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Abstract 

Despite the globally growing interest in corporate responsibility (CR), there is little practical as well 

as academic knowledge of CR practises in the media sector. The aim of this study is to make a 

contribution to the evolving understanding of what CR implies in the media sector by applying a 

stakeholder approach to a case study, which is Alma Media, a Finnish media corporation. Firstly, 

from the corporate perspective, the objective of this study is to provide Alma Media with a CR 

agenda, based on the CR priorities defined in stakeholder interviews. Secondly, from a more 

theoretical point of view, this study aims to evaluate the stakeholder theory as a means of defining 

the CR characteristics of the media sector in Finland. 

 The main body of the primary data is collected by 44 stakeholder interviews, supported 

by participant observation at the case company. The data is structured with content analysis and 

analysed according to the stakeholder categorisation of Mitchell, Agle and Wood (1997) in order to 

prioritise between the different stakeholders and their CR interests. 

 The findings indicate Alma Media’s CR priorities are a mix of media ethics (reliability, 

responsible journalism, journalistic integrity), traditional CR issues (environment, personnel) and 

cultural responsibility (locality, citizenship). Most stakeholder demands concerns environmental 

responsibility. To understand media CR on a general, global level, further research is needed to 

confirm the findings of this study and, particularly, to highlight the international differences and 

similarities in media CR. 

 Concerning the theoretical objective of the study, the study concludes that the Mitchell, 

Agle and Wood model helps to identify the priority stakeholders and CR issues but fails to capture 

the multi-dimensional nature of the power attribute and the role of stakeholder networks in the 

management of CR. Thus, stakeholder theory provides valuable insight into CR management but 

further research on stakeholder network models is needed. 
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1. Introduction 

In this chapter, the research problem and the aim of this study will be stated. Moreover, the specific 

research questions are represented. Furthermore, the limitations of the study are shortly addressed 

and a short overview of the outline of the study is given. 

 

1.1. Problem statement 

Corporate responsibility (CR), corporate social responsibility (CSR), corporate citizenship, business 

ethics and many other similar designations all imply a responsible perspective to making business
1
. 

The CR phenomenon has been on the rise since the late 1990s (May et al. 2007), and an ever-

growing number of companies from different sectors has taken the initiative to rise to the 

sustainability challenge. Although the defining of a CR agenda varies markedly from one sector to 

another, most sectors share the key CR issues – economic, social and environmental responsibility 

(eg GRI 2009; May 2007). However, there are industries that defy the established CR as they have 

some unique sectoral characteristics that need particular consideration.  

 Media corporations are an example of a sector that cannot define its responsibility 

without particular attention to its unique character (Media CSR Forum 2008). As media is facing a 

time of radical change due to a variety of challenges linked to digitalisation, the Internet and 

globalisation, the question of the media’s role and responsibility in society has become worldwide a 

topic of increasing attention (VKL 2009). As yet, however, only a number of media corporations, on 

the global level, have been able to tangle the problematic of CR in the media industry in a credible 

manner – and even fewer academics have embarked on this venture. 

 Media corporations face the same economic, ecological and social CR challenges as all 

corporations but with the addition that media is an actor in society possessing incomparable 

influence (Media CSR Forum 2008). With this great power comes great responsibility – 

responsibility that is intangible and immaterial and, thus, defies established CR definitions and 

evaluation methods.  

 So far, only a tenfold of media companies have globally tangled the issue and defined 

their CR agenda in terms of a media-specific insight into their key responsibilities. In the United 

Kingdom (UK), a forerunner in trying to tangle the dilemma of media CR, a stakeholder CR forum 

                                                 
1
 In this study, the term corporate responsibility is used when referring to a responsible perspective to doing business – 

for a more thorough discussion, see chapter 3. 
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has been established and an annual CR stakeholder survey has been carried out several years running 

(Media CSR Forum 2008). In Finland, the geographical focus of this study, no media corporation has 

thoroughly explored the subject matter.  

In the academic CR literature, the media is tackled from a media-as-a-stakeholder perspective 

(eg Weiss 1998), not from the stakeholders-of-the-media perspective. However, there are a growing 

number of studies on the role of media in promoting sustainability in society (eg Ereaut & Segnit 

2006). In political economics, media companies have been researched from a power concentration 

perspective (eg Meier & Trappel in McQuail & Siune (ed.) 1998). Moreover, for decades, the 

responsibility of the press has been analysed from a social responsibility perspective (eg the Hutchins 

Commission 2009). Yet, the specific issue of CR in media corporations lacks wider academic 

attention.  

As environmental and social awareness is gaining more ground amongst the general public, 

professional as well as academic interest in and demand for an understanding of how the CR 

framework should be formulated and managed in the context of media companies is considerable. 

How, then, could this problematic be tackled? 

1.2. The aim and the research questions 

Although there are several methods and theories in the CR toolbox that may help define the key CR 

issue areas of a certain corporation or sector, stakeholder theory and analysis have lately become 

popular both amongst academics and professionals in the CR context. According to Moir (2001), 

current analysis of CR involves a stakeholder approach. Branco and Rodrigues (2007, 5) go further 

in stating that “a useful notion of CSR should be based on a stakeholder view”. In business, the same 

tendency towards a stakeholder-centred view on CR is confirmed by leading CR consultant 

comments (eg PricewaterhouseCoopers 2009) and illustrated in such declarations as the Act on 

Promoting corporate social responsibility by the European Union (EU) Commission (EU 

Commission 2006). 

 In a sector where the role of stakeholders is emphatic, such as the media sector 

(Malmelin & Wilenius 2008, Stern 2006; VKL 2009), a stakeholder approach to CR offers an 

evolving and dynamic understanding of how the CR agenda of a media corporation could be 

developed. As stated above, there is an evident lack of academic as well as professional knowledge 

of what the CR priorities in the media sector should be. Moreover, in Finland, where this case study 
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shall be carried out, the shortfall is even more pronounced due to the relatively slow development of 

the whole CR field in the country. 

The aim of this study is to provide supply for this demand – to make a contribution to the 

evolving understanding of the CR priorities in the media sector by applying a stakeholder approach 

to a case study, which is Alma Media, a Finnish media corporation. The aim can be formulated into 

two distinct objectives. Firstly, from a corporate perspective, the objective of this study is to provide 

Alma Media with a CR agenda, based on the CR priorities defined in a stakeholder analysis. 

Secondly, from a more theoretical point of view, this study aims to evaluate the stakeholder theory as 

a means of defining the CR characteristics of the media sector in Finland.  

In order to tackle the research problem – how the media CR is formulated (in Finland) when 

studied from a stakeholder theory perspective -, it is broken into some key research questions. Some 

questions are linked to the corporate as well as the theoretical objective, others to one or the other. 

 

 Who are Alma Media’s stakeholders? (both the corporate and theoretical objective) 

 How can they be prioritised with the help of a model developed by Mitchell, Agle and 

Wood (Mitchell et al. 1997)? (both the corporate and theoretical objective) 

 Which CR issues do Alma Media’s key stakeholders find the most important (both 

regarding Alma Media and the Finnish media sector at large)? (both the corporate and 

theoretical objective) 

 How do Alma Media’s stakeholders wish to continue the CR dialogue with Alma 

Media? (corporate objective) 

 

1.3. Limitations of the study 

There are some limitations to this study. Firstly, the results cannot be fully compared with previous 

results, as the issue has not been studied in this form in the past. Secondly, the study looks at CR of 

the media sector in Finland, from which derives that the results are not directly applicable under 

other circumstances. Even when considering other Finnish media companies, the results need critical 

scrutinising, as the data is gathered amongst Alma Media’s stakeholders. However, the interviewees 

are asked to consider the CR priorities of both Alma Media and the Finnish media sector at large. 

Thirdly, there are some inherent limitations in the interview method, which are more thoroughly 

discussed in the methods chapter. Finally, as defined in the research problem, the study takes a 

stakeholder theoretical view of CR, which means that also the study results need to be analysed from 

this perspective. Even within the stakeholder theory, there are several different schools of thought 

(Friedman et al. 2006), amongst which the perspective of this study is chosen.  
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1.4. Outline of the study 

The first chapter has provided an introduction to the subject and presented the purpose of the study. 

In the second chapter, a review of relevant literature is presented. Drawing on the literature review, 

the third chapter specifies the theoretical framework of this study, including the definition of the key 

concepts. In the fourth chapter, the epistemology and the methods of this study are discussed and 

Alma Media, the focus of this case study, is introduced. Chapter 5 represents the results of the 

stakeholder interviews and the theoretical analysis of these results. In the discussion chapter (6), the 

results of the study are discussed in the light of the research context. Moreover, based on the 

stakeholder interviews and the theoretical analysis of the results, some recommendations for Alma 

Media’s CR are presented. The last chapter finalises the study by summarising the main conclusions. 
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2. Literature review 

In this chapter, previous literature relevant to the subject matter is reviewed. First of all, an 

overview of CR issues of media corporations, as viewed by some major media corporations, 

international organisations and few scholars, is presented. Secondly, moving the focus from media 

corporations to the media itself, different perspectives on the responsibility of the media are 

summarised. Finally, this study is positioned vis-à-vis the reviewed literature. 

 

2.1. Media and corporate responsibility 

2.1.1. CR of the media sector – organisational perceptions 

Although the development of a media CR agenda is in many respects at an early stage, some non-

governmental organisations (NGO) have started considering what corporate responsibility of media 

corporations consists of. Perhaps the most far-reaching attempt has been made by the British Media 

CSR Forum, which is “a group of media organisations developing CSR and sustainability practices 

and understanding for the UK media sector” (Media CSR Forum 2008). All major British media 

corporations are involved in Media CSR Forum, which has published an annual stakeholder analysis 

based paper on the key CR issues of the sector for some years. The stakeholders of the British media 

sector were asked to choose, from a list of CR issues, the issues that they found the most important 

for the media sector.  

In 2008, the stakeholder hearing produced the following CR priority agenda (ibid.): 

 

The CR priority issues identified by Media CSR Forum (2008) 

 

Unique sector issues (in order of importance to the stakeholders) 

  Transparent and responsible editorial policies 

  Impartial and balanced output 

  Freedom of expression 

 Issues with special implications for the media sector 

  Information integrity 

  Promotion of sustainable development 

Citizenship 

 General issues 

  Corporate governance 

  Climate change 

  Customer relationships 

  

Although its starting point is rather empirical and practical than academic or theoretic, the 

Media CSR Forum analysis is the most systematic and ambitious undertaking to define media CR 
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that is available at the time of writing. In contrast to other studies on the responsibility of the media, 

the Media CSR Forum review takes account of both the media-as-a-journalistic-entity and the media-

as-a-corporation perspective. 

From a more media-as-a-journalistic-entity approach, United Nations Environment 

Programme (UNEP) has contributed to the media and social responsibility debate by the report 

“Media, Corporate Social Responsibility and Sustainable Development (SD)”, which focuses on “the 

role of the media in building CSR and SD agendas for business” (UNEP 2002, II). The focus is on 

analysing how journalism may affect sustainability practices and on how the media of different 

geographical areas has taken on the sustainability challenge in its content.  

Apart from the responsibility to promote sustainable development in its content, the media 

CR is defined in terms of accountability. Although the UNEP report does not comment on how a 

media CR agenda could or should be formed, it identifies some key actors that themselves hold the 

media accountable as opposed to the media holding other actors in society accountable for CR-

related issues. Peer pressure (other media companies), legislation, NGOs, shareholders and 

customers all contribute to CR gaining more and more attention on the part of media companies. 

According to the report, socially responsible investment (SRI) analysts claim that media corporations 

perform below average in the area of CR. This is illustrated by the low figures for CR reporting in 

the sector. (Ibid.) 

In addition to UNEP and Media CSR forum, the question of media CR is gaining ever more 

attention also among other international CR-related organisations. Global Reporting Initiative (GRI), 

a network based organisation that has developed the world’s most widely used CR and sustainability 

reporting framework, is working on the problematic of media CR at the time of writing. GRI has 

formed a media stakeholder forum that will define specific media sector guidelines for CR reporting. 

(Arango 2009-05-20.) Most importantly, the forum will make its statement on the subject of this 

study - what the CR priorities of the media sector are. However, the GRI process is at an early stage 

at the time of writing, meaning that the results of the GRI process can only be compared to those of 

this study after hand and cannot be included in this study. 

In Finland, media organisations such as VKL (the umbrella organisation for the Finnish 

media sector) have noted the importance of sustainability issues and embarked on their first CR 

projects but a comprehensive view of CR issues is yet to be adopted. So far, the focus has been on 

environmental aspects, such as the calculation of the carbon footprint of an average Finnish 

newspaper (KCL 2009). However, VKL has named responsibility one of the core themes of its 
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strategy for the Finnish media sector (VKL 2009), which is likely to encourage and bring about a 

need for a deeper understanding of the CR problematic also in Finland. 

2.1.2. CR of the media sector – corporate perceptions 

Regional differences in the level of CR of media companies are considerable. In Europe, Guardian 

Media Group (GMG) has developed its CR the furthest, taking on a CR approach as regards both its 

journalism - that is, its contents - and the management of the whole organisation. The national 

division of GMG, Guardian News & Media (GNM), defines its core sustainability
2
 themes as 

editorial (contents), business (eg good governance but also the economic sustainability of the 

newspaper business), commercial (eg sustainability in advertising), operations (Guardian’s own 

environmental aspects), people (employees) and community (eg community actions, volunteering). 

Notably, GNM has integrated sustainability into its core values and business strategy. (Guardian 

2009.) 

Another forerunner of media CR, Time Warner, divides its citizenship
3
 into customers and 

content (eg responsible content, freedom of expression), diversity (of business and people), 

environment (the environmental impact and actions of the company), ethics and public policy, 

corporate governance, employees and workplace (eg health and safety), global supply chain (eg 

ethical sourcing) and community (eg volunteering). (Time Warner 2009.) In comparison to GNM, 

Time Warner’s perception of the media CR differs less from mainstream business understanding of 

CR issues but stills takes into consideration the specific characteristics of the media sector. 

In mainstream understanding, CR is most often divided into economic, social and 

environmental responsibility (May 2007) - a division that the CR champions of the media sector 

have partly re-formulated. There are also other major media companies are dealing with CR (eg 

Vivendi, Bertelsmann, Reed Elsevier) but these companies have taken on a traditional view in 

defining their CR issues. (Vivendi 2009; Bertelsmann 2009; Reed Elsevier 2009.) 

In Finland, all the major media companies have defined CR in one some form on their 

website or in their annual reports. The largest Finnish media corporation, Sanoma Corporation, has 

shortly defined its economic, environmental and social responsibilities on its website (Sanoma 2009). 

The focus areas of Finnish media companies are in accordance with mainstream CR thinking, with a 

particular emphasis on the environmental impacts of newspaper production at the time of writing 

(Sanomalehtien liitto 2009). However, it is of importance to note that, compared to the CR 

                                                 
2
 Note: Instead of CR or CSR, Guardian News & Media has adopted the use of the term “sustainability”. 

3
 At Time Warner, CR is called citizenship. 
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forerunners in the media sector, the level of CR engagement in Finland is lower but gaining 

momentum. 

2.2. CR of the media sector in academic research 

Although the CR of media corporations has not gained wide academic attention, there are some 

examples of the issue being noticed by researchers. Malmelin and Wilenius (2008) offer some views 

on the CR of the media sector. Their study on the prospects of responsibility-related communications 

in the marketing and media sectors revealed that managers of Finnish media companies consider 

responsibility a natural part of the daily business practices. Three perspectives were raised as the core 

CR areas of media companies. Firstly, transparency in all operations and activities of a media 

corporation is considered vital as the trust of the customers forms the bottom line of the economic 

success. Particularly, the importance of transparent management practices was pronounced in the 

study. Transparency is also considered a precondition for responsible journalism. (Malmelin & 

Wilenius 2008.) 

 Secondly, according to Malmelin and Wilenius, the cornerstone of responsibility in a 

media company is perseverance. By this, media company managers mean that responsibility implies 

perseverant business that derives its strategy from the core values of the company – that is, value-

based management. In media companies, the core values are often linked to the promotion of the 

local community, freedom of expression and diversity. (Ibid.) 

 Thirdly, the study maintains that media company managers understand responsibility as 

a comprehensive approach to the operations of a media company. To be more exact, the managers 

maintain that a responsible media corporation ensures it caters for a diversity of customer tastes and 

needs, also considering minority views. By a comprehensive approach, different media managers 

imply different practices. For some, this implies the management of the environmental impacts of a 

corporation; for others, it means a pluralistic value basis of journalism. (Ibid.) 

 Apart from the study by Malmelin and Wilenius – the focus of which was in fact not 

CR of media companies but this problematic was tackled as one part of a wider study -, CR from the 

perspective of media corporations has not been comprehensively studied. However, there are studies 

on specific issue areas of media CR.  

2.2.1. Environmental responsibility of media companies 

Viluksela (2008) has studied “the present situation of the environmental sustainability of the printing 

and publishing sector in order to identify further areas of research” (Viluksela 2008, 12). The study 
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aims to define drivers and barriers to adopting environmental management in the printing and 

publishing sector. Furthermore, the study focuses on the role of stakeholders in encouraging 

environmental business practices in the sector. Viluksela’s study does not offer any views on how to 

define media CR on the whole but he emphasises the importance environmental responsibility as 

stakeholders are demanding environmentally friendly practices to a growing extent. (Ibid.) 

Viluksela notes that developments in CR on the whole have been taking place in the media 

sector in the UK, where environmental certificates have become essentially a license to operate for 

the printing media. According to the study, environmental responsibility in the printing industry for 

example consists of the adaptation of environmental management systems and certificates (eg ISO 

14 001, the Swan label), emission reductions (CO2 and VOCs) and paper recycling schemes. (Ibid.) 

2.2.2. Research on the media coverage of sustainability issues 

Many media stakeholders, including Media CSR Forum, maintain that the promotion of 

sustainability in the contents is a part of the responsibility of the media (Media CSR Forum 2008). It 

is worth noting the difference of the term media and media corporation – today, the responsibility for 

the journalistic contents lies in the hands of the editors-in-chief, who are independent of the 

management of the media corporation of which their paper or TV channel is a part. Thus, the 

responsibility of the media differs from that of media corporations and media corporations often 

cannot affect the journalistic contents, such as how sustainability issues are viewed in the contents. 

(Malmelin & Wilenius 2008.) Yet, it is important to take a comprehensive view on the responsibility 

of the media sector, and so include also views on responsible contents. 

 Recently, the focus of the research on responsible contents has been on the climate 

change discourse. In the UK, Ereaut and Segnit carried out a discourse analysis on the media 

discourse on climate change in 2006. According to Ereaut and Segnit, the climate change discourse 

can be divided into seven separate discourses, which presents a problem for the promotion of 

sustainable development in the media as the discourses are contradictory. Ereaut and Segnit maintain 

that it is the responsibility of the media to acquire a positive approach in order to create sustainable 

behaviour in the public. (Ereaut & Segnit 2006.) 

 Also in Sweden as well as in Finland, the climate change discourse has gained 

academic attention. According to a Swedish study, climate change coverage reached a critical 

threshold in the latter part of the year 2006. In accordance with the British study, this study maintains 

that public policy makers should consider the promotion of sustainability a vital function of the 

media. (Gillin 2007.) A Finnish study on the climate change discourse maintains that the Finnish 
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climate change discourse is presented as a matter of international politics rather than an 

environmental concern, which may inflict on the promotion of the sustainability cause. Furthermore, 

the study considers the media a crucial forum for the public climate change debate and emphasises 

the importance of a reconsideration of the present climate discourse. (Lamminmäki 2005.) 

2.2.3. The responsibility of the press 

Although the corporate responsibility of media companies is only just evolving as a research area, 

the responsibility of the press has been in the academic limelight throughout the 20
th

 and 21
st
 

centuries. In Siebert, Peterson and Schramm’s Four Theories of the Press (first published in 1956), 

four different theories on the responsibility of the press are presented. Of the four theories, two are 

applicable to modern press. According to the libertarian theory, the purpose and responsibility of the 

press is to inform, entertain, sell as well as discover truth and watch over the government. The 

libertarian theory entails the presumption of a rationale man who is able to choose between the right 

and wrong when presented all the facts. (Siebert et al. 1963.)  

 The social responsibility theory of the press, an outgrowth of the libertarian theory, 

defines the purpose of the press as to inform, entertain and sell but also to raise conflict on the plane 

of discussion (ibid.). The theory has its roots in the Hutchinson Commission that stated that the 

media should serve the public and remain free of government interference. Furthermore, the media 

should be self-regulated, have high standards for objectivity and professionalism, and reflect the 

diversity of cultures it represents. (Baran & Davis 2008; Middleton 2009.) The social responsibility 

theory still forms the basis of modern media ethics. (Baran & Davis 2008.) In Finland, the influence 

of the social responsibility theory is present in, for example, self-regulatory functions of the media, 

such as Julkisen sanan neuvosto (JSN), the council for mass media, the purpose of which is to 

“interpret good professional practice and defend the freedom of speech and publication” (JSN 2009). 

2.2.4. Media responsibility from the perspective of political economics 

In political economics, media responsibility has been discussed from several perspectives: ownership 

concentration, the power of advertisers and of the government on the media contents, and the 

organisational structures of media corporations and their decision making processes. Political 

economics approach to media studies began in the 1950s and 1960s in the US, arriving in Europe in 

the 1970s. What binds the different research topics together is that in political economics approach to 

media studies, media is always perceived of as business activity. (Herkman 2005.) This makes the 

political economics approach fundamentally different from the press responsibility approach. 
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 Due to acceleration of media company acquisitions, the concentration of media 

ownership has been studied in the political economics framework since the late 1990s. Murdock and 

Golding (1974) consider the media function as any other sector of business, which explains the 

recent development of major media conglomerates (Herkman 2005). How this media concentration 

affects the contents of the media is the most scrutinised question in the political economics approach 

to the media. Instead of providing clear-cut answers to this question, the political economics 

approach has contributed to the media responsibility discussion by often maintaining that the media 

need to be responsive to its publics and serve democracy despite the ownership. (Croteau & Hoynes 

2001.) The concentration of media ownership is perceived as a threat to diversity of the contents as it 

leads to a lack of competition and thus to a monopolistic media culture (McQuail & Siune 1998).  

 As a theory of responsibility, the political economics framework offers important 

insight into the possible contradictions of different areas of responsibility (for example, economic 

responsibility versus responsibility for diverse and unbiased contents). Yet, this perspective 

highlights only one part of the corporate responsibility of the media sector. 

2.2.5. Media responsibility from a stakeholder perspective 

In governance and management studies, Stern (2008) has studied the management of media 

companies from a stakeholder theoretical perspective. In his article, Stern argues that “the 

stakeholder approach is particularly appropriate for the governance of news media companies” (Stern 

2008, 51). According to Stern, all managerial decisions take place in a “plurality of values” that 

exists in society (ibid., 51). In the case of a news media corporation, the corporate executive is 

uniquely situated vis-à-vis a spectrum of interests and moral reasoning frameworks of all affected 

parties that need to be balanced between. As examples of affected constituencies, Stern names 

newsroom staff, advertisers, stockholders and the whole process of democracy. All the different, 

often conflicting interests need to be balanced between. To meet the challenge of identifying all the 

interests that may affect the future of the media corporation and to be able to prioritise between these 

interests, Stern proposes the adaptation of a stakeholder approach. (Ibid.) 

Stern uses the stakeholder theory to analyse the special characteristics of the corporate 

responsibility of a media company. Firstly, he maintains that the relationship between a media 

company and the community where it operates is of unusual nature, due to the major influence that a 

media company may have over the community. Stern refers to the theory of media system 

dependency, which implies that people are dependent on media for various reasons. For media 
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companies, this power dynamic creates a strong ethical obligation toward the constituencies who are 

dependent on them. (Ibid.) 

Secondly, Stern identifies responsibilities toward the customers – for example readers, 

watchers, users and advertisers. These may often be conflicting and for balancing the contradictory 

CR demands, the use of different stakeholder models is proposed. Thirdly, employees are identified 

as a stakeholder group which also has some specific characteristics in the media sector, such as the 

treatment of freelancer journalists. (Ibid.) Conclusively, Stern considers that the primary 

responsibility for a media company is to protect the long-term viability of the company by 

“continually promoting a balance among the interests of its wide range of stakeholders” (Ibid., 64).  

2.3. Previous research and this study 

Considering the lack of previous studies on the CR of media companies, the need for a study that 

would provide insight into the subject matter is evident. Consequently, the aim of this study is to 

make a contribution to a better understanding of the CR of the media sector. To achieve this, 

stakeholder theory – as proposed by Stern (2008) – is applied to a case study. Stern proposed the 

adaptation of stakeholder theory mostly on theoretical grounds, and this study will, with a theoretical 

basis in stakeholder theory as presented in the CR literature, test the application of the stakeholder 

approach in practise. Later, the study results will be analysed in the light of how CR has been defined 

by those few academics that have been presented in this chapter and to the views of other media 

companies and organisations. However, a more thorough understanding of why and how stakeholder 

theory is applied in this study is now necessary. 
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3. Theoretical framework 

The stakeholder theory is applied in this study as a theory of how to define the corporate 

responsibility of a specific constituency. This chapter begins with an overview of how stakeholder 

theory relates to the CR literature at large. Also, the definition of CR is discussed. Thereafter, the 

philosophical base of stakeholder theory is presented as well as the different schools of stakeholder 

theory. Then, some key definitions used in this study are proposed, after which the stakeholder model 

by Mitchell, Agle and Wood (1997) is presented. Lastly, stakeholder theory is discussed from a 

critical perspective. 

3.1. CR and stakeholder theory 

The relationship between business and society has been studied for decades, with the emphasis of the 

debate changing according to the prevailing economic paradigm (Moir 2001). In the heart of the 

whole CR debate and understanding lies the fundamental question of the role between society and 

business. Most academics distinguish between two broad strands of views on the business-society 

relationship: the neoclassical approach and the stakeholder approach (Branco & Rodrigues 2007, 

Lantos 2001, Moir 2001). 

 Those who adopt the neo-classical approach to corporate responsibility believe that the 

only social responsibilities a business should adopt are the provision of employment and payment of 

taxes (Moir 2001). Friedman (1962, 1970) is known as a major proponent of the neo-classical view. 

According to Friedman, the only purpose and responsibility of the company is to make profits for the 

stakeholders. Under this view, requiring managers to pursue socially responsible objectives may be 

considered unethical as managers need to spend financial resources belonging to other individuals – 

that is, the shareholders – to achieve their responsibility goals. Consequently, demanding companies 

to engage in social responsibility activities is regarded as harmful to the foundations of business 

(Branco & Rodrigues 2007, Friedman 1970, Kakabadse et al. 2005.) 

 However, many contemporary advocates of the neo-classical view believe that CR is 

often useful in generating long-term shareholder value. According to this view, CR should be 

regarded as a strategic activity in which investments can be made if it allows value to be created. 

(Branco & Rodrigues 2007, Moir 2001.) 

 Since the early 1950s, the shareholder model has been questioned to a growing extent 

by academics. In 1953, Bowen introduced the concept of social responsibilities of business in a 

wider sense than pure profit seeking. The core of the new thinking was that business should be 

expected to serve society in a way that goes beyond what is required by the law. Academic interest in 

the CR field expanded markedly in the 1960s and 1970s, resulting in the emergence of CR models 
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and concept definitions. (Kakabadse et al. 2005.) The main conclusion of the emerging CR debate 

was that there must be more than economic responsibilities attributed to organisations, such as legal, 

ethical and discretionary or philanthropic responsibilities (Carroll 1995). 

 According to Frederick (1994), there can be three stages identified in the development 

of CR. Up to the 1970s, the emphasis was on an examination of corporations’ obligation to work for 

social betterment. Frederick refers to this phase as CSR1. This perspective was of normative nature. 

Moving from the philosophical approach to managerial action, around 1970 there was a move to 

corporate social responsiveness (CSR2), which Frederick defines as “the capacity of a corporation to 

respond to social pressures”(Moir 2001, 18). Lastly, the third stage - CSR3 - included a more ethical 

basis to managerial decision making in the form of corporate social rectitude. (Frederick 1994.) This 

approach is fundamentally different to that of the neo-classical economists. 

 According to Brummer (1991), there are – apart from the neo-classical approach – 

three theories explaining to whom a corporation should be accountable: stakeholder theory, social 

demandingness theory – where firms respond to demands from society -, and social activist theory, 

which implies that there should be a concern for the welfare of the public as an expression of their 

ideal interests rather than their expressed interests. (Brummer 1991.) Of the three, stakeholder theory 

has gained the most academic as well as corporate interest and is widely considered the basis for 

analysing CR of business entities (Moir 2001). To a certain extent, management of CR issues has 

become stakeholder management, where the identification of key stakeholders and stakeholder issues 

is in a crucial role (Donaldson & Preston 1995). 

3.1.1. Core elements of CR 

Although some core issues concerning the business-society relationship and the related 

responsibilities tie different CR debates together, no consensus on a commonly accepted definition of 

C(S)R has emerged (Carroll 1991). This may be to some extent due to the fact that the academic and 

corporate debates on CR only partly overlap. Thus, definitions of CR range from highly conceptual 

to very practical descriptions. CR is defined either in a business-or society-centred way, depending 

on the stakeholders’ interests. Also, the concept is often related to that of sustainability. (Kakabadse 

et al. 2005.) However, there are certain key characteristics of CR that bind the different CR schools 

of thought and definitions together. 

 First of all, CR is characterised by “going beyond the law” (ibid., 283). In other words, 

CR implies that an organisation voluntarily complies with a set of ethical standards instead of purely 

economic or legal imperatives (Carroll 1999). Pursuing CR activities implies that a firm is exceeding 
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“the minimum obligations to stakeholders specified by regulation and corporate governance” 

(Johnson & Scholes 2002, 220).  

 Secondly, a long-term perspective is typical of CR. CR is part of the long-term 

economic gain but it is often immeasurable as the assets provided by engaging in CR activities tend 

to be intangible (for example reputation). This feature binds CR together with the concept of 

sustainability, which emphasises the long-term perspective. (Kakabadse et al. 2005.) 

 Thirdly, CR entails the idea that business is accountable to various stakeholders that 

can be identified and have demands regarding the business activities that may affect them (Jones 

1999). Moreover, a fourth characteristic of CR – closely linked to the centrality of a multistakeholder 

approach in CR – is the notion of a social contract between society and business. The idea of a social 

contract – or alternatively a licence to operate – implies that society allows business to operate 

presuming that it will behave fairly and be accountable for its actions beyond the requirements of the 

law. (Moir 2001.) This idea is closely related to the “Iron Law of Responsibility”- “society grants 

legitimacy and power to business” (Kakabadse et al. 2005, 285). This suggest that business needs a 

legitimacy granted by society under some specific conditions decreed by society and the non-

fulfilment of those obligations challenges the economic, social and political position of the business. 

(Ibid.; Moir 2001.) 

 Lastly, CR is viewed as a process rather than a fixed mission. CR cannot be a static but 

a dynamic concept as the relationships between the involved constituents (for example between a 

firm and its customers) and so the responsibilities of the constituents change over time. CR implies 

that the environment of a firm needs continuous monitoring, on the basis of which the CR of a firm is 

defined and re-defined. (Carroll 1999; Kakabadse et al. 2005.) 

 Despite different foci, both academics and corporate professionals acknowledge the 

stakeholder framework and the idea that CR is ultimately dependent on the context. These ideas also 

form the basis of the theoretical framework of this study. 

3.1.2. CR in this study 

The aim of this study is, as previously stated, to define the core of the CR of Alma Media, a Finnish 

media corporation. As stated above, CR is a highly contextual concept, which accounts for the lack 

of a consensus on the definition of corporate (social) responsibility. Moreover, CR is widely applied 

in the corporate world of today as well as research on by academics but different actors tend to use 

different terminology although the core themes are common (see 3.1.1.). How, then, is CR defined in 

this study? 



20 

 

 

 As concerns the theorising of the CR field, Carroll has been a major contributor. His 

definition of CR is perhaps the most widely cited and accepted of all the existing definitions, and 

thus is also applied in this study. According to the Carroll definition, “social responsibility of 

business encompasses the economic, legal, ethical, and discretionary expectations that society has of 

organisations at a given point in time” (Carroll 1979, 500). The different dimensions of CR are 

presented in Carroll’s model (see Figure 1.) in chronological order, implying that earlier the 

emphasis was on economic  

 

Figure 1. Carroll’s CR model (1991, 42). Source: CSRQuest. 

 

concerns, then legal, then ethical, and finally on discretional or volitional responsibilities. The 

difference between the third and the fourth dimension of responsibilities is that the former is 

expected of business while the latter is not. (Carroll 1991.) Although Carroll has pointed out some 

core social responsibility issues, such as the environment, discrimination and occupational safety, he 

accepts that the CR issues change over time and differ by industry (Friedman & Miles 2006). Thus, 

an issues approach is suitable for developing a company’s CR (Carroll 1979).  

 The Carroll definition is applied in this study not only because of its prevalence but 

also since the definition acknowledges the role of stakeholders (society) and the conceptuality of the 

CR issues – an assumption which forms the basis of this study.  

 Another point of the CR discussion where consensus is yet to be reached is the 

terminology that is to be used when discussing responsibility issues and actions undertaken by 



21 

 

 

corporations. Corporate social responsibility is the most widely used term but it has its competitors in 

terms such as corporate responsibility, business responsibility, business ethics, sustainable business 

and corporate citizenship. (May et al. 2007.) 

Many academics maintain that the use of the word “corporate” excludes the responsibility 

actions by NGOs or governmental agencies. Moreover, the “social” aspect of the term CSR has also 

been challenged as it may be interpreted narrowly – as a term pointing to philanthropy or as 

excluding the environmental aspects of responsibility. On the other hand, many others view the word 

“social” as implicitly inclusive of all aspects of society. However, recently, the term CR has been 

declared preferable to the previously more commonly applied CSR by many prominent corporate 

members of different sustainability organisations (eg May et al. 2007, 8).  

Furthermore, the use of terms such as corporate sustainability and sustainable development 

has recently been witnessing a notable rise in popularity. However, in this study the differences 

between sustainability and C(S)R are understood according to the rationale presented by the UNEP. 

According to this understanding, sustainable development is an umbrella term defined by the 

Brundtland Commission (1987) as development that “meets the needs of the present without 

compromising the ability of future generations to meet their own needs”. C(S)R, on the other hand, 

implies the promotion of sustainable development at corporate level (UNEP 2002). 

Despite the use of different terminology, the essence of responsibility activities tends to fall 

under the Carroll definition and the rationale presented by the UNEP. In this study, the term 

corporate responsibility is used for two reasons. Firstly, the term is chosen to avoid any presumptions 

by the interviewees regarding the issues that Alma Media’s CR should prioritise – that is, to avoid an 

emphasis on the social at the expense of for example environmental issues. Secondly, Alma Media 

itself has opted for the term “CR” and the term is applied also in this study in order to avoid possible 

confusion between different terms. 

3.1.3. CR and stakeholder literature 

As the review of the core elements of CR shows, CR and stakeholder theory are often intertwined. 

CR literature is partly built on stakeholder literature and vice-versa (Kakabadse et al. 2005). 

According to Yläranta (2006), the concept of CR was initially launched by stakeholder theorists. 

However, “the concept of stakeholder did not develop consecutively with the concept of CR” 

(Kakabadse et al. 2005, 289). The roots of stakeholder theory stem from many different disciplines, 

including management theory and philosophy, which further adds to the interdisciplinary confusion. 
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However, the interrelatedness of CR and stakeholder theory is accepted by the majority of academics 

and business professionals.  

According to Carroll (1991, 43), “There is a natural fit between the idea of corporate 

social responsibility and an organisation’s stakeholders”. For Carroll, the concept of stakeholder 

personalises the responsibilities of a company by specifying the groups or persons to whom 

corporations are responsible and should be responsive (ibid.). In this study, in accordance with the 

thinking of major contributors of CR and stakeholder theory (for example Branco & Rogrigues 2007; 

Carroll 1991; Moir 2001), stakeholder theory is applied as a theory to analyse how the CR of a 

company should be formed. CR literature, on the other hand, provides this study with a theoretical 

framework for understanding what is meant by the concept and phenomenon of CR in general. The 

business-society relationship and the dependence on the context are distinctive characteristics of CR, 

and stakeholder theory contributes to the understanding of CR in a given context by defining the key 

business-society relationships and their implications for what the priority CR issues should be in that 

context.  

3.2. Stakeholder theory 

3.2.1. Roots of stakeholder theory 

As CR-related academic literature, stakeholder theory is far from being a unified and unanimous 

research approach. In fact, there is an on-going debate that puts the existence of one stakeholder 

theory in question. Proponents of this view maintain that, instead of a single stakeholder theory, the 

stakeholder approach contains several different stakeholder theories (Moir 2001). In fact, two 

different philosophical lines form the basis that stakeholder theory builds on – ethics and 

pragmatism. Like CR theory, stakeholder theory entails normative as well as instrumental aspects, 

and the emphasis between these aspects varies from theorist to theorist.  

The normative aspect of stakeholder theory has its origins in ethics, in Aristotle’s and Kant’s 

thinking. Normative stakeholder thinking often derives from Kant’s well-known moral law, the 

categorical imperative, according to which “we should act in such a way that it could be a universal 

law” (Kant 1969, 44). However, Kant states that ethical actions often are just a consequence of a 

selfish purpose and not that of a moral duty. In this view, Kant comes close to the instrumental 

aspect of stakeholder thinking (Yläranta 2006).  

The instrumental aspect stems from pragmatism developed by American philosophers Peirce, 

James and Dewey. Pragmatism points out the verification of truth by a person’s own experience. 
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Quite opposite to the ethics tradition pronounced by Kant, in pragmatism the experience defines the 

value of any action, namely whether the action has instrumental value. (Scheffler 1974; Yläranta 

2006.) Consequently, the underlying philosophies of stakeholder theory seem to be contradictory. 

However, both the normative and instrumental lines of thinking are vital in stakeholder theory as 

well as management literature at large (Friedman & Miles 2006; Yläranta 2006). 

In management literature, stakeholder theory is based on the modernist approach of the 

organisation theory that started to develop in the 1950s and was active until the 1980s. Modernists 

perceive organisations as living organisms and emphasise environmental dependence. According to 

this view, the viability of an organisation is dependent on other actors that lend support to the 

organisation in question. According to the resource dependence theory and the stakeholder theory – 

two very closely related organisation theories -, the firm actively tries to reduce the uncertainty of its 

environment by identifying and analysing critical dependencies between the firm and other actors. 

(Myllykangas 2009; Yläranta 2006.) 

Moreover, stakeholder theory draws upon the open system theory, developed by Katz and 

Kahn (1966). In this theory, the firm is seen as a two-way interaction or exchange of influence – the 

firm does not operate in isolation, and its survival depends on all the constituencies of the system of 

which the firm is a part. (Katz & Kahn 1966.) Organisations are viewed as constituencies formed of 

complex interdependencies and interrelations, and the success of a single part of the open system 

depends on all the other components (Myllykangas 2009). 

Stakeholder theory has grown from a need to deepen the understanding of the complex and 

turbulent environment of the firm. Since the publishing of his seminal work that first presented the 

stakeholder approach in 1984, R. Edward Freeman has been known as the pioneer of stakeholder 

theory. Furthermore, Freeman has continued his work by establishing the vital link between the CR 

and stakeholder approaches to the firm. Since the 1980s, the stakeholder approach has been 

discussed at least in four different strands of theorising: corporate planning, systems theory, 

organisation theory and literature on CR. (Friedman & Miles 2006; Näsi 1995.) 

3.2.2. Different classifications of stakeholder theory 

As its diverse background may imply, stakeholder theory is subject to an on-going debate on the 

status of the theory. What, then, is stakeholder theory? According to Freeman (1984, 4-13), 

stakeholder theory makes pragmatic recommendations about the strategic management of firms – it 

is “the system of concepts which tries to turn external change to internal change, thereby reducing 

uncertainty and discomfort”. Moir, on the other hand, states that “the stakeholder theory of the firm 
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is used as a basis to analyse those groups to whom the firm should be responsible”. Despite major 

disagreements on key concepts of the theory, stakeholder theory is generally characterised by the 

stakeholder view of the firm, which inherently makes stakeholder theory different from the 

neoclassical view. According to the stakeholder view, the firm is a set of relationships between 

different entities that have different demands and stakeholder theory analyses how to conceptualise 

these different entities – that is, stakeholders – and how to strike a balance between the stakeholder 

demands. (For example Moir 2001; Yläranta 2006.)  

Since the 1990s, the question of whether or not a shared theory on the firm should be 

established among stakeholder theorists has gained much academic attention (Jones & Wicks 1999). 

The debate was sparked by Donaldson and Preston who suggested in 1995 that “stakeholder theory 

had been advanced and justified in the management literature on the basis of its descriptive accuracy, 

instrumental power, and normative validity” (Friedman & Miles 2006, 29). From this, Donaldson 

and Preston (1995) derive three aspects or approaches to the stakeholder theory – descriptive, 

instrumental and normative stakeholder theory. The confusion associated with stakeholder concept 

arises, according to Donaldson and Preston (1995, 72), from descriptive, instrumental and normative 

aspects of stakeholder theory often being “combined without acknowledgement”.  

The underlying difference between the three aspects of stakeholder theory is how each of 

these approaches views the stakeholder concept and the concept of the firm (Friedman & Miles 

2006). Descriptive stakeholder theory is concerned with how managers and stakeholders actually 

behave and how they view their actions and roles. In short, it focuses on describing the stakeholder 

management of firms as it is in reality. (Donaldson & Preston 1995.) Instrumental stakeholder theory 

is concerned with how managers should act if they are to the interests of the organisation (often 

conceived as profit or stockholder value maximisation). Instrumental stakeholder theory proposes 

that the organisation will be more successful and sustainable if managers treat stakeholders in line 

with the stakeholder concept. In other words, instrumental stakeholder theorists are interested in the 

cause-effect relationship between stakeholder management and the success of the firm. (Ibid.; Jones 

1995; Myllykangas 2009.) 

Normative stakeholder theory, the third aspect of the stakeholder approach, maintains that 

stakeholders have - by definition - a justified interest in the firm’s operations and that managers have 

moral obligations towards the stakeholders of the firm. Moreover, normative stakeholder theorists 

focus on how managers – and sometimes stakeholders – should act and how they should view the 
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purpose of the organisation, based on some ethical principle. (Donaldson & Preston 1995; Friedman 

& Miles 2006.) 

Donaldson and Preston (1995) state that all the three aspects of stakeholder theory are 

significant and mutually supportive but that the normative aspect forms the basis of the two other 

aspects. By this, they imply that the normative thesis is the strongest of the three in providing 

epistemological justification for stakeholder theory. The philosophical justification of stakeholder 

theory is, according to Donaldson and Preston, based on property rights, in its modern and pluralistic 

form. This normative idea is nested in the instrumental as well as the descriptive aspects and, thus, 

Donaldson and Preston conclude that the stakeholder theory fundamentally has a normative core 

(Figure 2.). (Donaldson & Preston 1995.) Many stakeholder theorists emphasise the importance of 

the normative core as it distinguishes the stakeholder theory from other traditions of organisation 

theory, such as resource dependence theory and institutional theories (Myllykangas 2009). 

 

 

Figure 2: Three aspects of the stakeholder theory according to Donaldson & Preston. 

Source: Donaldson & Preston 1995 

 

Freeman (1994) argues that there is no single stakeholder theory but rather a genre called stakeholder 

theory, which is associated with the philosophy of pragmatism. Freeman (1994, 409-410) maintains 

that the stakeholder genre is “one of many ways to blend together the central concepts of business 

with those of ethics”. Freeman does not regard the Donaldson and Preston classification as different 

types of theories but rather different uses for types of stakeholder theories. For Freeman, the attempt 

to create a unified stakeholder theory is misleading as many different theories relate to stakeholder 
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thinking. The emphasis should rather be on empirical research that deepens the understanding of 

different corporate practises from a stakeholder perspective. (Freeman in Näsi 1995; Freeman 1999.) 

3.2.3. Stakeholder definitions 

Who, then, is a stakeholder and what is a stake? The definition of stakeholder lies at the heart of 

stakeholder theory and, in line with the debate on the stakeholder theory and its different strands, no 

consensus prevails over how to define “stakeholder” (Friedman & Miles 2006). Stakeholder theorists 

are fairly unanimous on what kind of an entity a stakeholder can be – persons, groups, organisations, 

institutions and societies are generally considered potential stakeholders (Mitchell & al. 1997). Some 

theorists, for example Starik (1994) and Mitchell, Agle and Wood, have also pointed the natural 

environment as a potential stakeholder. Starik (1994) goes even further in noting that stakeholders 

may refer to entities that have no physical form at all, such as mental images and concepts of for 

example love and honesty. 

 The core area of argument within the stakeholder debate is presented by the existence 

and nature of a stake. “Stake” is the basis upon which what and who counts is ultimately decided. 

Stakeholder theorists differ markedly on whether they take a broad or narrow view of a firm’s 

stakeholder universe. The classic definition by Freeman (1984, 46) defines a stakeholder as “any 

group or individual who can affect or is affected by the achievement of the organisation’s objectives” 

is one of the broadest in stakeholder literature, leaving the notion of stake and the field of possible 

stakeholders open. The only groups that the definition excludes are those who cannot affect the firm 

- that is, have no power - and are not affected by the firm – that is, have no demands or relationship 

with it (Mitchell & al. 1997). 

 In contrast, narrow views of stakeholders are based on the practical reality of limited 

resources – in other words, the definitions are attempted to have more practical value to managers 

than the broader definitions. One of the major differences between broad and narrow definitions is 

that narrow views often define stakeholders in terms of their direct relevance to the firm’s core 

economic interests. (Friedman & Miles 2006; Mitchell & al. 1997.) For example, Hill and Jones 

(1992) view stakeholders as contractors or participants in exchange relationship with the company, 

whereas Clarkson (1995) defines stakeholders as those who have put something at risk in 

relationship with the firm. The Clarkson definition highlights the question of legitimacy as it narrows 

down the definition to those with legitimate claims to the company. Generally, a focus on a search 

for a normative core of legitimacy differentiates narrow definitions from broader ones, which tend to 

emphasise the importance of power in the stakeholder relationship. Broad definitions tend to include 
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all those who have power to influence the company’s behaviour, without excluding those whose 

claims are illegitimate. (Mitchell & al. 1997.) 

3.2.4. Stakeholder classifications 

Based on the complex reality of today’s business-society relationships, broad definitions 

acknowledge the fact that firms can be affected by – or can affect - virtually anyone. However, to 

make stakeholder management possible despite the broadness of the definition, several typologies or 

classifications for stakeholders have arisen (Näsi in Näsi 1995).  

Perhaps the most widely cited and used stakeholder typology, stakeholders are often divided 

into two primary and secondary stakeholders according to the Clarkson classification (Moir 2001). 

Clarkson (1995, 106) defines primary stakeholder groups as the groups “without whose continuing 

participation the corporation cannot survive as a going concern”. Examples of primary stakeholders 

are shareholders, investors, employees, customers, suppliers, communities and the government 

(ibid.). Secondary stakeholders, on the other hand, are “those who influence or affect, or are 

influenced or affected by the corporation, but they are not engaged in transactions with the 

corporation and are not essential for its survival” (ibid., 106). Another widely used classification is 

that of internal and external stakeholders (for example Myllykangas 2009). 

 Another possible attribute for stakeholder classification is actual-potential relationship. 

Mitchell, Agle and Wood argue that a potential relationship can be as relevant as an actual 

relationship in defining stakeholders. Many stakeholder theorists include the idea of a potential 

stakeholder relationship in their theorising, including Mitchell, Agle and Wood (1997), Clarkson 

(1994) and Starik (1994), who even includes future generations in his stakeholder model. 

Savage, Nix, Whiteheard and Blair (1991) propose two attributes to be necessary in 

identifying stakeholders: the claim of the stakeholder and the ability of the stakeholder to influence 

the firm. Starik (1994) takes the proposition further and maintains that these two attributes are either-

or components, meaning that stakeholders are either claimants or influencers. The either-or division 

of stakeholders views power and legitimacy as alternative components, which is criticised by for 

example Mitchell, Agle and Wood (1997, 859) who claim that “power and legitimacy are different, 

sometimes overlapping dimensions”.  

Furthermore, Donaldson and Preston (1995, 86) maintain that it is “essential to draw a clear 

distinction between influencers and stakeholders: some actors in the enterprise (e.g., large investors) 

may be both, but some recognizable stakeholders (e.g., the job applicants) have no influence, and 

some influencers (e.g., the media) have no stakes”. This view, however, is criticised by Phillips 
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(2003) who claims that the Donaldson and Preston classification is contradictory to the area of 

application of the stakeholder theory that is, that the Donaldson and Preston view is contradictory to 

the core idea of the stakeholder theory, according to which stakeholders are those who affect or are 

affected by the organisation. 

 Phillips (2003) makes a distinction between normative and derivative stakeholders. 

Normative stakeholders are “those to whom the organization has a direct moral obligation to attend 

to their well-being” (Phillips 2003, 28). Derivative stakeholders, on the other hand, are “those groups 

or individuals who can either harm or benefit the organization, but to whom the organization has no 

direct moral obligation as stakeholders” (ibid., 29). Different to Donaldson and Preston, Phillips 

regards these stakeholders as derivatively legitimate, namely as stakeholders legitimated by their 

influence over some normative stakeholder(s) of the organisation (ibid.). 

The analysis of the nature of the stakeholder relationship is a widely used frame for grouping 

stakeholders. Almost all definitions apply a power-dependence framework for the stakeholder 

analysis (Myllykangas 2009). Mutual dependence is often emphasised, while Mitchell, Agle and 

Wood (1997) point out that no existing definition emphasises the mutuality of power. All in all, the 

attributes of power and legitimacy are prominent in analysing the nature of the stakeholder 

relationship - that is, in analysing the nature of the stake (Mitchell et al. 1997). Based on an analysis 

of the existing stakeholder models and definitions, Mitchell, Agle and Wood propose a stakeholder 

model that adds a third attribute to the analysis – the urgency of the stakeholder claims. 

3.2.5. Mitchell, Agle and Wood’s theory on stakeholder identification and salience 

Despite marked differences in terminology and emphasis, stakeholder theorists have much in 

common concerning the identification of stakeholders and different stakeholder classes. Mitchell, 

Agle and Wood note that just a few attributes can be extracted from the stakeholder literature to 

identify stakeholders of different status. Power and legitimacy, usually treated as competing 

explanations for stakeholder identification, are the two dominant stakeholder attributes in the 

literature. (Ibid.) 

However, power alone cannot account for all stakeholder demands as there are stakeholders 

with no power but who nonetheless matter to organisations. Similarly, emphasising legitimacy at the 

expense of power leaves major gaps in a stakeholder identification process, as some legitimate 

stakeholders have no influence. Mitchell, Agle and Wood maintain that a third attribute need to be 

added to the theory of stakeholder identification: urgency, namely “the degree to which stakeholder 

claims call for immediate attention” (ibid., 867). Moreover, both potential and actual stakeholder 
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relationships need to be evaluated “in terms of the relative absence or presence of all or some of the 

attributes: power, legitimacy, and/or urgency” (ibid., 864). With these attributes as a framework for 

analysis, Mitchell, Agle and Wood form a model to explain which stakeholders receive certain kind 

of attention from managers. 

 Defining the three attributes is the next step towards stakeholder identification. 

Mitchell, Agle and Wood employ the Pfeffer (1981, 3) definition of power, according to which 

power is “a relationship among social actors in which one social actor, A, can get another social 

actor, B, to do something that B would not otherwise have done”. Furthermore, to highlight the 

different resources of power, the power categorisation of Etzioni (1964) is used by Mitchell, Agle 

and Wood: Coercive power is based on the physical resources of force, violence or restraint; 

utilitarian (instrumental) power is based on material or financial resources, and normative power has 

its basis in symbolic resources. (Mitchell et al. 1997.) 

 Legitimacy is often coupled with power. However, Mitchell, Agle and Wood accept 

Weber’s (1947) proposition that legitimacy and power are distinct attributes that can either combine 

or exist without the other. The Mitchell, Agle and Wood theory on stakeholder identification applies 

the Suchman (1995, 574) definition of legitimacy – “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, and definitions”. Although the definition is difficult to operationalise, it 

captured the socially constructed nature of legitimacy in implying that legitimacy is a desirable social 

good that is based on a shared perception rather than self-perception. (Mitchell et al. 1997.) 

 Adding urgency to the stakeholder identification process helps move the stakeholder 

model from static to dynamic (ibid.) since the urgency attribute is situational and, thus, constantly 

changes the whole stakeholder model. Mitchell, Agle and Wood note that, to define a stakeholder to 

possess the urgency attribute, two conditions need to be met. Firstly, the stakeholder relationship or 

claim needs to be of a time-sensitive nature, and secondly, the relationship or claim needs to be 

important or critical to the stakeholder. (Ibid.) 

 Before presenting the actual stakeholder model formed by the three attributes, three 

features of the model need to be pointed out. First of all, the three stakeholder attributes are variable 

and they do not have a steady state. Secondly, the attributes are socially constructed instead of being 

objective and may be perceived differently by different actors in a system. Thirdly, the stakeholder 

and those connected to it may or may not be conscious of and wilful to exercise the attributes 

possessed by the stakeholder. The three features make the model dynamic – the stakeholder map 
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changes over time. Moreover, the stakeholder model may vary depending on the analyst as the 

attributes are socially constructed. However, how managers perceive of the stakeholder attributes is 

of major importance as it is the organisation’s managers that determine which stakeholders are 

salient and receive the manager’s attention. (Ibid.) 

 Mitchell, Agle and Wood start their analysis using Freeman’s classic stakeholder 

definition as a starting point and thereafter analyse each stakeholder in the light of the three attributes 

discussed and defined above. Based on this, a dynamic stakeholder model with seven categories of 

stakeholders is proposed, with a eighth category for those in possession of no stakeholder attributes, 

namely non-stakeholders (Figure 3.). 

 

 

Figure 3: The Mitchell, Agle and Wood model for stakeholder identification and salience. 

Source: Mitchell et al. 1997 

 

The model leads to a theory of stakeholder identification and salience which proposes that 

“stakeholder salience will be positively related to the cumulative number of stakeholder attributes – 

power, legitimacy, and urgency – perceived by managers to be present” (Mitchell et al. 1997, 873).  

Mitchell, Agle and Wood (1997, 878) define salience as “the degree to which managers give priority 

to competing stakeholder claims”. 
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 Latent stakeholders 

The low salient classes possess only one attribute and are termed latent stakeholders. Latent 

stakeholders are likely to get little, if any, attention from the managers, and, similarly, the latent 

stakeholders pay little attention to the organisation. Dormant stakeholders (Group 1. in Figure 3.) 

have power, which in the lack of urgent claims and legitimacy remains unused. Dormant 

stakeholders often have little or no interaction with the organisation but they may become salient if 

another attribute is acquired. Therefore, managers should remain aware of dormant stakeholders as it 

often is difficult to predict when a dormant stakeholder becomes salient. Examples of dormant 

stakeholders are many – for instance, those who can command the attention of the news media 

(symbolic power). (Ibid.) 

 Discretionary stakeholders (2.) only possess legitimacy but as they lack power and 

urgent claims, no pressure is exerted on managers to pay attention to these stakeholders. However, 

discretionary stakeholders often are connected to a firm’s CR as the recipients of what Carroll 

defines as discretionary corporate responsibility (see chapter 3.1.2.) are often discretionary 

stakeholders. (Ibid.) 

 Demanding stakeholders (3.) have urgent claims but – with neither power nor 

legitimacy – they gain little if any attention from the managers. Mitchell, Agle and Wood (1997, 

875) define demanding stakeholders as “the mosquitoes buzzing in the ears of the managers” and as 

“irksome but not dangerous”. 

 Expectant stakeholders 

The stakeholders in possession of two stakeholder attributes are moderate-salience stakeholders who 

are considered to be “expecting something” – namely, a third stakeholder attribute that would move 

them to the most active and definitive stakeholder category. Dominant stakeholders (4.) are powerful 

as well as legitimate, which insures their influence in the organisation as they have both legitimate 

claims and an ability to act upon these demands. Often, there is some form of formal mechanism in 

place that acknowledges the significance of dominant stakeholders for the organisation. For example, 

annual and CR reports are primarily produced for dominant stakeholders. Mitchell, Agle and Wood 

(1997) maintain that – due to their prominent position in the organisation’s stakeholder management 

– many scholars consider dominant stakeholders the only stakeholders of the organisation. (Ibid.) 

 Stakeholders with urgent, legitimate claims are termed dependent stakeholders (5.) as 

they depend upon other stakeholders for the power to promote their cause. In other words, the power 

in the stakeholder relationship between the organisation and dependent stakeholders is not reciprocal. 



32 

 

 

Mitchell, Agle and Wood (1997) note, in accordance with Starik’s (1994) thinking - that even the 

natural environment may be included in this category in case of for example an environmental 

catastrophe such as an oil spill.   

 Dangerous stakeholders (6.) possess power and urgent claims but lack legitimacy –a 

combination that makes these stakeholders coercive and possibly even violent. According to 

Mitchell, Agle and Wood (1997), it is crucial to identify this group so as to increase the level of 

preparedness and risk-awareness of the organisation. 

 Finally, definitive stakeholders possess all the three stakeholder attributes – power, 

urgency and legitimacy -, making them the stakeholder group of the highest salience to managers. 

Any expectant stakeholder can become a definitive stakeholder by acquiring the missing stakeholder 

attribute. Although definitive stakeholders may not be as abundant as expectant stakeholders, their 

significance to managers is likely to ensure the organisation’s interest in managing the demands of 

these stakeholders. 

 Conclusively, Mitchell, Agle and Wood (1997) maintain that - unlike other stakeholder 

models which only emphasise either power or legitimacy - their model is a more systematic way for 

managers to sort their stakeholder relationships. Moreover, the model acknowledges the normative 

core of stakeholder theory proposed by Donaldson and Preston (1995; Chapter 3.2.2. in this study) 

and therefore supports normative thought in managerial thinking since legitimacy is a key attribute in 

the model. Finally, Mitchell, Agle and Wood emphasise the dynamic nature of their model that 

distinguishes it from other, static stakeholder models. 

3.2.6. Stakeholder theory and CR in this study 

The aim of this study is to provide Alma Media with a CR agenda, based on the CR priorities defined 

in a stakeholder analysis, and – from a theoretical point of view – to evaluate stakeholder theory as a 

means of defining a media corporation’s CR priorities. In this study, the concept of stakeholder is 

defined in accordance with the classic definition by Freeman (1984, 46) as “any group or individual 

who can affect or is affected by the achievement of the organization’s objectives”. Firstly, the 

Freeman definition is accepted by most stakeholder theorists and thus forms the basis of most 

stakeholder models (Myllykangas 2009). Secondly, this definition – in its broadness – enables the 

case-specific analysis of stakeholders. Namely, the Freeman definition can be applied as a starting 

point for analysing stakeholders as it excludes only those who have no demands and no relationship 

with the organisation. This is how the Freeman definition is applied in this study to map out all the 

actual and potential stakeholders of Alma Media. 
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 Moreover, the stakeholder model presented by Mitchell, Agle and Wood (1997) is used 

as a framework for forming a case-specific analysis of Alma Media’s stakeholders and to define the 

CR priorities of the company. The key concepts introduced in the Mitchell, Agle and Wood model – 

power, legitimacy and urgency – are also among the key concepts of this study as they serve a 

central role in the operationalisation of the stakeholder model - that is, help bind together stakeholder 

theory with the case of Alma Media. The Mitchell, Agle and Wood model is chosen as it provides a 

tool to analyse which are the priority stakeholders and stakeholder demands of Alma Media. Firstly, 

the model captures the dynamic nature of the stakeholder reality more aptly than most other 

stakeholder models that are of a static nature. Secondly, the model fits the CR and stakeholder 

thinking of today as it combines a normative basis with instrumentality (cf. Frederick’s [1994] CR3, 

Chapter 3.1. in this study; cf. Donaldson & Preston 1995, Chapter 3.2.2. in this study). Thirdly, the 

model enables a case-specific stakeholder approach to a firm’s CR, which serves the purpose of this 

thesis. 

 The model is applied with some minor exclusions. Firstly, although Mitchell, Agle and 

Wood (1997) consider the natural environment to be a stakeholder in its own right, in this study the 

natural environment is regarded as a stakeholder issue but not as a stakeholder – an issue of interest 

to (a) stakeholder(s) or demanded by (a) stakeholder(s). Considering the environment a stakeholder 

has been criticised by many stakeholder theorists (eg Friedman & Miles 2006; Myllykangas 2009) 

since including also the environment in the analysis as an independent actor makes everyone and 

everything potentially a stakeholder. Moreover, the inclusion of the natural environment is 

contradictory to the Freeman definition of a stakeholder as it is neither a group nor an individual 

(Freeman 1984) and thus, in this study, the environment is understood through the interest of actual 

stakeholders rather than as a stakeholder of its own.  

Secondly, the stakeholder model is applied to form a CR agenda rather than to analyse 

existing stakeholder practises, which is how Mitchell, Agle and Wood (1997) originally proposed the 

model to be used. However, there are examples of how the model has successfully been used to 

analyse a firm’s stakeholders and CR priorities (eg Myllykangas 2009; Parent & Deephouse 2007). 

As concerns the concept of CR, it is defined according to the Carroll (1979, 500) definition: 

“Social responsibility of business encompasses the economic, legal, ethical, and discretionary 

expectations that society has of organisations at a given point in time”. 
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3.2.7. Critical perspective on Mitchell, Agle and Wood 

Although the Mitchell, Agle and Wood model has added new perspectives to stakeholder thinking 

(Myllykangas 2009) and the model is the basis of many subsequent stakeholder models (eg Jones et 

al. 2007), it has also been criticised by some theorists. Friedman and Miles (2006) find that the 

model does not adequately address the dynamics of the relationship between the organisation and its 

stakeholders. According to this view, the model does not account for the differences in managerial 

attention within a certain stakeholder group. Moreover, the perceptions of managers on the 

stakeholder attributes may change over time, which the model, according to Friedman and Miles 

(2006), fails to acknowledge. Calton and Payne (2003) note that the model may favour the powerful 

stakeholders at the expense of urgent and legitimate stakeholders. Rowley (1997) finds it necessary 

to include also the analysis of stakeholder networks in a stakeholder model. 

 Most of the critique on the model has been addressed by Mitchell, Agle and Wood 

already in the 1997 paper when the model was originally presented. For example, the dynamic nature 

of the stakeholder relationships is elaborately accounted for (Myllykangas 2009). Furthermore, 

Mitchell, Agle and Wood (1997) comment on the need to include all three stakeholder attributes in 

order to ensure that also the legitimate and urgent stakeholders with less power get managed. In the 

discussion chapter of this thesis, the application of the model in this thesis will be critically evaluated 

– also in the light of the earlier critique. 
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4. Research methodology 

In this chapter, the methodology of the study is discussed. Firstly, the epistemological background of 

the study is presented. Thereafter, the case study method and the chosen case, Alma Media 

Corporation, is highlighted, after which the methods and data sources of the study are looked at. 

Finally, this chapter aims at providing the reader with an understanding of the operationalisation of 

this study – that is, how the linkage between the theoretical framework, most significantly the 

Mitchell, Agle and Wood model, and the data is formed. 

4.1. Epistemological background 

The epistemological background of this study is in constructivism. Constructivism is based on the 

idea that knowledge is always socially constructed. Although reality exists independent of human 

existence, this “external reality” is not directly accessible to human. Consequently, also scientific 

knowledge is a social construction from the constructivist viewpoint. A number of different strands 

of research are to be found under the label of constructivism. What is common to all constructivist 

approaches is that the relationship to reality is examined by dealing with constructive processes. This 

is can be done on different levels. Often, a phenomenon is examined by enquiring after perceptions, 

social conventions and knowledge in everyday life but nowadays also language as a social 

construction has gained wide academic interest. Constructivists represent a wide range of different 

fields of science: social sciences, psychology and education are perhaps the most appropriate 

examples. (Flick in Flick et al. 2004, Hirsjärvi et al. 1997.) 

 From the nature of the constructivist epistemology the question arises whether a 

representation of reality (for example, a perception) can be verified for its correctness against the 

“original” subject of perception. Constructivism questions this kind of verifiability since the 

“original” can only be accessed through different representations. Consequently, the nature of the 

object of interest is examined by comparing different perceptions of the original. For constructivist 

research, “knowledge and the constructions it contains become the relevant means of access to the 

objects with which they are concerned” (Flick in Flick et al. 2004, 89).  

 What, then, makes scientific knowledge different from everyday knowledge if all 

knowledge is socially constructed? Schütz, a classic of constructivism, makes a distinction between 

constructs of the first and second degree. Constructs of the second degree are “constructs of the 

constructs made by actors on the social scene” (Schütz 1962, 59). In other words, scientific 

knowledge is a different way of constructing perceptions of reality to everyday knowledge. To 

evaluate knowledge generated through constructivist research, the key concept is viability of the 

research results. Viability of research implies that knowledge must show itself “useful and 
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sustainable in the particular context of use” (Flick in Flick et al. 2004, 94). This, however, does not 

mean that knowledge constructions need to be true – in fact; it is a mere impossibility from the 

constructivist point of view to verify the truthfulness of knowledge constructions since they cannot 

be directly compared to the “original”. (Flick in Flick et al 2004.) 

 A stakeholder theoretical and analytical approach to CR fits the constructivist thinking 

most aptly since it takes the view that the phenomenon under scrutiny - media CR - can only be 

tackled through understanding human perceptions of the phenomenon. The CR strategy of a media 

company cannot be formed without understanding the problematic of media CR and media CR, for 

one, cannot be understood through anything but perceptions – social constructions of what the 

corporate responsibility of a media company is and ought to be. The constructivist thinking has led 

me to choose a case study research strategy and, most importantly, interview method as my main 

research method as by interviewing the different social constructions of media CR can be collected 

and analysed. This method is supported by participant observation in the case company, which has 

enabled me to observe the internal and external perception of Alma Media’s CR over a longer 

period. The data is analysed by content analysis. Although constructivist thinking implies that no 

direct information on reality can be provided, this by no means implies that it enables an “anything 

goes” research attitude. For a constructivist, it is all the more important to follow a clearly and 

transparently structured research strategy and to critically evaluate the impact of the researcher’s 

own perceptions and world views on the research result. Finally, the viability of the research results 

may verify the academic value of the research results. However, it must be borne in mind that a study 

is and can only be one viewpoint to the studied phenomenon. 

4.2. Research strategy: case study 

The research strategy of this study is case study approach. Yin (1984) suggests three conditions for 

choosing the right research strategy. Firstly, the type of the research question is important. The 

research questions of this study are of many types but the research problem is clearly of the “how” 

type (how should the CR of media companies be defined and understood and how should a media 

CR strategy be formed). Secondly, Yin (1984) underlines the importance of defining whether or not 

the researcher has control over the phenomenon studied. In this case, the researcher has little control 

over the phenomenon – that is, over the stakeholders’ perceptions of what CR implies for the media 

sector. Moreover, after the publishing of the results of this case study, the study itself and the 

researcher through this study may influence the stakeholder perceptions on media CR (=the studied 



37 

 

 

phenomenon). Lastly, it should be defined whether the research phenomenon is contemporary or not. 

In the case, media CR and Alma Media’s CR form a contemporary phenomenon that cannot be 

historically analysed. After analysing the research problem from the viewpoint of Yin’s (1984) three 

criteria, the case study approach is adopted as the research strategy of this study. 

 According to Yin (1984, 23), a case study is an empirical inquiry which “investigates a 

contemporary phenomenon within its real-life context when the boundaries between phenomenon 

and context are not clearly evident and in which multiple sources of evidence are used”. In this 

study, multiple data sources are used accordingly. Moreover, Yin (1984) makes a distinction between 

exploratory, descriptive and explanatory case studies but maintains that case studies may be both 

descriptive and explanatory or exploratory and descriptive of nature. This study is both exploratory 

and descriptive as relatively little research has been done in the field of media CR.  

4.2.1. The case: Alma Media Corporation and its CR 

A case-study approach to corporate responsibility is applied in this study. The case analysed is Alma 

Media Corporation (hereafter: Alma Media), a Finnish media company, and its CR. Alma Media’s 

business focus is on newspapers, business information and online media and the company is listed in 

the OMX Nordic stock exchange. Alma Media’s newspapers include for example Aamulehti, 

Finland’s second largest daily which is published in the Tampere region, Kauppalehti, Finland’s 

largest business newspaper, Iltalehti, the second largest tabloid in Finland, and several local and 

regional newspapers. Etuovi.com, Finland’s largest home trading marketplace in the Internet, is also 

a part of Alma Media. (Alma Media 2009.) 

 Overall, Alma Media employs approximately 3000 people in Finland and ten other 

European countries. Alma Media’s operations abroad, however, are very limited in size compared to 

its Finnish operations – most of Alma Media’s offices abroad have less than ten employees. Alma 

Media’s personnel is versatile – there are for instance editors, journalists, web designers, pressmen 

working at Alma Media’s three print houses, photographers, and paper men and women taking care 

of the delivery. Alma Media’s main Finnish offices are in Helsinki and Tampere, and the company 

has three printing houses in Tampere, Pori and Rovaniemi. (Ibid.) 

 Sparked by the growing sustainability awareness and increasing demands from its 

stakeholders, Alma Media started working on its CR during summer 2008. The process began with a 

CR workshop where key people from the management and other parts of the company defined the 

core values or elements of Alma Media’s CR. After that, the CR process became a part of the 

responsibilities of Alma Media’s communications manager. In spring and summer 2009, I worked as 
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a CR internee at the company. During this period, Alma Media focused more on its CR, and the first 

CR goals were formed as a result of this process. However, it became apparent that a stakeholder 

dialogue on CR was needed to be able to be able to cater for the different CR demands of Alma 

Media’s various stakeholders. Consequently, this thesis was sparked by that need. 

4.2.1. Data sources 

This case study focuses on one case, Alma Media, which was described in the preceding section. 

Furthermore, the study can be classified as an embedded case study as multiple data sources are 

used. First of all, the background of the study is looked at in the review of previous media CR –

related studies. This secondary data source helps form a context of the study – both a starting point 

and a background against which the study results can be compared and discussed. Secondly, primary 

data has been collected by participant observation. This data is documented by keeping a diary on 

CR issues at Alma Media over the period of an internship that I have done at Alma Media between 

May and August 2009. Thirdly, internal and external website sources have been reviewed. The 

external website (www.almamedia.fi/home) is open to anyone interested but the internal material is 

confidential. Finally and most importantly, the primary data collected during stakeholder interviews 

form the main body of the data of the analysis. There were overall 44 interviews carried out between 

the 21
st
 of October 2009 and the 29

th
 of January 2010 and the interviewees represent all the main 

stakeholder groups of Alma Media (Table 1.). 

 Research is always about making choices which for one affected by the researcher’s 

own worldview. These choices always affect the study results as well. In this study, the data sources 

have been chosen after consultation with two different supervisors and with employees of Alma 

Media. The secondary data – previous research on media CR – has been searched for on the library 

search engines (for both books and academic journals and articles) of the Stockholm and Helsinki 

Universities and the Helsinki School of Economics. Moreover, Google Scholar, JSTOR and 

ScienceDirect have been used as well as Google as part of the media CR information is non-

academic. The sources have been chosen on the basis of reliability of the source and on the relevance 

of the contents. Naturally, there may be studies or other papers on media CR that I have been unable 

to identify but, for example, Karoliina Malmelin, a CR and media researcher and the other supervisor 

of this thesis, has come in her own research to the approximately same end result concerning 

previous studies on the subject. 

 The second sources of data, participant observation at Alma Media and internal and 

external company information, have been chosen as they give the best available picture of the CR 

http://www.almamedia.fi/home
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reality at Alma Media. The participant observation is judged the best available means as it has enable 

me to acquire an in-depth understanding on Alma Media’s CR over a longer period of time through 

internal discussions, plans and documents, and through external contacts and events. This data source 

can be questioned as I am both an insider and a researcher which may give a biased view of the 

situation. Moreover, Alma Media may give a “half-outsider/insider” different information or less 

information. As a researcher, I have strived for non-bias by regularly discussing the thesis project 

with my supervisors and by re-checking my own position according to their possible critique.  

 Finally and most significantly, the main body of the data is formed by the data gathered 

in the 44 stakeholder interviews. The interviewees were chosen on the basis that all the most 

important stakeholder groups needed to be presented in the sampling. Interviews are considered an 

excellent way to gather information that would not otherwise be available in written form (Hirsjärvi 

et al. 1997). Moreover, from a constructivist perspective interviews as the main source appear a 

natural choice as information on the human perceptions on the studied phenomenon can be gathered 

this way. Interviews as the main data source of this study are also justified by the research problem 

which can best be tackled by gaining new, in-depth knowledge and by the research theory – 

stakeholder theory – which aims at understanding organisations and management by analysing 

stakeholder views on the organisation. 

 The interview method is more comprehensively analysed in the following section. 

Here, however, it is worth noting that interviews as the main data source should be analysed 

critically. In this study, the main risk related to the reliability of the interview data is that the 

interviewees may be unwilling to reveal their true opinion on Alma Media’s CR to an interviewer 

who is conducting the study on behalf of the company. This may be because of the interviewees’ 

position vis-á-vis the company, for example an employee may not be open about some possible cases 

of malpractice in fear of putting him/herself in a difficult situation. 

However, from the viewpoint of this study and its objective, the stakeholder model that is 

used in this study emphasises the three different stakeholder attributes by which each stakeholder is 

analysed. These attributes contain the attribute of urgency and, if a stakeholder has urgent demands, 

s/he is most likely to reveal these in the interview. This matters as only stakeholders with all three 

attributes are deemed definite stakeholders whose demands need to be prioritised. (Mitchell et al. 

1997.) This brings us back to one aspect of the research problem and the research questions – how 

the different CR issues can be prioritised with the help of the Mitchell, Agle and Wood model. 

Moreover, the constructivist viewpoint that is behind this study emphasises the construction of 
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“reality” – or shared meanings and perceptions – through dialogue. The truthfulness of information 

can be questioned as knowledge is constantly constructed and re-constructed in the interviews. (Flick 

in Flick et al. 2004.) Conclusively, interviews as a data source should – as all data sources – be 

critically looked at but this source fits the epistemology, research objective and the theory of this 

study. 

4.2.2. Methods 

The main research methods by which the data of this study has been gathered are the interview 

method and participant observation. Furthermore, the data is analysed using the content analysis 

method. The study is a qualitative study which means that it aims at describing a phenomenon 

comprehensively (Hirsjärvi et al. 1997). Qualitative research entails the idea that the researcher 

cannot dissociate his/her values and world view from the research process which puts objectivity in a 

traditional sense into question as the researcher is inherently part of the research phenomenon – or 

more precisely, what is known of the research phenomenon. Consequently, the qualitative research 

can only provide conditional explanations to a phenomenon – explanations that are bound to a time 

and a place. Thus, qualitative research is usually used to find or reveal new information rather than 

verify existing assumptions. Moreover, qualitative methods are used when a broad understanding on 

a phenomenon needs to be gained. Qualitative research is typically inductive, meaning theory is 

generated rather than verified. Furthermore, qualitative studies typically choose the sampling 

according to the principle of appropriateness (for example, expert interviews) rather than as a 

random sampling. (Creswell 1997; Hirsjärvi et al. 1997; Hirsjärvi & Hurme 2008.) 

 Saturation is a central element of qualitative research. As it is difficult to define what a 

sufficient amount of data is in a research using qualitative methods, researchers tend to rely on 

saturation – to look for patterns in the data that occur repeatedly and then continue looking for 

patterns until new information does not provide further insight into the subject matter. It may be 

difficult, however, to find patterns and yet stay open-minded for new information which may be 

provided as well – thus, there are risks related to saturation. Moreover, qualitative research is built on 

the assumption that each case is unique. However, saturation seems to be possible to reach in most 

cases and, as yet, many researchers tend to rely on saturation. (Creswell 1997; Hirsjärvi et al. 1997.) 

 There are also problems related to the generalisability of results obtained by qualitative 

research because of the relatively small number of data sources (for example interviews) that is 

typical of qualitative research. Hirsjärvi, Remes and Sajavaara (1997) note, however, that there is the 

idea first articulated by Aristotle that the general is repeated in individual cases, which makes it 
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possible to discern the significant aspects of a phenomenon and to see which patterns occur 

repeatedly on a more general level. (Hirsjärvi et al. 1997.) 

Interview method 

The interview method has been chosen as the main research method of this thesis for several reasons. 

Firstly, interviewing as a method emphasises the role of human being as an active actor who create 

meanings (Hirsjärvi et al. 1997) – thus, making the method suitable for both the epistemological 

background of the study and, most importantly, the research problem. Secondly, the interview 

method is useful when little or no previous research on the research problem exists. As noted earlier 

on in the study, this also applies to the case of media CR – only little previous research has been 

done in this field. When no previous research exists, it may be impossible or difficult to predict all 

the issues that need to be considered in the research process. Interviewing as a method provides the 

researcher with more freedom in this respect. Thirdly, interviewing enables the researcher to put the 

answers into a larger context, which is formed by for example other facts and expressions that come 

up during the interview. Moreover, the interviewee may speak of the research problem even more in-

depth or wider than what would be possible in for example a survey. Fourthly, the interview method 

suits the stakeholder theory as both the theory and this method are based on the assumption that the 

studied phenomenon can be understood in different ways depending on a person’s position, values 

and so on. Fifthly, the interview method leaves room for more specific questions which may follow 

the actual research questions. This is needed when studying a complex, relatively new phenomenon. 

Last but not least, interviewing is suitable when the research phenomenon is too complex to be put in 

a survey form, especially when the phenomenon may entail controversial matters, such as 

stakeholder demands on CR. (Creswell 1997; Hirsjärvi et al. 1997.) 

 Under a critical scrutiny, it appears that the same features that make interviewing a 

good method may also be its disadvantages. Firstly, interviewing is time-consuming and may also 

entail travel expenses. In this study, the interviews took from ten minutes up to two hours depending 

on the interviewee. CR and media experts had, as well it may, more to say on the subject than for 

example readers and personnel but even amongst personnel the duration varied considerably. 

According to Hirsjärvi, Remes and Sajavaara (1997), the use of the interview method is questionable 

when the interviews take only less than half an hour. In this study, however, the interview method is 

used as it is impossible to predict from beforehand which of the interviews could as well be carried 

out as a survey and which ones provide more in-depth information. 
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 Secondly, planning an interview is also time-consuming: reading relevant literature, 

modelling the interview structure according to both theoretical and practical needs and performing a 

pilot interview are all obligatory steps of the research process. Thirdly, there are several possible 

sources of error in the interview method that may distort the results. Interview may be considered a 

stressful or even intimidating situation. Moreover, it has been noted that the interviewees tend to give 

socially acceptable and desirable answers, which may undermine the reliability of the results. This, 

however, depends very much on the interviewee’s personality. The best way to improve the 

reliability of the results is too have several interviewees so that possible patterns can be found even 

in case of some distortions (Hirsjärvi & Hurme 2008). Moreover, it is crucial for the success of the 

interviews that the researcher is able to interpret the interviewee’s answers in the light of different 

cultural meanings and semantic structures (Hirsjärvi et al. 1997). Furthermore, data gathered in 

interviews is always bound to a context and a situation. Each interview may be different – the 

interviewer adapts to the interviewee and so makes each interview unique. Moreover, the interviewee 

adapts to the situation as well, making the interview different from some other situations. Also, 

random sampling is rare in interview studies. Finally, interview studies, due to above-mentioned time 

management issues, often consist of a small number of interviews. All this taken into consideration, 

the results ought not to be overly generalised. (Alasuutari 1999; Creswell 1997; Hirsjärvi et al. 1997; 

Kvale & Kahn 1996.) 

 In this study, the interviews presented the theme interview type of an interview. Theme 

interviews are semi-structured interviews where the subject matters discussed in the interview are 

known beforehand but the exact form and order of the questions may be left open. I used a five-

question structure where the questions where usually asked in the order presented in Appendix I but 

the structured was adapted to each interview situation. The interview structure also included a list of 

potential CR aspects both regarding the traditional understanding of CR and regarding the media 

sector. The list is based on the previous studies on CR and media responsibility that were presented 

in Chapter 2. The list was needed as the whole concept of CR was unfamiliar to many of the 

respondents although the actual contents of the concept were known by the same respondent. 

However, the list is intentionally very broad so as not to guide the interviewees’ perceptions of 

media CR too strongly. The interview structure was send to the interviewees beforehand so as enable 

the interviewees to prepare themselves for the interview. The interviews were one-to-one interviews 

and there were overall 44 interviews, most of which (25 interviews) were face-to-face interviews. 19 
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interviews were carried out by phone because of geographical limitations. The interviewees 

represented all the main stakeholder groups of Alma Media’s CR as shown on Table 1. 

 The interviewees in the personnel group were chosen so that an announcement was 

posted on the Intranet of Alma Media and the interested employees could attend by sending an e-

mail. The advertisers were chosen so that the person responsible for media marketing gave me a list 

of potential companies that are frequent advertisers in Alma Media’s newspapers and services and I 

contacted these companies. The response rate of the advertisers to the interview requests was quite 

low (10 %). The readers and visitors were chosen so that a survey was posted on Alma Media’s 

website and the respondents could indicate their interest in the interview in the survey formula. To 

gain the interest of readers as well, the survey was advertised for in Alma Media’s papers. Among 

the interested, the interviewees were chosen randomly. In the category of non-governmental 

organisations (NGOs), a wide range of organisations and associations which are somehow linked to 

Alma Media were contacted. Five out of eight requested organisations participated, representing 

media sector NGOs, CR-related NGOs as well as one business sector NGOs. Representatives of the 

government/administration and investors were chosen on the basis of relevance to Alma Media and 

to the media sector and CR at large. 

 

Table 1. Interviewees per stakeholder group. 

Stakeholder group Number of interviewees 

Personnel 14 

Advertisers 2 

Readers and visitors 12 

NGOs 5 

Government 3 

Investors 5 

Competitors 1 

Media 1 

Suppliers 1 

Total 44 

 

Participant observation 

In addition to the main body of data gathered in the interviews, also data gathered by participant 

observation is used in this study. Participant observation gives information on how the researcher 
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perceives the studied phenomenon. The strongest advantage of participant observation is that direct 

information on the behaviour of the studied phenomenon can be obtained in a natural environment. 

However, participant observation has been criticised for the possibility that the researcher may 

disturb the studied phenomenon or even change the course of events. This dilemma can be tackled by 

the researcher staying in the studied group or event over a prolonged period, thus making his/her 

presence more natural to other participants. Herein, however, lies a second risk of participant 

observation – the objectivity of the researcher may be undermined when an emotional bond is 

formed between the studied phenomenon and the researcher. In this study, participant observation 

was carried out over a period of three months so that the studied company would get used to the 

presence of the researcher. Moreover, I started keeping a diary (available on request) on Alma 

Media’s CR in the beginning of my stay at the company when the connection to the company was 

not as strong as it later could be. Furthermore, I have stayed in regular contact with my supervisors in 

order to obtain an outsider view on the research process and to be able to keep a certain distance to 

the studied phenomenon.  

Content analysis 

In this study, content analysis is used to analyse the data. Content analysis is a methodology for 

analysing the content of communication. Ole Holsti (1969, 2-14) defines content analysis as “any 

technique for making inferences by objectively and systematically identifying specified 

characteristics of messages”. Content analysis aims at analysing the data systematically and 

objectively. Interviews are a typical source of data for content analysis. Moreover, the contents of the 

data are described verbally in content analysis, whereas content classification is the part of content 

analysis where the data is analysed quantitatively. (Kyngäs & Vanhanen 1999.) Content analysis 

provides a coherent summary of the data. First, the data is divided into different categories which are 

conceptualised and thereafter put together into a coherent picture of the studied phenomenon. 

 In this study, the emphasis of the analysis is on the manifest contents, namely what was 

actually said by the interviewees. However, also latent meanings are taken into consideration when 

relevant. In particular, issues related to analysing whether or not a certain stakeholder has the 

urgency attribute relate to latent meanings uttered by the stakeholder. Moreover, also the attributes of 

legitimacy and power, especially as pictured by Alma Media, are related to latent meanings. (Tuomi 

& Sarajärvi 2004.)  

 This study uses a theory-based content analysis which means that the data is analysed 

in the light of pre-existing concepts and models. In this study, the main concepts of analysis are the 



45 

 

 

stakeholder concept by Freeman, the corporate responsibility concept by Carroll and, most 

importantly, the stakeholder model by Mitchell, Agle and Wood. The analytical framework of this 

study is presented in Table 2. The table shows how the operationalisation has been carried out in this 

study, namely what the linkage between the theory, the research questions and the data is. 

 

 

Table 2. The research questions in linkage with the source of data and the findings. 

Research question Source of data Findings presented 

in chapter no. 

Theoretical framework 

for the analysis 

Who are Alma Media’s 

stakeholders? 

•Intranet, 2009-> Company 

information 

•Alma Media’s website-> 

Company information 

•Participant observation, 2009 

(internship report) 

Chapter 5.1. Freeman 1984. 

How can Alma Media’s 

stakeholders be prioritised? 

1. Does the stakeholder 

have power? 

2. Urgent CR demands? 

3. Legitimacy? 

 

•Participant observation, 2009 

•Semi-structured interviews, 

2009-2010 

Chapter 5.4. Mitchell, Agle and 

Wood 1997. 

Which CR issues are the most 

important for different 

stakeholders? 

•Semi-structured interviews, 

2009-2010 

Chapter 5.2. Carroll 1979. 

How do Alma Media’s 

stakeholders wish to continue 

the CR dialogue with the 

company? 

•Semi-structured interviews, 

2009-2010 

Chapter 5.3.  

 

Content analysis has been criticised for the fact that although many researchers describe the analysis 

well, the conclusions drawn from the analysis may lack in meaningfulness. Moreover, a systematic 

structure for analysis may exclude some important findings from the analysis and from the 

conclusions. (Kyngäs & Vanhanen 1999.) In this study, to achieve reliability of the study, a 

systematic approach to the analysis is employed. However, also features in data that do not accord 

with the theoretical framework are considered in the analysis. The reliability and validity of studies 

that have been carried out using content analysis can be tested by different coders coding the same 

data. Due to time limits, this study has not been re-coded but the analysis process has been revised by 

both of my supervisors to ensure the reliability and validity of this study. 
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5. Results and analysis 

In this chapter, the results of the empirical research are presented, with the emphasis on the 

interview data that forms the main body of primary data of this study. Thereafter, the data is 

analysed with the help of the Mitchell, Agle and Wood model. Finally, on the basis of the model and 

the interview results, the research questions are answered in the form of a proposal for Alma 

Media’s CR agenda. 

5.1. Alma Media’s stakeholders 

Alma Media’s stakeholder map for this study was formed as a result of reading internal and external 

company documents and of several meetings and discussions that I attended during the period of 

participant observation (internship during May-August 2009; diary available on request). As a 

theoretical starting point of the analysis, the Freeman definition (1984, 46) of a stakeholder was 

employed – “any group or individual who can affect or is affected by the achievement of the 

organization’s objectives”. 

 The stakeholder map of Alma is something of a special case as almost any actor in the 

Finnish society – be it an organisation, a citizen or a governmental body – are somehow affected by 

or affecting Alma Media through its many newspapers and online services. After the stakeholder 

analysis, nine large main stakeholder groups were identified (see Figure 3.): Readers, visitors on 

Alma Media’s websites, non-governmental organisations (NGOs), the government/administration, 

the personnel of Alma Media, investors, the media, advertisers and competitors. These are all 

directly affecting or affected by Alma Media – unlike stakeholders that are affected by or affecting 

Alma Media indirectly, such as the families of Alma Media’s employees. The study focuses on these 

nine stakeholder groups due to the limited scope of this thesis as regards both time and length. 
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Figure 3. Alma Media’s main stakeholders per group 

 

5.2. The CR interests and demands of each stakeholder group of Alma Media 

First of all, the interviewees were asked what they consider to be the most important CR issues of 

media corporations in general (Question 1. in the Interview design, Appendix I) and of Alma Media 

in particular (Question 2.). In reality, the questions and the responses were highly overlapping. Most 

respondents gave a more general and theoretical reply to the first question and a more personal and 

concrete reply to the second question. Almost half of the respondents considered the CR priorities of 

Alma Media to be the same as those of any company. There seems to be a correlation between the 

closeness of the respondent’s relationship with Alma Media and the concreteness of the Alma 

Media-specific question: More distant stakeholders consider the CR of all media companies roughly 

the same, whereas for example the employees of Alma Media usually had more detailed answers to 

the second, Alma Media –oriented question than to the first question. 

Furthermore, the third interview question concerns the urgency of each stakeholder’s CR 

demands. The interviewees were asked whether they have urgent claims on Alma Media’s CR and, if 

so, which issues these demands concern (Question 3, Appendix I). Every so often, the respondents 

presented any demands they may have on Alma Media’s CR in their answer to Question 3, 

regardless of the fact that the formulation of the question emphasises urgent demands (for the 
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definition of urgency, see Chapter 3.2.5.). The actual urgency of each stakeholder is analysed more 

in-depth in Chapter 6. In the following, the responses to Questions 1, 2 and 3 are revised per 

stakeholder group. The data on general media CR priorities, on Alma Media-specific priorities and 

on CR demands per stakeholder group can be found in Appendix II. 

As there were clear repetitive patterns in the interview data, the categorisation of the results 

was possible, as seen in the following table. In Table 3, the interview results regarding questions 1, 2 

and 3 are presented. A more thorough understanding of each stakeholder issue mentioned in Table 3 

can be found in Chapter 6 and in Appendix III, which includes a review of the major findings of the 

interviews represented per stakeholder group. 

 

Table 3. The interview results regarding interview questions 1, 2 and 3 per stakeholder group. 

 Q1. CR priorities of 

media corporations 

 

Q2. Alma Media-

specific CR issues 

Q3. CR demands Other notices 

Personnel 

(14 

interviews) 

 

Interviews 

2, 3, 4, 8, 

10, 11, 12, 

14, 15, 16, 

17, 18, 26, 

32  

•Reliability (of 

information) 

•Environment 

•Responsible 

journalism 

•Environment 

•Responsible treatment 

of personnel 

•Promotion of local 

communities and 

identities (locality) 

•Environment 

•Equality of employees 

(skills and career 

development, benefits) 

•Transparency 

•Environmental 

responsibility is 

particularly emphasised  

•Equality demands mainly 

originate from Kauppalehti 

Group 

Readers & 

visitors (12) 

 

Interviews 

29, 30, 31, 

33, 34, 35, 

36, 38, 40, 

42, 43, 44 

•Reliability 

•Environment 

•Freedom of 

expression 

•Responsible 

treatment of 

personnel 

•Reliability of 

information 

•Promotion of the 

Finnish language 

•Promotion of locality  

•Environment  

•Quality journalism 

Only few urgent demands 

(Interviews 29, 38, 40, 43) 

but these mostly concern 

the environment (eg 

information on 

sustainability in the 

contents). 

NGOs (5) 

 

Interviews 

6, 9, 19, 27, 

28 

•Reliability 

•Journalistic integrity 

•Responsible 

journalism 

•Promotion of 

sustainability 

•Societal 

responsibility 

•Promotion of 

citizenship 

•Environment 

•Local journalism 

•Promotion of locality 

•Promotion of freedom 

of expression 

•Environment 

•Media literacy 

•Environment 

•Quality journalism 

•Local journalism 

•Transparency 

Stakeholder views in this 

category vary markedly 

depending on the NGO and 

its main focus - which 

explains the long list of CR 

issues. 

Investors 

(5) 

 

•Traditional CR/TBL 

issues: economic, 

social & 

•Promotion of locality 

•Promotion of 

citizenship 

•Quality journalism 

•Stakeholder 

involvement 

Institutional investors (1, 

25, 39) emphasise that they 

are mainly interested in CR 
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Interviews 

1, 13, 25, 

39, 41 

environmental  

•Transparency 

•Reliability 

•Journalistic integrity 

•Local journalism 

•Environment 

•Transparency issues which are related to 

potential risks and 

opportunities, while 

private, small-scale 

investors (13, 41) came 

closer to readers and 

employees, for example, in 

their views. 

Governmen

tal (3) 

 

Interviews 

7, 20, 21 

•Reliability 

•Journalistic integrity 

•Good governance 

•Responsible 

treatment of 

personnel 

•Educative role 

•Quality journalism 

•Responsible treatment 

of personnel 

•Promotion of locality 

•Responsible treatment 

of personnel (equality) 

Governmental stakeholders 

highlight, more than other 

stakeholder groups, the 

responsibility of the media 

to promote all-around 

education, media culture 

and media literacy. 

Advertisers 

(2) 

 

Interviews 

5, 23 

•Reliability 

•Journalistic integrity 

•Responsible 

journalism 

•Promotion of 

citizenship 

•Economic 

responsibility 

•Responsible treatment 

of personnel 

•Stakeholder 

involvement 

•Environment 

•Responsible 

advertising 

Advertisers are interested 

in how Alma Media’s CR 

can support their own CR 

actions. In particular, 

information on Alma 

Media’s environmental 

impacts is demanded. 

Suppliers 

(1) 

 

Interview 

22 

•Reliability 

•Journalistic integrity 

•Traditional CR/TBL 

issues 

(econ./soc./env.) 

•Promotion of locality 

•Promotion of locality •Environment The interviewed supplier 

puts a strong emphasis on 

the environmental 

communications of Alma 

Media and the improvement 

of this area. Moreover, the 

stakeholder demands that 

environmental issues 

should be part of Alma 

Media’s purchase policy. 

Media (1) 

 

Interview 

37 

•Responsible 

journalism 

•Transparency 

•Societal 

responsibility 

•Educative role 

•Environment 

•Promotion of locality •Transparency (about 

Alma Media’s ethics & 

guiding principles; 

Code of Conduct) 

•Stakeholder 

involvement 

Most importantly, the 

interviewed media 

stakeholder maintains that 

Alma Media should be 

more interactive and 

actively take part in the 

discussions on future of 

media.  

Competitor 

(1) 

 

Interview 

24 

•Responsible 

journalism 

•Sustainable choices 

(eg partnerships) 

•No Alma Media-

specific issues. 

•No demands.  



50 

 

 

 

5.3. The preferred methods of future stakeholder dialogue 

The overall interest in continued CR dialogue with Alma Media is considerably high amongst the 

respondents – only two interviewees out of 44 have no interest in dialogue on Alma Media’s CR in 

the future (Interviews 7, 42). Moreover, amongst those interested in further CR dialogue, most 

respondents stated that they are, indeed, very interested in this kind of co-operation and that a multi-

stakeholder approach to CR development makes Alma Media something of a forerunner (for 

example, Interviews 6, 20). 

 Of the various potential methods for CR dialogue, an online CR stakeholder discussion 

forum gains the widest interest amongst the interviewees – as Figure 4 shows, 34 % of the 

respondents would be interested in this form of dialogue. Other interesting methods for CR dialogue 

are surveys or interviews and private discussions with Alma Media, both of which interest 16 % of 

all respondents. 

 

 

Figure 4. Stakeholder dialogue preferences (preferred by % of all respondents). 

 

There are clear differences between the stakeholder groups concerning the preferred dialogue 

methods. Amongst the employees, Walma (the Intranet of Alma Media) is the most popular forum 

0 %

5 %

10 %

15 %

20 %

25 %

30 %

35 %

40 %



51 

 

 

for CR dialogue. As Figure 5 shows, 29 % of the employees would like to use Walma for this 

purpose.  Readers and visitors, on the other hand, clearly find an online stakeholder discussion forum 

the preferable means of CR dialogue – altogether 73 % of the readers and visitors mention this 

method. Investors prefer private discussions with Alma Media, preferably with the Head of Investor 

Relations (60 % of all investors). The integration of CR dialogue into other negotiations with Alma 

Media is the method preferred by both the advertisers and the interviewed supplier – all the three 

respondents mention this method. Figure 5 shows the distribution of the preferred dialogue methods 

between all stakeholder groups. 

 

 

Figure 5. The preferred dialogue methods per stakeholder group. 

 

5.4. The evaluation of each stakeholder group’s power, legitimacy and urgency 

In this study, power, legitimacy and urgency have been defined in accordance with the definitions 

employed by Mitchell, Agle and Wood (1997; Chapter 3). Next, the data and the results are analysed 

with the help of each attribute. It should be noted, however, that all the stakeholders that have been 

included in the analysis have legitimacy vis-à-vis Alma Media. This is mostly due to the fact that the 
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relevant stakeholders where defined with the help of an internal Alma Media perspective on the 

matter and illegitimate stakeholders are easily considered irrelevant – although they may become 

potentially dangerous stakeholders when in possession of the two other stakeholder attributes. 

However, due to the limited timeframe and extent of the thesis, the main focus of the study is on 

evaluating the two other attributes. A similar view on the legitimacy attribute has been employed by, 

for example, Myllykangas (2009) due to the managerial approach to the identification of 

stakeholders. 

 The stakeholders have been analysed both on the stakeholder and on the stakeholder 

group level. During the analysis, it became apparent that most of the stakeholder groups are too 

versatile to be analysed simply as a group – the differences between the stakeholders within each 

group may be marked. Due to this, each stakeholder group has been analysed on the individual 

stakeholder level according to the Mitchell, Agle and Wood model and, finally, each stakeholder 

group has been placed in the stakeholder category where most of the stakeholders of the given 

stakeholder group belong. Table 4 illustrates the division of stakeholders into different stakeholder 

categories. The table is further explained in the following stakeholder-specific analysis. 

 

Table 4. The division of Alma Media’s stakeholders according to the possession of power (P), legitimacy (L) and 

urgency (U). 

 Definitive 

(P, L, U) 

Dominating 

(P, L) 

Dependent 

(L, U) 

Discretionary 

(L) 

Readers & visitors 3 9   

Personnel 9 5   

NGOs 1 2 1 1 

Investors 1 4   

Governmental 2 1   

Advertisers 1 1   

Competitors  1   

Suppliers   1  

Media   1  

Total 17 23 3 1 
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Personnel 

First of all, it should be noted that, as a stakeholder group, the employee group is indeed versatile. 

There are employees with a stronger and weaker power attribute and employees with and without 

urgent CR demands. What is typical of this stakeholder group is that it possesses a very strong 

legitimacy attribute as corporations benefit from their employees and the employees are thus 

perceived to have a socially approved right to have their voices heard in the corporate decision 

making. 

 Employees of Alma Media have many potential sources of power. First of all, part of 

the interviewees (for example, Interview 3, 4) has considerable power in the company due to their 

position in the company hierarchy or other key role in the company. Potentially very powerful 

employee stakeholders are those with normative power in the organisation – employees who have 

influence on the opinions of their colleagues and even on their superiors (opinion leaders). This 

normative power may be gained, for example, through own activeness (Interview 4) or through long 

experience in the company (Interview 10). 

All employees have some degree of power – namely, some degree of an ability to make Alma 

Media do something it would not otherwise do. The power of part of the employees is very low if 

they can fairly easily be replaced (the dependency on the employee is low, thus making the 

instrumental power of the employee low) or if they are not so-called opinion leaders or otherwise 

active proponent of the own rights in the organisation (lack of normative power). Most of the 

respondents belong to the majority employee group concerning the power attribute – they have low 

to medium power through development discussions, employee surveys, corridor discussions, Helmi 

(an online initiative tool for all employees) and so on but their influence over the corporate decision 

making is limited. 

A small minority of the employee respondents seem to belong to the very low power category 

– mostly as they are positioned far from the corporate decision making and their interest in the 

company may be low, thus making them passive vis-à-vis their potential power (Interviews 16, 17). 

Moreover, in a fairly large company the potential power of a single employee is limited in any case. 

However, the interviewees represent the active part of the personnel as they have voluntarily taken 

part in the interviews. To correct the potential distortion of the results and on the basis of the 

participant observation period, the employee stakeholders can be organised in three power categories 

– low, medium and high. Most importantly, however, all employees have power of some kind. 
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Urgency also divides the employee stakeholders – there are stakeholders without any 

demands, with some demands and with urgent demands. The majority of the employees clearly have 

urgent demands on Alma Media’s CR (Interviews 4, 10, 11, 14, 16, 17, 18, 26, 32). Most of these 

urgent demands are related to either social (human resources) or environmental responsibility. Most 

of the interviewees without urgent demands do have some demands on Alma Media’s CR, which 

means that there are numerous potential or latent urgent demands within this stakeholder group. 

Interestingly, those with medium power seem to have the lowest amount of urgent demands amongst 

the respondent – in most cases, it is either the stakeholders with low power or high power who have 

urgent demands. On the basis of the attribute distribution, the employee stakeholders have been 

divided into employees with power, legitimacy and urgency and employees with power and 

legitimacy. The division is represented in Table 4.  

Readers and visitors 

The readers and visitors clearly have, like the employee stakeholder group, legitimacy. This is due to 

a socially shared and constructed perception that customers have a rightful position vis-à-vis the 

corporation the customers of which they are – a right to make claims on the company’s products and 

so on.  

As concerns power, single customers rarely have strong influence on the corporate decision-

making. However, there are opinion leaders in the society who can with their own activeness have an 

impact on the public opinion and thus influence the consumer behaviour or that way also the 

corporate decisions. The rise of social media has strengthened this source of power (Gillmor 2004). 

However, even an average customer can gain power with their own activeness – Alma Media’s 

customers are listened to through customer satisfaction surveys and interviews, through customer 

feedback, through readers’ forums (a permanent forum of active readers who get to comment Alma 

Media’s newspapers and develop them together with Alma Media). 

In the end, the power of customers is based on the fact that the relationship with the readers 

and visitors is the basis of the whole business of Alma Media – without its customers, Alma Media 

cannot exist. This power is of an instrumental nature (economic) as Alma Media needs its readers 

and visitors to gain profit directly from the readers and visitors and from the advertisers who wish to 

attract the attention of the readers and visitors. Consequently, readers and visitors and have low to 

medium power depending on their own activeness and resources. 

The readers and visitors who were interviewed have already shown their own activeness in 

volunteering for the CR interview, thus making them all potentially powerful vis-à-vis Alma Media. 
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Naturally, a short telephone interview cannot capture the whole power relationship between each 

stakeholder and the company but the interviewees clearly show which stakeholders are more active 

and potential more powerful than some other, more passive interviewees. There are large differences 

between the interviewees – most of the interviewees are deemed to have low to medium power due 

to their relative passiveness in the interview and relatively little interest to participate in the further 

development of Alma Media’s CR (Interviews 29, 30, 31, 33, 34, 35, 38, 40, 42, 43, 44) while there 

is also an example of a very active reader who belongs to the reader forum and potentially has even a 

high power attribute (Interview 36). 

 Only three out of twelve reader and visitor interviewees state that they have urgent CR 

demands on Alma Media’s CR (Interviews 33, 40, 43) but many respondents do have some demands 

that they do not consider themselves urgent. However, these stakeholders may fulfil the two criteria 

of urgency – time-sensitivity and criticality – in the future if the issues that they demand to change 

are not acted upon (for example Interview 31). By far the largest part of the interviewees (67 %) 

have no urgent demands and low to medium power while 25 % have low to medium power 

combined with urgent demands and only one respondent has medium to high power without any 

urgent claims (7 %). Conclusively, all the readers that took part in the study have some degree of 

power as they are active enough to participate in the study. However, in reality there are readers and 

visitors who can be deemed to have no power over the corporate decision-making mostly due to their 

lack of interest or ability to activate their potential sources of power. Due to the earlier mentioned 

limitations of the study (eg Chapter 1), these readers and visitors are not included in this study. The 

distribution of the respondents into readers with power, legitimacy and urgency and readers with 

power and legitimacy is presented in Table 4. 

NGOs 

All the interviewed NGOs have a socially accepted role in the Finnish society and a legitimate role 

vis-à-vis Alma Media. Two of the interviewees represent organisations in the media sector and these 

organisations have medium to high power as they have bargaining power (association to which many 

of Alma Media’s employees belong) or as they have a close relationship to Alma Media’s top 

management (major media organisation) – namely, both instrumental and normative (and even 

coercive power by threatening the company) (6, 19). One out of the five interviewed NGOs is a 

major business sector organisation which also has high power through strong bargaining power 

(instrumental and normative power) (Interview 28). The resting two organisations, both of which are 

CR-related, have no power or only considerably little power over Alma Media’s decision-making as 
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Alma Media neither belongs to the organisation nor shares an economic interest with them 

(Interviews 9, 27). 

 Only two out of five NGOs have urgent demands on Alma Media – one media sector 

organisation and one CR organisation (Interviews 19, 27). The distribution of the stakeholders into 

different stakeholder categories is presented in Table 4. The distribution shows that the NGO 

category is indeed heterogeneous and the status of the NGO strongly depends on the field that the 

NGO operates in. 

Advertisers 

The legitimacy of advertisers is based on the instrumental relationship between the advertisers and 

Alma Media – as customers, advertisers have a legitimate relationship to Alma Media. In situations 

where advertisers strive to strongly influence the decision-making of a media company, in particular 

the contents of journalism and thus to breech against the journalistic integrity, the societal basis of 

legitimacy may, however, be lost. Yet, in the case of the interviewed advertisers, the interviewees 

clearly have legitimacy – they are socially approved and accepted actors of society. 

 The power of both the interviewees is medium to high as they represent major 

advertising customers of the company – the views of these stakeholders could make Alma Media do 

something it would not otherwise have done if in fear of risking the customer relationship. A much-

debated example of this is the debate over the lay-out of Finnish newspapers – whether for example 

Aamulehti should remain in broadsheet – which is seen as the favourable option for advertisers – or 

to move on to tabloid, which could be appreciated by many readers (Helsingin Sanomat 2010-01-31). 

The basis of the advertiser power is, first and foremost, instrumental (economic). 

 One out of the two interviewees has urgent claims (Interview 23). Although the 

demands of the other respondent are not considered urgent by the respondent herself, this 

interviewee also has some milder demands (Interview 5) – but these demands are not time-sensitive 

to the stakeholder. Table 4 summarises the stakeholder categorisation of advertisers. 

Competitors 

Only one competitor stakeholder was interviewed for the study but this respondent represents Alma 

Media’s main competitor in Finland (Interview 24). The respondent has legitimacy through this role 

– and considerable indirect power over Alma Media through the market. Concerning CR issues, the 

competition between the companies may affect how seriously CR is taken by the companies – the 

CR efforts of a major competitor are likely to have an impact on the CR priorities of Alma Media as 

well. The power of the respondent can be categorised as medium to high – but it is of significance 
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that this power is instrumentally indirect (the effect materialises in the market) but normatively direct 

(benchmarking, example setting). At the moment, the respondent has no urgent claims on Alma 

Media’s CR. (Table 4.) 

Government 

The governmental stakeholders have legitimacy through their socially accepted role in society. 

Altogether, three governmental stakeholders were interviewed, all of whom have medium to high 

power on Alma Media. Particularly powerful are the interviews representing the communications 

administration (Interviews 7, 20) but the respondent representing CR issues in the administration can 

prove more powerful vis-à-vis the CR of Alma Media as she works with, for example, the official 

recommendations for CR reporting in Finland (Interview 21). The power of the respondents is 

mainly instrumental (legislation) but also normative (recommendations). Moreover, one respondent 

may have influence on Alma Media through her acquaintance with the top management. As concerns 

urgency, two out of three stakeholders in the category have urgent demands. Table 4 represents the 

division of the governmental stakeholders into different stakeholder categories. 

Investors 

Investors gain their legitimacy by the logic of “getting something in return” – investors are accepted 

as legitimate actors in society through their investment in other legitimate societal actors. For this 

study, five investors were interviewed – two of whom are small-scale investors and three represent 

institutional investors. What is particular about the interviewed institutional investors, they all 

represent a Socially Responsible Investments (SRI) perspective on investing, making their views 

more relevant to CR. 

The power of small-scale investors is limited but active small-scale investors have an 

opportunity to have their voices heard at the annual meeting of shareholders. In general, the power of 

small-scale investors could be labelled low to medium depending on the stakeholder’s own 

activeness, whereas major institutional investors have – through the representation of considerable 

financial resources and thus through the possession of instrumental power over listed companies – 

high power over the decision-making of companies. Of the interviewed small-scale investors 

(Interviews 13, 41), both belong to the active part of the small-scale investors, thus making their 

power low to medium. The institutional investors (Interviews 1, 25, 39) all have potentially high 

power as they have the possibility of direct contact with the head of Investor Relations at Alma 

Media who belongs to the top management of the company. 
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When it comes to urgency, the interviewees have few urgent claims. Only one 

institutional investor claims to have an urgent demand (Interview 1) but investors have high potential 

for urgent claims if their interests are at risk. The division of the investors into investors with 

urgency and without urgency is presented in Table 4. 

Suppliers 

The legitimacy of the interviewed supplier is based on the fact that she represents a well-established, 

large Finnish company – namely, a business actor with shared societal acceptance. In general, the 

power of suppliers depends on the supply of the product or service that the company is producing at 

the market place. In the case of the interviewed supplier (Interview 22), Alma Media is not solely 

dependent on this supplier, thus weakening the bargaining position of the supplier. However, Alma 

Media has some interests in using this supplier (a reliable supplier that has been previously used and 

that is geographically well located) which makes the supplier potentially powerful, mainly based on 

instrumental but also partly on normative power (for example, the use of Finnish suppliers is 

considered an asset in the views of many other stakeholders of Alma Media). At the moment, 

however, this supplier has no immediate power as the price of the product of this supplier has been 

relatively low, thus making its potential power latent for the time being. 

The respondent has some urgent claims on Alma Media’s and she already has taken some 

measures to act upon these claims. Conclusively, at the moment of the writing, the supplier 

representing the whole supplier stakeholder group in this study possesses urgency and legitimacy 

(Table 4). 

Media 

The interviewed journalist represents Finland’s largest newspaper (Interview 37), which has 

something of an institutional role in the country – thus making the stakeholder a legitimate actor. The 

influence of the interviewed stakeholder is high as she represents the “loudest” voice amongst the 

Finnish media. However, it should be noted that this power is influence – the media may influence 

the company through other societal actors but only indirectly. For example, the media perceptions on 

Alma Media affect the employer reputation of the company but it is not the media but the potential 

employees and their perceptions that could make the company do something it would not have 

otherwise done. Simply put, the media needs other stakeholders to enforce its influence and 

transform it into power. 
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 As concerns urgency, the respondent has some (mild) demands. However, the media 

always has potential for having urgent claims on which it tends to promptly react. To sum up, the 

media stakeholder has legitimacy and some degree of urgency.  

Competitors 

The competitor interviewed for the study represents Alma Media’s main competitor (Interview 24), a 

major Finnish media corporation, thus making the stakeholder legitimate. This stakeholder has 

potential for high indirect power as its choices may strongly affect Alma Media’s business and thus 

its corporate decision-making. The power is of a similar indirect nature as for example that of media 

– power that takes a direct form via other stakeholders. These stakeholders are defined by Phillips 

(2003; Chapter 3.2.4) as derivative stakeholders.  

To summarise, the competitor has, at the moment, no urgent claims on Alma Media’s CR, 

which implies that the stakeholder possesses two attributes – power and legitimacy. 

5.5. Alma Media’s stakeholder model according to Mitchell, Agle and Wood 

As Figure 6 illustrates, the stakeholder map of Alma Media is dominated by definitive and 

dominating stakeholders (groups 4 and 7) – out of 44 interviewed stakeholders, totally 40 

stakeholders fall under these two categories.  

 

Figure 6. Alma Media’s stakeholders according to the Mitchell, Agle & Wood model (1997). 
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Definitive stakeholders 

Altogether, 36 % of all respondents are definitive stakeholders – stakeholders possessing power, 

legitimacy as well as urgency. The majority of stakeholders in two different stakeholder groups 

belong to definitive stakeholders: personnel (57 % of the interviewed employees are definitive 

stakeholders) and governmental stakeholders (two stakeholders out of three in total). Moreover, there 

are some definitive stakeholders amongst readers and visitors (25 % out of all readers), NGOs (one 

out of five in total), the other interviewed advertiser stakeholder and one investor out of five 

interviewed. 

 According to Mitchell, Agle and Wood, managers have “a clear and immediate 

mandate to attend to and give priority” to the claims of definitive stakeholders (Mitchell et al. 1997, 

878). In Alma Media’s case, there are stakeholders from six out of nine stakeholder groups amongst 

the definitive stakeholders. However, the inclusion of almost all CR interests and demands in the 

definitive stakeholder category does not provide any tools for formulating Alma Media’s CR priority 

agenda. Thus, when analysing which CR interests are given priority, each stakeholder group is 

placed in the category of the Mitchell, Agle and Wood model to which the major part of the 

members of the given stakeholder group belong. Consequently, on the basis of the Mitchell, Agle 

and Wood model, the managers of Alma Media should prioritise the CR interests of its employees, of 

the governmental stakeholders and partly also those of the advertisers as one out of two interviewed 

advertisers belongs to definitive stakeholders. 

Dominating stakeholders 

The majority of all respondents (55 %) are dominating stakeholders – that is, stakeholders in 

possession of power and legitimacy. The major part of readers and visitors (75 % of all interviewed 

readers and visitors), NGOs (40 %), investors (80 %), the other interviewed advertiser and the sole 

interviewed competitor belong to this category. Moreover, there is one governmental stakeholder in 

this group as well. 

 According to Mitchell, Agle and Wood (1997, 876), the stakeholders possessing power 

and legitimacy form “the dominant coalition” in a corporation. Even the expectations of dominant 

stakeholders may have an impact on the corporate decision-making. This is due to the fact that 

urgency is of the most dynamic (changeable) nature of all the three stakeholder attributes (ibid.) and 

this attribute is the only attribute that dominating stakeholders do not possess. In some cases, the role 

of dominating (and definitive) stakeholders may be so pronounced that they are considered the only 
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stakeholders of a firm. To manage CR-related risks, however, at least all the stakeholders possessing 

two or three attributes need to be considered. 

In the case of Alma Media’s CR agenda setting, the CR interests of readers and visitors, 

NGOs and investors are included in the dominant stakeholder category in accordance with the 

majority principle presented previously in this chapter. 

Dependent stakeholders 

The only interviewed supplier and media stakeholders as well as one out of five NGO stakeholders 

have legitimacy and urgency and, thus, belong to dependent stakeholders. Overall, dependent 

stakeholders form 7 % of all Alma Media’s stakeholders. These stakeholders are, according to 

Mitchell Agle and Wood (1997), dependent on other, powerful stakeholders to carry out their will. 

As concerns stakeholder prioritising, dependent stakeholders may be of lesser priority compared to 

dominating stakeholders but, through the power of other stakeholders, these stakeholders may 

become relevant to corporate decision-making and thus need to be considered as well. 

 Concerning Alma Media’s CR agenda, the CR interests of suppliers and media are 

included in the dependent stakeholder category. 

Discretionary stakeholders 

Of all the interviewees, one stakeholder possess only one stakeholder attribute, that of legitimacy. 

This NGO stakeholder is, according to the Mitchell, Agle and Wood model, a discretionary 

stakeholder. Discretionary stakeholders are of particular relevance to CR as they are likely to receive 

what Carroll (1979) calls discretionary CR, which is more commonly referred to as corporate 

philanthropy (Mitchell et al. 1997). Most importantly, since discretionary stakeholders have no 

power nor urgent claims, managers have absolutely no pressure to engage in an active relationship 

with these stakeholders – but doing so is, in most cases, considered a societally acceptable act of 

goodwill (ibid.). 

 As concerns Alma Media’s CR agenda, the fact that only one NGO stakeholder belongs 

to discretionary stakeholders implies that the NGO stakeholders have already been analysed in the 

previous category of dominating stakeholders where the major part of NGO stakeholders belong. 

5.6. Alma Media’s CR priorities 

According to the stakeholder model of Mitchell, Agle and Wood, definitive stakeholders form the 

very core of an organisation’s stakeholder map. In the case of Alma Media, as presented in Chapter 

5.5., the definitive stakeholders are employees, governmental stakeholders and advertisers. Drawing 
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from the stakeholder interview data, the CR interests of these stakeholders as well as those of other 

major stakeholder groups of Alma Media have been presented in Chapter 5.2. Consequently, by 

combining the conclusions drawn from the Alma Media stakeholder map based on the Mitchell et al. 

model and from the CR interests based on the interview data, Alma Media’s core CR priorities can 

be defined. According to the above-formulated stakeholder model, Alma Media’s definitive CR 

issues (that is, the CR interests of the definitive stakeholders) include the following general media 

CR themes: 

 The reliability of the (provided) information (journalism) 

 Responsible journalism (eg transparent editorial policies) 

 Environmental responsibility 

 Journalistic integrity 

 Good governance 

 Responsible treatment of personnel 

 Educative role of the media 

 

Moreover, the CR of Alma Media should put special emphasis on the following Alma Media-

specific CR themes: 

 Environmental responsibility (in particular, integration of environmental responsibility into 

all operations, such as recycling, green purchase policies, environmental training) 

 Responsible treatment of personnel 

 Promotion of local identities and communities 

 Quality journalism (in-depth, professional journalism on significant societal issues) 

 Promotion of citizenship (eg the offering of public discussions forums) 

 Stakeholder involvement (active stakeholder dialogue through different channels) 

 

Alma Media should prioritise the following CR issues due to definitive stakeholder demands: 

 Environmental responsibility 

o Environmental programmes, initiatives and certificates (Green Office) 

o Green purchase and green building policies 

o Recycling facilities 

o Information of the companies environmental impacts 

 Equal treatment of personnel 
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o Equal skills development 

o Equal career opportunities, perks and pay policies 

 Responsible treatment of personnel in general, in particular the promotion of employee well-

being 

 Transparency (concerns particularly the top-down and bottom-up dialogue opportunities) 

 Responsible advertising (clear and open advertising policy, provision of information on the 

environmental impact of advertising to advertisers) 

 

These issues form the core of the suggested CR agenda and strategy for Alma Media as the above-

mentioned CR themes build on the interests of Alma Media’s most central stakeholders – definitive 

stakeholders who are the stakeholder group whom managers have “a clear and immediate mandate to 

attend to and give priority” (Mitchell et al. 1997, 878). However, as Mitchell, Agle and Wood 

highlight, the classification of stakeholders needs to be considered a dynamic model – the possession 

of the three stakeholder attributes changes over time, making the different stakeholders move from 

one stakeholder category to another. Thus, it is of great importance for managers to bear other 

stakeholder groups in mind as well – in particular, dominating stakeholders who only lack the most 

dynamic attribute, that of urgency. Although the CR interests of dominating stakeholders are 

prioritised over other expectant stakeholders, managers should pay attention to other expectant 

stakeholders in the long-term in order to improve risk-awareness. (Ibid.) 

 When the CR interests of dominant stakeholders (readers and visitors, NGOs, investors 

and competitors) and those of dependent stakeholders (suppliers, media) are added to Alma Media’s 

CR agenda, no new general media CR issues appear but the following Alma Media-specific CR 

themes join the agenda: 

 Responsibility for maintaining local journalism truly local 

 Promotion of the Finnish language 

 

Furthermore, the following demands on Alma Media’s CR need to be considered: 

 Provision of sustainability information both on the corporate level and in Alma Media’s 

papers and online media 

 Stakeholder involvement 

 Quality 
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5.7. Alma Media’s priority methods for CR dialogue 

The results of the study highlight a clear interest in a continuous stakeholder dialogue on Alma 

Media’s CR amongst all stakeholder groups. All but two interviewees are interested in some form of 

dialogue in the future and stakeholder involvement is highlighted as a core responsibility of Alma 

Media by several stakeholder groups. However, the future CR dialogue needs to provide for different 

demands as the stakeholder groups are interested in different forms of dialogue. Overall, the 

following CR dialogue forms top the agenda: 

 Online discussion forum 

o Both open and invitation-based forums gain stakeholder interest 

o The discussion forum could be a permanent forum or a topical, time-bound tool 

 Thematic CR surveys and interviews (such as the study at hand) 

 Discussions on CR via personal contact with Alma Media 

o Integration of CR into discussions and negotiations with suppliers, advertisers and 

investors gain wide interest in these stakeholder groups 

 Dialogue on Walma, the Intranet, is the preferred form amongst the employees 

 

As the preferred dialogue forms vary within the definitive stakeholder groups – employees are 

interested in Walma while advertisers and governmental stakeholders wish to have personal 

discussion -, all the above-mentioned dialogue forms need to be considered in Alma Media future 

CR strategy and implementation. 
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6. Discussion 

In this chapter, the results of the study and the proposed CR agenda (Chapter 5.6. and 5.7.) are 

discussed in their frame of reference. Firstly, the findings are discussed with the focus on the 

fulfilment of the research aim. Secondly, the role of stakeholder theory in this study is reflected upon. 

Thereafter, the study is looked at from the view point of previous research both in the field of (media) 

CR and corporate CR practises. Then, the methodology of this study is discussed with the focus on 

the applicability of the chosen methods. Finally, the implications and recommendations are 

presented on the basis of this study – both regarding ideas for future research and for corporate CR 

practises at Alma Media. 

6.1. Discussion on the findings of the study 

The research problem of this study tackled the issue of how the CR framework should be formulated 

in the context of (Finnish) media companies. The need for this study arose from a twofold need to 

acquire a more holistic understanding of what CR implies and withholds for the media sector as there 

has been an evident lack of corporate and academic research on this problematic (Chapter 1). This 

study makes its humble contribution to cater for this demand and add to the lacking knowledge base. 

 The corporate aim of this study is to formulate a proposal for Alma Media’s CR agenda 

based on the CR priorities of Alma Media’s most central stakeholders. The proposed CR agenda can 

be found in Chapters 5.6. and 5.7. Firstly, the stakeholders of Alma Media were interviewed on the 

matter of media CR after which the stakeholders were analysed with the help of the Mitchell, Agle 

and Wood model. Finally, the CR agenda has been formed on the basis of the CR interests and 

demands of the definitive stakeholders in addition to which the specific interests of expectant 

stakeholders are brought up. Moreover, the preferable methods for future CR dialogue are included 

in the CR agenda. 

 First of all, the results support the original premise that the media CR defies the 

traditional understanding of CR (Chapter 1). Media CR is essentially a mix of traditional CR issues 

coupled with media-specific themes. This is aptly highlighted by the two issues topping the formed 

CR agenda – the reliability of the journalism and the environmental responsibility of media 

companies. The first clearly represent a CR issue unique to the media sector while the latter is an 

example of a “traditional” CR issue. In other words, Alma Media’s stakeholders take the view on CR 

that each company needs to define its core responsibilities in accordance with the line of business it 

operates in. Today, this view is supported by most CR theorists as well (Chapter 2; eg Branco & 

Rodrigues 2007; Moir 2001). 
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 The core CR issues that are unique to the whole media sector and that can be found on 

Alma Media’s CR agenda include, most importantly, the reliability of information and journalism 

together with responsible journalism in general, journalistic integrity and the educative role of media. 

The fact that reliability rises above all other issues is aptly described by a media stakeholder 

(Interview 37) in explaining that the trust relationship between the media and the recipient is what 

the whole business is about – without reliability, there is no media business, thus making reliability 

the core responsibility of media companies. From a theoretical point of view, the issues highlighted 

as the media-specific responsibilities are all in line with the theory on the social responsibility of the 

press. Thus, the corporate responsibility of the media includes features derived from theories on 

media ethics. (Chapter 2; eg Baran & Davis 2008.) 

 From the corporate perspective, the management of media-specific CR issues defy 

traditional methods of CR management. They are, indeed, inherently and by definition issues that the 

corporate management of media companies cannot intrude in. The role of CR management in issues 

such as ensuring reliability, respecting journalistic integrity and promoting responsible journalism is 

to focus on encouraging transparent, responsible journalistic practises and guidelines and, most 

significantly, on ensuring that the supporting functions of the journalism are viable. This implies a 

healthy economic base of the corporation and well-functioning human resources management which, 

for example, cater for the needs for skills development.  

Moreover, the corporate level may report on different indicators which highlight the 

fulfilment of the media-specific CR issues, such as the reliability of the provided information. It is of 

significance to note, however, that most media-specific CR issues are extremely difficult, if not 

impossible, to transform into quantitative form. 

Although the responses clearly show the relevance of media-specific issues to media CR, the 

role of traditional CR, in particular that of environmental responsibility, is pronounced. The 

environmental responsibility of media companies is considered almost equally important as the 

reliability of the information. Furthermore, all stakeholder groups emphasised this responsibility 

area, often referring to environmental responsibility as a core responsibility of all companies and 

social actors in general. The data implies that the mindsets of citizens have, indeed, changed - it 

seems that environmental responsibility has moved from a voluntary act of goodwill into being a 

societal norm which needs to be respected and attended to. 

Good governance and the responsible treatment of personnel are also considered core CR 

issues of media companies but these issues are regarded as obligatory issues to all companies. In 



67 

 

 

most responses, the importance of these responsibilities is acknowledged without specific relevance 

to media companies. However, several responses highlight the fact the media companies have, as 

corporations, responsibility for sustaining the economic foundation of the business in order to 

guarantee the realisation of media-specific responsibilities, such as journalistic integrity (Interview 3, 

6, 19). This responsibility is often specifically linked to Alma Media in the responses as the 

companies is amongst the largest media companies in Finland and has, according to several 

stakeholders, a specific position and responsibility to function as one of the guarantors and promoters 

of the journalistic integrity and the freedom of speech of the Finnish media (Interview 6, 19). 

Although practically all respondents consider the same issues apply to Alma Media’s CR as 

to that of media companies in general, several issues are emphasised in the case of Alma Media’s 

CR. Interestingly, environmental responsibility is emphasised above all other issues as concerns 

Alma Media’s CR. Particularly, the employee stakeholders, who belong to the definitive 

stakeholders of Alma Media, and the reader and visitor stakeholders emphasise the importance of 

environmental issues (providing information regarding the company’s environmental impacts, 

minimising the environmental impact of printing, using materials (in particular paper) efficiently, 

implementing environmental management systems and practises at Alma Media’s sites and offices 

(ISO 14 001, WWF’s Green Office), facilitating recycling in the office and implementing a green 

purchase policy). In the case of many stakeholders, the Alma Media specific CR issues are also 

directly linked to the CR demands that the same stakeholders have – namely, several respondents 

understand Alma Media’s core CR issues the same CR issues that they consider to be in need of 

improvements. This observation is most clearly illustrated by the fact that the majority of CR 

demands concern Alma Media’s environmental issues. 

Another issue that is considered both Alma Media’s key CR matter and a core CR demand is 

the responsible treatment of personnel. In particular, this core issue and demand implies a need for 

equal skills development and equal career opportunities as well as an equal pay policy. Although the 

status of media-specific issues is clear when considered on the general media company level, in the 

more specific case of Alma Media the core stakeholder interests are, thus, in the field of traditional 

CR. This implies that the closer the stakeholder relationship to the company is, the more pronounced 

universally accepted, traditional CR issues become. This is also symptomatic of the nature of media-

specific CR – the often intangible media responsibilities are not as easily materialised into specific 

stakeholder demands as more concrete issue where the stakeholder own interest is at stake. 
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However, there are also more media-specific CR issues that are considered particularly 

important for Alma Media. First of all, stakeholders hold Alma Media specifically responsible for 

providing and sustaining quality journalism. More concretely, quality journalism implies, for the 

interviewed stakeholders, journalism that brings light to societal wrongs, highlights issues that are of 

real societal significance, provides deeper insight into everyday news and that educates the reader. 

Several respondents state that they find this particularly relevant to Alma Media due to the 

company’s brand that these stakeholders link to high quality. 

Secondly, and interestingly, several issues linking to cultural responsibility and to interaction 

between Alma Media and its stakeholders are included in Alma Media’s core CR. Due to the 

company’s strong regional and local presence in the form of its many local papers, the promotion of 

local identities and communities is a specific CR of Alma Media. By this, the respondents imply that 

Alma Media has a responsibility to sustain its local papers as they are in a key identity building role 

in their circulation areas. Moreover, the local paper often has a key role in “keeping the locals 

together” and in promoting local events, local food culture and so on. The promotion of citizenship is 

linked to this local role but the stakeholders understand this responsibility in a wider sense. Alma 

Media has a responsibility to promote citizenship by providing well-functioning communications 

channels and by offering public discussion forums for all citizens – namely, discussion opportunities 

both online and in its newspapers.  

Moreover, general stakeholder involvement is regarded as Alma Media’s key CR issue – in 

particular concerning issues that directly affect its stakeholders. This finding is also supported by the 

fact that almost all respondents are interested in some form of continued stakeholder dialogue with 

Alma Media. The emphatic role of responsibilities that relate to Alma Media’s role in society and to 

its interaction with society imply that media companies are considered different from other 

corporations. Media companies are, in a manner of speaking, considered a “public good”. By being 

such a prominent and influential actor in society, a media company becomes part of the everyday 

reality of citizens. Many of Alma Media’s papers have such an institutional role in their circulation 

area that the products are considered to “belong” to the locals. Thus, Alma Media is considered to 

have many cultural responsibilities related to these “shared” institutions and to their development. 

Interestingly, one issue that characterises the media CR, at least that of Alma Media, is, 

indeed, the responsibility to act in a culturally responsible and sustainable manner. Originally, the 

Brundtland Commission definition of sustainable development (1987; Chapter 3) included culturally 

sustainable development but with time the triple-bottom line thinking that includes economic, 
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ecologic and social responsibilities has become the norm. In today’s CR reporting, cultural 

responsibilities are understood as part of social responsibility or not included in CR at all. However, 

in the case of media CR and Alma Media, CR seems to return to its origins – the Brundtland 

Commission’s idea of what sustainable development entails. 

The core stakeholder demands on Alma Media’s CR are, as noted earlier in this chapter, 

directly related to the core issues of Alma Media’s CR: environmental issues, equal treatment of 

personnel and the promotion of employee well-being. Moreover, there are demands concerning 

transparency. This is linked to the idea of stakeholder involvement – stakeholders demand Alma 

Media to be more transparent by engaging more actively and openly in public discussion and by 

keeping the core stakeholders abreast of the corporation’s actions and plans. Moreover, transparency 

demands also concern transparent policies regarding issues such as editorial and journalistic 

guidelines and ethics (eg issues related to what gets published and why, how the journalistic process 

is carried out responsibly, how journalistic integrity is ensured), environmental responsibility and 

equality of personnel. One definitive stakeholder group, advertisers, demand responsible advertising 

policies – a demand also related to the general call for more transparent practises and procedures. 

There are also some weaker signals of issues that may become relevant to Alma Media’s CR 

management if the stakeholder in question moves from the expectant into the definitive stakeholders. 

The CR issues of expectant stakeholders are largely the same as those of definitive stakeholders but a 

few new issues are worth noting in Alma Media’s future CR work, as noted in Chapter 6.3. First of 

all, sustaining local journalism truly local is considered Alma Media key responsibility. By this, the 

respondents imply that the contents of local papers need to be mainly locally produced – namely, 

Alma Media should not strive for efficiency gains through synergy benefits from shared contents at 

the expense local journalism. At the moment, this core CR issue does not top Alma Media’s CR 

agenda as it is stated by expectant stakeholders but the dynamic nature of the stakeholder reality can 

lead to new core stakeholders issues in the future – issues that the company needs to be aware of and 

prepared for (Chapter 3; Mitchell et al. 1997). 

Another core CR issue that is “bubbling under” is a cultural responsibility - the promotion 

and fostering of the Finnish language. This entails that Alma Media, emphatically a Finnish media 

corporation, needs to use grammatically correct Finnish in its journalism and try to defy the influence 

of the English language and the influence of the colloquial language in its contents. This is also a 

responsibility related to the sustainable development of the Finnish culture as a whole as there are 

only approximately five million speakers of the language worldwide. 
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The CR demands of the expectant stakeholders concern largely the same issues as those of 

the definitive stakeholders: quality journalism and stakeholder involvement. Additionally, expectant 

stakeholders demand more information on sustainability issues, in particular on issues related to the 

environment, in the journalistic contents. However, it needs to be noted that the corporate level of 

Alma Media cannot – due to the respect for journalistic integrity, an issue at the very heart of media 

CR – affect the contents of the journalism. 

Returning to the premise of the study, the CR agenda of a media company can, indeed, be 

defined as something of sui generis. The core CR issues of Alma Media’s stakeholders, both 

concerning the company and the Finnish media sector at large, entail a mix of media-specific issues 

as well as environmental, social and economic issues representing mainstream understanding of CR. 

Of these, the reliability of information and the environmental responsibility rise above all other 

issues. Moreover, when formulating a media CR framework, also the cultural aspects of 

sustainability and responsibility need to be included. Interestingly, this denotes a return to the 

original Brundtland Commission (1987) definition of sustainable development.  

Conclusively, media CR – at least in Finnish conditions and in the case of Alma Media – is a 

synthesis of “traditional” CR based on triple-bottom line thinking and of media-specific issues 

related to the social responsibility of the press, coupled with the aspect of cultural responsibility. The 

cultural responsibility aspects are particularly pronounced in the case of Alma Media. When focusing 

on the stakeholder demands, however, the traditional CR thematic of environmental and social 

responsibilities dominates even the media CR. Moreover, a strong demand for stakeholder dialogue 

and interaction characterises the stakeholder relationships of media companies. Next, the focus 

moves on to scrutinising the applicability and role of stakeholder theory in defining the CR 

characteristics of the media sector and Alma Media in particular.  

6.2. Discussion of the role of stakeholder theory in this study 

The other aim of this study is to evaluate the stakeholder theory as a means of defining the CR 

priorities characterising the Finnish media sector, with the emphasis on the case of Alma Media. 

Only Stern (2006) has previously applied stakeholder theory to a similar research problem but on a 

more general level. Consequently, the theoretical objective of the study has been to provide new 

information on the applicability of stakeholder theory on the subject matter of media CR in Finland.  

 First of all, stakeholder theory and, more specifically, the chosen stakeholder model by 

Mitchell, Agle and Wood (1997) are directly applicable to the theoretical CR premise of this study. 
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With Carroll’s CR thinking as the starting point of how CR is conceptualised in this study, 

stakeholder model is in line with Carroll’s idea that CR aspects of an organisation change 

dynamically over time and differ by industry (Chapter 3.1.2; Friedman & Miles 2006). Stakeholder 

theory has proven in this study to be an approach to CR that respects the idea of contextual CR as the 

key findings imply that media CR is, indeed, something of a case of its own.  

 Secondly, one of the premises of CR that experts agree on, is the idea that a corporation 

has a societal licence-to-operate and, thus, has responsibilities towards those who grant this licence – 

the rest of the society. According to the CR thinking, these responsibilities need to be defined from 

the same premise – thus, from the viewpoint of both the company and those around it rather that 

purely on a corporate level. As the findings highlight, the licence-to-operate is particularly emphatic 

in the case of a media company such as Alma Media. The findings, in particular in the areas of 

cultural responsibilities and in demands for stakeholder involvement, illustrate how Alma Media is 

seen, at least through the institutional role of its products, as something of a shared institution. Thus, 

the study demonstrates that a stakeholder approach – as also Stern concluded in his similar study – is 

highly applicable to the formulation of a media company’s CR agenda. 

 The Freeman definition (Chapter 3.2.3; 1984, 46) on a stakeholder is applied in this 

study due to its prevalence in the stakeholder thinking as well as due to its application in the original 

Mitchell, Agle and Wood Model (1997). In practise, the study proved the Freeman model to have 

both its advantages and disadvantages. The definition is, indeed, very broad and perhaps less 

applicable in a case such as that of Alma Media – in a case where the societal role of the media 

company makes practically any citizen and organisation of Finland its actual or potential stakeholder. 

Consequently, to serve the original aim of the study (to produce a corporately applicable CR agenda) 

and due to limited resources in time and length of the thesis, the Freeman definition was applied but 

with the emphasis on actual rather than potential stakeholders. 

 Moreover, the Mitchell, Agle and Wood model can also be, on the basis of this study, 

both praised and criticised. First of all, the three attributes of the model highlight interesting and 

versatile factors of the nature of the stakeholder relationship and the model helps the managerial 

attention to be drawn to the different CR interests in a structured order of priority. However, the 

study shows that there are some limitations to the direct applicability of the model.  

 Firstly, it proved problematic to analyse the power, legitimacy and urgency of the 

stakeholders on the group level – namely, as if the three attributes were shared by all the stakeholders 

representing the stakeholder group of, for instance, employees or readers. So, the level of analysis 
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was changed to that of the individual stakeholder. On the basis of this analysis, each stakeholder 

group was divided into several categories of stakeholders (Chapter 6) and, finally, each stakeholder 

group was categorised into the Mitchell, Agle and Wood model according to the stakeholder 

category to which most of the stakeholders of the given stakeholder group belonged. Consequently, 

the stakeholder model of Alma Media could be formulated but, as the above-explained method of 

analysis shows, with some case-specific adaptations. The original group level of analysis of the 

attributes could, more probably, find a better fit in a study where the stakeholder groups are analysed 

“from a distance”, without first-hand knowledge of the actual relationship between the firm and the 

stakeholders within each group. However, the adapted version of the Mitchell, Agle and Wood 

model may come closer to depicting the true nature of the stakeholder relationships than a more 

distance-taking analysis using the same model without any adaptations. 

 Secondly, as elaborated on in Chapters 3 and 6, the stakeholder attributes are difficult 

to operationalise and the conceptions of power, legitimacy and urgency are, in the end, subjective. 

For instance, urgency, although defined as both time-sensitive and critical to the stakeholder, is 

conceptualised differently by different stakeholders. However, as the constructivist epistemology of 

this study withholds (Chapter 4.1.), all concepts are socially constructed and, thus, subjective by 

definition. Urgency requires varying degrees of criticality and time-sensitivity to each stakeholder 

but if a stakeholder considers his/herself to have urgent demands the stakeholder needs to be 

considered urgent by managers as s/he may act upon these claims. 

 Thirdly, the attribute of legitimacy – as explained in Chapter 6 – was shared by all the 

analysed stakeholders, which brings us back to two issues. First of all, a media company, such as 

Alma Media, has a specific standing vis-à-vis the rest of society, implying that the potentially 

legitimate stakeholders are abundant – if not even all-inclusively all citizens of Finland in Alma 

Media’s case. Secondly, due to the limited resources available, the stakeholder analysis focuses on 

the actual, key stakeholder groups, thus potentially excluding some illegitimate (potential) 

stakeholders, if such exist. However, according Mitchell, Agle and Wood (1997) and Myllynkangas 

(2009), in practice the illegitimate stakeholders are under normal circumstances few, and the 

abundant stakeholder categories are those identified also in this study (definitive, dominating, 

dependent and discretionary stakeholders). This supports the reliability of the findings of this study. 

Moreover, according to Myllykangas (2009), power and legitimacy often come hand in hand – also 

noted in this study. 
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 Thirdly, the attribute of power has, in reality, a more dynamic and multi-dimensional 

nature than what the Mitchell, Agle and Wood model implies. The analysis of Alma Media’s 

stakeholders shows that many stakeholders have power but the degrees of power vary markedly. The 

main critique of this study towards the Mitchell, Agle and Wood model is that it oversimplifies the 

nature of power. Thus, although the model is, as such, dynamic, there is potential for an even more 

interesting stakeholder model in which power is analysed with a scale. In this study, the degree of 

power seems to be more of a source of dynamism than the legitimacy attribute, implying that 

legitimacy is emphasised in the Mitchell, Agle and Wood model at the expense of the dynamic 

nature of power. 

 Calton and Payne (2003) have criticised the Mitchell, Agle and Wood model for 

emphasising the power attribute. This critique may be directed to the same feature as discussed 

above as the model grant the power attribute to stakeholders with only little power – thus, distorting 

the results in a way which makes several stakeholders seem more powerful than they actually are. As 

such, however, this study implies that, rather than overemphasise power, the Mitchell, Agle and 

Wood model oversimplify it.  

 Another critique, by Friedman and Miles (2006), criticises the model for a lack of 

dynamics. This study both supports and criticises Friedman and Miles’s commentary. Firstly, as 

already discussed, the power attribute entails a dynamic that the Mitchell, Agle and Wood model 

does fully capture. The model could, thus, be more dynamic as concerns different and constantly 

changing degrees of power. Secondly, and linked to the critique of Rowley (1997) on the lack of 

stakeholder networks in the model, the model could potentially be more dynamic – and also explain 

for the changes in degrees of power and in the two other attributes – if it included the dimension of 

interrelationships between different stakeholders. However, the model is as it is of a dynamic nature 

as the three attributes are constantly changing.  

 Returning to Rowley’s critique, the model does lack a dimension of stakeholder 

networks. Alternative models, such as Phillips (2003), captures the relationships of stakeholders 

better in dividing between normative stakeholders, to whom the organisation has direct moral 

obligations, and derivative stakeholders who can affect the company through the influence of other, 

direct stakeholders. However, for the aim of this study – to be able to prioritise between the 

stakeholders, the Mitchell, Agle and Wood model has produced more applicable results. The 

stakeholder network aspect could, however, be a potential subject for further research. Moreover, 
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also the overlapping roles of stakeholders need more consideration in the future as the study shows 

that stakeholders often have multiple roles vis-à-vis a corporation. 

Despite its flaws, the Mitchell, Agle and Wood has, with some case-specific adaptation, 

proved useful and applicable to the research problem of this study. In fact, adding more dimensions 

and degrees to the model might even undermine the original purpose of the model – to structure 

otherwise vague and complicated stakeholder relationships into a model that is of real practical value 

to the managers of issues such as CR. It needs to be borne in mind that theories and models are 

always simplifications of the complex reality and can never account for all cases and conditions. It is, 

by definition, the raison-d´être of models to simplify in order to produce practical solutions – such as 

the CR agenda of Alma Media formulated in this study with the help of the Mitchell, Agle and Wood 

model. 

6.3. This study in the light of previous research and practises 

Now, the main findings are examined in the light of previous research and established practises of 

other actors in the media sector presented in Chapter 2. The theoretical implications of the study are 

discussed, in their theoretical frame of reference presented in Chapter 3, in the previous Chapter 6.2.  

 First of all, a few media and sustainability organisations have participated in the debate 

over what media CR constitutes of. Of all existing media CR studies and approaches, the findings of 

a media CR stakeholder study by the British Media CSR Forum (2008) are perhaps the most aptly 

comparable to those of this study. Like the Media CSR Forum study, this study maintains that media 

CR partly consists of unique media sector issues. Transparent and responsible editorial policies, 

highlighted by the Media CSR Forum, equal to responsible journalism, which is defined as one of the 

media CR priorities in this study. Moreover, a general call for transparency identified in this study 

also supports the similarity of the key findings of the two studies. Impartial and balanced output as 

well as promotion of the freedom of expression, other unique core issues identified by Media CSR 

Forum, are of great importance to Alma Media’s stakeholders but did not quite top the CR agenda. 

Also, many stakeholders may take “responsible journalism” for an umbrella term signifying these 

specific issues as well. 

 In the category of issue that have special implications for the media sector, information 

integrity, promotion of sustainable development and of citizenship are the core issues according to 

the Media CSR Forum’s study. With information integrity, the same is implied as with the reliability 

of information in this study – the top issue of the media CR agenda according to the findings of this 
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study. Promotion of sustainable development by the media is also included in the CR agenda defined 

in this study although as a weak signal or as a potential, rising CR issue. Promotion of citizenship, on 

the other hand, is defined as one of Alma Media’s core CR themes – notably, the promotion of local 

communities and identities another key issue of Alma Media’s CR, may also be included in the 

notion of citizenship. 

 Finally, corporate governance is one of the issues topping the CR agenda of Alma 

Media as well as the Media CSR Forum’s survey as concerns general CR issues. Moreover, climate 

change, also on the Media CSR Forum’s CR agenda, is noted by several respondents of this study 

but mostly as part of general environmental responsibility – a high priority of Alma Media’s 

stakeholders.  

 All this taken into consideration, the findings of this study significantly support the 

findings of Media CSR Forum and vice versa. Interestingly, the approximately same CR issues are 

found the most important by the stakeholders of both the Finnish and the British media sector. This 

finding implies that there are CR issues with unique or specific implications to media corporations 

that defy geographical boundaries. However, it needs to be borne in mind that both the studies were 

carried out under European circumstances. Yet, there are also differences in the studies. In the study 

at hand, the personnel responsibility was more pronounced than in the British study. This may partly 

de explained by the differences in the organisational and managerial cultures as well as social 

policies of Finland and the UK (Rubery & Grimshaw 2003). Moreover, the rising issue of the 

promotion of the Finnish language also illustrates cultural differences as the role of the Finnish 

language differs notable from that of the English language. 

 Moving on to the UNEP report (2002, II) on the “role of the media in building CSR and 

sustainability agendas for business” partly highlights similar aspects of media CR as this study. 

Promotion of sustainability – “only” a rising issue according to this study - is identified as the core 

CR of the media by the UNEP. This degree difference highlights the core differences in the premises 

of the studies: UNEP focuses on the responsibilities of the media while this study provides an insight 

into CR of media corporations. However, both the UNEP report and this study conclude that the 

stakeholder pressure to improve CR practises of the media sector is strong and constantly 

intensifying. In this study, this pressure is highlighted in the majority of the stakeholder interviews 

and, for instance, by the stakeholder enthusiasm to participate in the further development of Alma 

Media’s CR (Chapter 5). 
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In academic research, the issue of sustainability in the contents has, as described in 

Chapter 2.2., been studied both in Finland and abroad. As mentioned above, this study identifies 

some signals of a need to focus more on sustainability in contents but, unlike the studies by Ereaut 

and Segnit (2006) and Lamminmäki (2005), the nature of the climate change dialogue gained only 

little attention by Alma Media’s stakeholders. 

  The Finnish media organisation VKL has so far concentrated on improving the 

environmental issues of the media sector. This study supports this approach to CR. Although the 

focus on environmental issues at the expense of media-specific issues should not be encouraged on 

the basis of the findings, the strongest demands – namely, the area where improvements are needed 

the most – almost unanimously focus on improving environmental responsibility of media 

companies. Thus, the work by VKL indeed caters for a growing stakeholder demand. Moreover, in 

line with this study, the study by Viluksela (2008) also holds that stakeholders of the media sector 

are, to a growing extent, demanding media corporations to improve their environmental 

responsibility. However, in the future, a broader outlook on media CR is needed in order to provide 

for all the CR priorities defined in this study. 

 On the corporate side, Guardian News & Media (GNM) has defined its CR much in 

line with the findings of the study – unlike some other media corporations, such as Vivendi or 

Bertelsmann, which define their CR through the mainstream understanding of economic, 

environmental and social responsibilities. However, the GNM definition partly lacks the cultural 

responsibility dimension that this study finds central to Alma Media’s CR.  

 In academic research, Malmelin and Wilenius (2008) have made similar findings on the 

Finnish media CR as this study but on a more general level – transparency, perseverance as in value-

based management and a comprehensive approach to the operations of a media company. These 

issues are, however, much more general and vague than those identified in this study, making the 

comparison of the findings more difficult. 

 The social responsibility of the press perspective, the basis of modern media ethics 

(Baran & Davis 2008), is evidently present in the media-specific CR findings of this study. The 

reliability of information, journalistic integrity, responsible journalism, transparency and the 

educative and watchdog role of the media are all represent in the core media CR issues identified in 

this study – and these are all examples of the social responsibility of the press approach. 

 The political economics view emphasising the aspect of media ownership structures 

and their consequences is less apparent in the findings. Only very few respondents mention the 
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possible problematic of media ownership concentration and the related responsibility issues. The 

weaker signals on the role of local journalism are, however, linked to this view as the problematic of 

efficiency gains through concentrated contents productions (Chapter 5) is directly related to the 

concentration of ownership. 

 Finally, Stern (2008), in his stakeholder study on the media CR, maintains that media 

corporations need to constantly balance between conflicting interests. This study, however, there are 

no clear or marked differences between the interests of Alma Media’s stakeholders. Although 

different stakeholders emphasise different issues, the main interests and even demands are mostly the 

same. However, in implementing the CR agenda in practise, the conflicting interests of the 

stakeholders are most likely to become more evident. 

 Furthermore, Stern holds as one of his main findings that the media CR is characterised 

by a unique position vis-à-vis the communities in which a given media company operates. This study 

has come to the same conclusion which is illustrated by three key responsibilities – the promotion of 

local communities and that of citizenship as well as the call for continuing stakeholder involvement. 

According to Stern, a media corporation’s responsibility for the communities where it operates is an 

ethical obligation based on the dependency of the community on the media corporation. This same 

conclusion on interdependency and on the role as a “shared good” is discussed previously in this 

chapter – the conclusion is, thus, largely the same as that of Stern’s. 

 Conclusively, the findings of previous studies support the findings of this study to a 

significant extent. Moreover, the previous organisational and corporate perceptions and practises in 

the field also withhold similarities to this study. However, it is of importance to note that the supply 

of previous knowledge of the media CR is limited and that, consequently, this study is to some extent 

a pilot study the findings of which are difficult to compare as no completely comparable studies exist 

at the time of writing. On the basis of this study and supported, when applicable and relevant, by the 

above-reviewed studies, it can be concluded that media CR consists of both traditional CR issues, 

media-specific (media ethics) aspects as well as of a cultural responsibility dimension. 

6.4. Discussion of the methods 

The chosen research strategy – a case study approach (Chapter 4.2) – has succeeded in providing 

new information on media CR in the case of Alma Media. As noted in Chapter 4, case study 

approach is best suited for studying phenomena of which little prior knowledge exists – true indeed 

in the case of this study.  
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 Moreover, the study is mainly of qualitative nature although quantitative analysis is 

used to help analyse the data. In the course of this study, a qualitative approach – the interview and 

participant observations methods – enabled, as the findings highlight, acquiring a broad 

understanding of a new, almost unstudied phenomenon. What is important to bear in mind, however, 

is that the findings are bound to a time and a place – that is, directly concern only the case of Alma 

Media’s CR. Yet, the comparison of the findings indicates that a British study has made some 

conclusions similar to those of this study, thus implying that the results of this study may, to some 

extent, be generalisable or at least provide more understanding on media CR under Finnish 

circumstances. 

 For a qualitative interview study, the body of the data (44 interviews) is quite 

extensive. With the help of content analysis, there were clear patterns found in the data, which is a 

signal of saturation (repeated occuration). Due to the vast number of interviews, saturation was 

notable towards the end of the interviews, which also supports the generalisability of the results 

(Hirsjärvi et al. 1997). However, it is important to note that even if the results may be applicable on a 

general level in Finland, the application of the findings to other countries is problematic. 

 The interview method was particular appropriate for the research problem as it enabled 

the acquiring of in-depth knowledge on a new, relatively complex phenomenon. Moreover, due to 

saturation, also pattern forming and quantitative analysis of the results was possible. Yet, at the same 

time, the interview method proved also sensitive to weak signals which are particularly important 

and interesting in the case of CR management. Finally, both the interview and participant 

observation methods facilitated the application of the Mitchell, Agle and Wood model as personal 

contact makes the analysis of latent meanings and norms easier (ibid.). 

 Although interviewing has been criticised for making it more difficult for the 

interviewee to bring up controversial issues, in this study the interviewees open about controversies, 

mostly related to CR demands. The relatively high number of employees with CR demands (Chapter 

5) aptly highlights this conclusion. Moreover, interviewees were given a list of potential CR issues 

and, prior to the gathering of data, the risk of guiding the responses was identified. However, in the 

course of the interviews it became clear that the respondents were first and foremost guided by their 

own views and the list had a supportive or thought-provoking function. This is illustrated by the fact 

that several new issues that were not included in the list were repeatedly brought up in the interviews 

and thus formed new categories, such as transparency and local journalism. 
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To criticise the used methods, the interview method is, indeed, time-consuming. In some 

cases, a survey would have provided largely the same results as an interview but in most cases 

interviewing proved to be more fruitful as weak signals, new issues and latent meanings were 

identified and there was the possibility for follow-up questions. As concerns participant observation, 

the relationship between the studied phenomenon and me as a researcher has become quite close but 

a distance has been kept through regular contact to the supervisors and the Stockholm Resilience 

Centre. Moreover, keeping the strong theoretical foundation present in the study and the research 

ethics in mind have facilitated the dual role of a researcher and a participant. Furthermore, according 

to Hirsjärvi et al. (1997), in qualitative research, the researcher always becomes a part of the studied 

phenomenon on some level and this, in fact, the key to a broad and in-depth understanding typical of 

this methodology. 

6.5. Implications of the findings and ideas for future research 

Now, the theoretical implications of the findings are discussed with the focus on media CR in 

Finland and on future research needs. The corporate implications are later presented to in 6.6. The 

evidence from this study suggests that media CR in Finland and specifically in Alma Media’s case is 

a mix of media-specific issues, such as the reliability of information, journalistic integrity and the 

educative role of media, of traditional CR issues, such as environmental and personnel responsibility 

(particularly the equality of employees) and of cultural responsibility, such as the promotion of local 

identities and communities. These issues are central to the definitive stakeholders of Alma Media – 

the employee, governmental and advertiser stakeholders. Moreover, the rising issues of local 

journalism, the promotion of the Finnish language, quality, stakeholder involvement and promotion 

of sustainability in the contents are worth noting as well.  

Thus, one of the key findings implies that media CR is sui generis in comparison to the 

mainstream CR practises (Chapters 2 & 3). Yet, considering the theoretical foundation of CR, 

Carroll (1979), a forerunner of CR thinking, maintains that CR is by definition contextual and should 

always be defined according to the line of business the company operates in. Consequently, the 

finding highlights new aspects of practical CR but is in line with CR theory. 

This study set out to make a contribution to the evolving understanding of the CR priorities of 

the media sector by applying a stakeholder approach to a case study. On a theoretical level, this 

research aim was to be achieved by evaluating stakeholder theory, more precisely the Mitchell, Agle 

and Wood model, as a means of defining media CR. The study suggests that stakeholder approach 
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fits a research problem related to CR and to defining the CR of a particular company or sector 

particularly well. In applying a stakeholder approach, a versatile and broad view on the case has been 

adopted. Moreover, in questions regarding CR, the findings highlight that there is also a marked 

demand and enthusiasm for stakeholder involvement amongst the stakeholders of Alma Media. Thus, 

this study implies that stakeholder theory may provide interesting insights into the understanding of 

media CR also in the future. 

However, the findings highlight a need to apply other stakeholder models apart from the 

Mitchell, Agle and Wood model in order to gain a deeper understanding of the phenomenon. For 

example, stakeholder models focusing on the analysis of stakeholder networks and multiple roles of 

stakeholders could be applied on media CR in the future. This would provide more insight into how 

the CR management of media companies could benefit from the interrelationships of their 

stakeholders and how different stakeholder networks should be tackled in order to avoid CR-related 

risks and to make the most of the opportunities. Interesting models for future research are, for 

instance, Rowley’s (1997) network theory of stakeholder influences and Rowley and 

Moldoveneanu’s (2003) interest- and identity-based model of stakeholder group mobilisation. 

Moreover, the Mitchell, Agle and Wood model could be further developed into entailing 

features of stakeholder networking by the addition of the concepts of normative and derivative 

stakeholders by Phillips (2003). This would also provide a more in-depth understanding of different 

forms and degrees of power and influence, which, as discussed in 6.2, withhold more dimensions 

than what the Mitchell, Agle and Wood model captures. The Phillips definitions would also add an 

inter-stakeholder perspective to the model in tackling power and influence relationships between 

different stakeholders. 

 The study indicates that further efforts are needed in the field of media CR in Finland 

and abroad. Media corporations need to apply a broad understanding of CR in order to fully provide 

for the question of media CR – namely, apply both a traditional CR definition and a media-specific 

approach. Moreover, the need for information on the environmental impacts of the media industry is 

evident. Although media should not simply report on environmental, social and economic CR 

indicators, the traditional triple-bottom line thinking is, based on the findings, just as relevant to 

media companies as to any other organisations. This is particularly emphatic in that the strongest 

stakeholder demands concern environmental and social responsibility issues although the number 

one priority, according to stakeholders, of media companies should be the reliability of information. 
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 This gap also indicates a research need – how the often vague and abstract media-

specific CR issues could be transformed into qualitative or quantitative indicators. Despite the 

artificial nature of simplifying complex phenomena into simple indicators, there is an evident 

stakeholder demand for making media CR more concrete and, above all, for making the CR practises 

of different media companies more comparable. For example, media companies are held responsible 

for the promotion of local identities and communities. A case study on the cultural value and 

responsibility of media corporations would, thus, make this abstract responsibility more concrete. 

For instance, an interesting research thematic is how media companies may contribute to sustainable 

development on a local level through its different media. 

Moreover, further research could explore the question of media CR internationally – whether 

there are notable regional differences and which factors may account for the possible differences or 

similarities. Particularly interesting would be the comparison of the Alma Media-specific CR issues 

to those of other Finnish and international media companies. 

To sum up, the findings suggest some further research needs in the field of media CR and in 

the application of stakeholder theory on the development of a sector-specific CR agenda. Some of 

these needs are more academic and theory-based but the findings also cast light upon on the practical 

CR needs and development possibilities of media companies. 

6.6. Corporate implications and recommendations 

In this chapter, some recommendations for Alma Media’s first CR strategy are proposed on the basis 

of the findings. The findings suggest several courses of action for Alma Media’s CR. The corporate 

implications partly concern concrete CR actions, partly CR communications.  

Overall direction of Alma Media’s CR 

First of all, Alma Media should build its CR upon the general and Alma Media-specific CR issues 

and demands identified in Chapter 5.6. Most importantly, the emphasis should be on media-specific 

issues and cultural responsibilities as these are what make media CR inherently different from 

traditional CR and as these are directly linked to the core of Alma Media’s business. The traditional 

CR issues that attract extensive stakeholder attention, notably economic, environmental and 

personnel issues, are supporting CR functions of Alma Media’s core CR – reliability, transparency 

and societal significance of the journalism together with journalistic integrity.  

Approach to proceeding CR work at Alma media 
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The stakeholder interviews indicate that CR is considered both a necessity and an element 

considerably improving the brand image of Alma Media. In particular, the CR of a media company 

should, according to the findings, be based on continuous stakeholder dialogue. Thus, this study 

proposes a continuous stakeholder approach to the development of Alma Media’s CR. The findings 

suggest that stakeholder dialogue needs to be done through several channels in order to keep all core 

stakeholders involved (Chapter 5.7). Moreover, a CR perspective should be integrated, by internal 

CR training, in the contacts between Alma Media and its external stakeholders. 

CR work in priority areas 

Media-specific issues – reliability of information, responsible quality journalism, journalistic 

integrity and responsible advertising 

The study suggests that the only media-specific stakeholder demand concerns responsible 

advertising. Moreover, general call for transparency also has journalistic implications. Otherwise, the 

core media-related CR issues are, based on the findings, in need of co-ordination and CR 

communications rather than of actual improvements. The study suggests that stakeholders find 

concrete examples and easily comparable data the most reliable forms of CR communications. Thus, 

the following measures are suggested:  

 Increased transparency of the journalism by publishing clear editorial policies and guidelines 

for journalistic ethics on the websites of Alma Media’s newspapers (some of them, for 

example Aamulehti, have already done this) 

o All journalists should be informed on these guidelines and follow them 

 Improvements in responsible advertising by publishing a responsible advertising policy on 

the websites of Alma Media’s newspapers and online services 

o All employees working with advertising should be informed on this policy and also 

inform the advertisers of it 

 Improvements in responsible advertising by closer co-operation with large advertisers on 

shared CR interests and initiatives and by informing the advertisers on Alma Media’s CR, 

particularly on environmental aspects 

o Key advertiser stakeholders maintain that adding a CR dimension would add the value 

of adverting in Alma Media’s papers (for instance, joint CR campaigns with 

Kauppalehti) 

 Improvements in Alma Media’s core CR by a stakeholder dialogue on media ethics and 

responsible journalism 

o Online stakeholder discussion forum (invitation-based is preferred by the majority of 

interviewed stakeholders) on responsible journalistic practises and on Alma Media’s 

journalism 

o Both internal and external stakeholders are to participate in the forum 

 An investigation into the development of a Readers’ ombudsman for Alma Media’s papers 
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o A Readers’ ombudsman would improve the transparency and reliability of journalism 

– the core CR issues of media companies 

o Readers’ ombudsman has been tried before, for instance, by Aamulehti and Guardian 

 CR communications in this CR area (based on stakeholder demands in the interviews) 

o CR report with indicators on the decisions of JSN and on corrections and qualitative 

analysis of how responsible journalism is understood and managed at Alma Media 

o The same information should be made available on Alma Media’s website and on 

Walma 

o Investigation into how Alma Media’s CR could be integrated in Alma Media’s 

newspapers (for instance, by using the advertising space for a CR facts sheet on a 

quarterly basis) and on Alma Media’s websites 

 

Cultural responsibility issues – the promotion of local communities and identities as well as of 

citizenship  

No urgent stakeholder demands concern cultural responsibility but cultural responsibility issues are 

considered the special case of Alma Media’s CR. This implies an opportunity to profiling Alma 

Media’s CR on local community initiatives. 

 The role of Alma Media’s local and regional papers could be studied from the perspective of 

how Alma Media contributes to the sustainable development of the community. 

 Local and regional discussion forums on local issues could be arranged by Alma Media 

 In CR communications, a qualitative analysis of the role of Alma Media should be included. 

 A local journalism policy could be published in order to cater for the rising demands for local 

journalism. 

 Investigation into the possibility of developing media literacy (educating particularly young 

audiences to analyse, evaluate and create journalistic messages) at the level of Alma Media 

(suggested by several stakeholders) 

 

Traditional CR issues – environmental responsibility, good governance and responsible treatment of 

personnel 

The most stakeholder demands concern this category, in particular environmental issues. Thus, the 

following measures are proposed: 

 Environmental responsibility 

o A general environmental policy should be implemented 

o Information on the key environmental impacts of Alma Media should be gathered and 

published in the form of different CR indicators 

o Environmentally-friendly practise should be encouraged at Alma Media’s offices 

 Recycling facilities 

 Energy savings through turning off the lights, computers etc. 

o Environmental thinking should be integrated into purchase 
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o Environmental training should be made available for all employees 

 Responsible treatment of employees 

o An investigation into what causes the demands for improvements in equality and 

employee well-being and how these issues could be tackled 

o CR reporting on key social indicators, in particular related to equality, employee 

satisfaction, skills development and pay policies as well as bonus schemes 

 Good governance 

o Increased transparency by the publication of Alma Media’s Code of Conduct 

Immediate next steps 

Due to pronounced stakeholder demands, the management of environmental issues and CR 

communications in all CR issue areas should be prioritised. 

These recommendations are all based on core issues identified in the study. CR is integrally a 

process of balancing different, even conflicting stakeholder interests and prioritising is, thus, needed. 

However, awareness of the secondary CR issues is also vital in order to manage CR-related risks.  
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7. Conclusions 

This study set out to determine how the CR framework should be formulated in the context of media 

companies – a phenomenon of which little prior information or research exists. The findings of this 

study enhance the evolving understanding of the CR priorities in the media sector, in particular as 

concerns Alma Media and Finnish media companies.  

 

Concerning the corporate objective of the study – the formulation of Alma Media’s CR agenda with 

the help of stakeholder theory -, the following can be concluded: 

 

 Alma Media’s core, definitive stakeholders are, according to the Mitchell, Agle and Wood 

stakeholder model, Alma Media’s employees, governmental stakeholders and advertisers. 

Close to the core but lacking urgent demands at the time of writing, the majority of Alma 

Media’s stakeholders (readers and visitors, investors, NGOs and competitors) are dominating 

stakeholders. 

 

 Alma Media’s CR priorities are a mix of media ethics (reliability of information, responsible 

journalism, journalistic integrity), traditional CR issues (environmental responsibility, 

responsible treatment of personnel) and cultural responsibility (promotion of local identities 

& communities, citizenship). Of all CR issues, the reliability of information and 

environmental responsibility are considered the core of media CR by the majority of 

stakeholders. 

 

 

 Most of Alma Media’s stakeholder demands concern traditional CR issues, in particular 

environmental responsibility. 

 

 

 Alma Media’s CR is also characterised by a strong call for stakeholder involvement and for 

continuous stakeholder dialogue. 

 

Concerning the theoretical objective of the study – the evaluation of stakeholder theory and, in 

particular, of the Mitchell, Agle and Wood stakeholder model, as a means of defining the CR 

characteristics of Alma Media -, the following can be concluded: 

 

 The Mitchell, Agle and Wood model highlights important elements of the relationship 

between an organisation and its stakeholders, which helps developing a priority structure of 

the stakeholders and their CR interests. 
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 However, within each stakeholder group, all stakeholders do not share the same stakeholder 

attributes, which makes the analysis at the group level more difficult. Yet, usually the 

majority of stakeholder within each group has the same qualities. 

 

 The Mitchell, Agle and Wood model fails to capture the multi-dimensional nature of the 

power attribute. Moreover, related to power and influence, the networks of stakeholders are 

also relevant to the management of stakeholder CR interests but the Mitchell, Agle and Wood 

model does not include the stakeholder network perspective.  

 

Conclusively, this study has shown that stakeholder theory has great relevance to the management of 

media CR. Furthermore, the findings indicate that media CR is, indeed, something of a sui generis 

concept that defies traditional triple-bottom line understanding of CR. Interestingly, the original, 

half-forgotten Brundtland commission definition of sustainable development which includes a 

cultural dimension is relevant to the CR of media companies. In the future, growing stakeholder 

demands will put ever more pressure on media companies to undertake the CR challenge – a process 

that is likely to lead to interesting investigations into to the practical management of corporate 

responsibility and into the role of stakeholder networks in the prioritisation of CR interests and 

demands.   
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Appendices 

Appendix I - Interview design 

 
 

Stakeholder study to define and develop Alma Media’s CR agenda  

 

Background information  

 

Gender (M/F)  

Connection to Alma Media (stakeholder groups to which the interviewee belongs)  

Primary stakeholder group  

 

As a starting point, the interviewee is given the following outline of possible CR aspects and issue 

areas of a media corporation:  

 

Customers and content  

 

Journalistic integrity  

Promotion of the freedom of expression  

Reliability of information  

Responsible journalism (eg a transparent and responsible editorial policy)  

Responsible advertising (eg a responsible advertising policy)  

Promotion of sustainable development  

Promotion of citizenship (eg discussion forums)  

 

Environment  

 

Climate change (measurement and reduction of CO2 emissions)  

Green procurement (eg paper, computers)  

Green building and eco-friendly practises (eg Green Office)  

Waste treatment  

Reduction of emissions (VOCs)  

Material efficiency  

 

Economic responsibility  

 

Good governance  

Maintaining the economic foundation for operational preconditions  

Job creation  

Responsible and transparent lobbying  

 

Personnel  

 

Responsible treatment of personnel  

Equality (pay, hiring, skills and career development)  

Skills development  
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Employee well-being (occupational healthcare, working environment analysis)  

Occupational safety  

Treatment of suppliers  

 

Cultural responsibility  

 

Promotion of media literacy  

Promotion of the Finnish language  

Promotion of local identities and communities  

Media coverage of minorities (eg the Sami people in Lapin Kansa)  

 

Stakeholder involvement  

Philantrophy  

 

 

Inteview questions/themes  

 

1. What are the most important issue areas of the CR of media corporations?  

 

2. What do you consider Alma Media’s most important CR aspects?  

 

3. Do you find that some aspects of Alma Media’s CR need urgent consideration/measures? Which 

aspects?  

 

4. Would you like to manage/discuss CR aspects that are important to you together with Alma 

Media? If yes, how would you like to do this?  

 

5. Which information source do you consider to be the most reliable way of getting information on 

Alma Media’s CR? By which means would you like to get information on Alma Media’s CR? 
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Appendix II – Quantitative interview data 

 

Q1. Stakeholders' view on CR 

priorities of media companies
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Customers and content

Journalistic integrity 2 1 4 2 2 2 4 1

Promotion of the freedom of expression 1 1 4 1 1 1 5

Reliability of information 2 1 8 2 2 2 6 1

Responsible journalism 2 5 1 2 4

Responsible advertising 2 1 1

Promotion of sustainable development

Promotion of citizenship 1 1

Quality (societal significance) 1 1 4

Balanced/pluralistic output 1 1

Objectivity 1 1 1

Local journalism
Societal responsibil ity 3 1 2 2

Environment 1 1 9 1 3 1 2 5 1

Climate change 1

Green procurement 1 1

Green building and eco-friendly practises 1

Waste treatment

Reduction of emissions (VOCs)
Material efficiency

Economic responsibility

Good governance 2 1 1

Code of Conduct 1

Economic responsibil ity in general

Job creation 1
Responsible and transparent lobbying

Personnel

Responsible treatment of personnel 1 4 2 2 1 5 1

Equality 1 1

Skills development

Employee well-being

Occupational safety
Treatment of suppliers

Cultural responsibility 3 1

Promotion of media l iteracy 1 1 1 1

Promotion of the Finnish language 1 3

Promotion of local identities and communities 1 1 1 1

Media coverage of minorities 1
Educative role 2 1

Stakeholder involvement 3 1 1

Philantrophy 1

Transparency 1 2 1 2 3  
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Q2. Stakeholders' view on Alma 

Media specific CR priorities

A
dv

er
tis

er
s

Co
m

pe
tit

or
s

Em
pl

oy
ee

s

G
ov

er
nm

en
ta

l

In
ve

st
or

s

M
ed

ia

N
G

O

Re
ad

er
s

Su
pp

lie
rs

Customers and content

Journalistic integrity       2 1  

Promotion of the freedom of expression   1    1   

Reliability of information   1     3  

Responsible journalism   1       

Responsible advertising   1     1  

Promotion of sustainable development   2     1  

Promotion of citizenship 1         

Quality (societal significance)   1 1    2  

Balanced/pluralistic output          

Objectivity          

Local journalism   1  1  1 1  
Societal responsibil ity          

Environment   3  1  1 1  

Climate change          

Green procurement          

Green building and eco-friendly practises          

Waste treatment          

Reduction of emissions (VOCs)          
Material efficiency          

Economic responsibility

Good governance          

Code of Conduct          

Economic responsibil ity in general 1  1     1  

Job creation        1  
Responsible and transparent lobbying          

Personnel

Responsible treatment of personnel 1  3 1      

Equality   1       

Skil ls development          

Employee well-being          

Occupational safety          
Treatment of suppliers          

Cultural responsibility   1     1  

Promotion of media l iteracy       1 2  

Promotion of the Finnish language        3  

Promotion of local identities and communities   3 1 1 1 1 3 1

Media coverage of minorities          
Educative role          

Stakeholder involvement 1  1  1   1  

Philantrophy          

Transparency   1  1   1   
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Q3. Stakeholder demands on 
Alma Media's CR A
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Customers and content                   

Journalistic integrity                   

Promotion of the freedom of expression                   

Reliability of information               1   

Responsible journalism             1     

Responsible advertising 1   1             

Promotion of sustainable development             2 1   

Promotion of citizenship                   

Quality (societal significance)     2 1 1     2   

Balanced/pluralistic output                   

Objectivity                   

Local journalism             1     

Environment 2   8       2 2 1 

Climate change 1                 

Green procurement     1             

Green building and eco-friendly practises     2             

Waste treatment                   

Reduction of emissions (VOCs)                   

Material efficiency                   

Economic responsibility                   

Good governance                   

Code of Conduct           1       

Economic responsibility in general                   

Job creation               1   

Responsible and transparent lobbying                   

Personnel                   

Responsible treatment of personnel     3 2           

Equality     5 1           

Skills development     3             

Employee well-being     1             

Occupational safety                   

Treatment of suppliers                   

Cultural responsibility                   

Promotion of media literacy                   

Promotion of the Finnish language                   

Promotion of local identities and communities             1     

Media coverage of minorities                   

Educative role                   

Stakeholder involvement         1 1       

Philantrophy                   

Transparency     1   1 1 1 1   

Urgent demands 1   8 2 1 1 2 3 1 
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Appendix III - Review of the interview results per stakeholder group 

Personnel Two issues are emphasised in the employee responses. Concerning Question 1 about the 

most important CR issues of the whole media sector, the respondents highlight the reliability 

of the provided information as the CR issue rising above all others. The second issue that 

gained much employee attention is the environmental responsibility of media companies. 

Several employees also mentioned responsible journalism in general as a core CR issue of 

media companies. Naturally, social and cultural responsibility issues were also raised but 

these issues were more in the limelight in the responses to Question 2 concerning Alma 

Media’s CR. 

 In addition to the CR themes that concerns media companies in general, three 

issues are highlighted, above other issues, as Alma Media’s core CR issues: environmental 

responsibility, responsible treatment of personnel and cultural responsibility for the 

promotion of local identities and communities. This responsibility is related to the fact that 

Alma Media has several local and regional newspapers which play a key role in their 

circulation areas as concerns local identities and local culture. 

 One issue is clearly a key CR demand of Alma Media’s employees, rising 

above all other employee demands (Question 3): Alma Media needs to be more devoted to 

its environmental responsibility in the future. Recycling facilities, environmental and general 

CR policies – including a green purchase policy -, training on sustainable development and 

information on environmental issues related to Alma Media’s operations are all called for. 

Part of the demands concerning the environment (Interviews 4, 11, 16, 17, 18, 26) are very 

pronounced and the stakeholders demand immediate measures in the field.  

Another issue highlighted by several respondents is a demand for more equal treatment of 

employees, particularly concerning skills and career development opportunities. Several 

respondents maintain that there is also a need for a more equal pay policy as well as a need 

to put an effort in improving employee well-being (Interviews 4, 10, 11, 26). All the strong 

demands on social responsibility issues are expressed by employees of the Kauppalehti 

Group while employees at for example Aamulehti consider Alma Media a very responsible 

and equal employer (Interviews 16, 17, 18). 

 

Readers and 

visitors 

The reliability of information is the core of media CR to Alma Media’s readers and to the 

visitors of Alma Media’s online portals – 6 out of 12 interviewees mention this as the first 

priority of media CR. Closely following, the environmental responsibility is considered a 

vital element of the CR of all companies. Moreover, the promotion of the freedom of 

expression and the responsible treatment of personnel belong to the core of media CR 

according to the reader and visitor stakeholders. (Interviews 29-31, 33-36, 38, 40-43.) 

 All stakeholders in this group consider the same CR issues relevant to Alma 

Media as to other media companies. The readers and visitors often mention that they feel 

they do not know the company well enough to say anything more precise on Alma Media’s 

specific CR. However, some issues are highlighted by several respondents. As Alma Media 

is, above all, a Finnish media company, the responsibility to promote and foster the Finnish 

language is vital (Interviews 29, 33, 36, 43). Furthermore, the promotion of local identities 

and communities is considered a specific responsibility of Alma Media.  

Moreover, Alma Media is considered a media corporation offering quality journalism – but 

several stakeholders find that Alma Media should take the responsibility for quality 

journalism more seriously. Due to this, the reliability of the provided information is 

considered particularly significant in the case of Alma Media (Interviews 29, 31, 36, 42). 

Only few interviewees have what they consider to be urgent claims but almost all the claims 

concern the environmental responsibility (Interviews 29, 38, 40). For example, readers and 
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visitors demand more information on sustainability in Alma Media’s papers and more 

information on the environmental impacts of Alma Media. (Interviews 38, 43.) Moreover, 

many readers demand Alma Media to improve the quality of the contents of its newspapers. 

 

Investors The investor perspective on media CR is versatile. Institutional investors (Interviews 1, 25, 

39) tend to state that investors are, first and foremost, interested in “traditional” CR issues 

and in the transparency and interactivity of the CR communications. One institutional 

investor emphasises that the main CR interests of investors are related to risks and 

opportunities – when there is a potential environmental or social risk related to the 

operations of a company - or a risk related to issues such as the reliability of information, 

this makes CR issues relevant to investors as well (Interview 39). The core CR issues of any 

company need to be defined in accordance with the sector that the company is operating in – 

thus making journalistic integrity and the respect for the freedom of speech key CR issues of 

media companies (Interview 25). Moreover, issues related to social responsibility, for 

example the treatment of freelancers, are specifically mentioned (Interview 1).  

The institutional investor stakeholders have the same views regarding Alma Media’s CR as 

any media corporation’s but all three interviewees emphasise the importance of transparency 

about CR issues and of a willingness to have a dialogue with investors (Interviews 1, 25, 39). 

The urgent claims of institutional investors are also related to transparency. Two out of three 

institutional investor stakeholders find it alarming that Alma Media has not openly defined 

(for example in the Carbon Disclosure Project) what risks and opportunities there are as 

concerns climate change and other CR-related issues (Interviews 1, 39). All institutional 

investors demand more transparency and “presence” in the CR dialogue. 

 Small-scale investors highlight more media-specific issues than institutional 

investors. The reliability of information and journalistic integrity are the core of media CR.  

Also, environmental issues are at the core of the CR of all companies (Interview 41). 

 The respondents find that the above-mentioned CR issues are also applicable 

to Alma Media. Moreover, owing to Alma Media’s strong local and regional presence, the 

promotion of local and regional identities and of citizenship is emphasised. Firstly, “the 

promotion of citizenship in the form of discussion forums is an extremely important element 

of a sustainable society and media companies, particularly Alma Media due to its many 

online services, are responsible for promotion and enabling interaction between the citizens” 

(Interview 13). Secondly, Alma Media is responsible for the promotion of local identities 

and communities – both in a virtual and a real-life context (ibid.). Moreover, environmental 

responsibility is particularly important due to the extensive paper use. (Interviews 13, 41.)  

The respondents have no urgent demands but state that Alma Media has a responsibility to 

value and uphold the institutional societal roles of its many newspapers in the form of high 

quality. Kauppalehti is mentioned as an example of a quality paper that has recently taken 

some “missteps” (Interview 13). 

 

NGOs Altogether, five NGO representatives were interviewed (Interviews 6, 9, 19, 27, 28). With 

one exception, all the respondents find that the CR of media companies should be defined 

according to the core business – namely journalism. Reliability of the provided information, 

journalistic integrity and responsible journalism are all mentioned in several responses as 

well as transparent journalistic policies. Moreover, various respondents highlighted the 

dichotomy related to the influence of the media in society that is closely coupled with a 

responsibility to use the power of influence wisely and ethically. Some respondents 

specifically point out that it is the responsibility of the media to promote sustainability in 

society but mostly the media was considered to be responsible for sparking public discussion 

in general. Finally, environmental responsibility is considered central to media CR as well. 

 The responses varied more on the question of Alma Media’s CR. One 

respondent regards Alma Media as specifically responsible for fostering its many local and 



101 

 

 

regional newspapers and their local and regional contents. This implies that synergy benefits 

from article sharing should not be strived for at the expense of genuine locality (Interview 

19). Another respondent highlights that Alma Media has a particular responsibility for 

promoting freedom of expression in Finland since it belongs to the group of Finnish media 

corporations that are well-established and financially stable – and thus independent to act as 

a “guarantor” of freedom of speech and of journalistic integrity in the Finnish society 

(Interview 6). Several answers also point out that Alma Media has environmental 

responsibilities related to printing. Moreover, cultural responsibility for media literacy is 

mentioned as well. 

 The NGO stakeholder demands are related to locality, journalism and 

environmental responsibility. First of all, as pointed out earlier, one NGO respondent is 

worried about Alma Media’s local and regional papers becoming mere “satellites” and losing 

their own “identity” (Interview 19). Secondly, there are worries regarding the quality of 

journalism and how to strike the balance between interesting and news that are of 

significance in the society. Thirdly, NGO stakeholders demand Alma Media to further 

develop its environmental responsibility. One respondent finds that Alma Media should be 

more transparent about its editorial policies and that also a journalistic policy on how Alma 

Media’s papers report on sustainability is needed (Interview 6). The issue of sustainability in 

the contents is also raised by another stakeholder who demands Alma Media’s papers to 

report more on sustainability issues and even to have its own editorial department for 

sustainability news (Interview 27). 

Governmental 

stakeholders 

Reliability of the information is the core of media CR also for the governmental 

stakeholders. Moreover, journalistic integrity is mentioned by several governmental 

stakeholders. Governmental stakeholders also emphasise the educative role of the media 

(Interviews 20, 21) – it is the responsibility of media corporations to promote media culture 

and media literacy and to educate their readers on sustainable development and on 

significant societal issues. Media corporations are, to some extent, responsible for promoting 

all-around education. Other important issues are the responsible treatment of employees and 

economic responsibility through good governance but these are common to all companies 

(Interviews 7, 20, 21.) 

 The respondents maintain that the same CR issues are relevant to Alma Media 

as to other media companies. However, the responsibility for the promotion of communality 

with regard to Alma Media’s numerous local and regional newspapers is mentioned as an 

Alma Media-specific CR issue (Interview 21). Moreover, with regard to the J. Korhonen 

case and a case where Kauppalehti’s former employees sued Alma Media – in both cases for 

wrongful termination of employment -, two governmental stakeholders highlight the 

responsible treatment of employees as Alma Media’s core CR issue (Interviews 20, 21). 

Thirdly, Alma Media is considered responsible for quality journalism that focuses on issues 

of real societal significance (ibid.). 

The urgent CR claims of governmental stakeholders are as well linked to the equal and 

responsible treatment of personnel – two governmental stakeholders state that Alma Media 

should improve its treatment of employee issues (ibid.). 

 

Advertisers The core CR areas of media companies are, according to Alma Media’s advertisers, issues 

related to the responsibility for the customers and the contents. More specifically, the 

reliability of information and journalistic integrity as well as responsible journalism in 

general are mentioned. Furthermore, the promotion of the Finnish language is viewed as a 

vital element of media CR (Interview 5). The environmental responsibility is a significant 

part of the CR of all companies (ibid.). 

 The same CR issues are relevant to Alma Media as well. In addition to these, 

the respondents particularly mention the promotion of citizenship (due to Alma Media’s 

many online discussion forums etc.), the responsible treatment of personnel, economic 
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responsibility and stakeholder involvement as significant CR issues of Alma Media. 

(Interviews 5, 23.) 

 Alma Media’s advertisers state that their strongest stakeholder demands 

concern Alma Media’s environmental responsibility. Alma Media should pay more attention 

to its environmental responsibility and inform its stakeholders on the environmental impacts 

and measures of the company. Furthermore, the stakeholders are interested in Alma Media’s 

stance on climate change. Finally, the respondents would like to know more on Alma 

Media’s responsible advertising policy. (Interviews 5, 23.) 

 

Media The media perspective on the CR of media companies emphasises the responsibility for 

making good, responsible journalism. Media should highlight societal injustice (societal 

responsibility) and educate the readers. As actors in society, media corporations should be as 

transparent as possible – transparent about their guiding principles (Code of Ethics/Conduct), 

about their environmental impacts and about their responsibility as an employer. In the case 

of Alma Media, the key responsibilities are the same as those of other media companies. 

However, responsibility issues related to local identities and communities and promoting 

local and regional citizenship could be the “specialty” of Alma Media’s CR. (Interview 37.) 

 The media stakeholder perspective withholds one specific stakeholder demand 

– Alma Media needs to be more transparent about its ethics and about its guiding principles. 

Moreover, Alma Media should be more interactive and actively take part in the discussions 

on the future of the media in the face of major behavioural changes in the readership (the rise 

of the social media, regional demographic development of Finland etc.). (Interview 37.) 

 

Competitors The competitor perspective on Alma Media’s CR emphasises the view that a media 

company’s greatest responsibilities lie where its greatest impacts are – in issues related to the 

contents (the reliability, freedom of expression, integrity). Responsibility for the journalism 

is the core of media CR. As a corporation, however, media companies can do other things 

responsibly as well. For example, making sustainable choices in choosing partnerships is a 

key issue. Environmental and social responsibilities are relevant to all companies. (Interview 

24.)  

 The respondent views that Alma Media’s CR consists of the same features as 

media CR in general. Moreover, the interviewed competitor has no urgent claims on Alma 

Media’s CR. 

 

Suppliers The supplier perspective on the question of media CR resembles that of most other 

stakeholders’: the reliability of information and journalistic integrity are the cornerstones of 

media CR. Also cultural responsibility for the communities and local identities is important. 

Moreover, traditional CR themes (environmental, social and economic responsibilities) are 

relevant to all companies. Concerning Alma Media, the key CR issues are considered the 

same as any media companies’. However, locality is even more emphasised due to Alma 

Media’s strong local and regional presence. (Interview 22.) 

 Alma Media’s suppliers have demands with regard to the environmental 

responsibility of the company. Environmental issues should be part of the purchasing policy 

of Alma Media. Moreover, issues related to Alma Media environmental impacts (for 

example, the carbon footprint of Alma Media’s papers) should be a central part of Alma 

Media’s communications. (Interview 22.) 

 

 


