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Abstract

This study explores how organisations navigate corporate diplomacy and maintain social
legitimacy within the digital public sphere. In contemporary communication environments,
online news media function not only as channels of information dissemination but also as
arenas in which organisational legitimacy, trust, and public expectations are constructed and
contested. From a public relations perspective, media sentiment provides a valuable analytical
lens to understand how organisations navigate complex dynamics, particularly in the context
of controversy and public scrutiny. The research is theoretically grounded in Corporate
Diplomacy and Legitimacy Theory. Corporate diplomacy is understood as a strategic function
through which organisations engage in continuous negotiation and relationship-building with
diverse stakeholders in socio-political environments. Legitimacy theory, in turn, explains how
organisations seek to align their actions with societal norms and expectations to maintain
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social approval. By integrating these perspectives, this study conceptualises online media
sentiment as a relational indicator that reflects the alignment between organisational
behaviour and public expectations. Utilising a computational communication research
approach, the study analyses 1,000 online news articles published between 2010 and 2024,
collected through web scraping from three Indonesian media outlets, detik.com, kompas.com,
and tribunnews.com, covering three case studies: PT Bank Central Asia Tbk (BCA), the Djarum
Foundation (PB Djarum), and PT Pupuk Indonesia. Sentiment was classified using a fine-tuned
Indonesian sentiment classification model selected from among four candidates based on
performance against a human-annotated gold standard of 300 articles, with inter-annotator
agreement of Cohen’s kappa 0.63. The findings indicate that positive sentiment predominates
across all three cases, with the magnitude and underlying mechanism of that positivity varying
by case. In the case of BCA, positive sentiment is associated with innovation, digital services,
and alignment with national development agendas, reflecting a proactive corporate
diplomacy strategy that reinforces organisational legitimacy. Conversely, the PB Djarum case
demonstrates how a discrete legitimacy challenge tied to child protection concerns can be
identified and contained within an otherwise strongly positive media relationship built on
athletic achievement. The case of Pupuk Indonesia highlights a contested sentiment profile,
in which a substantial negative share linked to structural challenges in subsidised fertiliser
distribution coexists with a plurality of positive coverage, indicating a persistent but partial
legitimacy tension rather than a uniformly negative relationship. Furthermore, the study
identifies the significant role of institutional actors as intermediaries in shaping public
sentiment and organisational legitimacy. This finding suggests that media discourse is not
solely a direct interaction between organisations and the public but is mediated by actors with
high institutional credibility. The research contributes to the field of public relations by
extending the understanding of corporate diplomacy in the digital era and by demonstrating
the value of computational methods, combined with human validation, for longitudinal
sentiment analysis. It argues that online media sentiment should be understood as a dynamic
and strategic resource for managing stakeholder relationships and anticipating legitimacy
challenges. In conclusion, the study highlights the need for organisations to adopt proactive
and data-driven communication strategies to sustain legitimacy and effectively engage
stakeholders in an increasingly complex digital environment.

Keywords: Corporate Diplomacy; IndoBERT; Legitimacy Theory; Sentiment Analysis;
Computational Communication

Resumen

Este estudio examina como las organizaciones navegan por la diplomacia corporativa y
mantienen su legitimidad social en la esfera publica digital. En los entornos de comunicacion
contemporaneos, los medios de noticias en linea no solo difunden informacién, sino que
también constituyen espacios donde se construyen y se disputan la legitimidad organizacional,
la confianza y las expectativas publica. Desde la perspectiva de las relaciones publica, el
analisis del sentimiento mediatico permite comprender como las organizaciones responden a
dinamicas complejas, especialmente en contextos de controversia y escrutinio publico. El
estudio se fundamenta en la diplomacia corporativa y en la teoria de la legitimidad. La primera
se entiende como una funcién estratégica basada en la negociacion continua con multiples
partes interesadas, mientras que la segunda explica cdmo las organizaciones alinean sus
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acciones con las normas sociales para mantener su aceptacién. En conjunto, estas
perspectivas permiten conceptualizar el sentimiento mediatico como un indicador relacional
de dicha alineacion. Mediante un enfoque de comunicacién computacional, se analizan 1.000
articulos publicados entre 2010 y 2024, recopilados mediante extraccion web de tres medios
digitales indonesios, detik.com, kompas.com y tribunnews.com, centrados en tres casos: BCA,
PB Djarum y Pupuk Indonesia. El sentimiento se clasific6 mediante un modelo de clasificacién
de sentimiento en indonesio, seleccionado entre cuatro candidatos con base en su
desempefio frente a un estandar de referencia anotado por dos evaluadores humanos sobre
300 articulos, con un acuerdo entre evaluadores de kappa de Cohen igual a 0.63. Los
resultados indican que el sentimiento positivo predomina en los tres casos, aunque la
magnitud y el mecanismo subyacente de esa positividad varian segun el caso. BCA se asocia
positivamente con la innovacion y la digitalizacion. El caso de PB Djarum muestra como un
desafio puntual de legitimidad, vinculado a la proteccion infantil, fue identificado y contenido
una relacién mediatica predominantemente positiva, basada en los logros deportivos. El caso
de Pupuk Indonesia revela un perfil de sentimiento disputado, en el que una parte negativa
sustancial, vinculada a desafios estructurales en la distribucion de fertilizantes subsidiados,
coexiste con una pluralidad de coberturas positivas, lo que indica una tension de legitimidad
persistente pero parcial, mas que una relacién uniformemente negativa. Asimismo, se destaca
el papel de los actores institucionales como mediadores del discurso publico. El estudio
concluye que el sentimiento en los medios digitales constituye un recurso estratégico para
gestionar las relaciones con las partes interesadas y mantener la legitimidad organizacional en
la era digital.

Palabras clave: andlisis de sentimientos; comunicacidn computacional; diplomacia
corporativa; IndoBERT,; teoria de la legitimidad
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1. INTRODUCTION

In fostering good relations with stakeholders, companies consistently communicate their
activities through various media, including online mass media. In the digital media
environment, online news has become the main arena in which public perceptions of
organisations are continuously shaped, negotiated, and debated. Media coverage no longer
merely reflects organisations' actions but actively shapes the dynamics of the relationship
between organisations and their stakeholders, influencing legitimacy, trust, and public
expectations over time (Castelld et al., 2016). For public relations research, it is not just a
matter of monitoring the media; through news coverage (Jeong & Chung, 2023), media
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sentiment forms the basis for analysing relationship management situations, particularly for
quickly and broadly understanding media discourse and stakeholder perceptions of an
organisation. Online media not only disseminates information, but also frames issues, actors,
and values that affect the legitimacy, trust, and reputation of organisations in the digital public
sphere.

The strategic role of online media intensifies during controversial issues or crises. In these
times, online media coverage often becomes massive, repetitive, and high-speed, broadening
the reach of the issue and accelerating the formation of media discourse (Schultz et al., 2012).
Consequently, crises affect corporations not only by creating victims but also by generating
negative media discourse, amplified by social and mass media (Coombs & Holladay, 2023).
Thus, understanding the patterns, intensity, and sentiment of online coverage during such
events is crucial for public relations professionals seeking to develop adaptive strategies,
maintain stakeholder trust, and prevent crisis escalation in the digital sphere (Coombs &
Holladay, 2023).

In this context, corporate diplomacy refers to a strategic public relations function dedicated
to managing long-term relationships with diverse stakeholders operating in complex political
environments (Ingenhoff & Marschlich, 2019). Corporate diplomacy is distinct from mere
advocacy or post-crisis reputation management; it is characterised by ongoing engagement,
negotiation of key issues, and ensuring alignment between organisational actions and public
expectations. In this approach, online news media act as a crucial arena for diplomacy because
they not only communicate information, but also shape which issues, actors, and narratives
influence organisational evaluations by the public, regulators, and society.

In the context of public relations and corporate diplomacy, online media coverage serves as
an early indicator of public sentiment, informing strategic communication in corporate
diplomacy. This study analyses Indonesian cases such as PT Bank Central Asia Tbk (BCA), a
banking institution; PT Pupuk Indonesia (Persero), a fertiliser company; and the Djarum
Foundation, operating through PB Djarum, a sports philanthropy programme funded by a
cigarette company, to show how online coverage reveals corporate diplomacy and
stakeholder engagement across sectors. Stakeholder engagement in public relations studies
is understood as a multidimensional process involving continuous dialogue, negotiation of
interests, and management of long-term relationships between organisations and their
stakeholders (Johnston, 2014). These organisations offer contrasting contexts: BCA operates
in the banking sector, which is highly dependent on public trust and system security; Pupuk
Indonesia sits at the intersection of public policy, food security, and subsidy distribution; while
the Djarum Foundation and PB Djarum engage in corporate philanthropy to nurture athletes
as part of a CSR programme in sports, an area sensitive to issues of ethics, child protection,
and tobacco product regulation.

In the case of BCA, online media coverage has become a way for the company to signal its
commitment to security, financial literacy, and sustainability, as well as to engage with
customers, regulators, and the wider community when issues of cybercrime and digital fraud
arise. At Pupuk Indonesia, stakeholder engagement takes place in a more political and
structural context, where online media frames the relationship between the company, the
government, and farmers around issues of subsidised fertiliser distribution and access to
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justice, placing the company within corporate diplomacy practices oriented towards the public
interest (Ingenhoff & Marschlich, 2019). Meanwhile, the controversy surrounding PB Djarum’s
auditions shows how philanthropy and sports development programmes can trigger contests
over legitimacy, requiring intensive dialogue and multi-stakeholder engagement, including
regulators, ministries, sports communities, and the public, as part of efforts to maintain social
trust and support (Castelld et al., 2016). The three case studies indicate that stakeholder
engagement is evident not only in communication or CSR programmes (Aksak et al., 2016) but
also in organisations’ online interactions with the public (Chen et al.,, 2021), especially
concerning sensitive issues and public debates. This study uses online media sentiment
analysis to reveal stakeholder engagement dynamics and to inform strategic communication
in the digital public sphere (Yan & Kroon, 2025).

Although the strategic role of digital media in corporate diplomacy and stakeholder
engagement is increasingly recognised, public relations research largely relies on short-term
case studies, survey-based reputation measurements, and sentiment analysis from social
media (Sejati et al., 2024; Zhao et al., 2018) or framing analysis (Johnston, 2014). Existing
studies primarily examined the role of social media in fostering stakeholder engagement
(Troise & Camilleri, 2021) and facilitating symmetrical communication (Ki et al., 2024), while
relatively little attention has been devoted to longitudinal studies of online news media
sentiment across different organisational sectors and issue contexts. This limitation is
particularly important because neutral media coverage is often theorised as the dominant
baseline of organisational visibility against which legitimacy is continuously negotiated and
contested (Greenwood, 2013); as this study’s findings show, that expectation does not hold
uniformly across all three cases, a point taken up directly in the Results and Discussion
sections.

Computational communication methods provide new opportunities to address this gap by
enabling the large-scale analysis of digital media content and longitudinal sentiment dynamics
during organisational crises, helping researchers and practitioners understand public
reactions and manage reputational threats (van der Meer, 2016). The application of this
computational communication method enables in-depth analysis of media discourse and
narratives on platforms such as social media (Zhao et al., 2018), where negative events often
trigger strong reactions and reputational risks (Yan & Kroon, 2025).

Accordingly, this study investigates how online news media sentiment reflects corporate
diplomacy and organisational legitimacy in Indonesia’s digital public sphere. Specifically, this
study aims to (1) examine longitudinal variations in media sentiment towards PT Bank Central
Asia (BCA), PB Djarum, and PT Pupuk Indonesia during periods of organisational controversy;
(2) identify the dominant themes, institutional actors, and controversies associated with
positive and negative sentiment; (3) interpret these sentiment dynamics through the
perspectives of Corporate Diplomacy and Legitimacy Theory; and (4) examine the role of
intermediary institutional actors in shaping organisational legitimacy within digital media
discourse.

By addressing these objectives, this study conceptualises online news media sentiment not
merely as an evaluative outcome but as a strategic relational indicator of organisational
legitimacy. Furthermore, it contributes to public relations scholarship by integrating Corporate
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Diplomacy and Legitimacy Theory with IndoBERT-based computational sentiment analysis to
examine how organisations negotiate legitimacy through media discourse in Indonesia’s
digital public sphere.

The remainder of this article is organised as follows. Section 2 reviews the theoretical
foundations of Corporate Diplomacy and Legitimacy Theory that ground the study. Section 3
details the data collection, inclusion and exclusion criteria, and the sentiment classification
and human validation procedure. Section 4 reports the sentiment distribution and statistical
results for each case study. Section 5 discusses these findings through the lens of Corporate
Diplomacy and Legitimacy Theory and situates the study's contribution, limitations, and
directions for future research.

2. THEORETICAL FRAMEWORK
2.1. Corporate Diplomacy

Corporate Diplomacy (CD) in public diplomacy is defined as the role of private sector
corporations as actors in public diplomacy efforts (Snow & Cull, 2020). CD plays a role in
enhancing an organisation’s image. The government leads traditional public diplomacy, but
now includes transnational communication efforts by various actors, including private
companies (Cull, 2009). CD is not only for companies’ benefit, but also for engagement and
collaboration with government stakeholders on social issues (Ingenhoff & Marschlich, 2019;
Kochhar, 2018; Mogensen, 2017).

Research shows that CD focuses on relationships and collaboration with stakeholders in a
country to achieve outcomes that benefit both the organisation and the local community
(Ingenhoff & Marschlich, 2019). CD is understood as a strategy to align corporate actions with
the demands of non-market stakeholders, thereby reducing business-level risk (Kochhar,
2018). The institutional and normative approaches to CD emphasise the role of companies in
relevant socio-political decision-making processes and the importance of building good
relationships (Ingenhoff & Marschlich, 2019). CD includes negotiations with institutional
actors and participation in political decision-making processes to achieve mutual benefits
(Snow & Cull, 2020).

2.2. Legitimacy Theory

Legitimacy theory explains how organisations obtain, maintain, and restore social approval to
continue operating. Dowling & Pfeffer (1975) state that organisational legitimacy is
determined by the degree of conformity between the organisation’s goals, activities, and
operating methods and social values, norms, and expectations. When this alignment is lost, a
legitimacy gap emerges, a condition in which the organisation’s policies and practices no
longer align with key public expectations, thereby threatening social support for the
organisation (Suchman, 1995).

Legitimacy is a social construct granted by stakeholders and can change over time (Boyd,
2000). Public accusations of ethical, safety, or fairness violations can push organisations into
a legitimacy crisis, which not only affects their reputation but also their ability to function
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effectively. Therefore, organisations must demonstrate that they operate in accordance with
society's values, not only legally and economically, but also morally and socially (Heath, 2013).
Dowling & Pfeffer (1975) propose three main strategies for addressing legitimacy challenges:
aligning organisational behaviour with social values, reframing public perceptions through
communication, and associating the organisation with symbols or institutions that already
have strong legitimacy. Through strategic communication, issue management, and crisis
communication, public relations helps organisations close the legitimacy gap and maintain
public trust and the social right to operate (Marschlich, 2022).

2.3. Computational communication and the operationalisation of legitimacy

This study situates its analytical approach within computational communication research,
which uses large-scale, algorithmically processed media data to observe media-based
organisational dynamics that are difficult to detect through manual content analysis alone
(van der Meer, 2016). Within the digital public sphere, where organisational visibility is
continuously negotiated through decentralised, high-volume news production, computational
methods enable longitudinal tracking of legitimacy-relevant discourse at a scale that
approximates the information environment stakeholders actually encounter (Zhao et al.,
2018).

In this study, sentiment classified toward the target entity, rather than the general tone of an
article, serves as the operational variable linking Corporate Diplomacy and Legitimacy Theory
to the empirical analysis. Positive sentiment is treated as an indicator that an organisation's
actions are perceived as aligned with social values, consistent with Dowling & Pfeffer's (1975)
alignment and reframing strategies. Negative sentiment indicates a legitimacy gap in
(Suchman, 1995) sense. The temporal distribution of sentiment further allows discrete
legitimacy challenges, such as the PB Djarum audition controversy, to be empirically
distinguished from persistent, structural tensions, such as those observed in Pupuk Indonesia.
This operationalisation is developed further in Section 3.

3. METHODOLOGY
Study design and data collection

The method used is computational communication research. The data sources are three
Indonesian online media outlets: detik.com, kompas.com, and tribunnews.com. These outlets
were selected through purposive sampling based on their national reach and the availability
of consistent, machine-readable archives extending back to 2010, a requirement of the study’s
longitudinal design. This selection introduces two identifiable biases, both acknowledged in
the Limitations section. First, kompas.com and tribunnews.com are both published under KG
Media, so the corpus reflects two independent editorial groups rather than three. Second,
coverage reflects a mainstream, urban, national-media perspective that excludes regional
outlets and social media discourse. An initial fourth outlet, tempo.co, returned zero articles
for any of the three case queries after data collection and is therefore not part of the analysed
corpus.
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Articles were retrieved using a single query per case: “pelanggan bca” for the BCA case, “audisi
atlet pb djarum” for the PB Djarum case, and “pupuk subsidi” for the Pupuk Indonesia case. A
raw total of 1,112 articles was retrieved across the three cases. Seven exclusion steps were
then applied in sequence: removal of records missing a URL or title; removal of articles under
200 characters of body text; removal of exact URL duplicates within each case; removal of
syndicated or republished duplicates, identified as matching normalised titles published on
the same calendar date; removal of articles whose publication date could not be recovered,
including articles with no date field and articles exposing only a content-management last-
updated timestamp rather than a true publication date; and restriction to the 2010 to 2024
study window. This yielded a final corpus of 1,000 articles: 253 for BCA, 198 for PB Djarum,
and 549 for Pupuk Indonesia. Table 1 reports the article count remaining after each step. All
retained articles were given equal analytical weight; no weighting by outlet, length, or recency
was applied. Because each case was retrieved using a single query, articles that reference the
entities under study using vocabulary outside that query term may be absent from the corpus,
a recall limitation discussed further in the Limitations section.

The study window was set to 2010 through 2024 to approximate the consolidation of
Indonesia’s mainstream digital news ecosystem and the earliest period for which the selected
outlets maintain consistent, searchable online archives. Within this window, retrieved
coverage begins at different points for each case. BCA coverage spans January 2010 to
November 2024, Pupuk Indonesia coverage spans November 2010 to November 2024, and PB
Djarum coverage spans June 2013 to November 2024. The later start for PB Djarum reflects
the onset of national media attention to the audition programme rather than a data-collection
artefact. It is reported as such rather than assumed to be a 2010 baseline.

Table 1. Article counts retained after each exclusion step

Step BCA PB Djarum Pupuk Indonesia
Raw scraped 298 204 610
Has URL and title 298 204 610
Minimum content length 294 204 595
Deduplicated by URL 269 198 552
Deduplicated by the title and date 269 198 549
Date parseable 253 198 549
Within study window (2010 - 2024) 253 198 549

Source: own elaboration.
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Data analysis and coding

The research flow diagram below illustrates the steps involved, followed by a detailed
explanation of each stage.

Figure 1. Research Method Flow
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The data were obtained from selected online media outlets using a Python-based web
scraping method. This web scraper uses Playwright as its main engine for browser automation,
combined with BeautifulSoup for HTML parsing, and includes a logging system for detailed
monitoring of the scraping process. The scraper’s workflow begins with initialising key
parameters, such as the search query, the maximum number of pages to scrape, and the base
URL of the target website. The scraper then opens a Chrome browser via Playwright and
begins data collection by visiting the search results page. On each page, the scraper identifies
and collects relevant article links, then opens each article in a new tab to extract information
such as the title, publication date, article content, and keywords.
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To ensure reliability, the scraper is equipped with various security and error-handling
mechanisms. These include a retry system for page load timeouts, page transition verification,
domain validation to ensure that only content from the targeted website is retrieved, and rate
limiting to protect the server. The scraper also has a special ability to handle Indonesian date
formats, with an automatic translation system to international standard formats.

The collected data is then stored in CSV format with file names automatically generated using
the pattern domain_timestamp_query.csv. The CSV files use semicolon delimiters and UTF-8
encoding with BOM to support Indonesian special characters. Each row in the CSV file contains
complete information about one article, including the title, date, content, keywords, and
article URL. After the CSV data had been collected, sentiment classification was performed on
the article text using the model and validation procedure described below.

Sentiment Classification Model and human validation

Sentiment was classified using taufigdp/indonesian-sentiment, a fine-tuned three-class
Indonesian sentiment classifier, into three mutually exclusive categories, negative, neutral,
and positive, via argmax over the model’s output class probabilities. No manually set threshold
is used at any stage; the three-way decision is intrinsic to the classifier’s output layer.

Four candidate pre-trained Indonesian sentiment classifiers were evaluated prior to any
human annotation: taufigdp/indonesian-sentiment, a tweet-domain IndoBERT fine-tune, a
review-domain IndoRoBERTa fine-tune, and a cross-lingual XLM-RoBERTa fine-tune, included
as a lineage-independent robustness check. All four were applied to the full corpus. A stratified
random sample of 300 articles, allocated proportionally across case studies and predicted
labels with a minimum of 20 items per stratum, was independently labelled by two annotators
for sentiment toward the target entity rather than the article's general tone. Inter-annotator
agreement on this independent, blind first pass was substantial, Cohen’s kappa equal to 0.63.
The remaining disagreements, accounting for 22.7 per cent of the sample, were resolved
through discussion between the two annotators to produce the final adjudicated gold-
standard labels.

Against this gold standard, taufigdp/indonesian-sentiment achieved the highest performance
of the four candidates, with an accuracy of 0.673 and a macro-averaged F1 score of 0.616, and
was therefore selected as the primary classifier for all results reported in Section 4. Per-class
performance was weakest for the neutral category, with a recall of 0.545 compared to 0.72 or
higher for the negative and positive categories, consistent with the greater definitional
ambiguity of neutral entity-targeted coverage relative to clearly favourable or unfavourable
coverage. Figure 2 compares accuracy and macro-F1 across all four candidate models with
bootstrap confidence intervals.
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Figure 2. Accuracy and macro-averaged F1 score for the four candidate sentiment classifiers
against the human-annotated gold standard, with 95 percent bootstrap confidence intervals.
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Figure 2 shows that the four candidate models differ substantially in their agreement with
human judgment, which motivates the validation procedure described above. The review-
trained and cross-lingual models cluster toward opposite ends of the neutral-versus-polarised
spectrum, while the primary model achieves the highest accuracy and macro-F1 by a clear
margin. This pattern indicates that model choice alone can materially change the substantive
conclusions drawn from an automated sentiment pipeline, which is why the gold standard,
rather than any single model’s raw output, determines the sentiment distribution reported in
Section 4.

4. RESULTS
4.1. Case study 1: BCA

A total of 253 articles related to BCA were retained for the period 2010 to 2024 after the
exclusion steps described in Section 3. Sentiment toward BCA is predominantly positive: 133
articles, 52.6 per cent, 95 per cent confidence interval 46.4 to 58.6, were classified positive;
75 articles, 29.6 per cent, confidence interval 24.4 to 35.5, were classified negative; and 45
articles, 17.8 per cent, confidence interval 13.6 to 23.0, were classified neutral. Positive
coverage is not the exception but the majority pattern, consistent with a corporate diplomacy
strategy in which digital-innovation initiatives, such as the myBCA eSIM service, and alignment
with national development programmes, such as the IKN partnership, are met with favourable
media coverage.

4.2. Case study 2: PB Djarum

A total of 198 articles concerning PB Djarum were retained for the period 2013 to 2024.
Contrary to an expectation that the 2019 audition controversy would dominate coverage,
sentiment toward PB Djarum is overwhelmingly positive in aggregate: 157 articles, 79.3 per
cent, 95 per cent confidence interval 73.1 to 84.4, were classified positive; 21 articles, 10.6
per cent, confidence interval 7.0 to 15.7, were classified negative; and 20 articles, 10.1 per
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cent, confidence interval 6.6 to 15.1, were classified neutral. This reflects PB Djarum’s standing
as one of Indonesia’s most prominent competitive badminton development programmes,
where the majority of coverage concerns tournament results and athlete achievement rather
than the audition programme specifically.

A monthly decomposition of net sentiment, computed as the mean of the positive class
probability minus the negative class probability, shows that PB Djarum coverage sits at a
median of 0.73 in months with three or more articles, indicating a consistently favourable
baseline. Against this baseline, September 2019 stands out as a marked exception: the seven
articles published that month carry a mean net score of 0.00, a deviation of approximately
0.72 points below the typical level and the largest such deviation in any well-covered month
across the full period. This corresponds to the culmination of the dispute between PB Djarum
and Indonesia’s Commission for Child Protection, which had raised concerns since 2018 that
the audition programme used children to promote the Djarum brand, and which concluded in
September 2019 with PB Djarum removing its branding from the remaining audition legs and
announcing the discontinuation of the general audition format from 2020 onward. Figure 3
shows the full monthly trend.

Figure 3. Monthly mean net sentiment score for PB Djarum, 2013 to 2024. The dashed line
marks a neutral net score of zero.
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Figure 3 shows a single sharp deviation toward the neutral line in September 2019 against an
otherwise consistently positive series. No other month with comparable article volume
approaches this level of suppressed sentiment, which supports treating the deviation as a
genuine, identifiable event rather than a random monthly variation. Read together with the
case counts above, these findings indicate that the audition controversy is empirically
identifiable as a discrete, temporally bounded negative episode rather than a defining
characteristic of PB Djarum’s overall media relationship. The organisation’s aggregate
legitimacy position, as reflected in media sentiment, remained strongly favourable throughout
the study period, and the controversy represented a legitimacy challenge successfully
contained to a specific episode rather than a sustained legitimacy crisis. This distinction is
developed further in Section 5.1.
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4.3. Case study 3: Pupuk Indonesia

A total of 549 articles concerning Pupuk Indonesia were retained for the period 2010 to 2024.
Sentiment is contested rather than predominantly negative: 238 articles, 43.4 percent, 95 per
cent confidence interval 39.3 to 47.5, were classified positive; 200 articles, 36.4 per cent,
confidence interval 32.5 to 40.5, were classified negative; and 111 articles, 20.2 per cent,
confidence interval 17.1 to 23.8, were classified neutral. Positive coverage forms a plurality,
driven primarily by routine reporting on subsidy distribution programmes and government
agricultural policy, while the negative share, though not dominant, is substantial and
concentrated around distribution failures and farmer grievances. This pattern is consistent
with a persistent, though not majority, legitimacy tension around the subsidised fertiliser
programme rather than a uniformly negative media relationship.

Figure 4. sentiment distribution by case study, with 95 per cent Wilson confidence intervals

Sentiment distribution by case (indonesian-sentiment)
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BCA PB Djarum Pupuk Indonesia

Source: own elaboration

Figure 4 places the three cases side by side and shows that positive sentiment is the largest
category in every case, with the magnitude ranging from a plurality for Pupuk Indonesia to a
substantial majority for PB Djarum. The confidence intervals for BCA and Pupuk Indonesia are
noticeably narrower than those for PB Djarum, reflecting the larger sample sizes in those two
cases. This side-by-side comparison underlines that neutrality is not the shared baseline across
cases, and that the appropriate cross-case generalisation instead concerns the relative
balance between positive and negative coverage.

Statistical results

A chi-square test confirms that the sentiment distribution differs significantly across the three
cases: chi-square with 4 degrees of freedom equal to 76.86, p less than 0.001, Cramer’s V
equal to 0.196. Sentiment also differs significantly by outlet, chi-square with 4 degrees of
freedom equal to 20.67, p less than 0.001, Cramer’s V equal to 0.102. This outlet effect is
roughly half the magnitude of the case-level effect, indicating that outlet composition,
detik.com accounts for 81 per cent of PB Djarum coverage, is a genuine but secondary
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influence relative to the substantive differences between cases. Both tests use the full
retained corpus of 1,000 articles.

5. DISCUSSION AND CONCLUSIONS

In a digital era dominated by online information, sentiment analysis of news coverage has
emerged as an important strategic tool for supporting corporate diplomacy. Online reporting
reflects public perceptions of an organisation’s programmes and actions, serving as a critical
indicator of media discourse, an aid in identifying emerging issues, and a basis for formulating
strategic communication initiatives. The sentiment captured in digital media, whether neutral,
positive, or negative, provides a snapshot of how an organisation is accepted by society and
its stakeholders. For instance, sentiment analysis regarding BCA, the Djarum Foundation, and
Pupuk Indonesia demonstrates how specific issues, such as data security, child protection
concerns, or subsidised fertiliser distribution, can shape corporate reputation.

The results of this multi-case longitudinal analysis (2010 to 2024) provide nuanced insights
into how large-scale Indonesian organisations navigate the complex landscape of public
sentiment through the lenses of Corporate Diplomacy and Legitimacy Theory. While positive
sentiment predominates across the three cases, the fluctuations in positive and negative
sentiment reveal the strategic manoeuvres and institutional frictions inherent in maintaining
a social license to operate.

The following table (Table 2) illustrates a strategic comparison of institutional relationship
management and public expectation alignment across the cases, using the conceptual
frameworks of corporate diplomacy and legitimacy theory.

Table 2. Theoretical Synthesis of Corporate Diplomacy and Legitimacy across Case Studies

Case Corporate Diplomacy Legitimacy Theory
Study
BCA Strategic partnership (IKN) as a form | Innovation (eSIM) to meet customers'
of support for national agendas. expectations of modernity.
PB Successful containment of a discrete | A legitimacy challenge tied to a specific
Djarum legitimacy challenge (the KPAI | practice, child-facing brand promotion,

dispute) through programmatic | was resolved  through  aligning
concession, removing branding and | organisational behaviour with social
discontinuing the audition format, | values, preserving the aggregate

without lasting reputational | positive legitimacy position built on
damage. athletic achievement.
Pupuk Corporate role in executing public | Legitimacy tension resulting from
Indonesia | policy (subsidies). distribution failures in meeting farmers'

needs, coexisting with a plurality of
positive policy coverage
Source: own elaboration
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5.1. Corporate Diplomacy as non-market strategy

The findings from the BCA case exemplify the proactive application of corporate diplomacy.
As noted by Snow & Cull (2020), CD involves private corporations acting as pivotal players in
public diplomacy. BCA’s strategic involvement in the New Capital City (IKN) project through
Cooperation Agreements (PKS) illustrates a deliberate alignment with national interests. This
study suggests that CD in emerging markets is heavily tied to national development narratives
and that corporations synchronising their CSR and innovation with state-led projects such as
IKN achieve greater diplomatic resonance. This research extends the conceptualisation of CD
by Ingenhoff & Marschlich (2019), indicating that when a corporation’s private innovation,
such as the myBCA eSIM service, intersects with national digitalisation goals, it fosters a
positive diplomatic image that transcends mere commercial success. Non-market strategy
emphasises that companies now engage in corporate socio-political engagement, involving
integrated interactions with socio-political actors that go beyond traditional corporate social
responsibility (Sun et al., 2024). This reinforces the argument that private innovations, such as
digital services, can gain diplomatic significance when linked to the national agenda,
consistent with the concept of responsible innovation, in which innovations aligned with social
goals contribute to legitimacy and the resolution of grand societal challenges (Voegtlin et al.,
2022).

In contrast, the cases of PB Djarum and Pupuk Indonesia illustrate the challenges of corporate
diplomacy when negotiating with institutional actors, understood as a process of engagement
with government, NGOs, media, and local residents (Risi et al., 2023). The findings from the
PB Djarum case revise the initial expectation that the 2019 audition controversy would define
the organisation’s media relationship. Instead, the aggregate sentiment record shows a
strongly positive baseline, 79.3 per cent positive coverage, against which the dispute with
Indonesia’s Commission for Child Protection appears as a single, sharply identifiable negative
episode concentrated in September 2019. Rather than illustrating a failure of corporate
diplomacy, this pattern illustrates a negotiated resolution consistent with Ingenhoff and
Marschlich’s characterisation of corporate diplomacy as ongoing engagement rather than
static reputation defence. PB Djarum’s concessions, removing its brand identity from the
remaining audition legs and discontinuing the general audition format from 2020, align
directly with Dowling and Pfeffer’s strategy of aligning organisational behaviour with social
values, and the sentiment data indicate that this concession succeeded in containing the
legitimacy challenge rather than allowing it to erode the organisation’s broader standing.

Pupuk Indonesia’s position illustrates a different dimension of corporate diplomacy:
engagement mandated by its role in executing national subsidy policy, rather than voluntarily
initiated, as in BCA’s digital partnerships. As (Risi et al., 2023). note, corporate diplomacy in
politically embedded sectors involves continuous negotiation with the government, farmers,
and regulatory bodies over the terms of a public mandate. The persistent, though not
majority, negative sentiment associated with distribution failures reflects the structural
difficulty of this position: unlike BCA or PB Djarum, Pupuk Indonesia cannot simply discontinue
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or rebrand the programme at the centre of contention, since fertiliser subsidy delivery is itself
the organisation’s core public function. This distinguishes Pupuk Indonesia’s corporate
diplomacy challenge as an ongoing management task rather than a discrete episode to be
resolved.

5.2. Navigating the legitimacy gap in the Digital Era

Suchman’s definition of legitimacy as a socially constructed judgment is widely adopted:
organisations survive more easily when their actions are not questioned or mistrusted
(Spanuth & Urbano, 2024). Social enterprises and firms pursue legitimacy to secure resources,
comply with stakeholder demands, and create social impact (Bunduchi et al., 2023). The study
provides empirical evidence for Legitimacy Theory, particularly regarding how organisations
address the legitimacy gap (Suchman, 1995). However, the three cases show this gap
operating at different scales rather than as a uniform condition. For Pupuk Indonesia, the
substantial negative share of coverage, concentrated around fertiliser distribution failures and
farmer grievances, illustrates a partial gap between societal expectations of food security and
the organisation’s operational reality, even as a plurality of coverage remains positive.
According to Sun et al., (2024), legitimacy is maintained when organisational values align with
social norms; the grievances from the agricultural sector suggest that Pupuk Indonesia’s
legitimacy is under recurring, though not constant, pressure, arising not from a lack of legality
but from perceived shortfalls in fulfilling its social contract as a provider of subsidised
resources.

BCA’s predominantly positive sentiment across the study period is consistent with Dowling &
Pfeffer's (1975) strategy of reframing public perceptions through communication. By
associating the brand with symbols of modern innovation and security, BCA appears to have
limited the escalation of potential legitimacy gaps into open crises. This suggests that in the
digital age, legitimacy is a fluid social construct (Boyd, 2000) that requires continuous
reinforcement through technological relevance and consumer-centric discourse. Digital
communication now functions as a key tool for continuously managing legitimacy, while
participatory and transparent practices help close legitimacy gaps and sustain the social
contract between organisations and society.

5.3. The role of third-party intermediaries as legitimacy arbiters

Intermediaries are actors positioned between rule-makers, targets, and affected audiences,
who translate, monitor, and interpret norms and rules (Abbott et al., 2017). Rather than a
simple regulator-company-public dyad, regulatory processes are increasingly modelled as
regulator-intermediary-target relationships, in which intermediaries possess distinct
resources, authority, and legitimacy. A significant theoretical contribution of this study is the
identification of intermediary actors, such as the Ombudsman, Babinsa, and KPAI, as critical
arbiters of corporate legitimacy. In many settings, they function as legitimising agents, helping
new or contested organisational forms gain or lose acceptance within their institutional
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environments. The data show that sentiment is rarely a direct dialogue between the company
and the public; instead, it is mediated by institutional voices.

The findings suggest that organisations like PB Djarum can possess strong operational and
reputational standing while still facing a discrete legitimacy challenge when moral legitimacy,
in this case, the ethical treatment of children, is questioned by institutional watchdogs. The
PB Djarum case indicates that such challenges can be successfully managed without eroding
the organisation’s broader standing, provided the organisation responds with concrete
concessions. In the case of Pupuk Indonesia, the involvement of the Ombudsman and local
military officers (Babinsa) in field inspections served as a legitimising or de-legitimising, force.
This aligns with Marschlich's (2022) view that public relations must manage issues through
strategic engagement with institutions that already possess strong public trust. Given that
public sentiment is often mediated and filtered through these institutional voices, corporate
diplomacy and public relations should position such intermediaries as primary audiences
rather than peripheral stakeholders. Accordingly, organisations need to strategically align with
the norms, expectations, and evaluative frameworks of these intermediaries to secure and
sustain societal acceptance.

This research concludes that online media sentiment serves as a relational indicator of
corporate diplomacy and organisational legitimacy management. By systematically analysing
longitudinal patterns of media coverage over a 14-year period, the study indicates that
legitimacy is not a fixed or stable attribute, but a dynamic, continuously negotiated social
construct. It is highly dependent on an organisation’s capacity to align its behaviours, strategic
objectives, and communication practices with evolving public expectations and broader
societal norms. In the digital public sphere, where information circulates rapidly and widely,
even minor discrepancies between organisational actions and stakeholder expectations can
quickly escalate into reputational challenges.

The findings further suggest that online media sentiment functions as an early warning
system, enabling organisations to detect emerging issues, shifts in public discourse, and
potential legitimacy threats before they develop into full-scale crises. In this sense, sentiment
analysis is not merely an evaluative tool but a strategic resource that informs decision-making
in corporate diplomacy. It allows organisations to anticipate stakeholder reactions, adapt
communication strategies, and engage more effectively with diverse audiences in complex
socio-political environments.

The case of BCA illustrates how organisations can proactively strengthen legitimacy by
strategically integrating innovation and national development narratives. By aligning its digital
initiatives, such as advancements in financial technology and customer experience, with
Indonesia’s broader digitalisation agenda, BCA successfully positions itself not only as a
market leader but also as a contributor to national progress. This alignment enhances its
credibility and reinforces its role as a trusted institutional actor, indicating that legitimacy in
the digital era is increasingly tied to technological relevance and societal contribution.
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The experiences of PB Djarum and Pupuk Indonesia reveal that operational effectiveness does
not eliminate the need to actively manage legitimacy challenges when they arise, even where
an organisation’s aggregate standing remains strong. Both cases illustrate how a legitimacy
gap can open when organisational practices are perceived to conflict with moral expectations
or social responsibilities (Pfadenhauer & Knoblauch, 2019), and how an organisation responds
to that gap shapes whether it closes or persists. In the PB Djarum case, tensions surrounding
child protection issues produced a discrete, identifiable dip in an otherwise strongly positive
media relationship, and the organisation’s concession, discontinuing the contested audition
format, appears to have closed that gap rather than allowing it to erode broader legitimacy.
In the case of Pupuk Indonesia, by contrast, recurring challenges in fertiliser distribution
reflect a structural tension that is harder to resolve through a single concession, since the
subsidy programme itself is the organisation’s core mandate; this produces a more persistent,
though still partial, gap between societal expectations of food security and organisational
performance.

Theoretically, this study advances the understanding of corporate diplomacy in emerging
markets by indicating its deep entanglement with state-led narratives and institutional
structures. Corporate diplomacy is not exercised in isolation but is shaped by ongoing
interactions with governmental bodies, regulatory agencies, and other institutional
stakeholders. Importantly, the findings highlight the critical role of intermediary actors, such
as oversight institutions, regulators, and public authorities, as key mediators of legitimacy.
These actors possess the authority to validate or challenge organisational actions and
significantly influence how such actions are interpreted in public discourse.

Consequently, legitimacy is not solely constructed through direct engagement between
organisations and stakeholders but is co-produced through a network of institutional
relationships. These intermediaries function as arbiters of an organisation’s social license to
operate, reinforcing or contesting its legitimacy depending on how well it aligns with
established norms and expectations. For practitioners, this underscores the importance of
adopting a network-oriented approach to corporate diplomacy, prioritising strategic
engagement not only with the public but also with influential institutional actors.

Although IndoBERT provides high performance for Indonesian language processing,
automated sentiment classification cannot fully capture the complexity of organisational
communication. The model may be less effective at identifying irony, ambiguity, culturally
embedded meanings, and the nuanced language often found in journalistic reporting, and per-
class evaluation against the human-annotated gold standard confirmed weaker performance
specifically for neutral coverage, a finding reported in Section 3. In addition, this study relies
on data collected from three Indonesian online news outlets, two of which share a common
media group ownership, which may not fully represent the diversity of media discourse in
Indonesia. The findings may also be influenced by biases arising from the selection of search
terms used during the web-scraping process. Therefore, the results should be interpreted as
reflecting patterns within the selected media corpus rather than as a comprehensive
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representation of the entire Indonesian digital public sphere. Future studies could address
these limitations by integrating online news media and social media data, comparing different
sentiment models, combining computational analysis with stakeholder interviews, and
conducting cross-country comparative studies.

The exclusion criteria applied during data collection addressed structural quality (missing
fields, duplication, unrecoverable dates) but did not distinguish straight news reporting from
opinion pieces, press releases, or sponsored content; the corpus may therefore include a small
proportion of non-editorial material that a content-type filter would have excluded.

In conclusion, this study suggests that longitudinal media sentiment can serve as a relational
indicator of how organisational legitimacy is negotiated within Indonesia’s digital public
sphere. Rather than providing a direct measure of organisational legitimacy, media sentiment
offers valuable insights into how legitimacy is constructed, contested, and maintained through
interactions among organisations, institutional actors, and stakeholders.
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