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Scientific abstract  
The aim of this case study was to explain how voluntary climate initiatives are communicated to employees, 
and the role of employee involvement as an antecedent for more strategic environmental sustainability work. 
More specifically, the project explored enabling factors for stakeholder involvement from a Corporate Social 
Responsibility (CSR) communication perspective. A flexible research design was structured through 
qualitative methods and an inductive approach. Semi-structured interviews and corporate sustainability 
documents from two knowledge-intensive IT businesses were analyzed to understand the internal CSR 
landscape related to voluntary climate initiatives, like carbon offsetting actions and reduce-reuse-recycle 
efforts. The theoretical framework used concepts from CSR communication, environmental marketing and 
stakeholder management. Case study findings indicate that voluntary carbon offsetting initiatives may have a 
notable impact on building a more distinct company-wide climate change agenda. Furthermore, the study 
confirmed that employees are important drivers in environmental initiatives and may act as informal 
sustainability ambassadors by supporting the organizational climate impact work internally (and later 
externally) – by building credibility from the inside-out. 
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Popular summary 
The urgency of climate change and sustainable development call for collective actions globally to reduce 
emissions within a planetary carbon budget. To move quickly enough, the challenge is in part to engage 
stakeholders on various levels in society, where large and small business actors all have an important part to 
play to increase the demand for zero-emission climate solutions. Today, regulatory measures do exist in the 
form of e.g., international carbon offsetting markets, yet there is a need for companies to go beyond 
compliance and engage in voluntary climate initiatives. To speed up this green transition, a company may 
engage in corporate climate actions both internally and externally – where voluntary carbon offsetting actions 
is a way to reduce a corporate carbon footprint through clean energy projects outside of the organization. 
This way, it is possible to become ‘climate neutral’ in company operations, while striving to reduce the 
overall company footprint through smarter climate choices like sustainable travel, vegetarian food and other 
reduce-reuse-recycling efforts. 
 
Corporate climate initiatives like voluntary carbon offsetting and internal environmental efforts may be seen 
as key pieces for facilitating sustainable development from a corporate responsibility perspective. With 
regard to research and practice, there is a need to explore how corporate climate actions can drive positive 
change. Starting from within a company context, this study focused on organizational members in an internal 
CSR landscape. The aim of this study is to explain how voluntary climate initiatives are communicated to 
employees, and the role of employee involvement in more strategic environmental sustainability work in 
companies. By leading the way in sustainability and inspiring others in the industry, previous research point 
to employees as an influential stakeholder for creating long-lasting impact in corporate social responsibility 
efforts. Therefore, this case study explored how employees can support and participate in corporate climate 
actions internally in companies, as part of an ‘inside-out approach’.  
 
Sustainability managers and environmentally active employees were interviewed in two knowledge-intensive 
IT businesses to analyze corporate communication involving climate initiatives. The theoretical framework 
was based in CSR communication, environmental marketing and stakeholder management, to further 
understand enabling factors for employee engagement and commitment. Findings from the study indicate that 
voluntary carbon offsetting initiatives may have a notable impact on building a more distinct company-wide 
climate change agenda. The study also confirmed that employees are important drivers in environmental 
initiatives and may act as informal sustainability ambassadors. By supporting their employer’s climate work 
internally (and later externally), this stakeholder group helps build CSR credibility from the inside-out.  
 
For companies with an ambition to scale up their climate actions and strategic sustainability work, practical 
implications suggest that employees should be involved in a mutual dialogue as much as possible. One way 
to do this is to support an open, feedback-focused work setting to encourage new suggestions and 
improvements. Moreover, communicating environmental practices to employees are more likely to raise 
awareness and create engagement if done continuously. Therefore, using a wide range of direct and indirect 
communication channels is recommended, depending on the needs and size of the organization. Digital 
communication platforms like Slack, person-to-person storytelling, concrete and practical messages as well 
as environmental work groups are good ways to facilitate employee involvement. 
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1. Introduction 
 
This first chapter starts by introducing the global challenge of climate change and carbon 
emissions mitigation as a wide context for the study, later focusing on the corporate 
responsibility aspect of sustainability. The problem background describes climate action from 
an organizational perspective, centered on carbon offsetting efforts and voluntary climate 
initiatives in companies today. The problem highlights communication and internal 
stakeholders as a key focus in the study. Lastly, the chapter presents the aim and research 
questions, along with the outline and delimitations for the study. 

1.1 Introduction  
Climate change and sustainable development are part of the global dialogue more than ever 
before. The decade we left behind us (2010-2019) was the warmest decade in recorded history 
(United Nations, 2020). According to a recent United Nations (UN) climate report released in 
early 2020, the current state of climate change is having a huge effect on every aspect of the 
environment, including widespread implications of the well-being and health for the global 
population (ibid.). The ecological and social trends of this kind are changing the landscape for 
how politics – and business – are made (Scherer and Palazzo, 2011; Engert et al., 2016; 
Elkington, 2018). Stakeholders are pressing world leaders to act, ranging from the 
international scientific community to civil society grassroot movements (United Nations, 
2019). Today many kinds of societal actors, including business firms, are realizing their part 
in this global landscape. By going beyond legal compliance for climate regulations, 
corporations are entering the political arena and thereby taking on an extended level of 
responsibility (Scherer and Palazzo, 2011). While an increasing number of leading industry 
firms voluntarily takes the driver seat to achieve a climate neutral footprint1 (for example, 
Interface, IKEA and Microsoft), there are also forces in play that divert the focus on climate 
change mitigation. In the midst of a Coronavirus pandemic (Covid-19) (World Health 
Organization, 2020), new questions are being raised on how to cope with a global 
environmental challenge while solving an urgent global health crisis. Prioritizing resources in 
situations like this where long-term awareness is essential, while also sustaining events in the 
short-term, is truly a challenge that seeps into all levels of society – from global policy, to 
management in an affected organization, down to every individual. It is clear, from 
interdisciplinary scientific evidence, that climate change is one of the greater challenges of 
our time (Rockström et al., 2018) – yet there is still a larger shift in need to be made, which is 
spanning from governance, physical infrastructure, technology, to education and more. Being 
ranked as the highest of all global risks in terms of both likelihood and large-scale impact 
according to the 2020 Global Risk Report from World Economic Forum (WEF, 2020), 
mitigating planetary warming is evidently a race against the clock. Whereas global political 
divisions remain, there is a (decreasing) window of opportunity – allowing for both short- and 
long-term solutions for supporting in emissions reduction. With businesses now increasing 
their commitment beyond the bottom line (Elkington, 2018), carbon offsetting may be a 
useful tool to aid the urgent transition from fossil fuels to renewable energy – if done in 
addition to other emissions-reducing actions. However, a sufficient pace and scale are 
essential to achieve this transition.  

 
 
1 A climate neutral footprint means that a company’s impact consists of zero emissions contributing to climate change. The 
emissions may either be reduced directly through internal mitigation efforts, or externally with the help of carbon offsetting 
initiatives that reduce emissions elsewhere. 
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1.2 Problem background 
Taking robust corporate climate action can manifest itself in many forms. Usually, a 
combination of different ‘tools’ is adopted by organizations that work proactively to reduce 
emissions today. To give some background, there is a notable difference between these 
measures. There are mandatory climate regulations for companies to comply with, where 
regulations dictate the level of corporate engagement. These are called carbon credits. 
Another, slightly different climate action is carbon offsets, which companies may use to lower 
their emissions outside of their own four walls of business, i.e., when they cannot reduce 
emissions completely through internal environmental actions. The biggest difference between 
carbon credits and carbon offsets is that the former type is mandatory, and the latter is 
voluntary. In practice, the concept of voluntarily offsetting carbon emissions is a relatively 
new phenomenon on a ‘young’ offsetting market of a few short decades. Businesses and the 
global political arena, particularly the evolution of the Paris Agreement, indicates that things 
are moving in a direction beyond the compliance landscape, into a voluntary market that 
keeps expanding (Forest Trends, 2019). This points to future potential for voluntary carbon 
offsetting as a corporate climate initiative.  
 
According to the United Nation’s definition of carbon offsetting, sometimes referred to as 
climate compensation2; “a climate action […] enables individuals and organizations to 
compensate for the emissions they cannot avoid, by supporting worthy projects that reduce 
emissions somewhere else” (UNFCCC, 2020a). Considering the urgency of climate change, 
carbon offsetting as a climate action could most reasonably be seen as one relevant measure to 
mitigate emissions. This option – to compensate for the existing carbon footprint by investing 
in external carbon projects, would help an organization to reduce any remaining emissions 
from operations that cannot be immediately reduced. In most cases, carbon offsetting 
translates into supporting climate protection projects elsewhere in the world through an 
unregulated market. Projects of this kind have resulted in positive co-benefits in local 
communities and ecosystems, such as more jobs and a healthier environment (Hamrick and 
Gallant, 2017). Over time, the voluntary market (even if considerably smaller and newer) has 
had an outsized rippling effect into the larger compliance market overall (ibid.) to a point 
where it is really starting to scale (Forest Trends, 2019). If these voluntary offsetting 
procedures are conducted carefully, they contribute to both social and environmental, 
sustainable development (Gold Standard, 2020a). 
 
In practice, voluntary carbon offsetting can for example be realized through a third-party 
stakeholder, who facilitates investment in climate smart projects worldwide, e.g., by helping a 
village with funds to invest in solar farms over coal as an energy source (GoClimate, 2020; 
Gold Standard, 2020a). Since this type of carbon offsetting is made on a non-regulatory 
market, there are several standards that ensures the carbon projects are actually making a 
difference, such as the widely used Gold Standard that ensures both social and environmental 
impacts in projects with high additionality (see Chapter 4 for further details). There are also 
other forms of carbon offsetting emerging on relatively undeveloped carbon markets today, 
such as Direct Air Capture (DAC). Innovative technologies like DAC are underway to 
develop new forms of carbon offsetting solutions in which companies can invest as part of 
their climate action (Nordic DAC Group, 2020). These green investments are steppingstones 
which can drive an increased overall demand of the previously mentioned small(er) voluntary 

 
 
2 The terms ‘climate compensation’ and ‘carbon offsetting’ are used interchangeably in this study.  
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carbon offsetting market – in addition to encouraging other stakeholders to choose climate-
friendly solutions for the planet.  
 
While sustainability may be the primary driver for adopting a zero-emission strategy, striving 
for a climate-neutral footprint may lead to other benefits as well (Pinkse and Busch, 2013). 
Building on that, reputation in environmental issues has become an increasingly hotter topic 
(like the climate itself), where big corporate players engage in several types of climate actions 
in order to stay ahead of the competition and remain credible towards their stakeholders 
(Sherman, 2020). They experience increased demands from investors, employees and 
customers (Forest Trends, 2019). In 2020, Microsoft announced the target of becoming 
climate negative by 2030 and removing all of their historical emissions by 2050 (Smith, 2020) 
followed by Apple taking responsibility not only for internal corporate actions but throughout 
their supply chain and products (Apple, 2020). These are two examples of ambitious goals 
that require an expansive approach – and a great number of resources (time, money, people) 
according to Maignan and Ferrell (2004). Looking to the regulated carbon market however, 
the ‘compliant side’ of sustainability will unfortunately not be enough to stay within the 
carbon budget globally, which is why it is so important that pioneering companies take 
voluntary steps to lead the way. This is further backed up by Scherer and Palazzo (2011) in 
political CSR theory, where it may be seen as an expression of businesses taking societal 
responsibility (see Chapter 3).  

Scientific evidence further solidifies the importance of long-term climate solutions on a global 
scale (Rockström et al., 2018). It is pretty clear that companies can play a key role for 
facilitating green choices and climate-neutral practices, especially by making an impact in the 
nearby stakeholder network as indicated above (McElhaney, 2008; Morsing et al., 2008; 
Schultz et al., 2013). Different industries have, nevertheless, their own unique sustainability 
challenges that need to be considered, where emission reductions either may be 
technologically impossible or where the cost might be too high to justify (Forest Trends, 
2019), especially for smaller businesses. From an academic perspective, research presents a 
wide array of emerging theoretical concepts that address how organizations today can engage 
in complex issues like climate change (Garriga and Melé, 2004). To exemplify, scholars from 
various fields suggest that many factors are in play when companies seek to integrate 
Corporate Social Responsibility3 successfully (see e.g., Maignan and Ferrell, 2004; Morsing 
and Schultz, 2006; Papadas et al., 2019), including that of addressing carbon emissions in a 
credible way. Studies have even explored ‘carbon norms’ as they are increasingly embraced 
as an organizational norm (Pinkse and Busch, 2013). CSR-related factors that affect different 
industries and businesses involve various stakeholder groups, how the value-chain and 
organizational structure may be set up, what the core purpose of the business is as well as the 
characteristics of the CSR issue itself (Roberts, 2003; Porter and Kramer, 2006; Engert et al., 
2016). These factors could in turn hinder or support how fast and well a company comes up to 
speed with responsibility actions, where CSR communication is a useful tool to raise 
awareness (Maignan and Ferrell, 2004). Zero-emission efforts appears to be more and more 
common with MNCs, where progressive companies with enough funds are taking proactive 
responsibility in areas where global governance is lacking (ibid.). The same is true for 

 
 
3 CSR, Corporate Social Responsibility, will be used in this study as the umbrella term for the role of business in society and 
may be used interchangeably with concepts like corporate sustainability or corporate responsibility (Gruber et al., 2017). It is 
a wide theoretical concept that may include business ethics, stakeholder theory, shared-value creation, triple bottom line etc. 
For more definitions, see Garriga and Melé (2004) and Dahlsrud (2008). Please refer to Chapter 3 to read more about CSR in 
the theoretical framework. 



4 
 

companies of smaller sizes compared to MNCs, but research suggest SMEs approach the task 
through more incremental approaches (Nielsen and Thomsen, 2009). While progressive 
business actors are excellent examples of role-models in the forefront of environmental 
responsibility, the question remains why many companies still at a high degree only prioritize 
profit over creating shared value (Porter and Kramer, 2006). As well-cited CSR studies over 
and over again points out (Garriga and Melé, 2004; Lee, 2008); responsibility beyond core 
activities is key for company survival and prosperity (Maignan and Ferrell, 2004; McElhaney, 
2008). Sustainability may drive innovation and lead to several benefits. At first glance, the 
problem of choosing (or not choosing) to strengthen the corporate sustainability agenda 
through voluntary climate actions seems to boil down to companies’ own preferences and 
funds. However, research suggests that a few factors play a part in influencing corporate 
responsibility decisions, such a general ‘sense of urgency’ and company-cause fit (Gruber et 
al., 2017). Moreover, interlinked stakeholder communities and organizational norms weighs 
in too (Maignan and Ferrell, 2004). Interestingly, several empirical studies suggest that 
creating long-term commitment to voluntary CSR initiatives primarily starts with people and 
more specifically, internal stakeholder groups like employees are evidently an important force 
to count on when driving CSR initiatives (Morsing et al., 2008; Uusi‐Rauva and Nurkka, 
2010). 
 
1.3 Problem 
 
Where some sustainability pioneers in the business sector act ambitiously in the frontline of 
CSR, other companies go with the minimum requirements by complying with existing 
regulations (Scherer and Palazzo, 2011). This presents an empirical gap, where sustainable 
choices have not yet reached their full potential. Additionally, many CSR studies have, in a 
general sense, taken an external “black-box” approach to organizations (Costas and 
Kärreman, 2013). Furthermore, research have particularly lacked a presence of an internal 
organizational focus when considering CSR, often bypassing one stakeholder in particular – 
the employees (Costas and Kärreman, 2013; Craig and Allen, 2013; Raub and Blunschi, 
2014). This presents yet another, theoretical gap, where there is a need to explain enabling 
factors and processes for climate practices from an internal perspective. With regard to 
research findings suggesting that organizational members are a key factor for creating 
sustainable change from within (Morsing et al., 2008; Uusi‐Rauva and Nurkka, 2010), this 
study takes an inside-out approach to further explain employee engagement in voluntary 
climate initiatives.  
 
A challenge for businesses4 today, however, is the wide range of CSR issues that a firm can 
potentially engage in (Porter and Kramer, 2006; Roberts, 2003). Some may be closer to the 
core of the business, while other CSR initiatives may be of a more charitable character far 
outside of the organization (McElhaney, 2008). Depending on the sector, environmental 
actions could be closely relevant to the everyday business, or something quite distant in the 
minds of the citizens in an organization (Scherer and Palazzo, 2011; Uusi‐Rauva and Nurkka, 
2010). A concrete example is climate change engagement, where a daunting ‘wicked 
problem’ might create apathy – and a sense of urgency might not translate into action or a 
change in behavior. Furthermore, research indicates that ‘distant emissions’ might be hard for 
employees to internalize in their everyday work, if it’s not a distinct part of their role and 
responsibility (Uusi‐Rauva and Nurkka, 2010). On the other hand, climate compensation of 

 
 
4 The terms business, corporate, company and firm will be used interchangeably, for the sake of variation. 
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carbon emissions has nowadays become a relatively straightforward tool to adopt (for both 
companies and individuals) and it can provide accessible data and results that can be 
communicated to inquisitive stakeholders (GoClimate, 2020; Morsing et al., 2008). Other 
studies highlight that employees are an underestimated stakeholder that effectively can help 
increase positive impacts from sustainability work, especially when considering 
communication and involvement strategies (Crane and Glozer, 2016; Morsing et al., 2008; 
Uusi‐Rauva and Nurkka, 2010). To further back up the problem area and research 
phenomenon, previous conceptual research has called for more studies in the CSR field of 
study; for example, how to successfully communicate CSR to other stakeholders than 
consumers; or to understand the types of organizational landscape that enable responsible 
behaviors (Maignan and Ferrell, 2004). Moreover, there is a need to understand how 
stakeholders react to CSR communication and how they influence business practices 
(Morsing and Schultz, 2006; Morsing et al., 2008).  
 
Communication have been increasingly recognized in literature as an important concept and 
useful tool when companies work with sustainability. Studies actually show that CSR 
communication is a highly relevant but still emerging field, leaving some areas unexplored 
(Crane and Glozer, 2016). Moreover, evidence indicates that communication is essential to 
understand and implement strategic sustainability initiatives as well as smaller environmental 
actions (Craig and Allen, 2013; Maignan and Ferrell, 2004; Uusi‐Rauva and Nurkka, 2010). 
The communication view of CSR is also gaining theoretical (and empirical) ground as 
modern society is transformed by new information technology and remote work. 
Communicative connectedness is identified as increasingly important, not only in everyday 
work, but between stakeholders and organizations in terms of realizing CSR actions like 
internal climate initiatives (Schultz et al., 2013). 
 
In marketing theory, customers have long been at the center of attention. However, as 
relational marketing and views of joint value-creation have evolved over the years, employees 
are now starting to be seen as increasingly important resources for organizational success and 
innovation (Karpen et al., 2015; Madhavaram and Hunt, 2008; Vargo and Lusch, 2007). The 
rise of a Service-Dominant logic (S-D logic) has moved the idea of organizations from a 
traditional Goods-Dominant Logic where produced output was viewed as the key to success 
(Smith, 1776) in Vargo and Lusch, 2007). Instead, modern organizations today often 
emphasize joint value-creation through relations where, interestingly, the knowledge and 
skills of employees are valued as a superior resource for competitive advantage. In the S-D 
logic, they are seen as a dynamic stakeholder that should be part of co-creating the value of an 
organization on many levels (Vargo and Lusch, 2004). Employees have thus gone from being 
a transactional resource to being a key player, where open communication and trust can 
empower employees to create shared value from the inside-out to foster a high-performing 
organization and beyond (Vargo and Lusch, 2007; Morsing et al., 2008). The shared-value 
dynamic and positive influence of employee engagement may very well translate to CSR 
work, too.  
 
The S-D logic is particularly true for the IT sector and IT consultancy companies that are built 
on the skills and tacit knowledge of employees. In parallel, large IT companies around the 
world today are holding the power to nudge billions of consumers into making sustainable 
decisions through their technology (Falk and Gaffney, 2019). From tech startups concerned 
with addressing social and environmental challenges, to larger corporations with a power of 
scalability – such as Facebook (a platform with capacity to influence voters) or Apple (that 
recently announced full alteration to a circular, carbon neutral supply chain) (Apple, 2020). 
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These big players have the means to not only reduce emissions internally but can become 
genuine sustainability ambassadors to influence their employees and extended business 
partners, by setting ambitious climate targets to send a signal to others (Thaker, 2019). To be 
able to inspire more passive groups, companies need to clearly communicate what they are 
doing – showing that climate is being treated as a top-priority issue by corporate decision 
makers. But as some studies show above, there are challenges when it comes to 
communicating CSR issues in an authentic way – a challenge that is likely relevant for 
internal corporate climate initiatives and carbon offsetting actions as well.  
 
Little is known about how sustainability initiatives are communicated towards internal 
stakeholders like employees (Craig and Allen, 2013). Thus, it may be hard to foresee negative 
consequences that arise from engaging in CSR without having a designated strategy for the 
communication process. This is backed up by Engert et al. (2016) in a literature review of 114 
peer-reviewed scientific journal articles on corporate sustainability integration and strategic 
management. Other research implies that employees supposedly can be great facilitators for 
creating noticeable impact in the organizational landscape, e.g., when it comes to CSR 
commitment in external initiatives; or scaling up (climate) actions to more exhaustive 
sustainability roadmaps (Brammer et al., 2007; Morsing et al., 2008; Morsing and Schultz, 
2006). In fact, Morsing et al. (2008, 109) call for more research “on how employees are 
integrated into the CSR communication process”, which shows a path for this study. Research 
also suggest that employees’ individual environmental values and climate awareness could be 
an enabling factor for the overall sustainability orientation of a company (Keszey, 2020; 
Maignan and Ferrell, 2004). However, not knowing all antecedents that influence the 
employees’ level of engagement could be detrimental, as CSR-related studies repeatedly 
show. Risk of greenwashing criticism or a damaged reputation are well-known ghosts present 
when companies balance the act of communicating sustainability actions to maintain 
legitimacy (Castelló and Lozano, 2011), even for those who genuinely try to do their best 
(Schultz et al., 2013). CSR communication requires a multi-faceted understanding of the 
networked society of stakeholders that is reality today, posing a challenge for businesses to 
adapt and stay agile (ibid.).  
 
Spanning from the global perspective of climate change mitigation, to a need for increased 
internal organizational CSR understanding – this study seeks to address the empirical gap of 
companies not utilizing their full sustainability potential through voluntary climate efforts. As 
theoretical findings suggest, an inside-out approach to strengthen environmental orientation 
and climate impact may be a relevant path for ambitious companies to explore further 
(Morsing et al., 2008; Uusi‐Rauva and Nurkka, 2010). Voluntary climate actions in the form 
of carbon offsetting initiatives and internal environmental practices provide an empirical 
‘testing ground’ for this case study. The emerging theoretical concept of CSR communication 
is identified as an influential tool for increasing climate change awareness, but it is also an 
enabling factor for involving key stakeholders in environmental work (Crane and Glozer, 
2016; Keszey, 2020; Morsing and Schultz, 2006). Building on empirical and theoretical 
evidence; the role employee involvement and commitment in environmental sustainability 
efforts are key factors for a long-term successful CSR work. Therefore, this study seeks to 
understand the internal organizational CSR landscape, by explaining voluntary corporate 
climate initiatives and CSR communication in two case companies operating in the 
knowledge-intensive IT sector in Sweden (Vargo and Lusch, 2007). The case study also seeks 
to shed light on the role of employees as sustainability ambassadors as part of a company-
wide ambition to inspire other societal stakeholders to adopt climate-neutral actions. 
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1.4 Aim and research questions 
 
The aim of this study is to explain how voluntary climate initiatives are communicated to 
employees, and the role of employees in strategic sustainability work. 
 
• How are voluntary climate initiatives communicated to employees?  
• In what ways does environmental communication enable employee involvement in 

company-wide sustainability work? 
	
1.5 Outline 
 
This section presents an overview of the thesis content, outlining the flow of chapters in the 
order of appearance in the study (Figure 1).  

 
 
Figure 1. Outline overview with the general themes of the chapter contents. 
 
Chapter 1 (Introduction) introduces a background to the presented problem. Starting with the 
global challenge of climate change, it zooms in on the concept of CSR as a driver for 
sustainable development. It further presents the aim and research questions of the study, by 
addressing the role of employees and CSR communication in voluntary corporate climate 
initiatives. Chapter 2 (Method) outlines the case study method, by explaining choices related 
to a flexible research design and inductive approach. The chapter further describes the 
research phenomenon in terms of a unit of analysis, provides an overview of the literature 
review process along with choices for data collection. Chapter 3 (Theory) gives an overview 
of the theory derived from the literature review along with the conceptual framework chosen 
to guide the analysis. Next, Chapter 4 (Background) provides an empirical background prior 
to presenting the results from data collection, by providing a brief overview of voluntary 
carbon offsetting initiatives. Chapter 5 (Empirics) describes primary and secondary data that 
was collected from interviews and document studies at the two case companies. Chapter 6 
(Analysis) integrates empirical findings with the theoretical framework in an analysis that 
seeks to answer the aim and research questions. Chapter 7 (Discussion) puts the case study in 
the light of a broader societal context by discussing the research questions in relation to other 
studies and publications. The final Chapter 8 (Conclusions) summarizes key findings and 
answers the aim of the study. It also presents practical implications and suggestions for future 
research. 
 
1.6 Delimitations 
 
This section describes methodological, empirical and theoretical delimitations for the project. 
The case study sets out to explain voluntary climate initiatives from an organizational 
perspective focused on CSR communication and internal stakeholders. In short, external CSR 
initiatives such as carbon offsetting actions complement existing internal environmental 
practices. In combination, these initiatives provide a useful toolbox to increase responsibility 
beyond the regulatory environmental policy landscape – thus helping to reduce CO2 emissions 
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in climate-neutral efforts. Looking at the empirical context, Sweden has decreased its total 
emissions with 27 percent between the years 1990-2018, with transports and industrial 
emissions among the largest (SCB Statistics Sweden, 2020). While it could be relevant to 
study an industry with higher environmental impact, this study takes a unique approach based 
on the research gaps presented in the problem section above. The choice of research context 
originates from the importance of employee commitment in sustainability work and the lack 
of research specific to corporate climate initiatives. Therefore, the case context was based on 
a combination of two factors. Firstly, empirics include organizations with ongoing carbon 
offsetting efforts in addition to other sustainability work. Secondly, the choices of empirical 
case context draw on marketing and management theory through the S-D logic; a framework 
with implications for many modern ‘service-dominant’ organizations (Vargo and Lusch, 
2007).  
 
This paradigm is setting out to change the view of businesses from a traditional marketing 
approach to one where knowledge exchange and relational dynamics is the very fundamentals 
for competitive advantage. The S-D logic also views employees as a potential change agent 
with capabilities to drive renewal processes and create key value at firm level, where 
communication is an important enabler (Vargo and Lusch, 2007). It proves a useful 
framework to guide strategic decision-making for managers (Karpen et al., 2015), which is 
why this logic provides structure and helps guide the analysis. Based on this, the choice of 
context was directed to the fast-paced and knowledge-intensive Swedish IT sector. It is a 
booming sector in Sweden where historical recessions inherently have infused flexibility and 
agility into the IT giants and tech startups operating in this competitive landscape – especially 
in present day with a Covid-19 pandemic adding uncertainty to future economic development.  
 
While other industries could have been selected for this study, like the public sector or non-
profit, the S-D logic guided the empirical delimitation by narrowing the study to this service-
oriented tech sector. With regard to the interesting attributes and strong focus on value co-
creating with clients and employees (and a drive for constant renewal in a competitive setting) 
it is an all the more interesting environment to study. Many organizations in the IT sector are 
organizing their leadership style, internal structures and business models in line with the S-D 
logic, which is why this study will focus its empirical data collection from two companies that 
may be considered service-dominant rather than goods-dominant (Vargo and Lusch, 2004). 
The data collection was gathered purely from digital document sources and online interviews 
from these two companies in the private sector based in Stockholm, Sweden. The location 
was selected because Stockholm is a notable hub of international and national IT businesses 
and was well-known to the researcher beforehand. Furthermore, the study included data from 
companies of different sizes (number of employees) and tenure in sustainability work, but 
also in terms of different internal landscapes such as leadership style and organizational 
structure. The purpose was to give room for diverse perspectives to the problem area, more as 
a holistic analysis with two examples complementing each other rather than a strict 
comparative study. The study does not try to evaluate any ‘success’ per se of any CSR project 
or communication. Instead, it will draw on different theoretical perspectives from marketing 
and management scholars to explain how CSR communication influences organizational 
dynamics and employee involvement in two modern companies, to deep dive into pathways 
for creating positive climate impact in society. 
 
A final, methodological delimitation refers to the case study, where the research design was 
purposely focused on providing contextual depth to the problem area rather than producing 
results to be widely generalized (Yin, 2018).
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2 Method 
 
This chapter gives an overview of the flexible method used in the study. First, the overarching 
research design is introduced. Next, the literature review process is described, followed by an 
explanation of the case study approach with the selected unit of analysis. The chapter 
continues with an overview of data collection methods and describes content analysis as a 
method for analyzing the empirical data. Lastly, quality assurance and ethical aspects are 
discussed in relation to the case study. 
 
2.1  Flexible research design 
 
The approach and design of this study originates from a real-world context. More specifically, 
the problem is derived from a macro-scale problem in the shape of an empirical case study – 
with the global carbon footprint zoomed in on the people dimension in a business context. 
According to Robson and McCartan (2016), real-world problems can be of a multi-faceted 
nature as in the case of this empirical study; “Many problems, particularly large‐scale, global 
ones such as climate and environmental change, call for expertise in a range of natural 
sciences and technologies, but the effects on, and of, the way that people behave are an 
important part, both of the problems and of their solution” (Robson and McCartan, 2016, 2). 
 
This statement calls for the global complexity of the climate issue at hand, but at the same 
time makes an important note that the individual behaviors still are key to understand to 
enable change. By focusing this study on individuals in an organizational context, the purpose 
is to draw insights on a local level, but with the larger perspective as a distant backdrop to not 
lose sight of. Moreover, Robson and McCartan (2016) mention the importance of drawing on 
insights from research projects of different scales – ranging from the practical local level, to 
the global, holistic level. The insight here is that no matter where one chooses to focus the 
research, “even global problems have local implications” and vice versa (ibid.). Therefore, 
methodological literature suggests there is a case for this type of research, by understanding 
environmental practices in a local, organizational business setting. 
 
Making conscious choices regarding the research design of a study is key to establish quality. 
Furthermore, the design helps the researcher conduct the study in a systematic manner. There 
are two types of research paradigms in the social research arena and beyond, traditionally 
termed quantitative and qualitative research (Robson and McCartan, 2016). It is worthwhile 
to note that these research methods are not only limited to how data is collected, even if often 
associated with it. Typically, quantitative research uses numerical (statistical) data and 
qualitative research often analyze non-numerical data in the form of words, interviews or 
observations (ibid.). Interestingly, quantitative studies often seek ‘statistical generalization’ 
while qualitative studies, in contrast, seek to understand a ‘phenomenon’ in a specific context 
– where people, words and socially constructed meanings are an important part (ibid.). Based 
on this, case study research is a particularly relevant method for this purpose (Yin, 2018).  
 
This study primarily takes a qualitative approach in data collection and in the research design. 
Moreover, Robson and McCartan (2016) highlight a comprehensive set of research design 
styles that are interlinked with qualitative and quantitative methods – typically called flexible, 
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fixed and multi-strategy designs5, where a flexible design was considered the most suitable 
approach with regard to the study’s aim. It was adapted to meet the specific needs for a 
qualitative case study, which according to Yin (2018), is a highly relevant design when the 
case allows for gathering data from multiple sources. The empirical approach of a case study 
also fits well when taking an inductive approach to explain a contemporary issue, meaning 
that an empirical phenomenon is explained by theory. Building on this, there might be “a 
considerable amount of preliminary planning” in a qualitative study (Robson and McCartan, 
2016, 3). However, specific details of the research process do not need to be determined 
beforehand, which is in contrast to a fixed design. For this study, the approach remained 
flexible as the project evolved, and primarily focused on qualitative data collection with 
interviews, content analysis of written and spoken words.  
 
Lastly, it is important to consider limitations and criticism when choosing a research design, 
especially when conducting research under the qualitative umbrella. Like with all methods in 
research, there are limiting and enabling factors depending on what is going to be studied 
(ibid.). Depending on the discipline, a qualitative approach could be considered the most 
appropriate way or be regarded as highly inappropriate. Scientific research is traditionally 
considered to be something that you can replicate, commonly found in fixed research design 
with a systematic, chronological recipe. However, there are drawbacks to this approach that 
could risk reflect only a single, decontextualized reality. In contrast to quantitative designs, 
qualitative studies instead see the nuances in a context as the main attraction, which relates to 
the aim of this study. Therefore, an alternative mindset in research is ‘social constructivism’ 
(as opposed to ‘positivism’). This takes a relativist perspective in flexible research (Robson 
and McCartan, 2016; Yin, 2018), to CSR communication for example (see Schultz et al., 
2013). This approach captures multiple realities, commonly valuing input from interviews and 
participant observations. In this way, a study may be enriched with a spectrum of diverse 
perspectives that can add depth to the project. Moreover, CSR communication is often a co-
created business (Morsing and Schultz, 2006), in the sense that there are multiple parties 
‘making sense’ of the communicated phenomenon. Calling for a more contextual research 
style, this study was designed with a social constructivist perspective in mind to be able to 
explain nuances in a real-life business setting. 
 
2.2 Literature review process 
 
Building on the previous section, the study took an inductive and process-oriented approach 
throughout the project to dig deeper into the research problem and ultimately answer the aim. 
A literature review was an important element to lay the foundation for the following chapters. 
As a first step, it was essential to get a rough idea of the research background of the topic that 
was going to be studied, to further narrow down the focus (Robson and McCartan, 2016). An 
initial review of literature was conducted, with the purpose of understanding previous 
research, both empirical and conceptual studies. Parallel to this early explorative process, a 
continuous dialogue was held with the supervisor to get vital input on various aspects of the 
literature review in relation to what should and could be studied, resources and the character 
of the problem. This helped focus the core of the problem, by establishing research questions 

 
 
5 Examples of fixed research are experiments and surveys, often using quantitative measures of data collection like numerical 
and statistical data (and are considered by many to have a high scientific value). Multi-strategy designs deliberately combines 
larger amounts of both qualitative and quantitative data in different stages of the same research project, such as in 
longitudinal studies (Robson and McCartan, 2016). 
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and a relevant (flexible) research design to be able to carry out the study in a systematic 
manner that fit the needs.  
 
The definition of a literature review is distilled by Robson and McCartan (2016) into five key 
purposes when gathering literature. These include, (1) identifying main gaps in the knowledge 
of the topic; (2) pinpointing general patterns based on multiple examples in the research; (3) 
comparing contradictory findings from conflicting studies; (4) defining terminology for your 
own study including identifying variations in definitions. An example of varying terminology 
encountered in the process were climate compensation vs. carbon offsetting, where ‘climate 
compensation’ was commonly frequently in Swedish contexts while several relevant 
international studies used terms like ‘voluntary carbon offsetting’ to a larger extent. Since the 
report was written in English, the term carbon offsetting was chosen over climate 
compensation since it also includes other solutions such as carbon capture technologies. 
 
Continuing on the five key purposes above, the last role for a literature review is to (5) help 
identify “relevant research methodologies and instruments” that can be applied in your own 
research (Robson and McCartan, 2016, 52). What eventually emerged from the literature 
review was a mix of relevant studies that either used quantitative or qualitative elements. This 
included systematic literature review studies with relevant previous research in the CSR area 
and neighboring topics. A slightly larger amount of the studies that were found used a 
qualitative case study approach, which provided inspiring examples on the way towards 
framing the research phenomenon. Robson and McCartan (2016) emphasize that a literature 
review facilitates understanding of what is known about a research area – including getting an 
idea of how previous studies approached the problem (or at least problems of similar 
character). However, it is just as important to be flexible when making methodological 
decisions, not being biased in what you as a researcher already think you know about the 
problem (or being limited by the way other research have approached the area).  
 
The search process for literature was primarily focused on online library searches through 
Uppsala University and Swedish University of Agricultural Sciences, as well as using the 
‘Cited by’ function on Google Scholar. Also, searches on Diva helped identify dissertations in 
the CSR field, which assisted in identifying relevant ideas, concepts and up-to-date 
references. Keywords used in the review process ranged from specific terms like ‘voluntary 
carbon offsetting’ and ‘climate compensation’, to more general definitions such as ‘corporate 
social responsibility (CSR)’ and ‘sustainability’. These sets of keywords were then combined 
with other terminology to expand the search such as ‘carbon emissions’ (ibid.). 
 
In the early stages of the literature search, the focus ranged from specific employee-related 
search words (e.g., ‘employee involvement’) to a broader CSR-related search (such as 
‘stakeholder management’) or a combination (e.g., ‘employee engagement in corporate social 
responsibility’. After a few iterations, a CSR marketing perspective was added as an element 
in the research questions, helping to narrow down the search with terms like ‘CSR 
communication’ and ‘organizational practices’. A large number of articles were found in 
various journals covering business ethics, organizational studies, green marketing, 
management studies and sustainable development. The literature review revealed that research 
is somewhat fragmented on the topic of voluntary carbon offsetting and the internal 
organizational CSR landscape. Only a handful studies were found to directly address 
employees as a stakeholder with regard to environmental actions (see e.g., Uusi‐Rauva and 
Nurkka, 2010). Some conceptual studies, however, identified emissions reduction initiatives 
under ‘the CSR umbrella’ (see e.g., Papadas et al., 2019; Porter and Kramer, 2006; Turker, 
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2009). Since employees were found to be an important stakeholder for sustainability work and 
CSR communication, it became a central element of this study. An overview of the most 
relevant conceptual and empirical peer-reviewed articles included has been summarized in a 
table describing key contributions, presented in Appendix I. 
 
2.3 Unit of analysis  
 
The unit of analysis for this case study refers to communication of voluntary climate 
initiatives from an internal employee perspective. With this focus, the study seeks to gain a 
deeper understanding for the potential impact that carbon offsetting initiatives may have on 
companies’ overall sustainability work and employees as a key stakeholder. 
 
Since the study takes an internal stakeholder approach, it was relevant to collect data from an 
empirical setting where employee perspectives were viewed as a key resource in knowledge-
sharing and organizational interaction (Morsing et al., 2008; Vargo and Lusch, 2004). The 
chosen phenomenon was therefore studied through the lens of highly engaged individuals in 
two organizations in the IT sector with unique attributes (briefly explained in 1.6 
Delimitations). Selection of the unit of analysis was based on a number of criteria. Primarily, 
these knowledge-intensive case companies were chosen on the criteria based on the recent 
evolution of marketing defined as the S-D logic – a concept that is transferable to employees 
and CSR communication according to Crane and Glozer (2016). An increasing portion of 
organizations today use this kind of service-centered model (e.g., IT firms with Software as a 
Service). Therefore, the unit of analysis takes place in one start-up (Mentimeter) and one 
network-style organization (Netlight Consulting).  
 
A second criteria is that both companies have a strong focus on employee engagement, so that 
this case study can deep dive into two diverse company settings which expresses a dynamic, 
relational approach to employees. Building on the S-D logic by Vargo and Lusch (2007), 
people (e.g., customers or, employees in this case) are at the core of the case companies’ 
organizational processes, with strong ambitions to build authentic and high-performing 
solutions that on a company-wide level tie into employee engagement.  
 
Other selection criteria were the company size (in terms of employees, see e.g., the conceptual 
study from Keszey 2020), but also the tenure of the sustainability work and that both 
companies had been involved in some form of voluntary carbon offsetting initiative (here it 
was GoClimate). With data collected from primary and secondary sources, Netlight and 
Mentimeter served as two embedded ‘mini-cases’. This means that the gathered data 
collectively provided aggregated insights in an analysis that looked at the larger phenomenon 
rather than each individual ‘mini-case’. It included perspectives from individual employees as 
well as looked at more structural practices like communication channels and other 
organizational platforms where climate communication and initiatives take place. As 
mentioned in 2.1 (Flexible research design), the study approached the problem from a social 
constructivist view, which allowed multiple perspectives to be analyzed in order to 
understand factors related to communication and internal stakeholders (Schultz et al., 2013). 
Different sources of these corporate perspectives included written sustainability 
communication, semi-structured interviews with employees in key sustainability positions as 
well as employees active in voluntary climate initiatives internally (further described in 2.5 
Empirical data collection). 
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2.4 Case study  
 
This case study seeks to shed light on a contemporary and highly relevant topic in a real-
world setting; one involving people, values and interpretations that thus need to be understood 
from its local context (Robson and McCartan, 2016). Further emphasized by Yin (2018), a 
case study is suitable when there is a need to conduct an in-depth study of a phenomenon. 
Due to the character of the unit of analysis involving communication, the format of a 
‘research case study’ was chosen to provide important contextual aspects and therefore add 
nuance to the study that would not be able to be obtained with statistical measures, through 
e.g., an experiment (ibid.). A quantitative study of the same phenomenon would add other 
values that certainly would complement the case study format (such as broader 
generalizability of the findings). However, this project aims to provide an example i.e., a 
‘case’ with context-bound implications, which makes it is generalizable only within that 
setting. The contextual aspect is further endorsed by Yin, whose definition for case study 
designs has gained wide recognition over the years; “A case study is an empirical method that 
investigates a contemporary phenomenon (the ‘case’) in depth and within its real-world 
context, especially when the boundaries between phenomenon and context may not be clearly 
evident.” (Yin, 2018, 14). This integration between context and phenomenon is particularly 
true for communication that is nestled in many parts of an organization. It is also true for 
carbon offsetting initiatives, which according to the literature review is commonly grouped 
together with other CSR initiatives. Looking at the embedded case companies, climate 
initiatives are part of a sustainability agenda that also includes many other CSR actions. 
 
Even though a case study is a distinctive empirical method for practical studies of the real 
world (Robson and McCartan, 2016), there are several kinds of case studies according to Yin 
(2018). All forms facilitate different results – thus it is essential to be aware of how to analyze 
the end results after the data collection phase. There are four basic types of case study designs 
(ibid.), divided into single-case designs and multiple-case designs. In addition, they can come 
with and without multiple embedded units of analysis within the main cases. While there are 
different pros and cons with all four designs, this study has chosen a single-case study design 
(depicted in Figure 2 below) which takes a holistic approach while including data from two 
embedded case companies (Yin, 2018). A distinguishing difference between the structure of 
single-case designs and multiple-case designs are how the data collection and analysis are 
made. Multiple-case designs is somewhat similar to experiments in the sense that they too 
seek replication of comparative cases. By contrast, a single-case design with embedded units 
of analysis is by first glance similar but the key difference is that there is no comparative 
assessment in the analysis between the embedded units. Instead, the purpose of these 
embedded units is to create a more nuanced understanding of the whole case. Other case 
options would have been to conduct a ‘comparative’ or ‘multiple case study’ – but with 
regard to the aim, a single-case format was considered as the most suitable design. In this 
way, the two embedded units of analysis (Netlight Consulting and Mentimeter) provided 
primary empirical data to help describe the phenomenon in an overall case analysis.  
 
To illustrate the research design of this study, an adaptation of Yin’s single-case design in 
illustrated to the right in Figure 2 below (see ‘Applied case design in this study’). The model 
is defined as an embedded single-case design (Yin, 2018), with an overall purpose to draw 
conclusions about the CSR communication of climate initiatives on a more generic contextual 
level. The chosen design aligned well with the other methods selected in this project. Details 
from the two case companies will not be compared to each other, but instead provide 
empirical examples to generate knowledge on a broader level in the case context. In a sense, 
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the embedded case companies also serve to provide an aggregated view of communicated 
CSR initiatives in relation to employees as an internal stakeholder. 
 

 
 
Figure 2. To the left, Yin’s single-case design illustrates the chosen case format on the 
conceptual level. To the right, the applied case design in this specific study – illustrated in a 
simplified format (adapted from Yin, 2018, 47). 
 
The illustration above depicts the case design and unit of analysis of this study, modified to 
represent its real-world context in a very simplified format. Notably, Figure 2 shows Netlight 
and Mentimeter as two embedded units of analysis within the case boundary, representing the 
settings where data collection takes place and where employees are a key stakeholder in the 
study. On a company-level, the climate initiatives are of course unique to the respective 
organizational settings. On an overarching case-level, however, the individual perspectives 
brought broader insights in the analysis and helped identify patterns. The dotted lines in the 
figure show the contextual boundaries between the case (voluntary corporate climate 
initiatives) and embedded mini cases (Netlight Consulting and Mentimeter) with their own 
unique company settings (Robson and McCartan, 2016; Yin, 2018). 
 
One of the main differences between case studies and other methods of choice are the 
generalizability of insights. A case study is not a sample representing a universal truth or 
population (like statistical generalization in fixed designs). Rather, a distinctive case study 
may help provide insights on a theoretical level (analytic generalization) by identifying 
empirical patterns that can help understand a phenomenon. A contextual phenomenon can be 
connected to theory and even help expand the theory e.g., by taking an inductive approach as 
in this case (Yin, 2018). Conversely, (Robson and McCartan, 2016) highlights that a case 
study may be concerned either with identifying general patterns or alternatively looking at the 
very specific details of the case study itself. This study will apply a qualitative content 
analysis to the case to generate insights and help explain the phenomenon (Elo and Kyngäs, 
2008). 
 
2.5 Empirical data collection 
 
This study gathered data from multiple sources and collection methods, to establish credibility 
in the flexible research design and to secure a line of coherent findings (Robson and 
McCartan, 2016). It is important to keep the unit of analysis in mind when selecting methods 
for data collection; since that is common misunderstanding when gathering data from 
individual sources (interviews with employees, for example) about organizational 
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perspectives (Yin, 2018). Data may rely on only one primary source of data (e.g., a survey), 
however, in a case study it is essential to include multiple data collection sources to assure 
quality. It is possible to mix qualitative and quantitative methods if relevant and using a 
combination of methods is even encouraged in flexible studies (Robson and McCartan, 2016). 
Therefore, the research report made an effort to summarize studies and empirical data in 
tables to provide a clear overview of the contents. All in all, the aim and research questions 
should guide the most appropriate methods to use for data collection. Based on this, the case 
study focused on empirical, real-world data, where socially constructed perspectives of 
climate communication were best gathered from qualitative methods, primarily. 
 
Benefits from applying several collection methods are the possibility to use triangulation of 
data sources which also helps address different research questions (Robson and McCartan, 
2016; Yin, 2018). As a result, this study gathered data mainly through qualitative techniques 
using one-to-one interviews involving key individuals with strategic sustainability 
responsibility, having direct experience working with climate initiatives in the two companies 
(‘sustainability project managers’ in Table 1 below). Secondly, data collection included semi-
structured interviews with employees that were environmentally active in voluntary climate 
initiatives. Other sources included publications like sustainability reports, company blogs and 
climate-related media content about Mentimeter and Netlight. The data sources are described 
in the table. 
 
Table 1. Overview of multiple collected data sources. 

 
As seen in Table 1, a mix of external and internal data was combined to triangulate between 
primary sources and secondary data sources. Internal (primary) data from semi-structured 
interviews was complemented with external (secondary) written data and post-interview 
emails. These turned out to be good sources to validate primary data and to give a broader 
picture in the empirical results and the content analysis. (see 2.6 Content analysis for details). 
 
2.5.1 Semi-structured interviews 
 
Interviews are a powerful tool for data collection and is a method that can be used 
independently or in combination with other methods (Robson and McCartan, 2016). It is 
particularly a strong method for producing large amounts of primary data with limited 
resources or smaller projects, while it provides great potential to interpret content from a 
contemporary context to help explain a situation (ibid.). In this study, there was a need for 
relevant and rich information that could give insights about the phenomenon of climate 
initiatives on a more conceptual level, where words and text data were essential tools in the 
analysis process. For case studies, interviews are especially useful when looking for 
explanations to ‘how’ and ‘why’ something is happening and for gaining perspectives from 
individuals (Yin, 2018). Semi-structured interviews allow for open-ended questions, where 
the researcher can stay flexible by listening in on important clues and guide the interview by 

Overview of collected data sources 

Internal 
Semi-structured interviews 
with sustainability project 
managers 

Semi-structured 
interviews with 
environmentally active 
employees 

Follow-up emails with 
interviewees 

External Online media (Swedish news, 
social media and LinkedIn) 

Sustainability report 
and environmental 
policy 

Company websites and 
blogs 
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asking additional questions to make sure the topics are covered. To secure a reliable process, 
an interview guide with themes was developed based on theory from the conceptual 
framework. The interview questions can be found in Appendix II. 
 
This project focus on a qualitative perspective on climate initiatives, CSR communication and 
internal stakeholders. Robson and McCartan (2016) highlights that the true value of 
qualitative, flexible research is somewhat different from the classic view of scientific value. 
Here, objectivity and generalizability were not the end goal, but rather to understand unique 
perspectives from within a specific case context. To do that, the ‘sampling strategy’ should 
properly represent the study. To better to illustrate the dynamics of the unit of analysis, 
interviews with those closely involved in the corporate climate work was selected for the 
semi-structured interviews – an approach that is also suggested by the authors (ibid.). 
Furthermore, Elo et al. (2014, 4) mention that a purposive sampling technique “is suitable for 
qualitative studies where the researcher is interested in informants who have the best 
knowledge concerning the research topic”. An important element for trustworthiness, 
however, is to provide as many details as possible to the reader about the procedure, described 
below in this section.  
 
Criteria for the semi-structured interviews were based on the position and climate 
responsibility of interviewees in Mentimeter and Netlight. Research suggest, based on the 
theoretical focus of this study, that conducting managerial interviews can help understanding 
the ‘stakeholder orientation’ linked to the companies’ CSR work – see Maignan and Ferrell, 
(2004, 16) and more details in Chapter 3. Thus, two employees in strategic sustainability roles 
(Johnny Warström from Mentimeter and Agnes Högström from Netlight) provided insights 
on the overall sustainability agenda with special focus on climate initiatives in the case 
companies. Additionally, they provided information on CSR communication practices from 
their perspectives, and in what ways employees were seen as internal stakeholders. 
 
Similarly, another set of interviews focused on involvement practices in voluntary climate 
initiatives (such as interest-driven environmental groups). Three employees in various 
positions from Mentimeter and Netlight were interviewed to provide employee engagement 
perspectives with special focus on environmental communication practices. They enhanced a 
theoretical understanding of concepts like stakeholder identification, commitment and job 
satisfaction linked to these initiatives (ibid.). Selection criteria was based on the prerequisite 
that the interviewees should be aware of, or involved in, some kind of voluntary climate 
initiatives (Jennifer Stevens from Mentimeter, and Camilla Sundström and David Bergvik 
from Netlight). Two employees were actively involved in local environmental work groups 
and one employee was part of the company-wide sustainability group on Slack6. An overview 
of the interviewees, their roles and responsibilities as well as interview details with validation 
dates can be found in Table 2 below.  
 
For all interviews, the rationale was to gain insights from various organizational angles on 
climate-related communication and to understand key factors that enable employee 
involvement in CSR initiatives. Generally, the interview questions to all interviewees focused 
on communication aspects and the role of CSR in the companies practices and culture. While 
several areas of sustainability were discussed (e.g., diversity and inclusion), the main focus 
was voluntary CSR initiatives internally related to carbon offsetting, climate policy and 

 
 
6 Slack is a business communication platform for organizations of all sizes. 
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environmental practices. The interview questions were created with the literature review and 
theoretical models in mind, where perspectives from Morsing and Schultz (2006) and Uusi‐
Rauva and Nurkka (2010) particularly served as an inspiration. 
 
Table 2. Overview of interview participants from Mentimeter and Netlight Consulting. 
 

Interview 
participants 

Company, 
Position 

Climate 
Responsibility 

Interview 
date 

Transcript 
sent Validated GDPR 

Agnes 
Högström 

Netlight, First 
Impression 
Manager 

Driver of Climate First 
and Sustainability 
report 

Sep 22, 2020 Sep 25, 2020 Oct 22, 2020 Approved 
& Signed 

Johnny 
Warström 

Mentimeter, 
CEO and 
Founder 

Driver of company-
wide sustainability 
work 

Sep 30, 2020 Oct 1, 2020 Oct 2, 2020 Approved 
& Signed 

Jennifer 
Stevens 

Mentimeter, 
Customer 
Support 
Specialist 

Active in voluntary 
environmental work 
group 

Oct 7, 2020 Oct 13, 2020 Oct 19, 2020 Approved 
& Signed 

Camilla 
Sundström 

Netlight, 
Business 
Developer and 
Sales 

Active in voluntary 
environmental work 
group 

Oct 9, 2020 Oct 19, 2020 Nov 11, 2020 Approved 
& Signed 

David 
Bergvik 

Netlight, UX and 
IT Consultant 

Member of company-
wide sustainability 
Slack group 

Oct 16, 2020 Oct 22, 2020 Oct 23, 2020 Approved 
& Signed 

 
According to methodological research, one way to deal with the collected interview data is 
either to fully transcribe all discussions or to be selective and handpick relevant examples and 
quotes (Robson and McCartan, 2016). In this study, the full content of the interviews seen in 
Table 2 was transcribed, except for intro-outro conversations. All interviews were conducted 
virtually through Zoom with regard to the flexibility this option offered, but also with regard 
to the Covid-19 pandemic. Zoom was used to record video/audio to make it easier to 
transcribe the content. 
 
A methodological risk when conducting interviews is, however, that bias and subjectivity 
might affect the outcome, risking the trustworthiness of the findings. By being aware, as a 
researcher, that there is no such thing as objectivity (and being attentive to what is going on 
during the interviews) to try to avoid reflexivity is one way to address the problem (Yin, 
2018). It is also important to note that there was an imbalance between interview participants 
and thus the amount of ‘collected data’, since three interviewees came from Netlight and two 
came from Mentimeter. This might have affected and skewed the end result. However, the 
interviews were conducted to get saturated perspectives on climate communication and the 
initiatives going on, thus the size of Netlight (1300+ employees) in relation to Mentimeter 
(100+ employees) could justify the additional interview with Netlight to ensure sufficient 
input from both case companies. Quality assurance is presented in detail in section 2.7 in this 
chapter. 
 
2.5.2 Secondary document sources 
 
Documents as a secondary data source can be useful to include in data collection for many 
reasons. For example, it is a good way to understand organizational norms that can be found 
in corporate documents (Maignan and Ferrell, 2004). It complements primary data sources in 
the analysis phase as it can be coded in a qualitative content analysis in the same way as 
interviews and group interviews (Robson and McCartan, 2016). Since a flexible approach was 
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used, secondary sources of documents (or webpages, online newspapers) encountered during 
data collection was included and analyzed under the same theoretical framework as the 
primary sources. By incorporating documents in addition to interviews in the data collection, 
it was possible to triangulate between these multiple sources. Nevertheless, there are 
limitations to the interpretation of secondary data due to its unobtrusive measure, since it is 
collected for other purposes than this study. Examples from this study were e.g., a 
sustainability report and newspaper article about corporate climate compensation in Sweden. 
However, these should still be seen as useful sources as long as the researcher is aware of 
bias, e.g., by asking questions like ‘Who produced it?’ and ‘For what purpose?’ (ibid.). 
 
2.6 Content analysis 
 
A qualitative content analysis guided the analysis of empirical data in this study. According to 
Cole (1988), it is a method of analyzing written, verbal and visual communication. An 
inductive approach to the content analysis method is useful when knowledge is fragmented 
around a phenomenon, such as when there is little previous research to help guide the analysis 
(Elo and Kyngäs, 2008). This should be done by going from specific data to general data 
insights – combining details into concepts representing a larger whole that describes a 
phenomenon. Robson and McCartan (2016) similarly refer to ‘thematic coding’, by 
identifying common patterns that can be labeled and further categorized into larger themes or 
perspectives. 
 
Content analysis is a broad but flexible method that can be challenging for the researcher. 
There is usually a wide array of different potential aspects to focus on and there is relatively 
little methodological guidance to help the process (Elo and Kyngäs, 2008; Robson and 
McCartan, 2016). As mentioned, the data obtained in this study came from interviews with 
employees and secondary written sources. Various things can be ‘coded’, such as specific 
actions or behaviors on the individual level, or even strategies on a firm-level (Robson and 
McCartan, 2016), an example being practices linked to a CSR initiative. This study analyzed 
patterns in the data that indicated influential factors for employee involvement and support, 
with regards to communicated corporate climate initiatives. 
 
Elo and Kyngäs (2008) describe three phases during the content analysis process to help 
properly describe the researched phenomenon: first preparation, then organization and finally 
the reporting phase. To maintain quality and trustworthiness around the elements of the 
qualitative content analysis process, this study considered the checklist guidelines presented 
by Elo et al. (2014). Initially, choices needed to be made regarding the sampling strategy and 
unit of analysis before data collection was executed. Next up was to familiarize oneself with 
the data by asking ‘who-, what-, where-, when- and why-questions’ to make sense of an 
aggregated perspective as a researcher (Cole, 1988; Robson and McCartan, 2016; Elo and 
Kyngäs, 2008). Commonly, many interesting concepts tend to pop up outside the span of the 
study, which is why it is essential to stay focused on the aim and research questions in the 
organization phase. One technique in this phase was read the texts several times, then moving 
on to open coding with note taking, then grouping subcategories together into general 
categories – which eventually evolved into an abstraction of concepts. Lastly, the abstraction 
of categories created a conceptual map that helped generate further understanding and 
knowledge about corporate climate initiatives, CSR communication and employee 
involvement in a systematic way (Elo et al., 2014; Elo and Kyngäs, 2008).  
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2.7 Quality assurance and ethical considerations 
 
Establishing quality in a research process is essential, which is emphasized by Robson and 
McCartan (2016) when it comes to flexible designs, and by Yin (2018) in case study designs. 
While the tactics may vary depending on type of case study, it is important to address validity 
and reliability by applying techniques that help ensure quality (ibid.). However, critique has 
been voiced over the use of these concepts in relation to flexible, qualitative research and 
what can be deemed as ‘scientific rigor’. Therefore, a mix of qualitative techniques have 
emerged as a response to this criticism, as seen in Table 3 below (Riege, 2003; Robson and 
McCartan, 2016). It is especially important to show awareness about what is valid and reliable 
with regards to the features of the research process, where Riege (2003) provides hands-on 
techniques for testing quality assurance in a case study design like this. 
 
Table 3. Techniques for establishing validity and reliability in case study research, adapted 
from Riege (2003, 78-79). 
 

Case study design 
tests Selection of relevant techniques Applied in this project 

Construct validity 
(Confirmability)  

Use multiple sources of evidence Triangulation between methods and data sources. 

Establish a chain of evidence Transcribe interviews and document secondary sources. 

Have key informants review report Transcripts sent to all interviewees for validation. 

Internal validity 
(Credibility) 

Within-case analysis Draw conclusions from the total gathered data. 

Explanation-building  Attempts to explain throughout study. Figures and tables 
to visualize concepts, patterns and theoretical framework. 

Assure concepts and findings are 
systematically related The same theoretical framework applied to all data. 

Researcher self-monitoring Being sensitive to what may cause bias or ethical concerns 
in design and follow methods properly. 

External validity 
(Transferability) 

Compare evidence with existing 
literature 

Inductive approach; matching and explaining empirical 
findings with established theoretical concepts. 

Define scope and boundaries for 
analytical generalizations Defined in Chapter 2 (Method). 

Procedures for coding data in 
analysis Using thematic coding (content analysis). 

Reliability 
(Dependability) 

Give full account of theories and 
ideas 

Literature review as the basis for the conceptual 
framework, described in Chapter 3. 

Assure congruence between 
research issues and study design  Explained in Chapter 2 (Method). 

Use case study protocol Prepared protocol and screened before each interview. 
Record observations and actions as 
concrete as possible 

Video/audio recorded interviews, plus additional note 
taking. 

Record data mechanically Digital interview recording through Zoom. 

Develop case study database Organized gathered data in tables. 
Assure meaningful parallelism of 
findings across multiple data 
sources  

Same framework, approach and logic used for all 
interviews and document sources. 

Use peer review/examination Mid-term report and opposition in final seminar draft. 

 
Table 3 addresses four types of validity and reliability aspects in case study designs that help 
establish scientific quality in case studies – especially in management and marketing research 
(Riege, 2003). First, there are three kinds of validity to consider. All primary data collection 
was recorded to address any threat of incompleteness or inaccuracy in the data (Robson and 
McCartan, 2016). Using measures of objectivity help internal generalizability, which is 
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especially important for flexible studies. Regarding analytical (theoretical) generalizability, 
the scope and research design delimit the width (ibid.), indicating that the findings in this 
study should be interpreted with the empirical context in mind. Alternative explanations of the 
researched phenomenon were considered in analysis through existing theory, along with 
establishing a chain of evidence (Yin, 2018). This was further supported by explicitly 
reporting how the findings were created to attain validity and trustworthiness as part the 
qualitative data analysis (Elo et al., 2014). Further, triangulation of multiple sources of data 
and theories was used to help establish rigor. Peer reviews through opposition added 
perspectives to limit researcher-bias. Lastly, reliability was addressed by keeping an audit 
trail, being systematic in documentation, and being transparent throughout the process so that 
the steps can be recreated, if only in theory. These are a few of the techniques summarized in 
Table 3 on the previous page. 
 
Regarding research ethics, it is important to account for ethical considerations in case study 
research – and a few of them have been mentioned so far. In conclusion, being aware of 
ethical procedures in the design phase is key, more specifically regarding the data collection. 
It is also important to be aware of any implications that the findings may have once the study 
is complete, which is reflected upon in Chapter 8 (in 8.1 Limitations and ethical reflection). 
Regarding data collection, all interviews considered guidelines from GDPR related to Uppsala 
University’s data policy, by collecting written approval from all interview participants before 
recording the interviews. This also reflected use of empirical contents in the report writing 
and the inclusion of the participant’s names in the final report. At the start of each interview, 
participants were informed again how the data would be used, the purpose of the study and 
asked for approval to make a recording. The recordings were conducted solely for 
transcription purposes. Lastly, all findings from the case study ultimately tried to explain 
potential factors in CSR communication that positively influence corporate climate actions – 
and does not seek to evaluate (nor discredit) any involved party in any way. 
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3 Theory 
 
Chapter 3 introduces concepts and relevant theory from the literature review. It starts by 
providing a brief overview of the field of sustainable development, which serves as a 
foundation for the study. Next, it outlines important concepts within CSR, such as stakeholder 
management and CSR communication. The chapter presents perspectives where the employee 
is identified as a key stakeholder for CSR management, where environmental norms and 
communication are important for success. Lastly, it concludes with a presentation of the 
conceptual framework that guides the analysis of empirical data in Chapter 6. 
 
3.1 Sustainable development 
 
There are several definitions of the term sustainable development, but one of the most 
widespread definitions stems from the Brundtland Report; “Sustainable development is 
development that meets the needs of the present without compromising the ability of future 
generations to meet their own needs.” (World Commission on Environment and 
Development, 1987, 41). In addition to the above, the Brundtland report presents two key 
concepts part of this definition; where the needs of future generations need to be met while 
the present and future needs of the environment is still maintained (ibid.). Over the years, the 
universal notion of sustainable development has evolved to commonly include the social and 
economic perspective as well (Garriga and Melé, 2004). The Brundtland Report was one of 
the earlier moments in modern time that highlighted the environment as a stakeholder – where 
natural resources are considered finite. The early publication ‘Limits to Growth’ in 1972 by 
The Club of Rome builds on the same idea; while substantially criticized at the time, it 
modeled scenarios of the future and suggested earth resources was finite. Interestingly, it 
considered global pollution and climate change as a substantial factor affecting other 
subsystems (Turner, 2008).  
 
Today, the view of balancing the needs of environment, society and economy is part of a 
paradigm shift, one that is slowly increasing the awareness about the planet’s limitations 
(Rockström et al., 2018). Globalization increases information flows and ease of spreading 
ideas, but it also accelerates travel, unsustainable production and consumption –putting 
pressure on the climate where fossil fuels are a big part of the overall infrastructure. In areas 
where the environment pushes back, there are increased risks of socio-ecological instability 
leading to consequences not only for people, but also for politics and the economy. Air 
pollution, deforestation and meat consumption are all factors that impacts climate change and 
there is literally research made in every area, from macro- to micro-level (ibid.). Sustainable 
development is a complex issue in both theory and practice, which often leaves room for 
debate and compromise on behalf of the pillars (environment, society, economy). This is a 
perspective highlighted by Elkington back in 1994 when he coined the term Triple Bottom 
Line (TBL), a sustainability framework developed to encourage businesses to consider value 
beyond the purely financial value in management practices. Building on the idea that 
businesses can produce not only economic – but social and environmental value, TBL became 
a popular approach in the corporate sustainability world. A wave of tracking tools has since 
surfaced in an attempt to holistically address people, planet and profit on the road towards 
sustainable development, some more successful than others. A few examples among them are 
Net Positive, Carbon Productivity, Circular Economy and the B Corp certification for 
companies striving to be the best for the planet (Elkington, 2018). As a result, sustainability is 
popping up on the corporate radar to a larger extent than before and has developed into a 
distinct theoretical field of its own. 
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3.2 Corporate Social Responsibility 

Corporate Social Responsibility, CSR, is a field dealing with social and environmental 
sustainability as conceptual parts of the corporate context. There are many definitions 
(Dahlsrud, 2008) and theoretical orientations of the field that have evolved into different 
directions over the years (Garriga and Melé, 2004). One of the earliest mentions of CSR as a 
concept came from Bowen in 1953 and one of the most cited responsibility models was 
introduced by Carroll in 1979 with four responsibility dimensions (economic, legal, ethical 
and philanthropic) (Bowen, 1953; Carroll, 1979; Lee, 2008). Terminology like ‘corporate 
responsibility’ or ‘corporate sustainability’ are often placed under the same umbrella, which is 
the case in this study. As an example, Engert et al. highlights the meaning of corporate 
sustainability in an interpretation that clearly includes both people and planet dimensions; 
“Corporate sustainability, as defined by Dyllick and Hockerts (2002, p. 13), means ‘meeting 
the needs of a firm's direct and indirect stakeholders […], without compromising its ability to 
meet the needs of future stakeholders as well’.” (Engert et al. 2016, 2834). Hence, similar to 
the definition of sustainable development, this definition does consider the everyday needs of 
business, while safeguarding human and natural resources for the future. It also indicates that 
both direct and indirect stakeholders are important for the long-term survival of the firm, 
which is an established concept in this field known as ‘stakeholder thinking’. This makes it a 
fitting definition of CSR in relation to this study, which includes the notion that employees as 
well as the global climate are stakeholders that should be prioritized by the business sector.  

To add another perspective to the definition above, one of the most common definitions 
according to Dahlsrud (2008, 7) is the Commission of the European Communities definition 
from 2001; “A concept whereby companies integrate social and environmental concerns in 
their business operations and in their interaction with their stakeholders on a voluntary basis”. 
This suggests CSR is a voluntary effort, which has been somewhat debated among scholars as 
it is in some cases seen as an obligation pushed for by stakeholders. The voluntary aspect of 
CSR is, nevertheless, a highly relevant part of CSR when legislation in society is slow to 
develop sustainable business practices. Since the context of this study is focused on voluntary 
climate initiatives like carbon offsetting and reduce-reuse-recycle actions, the ‘voluntary’ 
perspective adds a fitting definition. Overall, CSR describes a phenomenon of accountability 
for companies towards stakeholders. The challenge, however, as concluded by Dahlsrud 
(2008), is the importance for companies to understand how CSR is socially constructed in 
specific contexts – and to take this into consideration when developing business strategies. 

In an effort to classify various streams of the CSR field, Garriga and Melé (2004) defined four 
different groups of theories that helped understand different ways to approach CSR research. 
Ethical theories links to sustainable development. Instrumental theories on the other hand, 
solely views CSR as a way to contribute to maximizing shareholder profits and competitive 
advantage (through social investment, disruptive innovation or e.g., cause-related marketing). 
An instrumental approach worth mentioning comes from Hart (1995), who called for a 
natural-resource-based view of organizations (i.e., to consider the natural, biophysical, 
environment for continued existence). Political theories primarily focus on the power of firms 
in society and their responsibility in the political arena, as seen in Scherer and Palazzo (2011) 
and Wickert (2016). When there is a regulatory gap and companies fill that gap with good 
actions it is an example of political CSR. An extensive literature review of case studies 
spanning over ten years made by Keszey (2020), further cements that the legislative 
perspective play an important role for businesses. While the legal perspective is a foundation 
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for regulating climate actions and carbon emissions, this study goes beyond a compliant focus 
and instead centers on voluntary actions made by companies.  
 
Managing the expectations from stakeholders in society is a balance of time and corporate 
resources that are not always easy to juggle. Taking responsibility for issues close to the core 
business, whether it is upstream or downstream, is key for success (Roberts, 2003), and 
making positive social impact part of a business model can accelerate shared value (Porter 
and Kramer, 2006). This has paved the way for integrative theories; with CSR that focus on 
legitimacy, integrating social demands, stakeholder management. Garriga and Melé highlight 
an integrative CSR approach on stakeholder management as ‘corporate responsibility’ in 
terms of primary and secondary involvement with the social environment: Primary 
involvement includes the core business of the firm with economic and legal requirements, 
with tasks like “procuring suppliers, engaging employees, carrying out its production 
functions and marketing products” (Garriga and Melé 2004, 59). Secondary involvements 
come as a consequence of the first, such as career and earning opportunities. There are also 
other theories about value-creation in modern organizations, like the previously mentioned S-
D logic in marketing, that ties well into the concept of CSR. The logic provides a frame to 
understand organizations and internal dynamics in knowledge-intensive sectors, like the two 
IT service firms in this case study (see Vargo and Lusch, 2004 and 2007). 
 
Companies can address stakeholders in many contexts, internally as well as externally in 
society. In an effort to map out the landscape of CSR and show where companies operate in 
terms of their corporate sustainability efforts, McElhaney (2008) presents an excellent 
overview – spanning from the local community level to global transformative actions (Figure 
3 depicted on the next page). Here, it is possible to get a glimpse of how corporate climate 
initiatives are part of different levels in the CSR landscape, from reducing emissions 
internally in a firm to pioneering partnerships for clean energy in the fight for a better 
environment. The challenge that follows, however, is the fluffiness and complexity added on 
higher industry levels. International coalitions taking responsibility for the global climate may 
be making powerful changes in line with sustainable development, but they may be hard to 
grasp for individuals going about their everyday lives with few direct links to the environment 
in their daily work activities (Uusi‐Rauva and Nurkka, 2010).  
 
The fact that change on a large scale also takes time, makes it increasingly harder. ‘Wicked 
problems’ like climate change and ozone levels are especially hard to tackle due to their 
difficulty to assess properly. As Stahl (2014, 474) puts it; “Wicked problems are those that are 
difficult to define (i.e., context or problem formulation is a matter of stakeholder perspective), 
have no single right answer, have no objective measures of success (i.e., no standardized, 
objective set of indicators), have no stopping rules, and often require discovering the 
solution.” Furthermore, wicked problems can be viewed as ‘values-centered problems’ also 
understood as ‘priorities-centered’ in the sense that stakeholders (e.g., decision-makers) 
prioritize national regulations differently (ibid.), something that is especially present on the 
international political arena in 2020 where world leaders must prioritize global health actions 
to ease the effects of the Covid-19 pandemic. 
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Figure 3. A corporate responsibility landscape from McElhaney (2008, 230) with minor 
modifications. 
 
Another example of complexity related to McElhaney’s CSR Landscape (2008) above (Figure 
3), is the factor of instant gratification. Voluntary charity initiatives and philanthropic 
donations often create an instant impact that is easy to grasp by stakeholders (quick results), 
which may explain why isolated CSR actions sometimes get more recognition than a more 
urgent issue like global warming. To further explain the figure, a company helping out with 
disaster relief to climate refugees is doing an admirable action, but the point to be made is that 
the message might not reach all the way through in terms of why the disaster happened. As 
with wicked problems, it might be hard to determine why the fictive catastrophe happened in 
the first place: if it was due to mechanisms of climate change or just a random event. This 
complexity taps into research findings about sustainability communication and employees as 
a stakeholder in climate change. As seen in the study from Uusi‐Rauva and Nurkka (2010), 
effective environment-related communication is hard to achieve, especially if the climate 
actions are distant from the everyday work context. Clear and practical messages are a recipe 
for success, but there are several other aspects to consider when engaging employees in 
sustainability, explained in the next section.  
 
3.2.1 Stakeholder thinking and CSR management 
 
The definition of stakeholders and its co-development with the CSR field have become 
increasingly current – and complex. For long, companies have battled decisions on where to 
draw the line of who is considered a relevant stakeholder, in a landscape of direct as well as 
indirect stakeholder groups that may be far up or down the value chain (Roberts, 2003). One 
of the most widely popular and classic definitions was coined by Freeman (1984) and since, 
numerous others have popped up that are more or less inclusive stakeholder definitions. 
Mitchell et al. (1997) even suggests that nature undeniably is a stakeholder itself, along the 
line of other entities ranging from people, organizations and societies. This is also backed up 
by Uusi‐Rauva and Nurkka (2010), who identifies the natural environment as a salient 
stakeholder. The complexity in stakeholder management begins in the search for legitimacy 
and the definition about who has legitimate claims, sometimes referred to how much is ‘at 



25 
 

stake’ (Mitchell et al., 1997). In an attempt to further clarify long-term consequences of 
stakeholder relationships (and how managers can successfully manage them), the authors 
suggest incorporating stakeholder power and the level of urgency – which becomes 
interesting when viewing the natural environment (and climate urgency) as a stakeholder.  
 
Maignan and Ferrell (2004) present a conceptual marketing framework that helps us 
understand factors that enable socially responsible behaviors in organizations. When 
published at the time, it introduced an integrative model for successful management of CSR 
and focused on other stakeholders beyond consumers at the strategic business unit level. 
Various social responsibility initiatives (environmental protection and equality initiatives) 
were bundled together to get an aggregated understanding of the normative, organizational 
and stakeholder-driven process that result in benefits from socially responsible behaviors, 
such as organizational citizenship and commitment. Here, the concept of CSR communication 
has a positive, or negative, influence on how stakeholders identify with the organization. 
 
By taking a stakeholder view of CSR, the framework integrates previous streams of research 
from marketing (e.g., environmental, cause-related) as well as management. “Overall, 
stakeholder theory describes a business as an open and flexible system made up of diverse 
actors and active in a network of relationships with various other actors.” (Maignan and 
Ferrell, 2004, 5), where an organization “can be understood and predicted based on (a) the 
nature of its diverse stakeholders, (b) the norms defining right or wrong adopted by these 
stakeholders, and (c) stakeholders' relative influence on organizational decisions.” (ibid.). 
According to Integrative Social Contract Theory (ISCT), stakeholder norms and 
organizational norms often overlap, for example those of an organization and those of the 
employees, managers and founders (Maignan and Ferrell, 2004). It is however equally 
important to mention that these groups may have conflicting expectations and interests. 
Organizational norms are often formalized in official documents (such as codes of conducts, 
policies and mission statements), but are cultivated by their ‘followers’ over time.  
 
To stay aware of different stakeholders, norms and CSR issues, research shows that 
transparency and openness of firms to the external environment are important factors (ibid.). 
They introduce the concept of stakeholder orientation as part of a broader theoretical model 
on how CSR actions is influenced by organizational and stakeholder norms. The concept is an 
extension of the market orientation idea in marketing (that typically regards the needs of 
customers, competitors and regulators). It extends beyond these stakeholders and is useful to 
comprehend to what degree an organization ‘understands’, and addresses stakeholder 
demands. It can therefore give clues on how CSR work is communicated and to which degree 
employees are involved in CSR issues. There are three types of behaviors that drive 
stakeholder orientation specifically, which Maignan and Ferrell (2004, 10) defined as “(a) the 
organization-wide generation of intelligence pertaining to the nature of stakeholder 
communities, norms, and issues, along with the evaluation of the firm's impacts on these 
issues; (b) the dissemination of this intelligence throughout the organization; and (c) the 
organization-wide responsiveness to this intelligence.”.  
 
Information generation 
The first (a) generation of stakeholder intelligence is about understanding what stakeholders 
are important and then characterizing formal and informal sources of information around 
priority CSR issues for stakeholders, what is called ‘intelligence generation’. These can be 
observed through formal research, such as surveys, interviews and press releases that help 
understand organizational practices around CSR issues. “Intelligence about stakeholder norms 
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and issues is generated collectively by a variety of agents spread throughout the 
organization.” (ibid.). Therefore, in parallel, intelligence can also be generated informally 
from organizational members (such as employees, managers, founders) as they carry out their 
daily work activities. A third aspect of intelligence generation is to evaluate the impact that 
those CSR issues have on stakeholders, which can be done by observing subjective or 
objective indicators (for example by measuring the estimated climate footprint for employees) 
(Maignan and Ferrell, 2004; Thaker, 2019). 
 
Information dissemination 
The second behavior useful for understanding stakeholder orientation is the spread of 
information, or (b) dissemination of stakeholder intelligence. It includes a variety of 
organizational members and is to a large extent focused on information flows in the firm. 
“The dissemination of stakeholder information consists of facilitating flows of information 
among organizational actors about the nature of relevant stakeholder communities and norms, 
stakeholder issues, and the current impact of the firm on these issues.” (Maignan and Ferrell, 
2004, 11). The spread can either be horizontal (across lines of departments or teams) or 
vertical (across lines of authority). Examples of more formal information flows are 
newsletters, intranet and internal information forums. Informal stakeholder intelligence is 
another example, typically through informal daily interactions between organizational 
members. 
 
Responsiveness 
The third behavior underpinning stakeholder orientation is (c) responsiveness to stakeholder 
intelligence, with the purpose to understand what activities an organization has created to 
actually meet stakeholder demands. “The organization-wide responsiveness to stakeholder 
intelligence consists of the initiatives adopted in order to ensure that the firm abides by, or 
exceeds, stakeholder norms on a number of issues. Such responsiveness activities are likely to 
be specific to a stakeholder community (e.g., family-friendly work schedules) or to a 
stakeholder issue (e.g., emissions reduction programs).” (Maignan and Ferrell, 2004, 11). 
Responsiveness is a concept that helps understanding the link between CSR initiatives and 
key stakeholders, ranging from employees, to the wider society and even the environment 
itself, which is highly relevant for the focus of this study. 
 
Organizational norms, resources and stakeholder identification 
The three building blocks previously presented above adds to the CSR landscape of 
organizations operating in a global society. It is, however, important to mention that this 
concept is part of a wider integrative theoretical framework – and stakeholder orientation does 
not establish priorities between various stakeholder issues (Maignan and Ferrell, 2004). The 
understanding of organizational norms and how they shape this landscape are therefore also 
important aspects to consider, which is further supported by Pinkse and Busch (2013) on the 
topic of organizational carbon norms.  
 
Stakeholder groups may have different relationships to the organization, thereby affecting 
potential power balances that decide what stakeholder issues are prioritized. Likewise, 
“limited organizational resources require that the firm select specific issues among those 
advocated by equally powerful stakeholder communities” (Maignan and Ferrell, 2004, 4). 
Meaning, that companies must prioritize their time, workforce and funds between what issues 
in the sustainable development spectrum that create the most value long-term – a notion that 
aligns with the shared value idea presented by (Porter and Kramer, 2006). The concept of 
organizational norms (whether formal or informal) is therefore a useful complement that 
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facilitates understanding of the most relevant stakeholder groups, what stakeholder issues are 
top priorities, and what is considered appropriate behaviors towards stakeholders (Maignan 
and Ferrell, 2004). In summary, an organization’s stakeholder orientation and organizational 
norms are two theoretical concepts that mutually enables positive corporate impact on 
stakeholder issues. Similar to how climate change has created a sense of urgency with some 
organizations choosing to offset emissions and adopt more positive climate actions; the 
concept of ‘information generation’ above can help identify new stakeholder issues that 
become more significant over time – which also may lead to a change in organizational 
norms. Correspondingly, organizational norms may highlight some stakeholder groups more 
than others. This leads to that the generation, dissemination, and responsiveness processes are 
likely to focus more on these preferred stakeholders (ibid.), one example being inclusion 
initiatives (if gender equality is considered the norm in an organization). 
 
All in all, by having an organization collectively focus on understanding key stakeholder 
relationships it can secure resources (such as getting continued access to knowledge, or 
loyalty to the brand) but a company may also aim at generating an increase in resources from 
stakeholders (e.g., active support from customers). Evidence suggest that corporate 
sustainability behaviors may increase employee resources (Maignan and Ferrell, 2004). This 
is supported by other studies suggesting that employees are an important resource to rely on, 
with a sometimes significant positive impact on the internal organization as well as the 
external CSR landscape (Brammer et al., 2007; Crane and Glozer, 2016; Morsing et al., 
2008). Employee commitment, time, energy and dedication are some resources that may 
increase if the CSR practices are prioritized and communicated in the right way (Maignan and 
Ferrell, 2004; Schaefer et al., 2020).  
 
Identification with an organization occurs when stakeholders perceive key organizational 
features as a match with their own self-identity, a concept referred to as stakeholder 
identification. Likewise, ‘disidentification’ may occur when there is a conflict between the 
organizational norms and that of the stakeholder (Maignan and Ferrell, 2004), which 
historically has led to boycotts and loss of legitimacy for some companies. Research suggests 
that the more positive impact an organization has in a particular issue, the higher the level of 
stakeholder identification with the organization. Responsible corporate actions do not, 
however, automatically lead to increased identification and resources from stakeholders. It is 
also dependent on other factors such as awareness of the CSR actions - where CSR 
communication is an essential moderating tool to market an organization towards its 
stakeholders. Maignan and Ferrell (2004) mainly focus their conceptualization of CSR 
communication externally towards public stakeholders – like clients, potential recruits or 
environmental groups, where three different approaches enable stakeholder identification. “(a) 
including CSR images in organizational communications, (b) enhancing stakeholders’ 
affiliation to the firm based on a shared concern for a specific issue, and (c) stimulating 
stakeholder interactions around CSR.” (Maignan and Ferrell, 2004). A few examples are 
corporate messages, newsletters or blogs, public speeches or even advertisements, but it 
should also be mentioned that this kind of external communication serve internal purposes as 
well – where organizational members often read external messages which, in turn, can 
strengthen stakeholder identification among employees (Uusi‐Rauva and Nurkka, 2010). To 
extend on the marketing and management concepts presented so far, the following sections in 
this chapter focus on CSR communication as an influencing factor to involve and engage 
stakeholders in corporate sustainability actions.  
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3.2.2 CSR communication 
 
Adopting a stakeholder approach to CSR communication has been increasingly highlighted 
by researchers Uusi‐Rauva and Nurkka (2010). Communication can be an important tool to 
amplify the effect of responsible actions, regardless of whether it is about environmental 
sustainability, social impact or managing stakeholder relationships. Some research show, 
however, that communication is not always treated as a central link in the practice of CSR 
(Uusi‐Rauva and Nurkka, 2010; Schultz et al., 2013). Not communicating CSR actions may 
result in an outrage from certain stakeholder groups and similarly, while communicating too 
much risks association with greenwashing or a ‘self-promoters’ paradox’ (Morsing and 
Schultz, 2006). Communication around responsible actions is evidently a delicate balance but 
also crucial to raise awareness of sustainability (Morsing et al., 2008; Raub and Blunschi, 
2014). The multifaceted concept of ‘CSR communication’ is a research field in transition 
(Crane and Glozer, 2016), which is further supported by Gruber et al. (2017) who refer to 
corporate sustainability communication as an emergent concept on corporate communications 
about sustainability issues. According to Gruber et al. (2017, 397-398), scholars have paid 
only “scant attention” to corporate sustainability communication, while highlighting that 
awareness of CSR initiatives is important both for employee satisfaction and to attract new 
talents. In 2016, Crane and Glozer conducted an extensive literature review on studies from 
different intersecting fields areas such as CSR, marketing, corporate communications and 
organizational studies to understand what makes up the concept. To go deeper into the 
theoretical spectrum, they suggested that previous research has either taken a so-called 
functionalist approach (reflecting only one CSR reality) or a constitutive approach (where 
stakeholders are part of co-creating the reality) to CSR communication.  
 
Their literature review also outlined if the research focused on an external or internal 
approach. The study conceptualized different streams of CSR communication to external and 
internal audiences, with studies about e.g., consumers, investors or employees. Historically, 
much research has focused on external stakeholders, but interestingly, findings show that 
those results are relevant for internal audiences as well. Only a relatively few numbers of 
studies have actually focused specifically on employees in CSR communication research – 
which so far is in the organization studies category (Crane and Glozer, 2016). The lack of 
‘internal stakeholder communication focus’ was evident also from the literature review 
conducted in this project, where an overwhelming amount of the studies took a consumer-
oriented perspective (e.g., Gruber et al., 2017). However, consumer research studies have 
produced findings that are transferable to employee-focused research (Bhattacharya and Sen, 
2004; Crane and Glozer, 2016).  
 
Building on Crane and Glozer’s conceptual approach in the field, this case study takes an 
integrative approach to CSR communication. “Research looking to advance knowledge in the 
area of CSR Integration will focus on internal stakeholders under the functionalist assumption 
that the purpose of communicating about CSR to employees is to integrate knowledge about 
specific CSR facts throughout the firm.” (Crane and Glozer, 2016, 1240). In this research 
context, the integration of knowledge translates to the spread of communication related to 
climate initiatives – and how it enables employee involvement. It is viewed as a means to 
inform and engage employees with the purpose to create stronger identification and 
commitment to the cause at hand – to strengthen a positive climate impact. 
 
To highlight relevant research from the literature review, selected key articles in the field are 
presented in Table 4 below. All of the articles touch upon CSR communication in terms of its 
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strategic character in various settings, such as how to engage stakeholders (Morsing and 
Schultz, 2006), gain their support through norms and organizational processes (Maignan and 
Ferrell, 2004), as well as how managers in SMEs approach CSR communication when 
influenced by the internal culture (Nielsen and Thomsen, 2009). Other studies show factors 
linked to credible, effective communication (Gruber et al., 2017), and the notion that 
communication dynamics play an important role in the networked society we live in today 
(Schultz et al., 2013). These studies highlight CSR communication as an important theoretical 
concept with practical implications for all organizations engaged in sustainability, no matter 
the CSR scale, nor the size of the business. 
 
Table 4. Studies about the importance of CSR communication to engage stakeholders. 

Article title Author (year) Journal Key concepts Theoretical relevance 
Researching Corporate Social 
Responsibility Communication: 
Themes, Opportunities and 
Challenges 

Crane and 
Glozer (2016) 

Journal of 
Management 
Studies 

Theoretical 
orientations on CSR 
communication 

Comprehensive literature 
review on key studies, 
themes and gaps in the 
field. 

Corporate Social Responsibility 
Communication: Stakeholder 
Information, Response and 
Involvement Strategies 

Morsing and 
Schultz (2006) 

Business 
Ethics 

Internal and external 
stakeholder 
management 
 

Stakeholder 
communication strategies 
for managers: inform, 
engage with and involve. 

Corporate Social Responsibility 
and Marketing: An Integrative 
Framework 

Maignan and 
Ferrell (2004) 

Journal of 
the Academy 
of Marketing 
Science 

Expands market 
orientation based on 
CSR and stakeholder 
management 

Conceptualizes CSR in light 
of the marketing discipline. 
Explains how CSR initiatives 
can increase stakeholder 
support. CSR communicat-
ion is seen as useful tool for 
stakeholder identification. 

Improving the Effectiveness and 
Credibility of Corporate Social 
Responsibility Messaging: An 
Austrian Model Identifies 
Influential CSR Content and 
Communication Channels 

Gruber et al. 
(2017) 

Journal of 
Advertising 
Research 

Credible CSR 
Communication 

Presents influential factors 
(‘What’ and ‘How’) for 
successful CSR 
communication. 

Investigating CSR 
Communication in SMEs: A Case 
Study among Danish Middle 
Managers 

Nielsen and 
Thomsen 
(2009) 

Business 
Ethics 

SMEs, Manager’s 
view of CSR, and 
strategic 
communication 

SMEs prefer internal CSR 
communication where 
authentic is valued over 
strategic. Managers use an 
‘inside out approach’ (ad 
hoc). 

The Construction of Corporate 
Social Responsibility in Network 
Societies: A Communication 
View 

Schultz et al. 
(2013) 

Journal of 
Business 
Ethics 

Critical review of CSR 
views; introduces the 
communication view 

Challenges instrumental 
and political-normative 
view. CSR is 
communicatively 
constructed in dynamic 
interaction processes in 
today's networked 
societies. 

Gruber et al. (2017) identify influential communication channels by mapping content of 
written messages that resulted in increased awareness, productivity and trust internally and 
overall credibility of CSR communication. According to their study, a number of factors 
influence credibility, generating a model based on ‘what’ and ‘how’ as a toolbox for a 
successful CSR communication approach. Examples of ‘what’ are company-cause-fit and the 
type of information content (broad vs. concrete facts/figures), which is also highlighted by 
Morsing and Schultz, (2006) and Uusi‐Rauva and Nurkka (2010) as a moderating factor to 
gain credibility depending on different stakeholder groups. The ‘how’ describes types of 
information sources (firm vs. external organizations), external information channels (prizes 
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and awards, NGO collaborations, TV/newspaper coverage, social media and labels) and 
internal information channels (company (CSR) reports, company websites, TV/radio ads, 
social media pages) (Gruber et al., 2017, 401). These are examples of channels for CSR 
information in a study that focused on consumers, but it provides an overview of external 
communication channels that complements the internal organizational dynamics previously 
presented by Maignan and Ferrell (2004). 

To extend the ‘what’ and ‘how’ described by Gruber et al. (2017), a study on reputation from 
three countries in Scandinavia indicated that the general public in Sweden, Norway and 
Denmark are unsure about how companies should communicate their CSR initiatives - even 
while they think that companies should take broader responsibility beyond its core 
stakeholders (Morsing and Schultz, 2006). Interestingly, there seems to be a divide in the 
public opinion between the preferred type of communication. A proactive, transparent 
approach might be called for by some stakeholders, but findings also suggest that more 
’minimal communication’ on websites and CSR reports might be preferred (ibid.) e.g., by 
presenting to-the-point facts and climate footprint data (Gruber et al., 2017).  
 
In summary, research from different studies in Table 4 above collectively suggest that CSR 
communication can be an enabler for getting increased stakeholder support, where 
communication content and diversity of channels are some factors that help build awareness 
and engagement. However, several findings also indicate that gaining credibility through CSR 
initiatives can be complex, where legitimacy is affected by ‘too much’ or ‘too little’ 
stakeholder communication (Gruber et al., 2017; Morsing and Schultz, 2006). 
 
3.2.3 Stakeholder involvement strategies in CSR communication 

Morsing and Schultz (2006) present a communication model that integrate stakeholder theory 
in addition to the concept of ‘sense-making’ as a process. Three types of CSR communication 
strategies add useful insight to situations where building stakeholder relationships is essential. 
These involvement strategies are defined as the stakeholder information strategy, the 
stakeholder response strategy and the stakeholder involvement strategy and reveal different 
characteristics in CSR communication, presented in Table 5 on the next page. 

In addition to the involvement strategies, Morsing and Schultz (2006) also highlight the 
importance of managers – where ‘top management’ support of sustainability work is key for 
long-term impact. This may be done by inviting (and involving) both internal and external 
stakeholders to the discussion, so that all parties can ‘make sense’ and ‘give sense’ of the 
sustainability work and develop it further in partnership. While risking critical eyes on a 
company’s CSR agenda, findings suggest that doing so can give a great deal of credibility 
towards other stakeholders in society, as part of a more indirect communication (ibid.). There 
are strong implications for building credibility through relationships that take the form of a 
mutual partnership regardless of whether its formal or informal (Lindgreen and Swaen, 2010). 
Part of the ‘success’ evidently depends on what type of communication strategy to is used 
(Morsing and Schultz, 2006). In a generic sense, the model indicates that stakeholder 
communication is better if equal, transparent and responsive – by moving from an informing, 
one-way monologue to a more relational dialogue based on equal two-way communication as 
far as possible (ibid.) as seen in Table 5. 
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Table 5. Three CSR communication strategies (information-response-involvement strategies). 
Adapted from Morsing and Schultz (2006, 326) with minor modifications. 

CSR communication 
strategies: 

The stakeholder 
information strategy 

The stakeholder 
response strategy 

The stakeholder  
involvement strategy 

Communication ideal: Public information,  
one-way communication 

Two-way asymmetric 
communication 

Two-way symmetric 
communication 

Sense-making/-giving: Sense-making Sensemaking  Sensegiving Sensemaking  Sensegiving 

Stakeholders: Request more info on 
corporate CSR efforts 

Must be reassured that the 
company is ethical and socially 
responsible 

Co-construct corporate  
CSR efforts 

Stakeholder role: Stakeholder influence: 
Support or oppose 

Stakeholders respond to 
corporate actions 

Stakeholders are involved, 
participate and suggest 
corporate actions 

Identification of  
CSR focus: 

Decided by top 
management 

Decided by top management - 
investigated in feedback (e.g., 
via polls, dialogue, networks, 
partnerships) 

Negotiated concurrently in 
interaction with stakeholders 

Strategic  
communication task: 

Inform stakeholders 
about favorable 
corporate CSR decisions 
and actions 

Demonstrate to stakeholders 
how the company integrates  
stakeholder concerns 

Invite and establish frequent, 
systematic and pro-active 
dialogue with stakeholders, i.e., 
opinion makers, corporate 
critics, the media etc. 

Corporate 
communication 
department’s task: 

Design appealing concept 
message Identify relevant stakeholders Build relationships 

Third-party endorsement 
of CSR initiatives: Viewed as unnecessary Integrated element in surveys, 

rankings, opinion polls 

Stakeholders themselves are 
involved in corporate CSR 
messages 

Table 5 above presents an overview of key elements in the three CSR communication 
strategies mentioned in this section. Central elements that affect stakeholder involvement are 
whether a company (or managers) approach a stakeholder through one-way or two-way 
symmetric communication. The stakeholder response strategy presents a middle way in an 
effort to be responsive to stakeholder expectations, but where the two-way communication is 
asymmetric. The model further suggest that businesses will benefit from communicating CSR 
in a trustworthy way, for example through a ’proactive third-party endorsement’ where 
external stakeholders express support for the CSR initiative (Morsing and Schultz, 2006, 
334). Sustainability reports are one source that is useful for these stakeholders (Morsing et al., 
2008), but depending on unique stakeholder preferences, subtle communication might be 
preferred (such as informal, smaller ‘corporate releases’ on websites).  

3.3 An inside-out approach to the CSR landscape 
To build on the stakeholder perspectives presented above, this section goes deeper into the 
enabling factors linking CSR management and communication to employees, in what is 
referred to as an inside-out approach. Building on the idea that change and engagement 
comes from within a company, Morsing et al. (2008) describes employees as a crucial 
stakeholder for successful CSR activities internally as well as externally. Contradictory to 
some previous CSR marketing research, it is “not effective to communicate directly to the 
public or to consumers to achieve a favorable CSR reputation” (Morsing et al., 2008, 105). 
The scholars propose that all CSR communication should start with employees as the primary 
audience, which is a shift in the corporate communication logic. This notion is further backed 
up by findings from the literature review made in this case study with regard to the role of 
employees in CSR (see Appendix I). 
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Instead of putting organizational resources and efforts towards external audiences directly, a 
more implicit approach has shown to be more successful (Morsing et al., 2008). The starting 
point is the organization’s employees – by involving them as a key stakeholder and creating 
commitment on issues linked to CSR policies and practices (i.e., similarly to what Maignan 
and Ferrell (2004) refers to as benefits from stakeholder identification). Accordingly, by 
focusing on CSR initiatives from the inside-out it will be possible to create more trustworthy 
CSR communication as perceived by other stakeholder communities. As seen in Figure 4, this 
approach should start with CSR actions “concerning employees themselves, then local 
communities and later national and international stakeholders” (Morsing et al., 2008, 108).  
 

 
 
Figure 4. CSR management: ‘the inside-out approach’. Adapted from Morsing et al.(2008, 
104), with minor modifications. 
 
The inside-out approach model for CSR management (Figure 4), conceptualizes CSR 
communication into two processes that work simultaneously. Employees, if involved all the 
way, can become key ambassadors for the company’s CSR efforts outside of the organization, 
which is further backed by McElhaney (2008, 101) who underlines the importance to “engage 
internally with their own employee base”. In parallel, employee commitment increases as they 
become more involved in the CSR agenda and support the organizational processes. Starting 
with the individuals themselves, then involving critical stakeholders with CSR expertise while 
scaling first to local stakeholder communities and later to national and global levels.  In short, 
the ‘inside-out approach’ has two implications (Morsing et al., 2008, 108); “First, companies 
should base their CSR communication on ensuring employee commitment before they start 
communicating about their CSR activities to external stakeholders. Second, companies should 
communicate those CSR activities that relate to employees.”, meaning, the issues that 
employees most identify with. Involving this stakeholder group actively in CSR activities is 
key to facilitate ‘organizational anchoring’ and create a sense of ownership (ibid.) – with 
good reason. If unsupported, the CSR initiatives will not succeed nor will the communication 
around them be viewed as trustworthy (by the workforce, and by the public). 
 
Furthermore, Morsing et al. (2008, 105) identify two processes in CSR communication 
known as “the expert communication process” and the “endorsed communication process” 
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(briefly mentioned in section 3.2.3). These suggest that companies should focus on a number 
of critical stakeholder communities in their communication, typically through “corporate 
websites, internal personnel magazines, sustainability reports and in face-to-face meetings”. 
These stakeholders may be seen as an exclusive group of experts, for example critical interest 
groups, politicians, local authorities, the media, investors, in addition to managers and 
employees. In the study, companies rely on the expert communication process to “convey the 
corporate CSR messages in positive ways to the larger groups of stakeholders in society” 
(ibid.). As a resulting effect, CSR communication reaches the general public and consumers 
in an implicit way, which is sometimes considered a more successful approach in a European 
setting (ibid.). This follow-on effect is called the endorsed communication process (Morsing 
et al., 2008; Morsing and Schultz, 2006).  
 
Interestingly, the type of communication messages targeted to the expert stakeholder groups 
sometimes come across as heavily ‘scientific’ (with facts, figures and statistics while being 
fairly reader-friendly). According to Morsing et al. (2008, 106); “CSR communication from 
these companies is generally not easily understood by someone who is not already 
knowledgeable about CSR issues”. However, according to a study by Thaker (2019) focused 
on corporate communication related to climate science, there was only a few corporations that 
explicitly communicated or mentioned the scientific consensus behind climate change – and 
only a handful had actually set science-based targets in reporting. What is more common, 
however, is for companies to communicate the societal risks of climate change and the 
responsibility taken by the same company (ibid.).  
 
Building on the inside-out framework from Morsing et al., (2008) and stakeholder 
communication strategies by (Morsing and Schultz, 2006) – an adaptation by Uusi‐Rauva and 
Nurkka (2010) extends the CSR communication research by focusing on internal 
environment-related communication. Taking an employee-centered perspective, the study 
assesses success factors and barriers for internal (CSR) messages that are “most effective in 
engaging employees in implementing an organization’s environmental strategy” (Uusi‐Rauva 
and Nurkka, 2010, 299). Additionally, it provides deeper insight into how an internal 
communication process can be facilitated effectively and gives insight on how 
“environmentally active employees” can become informal sustainability ambassadors that 
communicate and promote environmental knowledge around the organization (ibid.).  
 
Uusi‐Rauva and Nurkka (2010) highlight bottom-up approaches in internal communication to 
successfully reach employees and emphasize that face-to-face interaction is better than 
indirect, electronic channels. Furthermore, other critical elements to consider are the 
information needs of different stakeholders, the overall organizational strategy beyond 
sustainability as well as the type of context the companies operate in (ibid.). That is, if it is a 
production-heavy company or a knowledge-intensive one, an SME or an international 
business. As an example, a Danish study by Nielsen and Thomsen (2009) suggested that 
SMEs often prefer more informal communication procedures by taking an inside-out 
approach, where the internal corporate culture is emphasized more than the need to formally 
link CSR to an overall corporate strategic agenda.  
 
The conceptual model of Uusi‐Rauva and Nurkka (2010) mainly focuses on the information 
needs of employees with respect to environmental sustainability and employee commitment 
to the environment-related strategy and goals. They also emphasize the importance of seeing 
the environment as a key stakeholder alongside employees, as mentioned initially in this 
chapter. With regard to the research focus of this study, their model offers relevant 
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perspectives for understanding knowledge-sharing practices to different groups of employees, 
especially when it comes to everyday climate actions and the overall environmental agenda at 
companies (ibid.). It is further backed by Keszey (2020), who refers to employees as 
important participants in environmental marketing7. The challenge overall lies in ensuring that 
people firstly see environmental strategies as meaningful, and secondly that it creates 
commitment and participation as a form of internal ambassadorship (Uusi‐Rauva and Nurkka, 
2010). One way is by creating simple, practical messages tailored to the different groups of 
employees in the organization about what kind of environmental actions to focus on, 
preferably on an individual level. The easier to implement, the more people will participate. 
These (Finnish) research findings suggest that employees might have positive environmental 
orientation towards climate actions if it does not require too much effort (ibid.), again 
indicating the concrete role of employees in corporate sustainability strategies. 
 
Environmental orientation as a conceptual marketing variable is defined by Keszey (2020, 6) 
in a systematic literature review as “the extent to which employees perceive that 
environmental issues are important within the firm” and thus also their commitment to 
environmental organizational values. Findings in the study reveals that a firm’s environmental 
orientation is a strong driver for a broader level of sustainable behavior beyond the 
organization – at the firm-market interface when engaging in external environmental 
marketing activities. Building on McElhaney (2008, 230) as well as the inside-out approach 
presented in this section (Morsing et al., 2008; Uusi‐Rauva and Nurkka, 2010), this 
environmental orientation perspective indicates that employee commitment and support could 
be a key driver for sustainable development behavior beyond the company level – to 
community levels, industries and globally. Emphasizing environmental values in a company 
will also strengthen internal sustainability initiatives (Keszey, 2020). Moreover, to expand on 
the role of internal CSR communication – along with stakeholder perspectives described by 
Maignan and Ferrell (2004), other aspects are helpful in facilitating this process; 
“orientations, attitudes, and vision of the firm and the top managers, slack resources, 
supporting processes and capabilities are also important enablers in establishing this 
sustainability” (Keszey, 2020). Additionally, Papadas et al. (2019) refer to internal 
environmental marketing orientation as a strategic means for competitive advantage and gives 
examples of actions that are useful to make environmental organizational values part of a 
wider green culture in a company. Employee training and promoting environmental 
awareness internally are two supporting activities. A third finding links increased innovative 
thinking and ideas from employees, when line managers show leadership and support of the 
same environmental activities (ibid.).  
 
Papadas et al. (2019, 636) also highlight that “disseminating knowledge and embedding an 
environmental culture throughout the entire organization encourages employees to develop 
skills and abilities to implement successful environmental strategies” which is, again, 
supported by Maignan and Ferrell (2004). The internal environmental marketing orientation 
theory supports the inside-out approach by Morsing et al., (2008) and Uusi‐Rauva and 
Nurkka (2010), because it highlights the importance of having synergy between 
environmental strategies and the behaviors of employees (Papadas et al., 2019). Since 
employees are the ones usually implementing (and communicating) corporate CSR actions, a 
match in culture and organizational norms are an enabling factor for successful environmental 
work beyond the organization. 

 
 
7 Environmental marketing is defined as “the management process responsible for identifying, anticipating and satisfying the 
requirements of customers and society, in a sustainable way.” (Keszey, 2020, 12). 
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Coming back to the framework by Uusi‐Rauva and Nurkka (2010), the above perspectives 
have attempted to provide deeper insights in organizational marketing processes that facilitate 
successful CSR communication. To visualize their framework, Figure 5 depicts a number of 
concepts from a literature review integrated into a model showing the environmental 
communication flows internally; (1) employee information needs, (2) preferences for 
communication channels and content, (3) involvement and participation in activities related 
to the environmental strategy (as described by Morsing and Schultz, 2006), (4) whether 
employees incorporate environmental issues into their work. They also investigated barriers 
to (5) engaging in environmental action, and to (6) employee-to-employee communication on 
environmental issues; since “examining potential barriers is important to better understand 
why environmental awareness does not always transfer to action” (Uusi‐Rauva and Nurkka, 
2010, 304).  

 
 
Figure 5. Framework of environment-related communication from an employee perspective. 
Adapted model from Uusi‐Rauva and Nurkka (2010, 303). 
 
This model seen in Figure 5 above takes a number of factors into account when assessing the 
role of employees in environmental communication practices, such as how meaningful 
employees thought the environmental strategy was in their everyday jobs. Findings from 
Uusi‐Rauva and Nurkka (2010) showed that production-workers responded more positively 
than office-workers about a recently implemented ISO14001 certification, which likely could 
be linked to a higher ‘urgency’ or relevance for the production staff. In contrast, the 
implications for the office staff were not as critical, and of a more ‘optional’ character (e.g., 
more paper recycling, printing with ecological paper and virtual meetings). Research findings 
also suggested that employees may find a corporate-level environmental policy distant from 
the smaller, more concrete environmental actions employees can do every day (Uusi‐Rauva 
and Nurkka, 2010). This poses a challenge for initiatives like carbon offsetting programs, if 
seen as a company-wide initiative with relatively little direct and concrete implications for 
employees not directly involved in sustainability work. Regarding enablers for impactful CSR 
communication, the study found a number of perceived barriers among employees. To 
overcome these barriers for spreading knowledge about environmental work, Uusi‐Rauva and 
Nurkka (2010) suggest informal meetings on a regular basis, as research have shown that this 
is quite effective when discussing matters of strategic character (compared to e.g., emails). 
Another element is to be creative with the message content and in what way CSR is 
communicated, where the key is to clarify direct benefits from the environmental work. While 
companies may have an overall ambition to engage its workforce (Morsing et al., 2008), it can 
be challenging to reach and engage those employees who do not directly work with 
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environmental issues, or already have a strong interest in the same. To cope with this, 
research suggest the concept of formal sustainability ambassadors (Papadas et al., 2019; Uusi‐
Rauva and Nurkka, 2010). Accordingly, if there is an unwillingness among employees to 
directly approach other peers with improvements, an environmental contact person could 
facilitate more involvement (ibid.). This, however, depends on the unique organizational 
culture and management approach in each particular organization, as well as the size, 
structure and geographic location of the company. Building on the above, it seems that having 
a culture where feedback is considered a valued part of the organizational practices could 
potentially enable more employee engagement in climate work – creating a routine where 
environmental advice between peers is seen as positive behavior. 
 
3.4 Conceptual framework 
The conceptual framework is based on theoretical models and concepts presented in this 
chapter. With regard to the field of study, sustainable development is viewed as a pre-
requisite in which society and businesses operate and ties into the idea of climate change as a 
wicked problem, in which corporate climate actions can create societal impact. This serves as 
an umbrella in which Corporate Social Responsibility concepts are included. The framework 
picks up concepts from political CSR (as defined by Garriga and Melé, 2004), where 
voluntary carbon offsetting is seen as an expression of CSR in a non-regulated gap in 
legislation. Furthermore, integrative CSR theory adds structure to the empirical data through 
the concept of stakeholder thinking by Maignan and Ferrell (2004), where ‘value-creation’ is 
an inherent part of the employee role in today’s organizations (further defined through a S-D 
logic). Building on the idea of a CSR landscape (McElhaney, 2008), the conceptual 
framework extends this idea to include the internal organizational landscape as originally 
defined by (Morsing et al., 2008) as an inside-out approach in CSR communication. To 
explain how the two case companies communicate their climate initiatives, the stakeholder 
involvement strategies by Morsing and Schultz (2006) are included in the conceptual 
framework to guide the analysis. Lastly, to understand effective environmental communication 
practices internally, elements from the inside-out model by Uusi‐Rauva and Nurkka (2010) is 
also included along with concepts of environmental orientation. The concepts are depicted in 
the framework in Figure 6. 

 

Figure 6. Conceptual framework to analyze CSR communication and corporate climate 
initiatives with employees as a key stakeholder. 
 
The literature review conducted in this theoretical chapter defines employees as an important 
stakeholder group on several levels, which makes this group important in the conceptual 
framework illustrated in Figure 6. Research have shown that organizational members are key 
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for reaching external stakeholders, which some theories presented in this chapter suggests. 
The conceptual framework, however, deliberately takes an internal perspective while 
including external communication channels in the analysis. Both types of communication are 
relevant for employees to build stakeholder identification with their employer and helps 
analyze stakeholder involvement in climate initiatives (Maignan and Ferrell, 2004; Morsing 
and Schultz, 2006). Furthermore, the combination of stakeholder orientation (CSR focus) and 
organizational norms provides a canvas with theoretical structure for prioritized CSR issues 
and how it is expressed by organizations. Additionally, stakeholder identification and 
resources from employees (such as employee engagement) are enhanced by CSR 
communication, which is considered an influential tool in the conceptual framework.  
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4 Background 
 
This chapter gives a brief overview of voluntary carbon offsetting initiatives from the 
perspective of corporate responsibility actions and sustainable development. To expand on 
the presentation in the introductory chapter, this section begins with a summary of the 
underlying context of humanity’s ecological footprint, of which the carbon footprint is a part. 
Then, it describes a few examples of voluntary carbon offsetting action, to give a background 
for the empirical data presented in the next chapter.  
 
4.1 Carbon emissions and the link to climate change 
 
The term ‘carbon footprint’ is usually short for the amount of CO2 emissions being caused by 
an activity or an organization. Climate change and a warming planet is in turn caused by 
accumulation of carbon emissions in the atmosphere, which depends on a global system of 
natural resources (forests, oceans) to absorb these emissions. The balance of different 
ecological systems is key for sustainable development, meaning that human production and 
consumption must stay within the limits of what is emitted and what can be sequestered by 
land and sea. Building on this perspective, a carbon footprint may be seen in the context of a 
total ecological footprint, according to The Global Footprint Network. “In fact, the climate 
problem emerges because the planet does not have enough biocapacity to neutralize all the 
carbon dioxide from fossil fuel and provide for all other demands.” (Global Footprint 
Network, 2020a). This leads to a range of ecological threats that needs to be taken into 
account, in addition to climate change – such as deforestation, increased extinction rates, and 
food insecurity.  
 
The effects of climate change thus create an urgency beyond borders, where carbon emissions 
and other global greenhouse gases are now reaching the highest levels ever (IPCC, 2018). 
More than 85 percent of the world’s population today lives in countries producing more 
carbon emissions than the ecological systems can eliminate, while exhausting important 
natural reserves (Global Footprint Network, 2020b). Countries and leaders have taken 
complex collective measures through science to combat planetary warming before the 
consequences become completely irreversible (Randers et al., 2019; United Nations SDGs, 
2020). The Sustainable Development Goals (SDGs), the Kyoto Protocol and the Paris 
Agreement all strive to strengthen the global efforts – to transition to a sustainable and 
decarbonized world, economy and planet (Rockström et al., 2018; UN Climate Change, 
2020a, 2020b). In the Paris climate agreement of 2015, 196 parties came together in a historic 
moment to keep the global temperature rise below 2 degrees of pre-industrial levels and to 
take efforts to mitigate emissions to stay below 1.5 degrees. However, the current scale and 
pace of the efforts are unfortunately lacking, even if measures in fact are taken (Rockström et 
al., 2018). According to the latest Global Progress Report on Climate Action (UNEP, 2019), 
countries and regions are expected to amplify their climate commitments during 2020. 
However, while a portion of nation-level stakeholders have long-term objectives in place for 
net-zero emissions, there is still another 85 percent of the global greenhouse gas emissions 
that remains and needs to be addressed. As an example, estimates show that members of the 
G20 group8 (where the European Union is included) is responsible for 78 percent of total 

 
 
8 The G20 is a forum for international economic cooperation, gathering leaders of the largest economies of the world to 
discuss financial and socioeconomic issues, including the climate. Members are the European Union (EU), Argentina, 
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emissions. This poses a great responsibility to lead the way not only on a national level but for 
policymakers, cities, businesses as well as individuals (UNEP, 2019).  
 
To control the emissions emitted, carbon offsetting was created as a large-scale measure for 
combating climate change. When the UNFCCC9 launched the Kyoto Protocol back in 2005, it 
was the first time that a maximum level of greenhouse gas emissions was defined, creating an 
allowance of how much to be emitted nationally and globally (later replaced by the Paris 
Agreement). An important element evolving from the protocol was the flexible market 
mechanisms and the carbon market, sometimes referred to ‘cap-and-trade’ systems, which 
regulates carbon credits traded between countries and businesses (UN Climate Change, 
2020b). By serving as an infrastructure to help push financial means and causes of emissions 
towards a more sustainable direction, this carbon market was originally a ‘compliance tool’ 
for industrialized sectors producing high emissions (Gold Standard, 2020b). High emitters 
were obliged to stay within their cap – an allocated amount of what they could emit. If 
emitting more CO2 than the limit allowed, the high emitters could buy ‘carbon credits’ in 
order to be compliant with regulations, usually from businesses that managed to reduce their 
emissions more than the limit. Europe has one of the world’s first (and largest) carbon 
markets, called the EU emissions trading system (EU ETS) (European Commission, 2020). 
When emitting less than the allocated CO2 cap allowance, low-emitting businesses could 
trade any remaining emissions by turning them into carbon credits on the financial carbon 
market (Gold Standard, 2020a).  
 
The logic behind the cap-and-trade system is that the emissions are the same, no matter where 
they are reduced in the world. However, trading carbon credits on the carbon market has 
received criticism over the years for not properly making sure that projects actually reduce 
emissions in ways that would not have happened anyways (this is usually referred to as 
ensuring additionality). To give some detail, three flexible financial mechanisms part of the 
Kyoto Protocol help allocate financial resources where they can be most cost-effective; 
among them the Clean Development Mechanism (CDM, 2020). CDM creates the carbon 
credits (of which carbon offsets are a type of credit) that are regulated and ‘vetted’ by the 
United Nations – by reducing emissions through the investment of climate projects in 
developing countries (ibid.).  
 
As a consequence of not ensuring climate benefits as expected in these projects, the non-
governmental organization Gold Standard was created out of the CDM as a measure to cope 
with uncertainties and ensure additionality in climate projects (Gold Standard, 2020a). Being 
part of the voluntary carbon market, Gold Standard is “a standard that sets requirements to 
design projects for maximum positive impact in climate and development – and to measure 
and report outcomes in the most credible and efficient way” (Gold Standard, 2020c). Being 
founded in 2003 by WWF and a group of international NGOs, Gold Standard has established 
an international best practice to ensure that reduced emissions equal the highest levels of 
environmental integrity, in addition to contributing to positive social impacts and overall 
sustainable development (ibid.). 
 

 
 
Australia, Brazil, Canada, China, France, Germany, India, Indonesia, Italy, Japan, Mexico, Republic of Korea, Russia, Saudi 
Arabia, South Africa, Turkey and the United Kingdom and the United States (G20, 2020). 
9 The United Nations Framework Convention of Climate Change (UNFCCC) includes 197 member countries with the aim to 
keep greenhouse gas concentrations "at a level that would prevent dangerous anthropogenic (human induced) interference 
with the climate system." (UNFCCC, 2020b) 
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4.2 Corporate climate initiatives 
 
Reducing carbon emissions from internal corporate activities may be seen as a primary 
priority when addressing the environmental footprint, yet carbon offsetting provides an 
opportunity to ‘eliminate’ emissions today that cannot yet be avoided through local and 
internal company efforts. Voluntary offsetting may be a crucial tool in the short-term, since 
emissions otherwise may spiral planetary systems in an irreparable direction (Rockström et 
al., 2018). Hence, a combination of corporate climate actions is evidently important to be able 
to comprehensively address the issue of carbon emissions and to speed up this transition. The 
most logical way to reduce impacts in a company is to start from within. As Gold Standard 
put it; “The voluntary carbon market should be used in addition to, not instead of, setting 
ambitious, science-based internal reduction targets” (Gold Standard, 2020d). Actions that may 
facilitate lower emissions and resources are e.g., less traveling, more resource-efficient 
operations, going by train instead of flying and switching to clean-energy alternatives. 
However, to ensure zero emissions in the organizational existence, companies today must 
usually complement these actions with carbon offsetting measures. Climate compensation, or 
voluntary carbon offsetting, can make an activity or a whole company become ‘climate-
neutral’ by offsetting emissions in credible climate projects – ranging from forest regeneration 
to solar investment in developing countries. Furthermore, by making financial investments in 
the voluntary carbon offsetting market, new clean-energy alternatives become more in 
demand which eventually may support decarbonization globally (Gold Standard, 2020d; 
Trine, 2020). New technologies are emerging with a hope to cope with emissions, like carbon 
capture technology. While in its early stages, this emissions reduction technology is 
developed to permanently remove CO2 from the air by putting it into the ground (carbon 
negative) or recycling it to use as carbon-neutral fuel (International Energy Agency, 2020), 
and was recently introduced in Sweden (Nordic DAC Group, 2020). 
 
In summary, voluntary carbon offsetting initiatives should be seen as valuable corporate 
climate initiatives that may create positive environmental and social impacts from a global 
perspective if invested in credible climate projects. Additionally, it is a useful tool for 
companies today to ensure a zero-emission footprint for the purpose of prioritizing a more 
long-term transition regarding corporate sustainability. 
 



 

41 
 

5 Empirics 
 
The following chapter presents the primary and secondary data collected for the study in two 
embedded units of analysis. First, a general overview introduces the case companies 
(Mentimeter and Netlight) along with their company-wide sustainability engagements of 
which diversity and inclusion is a part. Then, a more detailed section describes company-
specific environmental practices and voluntary climate initiatives. Lastly, each section 
summarizes the climate-related communication found in data collection. 
 
The empirical case study takes a closer look at sustainability communication in organizations 
that are actively working to reduce their climate footprint, by engaging in external carbon 
offsetting actions alongside existing internal pro-environmental initiatives, with the objective 
to reduce environmental impact and create shared business value (Porter and Kramer, 2006). 
What further unites the participating case companies in this empirical study is where and how 
they operate, which is in the IT/technology service sector with a strong focus on people 
(employee engagement) and, of course, digital solutions as their business offer. As mentioned 
in previous chapters, an S-D logic served as criteria for selecting the embedded units of 
analysis since employees as key stakeholders are the center of attention in the aim and 
research questions. Netlight and Mentimeter were also chosen for this case study because of a 
few unique differences setting them apart from each other and thus complementing the overall 
case study with a broader collection of empirical data. Mentimeter and Netlight differ in e.g., 
size and organizational structure, but also in terms of how long the companies have been 
around and when each firm started their sustainability work10. The sections below present the 
data gathered, as a foundation for the analysis in Chapter 6. 
 
5.1 Mentimeter – the fast-growing start-up 
 
Mentimeter is a Swedish tech start-up founded in 2014, that currently employs 100+ people in 
Stockholm, Sweden. The product-first company is an interactive presentation platform with 
features and solutions that increases collaboration and engagement in meetings and 
presentations (LinkedIn Mentimeter, 2020). As a software collaboration tool, Mentimeter 
seeks to transform conventional presentations into interactive experiences that are more 
enjoyable, engaging and productive. By using smartphones to connect, the audience can 
participate live in e.g., polls, quiz, word clouds – with interesting data visualizations and real-
time insights. With more than 100 million users and customers in 220 countries, Mentimeter’s 
platform has grown fast, and so has the number of employees. In 2016 and 2017 Mentimeter 
topped the top-ten charts based in terms of revenue growth, and in 2018 the company was 
named the number one fastest-growing start-up in Sweden by TheNextWeb (Warström, 
2018). The company has also been shortlisted for Productivity and Collaboration Saas 
(Software as a Service) at Nine Point Ventures and is gaining recognition for its product and 
its inclusive approach. The startup is also a proud 500 Startups alumni, previously being part 
of the flagship Silicon Valley accelerator program11 (The Hub, 2018). In 2016, Mentimeter 
moved the early-stage startup to San Francisco in a four-month long 500 Startups incubator to 
develop key features of the platform. The relocation was a step that now has become a 

 
 
10 When the term sustainability work is mentioned, it refers to the social and environmental impact. The same term is used 
even when there are specific initiatives at each of the two companies that falls under the sustainability concept but are 
different in how they are executed. 
11 One of the most active venture capital firms globally, accelerating early-stage startups (500 Startups, 2020). 
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cornerstone in ‘the Menti culture’ – a culture which emphasize diversity and inclusiveness. 
Since then, the start-up has relocated yearly for one month to a new city (e.g., Barcelona and 
Lisbon) to discover practices and learn from the local entrepreneurial environment 
(Warström, 2017). The work force of employees, both on the engineering side and on the 
commercial side, are striving to be gender equal and inclusive – which extends throughout the 
platform itself with features created to make everyone’s voice heard. As a brief example, 
Mentimeter’s real-time voting site, Menti.com, aligns per 2019 with the Voluntary Product 
Accessibility Template12 (Mentimeter, 2020a). “We want to make it easy to listen and be 
heard. One of our core principles both internally and in the development of Mentimeter is 
inclusiveness” (Mentimeter, 2020b). One example of this is how Mentimeter sometimes 
sponsors students with smartphone devices to include those who can’t afford their own 
device. Another is how Mentimeter provides guiding templates for interactive presentations 
with educational content, where “Cultural Diversity”, “Inclusivity and Bias” and “Climate 
change and renewable resources” are sustainability examples (Mentimeter, 2020c).  
 
Described in an interview with one of Mentimeter’s founders, the start-up initiated the social 
sustainability work in 2015 when they established their core values, by starting to actively 
adopt diversity and inclusion practices. This initiative was called “include everyone” and set 
out to make the workplace as diverse as possible, e.g., through international recruiting and by 
setting up parent-friendly meeting practices. At this time, a Diversity & Inclusion (D&I) 
group was started with the purpose to drive the equality work forward and serve as a 
knowledge-hub. Today the group has become a go-to initiative for Mentimeter’s long-term 
diversity work. Together, the leaders (i.e., formally appointed facilitators) of the D&I group 
has created a statement together with employees who are voluntary drivers of the group 
(Warström, pers.com, 2020); “We at Mentimeter believe in giving everyone a voice – 
regardless of who you are. So we built a platform that does just that. Our platform is not only 
our product but also our organization. A platform where people feel safe, where differences 
are embraced, a place where you can have fun. In order to give everyone a voice, we need to 
be as diverse as our users. We’re absolutely confident the best inclusive products are built by 
diverse teams.” Having this high priority on inclusion practices in the workplace naturally 
puts a focus on a creating a trusting culture, based on of openness and transparency, which is 
highlighted by both interviewees at Mentimeter (Warström, pers.com, 2020; Stevens, 
pers.com, 2020). The organizational structure can be seen as flexible, intrapreneurial and 
employee-driven overall, which includes the sustainability work. The ultimate (formal) 
responsibility for Mentimeter’s sustainability work lies with the CEO. Initiatives typically 
develop from employees’ ideas but are often bounced with the two founders (CEO, and CPO) 
in an open setting, such as team meetings. In the case of Mentimeter’s climate work, the first 
step was initiated from one of the founders and was a natural step soon after adopting the D&I 
practices. 
 
5.1.1 Climate actions 
 
In 2018, Mentimeter was in full speed with its social sustainability work and was doing a few 
environmental actions related to office operations, but only on a smaller, more operational 
level (Warström, pers.com, 2020). Learning about GoClimate and carbon offsetting motivated 
Johnny Warström, CEO at Mentimeter, to join and scale-up the sustainability work at the 

 
 
12 A Voluntary Product Accessibility Template records how a service conforms with Section 508 in the United States 
Rehabilitation Act. 
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time; “this is a complement to our everyday nudges so that we take larger action for the 
emissions we emit” (Warström, pers.com, 2020). With the product being a digital service and 
the business being located at an office in Stockholm, the carbon footprint could be considered 
relatively small - however, the founders felt the need to actively reduce what environmental 
impact they had no matter the size (ibid.). Therefore, Mentimeter started to offset emissions 
for its operations, food and travel (such as air travel once a year to relocation sites), in a 
collaboration with GoClimate who started its business in 2017. GoClimate, being a “social 
company”, provided carbon offsetting expertise to Mentimeter and helped calculate the 
climate footprint to offset emissions as part of a program (GoClimate, 2020). This partnership 
sparked a wave of engagement internally in Mentimeter, where a year-long project was 
formed by dedicated employees who wanted to develop the sustainability agenda (Warström, 
pers.com, 2020). This first project had a clear end-date, but after success and re-evaluation by 
the end of 2018 it turned into a more long-term environmental work group. According to 
Jennifer Stevens, who is active in the group committee, Mentimeter employees wanted to 
make a positive impact and be a role-model for others – leading by example, both in terms of 
carbon offsetting and in reduce-reuse-recycle actions like composting and minimizing plastic 
(Stevens, pers.com, 2020). The group was named Hell no CO2 and is employee-driven in the 
sense that everyone can join in the conversation and initiate new ideas. “It’s always been very 
self-led, so somebody will come into the committee whether they’re a new employee or 
they’ve been around for a while and they’ll say like ‘Oh I’ve heard about this amazing thing – 
can we give it a try?’” (Stevens, pers.com, 2020). To make sure perspectives from all corners 
of Mentimeter are included, there is a core group in Hell no CO2 comprised of employees 
from office management, support, product development and marketing, along with the two 
founders (Warström, pers.com, 2020). 
 
In 2020, Mentimeter became “the first Swedish startup to commit to offsetting its carbon 
emissions using Direct Air Capture technology” (Warström, 2020). Continuing its climate 
impact journey to become a “net-zero emissions company”, Mentimeter has partnered with 
Nordic DAC Group, a start-up that aspires to establish cutting-edge carbon capture 
technology in Sweden with the first one up and running in 2023. Mentimeter has signed a 
negative emissions agreement to “extract up to 65 tons of CO2 from the atmosphere on behalf 
of Mentimeter, representing the estimated carbon footprint the company had during 2019” 
(Warström, 2020). Nordic DAC Group plans to build a network of several DAC plants in the 
Nordic region by 2030, in collaboration with the leader in DAC technology from Canada, 
Carbon Engineering (Nordic DAC Group, 2020; Carbon Engineering, 2020). When the co-
founders of Mentimeter learned about carbon offsetting through DAC, they wanted to lead by 
example and inspire other companies to support new solutions to climate change, by 
incentivizing the technology in Sweden. The carbon offsetting program is one of several 
environmental initiatives, summarized in Table 6. 

Table 6. Overview of environmental initiatives 

 

Environmental initiatives Internal External 
Carbon offsetting program  X 
Environmental policy X  
Environmental work group “Hell no CO2” X  
Vegetarian lunches with full-time chef X  
Reduce-reuse-recycle policy (e.g., food waste and plastic) X  
Nudging art recycling wall X  
Environmental quality assurance for new office X  
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In addition to carbon offsetting actions, there is a number of more practical environmental 
initiatives happening internally in Mentimeter, depicted in the Table 6 as seen on the previous 
page. One of the first topics of discussion in the Hell no CO2 group was vegetarian food, since 
that is a large impact, after air travel. “When the company is supporting an event, why not just 
make it vegetarian?” (Stevens, pers.com, 2020). Today the Stockholm office have a full-time 
employed chef as part of the employee benefits, serving delicious vegetarian lunches every 
day. “She’s incredible and the things that she can do with vegetarian food; I’ve never heard a 
single complaint like ‘Oh where’s the meat?’. So, everyone is just so much into the food that 
we’re not even thinking about it” (ibid.). The core reason for going vegetarian was to reduce 
emissions which otherwise would have affected the climate, and the food that Mentimeter 
employees eat is completely compensated for (Warström, pers.com, 2020). 
 
Recycling is another ongoing passion project at the office, which has evolved into a nudging 
success according to both Stevens (pers.com, 2020) and Warström (pers.com, 2020). When 
scaling up the startup over the years, a new office space allowed for more creativity (literally) 
when setting up a formal recycling system. A colorful yet descriptive art wall in the kitchen, 
made recycling straightforward and easy. “It’s a fun thing to do; you look for the little picture 
of the can and it’s not a hard thing to recycle. Even if you are the most unaware person and 
don’t really care about recycling, it’s just so easy to pop that in” (Stevens, pers.com, 2020). 
Pictures of this recycling initiative can be found in Appendix III. 
 
5.1.2 Communication 
 
Overall, a large part of Mentimeter’s communication around sustainability is focused inwards. 
A few external platforms exist to update customers on important news or generally share 
interesting insights related to the business, such as the Mentimeter blog in addition to social 
media and LinkedIn (Mentimeter Blog, 2020). Carbon offsetting and climate actions are 
primarily “internal purposes, which is why you only see one blogpost about it” (Warström, 
pers.com, 2020). According to Stevens (pers.com, 2020), communicating externally to other 
startups about carbon offsetting and Direct Air Capture “show that it is possible to make good 
investments and try to do the right thing at the same time”. Getting positive reactions as result 
of employer branding or from clients is seen as another benefit, but mainly a ‘happy side-
effect’ (ibid.). “It is a piece among many pieces in the puzzle […] but essentially, we are 
building a modern organization that listens to our employees” (Warström, pers.com, 2020), 
which is a notion that is further described in a Medium article on Mentimeter’s engaging 
company culture (Malki, 2019).  
 
Internally, the go-to communication channels are Slack, weekly emails and the intranet (on 
GitHub). The intranet is a code platform that also makes available corporate information 
about Mentimeter to all employees, ranging from key strategies to onboarding and tech 
practices – with contact details to the person in charge. Slack is an open channel platform 
where employees can join communities depending on interest, whether it is sustainability or 
biking, and reach out to each other between teams and groups. There are a number of different 
teams ranging from Product, to Marketing and Support etc. In addition to the core (business-
related) teams, there are two ‘interest-driven groups’ – the previously mentioned Diversity & 
Inclusion group and the Hell no CO2 group. Nevertheless, due to the strong interest emerging 
from these groups, it helps the founders of Mentimeter to keep inclusion and climate issues 
top-of-mind. “These two groups are shaped by people who are interested in these topics, even 
if they differ somewhat in practice and tenure. When these groups, or we as founders do 
something in the area, we communicate it in a team meeting or a weekly email” (Warström, 
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pers.com, 2020). The Hell no CO2 group normally have meetings on a regular basis, however, 
the pandemic has ‘put things on ice’ in order to focus on other business needs (Stevens, 
pers.com, 2020). A summary of different environmental responses observed at Mentimeter is 
described in Table 7, with an overview of how the company’s climate responses are 
communicated. 

Table 7. Climate-related corporate responses and the communication channels used. 

 
In pre-pandemic times, climate actions were also communicated informally between 
meetings, such as by the coffee machine or when eating the vegetarian lunches (as seen in 
Table 7). Other examples are office tours for new hires or during the recruitment process, 
where the recycling art wall was a great way to start the conversation among newcomers and 
more senior colleagues (Stevens, pers.com, 2020). Document-wise, new employees are also 
briefly informed through the employment agreement about carbon offsetting, with a 
description that Mentimeter offset work-related emissions. This is to make sure that new hires 
have received this information before starting, even if learning about it informally. Once on 
board, it is up to each employee to look up the information further (Warström, pers.com, 
2020).  
 
With regard to ‘Becoming climate-neutral’ as seen in the table above, traveling stands for a 
large part of Mentimeter’s emissions. The startup has historically (before the pandemic) 
relocated to a new city for a month-long summit each year. Smart travel and consumption are 
becoming increasingly top-of mind according to the founders, as they prepare to switch to a 
new office while making climate smart decisions. Nowadays, every employee has the option 
to travel by train instead of flying, with the option to travel during work hours. Mentimeter 
sees it as an investment and positive action, even if train tickets are more expensive than 
flights. This year, ten employees went by train to Madrid (ibid.). Communication-wise, there 
is no policy or document to ‘inform’ about the approach towards this travel practice, but 
rather, a straightforward face-to-face interaction with the team according to Johnny (ibid.). 
Overall, the startup is primarily characterized by an informal and open way of communicating 
internally, while adopting a ‘top-down’ communication approach in some instances related to 
sustainability decisions (like when informing about the option to travel by train to the 
relocation site) (ibid.). No matter the situational leadership approach, both interviewees 
highlighted the inclusive and trusting culture as something that encourages the 
communicative landscape mentioned above, where it is seen as a prerequisite for employee 
engagement (Stevens, pers.com, 2020; Warström, pers.com, 2020). 
 

Response to climate change          Communication channels to employees 
Becoming a zero-emission start-
up through offsetting 

• Information in employee contract 
• Weekly company meetings 
• Team meetings in “Hell no CO2” 
• Intranet (GitHub) with contact details to responsible person 
• Slack channels 
• Emails 
• Informal coffee-talk 

Driving environmental issues in 
work group “Hell no CO2” 

• Dedicated Hell no CO2 Slack channel 
• Meetings 1-2 times per month 

Vegetarian lunches  • Professional chef inhouse, 5 days per week 
Recycling food waste, plastic and 
other materials 

• Interviews and/or new hire office tours  
• Recycling wall to nudge recycling choices, located behind art wall hatches 

describing ‘what’ to recycle ‘where’.  
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5.2 Netlight Consulting – the agile network organization 
 
Netlight is an IT and management consultancy company founded in Sweden in 1999 that 
creates independent technology solutions together with clients in all sectors, where 
digitalization is a critical success factor. With nine offices around Europe located in Germany, 
Denmark, Norway, Finland, Switzerland and Sweden, Netlight employed 1300+ people 
internationally and 700+ in the Swedish division by the end of 2019 (Netlight Consulting AB, 
2020). The company has a high focus on growing talents to become genuine consultants who 
help organizations with digital challenges and create new technology solutions in the forefront 
of digitalization (Netlight.com, 2020). One way to facilitate this learning and development, 
leadership growth and communication is through Netlight’s EDGE community – a platform 
for employees to meet others and share insights, which is built into the company culture. It is 
purposed to be an internal network of digital communities and face-to-face meetups that 
provides resources for the employees across offices and teams (ibid.). In terms of 
organizational structure, the company can be seen as an organically organized network with a 
flat hierarchy and no departments or fixed role descriptions. Rather, the company is process-
oriented and agile with a focus on building a coaching culture based on mentorship between 
employees both (formal and informal). Structurally, the company consists of teams and 
projects linked to consultancy, sales, talent management and operations (with First 
Impression, Legal, HR and internal IT support). 
 
During its 21 years of business, Netlight has received multiple awards related to business 
growth as well as for its employee engagement as an attractive employer – “being ranked 5th 
Best Workplace in Europe and the No 1 Greatest Place to Work of all big corporations in 
Sweden as well as Sweden’s best employer, several years in a row” (Netlight.com, 2020).  
The company has been recognized in the consulting arena for having high-quality delivery to 
clients and for being the only Swedish company with “sustainable profitable growth” for the 
longest consecutive time, twelve years in a row and counting as a “Super Company” and 
“Gasell” (Netlight.com, 2020). Knowledge-sharing is thus an essential part of how Netlight is 
wired and the company has gained media recognition for being a thought leader in the digital 
industry – communicating an ambition to be a role-model (rather than a competitor) in several 
areas. The role-model mindset expands beyond an immediate financial focus since it has 
become increasingly present in the organization’s sustainability work. This year, Netlight 
released its first sustainability report that communicates an overview of internal 
environmental actions, the climate impact with CO2 emissions and the D&I work during 2019 
(Netlight Consulting, 2020a).  
 
In a generic sense, employee engagement is an essential part of Netlight and is seen as a 
strategic success factor in the consulting services offered to clients. According to the three 
interviews conducted with Netlight employees, people are at the very center of the business 
processes. The home page explains that “personal values drive Netlight forward” where 
gender equality and inclusiveness is a key part when creating a culture built on trust. The page 
also points out that “companies don’t have values, but people do”, which builds on the idea 
that every employee enriches the culture in their own way (Netlight.com, 2020). It further 
describes the Netlight organization as a “modern management consisting of several Future 
Female Leaders, several Super Talents, Executive of the Year 2014, CEO of the Year 2016, 
and Diversity Leader of the Year 2018” (Netlight.com, 2020).  
 
Starting with social sustainability aspects, Netlight engages in various ways to drive gender 
equality and diversity actions inside and outside of the organization (Netlight.com, 2020). On 
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the external side, Netlight has co-founded the TechEq network (TechEq, 2020), which is an 
industry-wide interest group committed to drive gender equality in the IT industry. The Code 
Pub is another network of 5000+ female IT professionals internationally, which helps to 
inspire young women to grow a career in IT. Purple Pill is a third initiative that engages men 
in gender equality and creates a platform to discuss inclusiveness. On the social impact side, a 
German Netlight initiative in 2015 was Stay Welcome, which integrated refugees into society 
by matching hundreds of job opportunities, as a response to the refugee situation in Europe. 
The Swedish division collaborates with Engineers without borders and in the Denmark 
division there is a collaboration with Jobbsprånget and Hack for Future to help people with 
interview training and programming training (Netlight Consulting, 2020a).  
 
When it comes to the diversity and equality work internally, there are qualitative ambitions 
communicated through the Declaration of Equality, and quantitative ambitions embodied in a 
“strategic female growth initiative” called Vostok (a name that refers to Valentina 
Tereshkova, the first woman in space). Currently 28 percent of employees are women 
according to the Netlight Sustainability Report, and women stay longer on average than men 
at Netlight (ibid.). Hiring practices make sure that female hires get equal opportunities 
throughout the talent management and employee cycle. For Netlight employees, the Women 
of Netlight community helps connect female co-workers, with the purpose to strengthen the 
internal network of women and inspire leadership development. The same effort to highlight 
role-models happens with the Purple Pill initiative for men. In terms of communication, 
Netlight strives to create an open Slack space for employees to share equality insights and 
knowledge on the diversity and inclusion topic (Högström, pers.com, 2020; Sundström 
pers.com, 2020).  
 
5.2.1 Climate actions 
 
On the environmental side of sustainability, Netlight has measured sustainability since 2013. 
In 2016, a Climate First policy was launched. In 2017, the company started to measure the 
climate footprint from travels and offset emissions where train travel or digital solutions 
weren’t feasible. The impacts were presented in a sustainability report launched in February 
2020, which presents the climate strategy, environmental accomplishments for 2019 and 
future objectives. Netlight also became certified in ISO14001 and ISO9001 in the end of 
2020.  
 
The company has committed to lower total emissions with 16 percent per year, in order to 
meet the Paris Agreement13. Starting out with carbon offsetting for flights back in 2017, this 
effort produced a positive experience among employees in addition to business benefits and 
has since continued to expand into other actions related to travel. The majority of emissions 
today continue to come from air travel, which puts pressure on the way business is done. That 
is why the Train First policy was launched, to encourage “train travel whenever possible” and 
to encourage public transport, biking and car-pooling in general (Netlight Consulting, 2020a). 
Smart planning of conferences, meetings and events are ways to reduce emissions, where 
train travel and digital meetings were prioritized to a larger extent before Covid-19, with an 
increase of 500 percent since the start in the policy in 2017 (ibid.). After the start of 
pandemic, remote work has become a fairly natural part of how the company operates, even if 

 
 
13 As part of Sweden’s effort to mitigate emissions in the agreement (UN Climate Change, 2020c). 
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it comes with its own challenges of making people feel connected (Högström, pers.com, 
2020). 
 
A strategic success factor for Netlight comes with “people meeting each other” (Högström, 
pers.com, 2020). It is a highly knowledge-intensive company, whether many meetings are 
with/at the clients or between co-workers. The environmental impact therefore comes mainly 
from flights, between Netlight offices or summits (two yearly conferences) but also from 
ordering food to events, meetings and conferences with over 60 000 portions of food every 
year. In an effort to create awareness of this footprint among employees and decrease 
emissions from eating meat, Netlight started to serve vegetarian food at formal events in the 
end of 2017. Eventually, this vegetarian food initiative evolved into the Veggie First policy 
during 2018 and 2019 where the default food option for larger Netlight gatherings now is 
vegetarian, which has reduced the climate footprint significantly according (Netlight 
Consulting, 2020). It has also evolved into a common practice for choosing vegetarian over 
meat options for some employees, including a change to oat milk in two coffee machines at 
the Swedish Netlight office (Högström, pers.com, 2020). In addition to food and travel, a 
third area of high impact is IT equipment like computers, screens and smartphones for 
employees. In 2016, Netlight updated its Fix First policy to make sure this kind of equipment 
is used through the entire lifecycle and re-used whenever possible. The action has decreased 
the average CO2 emissions per employee to nearly half of the original amount, according to 
the 2019 Sustainability Report (Netlight Consulting, 2020a). An overview of the 
environmental initiatives at Netlight is summarized in Table 8. 

Table 8. Overview of environmental initiatives at Netlight 

Depicted above, a variety of different climate actions are taking place internally (Table 8). On 
the external side, the company occasionally donates to philanthropic causes. “To engage 
Netlighters in Climate first, every year Netlight gives every Netlighter a gift to invest in our 
planet” (Netlight Consulting, 2020b). One yearly gift was to EAT Foundation as a symbolic 
gesture when starting Veggie First back in 2017 (EAT, 2020). The year of Netlight’s first 
Sustainability Report and formal launch of the ‘umbrella’ Climate First initiative (2019), the 
Holiday gift to employees was climate investments through Trine (Trine, 2020), a company 
facilitating solar energy project in emerging markets (Netlight Consulting, 2020a). 

In an effort to spread awareness of climate actions, Netlight has chosen to make it part of the 
employee value proposition (i.e., the ‘offer portfolio’ to employees in addition to salary and 

 
 
14 LEED Platinum (Leadership in Energy & Environmental Design) is the highest international green building rating system. 

Environmental initiatives Internal External 
Carbon offsetting program  X 
Sustainability Group (strategic responsibility) X  
Environmental work group, “Greenlight” and “Greenlight Stockholm” X  
Climate First (with SBTi – science-based targets) X X 
Train First policy X  
Fix First policy X  
Vegetarian food at Netlight events and conferences – Veggie First policy X  
Central location of office and LEED Platinum certified building14  X 
Reducing and recycling food waste, plastic (etc.) in office X  
Oat milk in coffee machines X  
ISO14001 certification / Environmental policy X  
Charity donations (Trine, EAT)  X 
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benefits), to inspire climate friendly choices not only at work but also outside of work 
(Högström, pers.com, 2020). Starting 2019, Netlight offsets the total average personal 
footprint of every employee15 (an estimated amount of 11 tons of CO2 emissions per person) 
every year. GoClimate partners with Netlight to calculate the specific carbon footprint by 
setting Science Based Targets (SBTi) to stay in line with the Paris Agreement (Netlight 
Consulting, 2020a). All projects are Gold Standard certified and GoClimate offer 
transparency in their work (GoClimate, 2020). They also collaborate as an advisory partner 
with Netlight to support smart climate choices on their journey to net-zero emissions. A few 
examples are guidance for the sustainability report, facilitating climate-related events to 
spread awareness and engage with Netlight employees, and supporting workshops together 
with local environmental groups at Netlight to develop future ideas (Netlight Consulting, 
2020a). These local environmental groups are part of an overall international sustainability 
platform called Greenlight, that originally started as a company-wide Slack community to 
spread insights and research related to environmental issues. The Greenlight community has 
since 2019 multiplied into local Greenlight work groups for almost every Netlight office 
around Europe, in an effort to respond to local needs and challenges (Sundström, pers.com, 
2020). In Sweden, this voluntary group is called Greenlight Stockholm and hosts a number of 
events to drive environmental actions with Netlight employees wanting to engage in 
sustainability initiatives.  

All in all, there are two different types of groups that drive climate initiatives at Netlight. 
Greenlight are the grassroots type of group internally, working with short-term climate action 
and pro-environmental events through an interest-driven approach. All employees can join 
and propose ideas, either face-to-face or through Slack (Bergvik, pers.com, 2020). The 
strategic (formal) responsibility for Netlight’s sustainability work ultimately lies with the 
CEO, Erik Ringertz – but a core group of employees have more direct responsibility for the 
company-wide sustainability agenda. These employees function as ‘strategic drivers’ or 
project managers from different Netlight teams; Communication, Operations, employees with 
partner responsibility and expert consultants helping out with data insights etc. The purpose of 
this strategic Sustainability Group is to drive long-term climate actions. According to Agnes 
(Högström, pers.com, 2020), the Sustainability Group is open for and encourages input from 
employees – either through the Greenlight platform or when employees reach out directly. 
Over time, the group collaborates with different internal and external stakeholders to bring in 
expertise when needed – thus remaining fairly flexible with regard to who becomes part of the 
group (ibid.).  

5.2.2 Communication 

The climate-related actions are mentioned in the sustainability report, in the financial report 
and on the official Netlight home page. Netlight communicates the ambition to be a role-
model in several areas of sustainability on a few different platforms externally, making social 
and environmental sustainability part of the employer brand. Social media (Instagram, 
Facebook) and LinkedIn are frequently used by the company and many employees share 
events and the everyday life of ‘a Netlight consultant’ (LinkedIn Netlight, 2020). Out of this 
content, the posts overwhelmingly focus on gender equality and diversity at Netlight, but 
environmental sustainability occasionally gets its share in the spotlight. One example of 
external stakeholder communication is Netlight’s media response in Dagens Nyheter in 2018 

 
 
15 Based on the estimated carbon footprint of an average European person per year. 



50 
 

to university students in Sweden demanding that companies take proper climate 
responsibility16.  

Overall, there is a wide spread of different sustainability initiatives going on simultaneously at 
Netlight, which also creates a lot of information that is available regarding the Climate First 
umbrella. Whether it is environmental communication or general info, the most important 
communication channels for a company this size are the Netlight intranet, Slack and email, in 
addition to policies that are communicated through these channels and in weekly newsletters. 
Netlight employee David (Bergvik, pers.com, 2020) points out that the intranet is the most 
common go-to for more formal things about Netlight (such as policies and the sustainability 
report), and Slack works as a great way to engage with co-workers in a more direct and 
collaborative way.  

Environmental initiatives, like the Greenlight community, exist both on Slack and as a 
network of voluntary organized climate meetups, where the international Greenlight group 
functions more like a general knowledge-sharing platform (Sundström, pers.com, 2020). The 
local Greenlight groups however, like Greenlight Stockholm, work actively to drive events 
and pro-environmental initiatives tied locally to the Swedish Netlight office. In 2020, the 
group set out to define its purpose and strategic direction (to make green noise, to inform and 
spread awareness of climate issues) with support from GoClimate advisors. In 2020, the 
group hosted a series of outdoor Clean Up events during the pandemic, as a co-created effort 
to spread awareness about environmental issues and create at safe way for Netlight employees 
to meet. The idea was to participate in hiking, biking or running activities in different 
neighborhoods around Stockholm, while making a positive impact for the environment. One 
event was focused on ‘plogging’ which basically means going for a jog and simultaneously 
picking up trash from the ground. Since the start of the Covid-19 pandemic, social 
sustainability has become more of a priority in the sense that people experience stress and 
anxiety at an increased rate – the events was a collaboration between different groups of 
Netlighters to get a wellness boost and do something good at the same time (ibid.). An 
overview of the climate responses at Netlight is depicted in the Table 9, with a brief 
description of related communication channels. 

Table 9. Climate-related corporate responses and the communication channels used 

 
 
16 Netlight’s response: ”Att ignorera tillväxtens baksidor är helt förödande” (Lundén and Ringertz, 2018) to Studentmanifest 
för ekologiskt uppvaknande: ”Vi kräver klimatansvar av våra framtida arbetsgivare” (Initiativtagare svenska 
Studentmanifestet, 2018) 

Response to climate change        Communication channels to employees 

Voluntary carbon offsetting  

• “Certificate of Climate Action” 
• Weekly company meetings 
• Intranet with practical information 
• Slack channels 
• Occasional emails & weekly newsletters 

Environmental work groups 
(“Greenlight Stockholm”) 

• Dedicated Slack channel 
• Regular team meetings 
• Events for employee engagement 

Vegetarian food at meetings, 
events and conferences  

• In the event sign-up, special requests for meat must be made specifically 
• Mainly vegetarian lunch boxes in office fridge 

Reducing and recycling food 
waste and plastic (etc.) 

•  Recycling stations at the office 
• Communicating Fix First  

Climate First strategy 
• Sustainability report 
• Environmental policy  
• Annual financial report 
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As seen in the Table 9 on the previous page, environmental responses and various 
communication channels are summarized to give an idea of the different communicated 
climate initiatives that is ongoing simultaneously in the organization. Primarily, Climate First 
can be seen as a collection of initiatives on the journey to make Netlight climate-neutral, 
where carbon offsetting of emissions is one indirect action on the path to zero emissions. The 
internal climate initiatives that help reduce emissions directly from Netlight’s footprint are 
Train First, Veggie First and Fix First. These initiatives are communicated in the 
environmental policy and the sustainability report, but also through social media that reaches 
employees and through internal channels. In the 2020 environmental policy, it says “Netlight 
is about the people. Therefore, we offset for the estimated personal carbon footprint 11 tons of 
CO2 per Netlighter annually, as part of our employee value proposition.” (Netlight Consulting, 
2020b). To inspire employees to continue to make smart climate choices and create a sense of 
pride, all new employees receive a “Certificate of Climate Action” (signed by Netlight and 
GoClimate) as part of their welcome package when hired (Högström, pers.com, 2020). This 
certificate can be found in Appendix III. 
 
Since Netlight is largely a self-autonomous network organization, the EDGE platform can be 
seen as a communication umbrella where a large part of all climate communication flows to 
and between employees (Bergvik, pers.com, 2020). The Greenlight group on Slack is one 
example, and events, meetings (digital or face-to-face) or training sessions are other examples 
(Högström, pers.com, 2020). One of the most subtle yet effective pre-pandemic meeting spots 
were simply the coffee machine. That meeting spot has, however, changed quite drastically 
during 2020 opening up for virtual coffees instead. 
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6 Analysis 
 
This chapter analyzes the empirical data from the previous Chapter by applying theories and 
the conceptual framework presented in Chapter 3. First, the analysis focus on stakeholder 
communication as defined by Maignan and Ferrell's (2004) integrative CSR framework, 
complemented by involvement strategies from Morsing and Schultz (2006) to describe more 
explicit organizational and communication practices. After this, the analysis focus on 
employees as sustainability ambassadors for a wider role-model ambition in corporate 
climate work, by taking an ‘inside-out approach’ when explaining effective environmental 
communication practices. 
 
6.1 A stakeholder approach to voluntary climate actions 
 
The empirical chapter presented an overview of the sustainability work that takes place in 
Netlight and Mentimeter. It included an overview of environmental sustainability actions, in 
addition to a brief summary of the social sustainability initiatives (like D&I). While the main 
focus for this study was on climate-focused practices, various types of sustainability 
initiatives were presented in an attempt to provide ‘the full range’ in order to assess the 
stakeholder orientation of these organizations and derive themes linked to the research 
questions. The stakeholder approach is analyzed in this section with regard to organizational 
norms, environmental orientation and CSR communication around climate initiatives as a 
response to stakeholder concerns. This is done to explain some of the more explicit 
communication practices that enable development of a corporate climate agenda. 
 
As presented in the literature review and theoretical chapter, CSR communication is an 
important tool when trying to achieve a positive change, towards any aspect of sustainable 
development (Maignan and Ferrell, 2004; Morsing and Schultz, 2006). Research even go so 
far as to argue that communication has a larger impact on reputation, financial performance 
(and the ability to become a societal role-model) than previously thought (Schultz et al., 
2013). Communication dynamics in networked societies of today, with speedy social media 
and global reach, provides complexity (but also opportunity) for engaging with stakeholders 
and can build legitimacy around CSR issues over time (Maignan and Ferrell, 2004). 
Identifying and prioritizing what CSR issues and which key stakeholders to engage with are 
other important decisions for companies to constantly re-evaluate (Porter and Kramer, 2006; 
Roberts, 2003). 
 
In this case study, Mentimeter and Netlight are different in size, tenure and organizational 
structure, while both companies view social and environmental responsibility as important 
elements of their current and future progress. The evolution of CSR focus in these 
organizations have interestingly started with the one thing that is closest at heart – people. 
Seemingly on the contrary at first sight, both firms operate in a sector where technology 
makes up much of the core business; for Mentimeter as a product-first company with 
Software as a Service; and for Netlight as an IT consultancy in the forefront of digitalization. 
However, despite tech as a key driver for continued existence, the theoretical concept of an S-
D logic facilitates the idea of knowledge-intensive organizations creating value through a 
network of people – both externally with client interaction and internally in the workforce 
(Vargo and Lusch, 2007, 2004). Building on the stakeholder concepts from Maignan and 
Ferrell (2004) and Morsing and Schultz (2006), there are strong indications that the case 
companies see employees as a key stakeholder in core organizational processes, but also in 
the way that sustainability work is structured. Organizational norms that were collectively 
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reflected in the interviews with all participants indicated two company cultures where 
employee participation is perceived as a valuable resource and where engagement in 
initiatives is encouraged. Employee involvement is also expressed as an essential part of 
progressing the company businesses over time – and is seen as a foundation for all 
sustainability work (Högström, pers.com, 2020; Warström, pers.com, 2020). 
 
In the timeline of the case companies’ corporate sustainable development, it seems that social 
sustainability initiatives initially laid the groundwork for an evolving organizational 
engagement that now also include environmental initiatives (ibid.). Based on the S-D logic 
(Vargo and Lusch, 2007) again, this evolution of stakeholder orientation may be explained by 
the employee-focused culture and knowledge-intensive business landscape where Mentimeter 
and Netlight operate (Maignan and Ferrell, 2004). Social sustainability (diversity and equality 
focus) was the first CSR initiatives to get more significant organizational resources (ibid.), 
although carbon offsetting actions entered the CSR agenda soon after. These social impact 
initiatives were likely prioritized since they created more instant shared value for stakeholders 
both within and beyond the organizational boundaries (Porter and Kramer, 2006), for example 
by being more relevant to employees’ direct work setting as Morsing et al. suggests (2008). 
Similarly, shared value from climate initiatives is likely what is happening now on the 
environmental sustainability side. To provide an example for the analysis, both Mentimeter 
and Netlight clearly expressed an early ambition to become role-models in their sector – 
specifically around diversity, inclusion and equality practices. Today, this pioneering stance is 
also realized in the companies’ climate agenda, even if Netlight and Mentimeter differ 
somewhat in their formal and informal communication approaches (Maignan and Ferrell, 
2004; Nielsen and Thomsen, 2009). While the role-model ambition primarily is expressed in 
the interviews as a wish to ‘do the right thing’, other positive outcomes have emerged as 
effects of being first. Stronger stakeholder identification and commitment come from building 
an attractive employer brand for both employees and potential recruits, in addition to 
extensive business growth (Maignan and Ferrell, 2004; McElhaney, 2008; Porter and Kramer, 
2011). 
 
As outlined in the empirical chapter, the environmental side of Netlight’s and Mentimeter’s 
sustainability work has gained more attention in recent years – although at different timelines 
and scales. Climate actions have been worked into the business agenda to a larger extent than 
before and they are recognized by management (Warström, pers.com, 2020; Högström, 
pers.com, 2020). This is an important success factor according to Morsing and Schultz 
(2006). However, it should be noted that environmentally friendly actions have most likely 
always existed in some form on an individual level in the case companies (like composting 
and recycling efforts). Practical initiatives like these may be a contributing factor to overall 
employee engagement, if the communication is concrete with practical encouragement (Uusi‐
Rauva and Nurkka, 2010). Employees’ pro-environmental behaviors and communicated 
preferences may over time collectively add to the organizations’ stakeholder orientation, 
which aligns with the integrative CSR marketing framework from Maignan and Ferrell 
(2004). Empirical findings indicate that the companies in the study have been influenced by 
employees but also by third-party stakeholders (e.g., GoClimate). Likely, external groups 
have pushed for an expansion of the stakeholder orientation to go beyond more work-related 
aspects like D&I – to adopt an agenda where the environment is clearly seen as a stakeholder. 
Additionally, small initiatives and a culture of employee engagement have influenced 
organizational norms – which in turn have amplified a focus on making climate impact. This 
is expressed as more resources (e.g., time and money) being invested in interest-driven 
environmental initiatives over the years, in addition to continuous environmental 
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communication as part of a more responsive stakeholder strategy (Morsing and Schultz, 
2006). As research have suggested in the conceptual framework, credibility can be gained by 
responding to information needs of stakeholders and involving them in a two-way CSR 
dialogue as far as possible. This is true for both external and internal stakeholders (Morsing et 
al., 2008; Morsing and Schultz, 2006). The stakeholder involvement approaches found in this 
study further confirms the theoretic model by Morsing and Schultz (2006), based on the 
empirical data found in content analysis of documents as well as interviews with those 
employees volunteering in environmental groups (Stevens, pers.com, 2020; Sundström, 
pers.com, 2020; Bergvik, pers.com, 2020). The interviewees expressed that it was easy to find 
information and to talk to people that are formal drivers of the sustainability work. 
Transparency was a keyword that characterized both communication and employee 
participation at both Mentimeter and Netlight. 
 
In retrospective, the intelligence generation (i.e., information generation about key 
stakeholders by an organization), and the stakeholder priorities (like those of employees) 
have evidently become increasingly environmentally focused. Interestingly, this has happened 
in parallel to the public addressing the global climate as a stakeholder at an increased rate 
compared to before (Uusi‐Rauva and Nurkka, 2010). The Paris Agreement, media and 
younger generations have arguably put environmental actions higher up on the agenda in 
Sweden – e.g., Initiativtagare svenska Studentmanifestet (2018) in Dagens Nyheter. Meeting 
expectations from these stakeholder communities regarding climate impact measures are 
arguably becoming more of a baseline for Scandinavian companies in order to stay attractive 
as employers in a competitive, knowledge-intensive sector, which makes communicating 
about it all the more important in order to create awareness (Maignan and Ferrell, 2004; 
Morsing et al., 2008). As an example of information dissemination (i.e., the spread of 
information) and responsiveness, Netlight started to measure sustainability back in 2013 and 
began to carbon offset flight emissions in 2017 while integrating internal practices step-by-
step through Climate First initiatives (i.e., Veggie First, Train First, Fix First). According to 
Agnes Högström, sustainability project manager at Netlight, these initiatives started as highly 
informal, small pilot projects and gradually scaled up to the become the formal, public 
policies that they are today, through formal announcements mixed with informal interactions 
between employees (word-of-mouth) (Högström, pers.com, 2020). 
 
The responsiveness and information dissemination were also true for Mentimeter when 
initiating their environmental work group in 2018 (Hell no CO2) to address the total climate 
footprint and set up a program for carbon offsetting as a time-boxed project. “The initial plan 
was to look at our overall environmental impact – so carbon offsetting was one of them, but 
we were also looking at things like the products that we consume within the company around 
the office and our waste.” (Stevens, pers.com, 2020). While the environmentally focused 
project at Mentimeter had an end date that same year, the project was re-evaluated since there 
was a strong interest among employees to continue to develop the overall environmental 
agenda, supported by the founders and managers from different teams around the organization 
as highlighted by Morsing and Schultz (2006). This new, interest-driven environmental group 
approached the work as; “What can Mentimeter do to have some sort of positive impact and 
hopefully be a role-model for other companies?” – a motto that is also evident in diversity 
practices (Stevens, pers.com, 2020).  
 
CSR has become increasingly present in the company culture and continue to emerge as the 
startup grows. At this point in time, the communication around sustainability practices is 
primarily focused inwards, with a strong ambition to engage employees internally according 
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to Mentimeter’s CEO Johnny (Warström, pers.com, 2020). Building on this, studies confirm 
these empirical findings that employees are a central stakeholder in Mentimeter’s CSR 
communication (Maignan and Ferrell, 2004; Morsing et al., 2008). This observation also 
aligns with findings from (Nielsen and Thomsen, 2009), recognizing that SMEs tend to put a 
strong emphasis on internal culture and prefer an inside-out approach in corporate 
communication practices. At Mentimeter, a relatively small amount of the external 
communication has so far been deliberately about CSR (Warström, pers.com, 2020), which 
aligns with what research recognizes as a preference for ‘locality’ (e.g., supporting other 
startups like Nordic DAC Group) and choosing personal interactions over official corporate 
communication (Nielsen and Thomsen, 2009). However, research about SMEs also suggests 
that CSR tend not to be an intentional issue, which is interestingly not the case here in this 
study. On the contrary, Mentimeter has actively and intentionally decided to work with 
environmental sustainability and social sustainability in their organizational processes. This 
might be influenced by the high growth that the company has experienced in the past years, 
which sparked a re-launch of the Mentimeter brand where “culture was a huge driver” – 
indicating that while being a product-first company, they will increasingly become a culture-
driven company in the future. (Stevens, pers.com, 2020). 
 
Overall, different responsible climate practices have been ongoing for a several years at both 
Netlight and Mentimeter. At Netlight, the climate-related communication has become more 
distinct over time, according to Agnes when describing the work of the Sustainability Group 
and evolution of the Climate First policy (Högström, pers.com, 2020). This was further 
confirmed by other Netlight employees (Sundström, pers.com, Bergvik, pers.com, 2020) who 
expressed ‘continuous CSR communication’ as a distinct part of Netlight. Content analysis of 
documents and interviews identified direct climate-related communication towards employees 
internally (e.g., through Slack, emails, events, and a Certificate of Climate Action). Examples 
externally in Netlight’s public communication was e.g., launching a first sustainability report 
in 2019; becoming ISO140001 in 2020; and publishing a newspaper response to 
Studentmanifestet in 2018 in an effort encourage other companies to join the climate journey 
by setting transparent and science-based climate targets (Thaker, 2019).  
 
This development towards a more salient climate communication strategy is likely connected 
to the size and tenure of the organization – 20+ years in the consultancy business suggest 
there has been an evolutionary shift towards more formal and strategic CSR communication 
(although this is hard to determine through a few short interviews) (Nielsen and Thomsen, 
2009). A sizeable workforce and a growing network of stakeholder communities that needs to 
be addressed also increases the need to meet public expectations (Maignan and Ferrell, 2004). 
Building on the involvement strategies by Morsing and Schultz (2006), the scale of 
communicating climate actions to stakeholders can bring about a number of benefits when 
moving from a one-way communication towards a more mutual and dialogue-based 
discussion. Proactive, continuous collaboration with stakeholders is (as previously mentioned) 
highlighted as very valuable for building credibility in CSR communication (ibid.), where 
third-party stakeholders can support endorsement of ‘the climate journey’ externally. Here, 
one example was found in the sustainability report. 
 
Other examples are found in procurement practices, where both Netlight and Mentimeter 
strive to incorporate CSR priorities wherever possible. By clearly communicating 
environmental values (and expectations) towards suppliers, the organizations have created a 
demand for green electricity, vegetarian food (including a full-time chef specialized in 
vegetarian food at Mentimeter) and generally more climate smart offices (Warström, 
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pers.com, 2020; Högström, pers.com, 2020). Some external partners have even upgraded their 
services to provide climate footprint information after requests from Netlight and GoClimate, 
like the expense reporting app Skovik that upgraded their features. “Since this is where a lot 
of our food and travel are reported, Skovik have now launched a CO2 calculator in their app” 
says Agnes about their climate measurement, “…so now we have something that simplifies 
our work and that actually comes from our supplier” (Högström, pers.com, 2020). Again, 
when informing, responding to or involving stakeholders, different possibilities open up and 
enable step-by-step transformation – not only internally but upstream and downstream in the 
value-chain (Morsing and Schultz, 2006; Porter and Kramer, 2011; Roberts, 2003). These 
findings similarly confirm what research suggests about moving from a singular, one-way 
‘stakeholder information strategy’ towards some kind of more mutual, responsive CSR 
communication approach. That is, to avoid a challenging ‘self-promoter’s paradox’ as a 
company (where attempts to increase legitimacy actually does the opposite), there are a 
number of enabling factors which positively drives stakeholder engagement (Morsing and 
Schultz, 2006). As seen in the empirical findings, subtle yet informative communication and 
third-party collaboration – like Mentimeter with Nordic DAC Group, are one example to 
advance external climate initiatives and inspire others in the industry through communication 
and cooperation (Warström, pers.com, 2020; Warström, 2020). 
 
On a broader level, Netlight’s and Mentimeter’s external communication practices naturally 
differs for a number of reasons, and there is no intention to make specific comparisons in 
between but rather to find patterns to explain stakeholder communication practices and 
corporate climate actions from an employee perspective on a broader level. When analyzing 
the empirical results from Netlight and Mentimeter, a number of common themes emerged 
from the data, regarding CSR initiatives and the communication channels that the companies 
used most frequently to drive their environmental agenda forward. 
 
The stakeholder orientation in both organizations underlines employees as a salient 
stakeholder group both in general and in particular; at the center of everyday ‘business value-
creation’, as well as in corporate sustainability initiatives. It was evident from all interviews 
that the climate-related work is seen as an interest-driven process in the sense that employees 
must be onboard and motivated for the overall sustainability work to succeed. These findings 
back the conceptual framework and CSR concepts suggesting that stakeholder support is key 
for long-term success of climate initiatives and CSR communication (Morsing et al., 2008; 
Morsing and Schultz, 2006). This was true for both interview participants in a managing 
position as well as for the employees who were voluntarily involved in the pro-environmental 
initiatives. 
 
Formal and informal communication channels, regular work group meetings and workshops 
are empirical examples that drive employee engagement from the bottom-up according to 
research (Uusi‐Rauva and Nurkka, 2010). These examples are a likely influence on 
organizational norms in the long-term, adding to a greener company culture in a reinforcing 
cycle of stakeholder identification (Maignan and Ferrell, 2004; Papadas et al., 2019). The 
table on the following page presents the themes identified in the analysis, where concepts 
from Maignan and Ferrell (2004) serve as a theoretical structure. Developed into a generic 
table from data patterns found in the empirical chapter; responsiveness, information 
generation and flows are summarized in Table 10 to give an overview of corporate climate 
initiatives and dynamics for stakeholder involvement in these. 
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Table 10. Climate responsiveness themes at Netlight and Mentimeter with examples of 
stakeholder intelligence generation and dissemination practices. Based on Maignan and 
Ferrell (2004). 
 

Responsiveness        Intelligence generation and dissemination 

Setting out a distinct ‘climate 
direction’ 

• Whether a formal sustainability strategy (Netlight) or an informal way of 
working (Mentimeter), the variety of environmental initiatives are parts 
of a larger narrative that is communicated to employees 

• Storytelling ‘by the coffee machine’ (pre-Covid-19) 
• Horizontal and vertical communication internally 

Carbon offsetting program to 
ensure climate neutrality as a 
company 

• Certificate of Climate Action to engage employees (Netlight) 
• Intranet with contact details to responsible person 
• Slack channels to share knowledge and inspiration 
• Emails with corporate climate information 
• Weekly newsletters with success stories or weekly company meetings 

Environmental groups 
(Greenlight Stockholm and Hell 
no CO2) 

• Dedicated Slack channels 
• Interest-driven group with voluntary employee engagement 
• Regular team meetings, formal and informal  
• Monthly check-ins (pre-Covid-19) 
• Workshops to align strategic direction to create larger impact 
• On a mission to make ‘green noise’, to inform and create awareness 

Climate-smart travels • Choosing train over flights 
• Digital meetings instead of in-person  

Vegetarian food  
• Vegetarian-specialized chef 5 days a week (Mentimeter) 
• Informal awareness spread through events and lunch meetings with 

clients, potential recruits, co-workers 
Reduce, reuse, recycle food 
waste and plastic, as well as 
computers and furniture (etc.) 

• Nudging effects in the office kitchen gets more employees involved 
• Compost bins and easy-to-use recycling bins becomes a topic of 

discussion with creative solutions made by employees 

Role-model ambition in climate 
issues  

• Communicated externally through the company webpage / blog 
• Indirect spread through external stakeholder partners in climate work 

(GoClimate and Nordic DAC Group) 
 
As seen in Table 10, the analysis of empirical data revealed a number of themes identified in 
the case companies. According to literature, these themes help explain how communication of 
corporate climate initiatives are expressed from a stakeholder perspective and ranges from 
local, internal practices to company-wide efforts. Findings indicate that while having a more 
distinct (or even strategic) climate orientation (Papadas et al., 2019), many smaller actions are 
also important pieces in the larger sustainability narrative work (as confirmed by interviews 
and theory), contributing to employee engagement, competitive advantages and an inside-out 
approach that extends beyond the immediate organization (Schultz et al., 2013; Uusi‐Rauva 
and Nurkka, 2010).  
 
6.2 CSR communication from the inside-out 
 
Shifting focus in the analysis, this section identifies internal factors that enable employee 
engagement in corporate climate initiatives. Several studies presented in the theoretical 
framework within organizational, marketing and CSR communication studies have indicated 
a significant link between employee commitment and successful sustainability work. Whether 
the studies were specific to environmental issues or focused on CSR at a more general 
conceptual level, the findings should be transferable to climate initiatives as defined in this 
research case study. Common for the studies was the theoretical concept of an inside-out 
approach with CSR communication as a useful tool to reach and involve organizational 
members in a credible way – to develop a long-term environmental strategy (Morsing et al., 
2008; Uusi‐Rauva and Nurkka, 2010; Keszey, 2020). As research have pointed out, making 
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sure employees are onboard all the way can be seen as the unison approach when developing 
corporate sustainability. 
 
Building on another set of common themes that emerged from data collection, parallels with 
literature could be drawn – similar to the previous section. Firstly, all interview participants 
emphasized how employee involvement was an important part of the business, which was 
further supported through the content analysis in documents (e.g., corporate websites and 
blogs, social media, sustainability report and annual financial reports). Moreover, part of the 
‘interest-driven culture’ that are prevalent within both Mentimeter and Netlight, one finding 
was particularly interesting, which was related to the focus of feedback norms along with a 
substantial focus of nurturing an open, transparent culture with fair and inclusive practices. 
Creating a ‘safe workspace’ for all was seen as a cornerstone in Mentimeter, as a pre-requisite 
to encourage employee-driven innovation and idea generation in climate-related initiatives 
(Warström, pers.com, 2020). Based on findings from Uusi‐Rauva and Nurkka (2010) and 
(Papadas et al., 2019), Mentimeter makes a good example of how organizational values can 
play an important part in facilitating bottom-up creativity. By encouraging employees to 
speak up and participate in strategic conversations (Warström, pers.com, 2020), feedback and 
new suggestions are considered a positive way to develop the company. Having feedback-
friendly norms lowers the bar to integrate environmental practices over time (Uusi‐Rauva and 
Nurkka, 2010) and collectively encourages a more strategic environmental orientation at the 
company (Keszey, 2020). Furthermore, Papadas et al. (2019) highlight the role of supportive 
line managers as an enabling factor for employee-driven eco-innovation. By involving team 
leaders from Mentimeter’s various functions (e.g., Marketing, Product, Support) it likely 
sends a signal that management is onboard. 
 
The theme of having a feedback-based culture was also present at Netlight, where knowledge-
sharing was considered a significant part of daily activities and value-creation (Bergvik, 
pers.com, 2020). One perspective mentioned in the literature was the suggestion to provide 
action-oriented messages as a way to increase employee participation in environmental 
activities (Uusi‐Rauva and Nurkka, 2010), for example, recycling stations as a fun and 
nudging effort (Stevens, pers.com, 2020). Integrating smart, green everyday solutions like this 
may increase employee commitment and start a conversation – leading to further 
environmental development, as in the case on Mentimeter. Additionally, making green noise 
to inform and spread awareness around climate issues was another noteworthy approach 
embraced by the environmental work group Greenlight Stockholm at Netlight (Sundström, 
pers.com, 2020). With hands-on Clean Up events to connect like-minded employees and 
nudge a pro-environmental lifestyle, these examples from the case companies support 
previous research on effective environmental communication (Uusi‐Rauva and Nurkka, 
2010). 
 
Interestingly, the journey to successfully expand employee engagement from everyday actions 
to a place where the workforce supports a company-wide climate agenda has been considered 
a tougher challenge according to research (Morsing and Schultz, 2006; Uusi‐Rauva and 
Nurkka, 2010). Linking a distant climate strategy program to employees’ daily actions 
(increasing the environmental orientation) does expectedly take more resources collectively 
(Papadas et al., 2019) than a singular environmental action like greener electricity contracts. 
Empirical data indicate that creating a sense of ownership could be one step on the path to 
broader climate initiatives. Again, concrete and straightforward messages that connect fluffier 
climate actions to practical efforts might be a useful approach, even for corporate climate 
initiatives. An example is the voluntary carbon offsetting initiative that Netlight exercise 
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through the GoClimate partnership. In addition to communicating about the initiative through 
various channels (events, newsletters, email, slack) and the sustainability report, employees 
also receive personal (lifestyle) climate compensation as a yearly present, subtly packaged 
with offsetting information. Building on Brammer et al. (2007), research findings have 
suggested that external CSR may have a positive effect on employee commitment. The idea 
with compensating for the personal footprint of employees is to inspire individuals to 
decrease their own environmental footprint. Here, Netlight leads by example by proactively 
offsetting the total footprint of an average employee in Europe (11 tons CO2) (McElhaney, 
2008). Interestingly, carbon offsetting was the first climate action that one of the employees 
pinpointed in the interviews when asked about the sustainability work. The way Netlight 
communicates the carbon offsetting directly to employees is through the Certificate of 
Climate Action that Netlighters receives when newly hired. This poster is encouraged to be 
put up by the desk or elsewhere, to create a sense of pride and spread the message (Högström, 
pers.com, 2020). See Appendix III for examples of climate communication from both 
Netlight and Mentimeter. 
 
Continuous awareness spreading (Morsing and Schultz, 2006) and targeting of different 
employee groups (Uusi‐Rauva and Nurkka, 2010) are great ways to reach out with CSR 
communication, of which the participating companies are excellent examples of engaging 
employees on different horizontal and vertical levels (Maignan and Ferrell, 2004). Netlight 
employees Camilla (Sundström, pers.com, 2020) and David (Bergvik, pers.com, 2020) both 
emphasized the importance of continuous communication through many different channels, to 
facilitate an organic movement (literally and figuratively) in an effort to involve employees 
bottom-up. However, it is a quite an unreasonable challenge to reach every employee and 
engage every single person, especially since it is important to acknowledge that people are 
different and have different preferences and interests when it comes to sustainability (Costas 
and Kärreman, 2013; Craig and Allen, 2013). “Everyone is different. I believe the optimal 
way is to find various ways to communicate – both spreading information in the form of mail, 
or a webpage or slack channels, but also in the form of events to meet people and discuss 
[environmental issues] as well as talking about it as often as possible. If you are interested, 
find others that are interested too.” (Sundström, pers.com, 2020). Furthermore, by initializing 
an ongoing organizational conversation based on interest, curiosity and knowledge-sharing, it 
becomes “top of mind” (Bergvik, pers.com, 2020). 
 
All in all, the emergence of employee involvement and commitment in climate 
communication are notable factors to count on when companies wish to become 
environmental role-models in society. By gaining support and trust of organizational members 
it is possible to build a credible sustainability work from the inside-out, beginning with the 
most immediate CSR issues, continuing locally, then nationally to the broader industry 
(Morsing et al., 2008). CSR management theory from the conceptual framework suggests that 
formal sustainability representatives can facilitate better environmental practices and 
encourage more feedback-based improvement internally (Uusi‐Rauva and Nurkka, 2010). 
However, environmental representatives did not formally exist in the case companies. On the 
contrary, both Mentimeter and Netlight expressed the importance of decentralized 
sustainability ownership among all employees. Instead of formally appointing a single 
manager to drive the CSR agenda, both companies have (in their own unique ways) made an 
active choice to make corporate sustainability projects available to join for basically anyone 
interested in making an impact in climate issues – it comes down to the employees finding 
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their way there. With regard to the feedback-based norms, flat organizational structures17 of 
both companies and strongly interest-driven cultures, the companies in this study make up an 
interesting case in contrast to the theoretical findings on formal representatives. Empirical 
evidence suggests that having informal sustainability ambassadors may be a strong enabling 
factor for organic, credible organizational sustainability work (similarly to formal 
representatives). This empirical finding can likely be explained by the distinct employee-
focused organizational norms identified in Netlight and Mentimeter, which have developed 
over time (Maignan and Ferrell, 2004). Building on the inside-out approach by Morsing et al. 
(2008), expanded by Uusi‐Rauva and Nurkka (2010), the empirical data further suggest that 
employees as sustainability ambassadors are a steppingstone to becoming a business role-
model in the wider society. Worth mentioning is also that it is not the companies themselves 
that are role-models, but rather, the representation and communication of all employees will 
collectively contribute to a sustainable direction beyond the organizational boundaries. 
  

 
 
17 As a start-up and a network organization respectively. 
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7 Discussion 
 
This study addresses enabling factors for environmental engagement and voluntary climate initiatives 
in the internal organizational CSR landscape of two case companies. The research questions serve as 
a structure for discussing findings from the analysis in relation to other studies and societal events, 
along with providing practical implications for the study. By using an inside-out approach to CSR 
communication, employees are identified as important stakeholders for successful company-wide 
sustainability work. 
 
• How are voluntary climate initiatives communicated to employees? 
• In what ways does environmental communication enable employee involvement in company-wide 

sustainability work? 
 
7.1 Succeeding with climate communication 
 
On a broader level, there seems to be a missing piece for the business community to recognize 
the need for more extensive climate practices (Thaker, 2019). Nevertheless, this study has 
shed light on two case companies that approach climate change complexity with a dedicated 
mind-set to drive positive change in the wider industry (McElhaney, 2008). Research have 
suggested that CSR should start with internal practices and communication to employees in 
order to create commitment and involvement from the inside-out (Morsing et al., 2008). As 
seen in the analysis, a wide range of communication channels could be observed, where the 
larger network organization was more active on external platforms and the start-up was 
primarily focusing on internal channels. This could likely be explained by the difference in 
size of the companies, where the consultancy (Netlight) had several international offices and 
often engage with clients and employees through events. 
A challenge that research highlighted regarding CSR communication was the tricky task of 
addressing many CSR issues simultaneously, while meeting the expectations of different 
stakeholders (Schultz et al., 2013). Research recognized barriers in the potential reputational 
risk of communicating CSR, as there are uncertainties of how to communicate, meaning, to 
what extent and with whom (Gruber et al., 2017). Long value chains and highly 
interconnected stakeholders in todays networked society are increasing this complexity 
(Porter and Kramer, 2006; Roberts, 2003). Usually companies have limited resources (time, 
money and people), which may prone organizations to focus on a few key stakeholders in 
their communication. This was true for both case companies, which contrasts the idea of 
quantity before quality (i.e., communicating everything to everyone might not be the best way 
forward) (Morsing and Schultz, 2006). Instead, focusing on employee-focused 
communication and ‘expert stakeholders’ (like third-party carbon offsetting partners 
externally) seemed to be a suitable strategy (ibid.). Evidently, informing and involving these 
stakeholders is an example of CSR communication in this case study that enhances the 
environmental orientation (e.g., green values and climate initiatives). As suggested by Keszey 
(2020), environmental orientation may result in several benefits related to performance as 
well as to sustainability, which is further supported by (Maignan and Ferrell, 2004) in the 
analysis where green organizational norms and stakeholder identification are important 
alongside CSR communication. 

Contributing to environmental initiatives may resonate well with stakeholders, but as research 
has suggested, it is important to adapt communication to different stakeholder groups 
(Maignan and Ferrell, 2004; Morsing and Schultz, 2006). What emerged in the analysis was 
the diversity and frequency of climate-related communication going on in the organizational 
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CSR landscape. Several interview participants from both Mentimeter and Netlight highlighted 
the importance of adapting messages around climate initiatives to different groups of 
employees, since ‘everyone is different’. This indicates that using a wide range of 
communication platforms can be useful for spreading awareness around climate strategies, 
including personal communication – which empirical and theoretical findings suggest are 
preferred in SMEs (Nielsen and Thomsen, 2009). Furthermore, ensuring a continuous, 
naturally occurring communication between employees are likely a recipe for successful 
climate communication, as it builds credibility. However, the reality of the Covid-19 
pandemic has created a barrier for communicating face-to-face and forced both companies in 
the study to radically adapt their communication practices at the very core (which in the end 
was positively received by employees, apart from the isolation effect from social distancing). 

With a sudden global threat to the many years of prosperity of the IT sector, it was evident 
that the environmental agenda had to be put aside to prioritize other more business-critical 
tasks for survival (which was the case for both companies). Building on the shared-value 
concept from Porter and Kramer, 2011), this response underlines the importance of designing 
sustainability initiatives that are as close as possible to the core business in order to ensure a 
long-term focus on environmental issues that naturally continues through the hard times 
(similar to the social sustainability integrated in the companies). At the time of data 
collection, the interviewees from both Netlight and Mentimeter were planning next steps to 
kickstart climate work meetings again in the near future. 

Looking on the bright side, the Covid-19 pandemic seems to have brought about some 
positive changes, especially in terms of effective communication and employee collaboration. 
Organizational processes, digital resources and team communication was improved as a result 
of going remote at Netlight (Sundström, pers.com, 2020). Another effect described in the 
interviews during this time was how the companies in the study went from survival mode to 
actually finding themselves on the right side of the societal crisis. “First the focus was 
primarily on our financial growth – ‘are we making money?’ You know, ’hold on tight’! Then 
we noticed that we were on the good side of this ‘remote-work wave’, in the sense that we 
now grow even faster than we did before the pandemic” (Warström, pers.com, 2020). With 
the new social distancing reality, providing digital solutions to customers have so far turned 
out to be somewhat in demand even in recession times. What stands out in this story is the 
flexibility, which was emphasized by some of the interviewees as well; that all employees 
(and a whole company at that) could adapt to completely new practices over an incredibly 
short time (Stevens, pers.com, 2020). In the light of climate change, this swift adaptation to a 
global crisis suggests that staying within a carbon budget should be possible to pull off 
(Randers et al., 2019; Rockström et al., 2018). 

7.2 Employee engagement as part of a wider climate strategy 
According to recent studies, an inside-out approach may have the potential to create a ripple 
effect on stakeholder engagement in environmental actions beyond the boundaries of a 
business (Keszey, 2020; Papadas et al., 2019). Recent conceptual findings from the past ten 
years have suggested that having a strong environmental orientation with green(er) company 
values may have positive effects on sustainability initiatives, as well as strengthening 
financial and market performance (ibid.). With regard to the findings presented in the 
analysis; having a distinct climate direction reinforces this perspective. This is further 
supported by the fact that the study took place in an empirical setting with particularly strong 
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employee engagement, various types of internal climate initiatives as well as high growth for 
several years for the two case companies. 

Studies indicate that starting where you stand is a great way to get going when developing a 
climate agenda – for example through internal reduce-reuse-recycle initiatives (Uusi‐Rauva 
and Nurkka, 2010). Adopting straightforward green practices may be an engaging way to 
eventually scale up a sustainability agenda to extend beyond the internal CSR landscape of 
the company (McElhaney, 2008; Morsing et al., 2008), if communicated to key stakeholders. 
Voluntary climate initiatives (including emerging carbon offsetting technologies) are today 
necessary tools for companies with the aspiration to become completely climate-neutral, as in 
the case of Netlight and Mentimeter. The collection of climate initiatives described in this 
case study have presented a broad palette of internal and external environmental actions in 
which companies communicate and engage their employees, where carbon offsetting may act 
as an enabler for expanding the company-wide environmental work to more systematic levels. 
In an effort to answer the aim and research questions, some of the observed key elements in 
climate communication and stakeholder involvement is summarized in Table 11 below. 

Table 11. Strategic CSR approach. Adapted from Morsing and Schultz (2006, 326). 

Building on the findings in the analysis, Table 11 is structured with inspiration from Morsing 
and Schultz (2006) and may be seen as a roadmap when it comes to the practical implications 
for this study. A number of factors have been found in research to drive CSR engagement, 
both internally and externally (Maignan and Ferrell, 2004). CSR communication is one way 
to raise awareness and create “green noise” (Sundström, pers.com, 2020). Another is to 
provide clear, concrete messages on how to create a positive climate impact. Employee 
participation and training is yet another (Keszey, 2020), where informative climate and 
environmental work groups (like Greenlight and Hell no CO2) are important hotspots for eco-
innovation and collaboration (Uusi‐Rauva and Nurkka, 2010). What particularly stood out in 
the study was the green values in the companies (organizational norms), where feedback and 
bottom-up engagement was encouraged by every interviewee. Building on findings from the 
importance of mutual knowledge-sharing and an inviting work culture, these practices seem 
to be key antecedents for creating employee commitment and involvement – especially in 
interest-based climate initiatives. By gradually gaining the support from employees through 
climate initiatives, from the inside-out, it may be an enabling factor for a wider climate 
strategy for companies setting out to be role-models in their industries and society.

CSR communication 
approach in case study: The stakeholder response strategy  striving for involvement approach 

Communication ideal: Two-way asymmetric communication (mutual dialogue with employees to large extent, depends on 
corporate governance). 

Sense-making/-giving: Sense-making approach today.  Sense-giving aspiration. 

Stakeholders: 
Employees expect to be reassured that the company is ethical and socially responsible. 
Organizational norms co-construct corporate CSR efforts with employees – i.e., “what climate impact 
do we want to make?”. 

Stakeholder role: Employees and carbon offsetting partners respond, participate in and suggest corporate actions to 
some extent. 

Identification of  
CSR focus: 

Management co-creates CSR focus together with employees through continuous communication.  
Investigated in feedback (e.g., via polls, workshops, environmental work groups). 

Strategic  
communication 

Demonstrates to employees how the company integrates environmental concerns in climate-focused 
corporate CSR messages – make ‘green noise’ through Slack, face-to-face, online/offline events. 

Sustainability team 
and/or founders 

Identifies relevant stakeholders – employees and potential recruits are primary stakeholders. 
Builds relationships with selected green third-party partners (GoClimate, Nordic DAC Group). 

Third-party endorsement 
of CSR initiatives: 

Partly integrated in some corporate communication (third-party involvement recommended by 
research to build external credibility). 
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8 Conclusions 
 
This aim of this study was to explain how voluntary climate initiatives was communicated to 
employees, and the role of employees in strategic sustainability work. A theoretical framework 
based on concepts from CSR communication, stakeholder management and environmental 
orientation in organizations provided a context for the analysis. This final chapter outlines key 
findings related to the aim, limitations and suggestions for future research. 
 
When analyzing the empirical data from a theoretical perspective in this case study, the 
empirical findings revealed a large ambition to act as a role-model in sustainability issues – 
and to inspire others both inside and outside company boundaries. It is clear that CSR 
initiatives, like voluntary carbon offsetting, are tightly intertwined with other elements of 
organizations’ sustainability work. This study contributes to research by explaining the CSR 
landscape of communicated climate initiatives and internal stakeholder perspectives, in an 
attempt to expand on other black-box studies on organizations. Moreover, findings indicate a 
number of enabling factors for credible climate communication and employee involvement in 
environmental practices, which add depth to the theoretical concept of an inside-out approach 
and suggest that employees are a key part of co-creating value in sustainability (Morsing et 
al., 2008; Porter and Kramer, 2006; Uusi‐Rauva and Nurkka, 2010). 
 
This research project has also gained further insights regarding the impact of voluntary 
climate actions in company-wide environmental sustainability work. Voluntary carbon 
offsetting initiatives and internal corporate environmental practices served as the empirical 
context for this particular case study, while providing a more conceptual setting for green 
CSR initiatives in the analysis. Interestingly, key findings indicate that these voluntary carbon 
offsetting initiatives functioned as a launch platform for more distinct and focused climate 
work in the case companies. This suggests that externally focused CSR initiatives may have a 
notable impact on the development of internal sustainability work (Brammer et al., 2007) and 
be an enabling factor for kickstarting employee participation, when communicated clearly. 
 
8.1 Limitations and ethical reflection 
 
One limitation related to the data gathering in this case study can be found in the qualitative 
approach, where semi-structured interviews were combined with documents as secondary 
sources. Interview participants provided valuable information on CSR communication, 
employee engagement and climate initiatives in the empirical data collection from their 
unique viewpoints and roles in the companies. However, it should be noted that individual 
views on organizational practices may be perceived as socially constructed, which are further 
interpreted between the researcher and interviewees (Robson and McCartan, 2016). That is, 
the empirical data cannot by any means provide a fully exhaustive, empirical overview of the 
organizations’ climate work or communication practices (no matter how objective the 
information is). To balance this limitation, this case study aspired to explain formal structures 
by using written sources that were openly accessible or shared by the interviewees. 
Furthermore, this limitation was balanced by deliberately using the semi-structured interviews 
as contextual stories from key individuals around the organizational CSR landscape. More 
importantly, this further emphasizes that the case study findings cannot be generalized to a 
broader population, with regard to the research design and methodological limitations of this 
study (Yin, 2018). However, one aspect that adds research value and unique perspective is 
with regard to the chosen case context. It relates to both organizations having flat, internal 
structures with distinctly focused employee engagement practices (such as feedback-norms, 
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and an open culture with knowledge-sharing). This likely played an important part in shaping 
the sustainability initiatives in this case study. From a research ethics perspective, the case 
findings should therefore primarily be interpreted in the light of their empirical contexts, 
meaning that the results do not attempt to purposely evaluate any of the individual climate 
initiatives described, nor the case companies per se. Instead, the findings from this project 
seek to provide useful empirical insights in dynamics that may lead to increased climate 
leadership in businesses and eventually in society. 
 
8.2 Future research 
 
With regard to limitations of this case study, future research is encouraged to expand the on 
findings and to further advance the field of CSR communication (Crane and Glozer, 2016). 
Since awareness of CSR initiatives is a pre-requisite to facilitate engagement in 
environmental issues, one suggestion is to go deeper into exploring stakeholder perceptions 
and how climate communication ties into nudging pro-environmental behaviors internally. 
Alternatively, another recommendation is to study barriers and enablers for companies to 
more fully embrace a stakeholder involvement approach in CSR communication, as defined 
by Morsing and Schultz (2006). A third research area is the option to explore CSR 
information flows and effective communication platforms more systematically through 
modelling, for the purpose of understanding how knowledge-sharing and feedback influence 
employee involvement at a more structural level (see e.g., Keszey, 2020; Maignan and Ferrell, 
2004). Another final potential research gap is found in the method of this study, where future 
research is encouraged to complement the contextual findings by adding a quantitative 
element or a mixed method approach spanning over a longer period of time (Robson and 
McCartan, 2016). For example, an option is to evaluate voluntary climate initiatives in a 
cross-country survey, involving a larger number of employees and companies. 
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Appendix I: Literature review of employee-focused studies 
 
As an extension of the literature review described in Chapter 2 (Method), the table below 
provides an overview of key studies that have addressed employees as a stakeholder in 
various areas of the CSR field. The article title, author, key concepts and the research 
contribution is presented to give an idea of how employees can act as a valuable stakeholder 
and ‘ambassador’ for driving the sustainability agenda forward in companies. 
 

Article title Author 
(Year) 

Journal Key concepts Contribution 

Sustainability Information 
Sources: Employee 
Knowledge, Perceptions, 
and Learning 

Craig and 
Allen (2013) 

Journal of 
Communication 
Management 

Employee 
perceptions of 
sustainability, 
Information 
sources, 
Fortune 100 firm 
 

Awareness of initiatives 
relates to employees’ 
view that sustainability 
leads to organizational 
success. 

The Contribution of 
Corporate Social 
Responsibility to 
Organizational 
Commitment 

Brammer et 
al. (2007) 

International 
Journal of 
Human 
Resource 
Management 

Employee 
perceptions of CSR 
in a large financial 
services company  

External CSR is positively 
related to organizational 
commitment among 
employees. 

Effective Internal 
Environment-Related 
Communication: An 
Employee Perspective 

Uusi-Rauva 
and Nurkka 
(2010) 

Corporate 
Communications 

Internal CSR 
communication, 
Effective internal 
communication of 
environmental 
issues 

Employees can be 
important ambassadors 
for a company’s 
environmental 
strategies. Simple, 
practical messages are 
key for success. 

The ‘Catch 22’ of 
Communicating CSR: 
Findings from a Danish 
Study 

Morsing et 
al. (2008) 

Journal of 
Marketing 
Communications 

Inside-out 
communication 
approach, 
Employees key 
stakeholder 

Employee commitment 
internally is a CSR 
success factor both 
internally and externally, 
through an ‘inside-out’ 
approach. 

Conscience as Control – 
Managing Employees 
through CSR 

Costas and 
Kärreman 
(2013) 

Organization Internal 
organizational 
processes 
Management 
through CSR 
Consultancy firms 

Employees identifies 
differently with CSR as 
part of their ethical 
conscience and 
‘corporate self’. 
 

The Power of Meaningful 
Work: How Awareness of 
CSR Initiatives Fosters Task 
Significance and Positive 
Work Outcomes in Service 
Employees 

Raub and 
Blunschi 
(2014) 

Cornell 
Hospitality 
Quarterly 

Service-employees, 
Employee 
awareness,  
Job satisfaction, 
Attitudes and 
behaviors from CSR  

Employee awareness of 
CSR is positively related 
to job satisfaction, 
support and personal 
initiative, but negatively 
related to emotional 
exhaustion. 

Talking about CSR Matters: 
Employees’ Perception of 
and Reaction to their 
Company’s CSR 
Communication in Four 
Different CSR Domains 

Schaefer et 
al. (2020) 

International 
Journal of 
Advertising 

Social Identity 
Theory,  
Employee 
perception,  
CSR evaluation in 
ads 

Message credibility has a 
positive impact on 
employees. CSR 
evaluation influences job 
satisfaction, 
organizational pride, and 
word-of-mouth, 



 

ii 
 
 

Appendix II: Interview guides  
 
Interviews was conducted over Zoom, recorded and approved by participants. Every meeting 
started with an explanation of the purpose of the interview and information about GDPR, in 
addition to signing a GDPR form for Uppsala University prior to the session. Interviews were 
summarized with information about the next steps in the process i.e. transcript and validation. 
 
Managers with formal responsibility for climate initiatives and sustainability work 
Agnes Högström, First Impression Manager Netlight, Interview date 22 September 2020 
Johnny Warström, CEO Mentimeter, Interview 30 September 2020 
 
Employees with involvement in voluntary climate initiatives and environmental groups 
Jennifer Stevens, Support Manager Mentimeter, 7 October 2020 (Hell no CO2) 
Camilla Sundström, Sales Netlight, 9 October 2020 (Greenlight Stockholm) 
David Bergvik, Consultant Netlight, 16 October 2020 (Greenlight Slack group) 
 
 
Interview questions to all interview participants 
- What is your role and how long have you worked at [Netlight/Mentimeter]? 
- What are your responsibilities related to [Netlight’s/Mentimeter’s] sustainability work and 

the carbon offsetting projects specifically? 
- How did [Netlight’s/Mentimeter’s] climate work start? 
- Where can you learn more about how [Netlight/Mentimeter] works with climate issues 

such as carbon offsetting? 
- To what extent is the climate discussion integrated in everyday practices? 
- Are there any sustainability ambassadors (as in formal environmental representatives) that 

employees can turn to if they have questions or ideas? 
- What type of communication do you see as successful to engage co-workers in climate 

issues? 
- Would you describe the communication on these climate initiatives as a ’one-way’ or 

‘two-way’ communication? 
- Has the communication about climate issues changed over time in your opinion? 
- Is [Netlight/Mentimeter] communicating climate actions externally?  (Where?) 
- How would you describe the workplace culture? 
- What do you think are enabling factors for increasing climate awareness among 

employees? 
- How has Covid-19 affected [Netlight/Mentimeter] in terms of employee engagement and 

communication? 
- What do you see that employees can bring to the table, in terms of climate efforts, in the 

future sustainability work at the company? 
 
Additional interview questions for managers with responsibility for climate initiatives: 
- Who initiated the carbon offsetting initiative at your company?  
- Did you have a strategy or plan for how to communicate the climate initiative? 
- Do you have any examples of how employees are invited to participate in climate 

initiative(s)?  
- Where can employees turn to if they want to give feedback?  
- Why do you think employees at [Netlight/Mentimeter] engage in sustainability issues? 
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Additional interview questions for employees involved in voluntary climate initiatives: 
- What do you know about [Netlight’s/Mentimeter’s] climate work? 
- When/How did you hear about the carbon offsetting initiative at [Netlight/Mentimeter]? 
- Are you involved in any of [Netlight’s/Mentimeter’s] sustainability work and the carbon 

offsetting initiatives specifically? 
- In what way are you ‘encouraged’ by [Netlight/Mentimeter] to become involved in 

sustainability at work? 
- Do you see sustainability work as part of your everyday role? If so, how is it present? 
- Would it matter if your employer did not take responsibility for the climate footprint of its 

employees and business? 
- If you want to give feedback on the climate work, where do you go? (Channels/people)  
- How would your new feedback suggestions be received? 
- Are you more aware of climate issues after the carbon offsetting initiative started? 
- What gets you engaged when it comes to a company’s sustainability work? 
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Appendix III: Examples of communicated climate initiatives 
 
 
I. Netlight  
 
A Certificate of Climate Action is given to every employee to spread awareness of the 
individual climate footprint beyond the daily organizational work, in an effort to involve 
employees in a more concrete call to action and create a sense of pride. The certificate 
informs about the carbon emissions offset for the individual employee based on the total 
average European lifestyle impact (11 tons CO2 per year).  
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II. Mentimeter 
 
The artsy recycling wall in the Mentimeter kitchen is a concrete example of the environmental 
sustainability work at the office, nudging employees to make concrete climate-friendly choices 
and is part of the informal narrative e.g., in office tours for new hires. It makes an inspiring 
part of the sustainability storytelling at the company and serves as a ‘conversational bridge’ 
to spread awareness of other climate initiatives such as carbon offsetting, vegetarian lunches 
and passion projects like composting. 
 

 



 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 


