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Abstract 

The concept of Corporate Social Responsibility (CSR) and stakeholder 
management is relatively new to the Ghanaian business sector. Unilever 
Ghana ltd. has consistently had a prominent CSR drive in Ghana for 
several years. It has been found that stakeholder involvement in CSR is 
important for implementing relevant CSR programs which creates 
goodwill, good reputation and enhances business value. It is on this basis 
that this case study  of Unilever Ghana was conducted. It investigates the 
CSR process of the company, the involvement and management of 
stakeholders in that regard and the relationship with corporate (financial) 
performance. 
Using the stakeholder approach as theoretical frame, interviews with 
open-ended questioning style as well as documents are used as sources 
of evidence.  Analysis of the data is done with the help of building 
empirical models which will serve as guidelines for management 
practitioners dealing with stakeholder relations and CSR in modern 
Ghana.   

 

 

 

 



4 
 

  

TABLE OF CONTENTS 

 

Chapter 1 

1.0 Introduction......................................................................6 

1.1 Background..............................................................8 

1.2 Problem discussion....................................................9 

1.3 Problem formulation and purpose...............................11 

1.4 Delimitations...........................................................12 

Chapter 2 

2.0 Literature review..............................................................13 

2.1 CSR models and concepts.........................................14 

2.2 The CSR process......................................................16 

2.3 Stakeholder engagement...........................................17 

2.4 Stakeholder models..................................................18 

2.5 Stakeholder relations................................................19 

2.6 Stakeholder identification and prioritisation.................21 

2.7 Stakeholder theory....................................................23 

2.8 Stakeholder management in practice..........................27 

2.9 Accountability to stakeholders.....................................28 

2.10 Fair distribution of wealth created................................29 

2.11 Contribution of case study research.............................29 

Chapter 3 

3.0 Method..........................................................................31 

3.1 Type of study.........................................................31 

3.2 Data collection........................................................31 

3.3 Primary data..........................................................31 

3.4 Research design......................................................32 

3.5 Analysis.................................................................35 



5 
 

 

Chapter 4 

4.0 Results and Analysis.............................................................37 

4.1 Unilever Ghana’s motivation for CSR.................................37 

4.2 Identifying CSR issues....................................................39 

4.3 Unilever Ghana’s stakeholders.........................................39 

4.4 Unilever Ghana stakeholder identification & prioritisation..41 

4.5 Stakeholder relations and challenges the company faces in CSR 

planning & implementation and how they have been 

managed............................................................................42 

4.6  Role of shareholders in CSR............................................44 

4.7 How Unilever engages in social responsibility for its stakeholders 

(Addressing stakeholder issues).............................................45 

4.8 The state of Unilever Ghana- labour union relationship......47 

Chapter 5 

5.0 Conclusions......................................................................53 

References................................................................................53 

Figures 

Figure 1 The CSR process with stakeholder involvement...................17 

Figure 2 CSR and value creation model.............................................19 

Figure 3 Direct Effects model...........................................................19 

Figure 4 Unilever Ghana stakeholder model.......................................49 

Figure 5 Stakeholder approach for implementing CSR.......................50 

 

Appendix 



6 
 

 

 

 

 

CHAPTER 1 

1.0 INTRODUCTION 

Unilever Ghana is the leading manufacturer of fast moving consumer 

goods (FMCG) in Ghana.  It is a subsidiary of the global Unilever plc, 

which won the accolade as the most environmental and socially 

responsible company in 2011 (SustainAbility, 2011).  Unilever Ghana has 

a very strong corporate social responsibility (CSR) focus. This is echoed in 

their purpose statement which states that “to succeed requires the 

highest standards of corporate behaviour towards everyone we work with, 

the communities we touch, and the environment on which we have an 

impact.”   Unilever Ghana limited believes that there is business value to 

be gained from being socially responsible and they “milk” it for all its 

worth.  The company claims that CSR is at the heart of its business.  The 

resources devoted to CSR projects and programs are substantial and yet 

their profit margins get better and better.  On May 4, 2011 the company 

posted a profit after tax of 22.8 million cedis (US$ 15.2 million) for 2010, 

compared to 4.2 million cedis ($US 2.8million) in 2009.  Off course other 

causative factors can be cited but their continued social responsibility 

certainly did not hurt.  Unilever Ghana limited has earned an excellent 

reputation and respect through diverse CSR programs and initiatives, and 

the production of good quality products.  Unilever Ghana has made no 

secret of its main motivation for the very prominent CSR focus, which is 

to help the society, while creating business value and improving profit 

margins at the same time.  The company states “We are committed 

to managing our social and environmental impacts responsibly, to 

working in partnership with our stakeholders, to addressing social and 
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environmental challenges and to contributing to sustainable 

development.” (Unilever Ghana limited, 2011).  Some of their CSR 

initiatives include free dental and health screening and care for school 

children, donations of medical equipments and supplies, annual 

scholarship schemes, funding science and technology research, cultural 

arts, women empowerment initiatives and healthy lifestyle education 

among a host of others. 

 

It has been reported that successful CSR programs involve stakeholders 

which ensures that projects are relevant, timely and have maximum 

impact.  Freeman (1984) the major contributor to the stakeholder theory 

defined a stakeholder as those persons or groups that can affect or are 

affected by the outcome of the organisation’s actions.  The stakeholder 

theory is a normative theory with descriptive and instrumental aspects.  It 

tells managers and organisations how to respond to the interest of 

stakeholders in a proper and moral fashion.   

 

In order to appreciate stakeholder interests, there needs to be a 

relationship building and maintenance in the form of a stakeholder 

relations management (SRM).  Wheras “CSR describes the relationship 

between business and the larger society’’ (Snider et al., 2003: 175), SRM 

is concerned with the strategic management of business–society relations 

(Steurer et al., 2005: 265). 

 

This work will use the case of Unilever Ghana limited and the involvement 

of stakeholders in the planning and implementation of its hugely 

successful CSR programs.    By this study we would also shed light on the 

CSR-SRM connection and how it is relates to the stakeholder theory.   

This study will provide information to management practitioners on how 

Unilever Ghana limited is managing their stakeholder relations. Such 
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knowledge, in turn, might suggest how other managers may address their 

own peculiar circumstances to improve their situation.  The case study will 

lead to the development of a model, which contributes to the stakeholder 

approach and theory.  What is unique with this study is that we are 

dealing with CSR in a geographical area where it is still awaiting its 

important recognition as a tool for enhancing business value and 

improving stakeholder relations.  The stakeholder theory does not have a 

geographical restriction in its implementation and CSR is still in need of a 

business guide model to serve as a contingent model applicable in 

stakeholder management for developing countries. 

1.1 Background 

The stakeholder approach to organisational management has generated 

widespread popularity and interest among academics and business 

managers alike.  Studies indicate that businesses involving stakeholders 

in the planning and implementation of CSR projects makes for effective 

fulfilment of its social responsibilities which can create business value and 

benefit all stakeholders.   (Fontaine et al., 2006; Steurer, 2005; Boele et 

al., 2001; Clifton and Amran, 2010).  Freeman (1984), who is widely 

considered the “father” of the stakeholder concept proposed the 

stakeholder theory which is a managerial concept that articulates how the 

the organisation should be and conceptualised.  Friedman (2006) 

indicated that the organization should be thought of as grouping of 

stakeholders and the purpose of the organization should be to manage 

their interests and needs.  

Unilever Ghana limited has been arguably labelled the number one 

corporate citizen in Ghana and it is definitely among the best.  Their CSR 

activities and projects have definitely caught the eye and respect of 

many.  This has contributed to consumers perceiving Unilever as a trusted 

name in FMCG in Ghana.  This work looks at the approach the company 

takes with respect to management of stakeholder relations in the 

formulation and implementation of its numerous and acclaimed CSR 
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programs.  Due to their CSR success, the company’s approach to 

stakeholder management will be conceptualised as a model that other 

organisations may follow. 

 

1.2 Problem Discussion 

The Stakeholder concept is not employed extensively by Ghanaian 

businesses.  The conventional input-output model of the corporation is 

most prevalent. Corporations in Ghana typically do not involve 

stakeholders (apart from stockholders) in CSR initiatives, thinking that 

stakeholder concept would make processes long and cumbersome.   The 

main challenge is getting corporations to understand that economic value 

can be enhanced by involving stakeholders and making stakeholder 

relationships flourish.  One of the benefits is delivering more targeted, 

useful programs and products that will make maximum impact, leading to 

enhancement of business value.  Defining a project vaguely, leads to 

problems – the company may end up delivering the wrong product and 

might deliver it late.  A project can be blocked by an entity the company 

might have failed to include in the process.   

It is becoming increasingly popular in Ghana for organisations to engage 

in social responsibility though for most of them, it is only an occasional 

event and photo opportunity, believing that economic core business and 

CSR are mutually exclusive (Braungart and McDonough, 2002).  

Companies that have regular CSR projects and programs tend to be 

multinational firms.  Among them, Unilever Ghana limited stands miles 

ahead of the pack in CSR programs. The company has been extremely 

successful in CSR programs and strategy which includes substantial 

educational scholarships, sponsoring dental and health awareness 

campaigns, donating cash to science and technology research at the 

university and exceeding local environmental protection regulations 

regarding effluents from their manufacturing plant. 
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Unilever Ghana limited has a standard practice for project teams to 

interview key stakeholders at the commencement of every project.   

Stakeholders may be upper level management, or technical experts, local 

municipalities, consumers, among others who may have conflicting views. 

Unilever’s process identifies the stakeholders, and assesses their relative 

importance to the success of the project; it analyzes the organizational 

dynamics surrounding the project, and maps strategies for dealing with 

them. “Rather than plan and implement a project based on preconceived 

ideas, or incomplete information, stakeholder interviews extract the 

critical information up front” (The management roundtable, 2011). 

It has been argued, extensively, that the failures of corporate social 

responsibility (CSR) have been largely due to a lack of stakeholder 

involvement (Freeman, 1994; Boele, 2001).  The effective management 

of stakeholder relations is a growing focus of CSR, public relations and 

organizational transaction. It has been well-documented that a company, 

engaging stakeholders in the formulation and implementation of CSR 

programs makes for effective fulfilment of its social responsibilities 

(Fontaine et al., 2006; Steurer, 2005; Boele et al., 2001; Clifton and 

Amran, 2010).   A stakeholder-based approach to CSR ensures their input 

can be incorporated into planning CSR activities and help streamline and 

improve projects. It also ensures that activities are relevant.  SRM 

involves identifying stakeholders and prioritising them (Donaldson and 

Preston, 1995; Mitchell, 1997).    

Stakeholder involvement and CSR are intimately woven into the 

organisational purpose or mission statement of Unilever Ghana limited.  

Their corporate purpose states that success requires "the highest 

standards of corporate behaviour towards everyone we work with, the 

communities we touch, and the environment on which we have an 

impact."  This thesis will study the organization, Unilever Ghana limited, 
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with regards to stakeholder management and involvement in their CSR 

projects.  

 

 

1.3 Problem Formulation and Purpose. 

While there is  much talk in literature of what companies should do, 

information and analysis of what businesses are doing in  practice is 

lacking (Blum-Kusterer and Hussain 2001).  This thesis aims to develop 

an empirical model or concept for stakeholder management to guide the 

formulation of strategic company-stakeholder relations, and management 

especially in Ghanaian companies. 

According to Eisenhardt (1989: 534), organisational case studies are an 

effective way to develop theory in organisational research. 

This aim of this work will be achieved by focusing on the following: 

• how Unilever Ghana limited identifies, prioritises and manages its 

stakeholders in the planning and formulation of CSR programs and 

business strategy for that matter.  The main findings will be 

conceptualised to develop a model which will serve as a guide for 

other companies on stakeholder relations management.  

• how the company recognises relevant social and environmental 

issues and economic potential of addressing them, focussing on the 

role of stakeholders in this regard.   

• the links that have been identified between stakeholder 

management and corporate performance will be analysed. The 

question of how stakeholder involvement and management have 

aided Unilever Ghana’s success in CSR and the business at large will 

be addressed.   
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The CSR concept is a relatively new subject area in Africa.  This study will 

surely be unique in creating a framework for the development of 

stakeholder theory or concept in Ghana, where supportive government 

schemes are rare and companies have to rely on their own competence to 

deliver the best CSR strategies.  Clearly CSR is becoming more 

widespread throughout the world and Ghana has taken it in good stride 

meaning it could serve as an example for its neighbouring countries 

through the example of stakeholder management delivered by Unilever 

Ghana ltd. 

1.4 De-limitations 

This work will focus on stakeholder management as limited to Unilever 

Ghana limited.  It will not focus on stakeholder interrelationships.  It will, 

however, include Unilever Ghana-stakeholder relationship and 

management.  The thesis will be limited to stakeholder involvement in 

CSR projects or initiatives and will not be concerned with stakeholder 

involvement in other business projects. 

The work will involve interviews with only managers of Unilever Ghana 

limited and major stakeholders.  It will not include interviews with 

customers who even though are stakeholders, might not have much 

inside information about the Unilever Ghana’s CSR activities.   

The thesis will analyse the stakeholder management of Unilever against 

the backdrop of the stakeholder theory as opposed to other organisational 

theories. 
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CHAPTER 2 

2.0  LITERATURE REVIEW 

The manner in which organisations involve or engage  the customers, 

employees shareholders,  suppliers, distributors,  governments, non-

governmental organizations (NGOs), and other stakeholders is usually a 

crucial feature of the concept of Corporate Social Responsibility (CSR) 

(Fontaine et al., 2006).  

CSR refers to the organisation having societal obligations, beyond the 

usual economic obligations and beyond legislative prescriptions or 

contract. (Dubrin, 2007: 183).  The term CSR has actually sometimes 

been used in reference to both social and environmental issues in 

literature (Fontaine et al., 2006), and sometimes interchangeably with the 

term sustainability.  CSR activities include creating pleasant working 

conditions, protecting the environment and practicing philanthropy (Best, 

2005: 183). It has been well-documented that a company, engaging 

stakeholders in the formulation and implementation of CSR programs 

makes for effective fulfilment of its social responsibilities (Fontaine et al., 

2006; Steurer, 2005; Boele et al., 2001; Clifton and Amran, 2010).   

CSR generally ‘‘describes the relationship between business and the larger 

society’’ (Snider et al., 2003: 175), whereas stakeholder relations 

management (SRM) is concerned with the strategic management of 

business–society relations (Steurer et., 2005: 265).      Stakeholders play 

a pivotal role in the (strategic) development of CSR policies and activities. 
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Freeman (1984:52) defines stakeholders as “groups or individuals who 

can affect or are affected by, the achievement of an organisation’s 

mission”.  The organisational theory that has been used extensively to 

govern stakeholder management is the stakeholder theory. 

 

“Stakeholder theory begins with the assumption that values (ethics) are 

necessarily and explicitly a part of doing business” (Freeman et al., 

2004:364).  In the stakeholder approach to CSR, the organisation is to 

maximise business value creation based on relevant stakeholder interests, 

and fair allocation of business value to stakeholders (Phillips et al., 2003).     

This is in consonance with Michael Porter, the competitive strategist, 

assertion that businesses “must seek out opportunities to create shared 

value”, that is both for the organisation and other stakeholder.  Porter’s 

assertion is that CSR and core business are not mutually exclusive 

(Porter, 2010).  Other CSR models and theories have been propounded in 

the past.  While Michael Porter argues that CSR can improve 

competitiveness of the business, others vehemently contend that CSR and 

the organisation’s core business are mutually exclusive and that CSR 

activity only cuts the shareholder profits (Redman, 2005) and stifles 

growth. This means that the core business of creating and increasing 

wealth for shareholders cannot coexist with a CSR culture. The guiding 

principle of businesses of such mentality is solely to create wealth for 

shareholder and increase value of shares.   The argument against CSR 

asserts that devoting resources to CSR increases costs and puts the 

organisation at a competitive disadvantage (Barnet, 2007).  That CSR 

results in redistributing shareholders’ wealth to  society, which does not 

have a rightful claim to the business.    

 

2.1 CSR Models and Concepts 

  A well known CSR concept peddled in literature is that motivation for 

CSR activities should not be the expectation of improved financial status 

of the company, but rather the simple ethical reason of giving back to the 
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community (Redman, 2005).   It hinges on the ideology that CSR should 

be the result of the firm wanting to right by the environment and 

community which have nothing to do with market strategy or bottom line 

(Redman, 2005). 

 

The opposite school of thought, the “Michael Porter group”, however, 

believes in social responsibility for profit-oriented reasons (Redman, 

2005), creating shared business value (Porter, 2010).  They believe 

reputation is an immense asset which translates to higher sales and 

profits.  They find ways in societal improvements, environmental and 

health consciousness as well as philanthropy among others.  Such 

companies devote substantial resources to CSR efforts. This is the 

business case for CSR.  The business case views CSR as a corporate 

investment, bypassing the debate on ethics and claiming that much as 

CSR improves society, the corporate financial performance (CFP) is also 

improved (Barnet, 2007).  Such is the case of the Ghanaian subsidiary of 

Unilever, Unilever Ghana limited. The stakeholder relationship orientation 

is a necessary feature of the business case for CSR (Barnet, 2007: 798).   

Empirical evidence supports the fact that engaging in CSR activities does 

translate to legitimacy, enhanced reputation and invariably, profits for the 

business (Drucker, 1982; Steurer et al., 2005; Porter, 1980; Boele et al., 

2001).   Salzmann (2008:43) indicates that to build a business case for 

sustainability there needs to be a process that «recognises relevant social 

and environmental issues and the economic potential of resolving them 

and integrate them into strategies”.  The company, employees, 

community and other stakeholders would then benefit.  According to Peter 

Drucker (1982), social responsibility of business is to turn a social 

problem into economic opportunity and economic benefit, productive 

capacity, human resource competence, better remuneration and wealth 

for all involved with the business. 
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An organisation’s CSR strategy should integrate social and environmental 

issues integration into business strategy and transactions or operations 

(Steurer et al., 2005:264; Fontaine, 2006: 25).  Businesses, which are 

not socially responsible, could face boycott of products or services by 

customers, who are key stakeholders. In its corporate purpose statement 

or mission statement, Unilever Ghana limited states that “to succeed 

requires the highest standards of corporate behavior towards everyone 

we work with, the communities we touch, and the environment on which 

we have an impact" (Unilever Ghana purpose and principles, 2011). This 

suggests that CSR and stakeholder involvement are woven into the 

organizational fabric.   Davidson (2006) indicated that one of the 

foundations of CSR is the concept of stakeholder management.  

2.2 The CSR Process 

The CSR process is perceived to consist of two phases, namely, 

strategy development and strategy implementation (O’Riordan & 

Fairbrass, 2006).  The process is summarised in figure 1. 

Figure 1. The CSR process with stakeholder involvement 
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CSR strategy development comprises a look at the values and 

objectives of the organisation. This will inform which options are 

available, as to which causes to support and how to do it 

(O’Riordan & Fairbrass, 2006).  The aims of the organisation will 

also help determine which stakeholders come on board and their 

priorities.  Such decisions are made based on the value of the CSR 

project and stakeholders.  The strategy implementation phase 

involves technical aspects of the project which calls for 

appropriate stakeholder dialogue and communication and 

managerial control of the process.  The result is the reward 

companies expect from CSR – goodwill, good reputation and 

business value.  

 

 

Tenets

•scope
•objectives

Options

•which  social causes to support
•stakeholder priorities
•mode of support

strategy

•stakeholder & CSR selection on the basis of value and fit

implement
•stakeholder dialogue

result

•Goodwill
•reputation
•business value
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2.3 Stakeholder Engagement 

It has been argued, extensively, that the failures of CSR have been 

largely due to a lack of stakeholder involvement.  The effective 

management of stakeholder relations is growing focus of CSR, public 

relations and organizational transaction (Harrison, 2011).   

Freeman, who has contributed immensely to the development of the 

stakeholder concept defines a stakeholder as “any group or individual who 

can affect or is affected by the achievement of the organization’s 

objectives” Freeman (1984).  In a later publication, Freeman referred to 

stakeholders as “those groups who are vital to the survival and success of 

the corporation” (Freeman, 2004).  The main groups of stakeholders are 

shareholders, customers, employees, local communities, suppliers and 

distributors. Additional groups were identified in Friedman’s, 2006 

publication.  They include such groups as academics, non-governmental 

organisations (NGOs), government and the media (Friedman, 2006).  

     

 A stakeholder-based approach to CSR ensures their input can be 

incorporated into planning relevant CSR activities and help streamline and 

improve projects.  Robert E. Wood, CEO of Sears in 1950, listed the four 

major stakeholders for any business in order of importance as customers, 

employees, community and stockholders.  His assertion was that pursuing 

the interests of the customers, employees and community would lead to 

stockholders benefiting in the long run (Boele et al., 2001).  To achieve 

this goal, there is the need for effective stakeholder management and 

management of the various (often complex) relationships that can exist 

between the firm or managers and its stakeholders.     Empirical research 

in recent times, attest to the fact that there is a business case for 

effective stakeholder management, leading to higher sales and 

profitability (Kotter and Heskett, 1992; Reichheld, 1996; Waddock and 

Graves, 1997; Roman et al., 1999).  Effective management of stakeholder 



19 
 

relations has positive outcomes both for stockholders and stakeholders, 

such as improved bottom lines and stock value.   

 

2.4 Stakeholder  Models 

 

 Figure 2: CSR and value creation model 

 

 
 

This model is somewhat a combination of Michael Porter’s assertion and 

the popular advocates of the stakeholder involvement in CSR.  It depicts 

the inherent nature of SRM in CSR, and the indirect relationship between 

CSR and corporate financial performance (CFP).  The indirect effect on 

CFP is facilitated by a favourable business environment brought on by 

trust between the organisation and stakeholders (Sachs and Maurer, 

2009)   This can be differentiated from corporate strategy, investments 

and stakeholder relations having a direct impact on CFP.   

 

Figure 3: Direct Effects Model 
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 The direct effect of stakeholder relations on CFP could be the result of 

(dis)contented employees working hard or embarking on strike actions, 

shareholders either increasing equity or pulling out. It could also be the 

result of corporate strategy (which includes CSR).  The attitude of 

management practitioners towards stakeholders and CSR also has a direct 

impact on CFP. 

The Direct Effects Model shows that stakeholder management can have a 

direct effect on financial performance of the company.  If stakeholder 

relations are not what it should be stakeholders employees, for an 

example, can sabotage the economic efforts of the organisation and 

negatively affect financial performance. 

 

Stakeholder relations management (SRM) begins with identifying 

stakeholders and prioritising them (Harrison, 2011).  This has been the 

central point in the works of most of the proponents SRM 

  

 
2.5 Stakeholder Relations 

According to (Steurer et al., 2005: 264), SRM can be considered a 

mediating concept, neither fully voluntary nor mandatory.  This, however, 

does not diminish the importance of SRM to the organisation.   Businesses 

are coming under increasing pressure from increasing influence of key 

stakeholder groups.  Maintaining stakeholder relations has a “risk 

management” aspect as well as “opportunity-driven” corporate benefits, 

which are important for creating business value (Boele et al., 2001: 124). 

Protection of brand value, and reputation management are the main 

considerations under risk management, Improving brand identity can 

increase sales (Boele et al., 2001: 124).  Unilever Ghana limited, for 

example, insists “Our Corporate Social Responsibility programs are 

executed closely with our brands to ensure maximum impact, as well as 

brand/company visibility” (Unilever Ghana sustainability, 2011).  This 
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move, while improving company reputation, (by CSR), advertises or 

makes the brand well-known and grows the brand.    

 

While some argue that an entity cannot be a stakeholder without an 

actual relationship with the organisation (Ring, 1994), others like Mitchell 

et al., 1997: 859) believe quite the contrary.  Such stakeholders are 

referred to as potential or latent stakeholders.   For effective stakeholder 

management as well as CSR strategy formulation, potential stakeholders 

need to be invited into an actual relationship with the firm.  Mitchell et al. 

(1997: 859) further argue that “a theory of stakeholder identification and 

salience must somehow account for latent stakeholders, if it is to be both 

comprehensive and useful...”  We argue that they cannot be accounted 

for if there is no relationship which will help the firm know what their 

expectations are.  Without knowing who your stakeholders are, and 

understanding them, you have no foundation on which to build a 

communications strategy.   

 

Stakeholders may be labelled primary or secondary (Maignan et al., 

2010:959).  Primary stakeholders are the ones whose continued 

engagement is essential for the thriving of the business.  Investors, 

customers, employees, suppliers have a direct effect on the core business 

activity and the very survival of the company.  Such stakeholders are 

indispensable to the business.  Secondary stakeholders are not crucial for 

business survival.  Professional bodies, media, NGOs fall in this group. 

 

2.6 Stakeholder Identification and Prioritisation 

It is impossible or impractical to engage all stakeholders at all times.  For 

every CSR initiative, the company will need to identify stakeholders and 

prioritise them (knox et al., 2005).  Freeman (1984) suggested that 

organisations need to distinguish between important stakeholders and 

negligible stakeholders, which constitute stakeholder mapping. This is 

identifying stakeholders and prioritising them. 
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Effective stakeholder mapping should be in response to the following 

questions: 

• Who are our current and potential stakeholders? 

• What are their interests/rights? 

• How does each stakeholder affect us? 

• How do we affect each stakeholder 

• What assumption does our current strategy make about each 

important stakeholder? 

• What are the “environmental variables” that affect us and our 

stakeholder? 

• How do we measure each of these variables and their impact? 

• How do we keep score with our stakeholders? 

(Freeman, 1984). 

 

To achieve the best strategy for each group of stakeholders, their 

behaviour and possible coalitions between them needs to be analysed  

(Freeman, 1984).   

The aspect of Freeman’s strategy that may not sit well with the “ethics 

only crowd” is the fact that the organisation is going to conduct the 

stakeholder relations based on relative power of the stakeholder and the 

threats to corporate strategy, presented by the potential coalitions 

between the groups.  This is in contrast to Donaldson and Preston’s 

(1995) take on the stakeholder concept which asserts that all 

stakeholders be fairly treated irrespective of power.   

 

Mitchell et al., (1997) tried to put together a model to prioritise 

stakeholder relationships. They argued that in identifying and prioritising 

stakeholders,  

• Managers pay particular attention to various classes of stakeholders 

 

• Managers’ perceptions determine stakeholder importance  
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• Stakeholder identification might be based on the possession of any 

or all of the attributes of power, legitimacy and urgency.   

 

Even though customers, for example, are primary stakeholders and so are 

essential to the survival of the business, disgruntled customers may be 

treated with less urgency and concern than the media, which might 

publish negative stories that can damage the business’ reputation 

(Thomas et al., 2004).  

 

Mitchell et al. (1997) also proposed a rule for prioritising stakeholders: 

“Stakeholder salience will be high where all three of the stakeholder 

attributes of power, legitimacy, and urgency—are perceived by managers 

to be present” (Mitchell et al., 1997: 878), moderate stakeholder salience 

when two attributes are perceived to be present and  low salience when 

only one attribute is perceived to be present (Mitchell et al., 1997: 877).  

  

 Stakeholder power may be classified as coercive, utilitarian or normative.  

Coercive power is based on physical resources of force or restraint while 

utilitarian power is based on possession or command of material (goods 

and services) and financial resources (Fontaine et al., 1996: 21).  

Normative power of the stakeholder is based on the ability to command or 

define the acceptable norms that must exist. 

Legitimacy of the stakeholder is a general perception that their actions 

are desirable and proper (Fontaine et al., 2006).  Power and legitimacy 

together produces authority (Mitchell et al. 1997: 866).  Urgency refers to 

the extent to which organisational delay is unacceptable or will not be 

tolerated by the stakeholder (Fontaine et al., 2006). 

 

There are of course stakeholders who do not have power but are still 

important to managers or the organisation (Mitchell et al., 1997: 863).  

This is not accounted for in this proposed theory.   There needs to be 
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other ways of prioritising them.  Mitchell et al. (1997) admit that no 

organisational theory fully addresses all the concerns about stakeholder 

identification and salience.  

Due to limited resources it is not feasible for organisations address all 

stakeholder concerns.  The most important stakeholder issues is 

determined by considering those issues dictated by organizational values 

or policy and norms; the relative power of different stakeholders and 

the legitimacy of the issues laid out (Maignan et al., 2010: 964). 

  

2.7  Stakeholder Theory 

The stakeholder theory is a strategic management theory which involves 

organisational management and ethics (Phillips et al., 2003).  Much of the 

research in stakeholder theory has addressed the subject of which 

stakeholders deserve or require management attention (Mitchell et al., 

1997), referred to as stakeholder salience.  Approaches to this question 

have focused on stakeholder-organisation relations based on power 

dependencies, legitimacy claims and urgency (Donaldson and Preston, 

1995; Mitchell et al., 1997).   

The stakeholder theory assumes that values are a part of doing business 

and disputes the separation thesis (Freeman et al., 2004: 364), which 

asserts that ethics, and for that matter CSR, and economics are mutually 

exclusive.  Freeman’s (1984) stakeholder theory is essentially a 

normative theory with instrumental and descriptive dimensions. It  tells 

managers and organisations how to treat the interest of stakeholders in a 

moral and appropriate way. 

Donaldson and Preston (1995) analysed and justified the stakeholder 

theory from the instrumental, descriptive and normative points of view.   

They concluded that though the three approaches are different, they are 

complementary and that the normative approach is the “critical” base for 

the theory.   
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They presented the following four central theses of stakeholder theory: 

1. Stakeholder Theory is descriptive in that it presents a model of the 

corporation as an amalgamation of cooperative and competitive 

interests.  It describes how managers deal with stakeholders and 

how their interests are represented. Description of corporate 

characteristics and behaviours has been accomplished using the 

stakeholder theory.  And also to describe how board members think 

about the interest of corporate constituencies, including the mode of 

management of some businesses (Donaldson and Preston, 1995).  

The descriptive/empirical approach is justified by showing that the 

concepts involved in the theory correspond to reality.   

2. Stakeholder Theory is instrumental, providing a framework for 

analysing the link between stakeholder management and the 

achievement of corporate performance goals.  Some instrumental 

studies of CSR with reference to stakeholder perspectives use 

statistical methods or qualitatively, by direct observations and 

interviews (Donaldson and Preston, 1995).  It has been observed 

that successful firms like Hewlett Packard and Wal-mart both have a 

stakeholder approach (Kotter and Heskett, 1992).  Instrumental 

justifications are based on the link between stakeholder 

management and corporate performance (Donaldson and Preston, 

1995: 74). 

3. Even though Stakeholder Theory is descriptive and instrumental, it 

is fundamentally normative.   All stakeholders are intrinsically 

valuable, that is, all groups of shareholders are worthy of 

consideration.  Stakeholders are identified by their interests in the 

business, if the business has a “corresponding functional interest in 

them” (Donaldson and Preston, 1995).  Normative justifications are 

based on individual or group rights, and utilitarianism (Donaldson 

and Preston, 1995: 74).   
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4. Stakeholder Theory is managerial in that it recommends attitudes, 

structures and practices, which constitute stakeholder management. 

It demands simultaneous attention to be given to the legitimate 

interests of all appropriate stakeholders.  The theory reflects and 

directs how managers operate (Freeman et al., 2004).    

Irrespective of which aspect of stakeholder theory a firm holds, the power 

and influence of the appropriate stakeholders need to be well understood 

in order to effectively manage their potential impact on the project 

(Bourne and walker, 2006). 

A firm with a stakeholder perspective shapes its strategy based on certain 

moral obligations to its stakeholders.  Examples of this is a fair contracts 

approach (Freeman, 1994), property rights (Donaldson and Preston, 

1995) and feminist ethics (Wicks et al., 1994).  These are examples of 

moral principles that can form the normative basis for stakeholder-

oriented management.  It is not surprising to have some argue that 

strategically applied moral commitments or ethics are immoral in 

themselves (Zawaideh, 2006; Redman, 1995).  The most important point 

in stakeholder management, however, is arriving at a win-win situation 

for all stakeholders, irrespective of the motive.  This ensures the 

continued willingness of stakeholders to engage in the organization to 

better the lot of all participants. 

(Donaldson and Preston, 1995) highlighted the differences between the 

stakeholder concept and the conventional input-output concept.  In the 

conventional model, Investors, suppliers and employees contribute inputs 

to the firm, which is transformed into output for customers.  The input 

contributors do, however, expect to receive market competitive 

compensation.  The stakeholder theory is based on the ideology that all 

stakeholders participating in an enterprise do so to obtain benefits and no 

set of interests and benefits take priority over the other.   
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According to Freeman et al., (2004), the core of stakeholder theory is 

communicated in two main questions, that is,” what is the purpose of the 

firm?” and “what responsibility does management have to stakeholders?”  

The first question induces managers to articulate the shared value created 

and what brings its stakeholders together.   The second question induces 

the managers to formulate what relationships they need to cultivate with 

the stakeholders to accomplish their purpose (Freeman et al., 2004).  The 

fundamental issues, central to the stakeholder theory is the assertion that 

“managers must develop relationships, inspire stakeholders and create 

communities where people strive to give their best to make good the on 

the firm’s promises” (Freeman et al., 2004: 364).  

Numerous theories have been propounded about the firm but the 

stakeholder theory is distinctive in that it is meant to “explain and guide 

the structure and operation of the corporation” (Donaldson and Preston, 

1995: 70).  The stakeholder theory views the firm as an entity through 

which “diverse participants” achieve multiple goals (Donaldson and 

Preston, 1995: 70). 

As expected, there are and will be conflicts in stakeholder interests but 

they must be resolved so that stakeholders do not exit the relationship 

(Freeman et al., 2004).   

 

2.8 Stakeholder Management in Practice 

To ensure practicability of stakeholder management, Evan and Freeman 

(1990) suggested a stakeholder board of directors, consisting of the main 

stakeholder groups, with an elected director.  Freeman (1994) also 

proposed the principle of fair contracts, which asserts how contracts, an 

organisational theory which should be enacted between the organisation 

and its stakeholders, which should include the following: 
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The principle of entry and exit: entry, exit and renegotiation conditions for 

stakeholders must be defined. 

The principle of externalities: If a contract between 2 parties involves a 

third party, the third party has to be a signee to the contract. 

The principle of contracting costs: all parties share in the cost of 

contracting. 

The agency principle: Each party must serve the interest of all 

stakeholders. 

The principle of limited immortality: management of the organisation 

should be as if it will continue to serve stakeholder interests indefinitely. 

The principle of governance: Procedures for changing the ‘modus 

operandi’ must be agreed unanimously (practicably, by a stakeholder 

governing board).  

At Unilever Ghana, stakeholders easily fall in two groups.  The company’s 

relationship with employees, customers, suppliers and investors, on one 

hand, is based on direct financial obligations.  The other group comprises, 

academics, communities, governmental bodies, have a relationship based 

or focussed on impacts of the company’s impact on the society. 

 

2.9 Accountability to stakeholders 

Stakeholder accountability deals with management and reporting of social 

and environmental performance to both internal and external 

stakeholders (Katsulakos, 2006:16).  An ever increasing number of 

organizations now put out regular publications, to highlight their CSR 

behavior and activities.  This phenomenon has come to be known as 

ethical reporting.  Some companies issue regular “sustainability” or “social 
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responsibility” reports which focus on environmental sustainability and 

social performance.  Such reporting is important information and serves 

the purpose of the firm’s accountability to stakeholders.  The days of 

firms, only giving financial performance accounts are fading (Adams, 

2004: 732).  Multinational companies in particular seem to take ethical 

reporting very seriously.   The Unilever Ghana limited issues yearly 

sustainable development reports, which focus on their ethical, social and 

environmental initiatives (Unilever Ghana sustainability report).  

Corporate portrayal of environmental, social and ethical performance 

might be different from sources external to the organization (Adams, 

2004: 732).  

A good ethics report should span both positive and negative aspects of all 

“material impacts” (Adams, 2004: 732).  As Adams (2004) aptly puts it, 

“reports should give a balanced view of the key ethical issues facing the 

company”.  This is, however, hardly the case in reality.  It is only logical 

that to present a balanced view, from a stakeholder perspective, (after all 

the report is to give accountability to stakeholders) of the ethical issues 

key stakeholders must be involved or consulted (Adams, 2004).  The 

European commission has attempted to encourage organizations to agree 

to third party independent auditing of CSR and sustainability reports, 

stating that “Verification by independent third parties of the information 

published in social responsibility reports is also needed to avoid criticism 

that the reports are public relations schemes without substance. Indeed 

such services are already beginning to be offered by a variety of 

companies, which would seek to perform them following agreed 

standards. The involvement of stakeholders, including trade-unions and 

NGOs, could improve the quality of verification” (Commission of the 

European Communities, 2001: 18).   

Growing stakeholder expectations coupled with regulatory and 

competitive pressures demand robust and objective ethical (CSR/ 
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sustainability) reporting so that CSR efforts would be fully recognized and 

rewarded. 

 

2.10 Fair distribution of wealth created 

It has already been said that all stakeholders who participate in the 

organisations do so for a benefit in one form or the other and there 

should be a fair distribution of wealth to stakeholders.   The investment 

stakeholders make may be providing certain benefits to the organisation 

or bearing risk.  They have the right of claim to the wealth created, 

commensurate to the investment made.  If the issue of wealth 

distribution to stakeholders is not managed effectively, future 

contributions of the stakeholders will be jeopardised (Sachs and Maurer, 

2009).  This is the principle of distributive justice, which by normative in 

nature (Ferrell and Ferrell, 2008).   

The following parts will show how this case research was conducted, the 

real-life context issues and how the stakeholder principles described 

above play out in Unilever Ghana limited. 

2.11 Contribution of case study research 

Management practitioners, funders and policy makers have become 

focused on adopting practices of what works on the ground, into their own 

circumstances (Baker, 2010). A case study of this nature helps to 

promote “evidence-based practice” as compared to theory only-based 

practice.  Focusing on implementation or real life context itself can also 

lead to further theories or models. 

According to Robert Yin (2008), case studies are of help when one wants 

to find out or understand how or why things work the way they do in real-

life situations.  Case studies can actually contribute to an existing theory 
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or model that guides organisational practice.  Baker (2010:131) states 

that “Case studies can inform the development of more robust theory that 

identifies the links between problem, intervention and outcome.”   

 

 

 

 

 

 

 

 

CHAPTER 3 

3.0 METHOD 

3.1 Type of study 

This is a case study investigating stakeholder relations management 

for Unilever Ghana ltd.  The type of case study used is the single-case 

study testing a single theory « the analogy to the critical experiment » 

(Yin, pp.47), in this case the stakeholder theory in relations to 

stakeholder relations management Unilever Ghana ltd. is facing. 

3.2 Data collection 

Both secondary and primary data will be used for this case study, we 

will use a multiple-source of evidence to reinforce reliability and 

contruct our validity of our findings on solid grounds. 
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3.3 Primary Data 

Primary data will be obtained by conducting personal interviews.  

Types of questions that will be used are open-ended.  In this type of 

questioning the respondent's answers are important and there are no 

restrictions as in the case of multiple choice or ordinal type questions.  

A feature of open-ended questioning is that the interviewer is unaware 

of the response.   

By interviewing managers and major stakeholders, we hope to obtain 

first-hand, relevant and detailed information about stakeholder 

management and involvement in CSR and core business of Unilever 

Ghana limited.   

This case study of Unilever Ghana limited will study and analyse 

stakeholder relations and management of the company with respect to 

the stakeholder theory.   Corresponding questions posed to the 

managers at Unilever Ghana limited will be posed to some key 

stakeholders to find out how similar or different their responses or 

stakeholder management experiences are. Interviews will be 

constructed around the problem discussion aiming to investigate 

stakeholder management within the context of building relevant CSR 

programs and business strategy. That is why focused interviews are 

important as they give detailed information.  Direct observation will 

also be used to get a clear picture of the reality of the setting, which 

makes it an empirical study.   The study will have a linear-analytic 

structure, meaning it is descriptive and explorative (Yin, pp.176). 

3.4  Research Design 

The field research took place at Unilever Ghana over a three-week period. 

Interviews will be in the form of open-ended questions to avoid missing 

out on necessary information which might have been interrupted with 

close-ended questions.  With open-ended questions we may also receive 
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more data than expected, thus not restricting the interviewee in our quest 

for gathering as much relevant data as possible.   

Since measurements for this research are empirical, analysis of the data 

will be normative and descriptive focusing on testing concepts of the data 

through the stakeholder perspective while remaining unbiased.  Data is 

used in understanding a new concept of the CSR issue related specifically 

to Unliever Ghana ltd., thus assisting in building a new model from our 

data.  The data gathered will of course focus on the aims of this study to 

assist us in relevant findings.  These indicators will help in defining our 

research.  That is why we designed questions relating to the problem 

discussion and problem formulation.   Challenges that were faced during 

the interview procedure were making sure the interviewees focused on 

topic.  We were impressed with their ability in relating their answers to 

our questions with a firm knowledge of the stakeholder concept of 

Unilever Ghana. 

Interviews were conducted with the following parties: 

• The Corporate Relations Manager 

• 2 Employees 

• 2 Distributors 

• 1 Supplier 

The Corporate Relations Manager is the most responsible manager for 

handling corporate relations with stakeholders and hence the most 

qualified to answer our questions.  The stakeholders interviews were done 

to corroborate or otherwise, manager’s representation of some of the 

facts on CSR and stakeholder relations.  

Some questions are similar, which is a way of trying to retrieve as much 

information as possible from the respondent by rephrasing or shifting 

emphasis. 

The interview questions posed to the Corporate Relations Manager are: 
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1. Why does Unilever Ghana engage intensely in CSR?   

2. What is Unilever Ghana’s CSR strategy? 

3. How is business value created for Unilever Ghana with CSR? 

4. What is the effect of CSR on financial performance?   

These questions were asked to establish a motive for the company’s CSR 

and the effect on the bottom line.  

5. How does the company recognise/identify issues to address in CSR? 

6. What is the CSR strategy of Unilever Ghana?  

7. Does Unilever Ghana have a different CSR strategy than other 

Unilever subsidiaries?   

8. What are the challenges the company faces in planning & 

implementation of CSR? 

The three questions above are meant to ascertain how Unilever Ghana 

identifies the appropriate CSR issues to address, and also the bottlenecks 

that might come up.  Such information is crucial to any company that 

seeks information or needs a blueprint on CSR especially in an area where 

CSR is not the most common business practice.  This section also tries to 

find out if CSR strategy is dictated by the parent company (which is a 

major stockholder) or other regions.  Strategy that is dictated from 

foreign regions might not deliver positive results locally as the terrain is 

very different. 

9. Who are Unilever Ghana’s stakeholders:  

10. How does Unilever identify and prioritise stakeholders for various 

CSR projects? 

11. What stakeholder mapping does the company do? Or what 

questions are asked?  
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Freeman, the father of the stakeholder concept proposed there is the 

need for organisations to distinguish between important and negligible 

stakeholders by stakeholder mapping. This involves a series of questions, 

the answers to which will help in identifying and prioritising stakeholders.  

 

12. How does Unilever Ghana deal with/ engages/ manage/ 

stakeholders in the planning and implementation of CSR? 

13. How has the company addressed problems with stakeholders in the 

past? 

14. How are employees involved in CSR? 

15. What is the general nature/ state of Unilever’s stakeholder    its 

relations stakeholders?   

16. How does the company show accountability to stakeholders? 

17. Has CSR budget increased over the years?   

These questions delve into the company’s stakeholder relations and 

management.  The information expected here will help draw up a 

framework that will serve as a blueprint for up and coming as well as 

already existing businesses that need to adopt or revamp their 

stakeholder relations strategy for success in CSR and in the general 

business culture.   

 

These questions will confirm or dispute some of the responses obtained 

from the Corporate Relations Manager. They would help establish the true 

nature of Unilever Ghana’s stakeholder relations. 

 

Questions posed to the stakeholders will help confirm or dispute some of 
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the responses obtained from the Corporate Relations Manager. They help 

establish the true nature of Unilever Ghana’s stakeholder relations 

The two (2) employees were asked the following questions: 

1. How involved are employees in the business’s planning and 

execution of CSR activities?   

2. What is the state of the relationship between the labour union 

and Unilever Ghana, and the challenges?  

3. Do you think the company takes your concerns seriously? 

 

The two Unilever Ghana distributors were asked the following questions: 

1. How does Unilever Ghana engage with you apart from buying 

goods (the financial/economics)? 

2. Do you feel you have a say in the business and CSR - that your 

views are heard?   

3. What is your opinion of Unilever Ghana’s CSR? 

4. Are you consulted in any way? 

5. Are you made aware what activities they are pursuing from the 

company?   

Interview with shareholder involved the following questions:   

1. As shareholders, what is your role in Unilever Ghana CSR apart 

from the capital you inject? 

3.5 Analysis 

We would focus on respondents’ answer to each question since the 

method is open-ended questioning.  The data will be organised based on 

questions to identify similarities and differences in respondent’s answers 

to the same questions.  Answers to questions posed to the managers at 

Unilever Ghana limited and some key stakeholders will be analysed. The 

responses with respect to how the company has managed its relations 

with stakeholders and their involvement in CSR projects for success will 
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be analysed without bias in the light of the stakeholder theory.  It will be 

evident how consistent or otherwise Unilever Ghana’s stakeholder 

management is, with the stakeholder theory.  Connections between 

questions and responses will then be analysed and discussed.   

The data will be thoroughly analysed to identify patterns or concepts 

running through and organised into coherent categories which will enable 

us to come to conclusions about the information. 

 

The next chapter of this work presents and describes research data 

obtained from interviews at Unilever Ghana limited, the analysis of which 

will improve practical knowledge on how stakeholder management can be 

approached for successful CSR strategy.  

 

 

 

CHAPTER 4 

4.0  RESULTS AND ANALYSIS  

 

4.1 Unilever Ghana’s motivation for CSR 

Unilever Ghana engages in CSR for two main reasons: Creating and 

growing brand value and goodwill.  All of Unilever Ghana’s CSR activities 

are closely tied to a particular brand in order to improve brand identity, 

which can improve sales, according to Boele et al (2001:124). 

 

CSR works for Unilever Ghana from 3 main angles.  According to Unilever 

Ghana limited, it engages in CSR because the consumer is the company’s  

number one stakeholder and the corporate goal is “creating a better 

future by securing it.”   By investing in people and their future, Unilever 

Ghana believes they also secure a future for the company.  By supporting 

women’s empowerment through small, medium scale enterprises for 

example, they are able to earn a steady income and patronise Unilever 

products due to the goodwill.  For this particular example Unilever has 
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identified that in Ghana, women are mostly the primary users of their 

products and investing in them is a smart thing to do.  By investing in 

personal as well as institutional continuing education, people get into 

higher income brackets and hopefully are able to patronise Unilever 

Ghana’s products.   

 

This is a typical example of creating business value as proposed by 

Michael Porter (2010).  The society gets the needed input while the 

company gains good reputation which is a significant asset that translates 

to higher revenues and profits (Barnet, 2007). 

 

In Ghana, women do most of the domestic chores which requires the use 

of soaps and detergents, vegetable oil and bouillons for cooking, spreads 

and beverages among others.  Unilever Ghana provides all these products 

and more.  Focusing on women does have the tendency to ultimately 

improve sales as the women are also the ones who do the household 

shopping.  The “Dove real beauty challenge” focused on improving self 

esteem of women and find beauty in their diverse physical features.  The 

aim was once again to do something for customers and improve the 

company’s bottom line.  This campaign had a high payoff for Unilever.  

Globally, there was a 700% increase in sales of Dove products when the 

campaign was initially launched. 

 

By identifying women as beneficiaries in these issues, they become 

stakeholders in the implementation of these particular initiatives.  It 

would be the response to a stakeholder mapping question: “Who are our 

current and potential stakeholders? What are their interests?” (Freeman, 

1984).   

    

Our model represented in figure 1 sums up the main motivations for 

Unilever’s CSR activities. 
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Unilever Ghana says it also engages in CSR for ethical reasons, for the 

mere sake of giving back to the society.  We find it hard to believe this 

because in all the heavily publicised activities, they have been sure to 

make a strong brand impression.  All their social programs are christened 

after one brand or the other.   

 

According to the ethics only CSR concept, the motivation for CSR 

activities should not be the expectation of improved financial status of the 

company, but rather the simple ethical reason of giving back to the 

community (Redman, 2005).  It is evident that this is never the case for 

Unilever Ghana limited.    

 

Customers usually like to do business or patronise companies that give 

back.  Likewise, “star” employees now seek to work for companies that 

are ethical and have a good social reputation and image (Dubrin, 2007)  

and the company wants to capitalise on that.  

 

A third angle by which CSR works for Unilever Ghana is by staying in 

harmony with the local community and society at large, the company 

endears itself to the public and therefore is able to avoid bad press due to 

the positive public image, protecting brand value and manage company 

reputation.  This is a risk management position, as indicated by Boele et 

al (2001).   

 

4.2  CSR Strategy of Unilever Ghana ltd. 

Unilever Ghana draws up a local strategy each year, the design of which 

is based on the broader CSR focus decided regionally or globally.  The 

CSR focus is based on the CSR mission and scope defined globally. 

However, the local company can still engage in other minor projects 

outside this scope as they deem fit.   

Comparing the company’s CSR strategy process to the concept proposed 

by (O’Riordan and Hussain, 2006), selection of stakeholder and project in 
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the strategy development phase of Unilever Ghana is based on 

stakeholder value in terms of power and influence.  Concerning selection 

of project, after considering values, scope and policies, the selected CSR 

project is one that will bring highest value to the firm.  The company call 

is “highest impact” which means highest social and economic benefit.  

implementation of Unilever Ghana.  The CSR process of Unilever Ghana 

limited is very similar to the O’Riordan and Hussain,concept which led to 

the development of the CSR process and stakeholder involvement model 

in figure 1. 

 

4.3  Identifying CSR issues 

Unilever Ghana identifies potential CSR issues by various methods.  

Suggestions are sought from employees, including managers.  There is an 

in-house research team that seeks out employee views.  Inspirations from 

the news media as well as their own local communities play a big role in 

the suggestions.    

The company also has numerous customer service representatives all 

over the country who report on what the communities are saying.   

Independent research companies are also hired to research and provide 

information on societal needs and possible recommendations. The 

company is now newly focussed on providing potable water for Ghanaian 

communities who lack this essential natural resource.  The research 

company would be tasked to identify potential beneficiary communities.  

Unilever Ghana then analyses the report and prioritises in terms of need.  

 

 They organise stakeholder forum on CSR which involve community 

representatives, employees, distributors, consumers, inter and non-

governmental organisations.  This is an avenue for stakeholders to 

present issues of concern to the Unilever Ghana.  Employee issues may 

include how Unilever Ghana can improve their quality of life or make their 
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lives better and hence that of the society at large.  We can comfortably 

deduce that stakeholder concerns become part of the company’s decision-

making and activity, only if they are strategically valuable.  Unilever 

Ghana can therefore not tout that one of the reasons for engaging in CSR 

is simply to give back.  Proponents of the ethics-only debate will certainly 

not put Unilever Ghana on the number one spot.  

 

 

Unilever Ghana also receives applications from groups, institutions and 

individuals for sponsorship, anywhere from personal issues to community 

issues.  The corporate relations department vets these applications and 

would only give attention to those issues that would have the maximum 

societal impact, brand visibility and lack of controversy.  The successful 

project should potentially serve the company’s strategic interest.   

The importance of involving stakeholders in CSR cannot be 

overemphasized.  It helps ensure CSR programs are delivered at a 

strategic time, is relevant and make the highest impact, helping the 

company fulfil its social responsibilities effectively (Fontaine et al., 2006; 

Steurer, 2005; Boele et al., 2001; Clifton and Amran, 2010).    

4.3 Unilever Ghana’s stakeholders  

Unilever Ghana’s stakeholders are customers, employees, shareholders, 

distributors, local communities, other temporary stakeholders who are 

involved in CSR, NGOs, governmental agencies, consumer protection 

groups and professional bodies like nutritionists, the Ghana Dental 

Association, Ghana medical association, who are stakeholders for projects 

in the area of dental and medical health.   

In companies, consumers, employees and distributors engage primarily 

because of a direct financial relationship with the business.  The others 

usually have relationships solely based on fulfilment of social issues.  
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4.4  Unilever Ghana’s stakeholder identification and prioritisation  

Unilever Ghana limited seeks out stakeholders whose focus is in 

consonance with the CSR aspirations as the company.  They make sure to 

avoid controversial groups because the company does not want to be 

associated with controversy or bad press which might taint the company’s 

image.  Unilever Ghana seeks out CSR stakeholders with good track 

record and those whose mode of operations and focus meets the Unilever 

Ghana business partner code. For any particular CSR initiative, if needed, 

Unilever Ghana invites stakeholders with specially customised resources 

to help execute the project.  Stakeholders who enjoy good public image 

and trust are the ones Unilever Ghana wants to associate with.  We think 

this is a fair and prudent CSR strategy. If the very CSR activities that are 

supposed to create goodwill are what is going to destroy the company’s 

image because of the choice of the wrong stakeholder, the whole business 

notion of CSR would be defeated.  Boele et al. (2001) indicates that 

managing stakeholder relations, involves reputation management, which 

is an aspect of risk management, which is very important in protecting 

goodwill and brand value.  Seeking out stakeholders with common focus 

lays a foundation for better relations down the road.  It is one of the 

points to consider when choosing stakeholders, as proposed by Freeman 

(1984).  

 

Unilever Ghana claims that the beneficiary community or group directly 

impacted by the project has the topmost stakeholder priority.  We have 

reason to believe that this is only meant to sound ethical.  Such assertion 

places the CSR beneficiary above powerful stakeholders, who have the 

power to affect, promote or sabotage the perception or outcome of the 

project.  Take the media for example; it is inconceivable that in the case 

of conflicting interests between the media and the community 

beneficiaries, the interest of the community or CSR beneficiary will be 
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paramount.  The work of Mitchel et al.,(1997) on stakeholder 

prioritisation show that stakeholder power is crucial in determining 

priority status in the organisation.  It might not sound ethical, but it is the 

reality.  If a business in Ghana is embarking on a dental hygiene 

campaign, knowing that they need the seal of approval of the Ghana 

Dental Association (GDA), the company would be prepared to do what it 

takes to accommodate GDA’s interests. 

 

4.5 Stakeholder relations and challenges Unilever Ghana faces in 

CSR planning & implementation and how they have been managed 

Some stakeholders have tried to “hijack” CSR programs, that is, they 

have tried to have the project implemented the way they want it.    

Sometimes, a stakeholder might have issues or objections to the way a 

particular project is being implemented, Unilever Ghana may re-examine 

to see if there is the need to change something with the plan.  However, if 

Unilever is convinced that a particular mode of action is the best way, and 

the stakeholder is not in support, they would usually terminate the 

relationship and seek out new ones that have similar visions/goals and 

supports the project.  This would usually happen with temporary 

stakeholders or those that are dispensable.   

As iterated in section above, if these “unhappy” stakeholders are 

permanent, powerful and influential stakeholders like shareholders or 

some professional body, Unilever Ghana would compromise their position 

to keep the relationship.    

Paid stakeholders have a contract.  Stakeholders like CSR beneficiaries 

and social interest groups do not get a contract.  Hence terminating 

relationship is at the discretion of Unilever Ghana ltd.  This is contrary to 

Freeman’s (1994) principle of fair contracts which proposes that 

stakeholder exit conditions must be defined in a contract.    
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Freeman’s (1994) agency principle is not the usual occurrence, where a 

stakeholder looks out for the interest of the other stakeholders.  In 

reality, each entity looks out for their own interests and it beholds on the 

company to manage their interests effectively so everyone is satisfied. 

 

There have also been complaints of neglect from the local traditional 

community concerning benefitting from Unilever’s the CSR initiatives. A 

typical case in point is the complaint that no one in the community had 

benefited from the educational scholarships programs of Unilever Ghana.  

This depicts the problem of the local community thinking they have to be 

the beneficiaries of every social welfare program Unilever Ghana rolls out.  

In the particular case described above, the company sent a delegation to 

the chief (the traditional “stools” /jurisdictions own lands in Ghana, even 

though government may purchase or own some lands) and explained 

their position.   Unilever Ghana has since strengthened their presence in 

the local community.  Delegations attend the local traditional festivals, 

makes donations, have an honorary teaching slot where a manager gives 

a lesson to support the community school and also have a mentoring 

program.  They also organise annual road safety campaign for the kids in 

the community.  The company quickly devised a plan to improve their 

relations with the local authorities and community because since they are 

the custodians of the land, they are in a position to disrupt the business 

activities of the company.   

The local authorities have normative, coercive and utilitarian power, and 

legitimacy, which caused the company to respond with urgency. This 

proves Mitchel et al.’s assertions on stakeholder salience.  Here, 

stakeholder power is influencing the stakeholder relationship and 

corporate social responsibility. 

4.6. Role of shareholders in Unilever Ghana CSR? 
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Shareholders approve payouts, budget and other changes in the 

organisation.  We receive annual reports and financial statements that 

informs on what impact the CSR initiatives are having.  Depending on the 

general financial state of the business we may recommend budget cuts or 

reductions.  Everything must be done in good balance in order for the 

company to sustainably support the country through CSR for years to 

come.  Some decisions involve major stockholders who have large 

percentage shares in the company, rather than common-stock 

shareholders. Unilever Ghana limited has a good relationship with 

shareholders, making sure they are informed about the organisation’s 

activities. 

The shareholders are well informed about the business and treated with 

respect and urgency, as they wield utilitarian and normative power and 

hence enjoy high priority status. This confirms the contributions of Mitchel 

et al. on prioritising stakeholders.  Social reporting is a tool that facilitates 

accountability to shareholders (Katsulakos, 2006) so they will be more 

likely to support future CSR projects.  

4.7 How Unilever engages in social responsibility for its 

stakeholders (Addressing stakeholder issues) 

Unilever Ghana does heavy advertising on primetime television.  They try 

to reach out to their consumers through this medium and to engage them 

on issues.   They have customer service representatives throughout the 

country that get information and concerns of distributors and consumers, 

both on products and CSR.  

Shareholders and employees receive copies of annual corporate 

performance report which presents financial statements as well as CSR 

activities.  The CSR achievements are also made available in the public 

domain. By including CSR reporting Unilever Ghana aims for these 

shareholders to know what CSR activities are being undertaken and the 

social impact to demonstrate transparency and accountability to 
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shareholders especially.  In Ghana, there is no government regulation for 

companies to do social reporting.  Some companies do it on their own 

volition to gain public respect, goodwill and legitimacy in the eyes of the 

general public.  The annual report is prepared by an independent 

accounting firm for the shareholders and also made available to 

employees.  (It is not confidential information and we even got a copy 

after the interviews).  The CSR aspects, however, are outlined by the 

company itself and published on their website or communicated through 

television advertisement.  People still believe Unilever’s own reporting on 

its CSR achievements due to the trust they have built in the minds of the 

general populace.   The company makes sure key stakeholders are 

informed on the progress of the project in monitoring and evaluation 

reports.   

   

Unilever Ghana has programs to help local raw material suppliers by 

financially supporting them in procurement of machinery and expertise, 

for example, employee training, business and book keeping education. 

 Supplier audits conducted to help suppliers find ways to improve labour 

practices of supplier, supporting with equipments to become more 

mechanical and facilitate faster and more efficient service.   

The company is a member of Carbon Disclosure Project’s Supply Chain 

Leadership Collaboration which is a pressure group encouraging suppliers  

to  disclose carbon impacts and drive them to reduce carbon emissions.  

Purchasing departments are training to institute “supplier assurance” in 

view of Unilever Ghana’s Business Partner Code.  Also vegetable suppliers 

like palm oil producers are assessed based on Good Agricultural Practice 

Guidelines all to encourage sustainable practices which protects the 

environment and employees. 
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Unilever Ghana also participates in what is called the global people survey 

which gives prominence to what employees have to say about the 

company, including areas of CSR. 

Employee welfare seems to be very important to Unilever Ghana.  The 

business finds ways to make employees comfortable on their jobs, like 

providing feathered jackets or thick jackets for workers who work in 

lower-temperatured rooms and lunch as well as annual free hamper of 

Unilever products for all employees.  Also they try to provide clean and 

pleasant working areas/conditions (e.g. air-conditioned rooms due to the 

hot and humid climate) and transportation facilities. 

Unilever ensures that it has good relations with the labour union. There is 

a Standing Negotiation Team (management) for Collective Agreement 

with Unilever Labour Union.  This helps ensure labour issues are easily 

communicated to management and redress sought in a fairly non-

cumbersome manner.   

There is a resident medical officer on site and a clinic to cater to workers 

who get sick on the job or industrial accident victims. 

This is because they believe that the first obligation in ensuring better 

living conditions as addressed through CSR is to their employees.  

Employees are unique in that, apart from being customers themselves 

they are actually directly involved in turning out products that produce 

wealth for the company.   

Employees have utilitarian power, which explains the measures taken.  

Dubrin (2007) showed the importance of pleasant work environment for 

employees as motivating and therefore encouraging productivity.   

 

4.8 The state of Unilever Ghana- labour union relationship 

Both Unilever management and employees agree that the relationship is 
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generally good.  Sometimes there are some animosities.  There was a 

case of employees grumbling over bonuses because there was a large 

disparity between workers and management end of year bonuses.  As a 

result the workers wanted more money.  The labour union is strong and 

well organised.  In spite of the concerns and issues that come up relating 

to conditions of service, management and the labour union are able to 

come to a compromise of some sort.  As a result, the labour union has 

not called a strike in many years.  They have, however, embarked on “go 

slow” in the past, which is reduction of production rate as a sign of 

defiance.  In such a case the business would move swiftly to address 

concerns, which had to do with increase overtime allowances.  To the 

employees it was a case of denied distributive justice, which is a 

normative principle in stakeholder management.   Employee defiance, 

however, is not a usual occurrence. This phenomenon depicts the 

normative aspect of the stakeholder theory.  They have the right to 

register protest to protect their rights.   

Dissatisfied workers will protest if they think that resources of the 

company are not being fairly distributed.  Sachs and Maurer (2009) stated 

that “If the issue of wealth distribution to stakeholders is not managed 

effectively, future contributions of the stakeholders will be jeopardised”.  

This is the principle of distributive justice.  To succeed, any serious 

minded company would need to pay attention to employee benefits and 

remuneration as they produce the wealth to keep the company in 

business.   

Unilever Ghana stakeholder Model 

Based on real-life experiences, Unilever has over time adopted its own 

style of stakeholder relations management as shown below in figure 3 
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Figure 4: Unilever Ghana stakeholder model 

 

 

 

The different kinds of stakeholders involved in CSR identified in the case 

of Unilever Ghana are shown in figure 3.   

There are permanent stakeholders examples of which are employees and 

stockholders; and temporary stakeholders are the communities, certain 

professional and expert bodies and NGOs among others who have a brief 

engagement with Unilever Ghana to execute a particular project of 

interest.   

 

The permanent or temporary stakeholders may be dispensable or 

indispensable, depending on their contribution or salience to the CSR 

project.  The Ghana Road Safety Board is a temporary stakeholder but 

indispensable in the road safety campaign initiative of Unilever Ghana.   

Powerful stakeholders are usually indispensable and the company ensures 

that the relation with this group is maintained.  Some relatively non-

powerful stakeholders may indeed be indispensable. Unilever Ghana 

distributors fall in this category.  If distributors’ interests are continually 
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ignored, they might decide to boycott the company in protest.  This will 

definitely have a negative impact on corporate financial performance.   

 

The empirical evidence from Unilever Ghana limited shows the descriptive 

nature of the stakeholder theory.  The company engages stakeholders 

with common interest and focus.  Other stakeholders, dispensable or not 

may have competitive interests which do not align with interest of 

Unilever Ghana or other stakeholders. 

 

This case study qualitatively shows a clear appreciation of the link 

between stakeholder management and corporate performance goals as 

put forward by Donaldson and Preston (1995).  The company measures 

the effect of CSR, which inadvertently involves effective management of 

stakeholder relations, by brand value and goodwill.  These are both 

intangible assets but have an effect on financial performance as illustrated 

in figure 1.  Figure 2 depicts an even direct effect of stakeholder 

management on financial performance.  A case in point is employee 

management.  The instrumental aspect of the stakeholder theory is 

evident here.  

 

Whatever Unilever Ghana is doing seems to work for them.  As a case 

study, this practical knowledge could be used by other organisations that 

are looking for alternative ways of handling stakeholder relations. 

From the information gathered it is certain that Unilever Ghana limited 

has a stakeholder approach to business and to CSR.  Their approach 

however has some differences from the concepts that have been 

documented in books and research articles.  The contribution of this case 

study to the SRM-CSR concept is shown in figure 4.   

Figure 5: Stakeholder approach for implementing CSR 

 

 

 
Decide on CSR initiative 
based on company 
values and policy 
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For proper planning, the company needs to map out a specific CSR 

strategy.  This will involve deciding broad scopes or general themes of 

CSR.  Of course the company can still engage in other minor projects 

along the way, as does Unilever Ghana.   
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There is then the need to identify relevant issues in the society that will 

make maximum impact.  This cannot be decided in a boardroom.  

Employees, research firms and the community should be allowed to pitch 

in information in order to decide on the CSR project that would make 

maximum impact and farther-reaching effects.  Legitimate and valid 

stakeholders must be sought that will help in the execution of the project.   

 

Stakeholders will then be prioritised.  The prioritisation is not a one size 

fits all approach.  It would be based on such principles as power, 

influence, proximity or those most affected by the CSR project.  This mix 

of primary and secondary stakeholders would then be involved in the 

actual CSR planning and implementation.  During planning and the 

implementation process, non-compliant stakeholders or non-functional 

relationships may be terminated and the relationship with temporary 

stakeholders is also ended after implementation of the project.  

 

For maximum financial benefit, it is good practice to have a strong brand 

name or company name presence.  Any business engaging in CSR would 

be better served by CSR if they adopt a culture of social reporting to key 

stakeholders like shareholders and employees.  Since an aspect of CSR 

involves addressing stakeholder issues, it is imperative for stakeholders to 

be informed about the steps taken to address the issues.  Social welfare 

activities could also be posted on websites for the general public.  

 

on the CSR project before engaging them.  There also needs to be the 

development of a stakeholder engagement or relations strategy, on 

knowing the values, power, influence and nature of the various  
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CHAPTER 5   

5.0 CONCLUSION 

 

Stakeholder management is at the centre of a firm’s CSR strategy.  

Stakeholders have to be strategically engaged and managed for the 

success of any project and CSR for that matter.  All stakeholders engage 

for some benefit and the benefits they derive needs to be worth their time 

and effort.  

 

For effective stakeholder management it is imperative that the power and 

influence of appropriate stakeholders need to be analysed and understood 
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in order to fully appreciate their potential impact.  This will help to avoid 

having to terminate relationships along the way. If this is not done before 

hand there might be cases where the relationship gets so impossible to 

manage and the CSR project might be in limbo because some even 

indispensable or powerful stakeholders had to pull out of the relationship.   

 

This study has proven to be a guide in how to maintain a professional 

stakeholder management for CSR, which can be used by other companies 

especially those in the sub-region due to similar socio-economic climate. 

We see that Unilever Ghana – stakeholder partnership as a winning 

formula for CSR. 
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Appendix 

 

Interview with Management – Unilever Ghana limited. 

1. Why does Unilever Ghana engage intensely in CSR:  

Number 1 stakeholder is the consumer. The company seeks to 

improve or add value to consumer’s life.   

Creating a better future by securing it.... if they invest in people’s 

education, preserve the environment, invest in people and their life 

they secure a future for the business.  When they support women 

(in women empowerment) in SMEs carry on a good business, they 

can make money and due to the goodwill with Unilever, will be more 

likely to patronise their products.  Women are the ones that are the 

primary users of most of Unilever pdts.  To create value through 
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goodwill, people will patronise brands and boost sales.  

 

By CSR the company is perceived by the public as ethical and right 

standing.  Unilever Ghana also believes that to stay in harmony with 

the local community and the society at large helps to avoid bad 

press because company image is everything in business. 

 

Also they do CSR for ethical reasons. Doing right by giving back to 

society and customers like to do business with companies that give 

back.   

 

2. Is business value created with CSR? How? 

Response: Yes, goodwill translates to higher sales.  The brands are put 

out there more, the brands register in people’s minds and they become 

more and more household names. They also tend to associate the 

particular type of product with the brand. E.g. They expect to buy 

Pepsodent brand when buying toothpaste.  It has succeeded such that in 

certain circles in Ghana, the word, “toothpaste” has been substituted with 

the brand name “Pepsodent” even when the talk is not about Pepsodent 

toothpaste but toothpaste in general.  Part of Unilever Ghana’s strategy is 

promoting individual brands instead of the company name.  This is 

because consumers recognise products by brand and not necessarily the 

company name. Brand value is created. (People are willing to pay more 

for a brand than a product. Brand value is the extra money a company 

can make from its products solely because of its brand name. As an 

example, how much more is a consumer willing to pay for a coffee at 

Starbucks as opposed to a coffee at a fast-food restaurant?) Buyers  

prefer to purchase products  from the businesses that have a brand value.   

3. How does the company recognise/identify issues to address in 

CSR 
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Response: Unilever Ghana contracts an independent research 

company to research and come up with shortlisted recommendations 

on the needs of the community or society.  Unilever Ghana then 

prioritises (due to limited resources) by choosing the project that will 

have maximum impact and farther reaching effects on the society.  

 

The company has an in-house research team/system that seeks out 

employee views/information on where CSR projects/programs are 

needed. 

 

Customer Service Reps all over the country bring in feedback from 

the communities and from Unilever Ghana distributors and vendors. 

 

Managers and employees alike identify potential CSR programs from 

the news media and make recommendations to the company.  The 

company then investigates the need areas by the in-house team or 

the research company. 

The company receives numerous applications from various groups in 

the community, for sponsorship. Unilever Ghana vets these 

applications and chooses ones that fits into the company’s 

goal/focus or ones that will make the maximum impact, in terms of 

improving livelihoods, brand visibility and lack of controversy. 

4. What are the challenges the company faces in planning & 

implementation of CSR. 

Response:   Local traditional authority complained that they had 

been neglected in all the CSR activities. They complained that no 

one in the community had benefited from the educational 

scholarships and programs.   

 Unilever sent a delegation to the chief (the traditional 

stools/jurisdictions own lands in Ghana, even though govt may 

purchase or own some lands) and explained their position, that 
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someone from the community may be living in another community 

elsewhere in Ghana, and so there is the high tendency that a native 

of the local community has benefited from the scholarships. (this is 

certainly a weak reasoning).  Unilever Ghana has since strengthened 

their presence in the local community by delegations attending the 

local annual traditional festivals, makes donations, have an honorary 

teaching slot where a manager gives a lesson to support and 

community school and also have a mentoring program.  They also 

organise annual road safety campaign for the kids in the community.     

 

Sometimes, a stakeholder might have issues or objections to the 

way a particular project is being implemented, Unilever Ghana sits 

down to discuss and also look at monitoring and evaluation reports.  

If there is the need to change something with the plan, steps are 

taken to do that.  However, if Unilever  is convinced from facts and 

data collected from the field and research that a particular mode of 

action is the best way, and the stakeholder is not in support, they 

would usually “say good-bye” to the particular stakeholder and seek 

out new ones that have similar visions/goals and supports the 

project.  This would usually happen with stakeholders that are 

dispensable.  For an example, Empretec, a local womens 

empowerment NGO is the partner/stakeholder Unilever Ghana uses 

to implement its women’s empowerment program, through 

improvement of their economic status. (this stakeholder is 

paid...afterall all stakeholders engage to obtain benefits of one form 

or the other).  Empretec is not the only women’s NGO in the 

country, infact there are several.  If at anytime, the relationship is 

not going well and settling differences comes at a cost to unilever, 

the company would rather seek out a new stakeholder.  

5. What is the CSR strategy of Unilever Ghana 
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The strategy is same for all Unilever subsidiaries. For example, 

Unilever plc in 2011 launched a CSR focus called the Unilever 

Sustainable Living Plan. This is the general strategy for Unilever 

worldwide until 2020 and each subisidiary devotes a budget to it.    

By this plan, the company accepts that business “growth at any cost 

is not viable” and empowers subsidiaries to find ways to increase 

social benefits and reduce environmental impact at the same time.  

However, since societies are different, each society has to identify 

best ways of addressing societal needs.  The strategy is to engage in 

activities that have the maximum social impact.  For example, for 

competing resources, Unilever Ghana will rather initiate a project to 

provide potable and accessible water to a community rather than 

sponsor traditional arts development.   

  

6. Who are Unilever’s stakeholders:  

Consumers, employees, shareholders, local communities, Unilever 

plc, other temporary stakeholders who are involved in CSR, 

consumer protection groups and professional bodies like the Ghana 

Dental Association, Ghana medical association, nutrition bodies.   

7. How does Unilever identify and prioritise stakeholders for 

various CSR projects:  

• They weed out controversial groups and seek out stakeholders 

whose focus is in sync with the CSR aspirations of Unilever 

Ghana.  

• Unilever Ghana seeks out ones with track record and those 

whose mode of operations and focus is in line with that of 

Unilever Ghana.   

• Stakeholders groups that  will directly benefit from or are 

affected by the CSR project  

• Stakeholders who have technical expertise and knowledge of 

project, e.g.  Ghana Medical Association 
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• Topmost priority is the community that will benefit from the 

project.   

• Stakeholders who have the power to affect/promote or disrupt 

the outcome or perception of the CSR project and the business 

as a whole. E.g. Media,  

• Next in line is stakeholders with the resources to execute the 

project 

• Stakeholders who enjoy good public image and trust  

 

8. What stakeholder mapping does the company do? Or what 

questions are asked?  : 

• Who is the best stakeholders needed for the project? 

• Who is affected/benefits from the project?  

• What is the public image of the stakeholder, how concerned are they 

about the social issues being addressed, how do the stakeholders 

affect the company? 

9. How does Unilever Ghana deal with/ engages/ manage/ 

stakeholders in the planning and implementation of CSR?   

• They have customer service reps throughout the country who 

get information/concerns/interests of distributors,...    

• Shareholders are included by reporting in the annual bulletin 

“annual report and financial statement: which does not only 

include financial statement but also CSR report.  They see the 

impact the CSR activities are having on the society and they 

know where their money is going.  This makes for 

transparency and accountability.       

• Unilever Ghana has programs to help stakeholders like local 

raw material suppliers by financially supporting them in terms 

of machinery, employee training, business and book keeping 

education, etc.      
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• They make sure all stakeholders are informed on the progress 

of the project in monitoring and evaluation reports. 

• They organise stakeholder forum on CSR which involve and 

community reps, employees, distributors, consumers, inter 

and non-governmental organisations.  For example, Unilever 

plc provide “stakeholder consultation feedback” every year.  

Locally this is done from time to time...                                                    

10 . How employees, as stakeholders, involved in CSR are 

• By employee in-house research as to how Unilever Ghana can 

improve their quality of life or make their lives better and hence 

that of the society at large. Employees are also consumers.  Ways 

to make employees comfortable on their jobs, like providing 

feathered jackets or thick jackets for workers who work in lower-

temperatured rooms e.g. ingredient mixing, bouillon cube 

manufacturing halls.   

• The company also provides lunch for employees.  Annual free 

hamper of Unilever products for all employees.  Also they try to 

provide a clean and pleasant working areas/conditions for 

employees (e.g. air-conditioned rooms due to the hot and humid 

climate). Transportation facilities,   

 

• Unilever ensures that it has good relations with the labour union. 

There is a Standing Negotiation Team (Management) for Collective 

Agreement with Unilever Labour Union.  This is to make sure labour 

concerns are easily passed on to management and redress sought 

in a fairly non-cumbersome manner. The company has a resident 

medical advisor on site and a clinic to cater to workers who get sick 

on the job or industrial accident victims. 

 

11. What is the general nature/ state of Unilever’s stakeholder    

relations? 
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Very good. Apart from the standing stakeholders, the relationship 

with temporary stakeholders comes to an end after a particular 

project is executed.   The company deems it important that good 

stakeholder relations are maintained.  For dispensable stakeholders, 

like facilitators, when the relationship is not going well, as in the 

case of conflicting interests, the relationship is ended and new 

stakeholders sought out.  In the case of indispensable stakeholders, 

like the Ghana Dental Association whose stamp of approval is 

needed on toothpaste, Unilever comes to a compromise. 

 

12. How does the company show accountability to stakeholders? 

Annual reporting of budget allocated to CSR, executed projects, 

programs in transition and societal impact or expected societal as 

well as economic impact or benefit. 

13. How about stakeholders abroad, like the parent company:  

CSR main focus is planned for the whole of unilever worldwide.  

Decisions to engage in a project may be made at local, regional or 

even global level depending on the magnitude, in terms of resource 

intensity.  Unilever Ghana also reports to the parent company on 

CSR activities and social and economic impact. 

14. Does Unilever Ghana have a different CSR approach or 

strategy than other Unilever subsidiaries?  

Approach/implementation is different due to different society needs 

and cultures, but same general focus is planned.   

15. What is the effect of CSR on financial performance:  Goodwill-

higher sales-higher revenue and profit 

16. Has CSR budget increased over the years?  Depends on the 

plan for the year...could be same or higher or lower. 

17. Suppliers: how does the business interact with suppliers? 

Supplier audits conducted to help supplier find ways to improve. 

labour practices of supplier, supporting with equipments to become 
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more mechanical and facilitate faster and more efficient service.   

The company is a member of Carbon Disclosure Project’s Supply 

Chain Leadership Collaboration which is a pressure group 

encouraging suppliers to  disclose carbon impacts and drive them to 

reduce carbon emissions. Purchasing departments are training to 

institute “supplier assurance” in view of Unilever Ghana’s Business 

Partner Code.  Also fruits and vegetable suppliers are assessed 

based on Good Agricultural Practice Guidelines all to encourage 

sustainable practices which protects the environment and 

employees.  Unilever Ghana also participates in what is called the 

global people survey which gives prominence to what employees 

have to say  about the company, including areas of CSR. 

 

 

Interview with employees 

4. How involved are you in the business’s planning and 

execution of CSR activities?   

Give written suggestions,   

Receive bi-monthly written reports on activities through 

employee-centred magazines and publications. That highlights 

new employees, company donations and socially oriented 

activities.  

5. What is the state of relationship and challenges between 

the labour union and Unilever Ghana?  

Generally good.  Sometimes there is some petty animosities.  

There was a case of employees grumbling over bonuses because 

there was a large disparity between workers and management 

bonuses.  As a result the workers wanted more money.  The 

labour union is strong and well organised.  Inspite of the concerns 

and issues that come up relating to conditions of service, 

management and the labour union are able to come to a 
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compromise of some sort.  As a result, the labour union has not 

called a strike in many years.  They have, however, embarked on 

“go slow”, which is reduction of production rate as a sign of 

defiance.  In such a case the business moved swiftly to address 

concerns, which had to do with increase in overtime allowances. 

 

6. Do you think the company takes your concerns seriously? 

Yes, sometimes.   

 

Interview with distributors 

6. How does Unilever Ghana engage with you apart from 

buying goods (the financial/economics)? 

The company provides us with product display supplies 

Technical expertise support and information especially with hair and 

skincare products.   

7. Do you feel you have a say in the business and CSR - that 

your views are heard?  Not always/sometimes.  Customer 

service representatives come around and ask about our views.  

We offer suggestions on product improvement, social areas of 

need, our own concerns, we also pass along.  Sometimes our 

social needs are addressed by Unilever CSR.  We have 

approached Unilever Ghana for  

 

8. What is your opinion of Unilever Ghana’s CSR: 

 Its about the most engaged company in CSR in Ghana.  It is good that 

the company gives back of its wealth to society 

However, if costs or budget gets too high, it drives prices up in order to 

recover costs, to make profit.  So, CSR should be managed so it doesn’t 

get too expensive and hence drive operational costs too high. 
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9. Are you consulted: sometimes we get customer service 

representatives coming around to solicit for our views. 

10. Are you made aware what activities they are pursuing 

from the company?  Yes, in bulletins. 

11. Role of shareholders:  As shareholders, what is your 

role in Unilever Ghana CSR apart from the capital you 

inject? 

We approve payouts, budget and other major changes in the 

organisation.  We receive annual reports and financial statements 

to track how the company is faring.  We are informed how much 

impact the CSR initiatives are having.  Depending on the general 

financial state of the business we may recommend budget cuts/ 

reductions.  Everything must be done in good balance in order for 

the company to sustainably support the country through CSR for 

years to come.  Some decisions involve major stockholders who 

have large percentage shares in the company, rather than 

common-stock shareholders.  

12. Unilever Ghana limited has an excellent relationship with 

shareholders.  We are informed and treated with respect and 

urgency.  

 

 

 

 

 


