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GENERAL INTRODUCTION

The interactions between businesses and societyhanarganizational changes occurring
as a result of corporate adoption of CSR are immigigegh and dynamic phenomena,

but they have not been adequately explored yet

— Min-Dong Paul Lee

Social duties of companies and their managers Hmen discussed for decades
(Bowen, 1953; Clark, 1939). The last quarter okatary, however, has witnessed the
emergence of a renewed and sparkling debate congethe role and purpose of
companies in society. During this period, the cphoé ‘corporate social responsibility’
(CSR) has progressively gained significant momenianacademic, managerial and
public spheres, to the extent that it has riaomed into a global trend (Carroll, 2004;

Tanimoto, 2004).

The analysis of théandscape of CSR-related ideas reveals its coniplekhe CSR
field of research indeed has mushroomed to suckxtant that it comprises a vast
plethora of approaches, some of which use diffeterhinologies (see Garriga and
Melé, 2004). With little consensus about meanin@®SR remains a hot and
controversial research topic. Carefully distilli@$BR literature nevertheless suggests a
general consensus that it is no longer enoughdopanies to be only concerned about

increasing their short-term profits.

In a CSR perspectiveggitimate concerns of companies and their managgosinclude
well-being of people within and outside the orgatian, environmental excellence and
long-termsustainable growtiHn combination with their traditional and intringurpose
of supplying services and goods, companies arecteqgpdo engage ifiactions that
appear to further some social good, beyond theddirinterests of the firm and that

which is required by law” (McWilliams and SiegeQ@L: 117). Theyhave, next to their
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economic and legal duties, ethical and discretipnmasponsibilities towards society

(Carroll, 1979) and are considered as potentiahtsgef world benefit.

Various factors contribute to explain the escatatiiterest in CSR, including general
trends such as the rising attention to ethical eorsism and investment (Harrison,
Newholm and Shaw, 2006; Sparkes, 2002) and thesased visibility and media
coverage of business activities and impacts (Hog@0,7; Tench, Jones and Bowd,
2007). In addition, deregulation and privatizatiprocesses coupled to a progressive
shift in the role between state and markets hasastormed the basis on which
companies are expected to operate in the globglizirsiness and political environment

(Ronit and Schnieder, 1990; Scherer, Palazzo arteN&£009).

Managers at companies consequently face virtualystant demands from various
actors not only to acknowledge and address theals@id environmental issues
associated to their business processes and agivitut also to play a constructive role
in fighting against deep-rooted problems of humaseny and escalating environmental
deterioration. Beyond national and supra-nationastitutions’ insistencies (cf.
Albareda, Lozano and Ysa, 2004; Kell and Ruggi€9)9these pressures arise from
civil society organizations and activist groups (@bh and Guay, 2004ten Hond and
de Bakker, 200){ shareholders (O’Rourke, 2003), union federati@gels-Zandén and
Hyllman, 2006), local communities (Waddock and Boyl995) and business customers
(Roberts, 2003). Even industry peers and compstittay pressure companies to make

socially responsible decisions and choices (Band/Rondinelli, 1998).

In this context, there are many reasons why conggamight undertake to behave more
responsibly in the absence of legal requirementsoAding to Vogel (2005: 2), “some
[of these reasons] are strategic, others are deérend still others may be altruistic”.
Next to personal values and intrinsic moral intemsi of business leaders and managers
(Maclagan, 1998; Waldman, Siegel and Javidan, 2006)tives for companies to
engage in CSR often can be linked to some enligiateorporate self-interest (Keim,

1978; Moon, 2001).
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From a ‘defensive’ viewpoint, corporate commitmetd socially responsible
management practices is associated with the caoowithat failure to meet basic social
rules or expectations concerning the way compaariegxpected to behave can result in
the companies being viewed as illegitimate (Canpl€07; Sethi, 1975). Increased
engagement in CSR-related policies and initiativesuld allow companies to
circumvent situations and practices perceived aghiral or unsustainable and that
might “alienate the organization from the restadisty, resulting in reduced reputation,
increased costs, and decreasing shareholder vatoagh erosion of its license to

operate” (Hill, 2001: 32).

Conversely, from a ‘strategic’ perspective, the destration of responsible corporate
behaviors constitutes a potential source of bendbr the company through the
generation of positive attitudes toward the orgaimin and its products and the
development of competitive advantages and valuatganizational capabilities in the
long run (Maxfield, 2008; Porter and Kramer, 208&n, Bhattacharya and Korshun,
2006; Sharma and Vredenburg, 1998; Turban and @egeh996). More than three
decades of empirical research moreover tend to st there is a positive link
between companies’ social performance and finapaegbrmance, or at least certainly

very little evidence of a negative association (§tdis and Walsh, 2003).

Therefore, an increasing number of companies emidd¢avaddress CSR issues through
more or less systematic processes and actions. duoibier initiatives, they revise their
strategic orientations, update their business slicsupport community development
programs, evaluate their environmental and so@alopmance, and publish so-called
CSR reports and engage in CSR-related communicatiborts. In brief, some
companies implement substantive actions while nahgrs still engage in superficial
symbolic initiatives or public speaking that moweag from their actual achievements
(Johnson, 2003). Companies still often respondxfmeetations of socially responsible
behaviors in easily decoupled fashion rather thanam integrated way (Weaver,

Trevino, and Cochran, 1999; Barth and Wolff, 2009).
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However, in order to responsibly create and enkung-term success for the company,
it has been repeatedly argued that CSR needs tee rfrom a peripheral add-on
business dimension to a strategically integrateck dmusiness function (Hart and
Milstein, 1999; Pedersen and Neergaard, 2008)attiqular, CSR should be integrated
into the organization and processes of compangesitiat as far as possible, all social
responsibility issues are foreseen, covered byaratp policies, and dealt with in a way
that shows an understanding of the issues involwdl a willingness to help solve
societal problems” (Shahin and Zairi, 2007: 766pnk such a perspective, however,
bridging the gap between CSR rhetoric and reafityears far from being an easy task
(Veleva et al., 2007).

On the one hand, CSR commitments and policies fitusternally with the individual

company’s mission, values, and business functi@ahrationale (Smith, 2003). On the
other hand, CSR commitments and policies are eggdetd integrate the particular
expectations of its environment, conveyed to thenmany by its stakeholders —
commonly described as “those groups or individtiadd can affect and are affected by
the achievements of an organization’s purpose’difian, 1984: 54). Yet, stakeholders’
expectations may be inconsistent (Polonsky andnie\#006) and typically embrace a
wide array of diverse concerns that are often gapfedictable by managers and

typically shifting over time and place (Dawkins drelvis, 2003).

In this context, there is no such thing as a ome-8ts-all CSR ‘solution’ for companies
and their managers (Burchell and Cook, 2006; Sn#0()3). Each company must
develop its own CSR vision and strategy, dependimgts unique set of features and
objectives and on the particular characteristicel axpectations of its various
stakeholders.Developing and implementing strategically integdat€ SR policies

therefore entail complex processes and represemisiderable challenges for

contemporary companies.

This doctoral dissertation contributes to the depelent of theoretical insights aimed at

improving our understanding of these processeshallienges.
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PURPOSE OF THE DISSERTATION AND RESEARCH QUESTIONS

Despite their rising importance in the conduct ofibess activities and the actual
difficulties they represent for corporate actorsg tynamic, complex and necessarily
interactive processes underlying the integration GSR principles in corporate
strategies and operations are still under-expl¢kgatigreen, Swaen and Maon, 2009;
Jonker and de Witte, 2006). Beyond the highlightifigpest CSR practices developed
by certain proactive companies (e.g. Savitz and &J/e2006), models and frameworks
available to scholars and managers are scarce adteh, of limited practical and
theoretical relevance (Maignan, Ferrell and Ferr2006; Smith, 2003; Porter and
Kramer, 2006).

As acknowledged by Lee (2008), even though the Jmatging organizational
adaptations triggered by and supporting the ineeagloption of CSR principles by
companies constitute a decisive phenomenon indh&emporary market society, they

have so far not been appropriately analyzed.

In this context, the comprehensive objective of thoctoral dissertation is to contribute
to highlighting main organizational developments arsdaciated interaction processes
that characterize the integration of CSR principieto the strategy and operations of
companiesFor this purpose, this dissertation approachegpthcesses underlying the
integration of CSR principles into the strategy apeérations of companies (referred to
as ‘CSR development’ in the remainder of this idtrction) from three different angles:
a company-focused perspective, a stakeholder-fdcpsespective, and an integrative,

dialogical perspective.

These perspectives serve as a structuring schenthigosection and for the different
parts of the dissertation. This structuring scheseeves to emphasize the various
viewpoints on CSR development processes and theifisperganizational and

environmental dimensions that affect the phenomeN@vertheless, we acknowledge

that these three perspectives are fundamentakywotven in that CSR development
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unavoidably entails exchange and engagement pexdstfween the company and its

environment, represented by its various stakehslffemith, 2003; Maak, 2007).

The three perspectives and associated researchiomsesire introduced hereatfter,
together with some elements of conceptual backgrowhich are detailed later in this

dissertation.

A company-focused perspective on CSR development:véving mindsts and

organizations

From a company-focused perspective, CSR developmient considered as
fundamentally involving an evolution in the way tleganization and it members
conceive corporate purpose and activities (de WadQ0P5). Therefore, CSR
development entails the internalization of CSR @ples at all levels of the
organization (Cramer, van der Heijden and Jonk@®6® Especially, for incorporating
CSR-related concerns into their long term stratdagys suggested that companies
should rely on CSR-supportive organization cultundgere social and environmental
challenges are perceived as opportunities rathem tonstraints (Hart and Milstein,
1999; Swanson, 1999; Sharma, 2000). Neverthelbesadtual characteristics of such
CSR-supportive organizational cultures are dimlyindel. The nature of the cultural
evolution presumably required for constructivelyppgorting CSR development
processes thus remains rather ambiguous. This lemadbe first central research

question of this doctoral dissertation:

Research question IHow does CSR development interconnect with cultural

evolution in the company?

CSR development further has been emphasized adirgnthe company to develop
new ways of organizing and working (Mirvis and Gosg 2006; Dunphy, Griffiths and
Benn, 2003). It requires to learn not only how tostdme things better than before, but
also to challenge and change past ways of makiegidas within the organization

(Zadek, 2004). In this perspective, the developnaemt implementation of integrated

16



CSR policies can be considered as potentially sgmtng an organizational change
process, a shift from a present to a future stfteD@@awson, 2003). However, whereas
some authors suggest that CSR development can mampmeigh either incremental or
transformational change processes (e.g. Dunphi;,2003), others contend that CSR
development rather more exclusively entail transfional, radical changes for the
company (Doppelt, 2003). Also, while some schotgue that CSR development can
be supported by planned approaches to changeMaignan, Ferrell and Ferrell, 2006),
others suggest that CSR development is the mosn ditpically characterized by
emergent processes that can hardly be calculatgd N&rvis, 2000). In this context,
there is still a lack of resolution about the natof the change processes underlying
CSR development. This leads to the second cemsalarch question addressed in this

doctoral dissertation:

Research question Ptow does CSR development interconnect with orgaoi

change in the company?

A stakeholder-focused perspective on CSR developmerBehind the company’s

mirror

Stakeholder theory (cf. Donaldson and Preston, 1B8&man, 1984) progressively has
imposed itself as crucial in order to understarel structures and dimensions of the
transforming business and society relationshipd, taen the dynamics at play behind
CSR development. It now constitutes a commonly @teceframe of reference for CSR
(Windsor, 2006) that, in a normative perspectivaps deriving companies’ obligations
to constituent groups other than shareholders laogktprescribed by law (Jones, 1980;

Wood and Jones, 1995).

In organization and management literature, schddagely adopted a ‘corporate angle’
on stakeholder theory, mostly treating topics ilatren with the management by the
company of stakeholders and their expectations filgnan and Keim, 2001; Lorca

and Garcia-Diez, 2004; Mitchell, Agle and Wood, 19%heeler and Sillanpaa, 1997).
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Those efforts emphasize that the effective manageroé stakeholders and their
expectations is essential for the company, as lsté#lers “contribute to the
organization’s resource base, shape the structutdeoindustry in which the firm
operates, and create the social and political amrenahich the organization exists”

(Miles, Munilla and Darroch, 2006: 199).

Nevertheless, though their contributions are clutiafoster corporate abilities at
addressing social and environmental issues, thexssarch efforts only allowed limited
understandings of the actual role and direct imitige of stakeholders on CSR
development processes. In particular, adequate rstaddelings of “the motives,
identities, ideologies, and tactical choices okslelders and their consequences for
firms” are missing (de Bakker and den Hond, 2008:e9en some insightful research
efforts emerged in the last years (see e.g. Fropt@®9; den Hond and de Bakker,
2007; Rehbein, Waddock and Graves, 2004). In aniditia limited number of studies
can be found that relate stakeholder influenceheracteristics of the firm” (de Bakker
and den Hond, 2008: 10). As a result, beyond ‘steeed’ interests, the nature of
stakeholders’ actual motivation to influence CSRele@pment at a particular company
and its impact on the nature of the actual inflgestrategies adopted by stakeholders
remain fairly indefinite. To a large extent, theudst of company-stakeholder
relationships in CSR development processes therefidt keeps a one-way, company-
centred orientation. This leads to the third, stakeer-focused research question of this

doctoral research:

Research guestion 3ow do stakeholders’ perceptions of CSR developraent

companies affect their attempts to influence it?

An integrative perspective on CSR development: Cadktive thinking and

reciprocal effects

Finally, the company- and stakeholder-focused patses on CSR development must

be brought together. At some point, CSR developneté¢ed inevitably implies a
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changing relationship between the company andtaisekolders and a move towards
“processes of mutual responsibility, informatiorashg, open and respectful dialogue

and an ongoing commitment to joint-problem solvigigdwrence, 2002:186).

In this view, CSR development processes entairsflamed at making sense not only
of the stakeholder-conveyed issues on the corpidie (Basu and Palazzo, 2008;
Cramer et al., 2006), but also of corporate belravamd CSR-related initiatives on the
stakeholder side. CSR development thus charadatetigt fosters the need for “new
dialogic forms of collective cognition” (Payne ar@hlton, 2002: 121) that would
involve the company and its stakeholders. This nestl to communally understand
and drive the expected social role of the corposater and orient its CSR development
(cf. McNamee and Gergen, 2004). In this line, fundatally related to the previously
introduced research questions, the last researcbstiqn addressed in this
comprehensive research on CSR development procésseses on the interactive

dimension of CSR development processes:

Research question H4ow do a company and its stakeholders co-const@gR

development at the company?

Altogether, these research questions delineateraugh research program focusing on
key organizational and interactive processes chaniaing CSR development processes
at companies. Their relatively comprehensive nasteens from the initial willingness
of the researcher not to focus on filling spec#ma limited gaps in the literature but to
engage in a profound discussion with concerns septeng critical issues for

contemporary organizational life.
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ORGANIZATION AND OUTLINE OF THE DISSERTATION

Figure 1 summarizes the three-part structure otlibgertation, composed of five essays
co-written as a first author by the doctoral caatkd The first part of the dissertation
approaches CSR development processes from a coApauged perspective. It
consists of three essays that complementarily ¢athké first and second research
guestions by considering CSR development underrgan@ational culture lens and

from an organizational change point of view.

In the second part, the fourth article specificayates to the third research question
and focuses on the stakeholder side of CSR develnpmrocesses. It does so by
addressing stakeholder rationales for CSR-oriemédence and actual stakeholder

influence attempts to foster CSR development dtquéar companies.

In the third part of the dissertation, the fiftrs@g more particularly addresses the fourth
research question of this doctoral research ands aion provide an integrative
perspective on CSR development processes. It doéy ringing together corporate
and stakeholder perspectives on CSR developmentbgndmphasizing interactive
processes underlying the socially constructed ratdirCSR principles integration in

companies’ strategy and operations.

Although each essay more particularly pertains t®@ @r two of the previously
mentioned research questions, the five essayanplementary and to a certain extent
provide elements of answers to all four interrelatesearch questions. This assertion
will be further discussed in the conclusion partho$ dissertation. Figure 2 highlights
how the five essays are interconnected, makindinkebetween the different parts of
this dissertation. The five essays and their imienections are briefly described in the

remainder of this section.
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A company-focused perspective on
CSR development

Main research questions:

1.1. How does CSR development i
interconnect with cultural evolution in; !
the company? i
1.2. How does CSR development |
interconnect with organizational !
change in the company? !

Essay 1:
Designing and implementing CSR: An
integrative framework grounded in
theory and practice

Essay 2:

Organizational stages and cultural
phases: A critical review and a
consolidative model of CSR
development

Essay 3: i
Conceptualizing organizational changd
toward CSR: A quad-motor approachi

FIGURE 1:
Organization of the dissertation

PART IlI

An integrative perspective on CSR
development

Main research question:

3.1. How do a company and its
stakeholders co-construct CSR
development at the company?

Essay 5:

Shaping the dialogical view of CSR: /
multipartite sensemaking—sensegiving
conceptualization

P

PART Il

A stakeholder-focused perspective on
CSR development

Main research question:

2.1. How do stakeholders’ perceptions
of CSR development at companies
affect their attempts to influence it?

Essay 4: |
On the pursuit of ideological ends i
through power-based means: !
Reconsidering stakeholder pressures !
for CSR '




FIGURE 2:
Interconnections between the essays

PART |

A company-focused
perspective on CSR
development

PART Il

A stakeholder-focused
perspective on CSR
development

Essay 1 Essay 2 |

1 1 Essay 4
\4 \ 4
Essay 3 >
D I U
. PART Il
. Anintegrative perspective
. on CSR development
!

Essay 5

Thefirst essayof this dissertation proposes a practical CSR emgntation agenda on
the basis of three real-life cases as well as gldrchange management models and
existing CSR implementation agendas. The resulitrafegic planning model for CSR
highlights four successive episodes of change gphah nine steps of the CSR design
and implementation process. It provides an initgddmap for managers seeking to
implement CSR-oriented change. In addition, it hgifts key challenges and
facilitators in the CSR design and implementatioocpss. Accordingly, it suggests the
imperative to develop more comprehensive framewarken it comes to the design
and implementation of strategically integrated CiBRiatives. This essay has been

written at the beginning of the doctoral process laas been published in theurnal of
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Business Ethicgsee Maon, Lindgreen and Swaen, 2009). This eadsk tends to
consider CSR design and implementation processesady dependent on managers’

purposeful endeavors.

Based on insights and limitations of the first gsaad on existing literature on CSR
implementation, stakeholder theory and organizati@ulture, thesecond essayses

the corporate social responsiveness continuum@semll, 1979) and the stakeholder
culture model developed by Jones, Felps and Bi{@&0)7) to offer a consolidative
model of CSR development. This model highlights layganizational culture and CSR
development are inextricably linked and identifilsree main cultural phases
encompassing seven key organizational stages ¢barany the process. In so doing,
this essay integrates organizational values antureultogether with management
processes and operations. In addition, by empimgsizhe importance of the
organizational context and characteristics in thealysis of companies’ CSR
development, the proposed model offers novel rebearvenues and highlights the
relevance of adopting a context- and culture-dependpproach when studying CSR
development processes. Especially, it opens pdrgpscfor suggestions on change
processes characterizing companies’ headway toseeder CSR principles integration
in their strategy and operations. This essay ha&s lpblished in thénternational

Journal of Management Revie{gee Maon, Lindgreen and Swaen, 2010).

The third essaywalks along the research avenues highlighted enfitist and second
essays of the dissertation by combining CSR andtebtdder approaches with
organizational culture and change management agipesaThe heart of this essay is a
crossing of Van de Ven and Poole’s (1995) changmlbgy with the three-phase
cultural model proposed in the second essay ofdibsertation. More especially, we
propose a quad-motor theory of CSR development aviiée cycle, teleological,
dialectical and evolutionary motors of change akmte interdependently according to
the unit of change considered and the level of @BRtiples integration in companies’

culture. This conceptual study supports the dewvetop of more comprehensive
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accounts of the dynamic processes at play in orgdonal change toward CSR. The
proposed quad-motor theory of CSR development ianés to integrate research
efforts on what catalyzes growing corporate engaggrm CSR and studies focusing
on the design and implementation of CSR initiati@g doing do, we offer both a
relevant framework for assessing prior research arstructured blueprint to drive

ongoing research efforts on CSR development presess

The fourth essay of the dissertation addresses the stakeheslde of the CSR
development phenomenon by building upon and conmgrimg the understanding of
the dialectical dimension of CSR development intcetl in the third essay. In
particular, this case study research of two largepean-based companies revisits two
central issues. The first refers to how ideologicahlue-laden orientations of
stakeholder organizations actually trigger their tigadion to influence CSR
development at a given company. The second conteensay ideological orientations
of the various stakeholder groups, in combinatidath whe nature and level of their
power over the company, condition the objectivesheir influence endeavors and the
strategies they use to reach their objectives. A®salt, this study introduces an
empirically-grounded typology of stakeholder infhoe strategies for CSR
development. The first central contribution of tessay is to clearly establish the link
between the stakeholders’ motivation for influelgc@SR development processes and
their actual influence strategies. In addition, bgnsidering a broader range of
stakeholder categories, it both complements and dmyond existing conceptual
studies on stakeholder influence and empirical aiede efforts with a narrower

stakeholder focus.

Finally, thefifth essay builds on insights from the four previousags to present an
integrative and intrinsically dialogue-based pectpe on CSR development.
Especially, this essay presents a generic repagsamtof CSR development that
emphasizes four interdependent CSR-related prozesggerienced by internal and

external stakeholders of the company: a convergiagagerial sensemaking process, a
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compounded managerial sensegiving process, a digergextra-managerial
sensemaking process, and a differentiated extraagaial sensegiving process. These
distinct though intrinsically interconnected patterare emphasized as concurrently
shaping the process of social construction by wimtérnal and external stakeholder
groups attempt to strategically interpret, explaict, and react to evolving CSR-related
iIssues and initiatives, thereby continuously retongaCSR reality for the company. In
so doing, it restates CSR development as a sawihlrdnerently interactive process. In
addition, this essay reaffirms the need to adopiym@amic, context-specific research

perspective when dealing with the multifaceted €BRstruct.

Altogether, these five essays contribute to provadeomprehensive account of the
interactive and organizational aspects of CSR agwveént by highlighting and
integrating company- and stakeholder-focused petsfes on the CSR development

phenomenon.

The next section of this introductory part introdsiche research paradigms underlying
the different essays. Then, the evolving conceptminthe organization, organizational
culture and CSR notions underpinning the five essag concisely presented. Finally,
the last section discusses the research strategy nagthodological orientations

characterizing each essay.

RESEARCH PARADIGM(S)

Research paradigms (cf. Kuhn, 1962) help one t@rstand phenomena by providing
assumptions about the social world and how resesiniolld be conducted (Creswell,
1994). A research paradigm reflects a holistic apph lying beneath a research
methodology. It can be considered as characterigagple’s value judgements, norms,
standards, frames of reference, perspectives,aded, myths, theories, and approved
procedures that govern their thinking and actigdtifimesson, 2000: 18). According to
Bryman (1988: 4), a paradigm represents “a clustdseliefs and dictates which for

scientists in a particular discipline influence wishould be studied, how research
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should be done, [and] how results should be inéteok” It determines how one
appreciates the world, reflects its philosophy aobwledge and orients the research

methodologie§Strauss and Corbin, 1998).

There is no common agreement regarding the numbertgpes of main research
paradigms. In management and organization reseatich, various potential
paradigmatic positions are often discussed in texhas antithesis between two schools
of thought generally referred to, and loosely l@zkhs, positivism and phenomenology
(Gummesson, 2000). These schools of thought haste le=en argued as addressing the
philosophical extremes of social research (Gummes2000; Miles and Huberman,
1994; Stiles, 1998). Phenomenology, taken in a cdreanse (as an ‘umbrella’
paradigm), can however be divided further into ¢hidistinct approaches: critical
theory, constructivism, and post-positivism (or lissa) (Guba, 1990; Guba and

Lincoln, 1994; Healy and Perry, 2000; Riege, 2003).

In practice, neither organizational thought noramigation studies rely on a single
research approach (Riege, 2003). Scherer (1999: udderlines that in organization
and strategic management studies, in fact, “schglarsue different research interests
and publish descriptive, prescriptive, and evemmadive-ethical work. They undertake
research on various levels of analysis (e.g., sndiedustry, corporate, business, group,
or individual levels) and ground their efforts iarious methodologies, epistemologies,
and concepts of rationality (...). This leads to dpent, sometimes competing
perspectives”. In summary, there is a theoretiead( methodological) pluralism in

organization and strategic management studies.

In this dissertation, such pluralism is consideasgarticularly pertinent to facilitate the
understanding of constructive dialogue betweenviddals and groups who may hold
diverse worldviews and for developing organizatemmd management research that
would be practically and theoretically relevant [@&dand Norrgren, 2004). Essays in

this dissertation are underpinned by a post-pasitier a constructivist approach,

2 The methodological orientations adopted in eackmyesare presented in the last section of this
introductory chapter.
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depending on the essay taken into consideratioat iBh the main research paradigm
and associated ontological positioning and epistegical stance evolve across the
essays. This is summarized in Table 1 and explam#te remainder of this section and

in the following one.

Essays 1 to 4: a post-positivist approach

The post-positivist approach characterizing esdays 4, comprised in the first and
second part of the dissertation, relies on therapsan that perception is a window into
reality from which a certain representation of itgainust be triangulated with other
perceptions. Even though it considers that theee ‘tgeal’ world to discover (Tsoukas,
1989), such a post-positivist approach accepts ptienomenologist argument that
people’s understanding of the world emanates frbgir tindividual perspective. It

recognizes that reality is only imperfectly appmtible due to system complexity and
human limitations. Knowledge of organizational antkr-organizational phenomena

can therefore be partial or incomplete.

On an epistemological viewpoint, appearances do netessarily reveal the
mechanisms which cause these appearances. Thesgyingdmechanisms camly be

identified by constructing ideas about them. Olpyéigt represents a regulatory ideal,
but it can only be approximated. Proponents of thesspective argue that it is
“necessary to also explain observations from theiasowvorld through the use of
theoretical frameworks in order to understand anetemiine the underlying
mechanisms that influence people’s actions” (St€93: 265). In this sense, scientific

theories represent successive approximations ottiley.

Essay 5: a constructivist approach

Conversely, in essay 5, focus is not anymore oordalogical reality, but on relative,
complex, multiple, socially constructed realitieslch by the various organizational

members and stakeholder representatives.
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TABLE 1:
Evolution of research paradigm and associated ogital positioning and epistemological stance

Avrticle 1: N

Designing and implementing
CSR: An integrative framework

grounded in theory and practice

Avrticle 2:

Organizational stages and
cultural phases: A critical
review and a consolidative
model of CSR development

Avrticle 3:

Conceptualizing organizational
change toward CSR: A quad-
motor theory

Avrticle 4:

On the pursuit of ideological
ends through power-based
means: Reconsidering
stakeholder pressures for CSR

-

Avrticle 5:

Shaping the dialogical view of
CSR: A multipartite
sensemaking—sensegiving
conceptualization

RESEARCH PARADIGM ONTOLOGICAL POSITION EPISTEMOLOGICAL STANCE

__ mental operations or the capacity of

Post-positivism Critical realism Modified objectivist

[Post-positivistsdo not aspire to the There is a ‘real’ world to discover butitis Obijectivity represents a regulatory ideal,
universalistic claims of positivism, but see only partially and imperfectly apprehensiblebut it can only be approximated, with
knowledge as a social arstorical , “abstract things that are born of people’s special emphasis placed on external
product that can be specific to a particular minds but exist independently of any one guardians such as the critical tradition
time culture or situation’{Robson, 2002: 34)  person” (Healy and Perry, 2000: 120) and the critical communitif. Guba, 1990)

Constructivism Relativism Subjectivist

Knowledge results from a process based oRealities exist in the form of multiple mentalnquirer and inquired into are fused into
constructions, socially and experientially  a single (monistic) entity. Findings are
judgement. Science constructs a potential based, local and specific, dependent for theliterally the process of interaction
reality based on successive cognitive form and content on the persons who hold between the twe:f. Guba, 1990)
experiencegsf. Guba, 1990) them.(cf. Guba, 1990)




In this constructivist perspective, multiple reekt are socially embedded. Social
phenomena and their meanings are considered ag @@minually constructed through
the interaction of actors (cf. Berger and Luckmat®66; Burrell and Morgan 1979);
individuals and groups are seen as active creatdh® construction of their own reality
and “truth is a particular belief system held ipaticular context” (Healy and Perry,

2000: 120).

By insisting on the highly constructed quality ofidwvledge, such a constructivist
approach questions the possibility of always olmgirobjective relations on which

science can be based. The research itself can dre && a social production and
knowledge is seen as resulting from processes basethental operations or the
capacity of judgement of the researcher. The reeeamust challenge predetermined
postulations (Richardson, 1996) by acting as imétgp and trying to attribute meanings
to the phenomena taking place. In a constructipesspective, “theory is an act of
generation, rather than a formalization of undedyreality” (Mir and Watson, 2001:

1171).

CONCEPTIONS OF ORGANIZATION, ORGANIZATIONAL CULTURE AND
CSR

Reflecting the evolution of the ontological pogiiog and epistemological stance
characterizing the different essays, fundamentateptions of organizational realities,
organizational culture, and CSR at the heart of ttoctoral dissertation progressed
along the doctoral research. This development msirhe researcher’'s evolving

consideration of CSR development processes andiatsw organizational dimensions
along the research process. That is, based oneteaghment of the researcher along
the research journey and following a progressiveuration process, the conception of
the CSR development and organizational phenomedarwstudy gradually switched

from an ontologically-given one to a more socialbyastructed one.

29



Especially, in the first four essays organizatiane widely regarded as sociocultural
systems. In the last essay of the dissertationarozgtions are more particularly
considered as systems of ideas. These orientadiahgheir implications are explained

hereundeYand summarized in Table 2.

Essays 1 to 4: Organizations as sociocultural systs

In essays 1 to 4, organizations are conceived rapiess explicitly as sociocultural
systems. That is, their ideational components @atern of shared meanings and
values, systems of knowledge and beliefs) are “emxksWith the social structure
component in a holistic concept of organization&flgire and Fisirotu, 1984: 199),
where all organizational dimensions are intringycaiterconnected. In this tradition,
research endeavours are typically inclined to foonsthe arrangements, structures,
functioning and evolutionary processes of thesdéegys, and on the development of
typologies aimed at explaining the diversity offierand processes observed. In such a
systemic perspectivéactions at one end of the system cause indireeliated, and
delayed effects somewhere else, which may not iratalydoe obvious(Rioux, 1998:
616). Therefore, such systems are often charaetetiy non-linear relationships and
several of the results of actions and commitmehthe company and its managers are

non-intentional.

Even though the first four essays of the dissemaliroadly rely on such sociocultural
viewpoint on organizations, a distinction has torbade between the conceptions of
organization and organizational culture adoptethanfirst essay and those adopted in
the three following ones. Indeed, in the first gssarganizations are basically
considered as systems with goals, purposes ands neddnctional interactions with
their environment. In this structural-functionaligerspective (see Radcliffe-Brown,
1952), organizations are not conceived as havitoglture’ very different from that of

the surrounding societal environment.

® The remainder of this section is based on Allairel Fisirotu’s (1984) typology of theories of
organizations and organizational cultures.
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TABLE 2:

Conceptions of organization and organizationaluralacross the dissertation (based on Allaire asicoku, 1984: 217-221)

Article 1:

Designing and implementing CSR: An
integrative framework grounded in theory
and practice

Avrticle 2:

Organizational stages and cultural phase|
A critical review and a consolidative mod
of CSR development

Avrticle 3:

Conceptualizing organizational change
toward CSR: A quad-motor theory
Article 4:

On the pursuit of ideological ends throug
power-based means: Reconsidering
stakeholder pressures for CSR

Avrticle 5:

Shaping the dialogical view of CSR: A
multipartite sensemaking—sensegiving
conceptualization

ORGANIZATION CONCEPTUALIZATION ORGANIZATIONAL CULTURE CONCEPTUALIZATION

Pl

—

=]

. for-action in particular environments

Organizations as sociocultural systems

Organizations are purposive social systems with gt&
purpose, needs, in functional interaction with its
environment

Organizations have a ‘value’ subsystem which inspéieceptance of
the generalized values of the superordinate syatawhich thus
legitimizes the place and role of organizationthimlarger social
system. Organizations are functional enactmensookty’s
legitimating values and myths.

Structural-functionalist perspective

Culture is made up of those mechanisms by whidndimidual
acquires mental characteristics (values, beliefd)rabit that fit
him for participation in social life; it is a compent of a social
system which also includes social structures, tmtaim an
orderly social life, and adaptation mechanismsnaintain
society’s equilibrium with its physical environment

Organizations are social enactments of ideationaledigns- Adaptationist-ecological perspective

Culture is a system of socially transmitted behawvjmatterns that
Organizations take on varied forms through a cowiirs process of ~ serve to relate human communities to their ecolgiettings.
adaptation to, or selection by, critical environtseisparities in these Sociocultural systems and their environments arelied in
broadly defined environments (perceived or reasent or future) dialectic interplay, in a process of feedback arwiprocal

result in different organizational forms and stgis in a never-ending, causality

and sometimes unsuccessful, quest for fit and ibguin between the

organization and its environment

experience

Organizations as ideational syste

Organizations are figments of participants’ ascripton of
meaning to, and interpretation of their organizatianal

Symbolic perspective

Culture is a fabric of meaning in terms of whichfan beings
interpret their experience and guide their actibis an ordered

Organizations have no external reality as theysaéal creations and ~System of shared and public symbols and meaningshvgive

constructions emerging from actors’ sensemakingbahgoing
streams and interactions. The actors’ own actioadisst-order
determinants of the sense situations have.

shape, direction and particularity to human expese Culture
should not be looked for in people’s heads bubh&‘tneanings’
shared by interacting social actors.




Culture rather constitutes a component of an iategr social system. Nevertheless,
basic acceptance by the organization of the manergéized values of society “does not
[always] preclude the emergence of different valystems, ideologies or characters in
the organizations functioning in the same ‘supelirate’ system as a result of the

organization’s history and past leadership” (Abaand Fisirotu, 1984: 201).

This conception of the organization and organizatioculture notions is widely
reflected in the CSR definition provided in ess&ygfl Table 3), which explicitly makes
the link between organizational and societal valudsle also emphasizing the
purposeful, goal-oriented and need-fulfilling (mshental) nature of organizational

entities and CSR policies design and implementairogesses.

In the second, third and fourth essays of the dmisen, organizations are more
specifically conceived as taking varied forms a®ythadapt to environmental
characteristics, act upon their enacted environspeot are selected in or out of
existence by ecological circumstances. Organizalientities are seen as products of
dialectical interplay with their environment, inpsocess of reciprocal, or feedback,
causality. In this ecological-adaptationist perspec organizations as sociocultural
systems “may therefore function with a value ortunal subsystem substantially
different from that of the surrounding society ke tpoint of constituting a subculture

within that society” (Allaire and Fisirotu, 198402).

To a great extent, this conception of organizatiang their cultures is reflected in the
CSR characterizations provided in essays 2 to 4chwéxplicitly underline the central

role of the company’s acknowledgment and undergtgndf its impact on society in

the way it engages in CSR-related initiatives. Tdwisphasis on the way companies
recognize and conceive their social duties goe®rmythe instrumental, stakeholder
management-based conception of CSR suggestedan &s&specially, it stresses that
CSR conceptions can potentially vary according riganizational characteristics and

across diverse sociocultural systems of beliefsvahges, i.e. organizational cultures.
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TABLE 3:
Conceptions of CSR across the dissertation

Article 1:

Designing and implementing CSR: An
integrative framework grounded in theory
and practice

Article 2:

-

—_

Organizational stages and cultural phases:

A critical review and a consolidative mode|
of CSR development

Article 3:

Conceptualizing organizational change
toward CSR: A quad-motor theory
Article 4:

On the pursuit of ideological ends through
power-based means: Reconsidering
stakeholder pressures for CSR

Article 5:

Shaping the dialogical view of CSR: A
multipartite sensemaking—sensegiving

CSR CONCEPTUALIZATION (as defined in the essays)

Organizations as sociocultural systems

e

e

(...) A stakeholder-oriented concept that exterelohd the organization’s boundaries and
is driven by an acknowledgement of the organiz&ioesponsibility for the impact of its
business activitieshus seeking in return society’s acceptance ofagiimacy of the
organization(cf. page 43 of the dissertation)

(...) A stakeholder-oriented construct that concéinesvoluntary commitments of an
organization pertaining to issues extending inside beyond the boundaries of that
organization and that adgiven by the organization’s understanding and
acknowledgement of its moral responsibilities relyag the impacts of its activities and
processes on societfcf. pages 94 and 132 of the dissertation)

(...) A company has in addition to its economic agghl obligations, ethical and
discretionary responsibilities to constituent goagher than stockholders, which extend
beyond its direct interests. (...) CSR is meaneftect corporate behaviorthat are
alleged by stakeholders to be morally required xyexted by society and that are
therefore justifiably demanded of companiges$. page 179-180 of the dissertation)

Organizations as ideational systems

conceptualization

(...) An ongoing process through which internal arternal stakeholdemsteractively

construct and share sense through symbolic and atigptiscourse and actiorabout

issues pertaining to the organizational activitieferpreted in relation to the social good
by one or several parties. (cf. page 246 of theediation)




CSR profiles of companies, reflecting their orgatianal cultures, can therefore
substantially differ from general societal expdotsd and across corporate entities.
Also, even though the conception of CSR at theth&faessay 4 implicitly echoes the
CSR characterization highlighted in the two presgi@ssays, essay 4 further contributes
to stress the intrinsically dialectical nature dbBRC development processes by laying
emphasis on the role of stakeholder demands asdymes in the evolution of the CSR

profile of companies.

Essay 5: Organizations as ideational systems

In the fifth essay, conceptions of the organizatom organizational culture notions
significantly differ from those previously adopt&u the dissertation. In line with a
constructivist perspective, what the organizatigdands for cannot be defined
independently from its environment and its identisy multiple and fragmented.
Organizations become subjective realities thatufnointeractions between managers,
employees and other stakeholders with diverse fbeli@end expectations are
continuously being constructed and enactééeick, 1979; Taylor and Robichaud,
2004), sustained by means of social, ideologicalijtipal and symbolic processes
(Pfeffer, 1981; Mir and Watson, 2001). These cantstateractions between actors
contribute to create the reproduced purpose ofli@ative activity. They define the

horizon of possible organizational objectives amtatives.

In this context, organizational culture is conceiws a system of ideas. In particular, in
the symbolic perspective adopted in essay 5, “calltinould not be looked in people’s
head but in the ‘meanings’ and ‘thinkings’ shareg docial actors” (Allaire and
Fisorotu, 1984: 206). Organizational culture idabrtic of meaning’ in terms of which

individuals in organizations interpret their exjpeice and guide their action.

The concept of CSR and its integration in compami@s then be seen as largely
dependent upon the values and beliefs of the iddals or groups involved in

‘process’, as they tackle “myriad sources of uraety, in order to foster a sense of
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common purpose and common understanding amongettfetakeholders” (O’Brien,
2009: 112). CSR constitutes an ongoing processugiiravhich internal and external

stakeholders interactively construct and shareesens

Noticeably, no conception of CSR underlying thdedtédnt essays castricto sensibe
considered as ‘better’ than others, as they altrdmrte to reflect various viewpoints on
the still debated CSR notion. Nevertheless, ateihe of the journey, the processual
conceptualization of the CSR notion at the hearbwf last essay reflects our strong
belief that CSR-related issues are by essence amisg complex, dynamic and
multipartite. In this sense, few things are absolin the CSR realm and the
development of responsible and sustainable managepractices in the long term
unavoidably involves various internal and exterstdkeholder groups, within and
outside companies, who continuously react to ormthen and make different senses of

their reality.

RESEARCH STRATEGY AND METHODOLOGY

Three out of the five articles comprised in thissairtation are conceptual essays. The

two remaining essays rely on qualitative methodeleg

In particular, as described in Table 4, essaysa)d5 focus on developing theoretical
insights that advance the currently limited underding of the organizational and
interactive processes underlying CSR developmeheirTaim is fundamentally to

challenge recent advances and ideas in the CS® diell to push forward hitherto

unexplored questions.

For this purpose, these essays significantly boridand make use of existing multi-
disciplinary literature (cf. Davis, 1971), with tr@m of highlighting what previous
contributions in organization, management and $&c@nce studies can bring to the
emerging CSR development research field. Theseepdnal efforts specifically intend
to contribute to the critical questioning of contienal wisdom and existing models

related to the way companies can take their soal@lin society.
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TABLE 4:

Type of research and methodological orientations

CSRRESEARCH TYPE (cf. de Bakker et al., 2005)

METHODOLOGICAL ORIENTATION

Article 1:
Designing and implementing

Prescriptive — Instrumental
Major focus is on providing prescription (meangad, recipes for

CSR: An integrative framework actions) for practitioners and professionals, #ratinstrumental in
grounded in theory and practice he realization of a CSR strategic agenda

Article 2:

Organizational stages and
cultural phases: A critical
review and a consolidative
model of CSR development

Article 3:

Conceptualizing organizational
change toward CSR: A quad-
motor theory

Article 4:

On the pursuit of ideological
ends through power-based
means: Reconsidering
stakeholder pressures for CSR

Article 5:

Shaping the dialogical view of
CSR: A multipartite
sensemaking—sensegiving
conceptualization

Theoretical — Conceptual

Major focus is on developing propositions and (egations
between theoretical constructs , based on a discuséstate-of-
the-art literature: no new empirical material hasmcollected for
this work

Theoretical — Conceptual

(See above)

Theoretical — Exploratory

Major focus is on developing propositions and (egations
between theoretical constructs, based on the exdiminof
extensive, new theoretical data

Theoretical — Conceptual
(See above)

Qualitative: multiple case study research

Empirical inquiry that investigates the CSR deveiept and
implementation phenomenowithin its real-life context (...) and in
which multiple sources of evidence are tig&(in, 1984: 23). The
article is built upon within- and cross-case anagy¢Eisenhardt,
1989) of CSR implementation processes at three [Atgopean
companies

Conceptual inquiry

Article 2 primarily relies on and builds upon lig¢are pertaining to
stakeholder theory, CSR, stage-models of CSR-tklate
development, and organizational culture.

Conceptual inquiry

Article 3 primarily relies on and builds upon thearhework
developed in article 2 as well as on literaturetgeing to
organizational development and change. The provigedel is
epitomized by real-life examples

Qualitative: multiple case study research

Empirical inquiry that investigates the CSR-oriehstakeholder
influence phenomenorwithin its real-life context (...) and in
which multiple sources of evidence are tig&in, 1984: 23). The
article is built upon within- and cross-case anady¢Eisenhardt,
1989) of CSR-related interaction processes at angel European
companies

Conceptual inquiry

Article 5 primarily relies on and builds upon ekigt literature
pertaining to CSR and stakeholder theories and esegisng
processes in organizational and inter-organizatioatexts




Besides, in line with the ambition of this disséda to focus on theory building and
elaboration and accordingly to the descriptive reatof our research questions (cf.
Healy and Perry, 2000), qualitative case study odtogy was adopted in the first and
fourth essays of the dissertation. Even thoughspezific methodological orientations
underlying these two essays are described in metailsl within each of them, a

succinct overview of these general orientationwésented in the next paragraphs.

Case study methodology is relevant to the studg®R development processes as it is
“particularly well suited to new research areasresearch areas for which existing
theories seem inadequate” (Eisenhardt, 1989: 34&ddition, it is widely considered
as appropriate for studying complex and contexeddpnt phenomena and when
numerous variables may influence the issue at H&menhardt, 1989; Hamel and

Dufour, 1993; Yin, 2003).

In both studies, a multiple case design was useduding three case companies in
essay 1 (i.e. IKEA, Philips and Unilever) and twoeissay 4 (i.e. Netdial and Hofjpe

In particular, replication logic was considered rappiate for both studies. It is indeed
now widely recognized that “random selection ofesas neither necessary, nor even
preferable” (Eisenhardt, 1989: 537). The basicqyple that guided the case selection
strategies was to select “information rich casd®atton, 1990: 181), that is, cases
worthy of in-depth study. It allowed afterwardsesigthening the results by replicating
the pattern-matching, thus increasing confidencehim robustness of the proposed

theoretical advancements.

For both studies, we focused on obtaining a comgrekie understanding of
organizational or inter-organizational settingstsamt we may appropriately develop our
theoretical contributions in context. We used sdeoy and primary data (including
semi-structured interviews and observations) theyatich insights and provide a basis

for a greater generalizability of our findings.

“ Actual names of these companies are not mentionids study in order to protect their anonymity.
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To analyze the cases, we used within- and cross-@aalysis (Eisenhardt, 1989) and
elaborated on theoretical categories during opedaal aand selective data coding
procedures (Strauss and Corbin, 1998). Coherert thi¢ fact that “it is [almost]
impossible to go theory-free into any study” (Riaks 1993: 40), we departed in our
analysis from purely inductive research approachHsat is, in line with the
acknowledgement that starting and running empiricglestigations with no pre-
assumed assumptions is neither practical nor sorastpreferred (Strauss and Corbin,
1998), existing conceptual notions and frameworksewconsidered in the qualitative
research processes. In this sense, when analyatagwle alternated between inductive
and deductive thought (cf. Mangan, Lalwani and Gead2004). It typically entailed
moving back-and-forth from data to existing theary,order to avoid an “unfettered

empiricism” (Suddaby, 2006: 635).

As a general rule, the presence of an introducisorneld to imply that there is
something of importance and consequence to beduntexl. Since the issues at the heart
of this dissertation certainly are of importancel as the reader reaches the end of this

introductory part, we hope he will be inspired bg following pages.
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PART I: A COMPANY-FOCUSED PERSPECTIVE ON CSR
DEVELOPMENT

Designing and implementing corporate social resgulity:
An integrative framework grounded in theory andqpice

pp. 23-61.

Organizational stages and cultural phases: A caltieview and
a consolidative model of corporate social respotisjdevelopment

pp. 63-103.
Conceptualizing organizational change toward coider

social responsibility: A quad-motor theory

pp. 105-152
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ESSAY 1

Designing and implementing corporate social resportsility:

An integrative framework grounded in theory and practice ¢’

ABSTRACT

This article introduces an integrative framework adfrporate social responsibility
(CSR) design and implementation. A review of CSRrditure - in particular with
regard to design and implementation models - pesvithe background to develop a
multiple case study. The resulting integrative feavork, based on this multiple case
study and Lewin’s change model, highlights fougetathat span nine steps of the CSR
design and implementation process. Finally, theysidentifies critical success factors

for the CSR process.

Keywords: Corporate social responsibility, stakeholder afiale, planned change

strategy, multiple case study.

® Joint work with Professors Adam Lindgreen (Uniwgrof Hull) and Valérie Swaen (Université
catholique de Louvain).

" An early version of this essay has been preseaitéde secondCCA international ConferencéCity
University of New York) in 2007 and selected by tmnference committee for inclusion in theurnal
of Busines&thics. It has been published in 2009 (volume &ippEement 1, pp. 71-89).
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INTRODUCTION

Corporate social responsibility (CSR) has attaiaekdigh enough profile (de Bakker,
Groenewegen and den Hond, 2005; Lockett Moon, aisdey, 2006; Margolis and
Walsh, 2003; Walsh, Weber and Margolis, 2003) thaty consider it a necessity for
organizations to define their roles in society authere to social, ethical, legal, and
responsible standards (Lindgreen and Swaen, 2Q@tahd Bhattacharya, 2006). From
a CSR perspective, organizations provide the dsitleat can construct a better world
(Friedman and Miles, 2002) and therefore experiepcessure to demonstrate
accountable corporate responsibility (Pinkston &adroll, 1994). Organizations must
deliver profits to shareholders but also frequersttg subject to broader stakeholder
interests and the need to demonstrate a balancethels perspective. Thus,
organizations develop and update programs andigelic an attempt to measure their
social and environmental performance while alsoagimy in consultations with
stakeholders and, during this process, communiatireir values to employees,

environmental groups, local communities, and govemts.

The pressures are real, as industry leaders imgjugikxon, Nestlé, Nike, and Pfizer can
attest; these corporations encountered severe lteir reputations because of their
failure to maintain quality, ethical, and other istlg responsible standards. In contrast,
organizations such as The Body Shop and Ben amg'sléase their business model
explicitly on ethical foundations (Pearce and D2805). In this sense, CSR has to a
certain extent moved from ideology to reality aegresents an important dimension of
contemporary business practices. Literature cameg to the definition and

characterization of the CSR phenomenon (De Bakkei.£2005; Garriga and Melé,

2004), as well as discussions of best CSR prafsty and Winston, 2006; Savitz and
Weber, 2006), yet CSR design and implementationcga®es remain largely

unexplored. On the basis of a multiple case stwdydevelop an integrative framework

to help guide managers and identify critical susdastors for the CSR process.
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The remainder of this article is organized as fefioFirst, we review CSR literature, in
particular existing design and implementation mede$econd, we outline the
methodology and provide details about the threescagveloped for the study. Third,
we present the study’s findings, including an inétige framework of CSR design and
implementation and the critical success factorgherCSR process. Fourth and finally,
we discuss the study’s theoretical and managedatributions, along with possible

avenues for further research.

LITERATURE REVIEW

Since it first emerged in the 1950s (De Bakkerlgt2®05), CSR has developed from
relatively uncoordinated and voluntary practicesmore explicit commitments in

response to stakeholder pressures and, recenggjrapfuture commitments. Although
a significant body of literature exists, the prablef a singular definition remains
(Clarkson, 1995), such that alternative concematitins currently represent various

aspects of the same concept of corporate “doing'g@d. Kotler and Lee, 2005).

We choose to define CSR as a stakeholder-orierdadept that extends beyond the
organization’s boundaries and is driven by an aske@dgement of the organization’s
responsibility for the impact of its business atidg, thus seeking in return society’s
acceptance of the legitimacy of the organizatidn Gray, Owen and Adams, 1996).
This definition relies on the stakeholder concepd aalls for the actual integration of
CSR into the organization’s strategy. In additibemphasizes that CSR can result in a

win—win situation for the company and its stakeleotd

Stakeholders

The concept of stakeholders is central to CSR.eBialklers may be defined as “groups
and individuals who can affect, or are affectedthg, achievement of an organization’s
mission” (Freeman, 1984: 54) or alternatively d®%e groups who have a stake in or a

claim on the firm” (Evan and Freeman, 1988: 97)tlkermore, the stakeholder concept
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may extend to a wider perspective and includehaké¢ entities that maintain a “critical
eye” on corporate actors (Bomann-Larsen and Wigg6éf4). Stakeholders thus form
the link between the aims and ambitions of the wigdion and the expectations of

society (Whetten, Rands and Godfrey, 2002).

Stakeholder theory also emphasizes that organizatiovival and success hinges on the
organization’s ability to generate sufficient weakalue, or satisfaction for its primary
stakeholders, though not exclusively for sharelrsld€larkson, 1988). For example,
Post, Lawrence and Weber (1999) consider those evhsect relationships are
essential for the organization to realize its neissn producing goods or services for
customers to be the primary stakeholders. Seconstakeholders include social and
political actors who support the mission by pronglitheir tacit approval of the
organization’s activities, thereby making them gtable and giving the business
credibility. Such secondary stakeholders may irelleal communities, governments,

and nongovernmental organizations (NGOSs).

CSR development and implementation

Corporate social responsibility strategy developmand implementation could be
considered an organizational change process fheving from a present to a future
state; cf. Georges and Jones, 1995) or as a newolvayrganizing and working

(Dawson, 2003). Its aim is to align the organizawaith the dynamic demands of the

business and social environment by identifying arahaging stakeholder expectations.

In addition to change, CSR involves learning oweetand the ability to understand the
specific context and confluence of stakeholder etgimns. Although there is no best
way to bring about change (Burnes, 1996), enharleaching about stakeholder
expectations and the specifics of the context leaekure that the change is beneficial
and supported by appropriate mechanisms (Burnd®})20 herefore, managers must
understand and remain actively aware of both theestd and expectations, as well as

recognize that any changes they implement will sh#pe environment in turn
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(Mitleton-Kelly, 2003). The development of CSR prees therefore can entail
evolutionary and recursive activity that acts oml ameacts to and with the business

environment.

Literature offers various insights into how CSR htipe implemented; we summarize
existing frameworks for designing and implement®®8R in Table 5. However, most
studies focus on limited aspects (Maignan, Feemdl Ferrell, 2005), and a framework
has yet to be offered that integrates the developraed implementation of CSR into
the organization’s strategy, structure, and cul{@eattacharya and Sen, 2004; Smith,
2003). For example, studies tend to base theinitiefn of CSR strategy on existing
corporate norms and values, such that the framewprkposed by Maignan et al.
(2005) and Panapanaan, Linnanen, Karvonen and P2@208) stress the role of
stakeholders and their concerns. Yet these framteadiffer in their emphasis on the
role of stakeholders for either providing inputithe development and implementation
of CSR the activities or offering feedback to imygothe process. The concept of
process improvement, which regards CSR implememadis cyclical, is consistent
across many frameworks. To integrate the diffeygspectives of CSR design and
implementation into a single framework, we devedopreliminary model that we test

and refine though multiple case studies of IKEAIllip$, and Unilever.

METHODOLOGY

The qualitative case study approach is particulaggful when concepts and contexts
are ill defined, because it enables the derivatwnin-depth understanding and
explanation (Blaikie, 1993; Eisenhardt, 1989), adlvas when change in the study
context is radical and unpredictable (Matthyssenmsd a/andenbempt, 2003).

45



TABLE 5 (part 1/2)
Existing frameworks on CSR design and implementatio

FRAMEWORK CSRCONCEPTION CSRINTEGRATION PROCESS STAKEHOLDERS ' ROLE IN THE PROCESS
Khoo and Business commitment to CSR should “envelop allBased on the Australian Business Excellence Frame\te Stakeholders’ concerns and roles are not
Tan (2002) employees (i.e. their health and well-being), the authors considefour cyclic stagesnvolved in transforming the  integrated into the framework, which refers only
quality of products, the continuous improvement afrganization from its initial state to a socialgsponsible and to addressing the well-being of employees and
processes, and the company'’s facilities and profitsustainable organization in a continuous perspectiv the needs and expectations of customers.
making opportunities” (Khoo and Tan, 2002: 196).
1. Preparation (involving leadership and strategy milag).
Sustainable manufacturing and development is 2. Transformation (involving people and information
further defined as “the integration of processes, management.
decision making and the environmental concerns 3. Implementation (involving the embedment of
of an active industrial system that seeks to aghiev sustainability in the company processes).
economic growth, without destroying precious 4. Sustainable business results (involving the rewoéthe
resources or the environment” (Khoo and Tan system’s performance).
2002: p. 197)
Panapanaan CSR “encompasses three dimensions—economicTwo preliminary stepgonditioning the commitment to CSR The authors mainly insist on step (1) and
et al. (2003) environmental and social” (Panapanaan et al., management precedige essential activitiefor CSR emphasize the critical role of social risk

Werre (2003)

2003: 134)—and is about “doing business
sustainably and ethically as well as treating or
addressing stakeholders’ concerns responsibly” 1.
(Panapanaan et al., 2003: 135).

management:

Assessment of CSR (identification of the main C&asa
and identifications of the relevant CSR parameters)
2. Decision whether to proceed in managing CSR

= Organization and structure.

= Planning.

= Implementation.

= Monitoring and evaluation.
Communication and reporting

Corporate (social) responsibility is used in a Four main phasesn a Corporate Responsibility (CR)
general sense, referring to “the strategic chaice t implementation model:

take responsibility for the impact of business with
respect to economic, environmental and social
dimensions” (Werre, 2003: 260).

1. Raising top-management awareness.

2. Formulating a CR vision and core corporate values.
3. Changing organizational behavior.

4. Anchoring the change.

assessment by considering stakeholders’ clusters
(employees, community, customers, community,
suppliers) and their issues.

The five “essential activities” in step (2) are
only evoked. The framework doesn’t consider
any stakeholders’ role from that perspective.

Importance of internal communication and
employee’s involvement is underlined. But
external stakeholders’ involvement is not
mentioned, except in their role in raising top
management sensitivity and in external
certification processes.




TABLE 5 (part 2/2)

Existing frameworks on CSR design and implementatio

CSR CONCEPTION

CSRINTEGRATION PROCESS

STAKEHOLDERS ' ROLE IN THE
PROCESS

Cramer
(2005)

Maignan et
al. (2005)

Cramer uses the WBCSD definition of CSR: Six non-sequential CSR implementation activities

“the commitment of business to contribute to

sustainable economic development, working 1.
1.

with employees, their families, the local
community and society at large to improve
their quality of life” (Cramer, 2005: 583)

2.

Listing the expectations and demands of the stddetm
Formulating a vision and a mission with regarddgorate social
responsibility and, if desired, a code of conduct.

Developing short- and longer-term strategies wéthard to
corporate social responsibility and, using theseraft a plan of
action.

Setting up a monitoring and reporting system.

Embedding the process by rooting it in quality amhagement
systems.

Communicating internally and externally about thpraach and the
results obtained.

Business commitment to CSR is viewed as, Eight stepgsto implement CSR from a marketing perspective:

“at a minimum, adopt values and norms along

with organizational processes to minimize
their negative impacts and maximize their
positive impacts on important stakeholder
issues” (Maignan et al., 2005: 958).

The CSR of an organization is issue-specific.
Also, commitment to CSR is best evaluated at 6.
7.

the level of an individual business unit.

1.
2.
3

4.
5.

5.

Discovering organizational values and norms.

Identifying stakeholders and their respective sake
Identifying the main issues of concern to the idiat key
stakeholders.

Assessing a meaning of CSR that fits the orgamimaif interest.
Auditing current practices.

Prioritizing and implementing CSR changes andatiites.
Promoting CSR by creating awareness and gettitkglstédders
involved.

Gaining stakeholders’ feedback.

The emphasis is on the importance of
dialoguing with stakeholders, but the model
remains unclear on their role and
engagement in the process of organizational
CSR development.

The framework highlights the importance of
two feedback loops to gain stakeholders’
feedback:

Stakeholders’ feedback to be used as input
for the next audit. Consequently, the
sequence linking steps five to eight should
be performed on a regular basis (bi-annual
audits of current practices bi-annually).

Stakeholders’ feedback as an input to
reassess the first three steps of the CSR
management process in the long-run
(approximately every four years).




Thus, our research is inductive, in that we see&utgment our preliminary framework
with in-depth understanding that will enable usd&velop a framework of the design
and implementation of CSR practice, as well astehe factors that may contribute to

its successful implementation.

We select the cases for our study using theoretaaipling (Strauss and Corbin, 1998).
All three represent different business sectors dlgb are global and have strong
reputations based on their investments in CSR. IKioAsesses a long history and
experience in the CSR area and has had to resposelveral CSR-related crises and
criticisms, which have enabled the organizatiordéwelop structured policies and a
range of collaborations and initiatives with staidelers. Philips ranks at the top of the
Dow Jones Sustainability Index and also is thewseeader in the 2006 Covalence
Ethical Ranking (Covalence, 2007), partly becatgpedaduces a highly regarded annual
sustainability report. Finally, Unilever publishasdetailed social and environmental
report, ranks sixth in the food industry categoryhe Dow Jones Sustainability Index,
and holds the leading position across all sectérth® Covalence Ethical Ranking

(Covalence, 2007).

In conducting our case studies, we undertake extengsearch to understand the
contextual issues that surround each organizafld'e aim of our data collection
process was to develop rich, in-depth case histoviethe CSR development and
respective implementation processes in these arg@omns. To improve methodological
rigor and understanding, we obtain secondary dadacanduct interviews to assist in
the development of rich insights and improve gdimility. In particular, we
interview senior managers - responsible for theaoizations’” CSR programs - who
provided additional documentation and archival rdspwhich is important as a means
to gain stable and exact data (Yin, 2003) that we cross-check against other data
sources to reduce selectivity and reporting biasaddition, we review news articles,

Web pages, scientific literature, promotional mateand other literature sources, and
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we spend time at each case site, which provideitisagditional information through

short conversations, observations, and athsitu techniques.

To analyze the cases, we use Eisenhardt’'s (198®)ocheof within- and cross-case
analysis. Within-case analyses summarize the dadadavelop preliminary findings;
thus, we gain a richer understanding of the pra&essch organization underwent to
move toward its CSR vision. The outcomes of théhwitase analyses get compared
and contrasted during the cross-case analysis pooire the rigor and quality of the
results. That is, each organization achieves @rdifit degree of CSR success, so we
compare the cases to analyze their similarities différences and gain a greater
understanding of the processes involved. Cross-aaa#ysis is essential for multiple
case studies (Yin, 2003). At the same time, weagkth on theoretical categories during
the open and axial coding procedures (Strauss amiirGC 1998). Finally, to obtain a
holistic and contextualized comprehension of hovgaaizations approach CSR
development and implementation, we tack back anith fduring our analysis between
the literature and the collected data (Spiggle,4)19@verall, the process enriches the
preliminary framework shown in Figure 3 and indesasome factors important to CSR

implementation.

To improve the quality of our research, we adopious methods throughout the study.
Consistent with recommendations from interpretiesearchers (Lincoln and Guba,
1985), grounded theorists (Strauss and Corbin, )129fl previous case-based research
in business-to-business marketing (Beverland, Napot Lindgreen, 2007; Flint,
Woodruff, and Gardial 2002), we apply the criten& credibility, transferability,
dependability, confirmability, integrity, fit, undganding, generality, and control. We
use case study tactics (cf. Lindgreen, 2008; YD0N3) to secure the designs test of
validity and reliability. Specifically, we soliciexperts to help us select the cases,
develop independent interpretations of the findingsan individual basis, and allow
respondents to provide feedback on the initialifigd. The same interviewer conducted

all the interviews, and colleagues performed indepat coding of the transcripts,
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which helped minimize potential bias (Lincoln andlb@, 1985; Strauss and Corbin,

1998). Appendix 1 provides supplementary studygfeand methodological elements.

FINDINGS

We develop the framework in Figure 3 using Lewil®51) force field model of

change, which characterizes change as a state lmdlance between pressures for
(driving) and against (restraining) that change I$df, 1992). By changing the
equilibrium between driving and restraining ford®g creating pressure in favor of
change, managers can effect change (Burnes, 2084jnL 1951). Several recent
change models also use Lewin’'s (1951) model (®@gmford and Forrester, 2003;
Beverland and Lindgreen, 2007; Bullock and Batfi€85), which consistently presents
change as a finite activity. Lewin’s (1951) modehsists of three stages: unfreezing,

moving, and refreezing.

In the first stage, the process requires managetsfreeze past practices associated
with the status quoUnlearning is critical to a learning orientatiand the development
of a CSR orientation and requires uncovering loalgth unchallenged, cultural
assumptions about the “right way to do things” 88h1992). Such assumptions, often
held subconsciously, must resurface through a ehamgervention—unfreezing
process—and may result in energetic forces agahestge (Wilson, 1992). Barriers to
the development of a CSR orientation include tleréatstability, fear of change, the
belief that a CSR orientation is inappropriate floe organization, or the belief that

focusing on CSR will result in the organizationitassight of its core values.

In the moving stage, the organization is guidedaimva new set of assumptions
(Lewin, 1951). Identifying the need to adopt a G8kntation therefore is just the start
of the change process. Our literature review idiestiseveral practices that may be

involved in the development and implementation &SR orientation.
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Integrative framework for designing and implemegt@®SR

FIGURE 3:
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In the third stage, to effect a new state, managaust refreeze the new cultural
assumptions. Depending on the degree of changesswge refreezing even may
involve wider changes that build structures anat@sses to support the new ways (Katz
and Kahn, 1978). Critically, a learning orientatiagain is necessary to ensure the
refreezing of CSR-oriented cultural values, becaase organization’s learning

orientation represents a resource that influenicesqtiality of CSR-related behaviors.

That is, in a learning organization, employees uwstded how to learn (generative
learning), which involves constantly reflecting past strategies and approaches to
business rather than just learning through adaptafe.g., trial and error) (Bell,

Whitwell and Lukas, 2002).

We also include a fourth stage: sensitizing. I8 8tage, which precedes the unfreezing
stage, top management becomes aware of the impert@insustainability issues. A

person, or group of people, also seeks to overgesistance to change.

The four stages incorporate nine steps: raising @s8&eness inside the organization,
assessing corporate purpose in a societal comsteblishing a working definition and
vision for CSR, assessing current CSR status, dpie an integrated CSR strategic
plan, implementing the CSR integrated strategio,ptaaintaining internal and external
communication, evaluating CSR-related strategiesd acommunication, and
institutionalizing CSR policy. We discuss thesepsten more detail next and provide

illustrative quotes from interviews regarding egelnticular step in Appendix 2.

Step 1: Raising CSR awareness inside the organizai

Increasing organizational sensitivity to the orgational environment in general and
CSR issues in particular can be defined succiraglyhe result of the influence of four
key drivers: economic, social, political, and indival. The three first drivers may be
market based, in that they initiate when an orgeion anticipates or respond to a risk

associated with the societal impact of its particldusiness practice (Mazurkiewicz,
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2008), whereas individual drivers appear to beesblased and highlight the CEQO’s role
in orienting the ethical norms of the organizatiégle, Mitchell and Sonnenfeld, 1999;
Waldman and Siegel, 2005) and the presence of gm0 values in the workplace
(Robertson, 1991). Our framework considers bothdmwn (top manager awareness,
which influences CSR strategy and implementationdl #ottom-up (awareness of
employees and workers, who induce their employersintlude CSR practices)

processes.

The development and integration of a CSR visiorrofs triggered by an evolution in
the way management actually perceives its busiaesssocietal environment. This
modification in managerial perceptions may be cotterized as either reactive and
resulting from external environmental pressureghsas damaging media coverage,
NGO pressures, or activists’ or communities’ prtage.g., child labor issues faced by
IKEA during the 1990s, disclosed in the media)paactive, such as when the personal
values of some individual or groups inside the oizgtion gain increasing weight, in
which case CSR is driven by a sense of personaalitygrinspired by managers’ or
employees’ socially oriented personal values (Hemvay, 2005; Hemingway and

Maclagan, 2004).

Step 2: Assessing corporate purpose in its societantext

Uncovering corporate norms and valueforporate values play critical roles as
prerequisites for proactive CSR. To improve orgaminal fit, a CSR program must
align with the values, norms, and mission of thgaoization (Maignan, Ferrell and
Ferrell, 2005), which demands awareness and umahelisigy of the organization’s
vision and values and their relationships to tlganization’s core business practices. In
turn, it becomes particularly relevant to recogritze organizational values and norms
that likely have implications for CSR. Because tlgyde behaviors and decisions
within the organization, corporate values suppadanizational efficiency in the
organization’s efforts to reach its vision and chjees. Furthermore, by articulating

corporate values and embedding them in managenrawtiges, organizations may
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hope to “reinforce behaviors that benefit the comypand communities inside and
outside the firm, and which in turn strengthenittsitution’s values” (Van Lee, Fabish
and McGaw, 2005: 4). To define or redefine corporaalues, organizations might
consider existing credos, corporate charters, onssiatements, reports, Web sites and

other documents.

For instance, IKEA summarizes its corporate valaes organizational culture as
follows (IKEA, 2004: 13): (a) doing more with lessnce its foundation, IKEA tries to
avoid wasting all sorts of resources; (b) daringedlifferent: questioning how and why
things are the way they are, which often opens ew avenues of approach; (c)
humanity and criticism: respect people, opinionsl @kills, be able to admit own
mistakes and learn from those and those of otla@d,be able to accept constructive
comments; (d) learning by listening: not only tgesenced or enlightened people, but
also to nongovernmental organizations; and (e) $itgnis the best policy: to enable
IKEA to build and enjoy long-term, close relatioisd) IKEA has to be honest in its

communication towards employees, customers, aitd ielationships with suppliers.

In this sense, the organization must align its @RIs and decision making with its
overall goals and strategies, so that taking CS#iderations into account becomes as
natural as taking customer perspectives into add@eovernment of Canada, 2006). In
addition to finding existing norms, CSR activities)d values inside the organization,
companies must create new norms and values witpeceso CSR. Lyon (2004)
emphasizes that to incorporate CSR into long-tetrategjies and decision-making
criteria, organizations must transition from a &rdriven to a value-driven culture.
Thus, organizations must build on their corporasdu®s to create an organizational

culture that is receptive to change and can suat&@8R strategy over the long run.

Identifying key stakeholders and critical stakehels’ issuesA difficult dilemma for
all managers facing the integration of CSR is de§rwhich stakeholder categories the
organization should cooperate with and include. ditganization’s primary objective is

to understand the continuously changing objectivakjes, demands, and expectations
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of those people with stake in the businesses (FapedD84; Jonker and Foster, 2002).
The dilemma managers face thus involve not onlycth@ice of stakeholders but also
the great diversity in stakeholder groups and tharious (intrinsic) and often

conflicting values, objectives, expectations, aremdnds, all of which have to be

satisfied at a minimum.

Clearly identifying the organizations’ stakeholdew®ids the misallocation of resources
to non-stakeholders or to stakeholders with ndilegie interests or concerns. Mitchell,
Agle and Wood (1997) suggest three key attributas identify stakeholder categories:
(1) the stakeholder’s power to influence the fifR); the legitimacy of the stakeholder’s
relationship with the firm; and (3) the urgencytbé stakeholder’s claim on the firm.
Managers analyze the presence of these threeusdsiand thus can define the salience
or “degree to which managers give priority to cotimgestakeholder claims” (Mitchell
et al., 1997: 854) and prioritize their respecissies. Driscoll and Starik (2004) adapt
Mitchell et al.’s (1997) model by adding proximag a fourth attribute that refers to the
distance between the organization and the stakehagbe. Bryson (2004), Bryson,
Cunningham, and Lokkesmoe (2002), and Eden andrAeke (1998) provide various
tools and methods for mapping and identifying caiti stakeholders along the

dimensions of power, interest, and influence.

For example, Unilever identifies seven importamatkeholder groups (Unilever, 2001
4): (1) shareholders, (2) employees, (3) consuniéysuppliers and trade customers as
business partners, (5) government, (6) local conitiegnand societies where Unilever
does business, and (7) academics and others witmwbnilever conducts research.
Unilever researches these stakeholders to gatlear dpinions about its values and
planned practices and activities (Cormack, 2002)ickv enabled the organization to

develop its CSR methodology, adapted accordinggesolders’ views.

Furthermore, CSR issues and the influence of std#ets likely vary both within and
across industries and countries (Swaen and Maigg800). For example, U.S.

organizations must pay attention to small investesnands, but this is not the case in
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most European countries, where stock ownershipotsas widespread. As another
example, a manufacturing company’s concerns alswgnvironmental record depend
on whether it deals with corporate or end-customierdhe latter case, the company
might be especially wary of negative media pubtict consumer boycotts, whereas in
the former case, it could be more worried aboutnta&ning a good reputation among

its few business partners (Swaen and Maignan, 2000)

Step 3: Establishing a vision and a working definibn for CSR

After it clarifies its internal values and norms, well as its key stakeholders and their
Issues, the organization can define a common mgdaimCSR that promotes a socially
responsible shared vision that includes stakehsldetpectations and is compatible
with the organization’s long-term strategic god&veloping a working definition for

CSR is essential if managers and stakeholderoam®rk in the same direction and to
establish the foundations for subsequent CSR amse$s(Government of Canada,
2006). According to Maignan et al. (2005), a wogkidefinition of CSR or CSR

commitments should shed light on two key elemefifsthe motivation supporting the

commitment to CSR and (2) the stakeholders anessilentified as most important to
the organization. The working definition for CSRs@lmust establish a constructive,

socially responsible vision.

A strong leader might create a vision for the fatatigned with the demands from the
environment; this leader also must communicatevikien in an inspiring way so that
employees act accordingly. Moreover, this socialsponsible vision must be
formulated and declared by top management and fiv@malized and communicated
through official documents, such as annual repartsporate brochures, and online
postings. It also should be designed carefully dyy tnanagement in accordance with
identified corporate values and formulated to fithwthe current personal values of

employees (Werre, 2003).
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Step 4: Assessing current CSR status

Auditing current CSR practices.Existing mission statements, policies, codes of
conduct, principles, and other operating documgntsvide logical candidates for
review, as do external documents associated wigrams or initiatives in which the
organization is involved. In addition, consultatiwith key managers who represent key
business functions inside the organization and W#R and industry experts can offer
further insight. Thus, working with a consultingrni that can scrutinize the
organization’s current policies and practices midig an appropriate approach

(O’Connell, 2004).

The objective of an audit of current practiceigdentify organizational characteristics
related to five key CSR aspects: (1) the social @)denvironmental dimensions and
impacts of organizational activities, (3) corpora@evernance issues, (4) corporate

commitment to sustainability, and (5) the socidialogue process.

Another practical CSR audit methodology, suggedigdMorimoto, Ash and Hope
(2005), relies on an analysis of current CSR litem and interviews conducted with
various interested and knowledgeable stakehold@&itss methodology appears
especially relevant because social auditing thgages stakeholders through dialogue
can in turn help build trust, identify commitmerind promote cooperation among

stakeholders and corporations (Gao and Zhang, 2006)

The complexity and scope of CSR concept requinesriaty of procedures to assess the
level of an organization’s responsibility, includiras just a few examples, SA8000, AA

1000, and the Global Reporting Initiative.

Benchmarking competitors’ practices and CSR normsdastandards Benchmarking

CSR practices allows the organization to contirmdighlight what it should keep to
support its competitive advantage, as well as iflemhappropriate activities. The
benchmarking criteria must accord with the charaties of the industry sector under

scrutiny. The process of benchmarking competit@SR practices consists of three
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broad steps: First, the organization identifies ltlkst performers on each CSR-related
issue on the basis of its industry knowledge abinwlustry-specific issues and
recognized CSR champions for more general CSR3s&exond, the process requires
identifying the norms and standards used or deeelopy competitors and then
measuring the performance of the best-in-class nimgions against each of these
benchmarks. Third, the organization should compar@erformance with that of the

best performers to measure the gap.

Learning from peers and sharing experiences magadssible through networks that
offer business managers opportunities for learnibgnchmarking, and capacity
building. Furthermore, such learning can provide plossibility of creating a dialogue
between the organization and its stakeholders, ssclpolicymakers, governments,
investors, social partners, civil society, and a&caids. In Europe, the leading CSR
business network boasts more than 60 leading ratithimal organizations as members
(including Unilever), and since its inception in98) CSR Europe has embraced as its
mission the effort to help organizations integr@®R into the way they do business.
For example, CSR Europe (2003) launched a Europemumap for sustainable and
competitive enterprises that provides a set ofgaatl strategies organizations can use
to integrate CSR into their daily business prastida addition, the group offers daily
practical assistance and information on demandness seminars related to practical
solutions about issues such as diversity and emaplbty, access to more than 250 CSR

best practices, and engagement with stakeholders.

Step 5: Developing a CSR integrated strategic plan

Many organizations want to invest in CSR activitieg face some problems, as the
following quote exemplifies: “In any company, dragi up short- and longer-term
strategies is a familiar procedure. What is oftéil missing up till now is the

integration of the three P’s (planet, people amafifrinto the strategy and the action

plans which derive from it” (Cramer, 2005: 588)
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The first step involves translating values, visioms policy statements into
commitments, expectations, and guiding principéeg.( codes of business conduct and
ethics). Goal setting occurs simultaneously witle tthevelopment of targets and
performance measures. Other supports include thelafanent of an integrated CSR-
enabling structure, such as designating a senfmiadfor a committee responsible for
overall CSR implementation, improving interfunc@ncoordination, building CSR
responsibilities into employees’ job descriptionsid a performance evaluations,
recruiting people knowledgeable in CSRth appropriate attitudes and skills, and
developing regular forums in which to share iss@e®l knowledge across the
organization. At the U.K. retailer Marks and Spender example, the CSR policy
comes from the CSR committee, which is led by tlengany chairperson and
comprises key directors and managers. In additius, committee relies on the CSR
team to embed policy throughout the business, weitables it to “make sure that
there’s a link between decisions made by the CSRwittee and the operational side of
the business,” because as Ed Williams, head obcarp responsibility, notes, “Nothing
will happen if it just remains with the CSR commét We make sure that our people
are in touch with stakeholder expectations andtti&t're developing their policies and

actions accordingly to achieve a win-win” (citedralker, 2005: 30).

Step 6: Implementing the CSR integrated strategic lpn

Several organizations already have developed gnetel for successful CSR
implementation; for example, the Canadian goverrnnugfers useful, relevant, and
detailed guidelines and checkpoints for helping aargations during CSR
implementation (Government of Canada, 2006). Thea@@n guide mentions the
importance of employees and key stakeholders focessful implementation efforts.
Although top management determines the CSR dimectaod strategy, middle
management and employees must implement it in tyeallherefore, middle
management’s role is “to put into effect the dil@ttestablished by top management by

making sure that resources are allocated and dlmutr@ppropriately, monitoring
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performance and behaviour of staff, and where sacgs explaining the strategy to
those reporting to them” (Johnson and Scholes, :2882), as well as communicate and

enforce the top-down vision and CSR implementation.

As the organization’s human face, employees caras@mbassadors, advocates, and
sources of new ideas and information; if not prgpengaged, they also can be a source
of problems. Therefore, good communication musstexetween top management and
employees about the CSR strategy and implementattomgaging employees in
implementation requires focusing on awareness asdrang that they understand the
context and background of the organization’s CSpr@ach, including the motivation,
reasons for adopting a specific approach, relevémtiee organization, how it fits with
existing organizational objectives, any changesctwrent approaches, and other
implications. By involving employees in discussionf CSR implementation, the
organization ensures that these stakeholders geeetense of ownership of and pride

in their organization’s CSR activities (GovernmehCanada, 2006).

Employees’ CSR training also might create awareaesshelp employees understand
how CSR issues affect them and their immediaterenmient. For example, IKEA’s
Co-worker Environment and Social Responsibility ifiirag program, created in
response to the company’s first environmental acfitan in 1992, covers IKEA’s
worldwide environmental and social policies, pragsagoals and performance, and all
aspects of business operations, including supplieeasportation waste management,
CO, emissions, product design, and packaging. Theranoghus is designed to show

employees how they can help the company achiegméls in these areas.

Regular progress updates often help create enfmsiabout a CSR program.
Alternatively, organizations can provide incentivesch as rewarding employees for
relevant suggestions and incorporating CSR perfoce@&lements into job descriptions
to reward employees for CSR-related achievementsd (punish them for

nonconformance). Only when incentives are compatith a more comprehensive

view of stakeholder expectations and contributiailsmanagers’ values change, which
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in turn enables the organizations to create mogasable organizational wealth

(Sachs and Ruhli, 2005).

Corporate and employee’ activities that counteoactall outside CSR principles and
the designed CSR strategy should be detected éadguse they can damage the image
of the organization. Mechanisms and processes bwish place for early detection,
reporting, and resolution of problematic activitdrganizations might consider
anonymous hotlines, e-mail boxes, or ombudsper@@nsernment of Canada, 2006),
but regardless of which method they choose, thegtransure that these mechanisms
are designed well to deal with problems and they tannot be the option of last resort.
For example, a senior manager should take respliysib investigate and report about

compliance with CSR issues.

Step 7: Communication about CSR commitments and pé&rmance

Continuous internal communication about CSR commiits increases awareness of
CSR. The internal communication plan should idgritie communication means, such
as newsletters, annual reports, meetings, andrgaifurthermore, during the moving
phase, communication will consist of reporting dilarges and reassuring employees by
informing them about the program’s progress, a$ agetlarifying any misconceptions.
Thus, top management and the CSR team can saimmitt iabout the effects of the
implementation process, enhance knowledge amongsigdervisory management
personnel, and clearly identify and delineate relationships and expectations (Klein,
1996). During the refreezing stage, communicatierds center more on publicizing
and demonstrating the success of the CSR progmamelhas anchoring the CSR vision

in the day-to-day activities of the organizationd(i§, 1996).

Using collateral media, such as newsletters, magazior other frequent delivery
modes, can be particularly useful, especially enréfreezing stage, to celebrate success
and institutionalize the process, and moving phessejaintain regular and continuous

information dissemination. With regard to externemmunication, organizations face
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greater demands for detailed information aboutsth&al and environmental impacts of
their activities (Burchell and Cook, 2006). In respe to these increasing demands for
transparency, many organizations publish infornmatabout how they fulfill their
responsibilities to stakeholders (Dawkins, 2004g]uding 'annual reports that provide
nonfinancial information and separate reports amsand environmental activities, even

though there is no legal obligation for them tosddBollen, 2004).

IKEA’'s media advertising to the general public demsiates its minimal
communication about its CSR commitments; the nieg ikessages IKEA conveys to
its customers (‘IKEA concept,” ‘IKEA product rangehome furnishing specialist,’
‘low price,” ‘function,’ ‘right quality,” ‘conveniat shopping,” a ‘day out for the whole
family,” and ‘Swedish’; IKEA, 2006; Lewis, 2005) otain no reference to CSR.
Instead, IKEA stresses family and the environmést,Swedish roots, and thus the
solidarity and egalitarianism traditionally asseedwith Sweden. Explains Jean-Louis
Baillot, CEO of IKEA France, “people consider thidEA has an environmental
behavior” because of its Scandinavian roots, whigans that “it is ultimately not
inevitably necessary to speak about it” (Comité 2@04). However, IKEA stores’
brochures contain information about various progiugnvironmental impact, and
catalogs once featured two pages devoted to CSRethethough that information has
disappeared in the latest editions. Inside staestomers can read about IKEA’s cause-
related marketing campaigns and cooperative actioitis Save the Children and
UNICEF, as well as review “green panels” that aewisem about good consumption
practices. Information about the organization’s Q®Hces also appear in its public
codes of conduct, brochures, and annual reporgslaéle through the national IKEA

Web sites.

IKEA's first social and environmental responsilyiliteport, published in 2004 for the
year 2003, described how IKEA had incorporated G&RB its supply chain and its
collaborations with various NGOs. Anders Dahlvigs@ of IKEA, declared at the time

that IKEA’s partners “have been eager to start waylseriously with these issues and
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have progressed step by step, but it is only nolenmwve have accomplished a little
more, that it seems right to start telling the msthe world about it.” The CEO also
stressed that it was best to remain humble abouat vihe organization had
accomplished so far, “because there is so much riatestill remains to be done”
(IKEA, 2004: 36). IKEA thus has chosen to be caugian communicating its CSR to
avoid promoting “itself as a target for anti-glakation organizations who focus on big
brand names like ours despite our many communitg-environment-friendly policies
and contributions” (Marianne Barner, communicationanager at IKEA, quoted in

Lewis, 2005: 175).

More clearly involved in a refreezing process, ipbilrecently provided detailed CSR
reports, which the company views as valuable témiSmaintaining a dialogue with a
variety of interested parties, including sharehddecustomers, business partners,
governmental and non-governmental organizations ahd@ourse, Philips employees
around the world, who work daily to improve the amgation’s performance” (Philips,
2005: 2). Unilever, for its part, considers its W&te the central means to provide
annual updates about its progress and explain hasvimplementing CSR principles

across its whole business (Unilever, 2007: 24).

As these three cases illustrate, organizations meiseady to communicate externally
what they have realized and what they still hopadioieve. Corporate decisions related
to the nature and the level of communication al@8R practices remain complex,
because communication needs vary across stakebptterpriority they place on CSR
issues, and their potential harmful impact or iefiae. Thus, the clear identification of
key stakeholders and their expectations, as wetiomtinuous CSR dialogue, remain

cornerstones of the CSR communication strategy.

Step 8: Evaluating CSR integrated strategies and aamunication

To improve the CSR program, evaluations shouldaseth on measuring, verifying, and

reporting, with the objectives of determining whaidrks well, why, and how to ensure
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it will continue; investigating what is not workingell and why; exploring barriers to
success and ways to overcome them; and revisitiiggnal goals or establishing new

ones as necessary (Government of Canada, 2006).

Regular formal reviews of CSR activities enablekektelders recognize progress and
activities and make activities both visible andhgparent. The audit process provides
just such a mechanism and thus becomes the thde&iroinatching performance and
expectations. The value of such audits increastgeiprocess appears rigorous, which
may be achieved by involving external auditors oblighing the performance results
compared with the target standards. Finally, stakksis should be invited to verify the

organization’s CSR performance.

Step 9: Institutionalizing CSR

With the introduction of any new strategy, a questrises: How can we maintain our
momentum and ensure the continuation of the ing& An initiative that starts with
enthusiasm may not survive in an organization, @aflg in times of economic

recession that create huge risks (Cramer, 2005).

To be sustainable, activities must be institutimeal into the organization and
considered part of the culture, because they haea bdopted as the long-term strategy
and decision-making guide. Committing resources estdblishing rewards/penalties
for achievement provide powerful and symbolic iradicns of this dedication to the

initiative.

Continuous stakeholder dialogue

To align with stakeholders’ interests and creategiterm value, organizations must
develop, apply, and maintain necessary managenmapetences and capabilities to deal
with stakeholder concerns (Ayuso, Rodriguez andiRi006). When developing the
CSR program, initiating a structured CSR dialogae @entify and help respond to

expectations and address key concerns in advantgurieg consensus about the
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working definition of CSR and the socially respdsivision of the organization also is

crucial (Draper, 2006).

During the implementation phase, ongoing stakehmoldéalogue and deeper
collaborations with key stakeholders encourage dbeelopment of knowledge and
know-how about specific issues faced by the orgditia. For example, IKEA paid
considerable attention to its relationships with World Wildlife Fund and UNICEF,
entering into ongoing dialogues, establishing frasd making compromises along the
way, which resulted in highly successful relatidpsh This example demonstrates the
importance of involving external stakeholders ie thonitoring process, because that
involvement indicates that the organization is mglto change its CSR policies and

signals its credibility to the outside world.

During the evaluation of CSR policies, transpargakeholder dialogue drives future
improvements. Such transparency also plays a pesiie in determining stakeholders’
attitudes toward the organization (Maon, Swaen, laindgreen, 2010). Stakeholders
who are engaged in a regular and transparent dialagth an organization demonstrate

less skepticism than do others.

Moreover, continuous, constructive dialogue dutting refreezing phase helps fix any
weaknesses and correct any deficiencies, which giesrthe institutionalization of the
CSR vision and processes and increases the cigdibil published results. Philips
continuously keeps in touch with its stakeholdéreoigh exchange and dialogue
mechanisms that are tailored to the categoriesagEbolders, including surveys, focus
groups, networking practices, meetings, and sd fatepending on the nature of the

relationship, as we depict in Table 6.

In Table 7, we summarize the different factors tp&y key roles in the CSR
implementation process. Factors critical for CSRlementation, therefore, reside at

the organizational level and individual level.
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TABLE 6:
Stakeholder dialogue at Philips

STAKEHOLDERS MEANS OF INTERACTION DEDICATED INTERFACE
Division Country/Region Corporate
Primary Buyers
stakeholders Customers B2B = Advisory boards, co-R&D, co-strategy development X X
B2C = Surveys (trend related, customer satisfaction-adlat
application research), complaint resolution, foguaups
Suppliers
Suppliers/business partners = Supplier days (local, global), co-R&D, industry nieenship X
Financial service providers = Ongoingad hocinvolvement, financial ratings X
Internal
Employees = Employee engagement surveys, town meetings, people X X X
performance management system, compliance managiemen
system, ombudsman
Social investors =Surveys X
Mainstream investors =Road shows, analyst (face-to-face) meetings, rating X
Secondary Lateral
stakeholders Academia =Co-R&D, exchange programs, local networking X X
NGOs = Surveys, project developmeat] hocinvolvement X X
Communities = Social investment activities focused on educatiwh lzealth, X
local networking
Regulatory bodies = Local networking (business / community driven),tiggpation X X
in advisory bodies, cooperation in community prtgec
Media = Local networking, surveys X X X
Competitors/other companies  =Industry membership, network for best practiceg. (e. X X X

WBCSD, Global Compact)

Source: Adapted from Philips (2005: 21).



TABLE 7:
Critical success factors in the CSR design and impteation proce§s

LEVEL STAGE

Unfreeze

Move

Refreeze

Organizational » Thinking in terms of long-
term engagement rather
than quick fix solutions
though including quick

wins to build confidence.

= Engaging with external
stakeholders.

= Connecting CSR vision
and strategy with core
values, competencies and
functional strategies.

= Building upon existing
organizational structures
and process. Expanding
after.

» Considering mistakes
as an opportunity to
learn and improve
CSR programs and
policies.

= Getting regular
stakeholder
feedback.

= Fostering the presence
of moral, CSR
champions at all
levels of the
organization.

» Relying on existing,
available tools and
expertise.

= Communicating
achievements and
limits in a
transparent and
meaningful way.

= Sharing experience
and learning with and
from peers.

Individual = Getting key people’s
commitment (directors,

owners, senior managers).

= Involving employees in
developing CSR programs
and fostering creative and
innovative thinking.

» Ensuring the organization
has adequate internal skills
and knowledge and
training employees in
CSR-related issues.

* Involving employees
in implementing CSR
initiatives.

» Formalizing CSR
objectives through
official documents
and regular
communication.

= Creating enthusiasm
and credibility around
CSR (e.g. by
providing updates on
progress).

= Emphasizing
relationships between
new behaviors and
success.

= Rewarding people
who create CSR
successes.

DISCUSSION AND CONCLUSION

Our article addresses several questions. Firstideatify Lewin’'s (1951) planned
change model as a means to capture the dynamiosiassl with adopting a CSR
orientation. Second, we combine planned changeridseavith limited research on

implementing a CSR orientation.

® This stable has been slightly adapted from thdighed version of the article.
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On the basis of three case studies, we identify $tages in the process of developing
and implementing CSR in an organization and pdsit these stages encompass nine

steps whose the role and importance vary acrosstdiges.

Our findings are supported by real-time industryadiéat offer the first examples of
change process toward CSR orientation. As sucharigte both identifies new insights
and extends extant theory by building on previcesearch (Cramer, 2005; Hardjono
and de Klein, 2004; Khoo and Tan, 2002; Maignaal.e2005; Panapanaan et al., 2003;
Werre, 2003). Third, we identify those factors theat critical to the successful
development and implementation of CSR orientatidrese factors span the corporate,

organizational, and managerial levels.

The findings in turn give rise to several insigint® the practice of CSR. First, the four-
stage model of change in Figure 3 provides arainitad map for managers seeking to
implement CSR-oriented change. Our framework alsmldc be adopted by

organizations that require more evolutionary chagif@rts. For example, organizations
that already possess a set of CSR-oriented valuessthuggle to implement them

effectively can use this framework to recognizet ttheey need to address issues of
refreezing immediately by, for example, buildingedéack systems and identifying

short-term wins. Second, our findings indicate thetause many functions must work
in unison to execute a CSR program successfullyyagers need to invest in internal
marketing programs that educate organizational neesnbbout the CSR program’s
success, as well as CSR-relevant activities. Sutelnnal marketing programs should be
reinforced with a reconfigured human resource @ systems that helps ensure buy-in

to the CSR program.

Our article also highlights the imperative to deyeleven more comprehensive
frameworks when it comes to the design and impléatiem of CSR policies. From that
perspective, our developed framework representsréisalt of extensive effort to

synthesize key challenges and facilitators in tifeRCdesign and implementation

68



process. The next essential step should be to beitections about CSR practices to a

relevant and constructive operational level.

As is the case for most research, our study hasralelimitations that affect our

interpretations. A real-time or longitudinal studfyCSR processes could offer insights
beyond those we obtain by relying on historicabinfation and respondent recall.
Similarly, instead of relying on the recall of averganizational members, further
research could conduct interviews with a range takeholders, which might help

identify the tensions involved in managing the C®Rogram across different

stakeholders. Our results also focus on radicaln@d change efforts, though more
evolutionary, emergent efforts also exist, suchaasng organizations that already
come close to a CSR orientation. We further relyewamining CSR programs for three
organizations in very different industry sectorsiditional research should carry out
case studies that might challenge our findings ghogeneralizing across industry
sectors can be difficult. These limitations sholtd considered when interpreting our
results; however, even despite them, we believe studly offers several important

contributions.
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APPENDIX 1:
Study design and additional methodological elements

Sample companies

Companies in this research study were selectedarmomly. The following selection

criteria were set up by mutual agreement betweemndsearchers:

Companies should already have implemented CSR, egahknresearcher to draw conclusions
about the CSR implementation and associated CSR coitation;
Companies had to undergo or had undergone significiaanges by implementing structured

and integrated CSR programs and/ or in their CSR cariuation;

Companies had to have publicly available and easitgssible information about the company’s
CSR programs and initiatives, enabling researcheggrdpare and ask specific, well-founded

questions during the interview and write detailad a-depth case studies;

Companies had to have a B2C focus, through that tiaig research on stakeholder

interactions;

Companies had to be multinational corporations waittinternational focus in order to stimulate

potential interest for the research and represehbanogeneous sample;

Companies had to be located within reach of theareber, preferably in the Netherlands or in

Belgium for convenience purpose.

A list of companies that complied with the aboventiened criteria and conditions
was. Banks were excluded because of the diffidalgpproaching stakeholders. It was

furthermore decided not to focus on a particulpetgf industry:

IKEA was chosen for its world-wide business, and issohical background and experiences in
corporate social responsibility analyzed in a prasistudy (see Maon, Swaen and Lindgreen,
2010)

Philips was chosen for its world-wide business, its histdrbackground and experiences in
corporate social responsibility, its number onekinag at the Dow Jones Sustainability Index, its
outstanding Sustainability Report, and the numbee oanking of PhilipsSustainability
Webpage 2008y Jungle Rating

Unilever was chosen for its world-wide business, its hisarbackground and experiences in

corporate social responsibility, its sixth unintgried number one ranking in the food industry
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category at théow Jones Sustainability Indeits detailedSocial and Environmental Repprt

and the number two ranking of UnileveBsistainability Webpage 204 Jungle Rating

Selection of respondents in companies, interview ptocol and collected data

Due to the importance of selecting respondentsctiafig the quality of the research
study, efforts were made to localise the most gmpte person in each company for
the interview. The first contact with the possibleerviewee was made by sending an
introduction letter that presented the scope & tbsearch study and by getting in touch
by phone a few days later. Table 8 below gives\arwew of the interviewees, their
functions, and the length of the interviews — ttwatk place between March and May
2006. Prior to each interview recent news artictesporate webpages, promotional
material and existing case study analyzes regariti@gcompany and other secondary
data were reviewed to recall the available inforamatabout the company, and to
improve the researchers’ familiarity with the compand its CSR practices (see Table
9). The interview questions were set-up prior ® gbmi-structured interviews, using an
open-ended design open-ended design (see Bleeagthar, T2002). Interview questions

were focusing on:

The history of CSR development at the case company

The nature and type of CSR programs and effortseamehted

The nature and type of communicational initiatilieked to CSR programs and efforts

The target of CSR communicational initiatives

The perceptions of stakeholders concerning CSR progyeend initiatives

The perceptions of stakeholders concerning CSRegtledmmunicational initiatives developed

by the case company.

The interview protocol allowed for follow-up quests that attempted to induce greater
insights into specific lines of inquiry, such agalls about specific events, perceptions,
and past achievements (see Snow, Zurcher, andr§job@82). After each interview,

additional data was collected in order to corrotmeand nuance previous findings.
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TABLE 8:
Interviews at IKEA, Philips and Unilever

Function of the interviewee Interview Number of retranscripted
length (hours) pages(Font 12, single-spaced)
IKEA National Environmental Manager 1,5 27
(The Netherlands)
National Communication Director 1,5 25
(Belgium)
Philips Senior Vice President of the 2 31
Corporate Sustainability Office
Unilever  pevelopment Manager 2 35
TABLE 9:
Additional data collected for essay 1
Main sources of information
IKEA 7 articles from scientific journals and existingeastudy analyzes, 3 books on IKEA and
Ingvar Kamprad (founder), 3 unpublished scientifiticles, 8 CSR reports and brochures,
31 company webpages, 17 NGO webpages, 3 publisipegclses/ interviews, 12
newspaper articles, 27 other webpages and artiélesrticles from 2 internal IKEA
magazines, one general CSR training of four hourtdurand 103 sheets from that CSR
training, 7 store visits.
Philips 3 books, 5 annual reports, 4 sustainability repoBts company webpages, 17 NGO
webpages, 9 published speeches/ interviews,16 @esparticles, 8 company articles,
press realeases and presentations, 72 other aréinkk webpages, 2 internal webpages, 8
internal brochures/ posters, and 7 internal sustdlity E-newsletters, 3 on-site visits.
Unilever 5 scientific articles and existing case study aredy 18 annual reports or annual reviews,

15 social & environmental reports and reviews, ®Kso 11 published speeches and
interviews, 57 company webpages, 18 NGO webpageasvipaper articles, 59 other

articles and webpages, 5 company articles and petssses, 59 other webpages, 2 on-site
visits.

These multiple data collection methods increasedabustness of the findings, helped

compensate for the weaknesses of any one datatomtienethod, improved the quality

of the final interpretation, and contributed to wnesdata triangulation (Strauss and

Corbin, 1998).

Coding process, within- and cross-case analyses

All interviews and key information contained in spe CSR-related company

documents were open coded / classified into segeratral and specific matrices. Main

initial categories of code were related to the thgenorientations at the heart of our

interview protocol and based on the history of tevelopment of CSR strategic

agendas at the case companies. These general reedegb codes included: market
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intelligence; organizational culture and valuesadiership role (top vs. middle
management); inter-functional coordination; Systensteering concepts, and
organisational arrangements; training initiativésternal communication (tone and
frequency); external communication (tone and fregy® role of and attention given to

particular stakeholder categories (internal aneret).

Then we developed axial code categories (StraudsCambin, 1998). The particular
process of defining, removing, and naming axial esodvas fundamentally a
“disciplined imagination” process that suggestedeotitical categories and
subcategories, informed by existing frameworks &RCdevelopment (see Cramer,
2005; Khoo and Tan, 2002; Maignan et al., 2005;vMirand Googins, 2006,

Panapanaan et al., 2003; Were, 2003). Through tthat-and-error process, we

progressively brought concepts together within gsopelevels of abstraction in a

selective coding process that attempted to assendad refine theory (Strauss and
Corbin, 1998). This process allowed more clearlgitieg specific case information and
events with Lewin’s (1951) force field model of clgg, which constituted the driver

that impelled the ‘story’ forward.

Especially, through within-case analyzes, we fiatused on each case separately.
Within-case analyses were compiled into three imiekry, case-specific manuscripts of
respectively — including appendices — 133 page&AK 273 pages (Philips) and 205
pages (Unilever), available upon request. Thenouiin comprehensive cross-case
analyses, we looked for common patterns between @&Rlopment processes and

category characteristics (Eisenhardt 1989; Yin 2003

Quality control

Yin (2003) suggests that researchers continuabgsssthe quality of their case study
design. Four tests that are generally used arevatuae if the study has construct
validity, internal validity, external validity andeliability. They should be applied

during the study design, data collection, data yeisl and reporting. Table 10
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emphasizes key tactics (cf. Lindgreen, 2008; Y003 and associated actions taken by

the researchers in this study in order to secwweldsign tests of validity and reliability.

TABLE 10:
Case study tactics and responses (cf. Lindgreer 200 Yin, 2003)

DESIGN TESTS CASE STUDY TACTICS  ACTIONS TAKEN IN THIS RESEARCH

Construct
validity

Internal validity

External validity

Reliability

. Chain of evidence
. Triangulation

- Pattern matching

- Explanation building
. Time series analysis
. Type of data

. Triangulation

- Replication logic in

multiple-case studies

. Research methods
. Type of data collected -
. Research methods

- Specification of

population of interest

. Interview and case

study protocols

. Clearly conceptualized

concepts

- Multiple indicators
- Pilot tests
. Triangulation

. Collection of rich data and use of multiple datarses

(primary and secondary)

. Use of multiple methods (interviews, field visitgntent

analyses, case feedback from respondents);

- Use of multiple case studies;

. Development of rich cases descriptions;

. Establishment of a chain of evidence throughousthdy;

. Getting suggestions from knowledgeable colleagues;

- Regular discussions between co-authors;

. Submission of early versions of article to two pemriewed

conferences

- Building of CSR development timelines for each cadernm

the basis of an initial coding scheme for the cieasse analysis;

- Development of a cross-case analysis;
. Grounding of CSR development-related phenomena a dat
- Allowance of respondents to give feedback on in¢svg and

drafts of cases;

. Discussion of the findings with knowledgeable cafjaes;
- Regular discussions between co-authors;
. Collection of rich data and use of multiple datarsea

(primary and secondary)

- Multiple cases investigated using replication lpgic

. Establishment of a detailed description of the exnof the

CSR-oriented study and locating each case withinciiwatext;

Use of a standardized interview protocol;

. Use of a clear procedure for data analysis anchgodi

- Collection of rich data and use of multiple datarses

(primary and secondary)

. Use of same data collection procedure for each case
. Use of multiple concepts from extant literature alehr

definitions of key notions;

. Development of the interview guide on the basia pfevious

case study focusing on similar CSR-related impleatent
issues (see Maon et al., 2010);

- Development of a coherent and standardized intergigde;
. Transcription interviews and other notes;
- Provision of links to online and physical artifgcts

- Collection of rich data and use multiple data sosi{peimary

and secondary)
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APPENDIX 2 (TABLE 11):
trative interview quotes - key steps of theRC8rategic agenda development at Philips, IKEA Eniever

SENSITIZE

1. Raising CSR awareness inside tf
organization

- (...) That started at the end of the 6C
70s. It was mainly related to tk
environmental area. A member of t
Board of Management, responsible
Research & Development, took part
the Club of Rome, where the rep
“Limits to Growth” was published
When he came back to Eindhoven, F
Philips, president at that time, said ‘V
have to start an environment
department’ (PHILIPS MANAGER)

(...) In reality, being socially
responsible in a structured manner, C
at IKEA has developed in the 80s wh
IKEA ran into some conflicts related
the use of raw materials and th
functioning. (...) We had to d
something. We were loosing mark
share. So we took steps that wo
protect IKEA's future. Internally, thi
has been received positively, and pec
also expected us to make the ri
decisions based on transfer
knowledge. At the end of the 80s, a
of people appeared with knowledge
forestry, and our own co-workers we
asking questions. So, there were t
reasons, one internal and one exte
(IKEA MANAGER 1)

- (...) The CSR | am talking about , “tf;
license to operate” strongly depends
the CEO (UNILEVER MANAGER)

UNFREEZE

€2. Assessing corporate purpose in societal context 3. Establishing a vision and a

working definition for CSR

4. Assessing current CSR status

s /(...) In the environmental area, Philips has altrack-record of - (...) For IKEA, CSR is more than a- (...) A few years ago we started on investigate
grograms (...). We always say that it [sustainaljiliy in our commercial strategy; it is a vision (...)what [kind of social activities] happened at
n®ONA, [Philips’] sustainability is from before theerim existed, And it is totally imperative for this Philips, all were very fragmented based on too
drecause we were acting ‘sustainable’ for a long taiready. We vision to be grounded in both habits anchany separated decision-making processes
ihaven’'t followed fashionable ‘trend’, and that is hyv day-to-day activity, for everyone (IKEA(PHILIPS MANAGER)
bifisustainability] is so embedded in all the orgatids activiies MANAGER 1) - (...) On top of that, all products- and services-
. (...). The [revised values] lie at the heart of company, reflecting - (...} If people see IKEA as a companyelated development processes are checked on
ithe way in which we want to interact with all stekédlers and that is polluting the environmentenvironmental soundness, which is embedded as
Veuiding our behavior every day of our working livV@BHILIPS creating wastes or emissions, or wastirgpermanent part in the product creation process.
aMANAGER) resources, then we are not living up th results in knowing which environmental
- (...) Stakeholders are divided into different greupor instance: our mission as it must be understooémprovements/redesign can be implemented.
media, and academia and other universities, cusgymeon That is a very strong matter. We aréhese [improvements] are then implemented,
Sgovernmental, suppliers, other business partnées,(e.) So, all meeting customers face-to-face evesometimes all of them, sometimes a few, and
estakeholders are divided into stakeholder groupsiato different day. As a company built on the vision teometimes none, depending on economic
sub-groups, per region or country. Dependent omé#iare of the create a better every day life for theonsiderations. Then, the top products are
cistakeholder groups and based on several critehidip$ keeps in majority of the people, of course wéenchmarked against [products of] competitors
btouch with them. At Philips, we believe we haveaod opinion must take environmental issueand against other products. We call these
edbout which issues are important for our stakehsldEhe most seriously” (IKEA MANAGER 2) products  Green Flagships (PHILIPS
ldnportant ones are more specifically analyzed, @Mulips - (...) As clearly evoked in both internaMANAGER)
s manages to hear stakeholder opinions and stimdkeback and public documents, people at(...) IKEA uses external knowledge to figure
pteocesses. We develop participative processes akel part in Unilever must be committed toout whether we are doing the right thing, like
Jlubnsultations etc. etc. Once every three year jstésipported by a contributing to sustainablewith international and national environmental
eteputation research (PHILIPS MANAGER) development. We truly endeavor terganizations (...). IKEA does consult them
at (...) Locally, it is impossible to satisfy everybodfall work with other businesses, civil societgvery year (IKEA MANAGER 1)
O8takeholders](...). External stakeholders are niyt the customers, organizations and governments towards(_..) | do have a lot of contact with colleagues
"But also governments, people living near IKEA stomsd achieving this goal. Look... Officially, from other companies and especially those who
“distribution centers, suppliers... These are all vibves main we recognize this as “a commercigh my opinion would be or are possible partners.
Nghkeholders (IKEA MANAGER 1) imperative as we will only be able tq am consulting theRaad van de Nederlandse
- (...) To measure the opinion of external stakehwsidenainly Maximize shareholder value and prospgfetailhandel [=Belgian FEDIS] a lot, and
€onsumers, IKEA has other means, such as cust@seanch. The in the long term if we operate in a morgainly the bigger retail companies like KBB
OMarket Capital Researcis conducted almost daily, in each stogstainable  way”  (UNILEVER (HEMA and theBijenkorfare part of it). These
(IKEA MANAGER 1) MANAGER) consultations are to find out who is doing what”
(IKEA MANAGER 2)




UNFREEZE (CONT.)

5. Developing a CSR-integrated strategic
plan

- (...) In 2003 for instance, Philips started w
a specific management agenda
sustainability, (...). We have defined k
performance indicators for sustainability.
has resulted in a lot of attention [f
sustainability] and clearly allows the compa
to go move faster on key issues (PHILI
MANAGER)

- (...) But the whole organization had to
changed. (...) This also resulted in a lot
resistance (...). This kind of policies on
comes from the top management. W¥
shaping a policy, several forces are shapin
not only bottom-up and external forces... (.
An  environmental structure and
environmental plan have been develop
which sends everybody to do their work.
this process, the support and commitmen
stakeholders is important, because they
the confirmation to IKEA, its developers, a
the partners with whom IKEA is cc
operating” (IKEA MANAGER 1)

(...) We developed quite a compl
structure. Basically, the corpora
responsibility and reputation committee m
comprise minimum three independent n
executive directors as well as the execu
director, who is actually chairing the corpor
responsibility  council. This committe
supervises Unilever's conduct concerning
reputation and obligations as a respons

MoVE

&liating CSR integrated
strategies and communication

6. Implementing CSR-integrated strategic plan

7. Communicating about CSR commitments and perfuzena

th (...) Taking about three to four hours, the tragnican be - (...) The next step is to follow up tho
fdollowed per Intranet or in class. That training hts be codes of conduct by organizing audits
eyttended within a half year, and that is monitcesdwell. That several levels: by IKEA and by extern
is a first step, to pass on a feeling about whaEAKdoes. partners - what has been done the last €
oiTraining and communication constitute means to pass years (...). IKEA conducts audits in thr
nfeelings concerning what is expected from a co-wpork..). ways: the people who make appointme
PBhere is a standardized training package, whicltdépied per IKEA's own IWAY auditors, and audit
country (IKEA MANAGER 1) by KPMG, PriceWaterhouseCoopers, €

REFREEZE

9. Institutionalizing CSR

7. (cont.)

se (...) Well, we think Philips is pretty far
@ embedding the topic of sustainability in
alhe organization and not viewing it as a
igleparate issue (...). Sustainability can't be
casuccessfully addressed in isolation or as
hisn 'add-on' to our day-to-day business (...)
s All functions, businesses and regions must
tbe involved in managing sustainability

be (..) An efficient policy can only be designed antkKEA's policy objectives are stated, andssues. It's embedded in our corporate

habout what is going to happen (IKEA MANAGER 1) and considered as credible by our o

€...) Readmas an internal magazine, directed at co-workersPEOPle, but also byexternal - partner
Jdlso published a lot about CSR issues. In casepgliet is (IKEA MANAGER 1) )

-thentioned, it can be send to the particular supplieis a - (---) In case of social changes, seve
Ahagazine purely focused internally IKEA MANAGER 2)  consultative bodies within Philips exist
eq'(...) Philips provides workshops [on sustainapjliand is find out what t_emplc_)yees think about the
1) ry busy with embedding [sustainability] in allaiting (“'_): Regarding |nt_ernal_ _stakeholde
.Qitivities. For my own sustainability network pldcat the " NillPS measures their opinion by seve
1'aﬁlisional and corporate levels, we have developeskparate SUVEYS: €.0. the Employee Engagem
“whether we meet requirements and what we haveto.l&lext,

orporate curriculum, a special learning program ook Survey where employees are asl
we have a separate e-learning tool within the drgaion 'SSPonsible —company —or - rather
environmentally responsible compar
. . employees  usuall react ositive
'€ (...) Philips always looks for dialogue ( poY y P
J&Sb of the Corporate Sustainability Office. But aen’t do that R di blicity. for inst
"one. We have a ‘network’. In addition, all protigivisions " (.-) el_gz:r 'n% pud_lm %h'lpr Instang
"Eploy someone who has the same job, at the pratiliston 1€ JOurnalists and media, Fhilips measy
its external communication in k&Pl 250.
®This network | used to find out what developmentg ar tainabili lated ticl
ppening in society, at governmental level andtritiatives ]'(sus a”;)? lity-relate Phpl_ress ar;?_ﬁflm
blfe "developed by NGOs and by other companies (mgLfavorable —to llips - ( :

afnplemented when top management decides and cledolyns those have to be monitored to be valyetrategy, our manufacturing and products,

wend our extended business
(PHILIPS MANAGER)

- (...) They are not only able, but they
rehve to, otherwise they are not the right
t@mployees. IKEA focuses highly on the
roreativity of its co-workers and tries to
stimulate  it. We have introduced
ralternational projects, like energy and
e@O2 reduction programs, paper, waste,
arhnsport and next year will be about
lypackaging. By organizing a competition,
ano-workers are challenged to think of
\improvements] ideas, to join the
lyompetition  (...). Co-workers are
challenged to think of how to change and
ghow to improve. For IKEA it is also a way
rt@ save money (IKEA MANAGER)

- (...) In 2005, we dismissed something
dike 70 people for breaches of our Code,
ar@pproximately 20 less than in 2004
5 (UNILEVER MANAGER)

system

corporate citizen (UNILEVER MANAGER)

whether they think Philips is a social
2XPHILIPS MANAGER)
). Thabiar job, the. o) |ps MANAGER)
R el Per region and per country, another persarsponsible. or instance.  we measure  whet
MANAGER) MANAGER)




REFERENCES

Agle, B.R., Mitchell, R.K. and Sonnenfeld, J.A. €89. Who matters to CEOs? An
investigation of stakeholder attributes and sakenworporate performance, and
CEO valuesAcademy of Management Journd®(5), 507-525.

Ayuso, S., Rodriguez, M.A. and Ricart, J.E. (2008%ing stakeholder dialogue as a
source for new ideas: A dynamic capability undedyisustainable innovation.
Corporate Governangeé(4), 475-490.

Bamford, D.R. and Forrester, P.L. 2003. Managingnpéd and emergent change
within an operations management environmiternational Journal of Operations
and Production Managemerz3(5), 546-564.

Bell, S.J., Whitwell G.J. and Lukas, B.A. (2002¢h8ols of thought in organizational
learning.Journal of the Academy of Marketing Scieri@1), 70-86.

Beverland, M., and Lindgreen, A. (2007). Implemegtmarket orientation in industrial
firms: A multiple case studyndustrial Marketing Managemen36(4), 430-442.

Beverland, M., Napoli, J., and Lindgreen, A. (20dAdustrial global brand leadership:
A capabilities viewIndustrial Marketing Managemern36(8), 1084-1093.

Bhattacharya, C.B., and Sen, S. (2004). Doing betteloing good: When, why, and
how consumers respond to corporate social inigatiCalifornia Management
Review 47(1), 9-25.

Blaikie, N. (1993) Approaches to social enquir€ambridge, UK: Polity Press.

Blee, K. and Taylor, V. (2002). Semi-structuredemtewing in social movement
research. In Klandermans, B. and Staggenborg,e&s.)(Methods of social
movement researc82-117. Minneapolis, MI: University of Minnesd?aess.

Bollen, A. (2004). The rise of non-financial repog: How to use research to measure
your reputationMORI White PaperJanuary, http://www.ipsos-mori.com, [accessed
April 24, 2007].

Bomann-Larsen, L., and Wiggen, O. (200HResponsibility in world business:
Managing harmful side-effects of corporate activifyokyo, JP: United Nations

University Press.

77



Bryson, J.M. (2004). What to do when stakeholdeadten: Stakeholder identification
and analysis techniqueBublic Management Review(1): 21-53.

Bryson, J.M., Cunningham, G. and Lokkesmoe, K.LOO@). What to do when
stakeholders matter. The case of problem formulatar the African American
Men Project of Hennepin County, Minnesd®aublic Administration Reviews2(5),
568-584.

Bullock, R.J. and Batten, D. (1985). It's just aapl we're going through: A review and
synthesis of OD phase analysgroup and Organization Studies0(4), 383-411.
Burchell, J. and Cook, J. (2006). It's good to PalExamining attitudes towards
corporate social responsibility dialogue and engsage processe8usines<thics:

A European Reviewl5(2), 154-170.

Burnes, B. (1996). No such thing as a ‘one best wagnanage organizational change.
Management Decisior34(10), 11-18.

Burnes, B. 2004Managing Change: A strategic approach to organisadl dynamics
(4th edition). Harlow, UK: Prentice Hall.

Clarkson, M.B. (1988). Corporate social performamc€anada: 1976-86. In Preston,
L.E. (Ed.). Research in corporate social performance and polie¢1-265.
Greenwich, CT: JAI Press.

Clarkson, M.B. (1995). A stakeholder framework fanalyzing and evaluating
corporate social performancgcademy of Management Revj@f(1), 92-117.

Comité 21 (2004). Conference of IKEA France’s CE@n}Louis Baillot at the meeting
of the French Comité 21, March 23, 2004. http://weamite21.org [accessed June
22, 2006].

Cormack, M. (2002)Unilever's Approach to Corporate Social Respongipt From
Policy to Practice Presentation made at the West LB conference atialSo
Responsible Investment, May 28, Frankfurt. httpMwgeekt.org [accessed April
24, 2007].

Covalence. (2007 ovalence Ethical Ranking 2006eneva, SW: Covalence.

78



Cramer, J. (2005). Experiences with structuringpoaate social responsibility in Dutch
industry.Journal of Cleaner Productigri3(6), 583-592.
CSR Europe (2003)What is corporate social responsibilityfétp://www.csreurope.org

[accessed April 10, 2007].

Dawkins, J. (2004). The public’s views of corporagsponsibility in 2003MORI White

Paper SeriesFebruary. http://www.ipsos-mori.com [accessedil&fst, 2007].

Dawson, P. (2003)Jnderstanding organisational change: Contemporatgegience of
people at workLondon, UK: Sage.

De Bakker, F.G.A., Groenewegen, P. and Den Hon(R@5). A bibliometric analysis
of 30 years of research and theory on corporatalsasponsibility and corporate
social performancaéBusiness and Socie#4(3), 283-317.

Draper, S. (2006). Corporate responsibility and petitiveness at the meso level: Key
models for delivering sector-level corporate resuaitity. Corporate Governance:
International Journal of Business in Socigiy4), 409-419.

Driscoll, C. and Starik, M. (2004). The primordiatakeholder: Advancing the
conceptual consideration of stakeholder statushematural environmendournal
of Business Ethicg9(1), 55-73.

Eden, C. and Ackermann, F. (1998)laking strategy: The journey of strategic
managementondon, UK: Sage.

Eisenhardt, K.M. (1989). Building theories from eastudy researchAcademy of
Management Review4(4), 532-550.

Esty, D.C. and Winston, A.S. (2006reen to gold: How smart companies use
environmental strategy to innovate, create value] huild competitive advantage
New Haven, CT: Yale University Press.

Evan, W.M. and Freeman, R.E. (1988). A stakehdldeory of the modern corporation:
Kantian capitalism. In Beauchamp, T.L. and Bowie. NEds.) Ethical Theory and
Business97-106. Englewood Cliffs, NJ: Prentice Hall.

79



Flint, D.J., Woodruff, R.B. and Gardial, S. (200Bxploring the phenomenon of
customers’ desired value change in a businessdimss contextJournal of
Marketing 66(4), 102-117.

Freeman R.E. (1984)ftrategic management. A stakeholder approdgbston, MA:
Pitman.

Friedman, A.L. and Miles, S. (2002). Developingkstsolder theory.Journal of
Management Studie89(1), 1-21.

Gao, S.S. and Zhang, J.J. (2006). Stakeholder engag, social auditing and corporate
sustainabilityBusiness Process Management Jourtd(6), 722-740.

Garriga,E. and MeleD. (2004). Corporate social responsibility thearigspping the
territory. Journal of Business EthicS3(1), 51-71.

George, J.M. and Jones, G.R. (1998hderstanding and managing organizational
behavior Reading, MA: Addison-Wesley.

Government of Canada (2006}orporate social responsibility: An implementation
guide for Canadian busines®ttawa, CA: Government of Canada.

Gray, R., Owen, D. and Adams, C. (1998kcounting and accountability: Changes
and challenges in corporate social and environmemgporting. London, UK:
Prentice-Hall.

Hardjono, T. and de Klein, P. (2004). Introductiom the European Corporate
Sustainability Frameworklournal of Business Ethic§5(2), 99-113.

Hemingway, C.A. (2005). Personal values as a csttalpr corporate social
entrepreneurshigournal of Business Ethic60(3), 233-249.

Hemingway, C.A. and Maclagan, P.W. (2004). Mandgeessonal values as drivers of
corporate social responsibilityournal of Business EthicS0(1), 33-44.

IKEA (2004). Social and environmental responsibility report 2003
http://lwww.ikea.com [accessed August 13, 2006].

IKEA (2006).IKEA marketing strategyhttp://www.ikea.com [accessed June 22, 2006]

80



Jonker, J. and Foster, D. (2002). Stakeholder kxwm? Framing the evolution and
complexity of a stakeholder perspective of the fi@orporate social responsibility
and environmental manageme®a4), 187-195.

Johnson, G. and Scholes, K. (20)ploring Corporate Strategf6th edition). Essex,
UK: Pearson Education.

Katz, D. and Kahn, R.L. (1978)he Social Psychology of Organizatigi2and edition).
New York, NY: John Wiley and Sons.

Khoo, H.H. and Tan, K.C. (2002). Using the Ausaali Business Excellence
Framework to achieve sustainable business excellef@orporate Social
Responsibility and Environmental Managem&), 196-205.

Klein, S.M. (1996). A management communication tetyg for changeJournal of
Organizational Change Managemef(2), 33-46.

Kotler, P. and Lee, N. (2005¢.orporate social responsibility: Doing the most gdor
your company and your cauddoboken, NJ: John Wiley and Sons.

Lewin, K. (1951).Field theory in social scienc&ew York, NY: Harper and Row.

Lewis, E. (2005)Great IKEA! A brand for all the peopleondon, UK: Cyan Books.

Lincoln, Y.S. and Guba, E. (198%aturalistic inquiry Beverly Hills, CA: Sage.

Lindgreen, A. (2008)Managing market relationships: Methodological anarical
insights Aldershot, UK: Gower Publishing.

Lindgreen, A. and Swaen, V. (2004). Corporate eitghip: Let not relationship
marketing escape the management tooll@arporate Reputation Review(4),
346-363.

Lockett, A., Moon, J. and Visser, W. (2006). Comer social responsibility in
management research: Focus, nature, salience ancksoof influenceJournal of
Management Studie43(1), 115-136.

Luo, X. and Bhattacharya, C.B. (2006). Corporateiadoresponsibility, customer

satisfaction, and market valumurnal of Marketing70(4), 1-18.

81



Lyon, D. (2004). How can you help organizations nge to meet the corporate
responsibility agenda?Corporate Social Responsibility and Environmental
Managementl1(3), 133-139.

Maignan I., Ferrell O.C. and Ferrell L. (2005). taleeholder model for implementing
social responsibility in marketingeuropean Journal of Marketin@®9(9), 956-977.

Maignan, 1., Ferrell, O.C. and Hult, T.M. (1999).o1@orate citizenship: Cultural
antecedents and business benefigirnal of the Academy of Marketing Science
27(4), 455-469.

Maon, F., Swaen, V. and Lindgreen, A. (201@)pact of CSR commitments and CSR
communication on diverse stakeholders: The casdK&A. In Smith, N.C.,
Bhattacharya, C.B., Vogel, D. and Levine, D. (Ed$slobal challenges in
responsible busines€ambridge, UK: Cambridge University Press.

Margolis, J.D. and Walsh, J.P. (2003). Misery lowesnpanies: Rethinking social
initiatives by busines®dministrative Science Quarterlg8(2), 268-289.

Matthyssens, P. and Vandenbempt, K. (2003). Cammiti-context: Reorienting
research in business market stratelpurnal of Business and Industrial Marketing
18(6), 595-606.

Mazurkiewicz, P. (2008). Corporate environmentapansibility: Is a common CSR
framework possibleWorld Bank Working Paper Seri€2008.1.

Mitchell, R.K., Agle, B.R. and Wood, D.J. (1997)oward a theory of stakeholder
identification and salience: Defining the princige who and what really counts.
Academy of Management Revj@®(4), 853-886.

Mitleton-Kelly, E. (2003). Complex systems and evolutionary perspectives on
organizations: The application of complexity thetwyorganizationsLondon, UK:
Elsevier.

Morimoto, R., Ash, J. and Hope, C. (2005). Corpesdcial responsibility audit: From
theory to practiceJournal of Business Ethic62(4), 315-325.

O’Connell C.S. (2004). Corporate responsibility is more tbaose-related marketing.

Corporate Responsibility Managemgeh(1), 3.

82



Panapanaan, V.M., Linnanen, L., Karvonen, M. andriPWV.T. (2003). Roadmapping
corporate social responsibility in Finnish compani#gournal of Business Ethics
44(2), 133-146.

Pearce, J.A. Il, and Doh, J.P. (2005). The highaichpf collaborative social initiatives.
MIT Sloan Management Revigd6(3), 30-38.

Philips (2002).Adding value http://www.newscenter.philips.com [accessed April 9
2006].

Philips  (2005). Sustainability report 2004: Dedicated to sustairidpi
http://www.philips.com [accessed February 28, 2006]

Pinkston, T.S. and Carroll, A.B. (1994). Corporeitezenship perspectives and foreign
direct investment in the U.Sournal of Business Ethic&3(3),157-169.

Post, J.E., Lawrence, A.T. and Weber, J. (198)siness and society: Corporate
strategy, public policy and ethi¢8th edition). Boston, MA: McGraw-Hill.

Robertson, D.C. (1991). Corporate ethics prograrne:impact of firm size. In Harvey,
B., Van Luijk, H. and Corbetta, G. (EdsMarket morality and company siz&19-
136. Dordrecht, NL: Kluwer.

Sachs, S., and Ruhli, E. 2005. Changing managalsés toward a broader stakeholder
orientation.Corporate Governances(2): 89-98.

Savitz, A.W. and Weber, K. (2006)he triple bottom line: How today’s best-run
companies are achieving economic, social, and enwiental successSan
Francisco, CA: Jossey-Bass.

Schein, E.H. (1992).Organizational culture and leadershig2nd edition). San
Francisco, CA: Jossey-Bass.

Smith, N.C. (2003). Corporate social responsihiliy/hether or how?California
Management Review5(4), 52-76.

Snow, D., Zurcher, L. and Sjoberg, G. (1982). miwring by comment: An adjunct to
the direct questiorQualitative Sociology5(4), 285-311.

Spiggle, S. (1994). Analysis and interpretatiomoélitative data in consumer research.

Journal of Consumer Resear@i(3), 491-503.

83



Strauss, A., and Corbin, J. (1998asics of qualitative Researcf2nd edition).
Newbury Park, CT: Sage.

Swaen, V. and Maignan, |. (2000). The social respmiity imperative. European
Businesd-orum, 4, 18-22.

Unilever. (2001)Unilever’'s approach to corporate social responstkil Social review
200Q http://www.unilever.com [accessed May 6, 2007].

Unilever. (2007).Sustainable Development Report 2006tp://www.unilever.com
[accessed May 6, 2007].

Van Lee, R., Fabish, L. and McGaw, N. (2004). Thdug of corporate values.
Strategy+Business9 (Spring), 1-14.

Waldman, D.A. and Siegel, D. (2005). The influence CEO transformational
leadership on firm-level commitment to corporateiabresponsibility. In Doh, J.P.
and Stumpf, S. (Eds.Handbook on responsible leadership and governamce i
global businessl95-220. Cheltenham, UK: Edward Elgar.

Walker, E.J. (2005). Transitioning from charitydommunity investment at Marks and
SpencerCorporate Responsibility Managemgh(6), 26-29.

Walsh, J.P., Weber, K. and M