder management process, where only the identifica-
tion of stakeholders is recommended.

2.2. Stakeholder behaviour analysis

In the analysis stakeholder behaviour is divided into three
categories, which results in a more in-depth understanding.
The first category includes behaviour that has been observed
in a particular stakeholder. The second, cooperative potential
(CP), asks managers to list behaviour that could help the
organization to achieve its objectives on the issue in question.
The third category, competitive threat (CT), includes listing
behaviour that could in some way prevent the organization
from achieving its goals (Freeman et al., 2007).

This procedure is supported by Savage et al. (1991), who
also suggest assessment along the two dimensions of CP
and CT. However, Louche and Baeten (2006) advocate another
path, where the information from the stakeholder assess-
ment is aggregated in a power/interest matrix (Johnson et al.,
2014).

2.3. Assessing stakeholder strategies

Freeman et al. (2007) suggest categorizing stakeholders ac-
cording to their capacity for change. Stakeholders are ranked



S U S T A I N A B L E P R O D U C T I O N A N D C O N S U M P T I O N 3 ( 2 0 1 5 ) 2 1 – 3 3 23

Table 1 – Stakeholder management strategies by stakeholder category (adopted from Ford et al. (2009)).

Category Resource
influence

Mission
congruence

Company focus General strategy

1. Critical friends High Supportive High Keep the friendships strong
2. Weak friends Low Supportive Low Do not forget these friends
3. Quiet competitors High Neutral High Build friendships just in case
4. Indifferents Low Neutral Low Make friends when time permits
5. Aggressive competitors High Competitive High Know these foes and actively seek ways to make them

friends
6. Envious Low Competitive Low Find ways to make friends just in case

in terms of CP and CT. This results in four categories: ‘swing’
stakeholders (high CP/high CT), ‘defencive’ stakeholders (low
CP/high CT), ‘offencive’ stakeholders (high CP/low CT) and
‘hold’ stakeholders (low CP/low CT). Swing stakeholders have
the capacity to influence the outcome of a particular sit-
uation. Defencive stakeholders can prevent the firm from
achieving its objectives. Offencive stakeholders can help to
achieve the objectives but pose little threat. Hold stakehold-
ers are of little help or harm. Savage et al. (1991) call the same
four categories mixed blessing, non-supportive, supportive
and marginal.

Instead of four, Bunn et al. (2002) suggest six stakeholder
management strategies: lead, collaborate, involve, defend,
educate and monitor. Lead is when deployment drags or
when no clear leaders are in sight and the firm may choose to
take a leadership role. Collaborate is when a firm enters into
strategic alliances or partnerships with stakeholders. Involve
is when the firm wants to control its relationships with
key stakeholders. Defend relates to detrimental stakeholder
behaviour. Educate means enhancing a firm’s communication
links with important stakeholders. Monitor is when the
firm chooses to gather information and observe relevant
stakeholders.

Ackermann and Eden (2011) and Louche and Baeten
(2006) propose the power/interest matrix (Johnson et al.,
2014) that classifies stakeholders in relation to the power
they hold and the extent to which they are likely to show
interest in supporting or opposing a particular strategy. The
stakeholders are then plotted along the axes of power or
interest. Stakeholders are also placed in one of four matrix
quadrants – A, B, C or D – each of which indicates a specific
type of relationship that managers should establish.

Ford et al. (2009) offer an expanded matrix for categorizing
stakeholders and identifying the best strategy for improving
stakeholder management. The matrix is based on identifying
a particular combination of the stakeholder’s mission
congruence with the company and the stakeholder’s ability
to influence allocations of needed resources. The result is six
categories: critical friends, weak friends, quiet competitors,
indifferents, aggressive competitors and envious. These
categories are outlined in Table 1.

2.4. Developing specific strategies for stakeholders

Freeman et al. (2007) suggest that each generic posture
yields specific strategies that can be tailored to individual
stakeholder behaviour. Table 2 provides a summary of the
specific value-creation strategies that can be developed.

As already indicated, Savage et al. (1991) call the same
four categories mixed blessing, non-supportive, supportive
andmarginal. Four different strategies are suggested for these
categories: collaborate, defend, involve and monitor. Mixed
blessing stakeholders are best managed by collaboration,

Table 2 – Specific stakeholder value-creation strategies
(Freeman et al., 2007).

Change-the-rules strategies
Formal rules change through government
Change the decision forum
Change the kinds of decisions that are made
Offencive strategies
Change the beliefs about the firm
Do something (anything) different
Try to change the stakeholder’s objectives
Adopt the stakeholder’s position
Link the programme to others that the stakeholder views more
favourably
Defencive programmes
Reinforce current beliefs about the firm (“preach to the choir”)
Maintain existing programmes
Link issues to others that the stakeholders sees more favourably
Holding programmes
Do nothing and monitor existing programmes
Reinforce current beliefs about the firm

non-supportive stakeholders are best managed using a defen-
cive strategy, supportive stakeholders should be informed and
involved in relevant issues and marginal stakeholders should
be monitored.

After categorizing, Ford et al. (2009) offer strategies that
best fit each of the six categories. These are presented in
Table 1. The power/interest matrix (Johnson et al., 2014)
places the stakeholders into one of the four matrix quadrants
A, B, C or D. The key players in quadrant D are of major
importance. In quadrant C the strategy is to keep the
stakeholder satisfied, in quadrant B the strategy is to keep the
stakeholder informed and the strategy for the stakeholder in
quadrant A is minimal effort.

Maon et al. (2009) present the stakeholder management
practised by Philips, one of the case companies, which is
tailored to the categories of stakeholders. This practise has
been used as inspiration for this study.

3. Methodology

In order to explore how a company reacts to and appropriates
stakeholder management theory a case study is chosen as
a research method. Case study research is relevant if the
questions require an extensive and in-depth description of
a phenomenon (Yin, 2009) and allows the researcher to
investigate social phenomena in real-life contexts. (Miles and
Huberman, 1994; Yin, 2009). Furthermore, single case studies
are particularly powerful for exploring a phenomenon in
its context (Eisenhardt and Graebner, 2007). Boliden AB was
selected as the case company based on the following criteria:
its high CSR profile, sustainability reporting, local context
and interesting field competencies such as metal recycling.
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Table 3 – General information about the workshops.

Action Post Time (h) Date

Workshop 1 Senior Vice President Corporate Responsibility, Director Group Sustainability, Information
Manager, Director Group HR

4 26 Sept 2013

Workshop 2 Senior Vice President Corporate Responsibility, Director Group Sustainability, Information
Manager, Director Group HR

4 28 Oct 2013

Workshop 3 Senior Vice President Corporate Responsibility, Director Group Sustainability, Information
Manager, Director Group HR, Energy Efficiency Manager

4 04 Feb 2014

Workshop 4 Senior Vice President Corporate Responsibility, Director Group Communication, Director
Group HR, Energy Efficiency Manager, Health and Safety Manager

1 26 May 2014

Table 4 – The table presents overall information about the four steps of the study.

Case study steps Data source Purpose with data collection

1. Stakeholder assessment Workshops 1–2, 4 To state the corporate mission, identify stakeholder
interest, and identify corporate strategies for stakeholders

2. Stakeholder behaviour analysis Workshops 1–2, 4 To identify stakeholder’s actual or observed behaviour
and list behaviour that would help or prevent the
organization from achieving its goals.

3. Assessing stakeholder strategies Workshops 1–2, 4 To analyze current behaviour, i.e. the cooperative
potential (CP) and competitive threat (CT) of each
stakeholder

4. Developing specific strategies for stakeholders Workshops 3–4 To develop specific programmes for each generic strategy
of stakeholders

Boliden AB’s operations are described in Section 4. The
company is organized into the four business units of mines,
smelters, treasury and finance and corporate responsibility.

This study focuses on the business unit Corporate Respon-
sibility (CR), led by the Senior Vice President Corporate Re-
sponsibility (SVPCR). This unit consists of the Director Group
Communication (DGC), which is responsible for strategic,
internal and external communication, the Director Group Hu-
man Resources (DGHR), responsible for strategic labour prac-
tises, and the Director Group Sustainability (DGS), which is
responsible for the environment, quality, occupational health
and safety. These four managers are the main respondents
in the study and are referred to as ‘the managers’. Towards
the end of the study the DGS was replaced by the Energy Ef-
ficiency Manager (EEM) and the Health and Safety Manager
(HSM).

The case study data was collected at interactive workshops
held in a conference room at the organization’s head office
in Stockholm. Each workshop began with a presentation of
the day’s agenda and the current theory. General information
about the workshops is provided in Table 3.

Interactive research is based on the joint learning that
takes place between the participants and the researcher
during the process (Svensson and Aagaard Nielsen, 2006) and
that researchers can contribute in multiple ways Johannisson
et al. (2008). Interactive workshops produce insights that
cannot be gleaned in any other way (Eden and Huxham, 1996).
During the workshops I contributed with my knowledge
of stakeholder theory, which complemented the knowledge
already possessed by the managers. In the mediating process
I tried to simplify and translate stakeholder theory and make
it more easily understood. I also created opportunities for
reflection by using questions or challenges to support the
learning process.

The managers and I were satisfied with the choice of
interactive workshops as a way of converting theory to
practise. Despite this, the theory was sometimes perceived as
‘too theoretical’ and sometimes as ‘too simple’. This occurred
during the evaluation of the stakeholder groups’ CP and CT,
when the managers wanted a five-grade scale instead of

merely ‘high’ or ‘low’. However, in general the interactive
workshops worked very well in terms of data collection.

In order to enhance the reliability of the study the data
collection is described in a way that allows for comparisons
to be made. The internal validity can be seen as weak, in
that the case study is only based on interactive workshops.
However, the fact that this study is part of a larger case
study that triangulates the workshops with interviews and
documentation strengthens its internal validity. The external
validity is higher in that the case is ‘the managers’ reactions
and appropriations of stakeholder theory’ and not the actual
result of the workshops.

Four of the seven practical techniques for managing
stakeholders presented in ‘Managing for stakeholders:
Survival, reputation, and success’ (Freeman et al., 2007) have
been used in this study. These are outlined in Fig. 1.

The techniques ‘understanding the stakeholders in more
depth’, ‘creating new modes of interaction with stakeholders’
and ‘developing integrative value creation strategies’ have
been omitted in this study. Understanding the stakeholders in
more depth requires the acquisition of detailed information,
e.g. from historical records, the experiences of individual
managers and by interviewing individual stakeholders. This
was not possible within the time frame of the study and was
left for the company to do at a later stage. The techniques
for ‘creating new modes of interaction with stakeholders’
and ‘developing integrative value creation strategies’ will be
followed up in future research. Hence, the study consists of
the four steps described in Table 4.

4. The case study context

Boliden AB is a mining and metals company with core
competencies in the fields of exploration, mining, smelting
and the recycling of metals. The group has approximately
4400 employees distributed over four mining areas, six
smelters, three marketing offices and one head office. The
four mining areas are Aitik, Tara, Garpenberg and Boliden.
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Fig. 1 – The theoretical framework of the case study. The broken line boxes represent a technique that is not included in
the study.

All the mines produce complex ore containing zinc, copper,
lead, gold and silver. Boliden’s five smelters refine metal
concentrates and other raw materials, such as electronic
scrap, metal scrap, metal ashes and end-of-life car batteries,
in order to produce pure metals and customized alloys.
Boliden’s marketing offices in Sweden, Denmark, the UK and
Germany manage the sale and purchasing of raw materials,
metals and by-products. The metals and by-products are sold
and transported to customers, e.g. steel companies and other
manufacturers of semi-finished products.

The Boliden group management has ultimate responsi-
bility for Boliden’s sustainability work, which is conducted
through the CR business unit and group-wide networks. So far
the sustainability work has focused on employees and envi-
ronmental responsibility. For the employees this has meant a
safe working environment, health and lifestyle programmes,
equal opportunities and diversity. Environmental responsi-
bility includes environmental management systems, energy
consumption and carbon dioxide emission rights (Boliden,
2010). In 2012 sustainable development was given a much
more important role. SVPCR states that “Sustainability has
probably never been as important for Boliden as it is right
now.” The text describing sustainable development increased
from two to ten pages in the company’s annual report and
the focus areas have been expanded to include Boliden’s
employees, Boliden’s environmental work and the first sus-
tainable link in the metals’ value chain. With regard to
Boliden’s employees, this includes creating a safe work en-
vironment and securing tomorrow’s talent pool. Boliden’s

environmental work focuses on zero environmental acci-
dents, minimizing emissions and discharges to air and wa-
ter, a strategic approach to energy issue work, extraction from
and discharges to water sources, limiting the impact on the
physical environment, sustainable land and forestry man-
agement and responsible waste management. The first sus-
tainable link in the metals’ value chain consists of business
partners and the evaluation of business partners (Boliden,
2012). The company’s interest in sustainability management
continues (Boliden, 2013).

5. The case study’s steps

This section presents the results from the four case
study steps: stakeholder assessment, stakeholder behaviour
analysis, assessing stakeholder strategies and developing
specific strategies for stakeholders with descriptions of how
the theory was applied and how the managers reacted. Each
workshop began with a presentation of the day’s agenda and
the current theory (see Section 2).

5.1. Stakeholder assessment

The purpose of the stakeholder assessment was to state the
corporate mission, identify stakeholder interest and identify
corporate strategies for stakeholders. The corporate mission
had already been stated by the executives and is published
on the corporate website: “We produce metals for modern
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life.” We then briefed on the corporate-wide stakeholder map
constructed in a connecting, ongoing study and recapitalized
the salient stakeholder groups in order to identify the salient
stakeholder’s interest. The generic, salient stakeholder
groups are employees, capital market, neighbours, owners,
business partners, the media, public opinion makers and
authorities. Some of these stakeholder groups have sub-
groups. For example, the capital market includes lenders and
stock exchange analysts, the employees include trade-union
representatives and the business partners include customers,
suppliers and contractors. I asked whether they should focus
on specific stakeholder groups (sub-groups) first, but they
thought that it would be best to start focusing on the generic
level and then include the specific level if necessary.

We began by identifying the employees’ stakes. DGS said:
“I think it’s important to feel secure and to feel that you have
a meaningful role and a job to be proud of.” SVPCR continued:
“You want to be a part of a whole, but you also want
money.” DGC questioned: “But work is money, isn’t it?” The
group then discussed the need for a division into employees
under a collective agreement and employees who are salaried
employed, but decided that this was not necessary.

The next stakeholder group was the capital market. The
managers did not feel the need to identify stakes for the
specific stakeholder groups of lenders and analysts. SVPCR
explained: “They have the same stakes even if the quality
of the stakes differs. The lenders want stability and strength
and have self-interest in the company that analysts have
not.” DGC added: “The lenders have more power. Instead
the analysts affect the company through their influence on
others.”

The neighbours are interested in all types of environmen-
tal issues like dust, noise and pollution. They are also afraid
that the ponds will burst their banks and complain about the
wear and tear on roads and spoilt outdoor experiences.

With regard to the business partners, the stakes quality,
profitability, stability and reliability were easily identified.
They reflected somewhat on the CSR requirements and said
that business partners do not have as many requirements
as they should. SVPCR said: “It is Boliden that has demands
on them (aiming at entrepreneurs and suppliers), but
customers can have some demands regarding CSR issues.”
DGC commented: “The pressure for sustainable development
and CSR comes from employees, the capital market and
the media.” DGHR responded: “I believe that CSR is just
wishful thinking.” DGC added the term flexibility, because
this had been highlighted by the business partners in a
recent trademark analysis. The managers decided that no
specific stakeholder groups were necessary, “they are the
same stakes, even if the importance varies”.

Themedia’s stakes weremostly identified by DGC as trans-
parency, credibility, quick response, accessibility and CSR. The
public opinion stakes were easily identified as transparency,
credibility, commitment, competence, accessibility and CSR.

Legal compliance was the first authority stake to be
identified. Discussions continued about stakes beyond what
the law requires and specifically within the area of CSR.
The examples provided included the Swedish Environmental
Protection Agency and their stakes, namely the restoration of
old mines from the 1940s prior to environmental legislation.
DGC explained that: “In those situations authorities become
more of a NGO. . . they have dual roles.” DGHR continued:
“The county’s labour board wants us to take a greater
social responsibility, for example with trainees, action plans

for the long-term unemployed etc.” SVPCR continued: “The
authorities want us to set a good example, it is good for them
to have good examples.” DGHR added: “I also believe that they
think that we are sitting on a lot of money, you can always
turn to Boliden. . . .” DGC made the point: “But those views
fall within CSR and community involvement. . . .” The others
agreed with that comment and the discussion came to an
end. The identified stakes for all the stakeholder groups are
presented in Table 5.

The identification of current corporate strategies started
with neighbours. SVPCR said: “Boliden has a dialogue strat-
egy with neighbours. We are trying to have discussions and
a dialogue.” DGC added consultation when changes in opera-
tions are required. DGHR added open houses to the list. DGC
continued: “The Internet and sustainability reports give in-
formation. . . even if this does not stimulate dialogue.” SVPCR
concluded: “The current strategy is dialogue; the others are
simply channels for dialogue.” On the question of whether it
was a dialogue or the dissemination of information, the man-
agers stated that it was a dialogue, for example in the form of
open houses, discussions and consultations.

DGC suggested a dialogue strategy for the capital market,
for example at meetings and on capital market days. The
main purpose of the quarterly reports is to inform, although
between the reports a continuous dialogue does take place.
For the owners, Boliden holds shareholder meetings and
travels around the country talking about its activities and
answering questions. It also holds annual meetings at which
the owners can create a dialogue. The annual reports,
the Internet and the quarterly reports are intended to
provide information. Other meetings may also be necessary
if something particular happens in the company.

SVPCR said jokingly: “For the business partners we have
a control strategy.” DGC answered: “But with customers, it is
surely a dialogue, those sitting downstairs (sales personnel)
go around and meet the customers all the time.” SVPCR
replied: “. . . and the same goes for the suppliers”. The
managers decided to look at the forums for the dialogues
to see whether there were any differences between the two
groups. The discussions considered requirements for control,
the evaluation of business partners, requests for information
and how performance was monitored. DGC suddenly realized
that the discussion was heading in the wrong direction and
said:

“It is these stakes that we should consider (pointing to the
Excel sheet), we have to answer howwemeet these stakes.
What we are talking about now is our requirements on
them. But, how are we meeting their claims for quality,
profitability, stability, CSR, reliability and flexibility? We do
not meet these with the evaluation of business partners. I
believe we have to rethink. . . .”

Following this comment the managers again began to think
about creating dialogue strategies, for example using the New
BolidenWay (a lean concept approach), process development,
product development, complaint management, quarterly
reports, the Internet and meetings. DGHR said: “But are we
really so good at communication, it feels as though wemostly
communicate during the actual moment of business?” SVPCR
replied: “What do you mean?” DGHR explained that she did
not believe that there was very much communication after
the signing of a long-term contract. She was doubtful about
treating customers and suppliers alike. DGC replied:
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Table 5 – The table presents the stakeholder groups, their interests/stakes and Boliden’s current corporate strategies for
stakeholders.

Stakeholder Stakeholder interests/stakes Current corporate strategy for stakeholders

Employees Security, salary, benefits, job-fulfilment, personal
development, acknowledgement, CSR

Dialogue strategy through workplace meetings, personal
development discussions, training, leadership
development, Boliden’s group counsel, Boliden’s union
meeting forum, salary surveys, job evaluation,
remuneration systems, and My opinion.

Capital market Profitability, stability, increase in value, corporate
governance, competitiveness, CSR

Information/dialogue strategy via quarterly reports and
capital market days.

Neighbours Environmental impact, pond safety, landscape impacts,
community development, philanthropy

Dialogue strategy through consultation, open houses, the
Internet and sustainability reports.

Owners Profitability, increase in value, corporate governance Dialogue strategy through shareholder meetings, annual
meetings, annual reports, the Internet, quarterly reports
and meetings.

Business partners Quality, profitability, stability, CSR, reliability, flexibility,
business security

Dialogue strategy through the New Boliden Way, process
development, product development, complaint
management, quarterly reports, the Internet and
meetings.

The media Transparency, credibility, quick response, accessibility,
CSR

Information strategy through reports, the Internet,
meetings, press releases and interviews.

Public opinion
formers

Transparency, credibility, commitment, competence,
accessibility, CSR

NGOs—no strategy

Trade unions—no strategy
Business associations—public affairs work through
meetings, membership, representation and projects.

Authorities Legal compliance, CSR, community involvement Dialogue strategy through reports, meetings and projects.

“Well, sometimes a business partner is a customer and
sometimes a supplier, or both, in our industry this is a
fact, it all depends on the material you buy and sell. That’s
why we have chosen to treat them alike. The smelters for
example, are both customers and suppliers.”

DGHR continued: “But there are others who are only suppli-
ers. I think we care for customers in a completely different
way than a transport company in Kiruna or a recruitment
company.” DGC stuck to her point: “But if we work with the
New Boliden Way, process development and our strategies,
then we’ll become profitable and able to offer the job and
that’s what it’s about.” DGHR continued: “I only see this dia-
logue strategy in the procurement phase.” DGC strengthened
her position and ended with: “When it comes to strategies,
it might be important to divide business partners into cus-
tomers and suppliers”, with which DGHR agreed.

When identifying strategies for the media, DGC said:
“Well. . . it is not a dialogue, to be honest. The media wants
information from us but we get nothing in return. It is about
information via reports, the Internet, meetings, press releases
and interviews.”

Regarding public opinion formers, DGC said: “This is where
I feel we are the worst. If we are bad at business partners
we are useless with public opinion formers, maybe not trade
unions, but the rest.” DGHR replied: “We are not so good
with them either. . . .” SVPCR added: “When it comes to NGOs,
do we even have a strategy?” DGC answered: “No, we don’t
have a strategy for NGOs, but we actually do have a strategy
for business associations with public affairs work through
meetings, membership, representation, projects etc.” The
managers decided to divide the stakeholder group into the
earlier identified sub-groups of business associations, NGOs
and trade unions. There is no strategy for the trade unions;
instead the stakes are driven by the confederation of Swedish
enterprise, employers’ organizations with a focus on industry,
SveMin (Swedish Association of Mines, Mineral and Metal
Producers), etc.

When it comes to the authorities, the managers said that
dialogue is created by means of different kinds of reports,
meetings and projects.

The last stakeholder group to be considered was that of
employees and DGHR stated that in this context there was
a constant dialogue and that the most important channel
for information and influence was workplace meetings. She
stated: “That is where we deal with CSR issues, everything.”
SVPCR added: “Then we have personal development dis-
cussions, training, leadership development, Boliden’s group
counsel, Boliden union meeting forum, salary surveys, job
evaluation, remuneration systems and My opinion (employee
survey).” The strategies relating to how Boliden currently
meets the needs of its stakeholders are presented in Table 5.

The validation with stakeholders suggested by Freeman
et al. (2007), where the managers can match these results
against the data from stakeholders, is not included in this
study.

5.2. Stakeholder behaviour analysis

The purpose with the second step was to identify stakehold-
ers’ actual or observed behaviour and to analyze whether
the stakeholder groups helped or prevented the organiza-
tion from achieving its goals. This was done with the same
salient stakeholder groups, although the only two that gen-
erated any discussion were employees and neighbours. Ac-
cording to DGHR, employees have stakes about salary and
benefits and for those employed under a collective agreement
this is performed and collected through the trade unions. A
regular salaried employee has more individual requirements.
DGC suggested rarer examples like strikes and handling in
one’s notice. DGHR raised objections and said: “This might
be the case if you are dissatisfied here (in Stockholm, the
capital of Sweden), but it is not the case in Gällivare or Har-
javalta (small towns).” DGC disagreed: “Well, in Gällivare you
could change employer and work at LKAB (a minerals group)



28 S U S T A I N A B L E P R O D U C T I O N A N D C O N S U M P T I O N 3 ( 2 0 1 5 ) 2 1 – 3 3

Table 6 – Stakeholder behaviour analysis.

Stakeholder Behaviour Cooperative
potential (CP)

Competitive
threat (CT)

Strategy

Employees Collective agreements, individual requirements,
termination, loss of productivity, low motivation, lower
productivity, constructive suggestions, whistle-blowing

High High Swing

Capital market Dialogue, meetings, reports High High Swing
Neighbours Consultation, media, threats, hot line, authorities, protest

actions
Low Low Hold

Owners Dialogue, selling/buying shares, reports, through board
members, meetings, telephone calls

High Low Offencive

Business partners Meetings, emails, develop/terminate relations,
negotiations

High High Swing

Media Interviewing, writing/sending reports, contacts by
telephone/email, investigating

Low High Defencive

Public opinion formers
- NGO Actions, reports, movies, media, dialogue, social media,

lobbying, debates
Low Somewhat high

Low
Defencive

-Trade unions Lobbying, sanction strikes, debating Low Low Hold
- Business associations Lobbying, debates, reports, PR, education/training Low Hold
Authorities Sanctions, decisions, injunctions, demands High High Swing

instead.” DGHR responded: “In many places where we oper-
ate, there are no other employers to go to.” DGC continued:
“But then we risk nothing if we do not meet their stakes.”
SVPCR objected and said: “Well, we will have less produc-
tivity, lower motivation and protest actions.” He continued
by commenting on the identified behaviour and said “The
suggestions are quite negative.” DGC replied: “But, isn’t that
the point?” SVPCR developed the reasoning: “Employees can
propose their stakes in a constructive manner as well, they
can come up with ideas and suggestions for improvement.”
Then, DGHR filled in: “Regarding conflicts, employees also go
through the whistler-blower.” DGC questioned this: “But how
many go via the intranet?” DGHR responded: “Well, quite a
lot.” She continued and summarized this discussion: “Em-
ployees try to raise their stakes with their superiors and if
they don’t obey they turn to the unions.”

The neighbours’ identified behaviour included consulta-
tions, going to the media or the authorities, or more extreme
protest actions. DGS said that all the units have company hot
lines that neighbours can call to report vibrations, noise or
dust. DGC counteracted: “But are you sure about this, I under-
stand that we have received complaints about this in the me-
dia, because neighbours don’t know where to turn with these
issues.” DGS explained: “Yes, we have communicated phone
numbers and how to act. But this can be the kind of informa-
tion that you can repeat and repeat and still people don’t get
it.”

For the rest, the capital market, owners, business partners,
the media, public opinion formers and authorities the
behaviour was easily and quickly identified and agreed on.
The result is presented in Table 6.

The next task was to evaluate the stakeholder groups CP
and CT, i.e. the former a behaviour that could be helpful to
Boliden and the latter a behaviour that could prevent Boliden
from achieving its objectives (Freeman et al., 2007). After
presenting the current theory the managers wanted to use
a five-grade scale. I told them that according to the theory it
had to be ‘high’ or ‘low’. SVPCR objected and said: “What!Why
can’t we have amedium or a five-grade scale? Can you explain
that to me?” This is an example of my translation making the
theory ‘too simple’. Instead, we decided to use the more fine-
tuned alternative with the ‘somewhat low’ and ‘somewhat
high’ (Freeman et al., 2007) options. Despite this initial

objection to the grading, the managers only used the fine-
tuned alternative once. The grading was easily performed
with very little disagreement and the result is presented in
Table 6.

5.3. Assessing stakeholder strategies

The purpose of the third step was to analyze current
behaviour, i.e. the CP and CT of each stakeholder. The salient
stakeholder groups ended up in all four categories of groups:
swing, defencive, offencive and hold. The result is presented
under ‘Strategy’ in Table 6.

5.4. Developing specific strategies for stakeholders

The aim of the fourth and last step was to develop ‘change-
the-rules’ strategies for swing stakeholders, offencive strate-
gies for defencive stakeholders, defencive strategies for
offencive stakeholders and holding programmes for hold
stakeholders. The group now included the EEM. The theory
was presented, including Table 1, which provides a summary
of the specific value creation strategies that can be developed.
Other examples from my theoretical framework were intro-
duced in order to further enlighten the managers. First, the
work of Ford et al. (2009) was presented, and especially the
examples for a general strategy presented in Table 2. I then in-
troducedMaon et al. (2009) and their Table 2, which shows the
stakeholder dialogue at Philips. We started with the ‘change-
the-rules’ strategy. DGS wondered: “Can you really have the
same strategy for employees and authorities, for example? I
see it as very difficult.” DGHR continued: “Authorities is a gi-
gantic field. Do we have the same ideas about the social in-
surance office as we have about the environmental protection
agency?” DGS suggested:

“There is one thing though, if we do not meet the author-
ities with extreme honesty, cards on the table, openness
and transparency, we are in for serious problems. We have
to act in a way that builds confidence. . . they must have
confidence in us, otherwise we will end up in the cold.”

DGHR agreed and said: “Yes, that is common to all. But with
some, we have more of a consensus. . . ” SVPCR continued;
“. . . and with some it is more difficult”. DGS continued: “If we
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look at the swing stakeholders, building confidence is actually
common to them all, even if the relationship with employees
for example is of a more personal nature.” DGC was hesitant:
“I can agree that confidence is important, but the question
is whether it would prevent the long permitting processes,
for example?” DGHR replied: “But our strategies can’t change
permitting processes.” DGS continued: “When it comes to the
business partners it is all about influence.” DGHR said: “. . . but
the base is always confidence and trust”. SVPCR went into
detail:

“Well, confidence is something that we want from of
all our stakeholders, regardless of the strategy. But the
question is, are there different degrees of confidence?
How important is confidence? To influence in a certain
direction, that it is something else. We do not necessarily
want to influence all the stakeholder groups.”

DGHR wondered what he meant by this and said: “Well,
we want to a great extent influence business partners and
politicians, but not the capital market.” DGS filled in: “For the
capital market it is all about confidence, being reliable and
consistent in the reporting and informing.” DGHR wondered
whether the capital market was placed in the wrong generic
group, in that it differed from the other ‘swing’ stakeholders.
DGC assured her by giving examples:

“If the capital market is displeased we will drop in the
stock market and the risk of takeover will increase. On the
other hand, with a high share price there are great pos-
sibilities: the risk of takeover decreases, we can borrow
money on good terms, which in turn increases the oppor-
tunities for investment and expansion etc.”

Instead, SVPCR suggested: “Perhaps it is the employees
who differ? The others are external. . . .” DGS suggested that
the employees should be offencive stakeholders with great
possibilities and no threat, but the others disagreed.

As the managers found it difficult to see any common
ground between the ‘swing’ stakeholders I decided to go over
the theory again (Freeman et al., 2007; Ford et al., 2009; Maon
et al., 2009). We realized that the managers had different
perceptions of the terms ‘strategy’. We also realized that they
had different perceptions of the term between themselves.
SVPCR stated: “The things that we do, that is ‘strategy’. What
we are about to develop is ‘objectives’. I think we need to
agree that a strategy is a general activity and not an objective.
An objective is something else.” DGHR and DGS were of a
different opinion: “The strategy comes first, as in building
confidence, and then comes activities in order to carry out
the strategy.” DGC protested:

“Hence, we have group level objectives; financial objectives
and then a lot of sustainability objectives, in my world that
is our objectives, that is what we want to achieve. Strategy
is how we are going to reach the objectives.”

DGHR was very confused:

“We seem to have a different grounding. I start with a vi-
sion, then there are different choices of path, i.e. strate-
gies, then I set objectives in order to fulfil the strategies.
The objectives are broken down into activities. . . that is my
picture.”

SVPCR continued: “In a normal business strategy there is a
vision, then we have a number of group level objectives, then
the development of strategies and strategies contain verbs,
the objectives do not.”

The discussion continued. After a while I went through
the theory again and said “We are now going to develop
four strategies. For the swing stakeholders it is a matter of
keeping them positive. What is your strategy? By this stage
the managers had discussed the terms back and forth for
a very long time and were now starting to use the same
language. SVPCR responded:

“Well, a general objective is to create good relations with
the stakeholders. That goes for all four groups. Good
relations are created in different ways depending on
our stakeholders. Regarding the ‘swing’ stakeholders; the
politicians and the capital market, how do we create good
relations with them?”

DGC responded:

“We can’t create confidence if the stakeholders don’t know
what we do, so an important aspect is that we enhance the
awareness about Boliden’s operations. We always assume
that everyone knows who we are, what we do, know the
concept we work with and how our market works etc. But
they don’t. I think we will end up going wrong if we try to
build confidence without awareness.”

DGS started to develop the strategy for the ‘swing’ stake-
holders on the whiteboard: “build confidence through open-
ness and transparency. . . and that will create loyalty among
the stakeholders through certain activities. . . ” DGC objected:
“But do we want loyalty? From the employees perhaps, but
not from the capital market. That is contrary to all the rules
and we will end up in jail.” SVPCR agreed and said: “loyalty is
overambitious, by the way”. DGS tried again: “Loyalty as the
result from building confidence through openness and trans-
parency. If you are open and transparent then you tell every-
thing, even the bad stuff and that is what builds confidence.”
DGC clarified:

“By awareness I mean knowledge about our operations
and our context. For example, what drives the demand for
metals and how does our industry work. With regard to
the trading of metals, what do we need metals for? How
are metals produced? Awareness about these things needs
to be enhanced if we are going to build confidence.”

The managers discussed whether all the stakeholders
needed to have awareness. DGC highlighted the importance
of awareness: “When we have a situation (issue) it is
too late. Then it doesn’t matter how hard we try to
communicate. The stakeholders need to have awareness
before something happens.” I asked what they thought about
the strategy so far. SVPCR was quite pleased but preferred
knowledge to awareness. I read out the strategy again
after changing awareness to knowledge and repeated the
question. DGHR argued strongly: “I don’t believe that you
can build confidence with the employees with knowledge
about Boliden, absolutely not, that comes with leadership and
how you as a leader behave.” DGC responded: “But different
knowledge is required for the different stakeholder groups.
Knowledge for the employees is not the same as knowledge
for business partners.” DGHR was still not convinced. DGS
tried again: “Build confidence and strengthen Boliden’s
attractiveness by increasing knowledge about Boliden with
openness and transparency.” DGC said: “Should we really
have attractiveness?” SVPCR stated: Yes, attractiveness is very
important for the employees, potential owners and business
partners.” He gave an example; “If the capital market finds
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Table 7 – The developed specific strategies for stakeholders and the means of interaction (influenced by Maon et al.,
2009).

Stakeholder
groups

Strategy Means of interaction

Group level Business unit Mines & smelters

Employees Build confidence and strengthen
Boliden’s attractiveness by
increasing knowledge of Boliden
with openness and transparency

Boliden magazine,
Intranet, policy
documents, corporate
information, networks,
skills training, leadership
development, general
managers meeting,
Boliden union meeting
forum, salary surveys, job
evaluation,
compensation, my
opinion

Intranet, policy
documents, business unit
networks, skills training,
leadership development,
union meeting forum,
salary surveys,
compensation rules, my
opinion, safety
committee

Workplace meetings,
performance appraisal,
training, leadership
development, union
meeting forum,
compensation rules, my
opinion, safety
committee, safety
inspections

Capital market Capital market days,
quarterly reports, annual
report, road-shows,
individual meetings, GRI

Business partners Policy documents, tools,
contracts, audits,
evaluation of business
partners (EBP), suppliers
summit, Internet, conflict
management

Contracts, audits, EBP,
conflict management,
IDB (innovation data
base)

Contracts,
entrepreneurial training,
audits, EBP, conflict
management, complaint
management, process
development, product
development, IDB

Authorities Meetings, studies,
projects

Meetings, studies,
projects

Reporting, meetings,
dialogue, projects, permit
applications

Media Increase the legitimacy of our
role in society

Information, reports,
internet, meetings, press
releases, use
ambassadors, interviews

Information, meetings,
use ambassadors,
interviews

Information, meetings,
use ambassadors,
interviews, site visits

NGOs Collaboration on
biodiversity, resource
efficiency, global
commitment to the
mining industry,
sustainability issues

Sponsorship and
collaboration

Sponsorship and
collaboration

Owners Increase confidence and
strengthen Boliden’s
attractiveness by increasing
knowledge about Boliden with
openness and transparency

Shareholder meetings,
annual meetings, annual
reports, the Internet,
quarterly reports,
meetings

Neighbours Enhance the image of Boliden as
a responsible company

Internet Dialogue, consultation,
open house

Dialogue, consultation,
open house

Trade unions Collaboration projects,
dialogue

Business
associations

Public affairs, meetings,
membership,
representation, projects

Public affairs, meetings,
membership,
representation, projects

Membership, projects,
working teams

us attractive we will get more and better owners.” The final
strategy is presented in Table 7.

The managers proceeded with means of interaction and
used the Excel sheet. DGS thought that it would be useful to
divide themeans of interaction into adequate interface, group
level, business unit andmines & smelters. Themanagers then
began to look at where means of interaction should occur,
which was actually quite time consuming. EEM hesitated:
“But shouldn’t we talk about a change too, that we should
change something. . . . there are no new angles here?” DGHR
agreed. DGC stated: “I do not see that we have to invent new
activities, it is all about making a better match between the
content and the strategies.” The result is presented in Table 7.

The next task was to develop an offencive strategy for
the defencive stakeholders. The theory was outlined first.

SVPCR noted that the objective was the same, namely good

relations with all stakeholders. DGS said: “Here we have to

work with the stakeholders’ negative prejudices. We may

have to focus on specific issues that the stakeholders are

against, such as whether they are having problems with us

extracting from the ground.” SVPCR continued: “. . . then it is

more about an understanding for of our role in society, the

extraction of metals. . . that our role in society is legitimate”.

DGC hesitated: “But if we have a stakeholder that is totally

against the extractive industry, how do you address that?”

DGS objected: “I believe that we have done that, partially,

for example with the film about the metals.” DGC was not

convinced: “That stakeholder group is not influenced by that

kind of information!” DGS continued: “Maybe not, but I think
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we have to use that kind of reasoning here.” SVPCR thought
that these groups were beyond all help. DGS agreed and said:

“You can think what you want but you have to take the
consequences into consideration as well. The tricky part
is those who are against metal extraction but want all the
products, the latest mobile phone, for example.”

SVPCR agreed and said: “Then it is all about making them
understand our important role in society.” All the managers
agreed on the strategy to ‘Increase the legitimacy of our
role in society’ and moved towards the means of interaction
for the media and NGOs. This resulted in a long discussion
about how to interact with NGOs, although very little was
generated. The strategy andmeans of interaction is presented
in Table 7.

The next task was to develop the defencive strategy for
offencive stakeholders, i.e. the owners. After running through
the theory DGS suggested: “What about strengthening
confidence in Boliden’s future prospects . . . an optimistic
view about Boliden’s future prospects?” DGC said that the
strategy for the swing stakeholders could work for the owners
too. The others agreed. SVPCR continued: “The owners
already have some trust in us, so it’s about increasing their
confidence.” DGC suggested the word building rather than
increasing, but SVPCR disagreed: “When I talk about building
confidence I assume that confidence is almost zero.” DGC
accepted this and the others decided to change the first
word ‘build’ from the swing strategy into ‘increase’ and
keep the rest. They were not completely satisfied with the
strategy but decided to leave it as it was. The result was
‘Increase confidence and strengthen Boliden’s attractiveness
by increasing knowledge about Boliden with openness and
transparency’. The means of interaction that were identified
were shareholder meetings, annual meetings, annual reports,
the Internet, quarterly reports and meetings. It was agreed
that the owners were a stakeholder group that they only
worked with at the group level. The strategy and means of
interactions are presented in Table 7.

Last but not least we turned to the holding strategy and
again began by going through the theory. SVPCR initiated:
“Many of these hold stakeholders are indifferent to that point
something happens. This requires a more preventive strat-
egy.” DGC opposed: “Perhaps I’m single-minded, but I believe
that the swing strategy applies to all stakeholders, we want
to build or maintain the trust of our stakeholders. It is specif-
ically true for neighbours.” SVPCR was critical: “If the swing
strategy fits all stakeholders it is far too general.” DGS sug-
gested that the image of Boliden as a responsible community
player should be enhanced. Both SVPCR and DGHR agreed
and SVPCR clarified: “These stakeholder groups won’t do any-
thing until something happens and when it does it is impor-
tant that they start off with a positive attitude.” DGHR liked
‘community player’, but SVPCR preferred ‘company’. The fi-
nal result was ‘Enhance the image of Boliden as a responsible
company’ and the means of interaction is presented in Ta-
ble 7.

6. Conclusions and discussion

The study demonstrates that theory can easily be converted
into practise. The techniques for managing stakeholders are
especially useful for large companies making a major impact
on the environment or society and cover stakeholders with
different and often divergent stakes. A good example is the

extractive industry. The suggested techniques can provide
these companies with ways of working that categorize,
systematize and make stakeholder management more
effective, in that the main reason for developing specific
strategies for stakeholders is to satisfy multiple stakeholders
simultaneously.

Moving from theory to practise generated interesting
discussions and made the company look at its stakeholders
from different perspectives. The managers highlighted the
importance of discussing stakeholders within the framework
of their own field of responsibility, discussing stakeholders
with other managers and being able to put stakeholders into
a common context. The interactive workshops provided a
forum for stakeholder discussions. The study shows that a
lot of the ‘interaction with stakeholders’ presented in Table 7
that takes place is actually the dissemination of information,
for example via the Intranet, the Internet, sustainability
reports, press releases and quarterly reports, rather than
interaction or communication. When companies decide to
leave the stakeholder information mode (Helin et al., 2012)
and embrace the core of stakeholder management, i.e. by
joint decision making, co-optation (Rhenman, 1968) and
managing the relationships with its stakeholder groups in an
action-oriented way (Freeman et al., 2007), these discussion
forums are important.

The stakeholder assessment had the intention of stat-
ing the corporate mission, identifying stakeholder interest,
identifying corporate strategies for stakeholders and was
performed with relative ease. The managers felt that it was
sufficient to use the generic level of stakeholders and the spe-
cific level was only used once when identifying the stakes
for public opinion formers. In traditional management sys-
tems, for example according to ISO 14001 for environmental
management, ISO 50001 for energy management, or OHSAS
18001 for occupational health and safety (OHS) management,
it is essential to identify, evaluate and keep a record of en-
vironmental, energy and OHS aspects. In SMS this record
should consist of sustainability aspects, i.e. stakes, which be-
sides including the earlier mentioned aspects also includes
aspects from other areas, such as human rights, fair operat-
ing practises and community involvement and development.
The stakeholder assessment performed in this paper works
well for the identification and documentation of sustainabil-
ity aspects (stakes) and can form the basis for SMS. As already
indicated, it was easily performed and the result of the as-
sessment, i.e. stakeholders, stakes and current strategies, is
presented in Table 5. Nevertheless, the stakeholder assess-
ment has some practical shortcomings. The identified stakes
lack a good structure and many are related to principles
rather than concrete issues. A better structure is needed if
the stakes are to correspond better to conceptual SMS frame-
works (Asif et al., 2013) and also to support the process of
identifying stakes. When the managers performed the task
they focused more on corporate governance than CSR despite
the fact that CSR was their main responsibility. They detailed
more specific CSR stakes for labour practises and the environ-
ment, but for the most part identified the stake as CSR, which
is a very general term.

One way of improving the stakeholder assessment would
be to adopt the structure of the international standard
for social responsibility, ISO 26000. The standard consists
of seven core subjects, each with related issues. Appendix
shows how the managers’ identified stakes can be organized
into the new structure. This adoption also suggests new
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Table A.1 –

ISO 26000 core subjects and issues Managers’ identified stakes

Organizational governance Transparency, reliability, credibility, accessibility, legal compliance, competence,
commitment, flexibility, profitability, stability, increase in value, business security

Human rights
Due diligence
Human rights risk situations
Avoidance of complicity
Resolving grievances
Discrimination and vulnerable groups
Civil and political rights
Economic, social and cultural rights
Fundamental principles and rights at work

Labour practises
Employment and employment relationships Security
Conditions of work and social protection Salary, benefits
Social dialogue
Health and safety at work Job-fulfilment, acknowledgement
Human development and training in the workplace Personal development

Environment
Prevention of pollution Environmental impact
Sustainable resource use
Climate change mitigation and adoption
Protection of the environment Pond safety
Biodiversity and restoration of natural habitats Landscape impacts

Fair operating practises
Anti-corruption
Responsible political involvement
Fair competition Competitiveness
Promoting social responsibility in the value chain
Respect for property rights

Consumer issues
Community involvement and development
Community involvement
Education and culture
Employment creation and skills development
Technology development and access
Wealth and income creation
Health
Social investment Philanthropy

possible stakes which for different reasons the managers
have ignored or overlooked, and corresponds with the
conceptual frameworks presented by scholars. Hence, from
the SMS perspective, the stakeholder assessment would
benefit from a more structured approach. The stakeholder
assessment would also work well if the stakeholder stakes
documentation was translated into objectives, targets,
programmes, action plans (Azapagic, 2003; Singh et al., 2007)
procedures and practises (Asif et al., 2013; Singh et al., 2007).
How this will unfold in practise is something for future
research.

The stakeholder behaviour analysis aimed to identify a
stakeholder’s actual or observed behaviour and determine
whether the stakeholder groups would help or prevent the
organization from achieving its goals. The identification of
behaviour was not difficult and the only two stakeholders to
generate any discussion were employees and neighbours. In
the analysis the managers questioned the theory and wanted
a five-grade scale instead of the presented two-grade scale.
We decided to use a more fine-tuned alternative (Freeman
et al., 2007), but despite this initial objection the managers
only used the fine-tuned alternative once. This suggests that
even though theory may at first seem to be very theoretical
and difficult to practise, in the right settings it can work well.

The last step was to develop strategies for the generic
stakeholder groups. It was here that the major practical
challenges appeared and the path from theory to practise
seemed difficult. The managers found it difficult to see any
common ground between the stakeholder groups in each
generic group. After long discussions we realized that the
managers had different perceptions of the term ‘strategy’
and also had different perceptions of the term between
themselves. After a calibration of the concept we completed
the task and the managers were quite satisfied with the
result. Thus, if a company is going to convert theory to
practise it is important to make sure that the definitions of
the main concepts are the same and are fully understood by
all the practitioners, despite their different areas of expertise.
This would save a lot of time and effort.

The stakeholder behaviour analysis divided the salient
stakeholders into four generics based on their ability to help
or prevent Boliden from achieving its goals. Strategies for
how to manage the different generics were developed and
the means of interaction were identified. These strategies
should be translated into objectives, targets, programmes,
procedures and practises (Singh et al., 2007). The company
could use the means of interaction and fill them with
action. The objective to ‘Build confidence and strengthen
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Boliden’s attractiveness by increasing knowledge about Boliden with
openness and transparency’ could mean communicating good
news storeys, providing more detailed information about its
operations, making important decisions known to employees
via the intranet or the Boliden magazine on a regular basis,
or producing an annual sustainability report based on the GRI
guidelines for the capital market. The objective to “Enhance the
image of Boliden as a responsible company” among neighbours
could mean publishing information about the monitoring
and measurement of important hazardous emissions from
the operations or about routines for pond safety on the
Internet. This would of course mean that procedures and
practises would have to be in place so that the translation
from stakeholder strategy into business processes could be
performed. How all these aspects will be incorporated into
a company’s ongoing daily activities will be an interesting
subject for future research.

Appendix

Presents the fit of identified stakes within the structure of ISO
26000 (see Table A.1).
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