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Abstract
In 2014, Ireland launched its first National Plan on Corporate Social Responsibility
(CSR), published with the key objective of setting out a framework to foster best practice
in CSR among enterprises and organisations in Ireland. In addition, the plan sought to
raise the profile of CSR in Ireland. Against this backdrop, there has been an increased
interest in Corporate Social Responsibility (CSR) among both scholars and practitioners.
Much of the academic debate has focused on the role of business in society, what
constitutes the social responsibilities of firms, the link between CSR and financial
performance and, more recently, the link between CSR and corporate strategy.
Furthermore, it is not clear how such aspects of CSR are integrated in the minds of those
carrying out the work. In other words, how CSR integrates with strategy for those CSR
decision makers or managers within the firm. The thesis seeks to establish the key
components of CSR and their relationship to strategy in the minds of these managers,
through the Whittington Generic Perspectives on Strategy Model (1993). This framework
forms the basis of the cognitive mapping of thirty one managers operating in Ireland,
across diverse sectors. In addition, this thesis argues for a typology or framework for four
distinct theme profiles, in relation to the relative importance of CSR components in the
minds of these managers. The four theme profiles are as follows: Outcomes and
Stakeholders Focus, Outcomes Only Focus, Values Focus and Business Objectives
Focus.
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Chapter One
Introduction and Overview

1.1 The need for research
Corporate Social Responsibility (CSR) has become a concept of intense debate in recent
decades, with interest in CSR “accelerating rapidly” (Aguinis and Glanas 2012, p.959).
However, it is contended that, despite the increase awareness of the concept of CSR and
upsurge in use of CSR among business practitioners, it is a “poorly understood business
term” (Killian 2012, p.7). Furthermore, it is claimed that, as firms become more involved
in CSR, this presents a key opportunity for academics and scholars to engage and build
upon a clearer understating of CSR and develop a stronger knowledge base (Aguinis and
Glavas 2012). In examining the literature on CSR, much of the academic debate has
centred on the role of business in society, what constitutes the social responsibilities of
firms, the link between CSR and financial performance and, more recently, the link
between CSR and corporate strategy (O'Riordan and Fairbrass 2014; Lawrence and
Weber 2014). In addition, the literature has also focused on the role of CSR across
different business functions, for example, CSR and marketing (Enderle and Murphy
2009), human resource management (Aguinis 2011) and operations management
(Brammer et al. 2011). Furthermore, it is postulated that CSR represents a “new battle
ground for corporate success” (Galbreath 2009, p.121).
While the scope of CSR is extensive, defining CSR entails a wide variety of definitions,
in terms of breadth and scope (Boulouta and Pitelis 2014). These writers cite, at one
extreme, the narrow definition, put forward by Friedman, where CSR is defined as the
legitimate pursuit of profit and return on investment by the firm, without any level of
deception or fraud, while, at the other extreme, CSR is defined, by Carroll, as embracing
the economic, legal, ethical and discretionary expectations of society (Boulouta and
Pitelis 2014; Carroll 1979; Friedman 1970). The political dimension in defining CSR,
which was added in 2008, suggests that companies should participate in the formulation
and implementation of appropriate global governance (Boulouta and Pitelis 2014; Scherer
and Palazzo 2008). These definitions further evolved into characterising the focus of
CSR, where it is claimed that CSR is concerned with increasing the standard of living
from both internal and external stakeholders, while also pursuing the profitability
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objective of the firm (Hopkins 2003). What is emerging is a category of CSR definitions
that are referred to as “instrumental/strategic views of CSR”, conferring benefits to both
the business and the society in which the business operates (Boulouta and Pitelis 2014,
p.351). In relation to these evolving meanings of CSR, it is postulated that the definitions
suggest that the concept of CSR is
continuously evolving, following and sometimes shaping changes in
societal norms and societal expectations. These definitions also suggest
that CSR refers to business assessing and fulfilling responsibilities that
extend beyond their profit making functions, with the aim to enhance
some societal objectives, such as sustainable economic development,
quality of life and/or increasing national standards of living, among many
others (Boulouta and Pitelis 2014, p.351).

Therefore, the current direction of the debate is that, in broad terms, CSR refers to the
establishment and development of the business/society link and it is suggested that these
definitions of CSR refer to companies accepting responsibilities that extend beyond their
profit-making role, with the objective of also achieving some social goal (Boulouta and
Pitelis 2014). Furthermore, it is claimed that much of the academic literature has focused
on CSR from this perspective (Garriga and Mele 2004).
However valuable they are, in their own right, these debates within the literature ignore
the ontological point that corporations may not be virtuous, ethical, moral or socially
responsible, since they cannot act independently of what individuals choose to do. It is
contended that the majority of research to date has focused (as outlined above) on these
varied issues from the business/society link, to the link between CSR and strategy (DitlevSimonsen 2010). Such an approach, in relation to CSR to date, is summed up by Basu
and Palazzo who contend that much of the research on CSR to date relates to “analysing
CSR by examining CSR”, they, similar to Ditlev-Simonsen (above), advocate that
decisions made regarding CSR activities are made by managers and their cognitive
structure impacts on how and what decisions are made (Basu and Palazzo 2008, p.124).
It is suggested that the application of CSR starts with the person responsible for CSR in
the firm and a closer examination of this manager, with responsibility for CSR, can
identify why firms “take different paths to their CSR approach” (Ditlev-Simonsen, 2010,
p.452; Hemingway and Maclagan 2004). Furthermore, it is claimed that by adopting such
a cognitive approach to our understanding of CSR, it will plausibly strengthen our
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analysis of CSR and that such an approach has the potential to shed new light on many
aspects of how topics related to CSR are perceived (Fassin et al. 2011).
This research study aims to contribute to this under researched and acknowledged gap in
our current understanding of what and how notions of CSR and its link (if any) to strategy
might be conceptualised through a practitioner’s thinking. By practitioner thinking it is
referring to the cognitive structure of the manager interviewed. The term cognition (used
throughout this thesis) relates to Kelly’s cognitive theory of personality, where he
postulates that people are naïve scientists - engaged in the process of understanding
themselves and the world around them and the aim of his personal construct theory is to
gain an insight into the individual’s thought and construct sets (the building blocks for
making sense of the individual’s world around them) (Kelly, 1955; Eden and Jones,
1984). It could be conjectured that there is a spectrum or pole from rigid and unreflective
adherence to an ethical code, regardless of financial consequences at one pole, to a
shameless promotional strategy, at the other bi-polar extreme. This research study will
develop a framework and then a method by which to investigate this speculation. The
objective of such an approach is to gain a greater understanding of how notions of CSR
are conceptualised by the CSR managers, identifying issues and complexities associated
with what constitutes CSR for these managers and the link (if any) to strategy. The results
of this research study will contribute to extending the knowledge base on CSR and its
link with strategy for the manager, addressing the acknowledged gap in the literature,
depicted above. The following section will provide an overview of CSR at the macro level
in Ireland, to give context to the research study and highlight the applicability of Ireland
as a suitable environment in which to carry out this research study.

1.2 CSR at a macro level in Ireland
It is contended that there is very little academic literature on CSR from an Irish
perspective and that CSR is perceived as a new activity, which is aligned to the economic
boom of the early to mid-2000s and the appreciation of the benefits of multinational
companies operating and practicing CSR in Ireland (Burke 2015). However, it is argued
that CSR was practiced in the 1870s by Arthur Guinness in his provision of social housing
to the workers and their families of the Guinness brewery in Dublin and this company has
a long tradition of building up links with the local community. It is claimed that the scale
of CSR in Ireland is widespread and, on examining the database of companies
highlighting best practice in CSR, these CSR activities are extensive, varied and span
3|Page

across all industry sectors (Business in the Community 2014b). Many initiatives are also
being implemented by small and medium sized corporations, who are not members of
Business in the Community (BITC), due to their size; however, many are recognised in
the CSR awards sponsored by Chamber Ireland (Chambers Ireland 2014). These CSR
initiatives span across many areas and stakeholder groupings, for example, these activities
can be evidenced in support by businesses in local communities, philanthropic activities,
workplace practices and enhanced engagement with customers and suppliers (Department
of Jobs Enterprise & Innovation 2014).
Furthermore, at a national level, CSR has become an area of key significance to many
governments, in terms of their strategic programmes going forward (Albareda et al. 2007;
Boulouta and Pitelis 2014). Ireland is no exception to this emphasis at national
government level, in terms of its focus on CSR. In May 2014, The National Plan on CSR
(Ireland) was published with the key objective of setting out a framework to foster best
practice in CSR among enterprises and organisations in Ireland (Department of Jobs
Enterprise & Innovation 2014). In addition, the plan sought to raise the profile of CSR in
Ireland and at the macro level of the economy “to support the objective of Ireland being
consistently recognised internationally as the best small country in which to do business”
(Department of Jobs Enterprise & Innovation 2014, p.6).
It has been suggested that such a strategically focused approach to CSR at a national level
assists in strengthening the business/society link and in “delivering shared value for
business and society” (Boulouta and Pitelis 2014, p.361). Against this backdrop of
endeavouring to increase an awareness of the value of CSR to the Irish economy, this
research seeks to examine how managers at the micro level of the firm, understand the
nature and scope of CSR and its link (if any) to strategy, within their firms. Ireland,
therefore, provides an environment where CSR is both fostered and cherished and as such
is very conducive to exploring the link between CSR and strategy in firms operating in
Ireland. Consequently, by selecting this benign environment for CSR and strategy, the
cognitive links between the two should be most evident. The following section will define
the research question and aims of this research study

1.3 The research question and aims
The research question in relation to this study will address this gap in the literature
outlined above by contributing to the body of knowledge, in relation to CSR and its link
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with strategy, in general and more specifically in relation to CSR pertaining to Ireland.
This contribution to the literature will be achieved through an exploration of the cognitive
space of the manager, in relation to CSR and its link (if any) with strategy. Therefore, the
research question of this research study is to explore what is the cognitive link between
CSR and strategy among managers operating in Ireland. The key research aims which
result from the above research question are as follows:
1. To evaluate the relative importance of CSR components in the minds of CSR
managers in Ireland.
2. To create a typology or framework of how CSR managers operating in Ireland
synthesise their understanding of CSR and strategy.

To achieve aim 1, it will be necessary to formalise the components of CSR as they are
derived from the literature. Furthermore, it will be necessary to develop a method, in order
to map the managers’ cognitive space and establish how these managers evaluate the
relative importance of CSR components. To achieve aim 2, it will be necessary to choose
a framework or model of strategy, to map to the CSR components derived from the
literature (aim 1 above), to create a CSR/strategy Interpretative Guide. The next stage of
the study will require the interpretation of the managers’ cognitive space, using this
CSR/strategy Interpretative Guide. This will result in the creation of a typology of
manager/s along a spectrum or categorisation, profiling the types of managers or forms
of profiles of managers derived from this exercise, in terms of the key themes important
to these managers, in relation to their understanding of CSR. Furthermore, this
CSR/strategy Interpretative Guide will identify the link (if any) between CSR and strategy
for these managers.

1.4 The structure of the PhD
The introduction above sets out the background to this research and outlines the scope
and parameters of CSR research to date and gives a brief overview of the reasons why
this research is required. The research aims outlined above will be addressed to each of
the chapters of this thesis as follows:
Chapter 2 will, firstly, present an overview of the key theories of the firm, which assists
in giving context to the focus of the firm and identifies the emphasis of the firm, regarding
CSR and strategy formulation and execution. Secondly, the chapter synthesises the key
aspects of CSR, in terms of the key components of CSR, as postulated by writers, in their
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definition of CSR. Thirdly, Chapter 2 examines the components of strategy and reviews
models of strategy, to locate an appropriate model for this study, on which to apply CSR
theory initially, in order to develop a CSR/strategy Interpretative Guide. Therefore,
Chapter 2 assists in contributing to the achievement of both aims of the research study,
as the literature review forms the foundation of the research, in relation to the cognitive
space of the managers’ interviewed and it facilitates the development of the CSR/strategy
Interpretative Guide. This Interpretative Guide provides a means of applying the theory
of CSR along a strategy framework; this represents the first time such an exercise has
been undertaken, across the CSR literature. The approach, scope and parameters of the
research, in relation to the cognitive space of the managers’ interviewed will be discussed
from Chapter 4 onwards.
Chapter 3 assesses each of the key components of CSR, or purpose of CSR, identified in
Chapter 2, primarily discussing the component and then endeavours to map each of the
six components of CSR, to further develop the CSR/strategy Interpretative Guide. The
aim is to map the theory of CSR with the theory of strategy.
Chapter 4 discusses the methodology chosen in carrying out the research. The chapter
examines the purpose of the methodology in achieving both research aims and outlines
the rationale, scope and parameters of the methodology chosen. The methodology chosen
incorporates three key research techniques (a mixed method approach), the main
technique being the repertory grid technique (RGT), as the key research tool in exploring
the cognitive space of the managers interviewed. In addition, an attitude survey is used to
develop an understanding of the process of CSR used by the firm the manager works in
and an open ended question is asked at the end of the interview. The purpose of this open
ended question is to ascertain what determines success in CSR for the manager, to give
context to the interview and to establish what the manager perceives as successful
outcomes of CSR for their firm.
Chapter 5 discusses the findings of the research in relation to both research aims,
highlighting the significant findings and noteworthy observations from the three key
research tools employed, in addressing the research aims.
Chapter 6 discusses the key contribution of the research study in relation to the two
research aims and identifies (at a general level) further opportunities for research, as a
consequence of this study. This chapter will argue that managers display a number of key
theme profiles in relation to their understanding of CSR. In addition, managers do not
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operate in one strategy school perspective, but (contrary to the literature) can operate
across a number of strategy schools, at a point in time. The chapter concludes with an
outline of key contentions emerging from the research study, which gives focus to further
research on the link between CSR and strategy.
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Chapter Two
The evolution of CSR and its link with strategy

2.1 Introduction
This chapter will review the literature pertaining to the evolution of a CSR orientation
within the firm, the components of CSR and the link between CSR and strategy for the
firm. Firstly, the chapter will address the key theories of the firm as postulated by the
literature, in terms of what is deemed important to the firm in the attainment of its
objectives, outlining the key components or purposes of CSR. Secondly, the chapter will
examine the link between CSR and strategy, by reviewing the theory of what strategy
entails and the key strategy frameworks or models, put forward by the literature. Thirdly,
the chapter will explore the link between CSR and strategy, by developing a model
bringing these two elements - CSR and strategy together, in the form of a model. This
CSR/strategy Interpretative model will be developed in Chapter 3, through an
examination of the purposes of CSR, as postulated by the literature. The following section
will review the theories of the firm, as a means of tracking the development of CSR and
its link to the strategic orientation of the firm.

2.2 Theories of the Firm
Various theories have been put forward in the literature on what exactly is the purpose of
the firm, which lay emphasis on different aspects of the firm, for example, what it means
for the firm to be successful and to whom and what should the firm be responsible
(Lawrence and Weber 2014). These key theories will assist in giving context to the notion
of CSR and its link (if any) with strategy for the firm. Following a review of the literature,
the resulting seven theories were found to be most commonly cited: ownership theory,
stakeholder theory, institutional theory, stewardship theory, enlightened stakeholder
management theory, corporate citizenship theory, and the resource-based theory of the
firm.
2.2.1 The Ownership Theory of the Firm
It is claimed that the ownership theory of the firm contends that the firm is the sole
property of the owners and profit maximization is the sole objective of these firms
(Lawrence and Weber 2014). One of the famous proponents of this theory of profit
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maximization was Milton Friedman, who argued that the primary responsibility of any
firm is to maximise profit and that concern for any other responsibilities (other than legal
ones), on the part of the firm would result in neglecting what he deemed to be one of the
firm’s core responsibilities (Friedman 1970; Schaffer 1989; Husted and De Jesus Slazar
2006). It is suggested that this view of profit maximization has its roots in Adam Smith
(Canals 2010). Smith claimed that entrepreneurs pursue their own interests and, in so
doing, they achieve an economic outcome that results in efficiency (Smith 1776). It is
further claimed that this result of maximum efficiency is achieved when individuals
maximise their economic well-being or in economic terms - their utility and the firm
maximises profit or market value (Jensen 2001). One of the key criticisms of the
economic approach is that general equilibrium models, depicted above, do not take into
account that many transactions of the firm take place within the firm itself, therefore,
calling into question the notion that competing firms in a market may reach the optimum
efficient equilibrium (Williamson 1975).
In addition, it is suggested that, while economics can, to a point, assist in understanding
the firm and its goals, this approach has its limitations (Canals 2010). In particular, it is
argued that such an approach often presents the firm in a very simplistic manner, with the
sole purpose of profit maximisation and it suggests that the members of the firm may
pursue additional goals, which are rejected in the economic models, as this recognition of
further goals would complicate the models, also claiming that one of the key reasons for
their acceptability is that they are easy to use (Canals 2010). Canals may be overstating
his case, since models do exist which include goals, other than profit maximisation, but
his point rests with the fact that the aim of the economic approach is to keep the model
simple and easy to use, which he feels can take from its usefulness (Canals 2010).
Furthermore, it is claimed that the models of profit maximization are not facts based,
although it is suggested that profit maximization as a goal to the firm is the most preferred
goal by some entrepreneurs, but may not be the consensus for the multitude of actors and
stakeholders of the firm (Fox 2009). In addition, it is contended that in the western legal
tradition, there is no duty for firms or managers to maximise profit and there is much
evidence to suggest that many firms do not regard this as the prime goal of the firm
(Canals 2010).
In summary, therefore, the profit maximization approach postulates that the firm should
have one sole responsibility – that of profit maximization and return to the shareholders.
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This defines the firm in very simplistic terms and does not consider the competing
interests of the stakeholders of the firm.
A preliminary conjecture, as to the kind of features that would be evident of a CSR
manager operating according to this theory, would be a manager who consistently carries
out and evaluates the cost/benefit analysis of CSR initiatives and expenditure and who
has less enthusiasm for the social merits of the actions undertaken outside of their social
impact. As stated above, this objective of profit maximization may still exist for some
firms as their sole objective, however, the discussion below points to a wider appreciation
of stakeholders, not just shareholders, in determining the success of the firm.
2.2.2 The Stakeholder Theory of the Firm
This section will discuss stakeholder theory, as postulated by the literature, and the
concept will be developed further in Chapter 3. The issue of stakeholder responsibility of
the firm will be discussed in section 3.2 and the process of stakeholder management will
be discussed in section 3.8, as part of the purpose and process of CSR for the firm.
It is postulated that stakeholders refers to those who have an interest in or a claim on a
firm and that businesses are connected to many stakeholders in the operation of their
business (Lawrence and Weber 2014; Donaldson and Preston 1995; Clarkson 1995;
Zakhem et al. 2008). A commonly cited definition of stakeholders refers to stakeholders
as “those groups who can affect or are affected by the achievement of the organisation’s
purpose” (Freeman 1984. p.49). It is suggested that Freeman’s seminal work brought into
being the need for a stakeholder approach to strategic management and this approach has
become embedded in management literature in recent times (Okoye et al. 2013). It is
claimed that the stakeholder management approach came into being as a result of criticism
of the classical economic theory or ownership theory, as it is argued that it represents an
unbalanced focus between the shareholders and stakeholders of the firm, resulting in
building a wedge between both, which is contended to be damaging for business and for
capitalism in general (Griseri and Seppala 2012; Simons et al. 2002; Okoye et al. 2013).
Therefore, it is argued that the stakeholder theory of the firm is intended to extend the
firm’s roles and responsibilities outside the domain of pure profit maximization, to
involve the benefits and rights of non-shareholders (Mitchell et al. 1997). Such an
interpretation of stakeholders is claimed to be “the fulcrum of the stakeholder theory”
(Russo and Perrini 2010, p.209). It is further suggested that the stakeholder theory
postulates that, as the firm is presented with many opportunities to achieve its economic
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goals, many actors can influence the choices made and these actors represent the
stakeholders, both internal and external to the firm (Russo and Perrini 2010). For
example, as Jeff Swartz chairman of Timberland points out, “business is an institution of
civic society; I think business has a power and a responsibility that is broader than just
earning the maximum profits it can for its shareholders every quarter” (Swartz 2002,
p.69).
This example depicts this broadened approach of the stakeholder view, in which the firm
has responsibilities to the society in which they operate, not just to shareholders (Garriga
and Mele 2004; Lawrence and Weber 2014; Safi and Ramay 2013). Therefore, it is
claimed that a stakeholder approach by the firm implies that the firm recognises it has
responsibilities that include, but are not limited to, economic responsibilities (Jamali
2008). For example, Cement Roadstone Holdings demonstrate responsibility towards the
environment, by reducing emissions in the production process (Cement Roadstone
Holdings 2014). It is argued that building relationships and partnerships with stakeholders
depicts an asset that adds value to the firm, in contrast to disregarding stakeholders,
believing the stakeholder is wrong or that their needs or expectations of the firm do not
matter; this can result in a costly mistake to the firm (Lawrence and Weber 2014). For
example, in 2001, Energy Management Inc. (EMI) published its plans to construct a wind
farm within approximately fifteen kilometres of Cape Cod. This resulted in strong
opposition by residents of Cape Cod and surrounding islands, stating the proposed wind
farm would impact their view and cause difficulties for the boats. The result was that this
opposition succeeded in blocking the construction of the wind farm for more than ten
years (Lawrence and Weber 2014; Whitcomb and Williams 2008). Therefore, it is
suggested that much pressure has come to bear on firms to broaden their focus and include
an extensive range of actors or stakeholders of the firm, not just the narrow focus of
owners or shareholders and that over the last three decades there is an increased awareness
and appreciation by firms of the value a stakeholder approach, to the overall success of
the firm (Griseri and Seppala 2012).
The main criticisms of the stakeholder approach is that, while there is a recognition of the
importance of stakeholders throughout the literature, there is less clarity in the literature
as to how to manage stakeholders (Lawrence and Weber 2014; Ferrell et al. 2010; Welp
et al. 2006; Harvey 2011; Savage et al. 1991). Section 3.8 will discuss the process of
stakeholder management, as postulated by the literature, however, there is no clear
agreement as to how to carry it out, with various models put forward, dealing with
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different aspects of the process (Mendelow 1991; Rowley 1997; McLarney 2002; Jonker
and Foster 2002; Heidrich et al. 1997; Kivits 2011; Lawrence and Weber 2014).
A preliminary conjecture as to the kind of features that would be evident of a CSR
manager operating according to this theory, would be a manager who focuses on an
outside-in approach to stakeholders, as such, one would expect to see dialogue with
stakeholders and negotiation and maybe arbitration, in terms of a stakeholder
management approach. Yet, in taking this wider focus to include not just owners of the
firm, other theories of the firm have emerged which are discussed below.
2.2.3 The Institutional Theory of the Firm
It is suggested that the institutional theory of the firm focuses on the pressures and the
restrictions of the institutional environment that can impact the choices the firm may have
available to them (Meyers and Rowan 1977). It is suggested that the types of institutions
referred to include governments, courts, professions, community opinion, nongovernmental organisations (NGOs) and other groups, who have an interest in the
behaviour of the firm. The central thrust of the institutional theory is that firms can survive
and prosper, as long as the way they carry out business is deemed to be legitimate (Misani
2010). Legitimacy has been defined as the generalised perception that the actions of the
firm are appropriate given society’s own system of norms and values (Suchman 1995).
The institutional environment, therefore, expresses expectations and beliefs based on
these norms and the firm tries to obtain legitimacy, by adhering to these norms.
It is contended that, in many cases, institutional theory depicts CSR as “a consequence of
a political process whereby NGOs, states, and other stakeholders put pressure on firms to
adopt given social practices and apply legal, social and economic penalties to nonadopters” (Misani 2010, p.793).
For example, the Forest Stewardship Council (FSC), in the United States, was the first
system for certifying forests as environmentally well managed. FSC was inspired by
public concerns in relation to tropical deforestation in the late 1980s. These concerns
resulted in timber boycotts which fuelled a complex political process. Friends of the Earth
(an NGO) pleaded with the government to set up a system of certifying sustainable forest
timber. At the same time, some European countries passed restrictions on the import of
timber. Austria endorses the certification systems and agreed to fund FSC, as did
Switzerland and the Netherlands. Other foundations, such as the Ford Foundation and the
Pew Charitable Trust intervened to fund the foundation. Therefore, it transpired that FSC
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was mainly funded by stakeholders. The result that emerged was that institutional
associations eventually adopted the certification system, but only after it gained
legitimacy and financial support (Bartley 2007). It is claimed that this case demonstrates
that stakeholders, in many cases, act as institutional entrepreneurs that can result in
establishing private regulation that has the impact of constraining the behaviour of the
firm (Bartley 2007).
Furthermore, it is suggested that institutional theory can depict the firm as passive and
adapt to stakeholder pressure, without reactions or defence (Tempel and Walgenbach
2007). It is argued that firms in reality can react strategically to private regulation, which
can impose practices on the firm (Teerlak 2007). In addition, it is suggested that if firms
are able to fight against institutional pressures, they should equally be able to establish
self-regulation, that will find them efficient and be proactive to stakeholder needs, rather
than be reactive as the institutional theory in many cases suggests (Teerlak 2007). This
proactive approach on the part of the firm depicts the stakeholder management view, as
discussed in section 2.2.2 above.
A preliminary conjecture as to the kind of features that would be evident of a CSR
manager, operating according to this theory, would be a manager who is very much
focused on this outside-in approach, in terms of being reactive to pressures from actors
in the institutional environment, who impact the firm and are very much influenced by
the pressures exerted from these actors, in relation to the CSR initiatives engaged in by
the firm. Other theories have broadened the stakeholder management and institutional
theory approach and these are discussed below.
2.2.4 The Stewardship Theory of the Firm
The stakeholder theory of the firm has become extended and has become known as the
stewardship theory of the firm, to include the moral and ethical dimensions of CSR
(Donaldson and Preston 1995). It is contended that the stewardship theory is in line with
the normative argument, which states that stakeholder management depicts the right thing
to do by the firm, for all those affected by the firm’s actions (Donaldson and Preston
1995). In addition, it is claimed that the stewardship theory entails the firm balancing the
interests of a diverse group of stakeholders in a fair, equitable and ethical manner, thus
integrating the stakeholder and stewardship approaches together (Lawrence and Weber
2014). It is further claimed that it is not enough for firms to adopt a generic stakeholder
management approach, by having a defined process of identification and responding to
stakeholder needs, the firm also needs to have a normative core of ethical principles, as
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depicted by the stewardship theory (Garriga and Mele 2004). Therefore, the stewardship
theory depicts the predominance of a moral and ethical code and the stakeholder
management approach is contingent on such an approach. Chapter 6 will explore whether
such a distinct approach exists among managers interviewed.
The key criticism of the stewardship approach is similar to that of the stakeholder
approach in that the “how” of adopting such an approach is scant within the literature
(Lawrence and Weber 2014; Ferrell et al. 2010; Welp et al. 2006; Harvey 2011; Savage
et al. 1991).
A preliminary conjecture as to the kind of features that would be evident of a CSR
manager, operating according to this theory, would be a manager who focuses
predominantly on ethics, in the formulation and implementation of a stakeholder
management approach. The idea of a stakeholder management approach is developed
further, in relation to the enlightened stakeholder management theory, outlined in the
following section.
2.2.5 The Enlightened Stakeholder Management Theory
Clearly, there is no general pattern derived of the existence of this theory across the
sample of managers interviewed. While the interviews did capture the key themes of CSR
for the managers interviewed, including (for seven managers) a key focus on the
outcomes of CSR, and identified the four firms that measure the return from their CSR
initiatives, these cases did not give an insight into such considerations as resource
allocation decisions within these firms.
It is suggested that the idea of stakeholder management can be developed a step further
by proposing the enlightened stakeholder management theory (Jensen, 2001). It is
claimed that ESMT recognises “that a single-minded approach to realise maximum value
for shareholders to the detriment of various stakeholders is unlikely to succeed” (Bird et
al. 2007, p.190).
In adopting this wider view of stakeholders, it is argued that the overall success of the
firm is contingent on the response by the firm to its stakeholders, taking a long term focus
and give the example of paying low wages to employees and having poor conditions of
employment. This is likely to have a negative effect on productivity and on the wealth of
the company, in the long term (Bird et al. 2007). Furthermore, it is contended that the
overall success of the company, in the long run, is determined by its relationship with key
stakeholders and how the firm responds to the expectations of their stakeholders (Post et
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al. 2002). It is suggested that the management of the firm, therefore, need to evaluate all
decisions in relation to all expenditure, including CSR activities, on the basis of their
impact on the market value of the company and a cost/benefit analysis should be
undertaken (Bird et al. 2007). In addition, it is claimed that the result which follows such
an evaluation by management could be that some CSR initiatives may have a positive
impact on the value of the firm and be accepted, while other CSR initiatives may be
rejected, as they do not add value to the firm, citing the example that the provision of
childcare facilities for staff could be more than offset by improvements in employee
productivity (Bird et al. 2007).
As the ESMT is embedded in the stakeholder management approach, similar criticisms
apply as to how to put in place such an approach (Lawrence and Weber 2014; Ferrell et
al. 2010; Welp et al. 2006; Harvey 2011; Savage et al. 1991). In addition, it is argued that
the ESMT is grounded on a financial analysis of the cost of CSR initiatives to the firm
and this may lead, in some cases, to the management of the firm taking a short term
financial focus, in relation to the impact of CSR actions and fail to recognise the longer
term strategic benefits of various CSR initiatives evaluated (Bird et al. 2007).
A preliminary conjecture as to the kind of features that would be evident of a CSR
manager, operating according to this theory, would be of a manager who is very mindful
of identifying and responding to issues important to stakeholder groupings which could
have a positive impact on the firm in the long term. The idea of building relationships
with stakeholders was extended in the Corporate Citizenship Theory discussed below.
2.2.6 The Corporate Citizenship Theory (CCT) of the Firm
The Corporate Citizenship Theory of the firm came into use in the 1990s and the theory
broadly refers to CSR in practice (Laurence and Weber 2013). It is claimed that CCT
involves taking a proactive approach to building partnerships with stakeholders,
discovering business opportunities in a way that the company serves society, extending a
concern for solely financial performance into a vision of integrated financial and social
performance (Altman and Vidaver-Cohen 2000). It is argued that, as firms invest time,
money and effort in citizenship activities, in many cases, these firms reap the reward, in
terms of enhanced reputation and legitimacy (Laurence and Weber 2013). Therefore, the
CCT very much focuses on an outward looking approach by the firm, depicting the firm
as operating, not in isolation, but as part of a society, building partnerships with the
society in which it operates (Lawrence and Weber 2014; Garriga and Mele 2004; Porter
and Kramer 2006; Altman and Vidaver-Cohan 2000; Moon et al. 2005; Gardberg and
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Fombrun 2006). For example, Nova Nordisk, a multinational healthcare company, based
in Denmark, dedicated to the treatment of diabetes, research and markets a range of
medical products, in the treatment of diabetes. In 2012, the company developed the Nova
Twist, allowing for easier injections. Nova Nordisk, despite the world recession,
continues to experience increased sales. The company has committed to “conduct its
activities in a financially, environmentally and socially responsible way” (Lawrence and
Weber 2014, p.138). Nova Nordisk reports financial results along with social and
environmental impact in an integrated annual report. Many of the CSR initiatives of the
company are linked to the core mission of fighting diabetes (Lawrence and Weber 2014).
In addition, Gardberg and Fombrun state that, where these CSR or citizenship activities
best match public expectations, these companies are likely to benefit from strategic
investment in corporate citizenship (Gardberg and Frombrun 2006). In relation to Nova
Nordisk, there is a close link to the CSR initiatives, the mission of the company and the
expectations of stakeholders (Safi and Ramay 2013; Lawrence and Weber 2014).
Furthermore, it is suggested that the CCT of the firm is consistent with previous theories
discussed in this chapter, in particular the stakeholder theory of the firm, but very much
referring to the external stakeholders of the firm and the building of the business/society
link (Garriga and Mele 2004; Lawrence and Weber 2014).
The main criticism of the CCT is consistent with the shortcomings of the previous
theories, in that the manner in which the firm carries out its corporate citizenship
responsibilities is unclear in how to go about building and maintaining a corporate
citizenship approach for the firm (Lawrence and Weber 2014; Ferrell et al. 2010; Welp
et al. 2006; Harvey 2011; Savage et al. 1991).
A preliminary conjecture, as to the kind of features that would be evident of a CSR
manager, operating according to this theory, would be a manager who is focused on
dialogue, negotiation and building partnerships with external stakeholders, ensuring
mutual benefits for both the firm and its stakeholders from CSR initiatives undertaken.
The final key theory to be examined takes a slightly different perspective on CSR,
viewing it as a resource to the firm and this is discussed below.
2.2.7 The Resource Based Theory (RBT) of the Firm
It is contended that the resource based theory examines the link between a firm’s internal
characteristics and its performance (Branco and Rodrigues 2006; Barney et al. 2011). It
is claimed that the differentials in performance by firms are explained (in the main) by
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the existence of firm specific resources, that are valuable (V), rare (R), not easily imitated
by rivals (I) and are non-substitutable (S), in that they are not easily bought and sold on
markets (VRIS) (Barney 1991). The number of studies devoted to CSR which adopt a
resource-based view has grown in recent years, beginning with a focus on environmental
aspects and has developed to include more general issues on CSR (Hart 1995; Russo and
Fouts 1997). It is contended that applying the resource-based-view to CSR, assumes that
firms have CSR resources and, due to the imperfect mobility of these resources, it can
result in competitive advantages for firms that have superior CSR resources (McWilliams
et al. 2006). It is further claimed that it is “unlikely that a firm can prevent competitors
from imitating a CSR-based strategy” and so conclude that competitive advantage based
of CSR may be “short lived” (McWilliams et al. 2006, p.6). Therefore, the point being
that CSR processes are not particularly valuable, as their competitive advantage may be
short lived and so does not have the same competencies as other resources of the firm
(Hart 1995; McWilliams and Siegel 2001; Wernerfelt 1984).
It is suggested that the key criticism of the RBT, is that other considerations need to be
taken into account, in addition to the resources of the firm, in particular, the functionality
of the resources and how they are employed, are of key relevance (Wernerfelt 1984). In
addition, it is argued that managers may have a poor understanding of the range of
potential functions of the resources of the firm, for a numbers of reasons. Firstly, the lack
of time and attention the manager can devote to assessing resources, secondly, their
decision making tendency, thirdly, their cognitive biases and fourthly, the manager’s
ability to fully understand the array of usages these resources possess (Pereraf and Bergen
2003). The aims of this research study focus on this cognitive space of the manager, to
evaluate the relative importance of CSR components in the minds of CSR managers in
Ireland and its link (if any) to strategy.
A preliminary conjecture, as to the kind of features that would be evident of a CSR
manager, operating according to this theory, would be a manager who considers CSR
initiatives, in terms of their call on the resources and capabilities of the firm and how
these resources and capabilities could be developed and leveraged to obtain a competitive
advantage for the firm.
In summarising the theories discussed above, Table 2.1 outlines the key themes associated
with each of the theories of the firm, discussed above.
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Table 2.1 The Fulcrum of the Key Theories of the Firm
Fulcrum of the
key theories of
the firm

Theories of the
Firm
The Ownership
theory
The Stakeholder
Management
The Institutional
Theory
The Stewardship
Theory
Enlightened
Stakeholder
Management
Theory
The Corporate
Citizenship
Theory
The Resource
Based Theory

Profit
maximization,
market value

Stakeholder
Management
Focus

Ethics and
fairness at the
core of a
Stakeholder
Management
Focus

Development of
a Sustainable
Competitive
Advantage.

●
●
● (external
stakeholders)
●
●

●
●

Source: Compiled by author

Table 2.1 depicts the key premise or fulcrum of the key theories discussed above. It
highlights the point that each theme identified is not mutually exclusive. For example, the
stakeholder management theory does not advocate unethical or unfair behaviour by the
firm, but the over-riding theme is the management of stakeholders; this generally assumes
it is within an ethical environment, in relation to the management of internal and external
stakeholders of the firm. In addition, the goal of the firm to make a profit and to achieve
an adequate return for shareholders still remains, but for many firms this is achieved
through a stakeholder management approach. All of the theories discussed above, and
included in Table 2.1, except for the ownership theory, do/can include a stakeholder
element, in terms of the firm embracing a wider stakeholder approach, rather than just a
shareholder approach. The discussion in section 2.3 below refers to a stakeholder model
that embraces such a wider lens, in relation to the stakeholders of the firm.
In reviewing the conjectures at the end of each theory, in relation to the suggested features
that would be evident of a CSR manager operating according to each of the seven theories,
a number or similarities and differences can be derived from this exercise. In particular,
the ownership theory and resource based theory reflect an introverted approach by the
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firm, where decisions on CSR expenditure relate more to the narrow lens of shareholders
and gaining the maximum return in terms of profit maximisation or efficiencies, in terms
of resource or capabilities allocation. In contrast, the remaining five theories stakeholder,
institutional, stewardship, enlightened stakeholder theory and corporate citizenship
theory relate more to a wider view of the stakeholder, rather than just shareholders or an
outside-in approach, in terms of the environment or society in which the firm operates. In
relation to the institutional theory, the emphasis is on building an awareness of the
environment in which the firm operates and the actors within this environment that impact
the firm. The stakeholder, stewardship, enlightened stakeholder theory and corporate
citizenship theory relate to working with and building dialogue, relationships and
partnerships with stakeholders and ensuring mutual benefits for both the firm and its
stakeholders. The stewardship theory highlights the focus on ethics in working with and
building relationships with the stakeholders of the firm. The following discussion in
section 2.3 below refers to a stakeholder model that embraces such a wider lens, in
relation to the stakeholders of the firm.

2.3 From Stakeholder Theory to Corporate Social Responsibility
It is argued that there exists a general justifiable reason to prefer a stakeholder theory of
the firm to a shareholder one (Schaefer 2008). In addition, it is contended that CSR should
not relate to an insignificant part of the actions of the firm, but instead should relate to a
core part of the firm’s strategy and planning, which is contended to be possible with a
stakeholder model (Schaefer 2008). For example, a manager of a firm, driven by the
shareholder theory, will find it extremely difficult to get sanction for expenditure on CSR
initiatives, as such proposed expenditure would most likely be deemed to be an
unnecessary cost, in the achievement of a profit maximization goal. Contrasting this
scenario, in a stakeholder driven firm, the manager could make a case that such
expenditure will help in strengthening relationships with stakeholders and, for example,
will assist in building the firm’s reputation; the manager in this case will be in a much
stronger position to obtain sanction from such proposed expenditure.
It is suggested that stakeholders of the firm expect firms to be socially responsible and
that many firms have embraced this expectation by making social issues part of their
objectives (Lawrence and Weber 2014). In addition, is claimed that problems of a social
nature exist within society, which are eventually elevated to a social issue by, in many
19 | P a g e

cases, stakeholders. This is, eventually, communicated to the firm, or pressure is put on
the firm, to deal with them by institutional actors or stakeholders; this is very much in
line with the institutional theory discussed above (Galbreath 2006). In line with this
approach by the firm, it is argued that the overall aim of CSR is as follows: “to align the
organisation with the dynamic demands of the business and social environment by
identifying and managing stakeholder expectations” (Maon et al. 2009, p.72). In addition,
it is claimed that the development of CSR practices, therefore “can entail evolutionary
and recursive activity that acts on and reacts to and with the business environment” (Maon
et al. 2009, p.72).
For example, after the massive earthquake in the Sichuan province in China, Pfizer, along
with other multi-national companies, sent $1.4 million in medicine and financial
assistance to relief organisations and charities, who were operating in the region to help
victims. According to Pfizer, the company endeavoured to work with the Chinese
government to assist in providing help to the victims of the earthquake (Lawrence and
Weber 2014). This example depicts the role that business plays in society and so
illustrates the business/society link, depicted by Garriga and Mele in Chapter 1 and
Section 2.2.3 above.
Furthermore, it is claimed that it is critical that the firm recognises that it not only operates
within a market or industry, but also within a society and it is further contended that if
one of the elements or actors within society do not accept the firm’s actions, the firm will
suffer in terms of negative testimonials or restriction in its future actions; some of these
restrictions may be made in law, but in some cases they reflect social values (Steiner and
Steiner 2012). Firms may simply manage their reputation better, for example, the Swedish
furnishing company, IKEA, when faced with allegations of child abuse, immediately set
about rectifying the issue, consulting the International Labour Organisation to formulate
standards, included clauses into their supplier contracts, stating that any supplier that
employed under age children would immediately have their contracts terminated.
Furthermore, IKEA established the position of children’s ombudsman, to handle
children’s issues and the company funded community development projects in northern
India (Lawrence and Weber 2014). The example illustrates how an issue was dealt with
quickly, in contrast to the case of BP where the company experienced two major
explosions in oil rigs in 2005 and 2010, killing a total of twenty six people. It is claimed
that the key criticism of the company was due to the company’s excessive cost cutting,
which is suggested impacted the health and safety of the workers and its mismanagement
20 | P a g e

or failing to recognise its stakeholders (Bryant and Hunter 2010). In addition, Halliburton,
who were sub-contracted by BP, have been accused of carrying out defective cement
work on the Macondo well, in the Gulf of Mexico, in 2010. It is also argued that
Halliburton has taken over three years to acknowledge that it played a role in this oil spill
in 2010 (Rushton 2014).
In contrast to BP and Halliburton, it is argued that firms who have built their business on
ethical and CSR practices, have resulted in mutual benefits to the firm and their
stakeholders, in particular, referring to The Body Shop and Ben and Jerry (Pearce and
Doh 2005). These cases are among those commonly cited as companies who are aware
of and act within the values and norms of the society in which they operate. It is argued
that a collaborative approach to CSR in working with the community, in which the firm
operates, can have a positive impact on social issues and also meet the obligations of the
firm to its shareholders and other stakeholders (Pearce and Doh 2005). It is important,
therefore, to determine the key purpose of CSR to the firm, which embodies this
business/society link. This will be discussed in the following section.

2.4 The Key Purpose of Corporate Social Responsibility
It is argued that the implied responsibilities of business have been developing for many
decades; yet, there is still a lack of consensus, as to what CSR means (McWilliams et al.
2006). It is claimed that this lack of consensus could merely be a result of different
interpretations of what has emerged through the literature, in relation to CSR over the
past decades and has resulted in a lack of consensus as to what CSR actually entails
(Kakabadse et al. 2005).
In an attempt to find common themes, as to the purpose of CSR, through the growing
number of definitions and interpretations, postulated by the literature, it was necessary to
examine the key commonly cited definitions of CSR, the objective of this exercise being
to identify the key components of CSR derived from these definitions. The results of this
exercise would form the foundation of the analysis into exploring the cognitive space of
the managers’ interviewed, in terms of their understanding of the components of CSR.
The definitions were gathered from an extensive review of the literature on CSR, which
consisted (in the main) of academic journal articles. The definitions covered a time span
from 1953 to 2013. The work of Dahlsrud was used as the foundation of the definitions,
in which thirty seven CSR definitions were outlined, to highlight the evolution of
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definitions of CSR (Dahlsrud 2006). The author expanded on this listing from the
literature analysis and also brought it up to 2013, having a final number of sixty six
definitions. The objective of this examination of definitions was to identify common
themes emerging from each of these definitions. The themes were then consolidated into
six themes or components of CSR coming through these definitions, be it that the titles
varied slightly. Table 2.2 depicts a cross section of this analysis of these definitions,
showing the author/s, definition and key components derived from the definitions.

Table 2.2 Exploring the key components of CSR, through the definitions of CSR (a
cross section of results)
Authors

Definition

Key components of CSR

(Bowen 1953)

The obligation of business is to
pursue their business policies, to
make those business decisions
or to follow those lines of
actions which are desirable, in
terms of the objectives and
values of society.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Davis 1973)

CSR refers to the firm’s
considerations of and response
to issues beyond the narrow
economic technical and legal
requirements of the firm to
accomplish social (and
environmental) benefits along
with the traditional economic
gains which the firm seeks.

Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action
Discretionary Initiatives

(Carroll 1979)

The social responsibility of
business encompasses the
economic, legal, ethical and
discretionary expectations that
society has of organisations at a
given point in time.

Ethical Conduct
Corporate Values
Discretionary Initiatives
Stakeholder Responsibility
Effective action

(Carroll 1991)

CSR constitutes four types of
social responsibilities as
follows: economic, legal, ethical
and philanthropy, which are
organised in a pyramid
structure. Economic and legal

Ethical Conduct
Corporate Values
Discretionary Initiatives
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Authors

(Holme and Watt 2000)

Definition

Key components of CSR

are socially required
responsibilities, ethical are
socially expected while
philanthropy is socially desired
and each of these
responsibilities comprise a
component of the total
responsibilities of the firm.

Mutual Benefit

CSR relates to the firm’s
commitment to contribute to
sustainable economic
development, working with
employees, their families, local
communities and the society at
large to improve the general
quality of life.

Stakeholder Responsibility

Effective Action
Stakeholder Responsibility

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Thompson et al. 2013)

CSR refers to a company’s duty
to operate in an honourable
manner, provide good working
conditions for employees,
encourage workforce diversity,
be a good steward of the
environment, and actively work
to better the quality of life in the
local communities where it
operates and in society at large.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Source: compiled by author

Table 2.2 depicts a cross section of definitions analysed to identify the key components
of CSR, coming through in these definitions. The table highlights a sample of these key
definitions. In particular, Bowen’s definition, cited in the literature, identifies all six
components of CSR (Bowen 1953). The sample also includes the evolution of Carroll’s
definitions, evolving to include the component of mutual benefits of CSR in his 1991
definition, the idea of contributing resources to the community and improving quality of
life, in terms of the philanthropic element of this 1991 definition (Visser et al. 2006). All
the definitions displayed at least four of the six components, with the majority of the
definitions depicting all six components. The full analysis relating to the sixty six
definitions, analysed by components extracted from these definitions, appears in
Appendix 1.
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Examining these six components of CSR in terms of what they entail, Table 2.3 outlines
the component, a definition of the component and an example of the component,
displayed through a CSR initiative.
Table 2.3 The six components of CSR
Component

Definition

Example

Stakeholder responsibility

The purpose of stakeholder
responsibility relates to both
internal and external stakeholders
and identifies the business/society
link, stated in many of the
definitions.
The purpose of discretionary
initiatives relates to the voluntary
and discretionary nature of CSR,
where the firm has a choice, as to
whether to engage or not in CSR.

Rabobank through its CSR
initiatives builds links with the
community, as stakeholder, through
employee nominated community
projects (Business in the
Community 2013d).
Ulsterbank programme with
secondary schools, to improve
financial literacy among students
and the programme can change, as
the needs of the stakeholders
change (Business in the Community
2013e).
Dell Computers Inc. corporate
values “The soul of Dell”, outlines
the five core corporate values of the
company (Dell 2007).

Discretionary Initiatives

Corporate Values

Ethical Conduct

Mutual Benefits

Effective Action

The purpose of corporate values
relates to the values of the firm
embedded in their culture and the
firm’s dealings with internal and
external stakeholders and
institutional actors within the
society, in which the firm operates.
The purpose of ethical conduct is
very much grounded in the
corporate values of the firm and
relates to the ethical manner in
which the firm behaves and
operates in relation to its business
operations
The purpose of mutual benefits
relates to the fact that CSR refers to
benefits to both the firm and its
stakeholders.

The purpose of effective action
refers to the issue of CSR being
effective to the firm, in terms of its
objectives and strategy.

Nike’s formulation and
implementation of stronger ethical
practices, especially in relation to
supplier contracts, has strengthened
the company, in terms of reputation
and trust (Stephenson 2009).
Hewlett Packard’s commitment of
$45 million in monetary
contribution, employee, time and
products, to create innovative
solutions to global social issues The
mutual benefits accruing from these
CSR initiatives for the firm
included positive reputation and
increased trust by stakeholders. In
addition, the initiatives made a
positive difference to the lives of
stakeholders (Lawrence and Weber
2014).
Transdev (who operate the light rail
in Dublin) have key performance
indicators in relation to all CSR
initiatives and these are linked to
the strategy of the company, with
performance measured against
these clearly defined performance
indicators (Transdev Ireland 2014).

Source: compiled by author
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Table 2.3 depicts the six components or purposes of CSR derived from the analysis of
definitions of CSR. This table gives a brief overview of each component in terms of what
it entails. In addition, it suggests these components or purposes of CSR reflect the wider
society lens of CSR, as discussed above, a stakeholder perspective grounded on values
and ethics and depicting benefits to accrue to the firm and its stakeholders; these will be
discussed in more depth, in Chapter 3.
Therefore, this exercise of ascertaining the components of CSR through the analysis of
definitions of CSR assisted in forming the foundation of the research, in terms of how
CSR is understood in the literature and this created the base on which to build the
fieldwork, in relation to aim one of this research study, evaluating the importance of these
components, in the minds of the CSR managers’ interviewed.
The second key aim of this research is to create a typology or framework of how managers
operating in Ireland synthesise their understanding of CSR and strategy. In an attempt to
address this objective, section 2.5 below will evaluate strategy, in terms of how it is
defined, in addition to the strategy models, on which to test the link between the CSR and
strategy, as postulated by the literature.

2.5 The Strategy Framework
It is claimed that there is no generally accepted definition as to what strategy entails for
the firm (Bowman et al. 2002). Furthermore, it is argued that “we simply do not know
what strategy is or how to develop a new one” (Markides 1999, p.7). The question of
‘what is strategy’ was still being asked in Whittington’s text in 2001, titled, ‘What is
strategy and does it matter’ (Whittington 2001). So, it seems unremarkable to ask what
strategy means for the firm. Despite this difficulty of arriving at a definition accepted by
all, it is claimed that there is a need for a firm to change over time. Strategy (however
defined) provides the means by which it occurs (Bakir and Todorovic 2010).
In Appendix 2, a variety of more detailed definitions can be found, giving an insight into
how strategy has been defined in the literature and the key themes emerging from these
definitions. The results of this examination of definitions of strategy, resulted in the
identification of key themes running through these definitions (spanning from 1962 to
2013). In particular, are the idea of a goal directed and focused approach to achieving the
objectives of the firm, what has been referred to as intendedness, the idea being that the
course of action chosen by the firm, is that which is deemed necessary to achieve the
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objectives of the firm. In addition, another key theme derived from this examination of
definitions is that this course of action is instrumental in the achievement of the objectives
of the firm (Bakir and Todorovic 2010). The idea of choice is also embedded in these
definitions of strategy, in that there are various ways open to the firm in achieving its
goals and the strategy defines a choice of action by the firm.
In addition, according to Johnson, Scholes and Whittington, Kay and, to a lesser extent,
Eden and Ackermann (in that reference is specific to internal stakeholders), the idea of
stakeholder management does emerge as an element of how strategy is defined, and,
although this is not consistent across the array of definitions of strategy examined above,
these writers depict the notion of the internal and external actors of the firm having an
impact on the course of action taken by the firm in achieving its goals (Eden and
Ackerman 2000; Kay 1993; Johnson et al. 2008).
There have been a number of key criticisms put forward in relation to how strategy has
been defined to date. In particular, it is argued that the expectation that there is a one
single best way to achieve the goals of the firm is idealistic, that in reality the most fitting
way to deliver strategy is contingent on so many factors, for example, the turbulence of
the environment may dictate a looser plan which can be easily adopted, given the
uncertainty which prevails (Henry 2011). It is also suggested that some firms do not
operate with a well-defined strategy, as they may be strongly influenced by a CEO who,
for example, may adapt incremental or entrepreneurial strategies and has the power to
buy or not buy into a defined course of action and who prefers a much less structured
approach to business (Henry 2011). Furthermore, it is suggested that strategy making is
more about thinking and brainstorming, responding in a quicker and more focused
manner to issues that emerge for the firm, in the course of it achieving its objectives (Eden
and Ackerman 2000). What are emerging therefore, are deliberate and emergent elements
to strategy, which will be discussed below. The discretion to choose the purpose and
process of strategy imply a cognitive process, which is at the core of aim two of this
research study.
In order to develop our understanding of the link between CSR and strategy, it is essential
to now move beyond a discussion on the definition of strategy, to discuss frameworks or
models of strategy, on which to apply CSR. Various theories have been put forward which
have attempted to categorise the literature on strategy. This section will briefly review a
number of key frameworks or taxonomies on strategy and evaluate their usefulness, as a
tool on which the link between CSR and strategy can be developed for the purposes of
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this research. Such a linking exercise will address one of the aims of the research, to
identify the link (if any) between CSR and strategy, primarily through the theory of
strategy, as dictated by the literature and then to develop this analysis by examining how
this works among managers in Ireland.
In deciding on the framework to use, it was important at the outset to outline the criteria,
in relation to the choices of models chosen, for inclusion in the research study. Table 2.4
depicts the key criteria in relation to the model chosen.

Table 2.4 Key criteria for the evaluation of the strategy model for inclusion in the
research study
Key criteria for evaluating strategy models


The model chosen must contain clear distinctions between different approaches to
strategy.



The model must provide a means of classifying the strategy literature, not just a section
of it.



The model must discriminate between the purpose and process of strategy.



In relation to the models examined, they must focus on key writers who have
contributed to the strategy literature and have some standing in the literature.



The model chosen must identify different approaches to strategy, rather than different
strategies.



The model chosen must be consistent with the theories of the firm

Source: compiled by author

Table 2.4 highlights the key criteria in relation to the model of strategy chosen for this
study on which to map CSR. In particular, the model must provide a classification on
which to classify the strategy literature. For example, Mintzberg’s Ten School Strategy
Classification, could be acceptable, but Porter’s Five Forces Model could not, as this latter
model relates to a competitive strategy perspective only (Mintzberg et al. 1998; Miller
and Dess 1993; Thompson et al. 2013). In addition, Miles and Snow’s Adaptive Strategies
Model of how firms adapt, is too narrow in focus and does not embody all the strategy
literature (Miles et al. 1978). In addition, the model chosen must clearly draw distinctions
between different approaches to strategy, to ensure no ambiguity exists, in relation to the
approaches identified and which classification of strategy they relate to. Furthermore, it
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is important that the strategy schools or classifications identified can be mapped to the
theories of the firm. This provides a key link to the purposes of the firm and the
conjectures derived from these theories.
A broad and general outline of key models of strategy are outlined in Table 2.5, which
also provides an evaluation of the usefulness of these models, for the purposes of this
research.

Table 2.5 Evaluating the Strategy Models
The
Strategy
Model

Applicability of the model for this research study

The Huff
and Reger
Model

These writers endeavoured to categorise one hundred and ninety three articles
in a nine cell diagram, segmenting the research into the different aspects of the
strategy process (Huff and Reger 1987). It is claimed, by Harfield, that it is
difficult to identify the differences between the outlined content category and
the process category, as the difference is not identified easily from the Huff
and Reger’s model (Harfield 2002). Therefore, this model relates to a nine cell
matrix and is deemed to be quite cumbersome, with the distinctions between
categories not easily identifiable. This model would, therefore, not satisfy the
requirements of this research and is, therefore, rejected.

The
Mintzberg
Model

The Mintzberg Model endeavoured to bring together the literature on strategic
management research and categorise this literature into ten strategy schools.
Mintzberg then profiled each of these schools, in order to give clearly defined
descriptors, as to where the different writings on strategy would fit into
(Mintzberg et al. 1998). While the Mintzberg model is detailed, it is not precise
in terms of the differences between each strategy school identified and it is also
claimed that there exists a degree of overlap between the different schools
identified (Harfield 2002). While this model does include a cognitive strategy
school, the limitations identified above make it problematic to use in this
research study. However, the Whittington Model does embody the various
schools depicted by Mintzberg. This Mintzberg model would, therefore, not
satisfy the requirements of this research and is, therefore, rejected.

The
In 1993, Whittington formulated a historical framework of strategy theory from
Whittington a review of the literature on strategy. He derived four strategy conceptions and
Model
outlined clearly the nature and assumptions underlying each of the four schools
(Whittington 1993). The four schools identify and incorporate a number of the
schools established by the Mintzberg model outlined above, in addition to
incorporating the purpose and process of strategy (Harfield 2002). The four
strategy frameworks identified are clear, concise and to the point. There is no
overlap between the four frameworks identified (Harfield 2002). The model
also embodies the purpose and process of strategy to the firm and recognises
the deliberate and emergent components of strategy. The model gives sufficient
variety and specifity to examine the six purposes of CSR (as defined in section
2.4. above) in a strategic context. This model satisfies the requirements of the
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The
Strategy
Model

Applicability of the model for this research study

research requirements. The model provides a framework on which to link CSR
and strategy literature and also to map the managers’ cognitive space, in
relation to their understanding of CSR and strategy. It is, therefore, accepted as
a suitable tool on which to map CSR, as it has fewer limitations.
The
Rouleau
and Seguin
Model

Rouleau and Seguin critique previous models of strategy as being too limited
and that their analysis of the literature on strategy depicts four classifications
based on organisation theory (Rouleau and Seguin 1995). The four strategy
schools are not as clearly defined as the Whittington Model above and are open
to interpretation, in terms of, for example, what determines the contingency
school (Harfield 2003). The lack of clarity makes the model more limited for
this research.

Source: Compiled by author

Table 2.5 evaluates the four key strategy models depicted in the literature, where these
models encapsulate the theory of strategy and provides a means of capturing this theory
across many forms of categorisations. It is argued that three of the models are deemed
cumbersome, have overlapping categorisations and may be deemed to be unclear, in terms
of their categorisation (Harfield 2002). The analysis concludes that the Whittington
(1993) model is the most suitable for the purposes of this research (Whittington 1993).
The second edition of Whittington’s book, which outlined the model again, was published
in 2001 and further references to the model will relate to the second, 2001, edition
(Whittington 2001). It is suggested that the Whittington model has succeeded in placing
most of the literature on strategic management within the four strategy schools identified
(Harfield 2002).
Returning to the criteria in terms of evaluating the model chosen, as depicted in Table 2.4
above, the Whittington Generic Perspectives on Strategy Model satisfies the outlined
criteria, in that it provides clear distinctions between strategy schools, it discriminates
between the purpose and process of strategy, and it is consistent with the theories of the
firm, discussed below. The following is a brief outline of each of the four strategy school
depicted by the Whittington Generic Perspectives of Strategy Model (Whittington 2001).
1. The classical strategy school is based on the rational planning approach; with
profit maximisation and maximum return on investment being the key objectives
of the firm. The classicalists will pursue a deliberate, well thought through plan
in achieving the objectives of the firm and all expenditure, including CSR
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expenditure, will be evaluated on a cost/benefit analysis to ensure a maximum
return to the firm.
2. The processual strategy school does not buy into the planning approach of the
classicalists. The internal workings of the firm and the political landscape within
the firm, dictate the strategy of the firm, for the processualist. According to Bhalla
et al., the processual strategy school is based on the premise that strategy is formed
as a result of the cognitive process of the individuals associated with the firm and,
therefore, depicts an internal focus, unlike the evolutionists where it depicts an
external focus (Bhalla et al. 2009). The process of strategy is, therefore, emergent,
as it is influenced by the power and influence of members of the firm, which
changes and emerges with time; this is, therefore, rather different from the
deliberate strategy of the classical approach (Whittington 2001).
3. The systemic strategy school depicts the firm as not operating in isolation, but
within a society and is influenced by the norms and values of the society, in which
the firm operates. In this case, the firm takes on other objectives related to society
and such an approach is seen as quite normal and rational (Whittington 2001). The
strategy process is seen as deliberate, reflecting the norms and values of society
in which the firm operates.
4. The evolutionary strategy school also sees profit maximisation as key in the
achievements of the firm’s objectives, but takes an external focus in relation to
strategy and claims that the market is unpredictable and, thus, makes planning
difficult for the firm. For the evolutionist, it is the market and not the managers of
the firm that dictate the way forward for the firm. The strategy of the evolutionist
is emergent, with market scanning a key task and the response of this ongoing
scanning exercise dictates the emerging strategic focus of the firm (Whittington
2001). Figure 2.1 The Whittington Generic Perspectives on Strategy, depicts the
four approaches to strategy (Whittington 2001).
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Figure 2.1 The Whittington Generic Perspectives on Strategy

Source: Whittington (2001, p. 3)

Figure 2.1 depicts the four key approaches to strategy, as depicted by The Whittington
Generic Perspectives on Strategy model (Whittington 2001). The key issue is that the four
strategy schools differ along two dimensions, relating to the outcomes of strategy - profit
maximising or allows other possibilities to encroach on the outcomes of the firm and the
process by which strategy is formulated - being deliberate or emergent. These differences
are highlighted according to the intersection of the two axes, as depicted in Figure 2.1
above. It is claimed by Whittington, that the two axes reflect two key questions in relation
to the strategy of the firm - what is strategy for and how strategy is formed, depicting the
purpose and processes of strategy (Whittington 2001).
Therefore, what emerges is that the classicalists and evolutionists see profit maximisation
as key, in relation to the outcomes of strategy. This is in contrast to the systemic and
processual strategy schools, where they display a pluralist approach allowing other
outcomes, in addition to the profit outcome, to be present. These pairings are dissimilar
in relation to how strategy is formed; the evolutionists and processualists see strategy as
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emerging over time, in contrast to the classicalists and systemic, who see strategy as
deliberate, on the part of the firm (Whittington 2001). In fact, Whittington does not claim
that any of these are true or the only way possible to approach the categorisation of
strategy literature, but instead uses the strategy schools as the basis for interpretation, by
demonstrating how the different schools “ hold very different views about our human
capacity to think rationally and act effectively” (Whittington 2001, p.10). In addition,
Whittington did not apply his model to the concept of CSR and this exercise of applying
CSR to the Whittington Generic Perspectives on Strategy model is outlined below, in
section 2.6.
Returning to the theories of the firm discussed earlier in the chapter, Table 2.3 maps the
theories of the firm to the Whittington Generic Strategy Perspectives Model. It is evident,
from this table, that all the theories, with the exception of the ownership theory of the
firm, can possess elements of all four strategy schools.

Table 2.6 Mapping the theories of the firm to the Whittington Perspectives on
Strategy Model
Perspectives on strategy

Classical

Evolutionary

Processual

Systemic

Ownership theory

*

*

Stakeholder Management

*

*

*

*

Stewardship Theory

*

*

*

*

Enlightened Stakeholder

*

*

*

*

Institutional Theory

*

*

*

*

Corporate Citizenship Theory

*

*

*

*

Resource Based Perspective

*

*

*

*

Theories of the Firm

Management

Source: Compiled by author
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While Table 2.6 depicts the central theme of the theories, it is argued that use of these
theories and their strength in practice very much depends on additional factors, including
the environment, employee well-being, power of competing interests, the intensity of
feeling, and the influence of the leader (Steiner and Steiner 2012). In addition, it is
suggested, the area of behavioural science has a role to play also, arguing that firms are
made up of people who seek economic efficiency, but these people also have motivations
that go beyond pure financial aspirations and that the process that leads to these outcomes
are also important as people organise themselves, to serve an array of stakeholders
(Canals 2010).
In summary, therefore, the theories of the firm are embedded in the Generic Perspectives
on Strategy, depicted by the Whittington model, but the strength of the level of
entrenchment depends on a number of additional factors, as outlined above, not least the
manager, which depicts the overall aim of this study - to explore the cognitive space of
the manager, in terms of their understanding and of CSR and its link to strategy. The next
phase of the analysis was to examine the application of the Whittington Generic
Perspectives on Strategy Model to CSR and this is discussed in the following section.

2.6 A “Whittington” style analysis to CSR
The purpose of the Whittington Generic Perspectives on Strategy Model was to apply the
theory of strategy across the four strategy schools identified. It was developed to apply
strategy issues, such as, for example, innovation, diversification and internationalisation,
however, Whittington did not apply the four strategy schools to CSR (Whittington 2001).
It is important for this study that a preliminary analysis of mapping CSR to strategy be
undertaken at this point, because if it could not be carried out, then the framework would
not help to answer the research question of this study. Table 2.7 depicts this general
mapping of CSR to the four strategy schools. Such an exercise, gives an overview of CSR
and strategy, using the Whittington Generic Perspectives on Strategy Model, to create, at
a general level, at this point the CSR/strategy Interpretative Guide. In Chapter 3, this
Interpretative Guide will be developed and extended to highlight how the six components
of CSR, as discussed above, can be mapped to the Generic Perspectives on Strategy, as
depicted by Whittington (2001).
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Table 2.7 A General mapping of CSR to The Whittington Generic Perspectives on
Strategy Model
Strategy School

Summary of the key issues in
relation to each Strategy School

The role of CSR in relation to each of the strategy
school

Classical

Formal plans and objectives for
competitive advantage.

CSR in this case refers to taking a proactive approach to
CSR and embedding CSR into the planning framework.
In effect, firms decide to control the standards in which
they will comply with, rather than leave this
responsibility to the Government or other stakeholder
grouping (Jackson and Apostolakou 2010).
Furthermore, in relation to, for example, a stakeholder
management approach, this represents a proactive
approach undertaken by companies, rather than a
haphazard reactive approach. For classicalists, the
profitability of the business is the most important goal
and CSR would be seen as a means of ensuring the
greatest return on investment for the company.

Environment can be predicted to
an adequate extent.
Rational thinking and decision
making generally more powerful
than fate.
Stakeholders require profit
maximization.
Cascading of objectives to
actions.
Formulation followed by careful
implementation.
Top down approach to strategy
formulation and implementation.
Processual

Environment is unpredictable,
but not hostile.
Individuals and groups have their
own goals – satisfying
behaviours.
Strategy is made up of political,
incrementalism, articulated and
enacted strategy.
Strategy is about political
compromise not profit
maximization calculations.

The processuralists would stress the fact that CSR needs
to remain flexible in line with the overall company
strategy and involves a continuous and adoptive
process. The power of the individual manager to push
initiatives through for approval is key and the winning
of support of organisation members is also an important
consideration. It is also seen as important to ensure
support not just for the formulation of CSR policy, but
also its implementation. The political landscape of the
firm is at the core of CSR formulation and
implementation.

Downgrading the importance of
rational analysis.
Strategy is discovered in action,
with formulation and
implementation interlinked.
Strategy is about experimentation
and learning.
Incremental adjustment and the
development of core
competencies.
Systemic

Environment is political.
Culture and organisational
networks determine strategy.
Strategy is about fitting in with
stakeholder profitability and
avoiding relationships that leave
the firm exploited by more
powerful systems.

The emphasis on CSR here is to build links with
society. The key is to play by the local and national
norms and values. According to Whittington systemic
theories do retain faith in the capacity of the
organisation to plan forward and act effectively within
their environments (Whittington 2001). CSR is about
building links with stakeholders, forever mindful that
the firm operates within a society and must be sensitive
to the needs of the society in which it operates.

Strategy reflects the social
systems in which the strategy is
made.
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Strategy School

Summary of the key issues in
relation to each Strategy School

The role of CSR in relation to each of the strategy
school

A “one size fits all” strategy does
not work, it must be
sociologically sensitive.
Evolutionary

Environment unpredictable, plans
are useless.
Luck and unintended
consequences always important.
Profit maximization required by
markets.

As with the classicalists the evolutionists will look at
the cost/benefit analysis of these initiatives with profit
maximization being a key consideration. The
evolutionists will be guided by the market leaders, as to
how they react to market conditions and stakeholders
and will adopt in the main, a “follow-the-leader
approach”. They will only engage in CSR at a level that
is deemed necessary and not beyond this point.

Strategy of following market
leaders ensures survival.
External focus with the intention
to keep options open.
Run with a number of small
initiatives rather than one or two
major initiatives.
Market surveillance is the
barometer of success.
Source: Whittington (2001) and research by author

Table 2.7 depicts what each of the four strategy schools entails and profiles the role of
CSR within each school. In relation to the classical school, CSR entails a proactive
approach, in terms of embedding CSR into the planning process, with the key objective
of profit maximisation and dictates a deliberate strategy. In relation to the processual
school, CSR, here, entails an internal focus, with the power of the manager and the
political landscape of the firm critical to ensuring CSR is formulated and implemented
within the firm. It very much dictates an emergent strategy. The systemic school depicts
CSR practice by the firm, embedded in the norms and values of the society, in which the
firm operates and highlights the business/society link discussed above. It dictates a
deliberate strategy. The evolutionary strategy school depicts an approach to CSR which
is dictated by the market and in particular, the market leaders. The level of CSR will be
dictated by the market with profit maximisation being the key goal of the firm. The
strategy will be an emergent strategy, with the emphasis on engaging in CSR at a level
which is necessary, but not beyond this point.
This analysis gives a general overview of the mapping of the theory of CSR along the
strategy framework, the first stage in the development of a CSR/strategy Interpretative
Guide, as required by aim two of this research study and discussed in Chapter 1. This
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CSR/strategy Interpretative Guide will be developed in Chapter 3, in relation to the six
components or purposes of CSR.

2.7 Conclusion
Chapter 2 presents an overview of the purpose of the firm, through the theories of the
firm, as postulated by the literature and assists in giving context to the research. Through
this examination of the purpose of the firm, the evolving role of CSR, in the attainment
of the objectives of the firm, was discussed, highlighting the point that, as the firm
embraces and embeds a stakeholder management approach, the role and importance of
CSR increases for the firm; as a result of that, the development of the business/society
link increases in scope and importance. The chapter then examined the six
components/purposes of CSR, as postulated by the literature. Furthermore, the chapter
examined the key strategy literature, focusing on what strategy entails and the key
strategy models, culminating in an identification of a strategy model which was deemed
appropriate, to examine the link between CSR and strategy. The result of the above
exercise provides the foundation on which to achieve aim two of this research study – to
create a typology or framework of how CSR managers operating in Ireland synthesise
their understanding of CSR and strategy.
This application of the Whittington Generic Perspectives on Strategy to CSR marks the
first contribution to the literature of this thesis. That said, in this general form, as depicted
in Table 2.7 above, it is not sufficiently detailed to form a CSR/strategy Interpretative
Guide, to apply to the cognitive space of the managers’ interviewed. To complete this
CSR/Strategy Interpretative Guide, it is necessary to integrate the six components of CSR
into the four strategy schools and this represents the key task of Chapter 3.
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Chapter Three
The Purpose and Process of CSR

3.1 Introduction
This chapter will initially review the six purposes or components of CSR discussed in
Chapter 2. Each of the six purposes (stakeholder responsibility, discretionary initiatives,
corporate values, ethical conduct, mutual benefits and effective actions) will be discussed
through a literature review, highlighting the definition, impact and significance of each
purpose in the understanding of CSR. In addition, the process of CSR will be reviewed,
explaining the key issues in relation to the process, as depicted by the literature. Both the
purpose and process of CSR represent the two key components of the Whittington
Generic Strategy Perspectives Model, used as the foundation to the CSR/strategy
Interpretative Guide, developed in Chapter 2. Therefore, the outcomes of this literature
review on the purpose and process of CSR will be applied to the CSR/strategy
Interpretative Guide, at the end of each discussion on purpose and process of CSR, in an
attempt to develop this CSR/strategy Interpretative Guide. The following section will,
therefore, review each of the six purposes of CSR and process of CSR in turn.

3.2 Stakeholder Responsibility
3.2.1 Introduction
This section will review the literature pertaining to Stakeholder Responsibility as it
applies to CSR within the firm. Firstly, the section will address a definition and meaning
of stakeholder responsibility, as postulated in the literature. Secondly, the strategic
importance of stakeholder responsibility, as advocated in the literature, will be discussed.
The section will conclude with a discussion on the application of the CSR/strategy
Interpretative Guide to this first component of CSR – stakeholder responsibility, with the
actual application of the CSR/strategy Interpretative Guide included in Appendix 3.
3.2.2 Defining Stakeholder Responsibility for the Firm
It is postulated that, corporate social responsibility should be replaced with the term
“company stakeholder responsibility”, as, it can be argued, that the very purpose of CSR
is concerned with two key components: the creation of value to stakeholders and the
fulfilment by the firm of their responsibilities to their key stakeholders (Freeman and
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Velamuri 2008, p.5). In addition, it is suggested that stakeholder responsibility, in this
case, implies that it is impossible for the firm to separate business from ethics, with ethics
being used in its broadest sense, to include obligations the firm has to employees and
other stakeholders of the firm (Freeman and Velamuri 2008). It is suggested that the
litmus test, in terms of how the firm is addressing their stakeholder responsibilities, ask
“how does a firm treat its stakeholders”; this question embodies both the business and
ethical elements discussed above, which it is argued cannot be separated, citing an
example of a new employee recruited by the firm, while the firm contract to pay them a
fair wage (economic element); it is also implied that they will be treated in an ethical
manner (Freeman 1984, p.3). Yet, in contrast to this approach, when we review the zero
hours contracts that employees can have with their employers, it calls into question the
level of fairness, equity and justice, in the treatment of employees (Roberts 2014). The
concept of Ethical Conduct, as it applies to CSR, will be discussed in section 3.4 below.
It is argued that research is scant on developing an understanding of CSR, at the micro
level of the individual or manager (Aguinis and Glanas 2012). This type of reasoning is
very much at the core of the aims of this research - to examine the managers’ cognitive
space, in relation to their understanding of CSR and its link with strategy. It is postulated
that, regardless of the size of the firm, strategic decisions are made by individuals with
different interests, values and different perceptions, which impact upon the manner in
which stakeholders are dealt with by the firm (Kimiagari et al. 2013). Furthermore, it is
suggested that dealing with stakeholders poses major complexities; in view of the
different perceptions of managers, and of what constitutes stakeholder responsibility, this
will be viewed in a different way by different managers (Daily et al. 2003). Therefore,
developing an understanding and insight into the cognitive space of the manager assists
in adding to the knowledge base, in terms of what constitutes stakeholder responsibility
for a manager, at the micro level of the firm; this is a key aim of this research study.
3.2.3 The strategic importance of a Stakeholder Management approach by the
Firm.
It is suggested that supporters of the stakeholder theory of the firm put forward three key
arguments to defend their position as to why a stakeholder approach should be embraced
by the firm, in the attainment of their objectives (Donaldson and Preston 1995). Firstly,
the descriptive argument, which contends that the stakeholder theory describes more
clearly how firms actually work (Donaldson and Preston 1995). Such an argument is very
much reflective of a stakeholder approach, as discussed in Chapter 2. It is further
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suggested that in adopting a stakeholder management approach “managers need to direct
their energies towards all stakeholders, not just owners” (Lawrence and Weber 2014, p.6).
Secondly, the instrumental argument is put forward, claiming that stakeholder
management is more effective as a strategy for the firm (Donaldson and Preston 1995).
Thirdly, the normative argument is contended, in that stakeholder management depicts
the right thing to do by the firm, for all those affected by the firm’s actions (Donaldson
and Preston 1995; Phillips 2003). This is very much in line with the stewardship theory,
discussed in Chapter 2. For example, the IKEA, case example, cited in Chapter 2, where
IKEA, in the late 1990s, were accused of being involved in child labour abuse in South
Asia. IKEA responded immediately to these allegations through a number of initiatives.
It is claimed that this engagement with stakeholders, over the issue of child labour, went
far in excess of IKEA’s legal duty, but, in so doing, it improved the reputation with its
relationships with customers, suppliers and avoided more serious conflicts with activists,
resulting in positive outcomes for the company, which it is claimed would not have been
possible, without the high level of commitment for engagement with stakeholders
(Lawrence and Weber 2014; Maignan et al. 2005)
Furthermore, it is suggested that, while the literature is scant on arriving at an agreed way
to manage stakeholders or, as stated above, defining what constitutes stakeholder
responsibility, there is a general agreement among many writers that there is a need for
companies to engage in a stakeholder approach (Donaldson and Preston 1995; Maignan
et al. 2005; Zakhem et al. 2008). It is claimed that the solely business case approach or
profit maximising approach is not acceptable, making the point that a bankrupt firm is of
no use to anyone, and further suggests that the stakeholder focused approach, discussed
in Chapter 2, dictates a different route towards sound economic results for the firm (Nijhof
and Jeurissen 2010).
Therefore, the literature supports the view of the strategic importance of a stakeholder
management approach by the firm and much of the literature holds that it is not a
shareholder or stakeholder approach, but an integration of all stakeholder needs, as the
way in which the company achieves its objectives. It is suggested that the challenge to
firms is in the application of a stakeholder management approach by the management of
the firm, claiming this approach requires considerable change for some firms (Jonker and
Foster 2002).
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3.2.4 The CSR/strategy Interpretative Guide
The following section will develop the Interpretative Guide commenced in section 3.2 of
this chapter. The objective of the Interpretative Guide is to develop an understanding of
this first component of CSR – stakeholder responsibility. The following section will
discuss the application of stakeholder responsibility, as postulated by the literature, to the
four strategy schools and the actual application of the CSR/strategy Interpretative Guide
is included in Appendix 3.
3.2.4.1 The Classical Strategy School
Within the classical strategy school, the emphasis would be on the creation of a
competitive advantage for the firm and such an approach can form a “win-win situation”
for the firm and its stakeholders. The key issue for the classicalist is to be seen to be
socially responsible and the perceptions of the stakeholders are deemed paramount, in
terms of the stakeholder’s positive view of the firm, as being socially responsible. The
prioritising of stakeholders to respond to their CSR expectations and demands is deemed
critical, to ensure the maximum return from CSR expenditure to the firm. As discussed
above, the firm will pick key projects to respond to, which will help in building this
business/society link, in order to gain maximum exposure and return on investment
(Porter and Kramer 2006). For example, Intel, in responding to stakeholder expectations,
in terms of environmental initiatives, have also decreased their cost base through re-use
and recycle initiatives, for example (The Economist 2009).
While (in the main) the firm adopts a planned approach, as discussed above, the firm
engages in CSR initiatives through a rational and formal process of selecting the best
projects and relationships, to ensure the greatest return from CSR expenditure. How it
arrives at such relationships might be through negotiation and/or custom and practice. On
the other hand, explicit agreements with key customers, suppliers or employees or being
proactive within a particular community may be seen as constituting a deliberate strategy.
The flexible nature of CSR for the firm is therefore derived by the acceptability of these
CSR initiatives by both internal and external stakeholders of the firm.
3.2.4.2 The Processual Strategy School
The CSR strategy, in relation to the processual approach, is (in the main) an emergent
strategy. The strategy emerges over time and may be modified or changed, for example,
as new members join the organisation. Even without a change of personnel, firms can
engage in changes in the CSR initiatives, to respond to both internal and external
stakeholders. So, in relation to the processual approach, there may be a general approach
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to CSR strategy which defines a broad policy in relation to stakeholder responsibility, but
this is open to change through internal of external forces brought about, for example, by
management actions to modify the types of CSR activities undertaken, as they see fit. In
many cases, this will take place in a consensual or contested manner (as outlined above).
In relation to the processual strategy school, at a broad level, the perception of the
stakeholder responsibilities among members of the firm dictates how the firm aligns
resources and shifts emphasis to respond to stakeholder needs and ensures their
applicability, both internally and externally to the firm. Where a firm is spread out in
different regions or countries, it is important for the firm to be able to appreciate the
differences in stakeholder expectations across different regions. One key issue that may
arise is that the power of internal stakeholders may result in the overall choices made, in
relation to the stakeholder issues taken on board and acted upon by the firm. For example,
Croke Park is the main football grounds of the Gaelic Athletic Association (GAA) in
Ireland. To boost revenue, the GAA host concerts in the stadium. They had agreed with
local residents to host only three concerts a year, due to the adverse impact on local
residents. In January 2014, the GAA announced four nights of Garth Brooks concerts
(this was in addition to two nights of previously agreed concerts), without re-negotiating
their agreement with local residents. The residents brought the GAA to court for
breaching the agreement and the judge cancelled the three extra concerts. Garth Brooks
pulled out of the concert completely, as a result of the controversy. The Garth Brooks
concert controversy has resulted in very bad press for the GAA (Kelly 2014). This
example illustrates the lack of appreciation and understanding of the expectations of local
residents and the problems that did arise from ignoring these important stakeholders and
it reflects the ongoing contest between internal stakeholders.
3.2.4.3 The Systemic Strategy School
The key challenge of the systemic strategy school is to build links between the firm and
the society in which it operates. The firm is aware of its responsibilities to its stakeholders
and endeavours to take on board the CSR initiatives which respond to the expectations of
society. It is suggested that such an approach, gives the firm its license to operate
(Lawrence and Weber 2014). The systemic strategy school will reflect a deliberate
strategy on the part of the firm, to be socially responsible. This may be demonstrated
through its CSR policy initiatives and the firm may work with society and external
stakeholders, in arriving at this clearly defined CSR policy. Furthermore, as the firm
develops over time, a participative approach, in working with external stakeholders, at
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arriving at an agreed CSR strategy, encompassing the elements expected and demanded
by stakeholders. For example, Timberland’s approach to CSR is a deliberate strategy, but
on an annual basis, as part of the planning process, the company updates its CSR strategy
and decides on the most appropriate set of CSR initiatives, to ensure they are in line with
the needs of society and they continue to make a positive contribution to society, the firm
or both. This takes place in consultation with both internal and external stakeholders
(Lawrence and Weber 2014). For the systemic strategy school, the approach to strategy
depicts a very deliberate strategy on the part of the firm to work with and build
relationships with stakeholders.
3.4.4.4 The Evolutionary Strategy School
In relation to the evolutionary strategy school, the CSR strategy of the firm will be (in the
main) an emergent strategy, evolving and being modified in response to the market, in
particular, the market leader. The key imperative for the firm is to ensure the maximum
return from CSR, but not beyond this point. The CSR policy of the firm will be modified
over time, to ensure it continues to reflect the market in which the firm operates. The
market leaders take their cues on what the community perceives as important CSR
initiatives and the firm, in turn, takes their cues from these market leaders.
Fundamental to the evolutionary strategy school is the point that the firm is seen by key
stakeholders to be aware of its social responsibilities and responds to these, for example,
being involved in environmental issues, such as waste disposal, reflecting the issues
important to the market leader. The firm’s involvement in CSR is seen as doing what was
deemed as necessary and be seen to do the right thing, using the market leader as the
benchmark. Profit maximization for the evolutionary approach is paramount and so the
return on investment is imperative, in relation to the CSR expenditure by the firm. In
addition, the evolutionary firm may highlight its CSR activities and initiatives to its
stakeholders, for example, its environmental approach to waste disposal or its community
projects and it may view it as a distinctive competency in the market in which it operates,
leading to a competitive advantage. This, however, will only be the case, if the market in
which the firm operates, views such initiatives as important.
Appendix 3 outlines the application of this first component of CSR - Stakeholder
Responsibility to the CSR/strategy Interpretative Guide, highlighting a summary of what
stakeholder responsibility entails (as discussed above) and outlined in points form. In
addition, the Interpretative Guide includes the key authors attributable to the four strategy
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school perspectives. The following section will discuss the second purpose of CSR, that
of Discretionary Initiatives.

3.3 Discretionary Initiatives
3.3.1 Introduction
This section will review the literature pertaining to the discretionary initiatives of CSR,
the second component of CSR, discussed in Chapter 2. Firstly, the section will review the
parameters of discretionary initiatives, as postulated by the literature on CSR. Secondly,
the section will discuss the link between discretionary initiatives and the competitiveness
of the firm. The section will conclude with a discussion on the application of the
CSR/strategy Interpretative Guide of this second component of CSR with the actual
application, included in Appendix 4.
3.3.2 The Parameters of Discretionary Initiative
Carroll was one of the first key authors to depict the discretionary aspect of CSR as a key
constituent of CSR, arguing that CSR is made up in total of four responsibilities:
economic, legal, ethical and discretionary (Carroll 1979). It is advocated that the
discretionary component refers to the voluntary roles that the firm assumes, to carry out
acts designed to provide benefits to society, such as for example, philanthropic activities
or contributions or the provision of benefits to employees (Joyner and Payne 2002). It is
claimed that the discretionary responsibilities of firms are designed “to reflect society’s
desire to see businesses participate actively in the betterment of society beyond the
minimum standards set by the economic, legal and ethical responsibilities” (Maignan et
al. 2005, p.459)
For example, Wholefoods gives discretion to local branch managers to decide on the CSR
activities the branch will engage in. This local flexibility helps the company to engage
with the local community (Wholefoods 2015). It is argued that local culture can play a
key part in the discretionary approach to CSR where local flexibility is embedded in the
CSR policy of the firm (Kuada and Hinson 2012). For example, at a macro level of the
country, Africa’s collective approach to problem solving and the emphasis on the
extended family, in addition to the village community mentality, acts as a means to urge
local businesses to act as strong corporate citizens and exhibit genuine CSR (Kuada and
Hinson 2012; Amaeshi and Adi 2006).
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It is contended that this discretionary nature of CSR is the most controversial of all the
components of CSR, as it is so broad in nature and its implications could conflict with the
profit maximisation objective of firms (Jamali 2008). In addition, the literature is scant
on the kinds of factors which need to be taken into account in deciding on the scope and
parameters of CSR initiatives and activities to engage in, by the firm. Furthermore, it is
argued that in relation to which stakeholders take priority, “the literature is silent on which
stakeholders take priority” when decisions on CSR activities have to be taken (Robins
2008, p.332). Therefore, a key shortcoming coming through in the literature is how firm
members make these decisions in relation to the CSR initiatives undertaken by the firm.
The aims of this study will be to examine the manager’s cognitive space, in relation to
the manager’s understanding of CSR and the link with strategy, with regard to the CSR
choices made.
3.3.3 Discretionary Initiatives and Competitiveness for the firm.
It is claimed that corporate attention to CSR has not always been voluntary and that many
initiatives are as a result of public responses on issues the firm would previously have
thought not to be part of their social responsibility (Porter and Kramer 2006; Gyves and
O’ Higgins 2008). This discretion thus raises the issue of strategic choice – to what extent
should the firm select CSR options that pertain to its own interests, rather than those that
might have greater social impact?
This pair of distinctions is worth developing further here. For a CSR act to have
discretion, it must be voluntary rather than forced, and to be strategic it must pertain to
competitive advantage, rather than serve operationally (Gyves and O'Higgins 2008). This
thesis argues that these distinctions are present in the literature and they are illustrated
Figure 3.1 and discussed below.

Figure 3.1 Discretionary and Strategic Components of CSR
Operational

Competitive

Voluntary

Corporate Philanthropy

Strategic

Forced

Stakeholder Pressure

Market Pressure

Source: Compiled by author
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Figure 3.1 depicts the four key types of CSR options available to the firm and each are
discussed in turn below.
3.3.3.1 Corporate Philanthropy
It is suggested that corporate philanthropy occurs when a business makes available its
resources, including expertise, to achieve some welfare objective that may be remote from
the firm’s own interests (Griseri and Seppala 2012). For example, Timberland allows each
member of staff forty hours of paid voluntary work each year (Lawrence and Weber
2014). No obvious direct benefits arises to the firm, except through reputation and morale,
as discussed in section 3.6 below, as “mutual benefit” is at the discretion of staff to select
and their cause dissipates any strategic direction of the senior management.
Given the latitude of internal stakeholders and the non-strategic focus of outcomes, it is
tempting to argue that this is a processual approach to CSR.
3.3.3.2 Stakeholder Pressure
Some stakeholders may have sufficient power and interest to force a firm to adopt greater
social responsibility; this is in line with the institutional theory of the firm discussed in
Chapter 2. It is suggested that this distinction can be developed further, by identifying
different types of pressures put on the firm, for example, a coercive form of non-strategic
CSR (Gyves and O’ Higgins 2008). In this situation, the firm is forced into participating
in a CSR initiative and CSR; in this case, it plays no part in the long-term strategy of the
firm. In relation to coerced and non-strategic CSR, it is claimed that there is a minimal
increase in the internal sustainable benefit to the firm (Gyves and O’ Higgins 2008). In
addition, it is claimed that any increase in the firm’s reputation, employee morale and
publicity is likely to bring short run benefits only (Porter and Kramer 2006). For example,
football clubs in the English Premier League are required to carry out community projects
in exchange for the substantial media funds made available. Again, this is not to say that
clubs do not benefit from active relationships with community, or that some clubs have
long standing policies independent of the requirement (which would be regarded as
corporate philanthropy). However, the point is that clubs are required to undertake these
activities by the sport’s governing body (Premier League 2012). It is, of course, not
necessary for such coercion to be overt. It is only necessary for managers to believe that
such actions are necessary, or expected, from some part of the stakeholder network. Given
that such acts are deliberate responses by management and do not directly address profit
based considerations, it is tempting to think of stakeholder pressure as Systemic in its
nature.
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3.3.3.3 Market Pressure
Market pressure results from explicit expectations of customers and/or possibly
competitors. It is distinct from stakeholder pressure in several ways. Firstly, the firm’s
revenue and profit streams are directly threatened with market pressure, whereas
stakeholder pressure usually consists of more political implications. Secondly, market
pressure is usually directed at the firm’s own activities directly, rather than concerns for
the wider business environment, in which it operates. For example, Nike faced consumer
boycotts after the New York Times and other media reported abusive labour practices in
some of its Indonesian suppliers, in the early 1990s. The company responded by putting
in place policies and procedures to monitor and evaluate the labour practices of their
supplier and they have been very successful to date in the implementation of these policies
(Porter and Kramer 2006).
This example highlights a reactive response, and, therefore, emergent. In response to
profit threats, it is tempting to think of them as Evolutionary in nature.
3.3.3.4 Strategic
Many writers advocate a strategic approach is at the centre of CSR, more attention is paid
to this quadrant, than the previous three above (Galbreath 2010; Porter and Kramer 2006;
Gyves and O'Higgins 2008). It is claimed that CSR is “strategic when it yields substantial
business related benefits to the firm, in particular by supporting core business activities
and thus contributing to the firm’s effectiveness in accomplishing its mission” (Burke and
Logsdon 1996, p.495).
In the case of IBM, the CSR initiatives contributed to its core business and assisted the
company in the execution of its long term strategy. Their “On Demand Community CSR”
initiative was developed from employee ideas to link with the community. It consists of
an IBM website stocked with IBM technology tools, online training manuals and support
material, to enable IBM volunteers to help non-profit community organisations and
schools, offering tailored computer assistance to these organisations. The main benefit to
the community is education, while IBM has mentioned the following benefits to them, as
a company: “employee pride and involvement, increased skills level in the marketplace,
government recognition, and an enhanced business image” (Gyves and O’ Higgins 2008,
p.216). Therefore, a strategic focused approach is claimed to yield the best result for both
the firm and the society, in which the firm operates (Porter and Kramer 2006).
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However, in relation to discretionary initiatives and the competitiveness of the firm, this
imposition of competitive advantage is disputed in the literature. It is contended that the
firm has a duty to look beyond the business case for CSR (as depicted above) and claims
that the firm has a moral duty to “provide aid to prevent and relieve suffering or dire
conditions” (Margolis and Walsh 2003, p.280). Yet, it is argued that it is difficult for the
firm to know where this discretionary duty begins and ends (Hsieh 2010). In addition, it
is claimed that such moral obligations, in terms of the need for the firm to attend to social
problems, can be turned into opportunities to create wealth to the firm in the long run by
positively impacting on the firm’s reputation and staff morale (Drucker 1984). For
example, the Microsoft unlimited potential programme offered stripped down versions of
Windows, Office and other software for $3 to people living in developing countries, the
company stated that this was to respond to the growing appetite for technology and
limited budgets and also expanded the company’s global reach. The important issue for
the firm being, to choose opportunities that will impact the firm in a positive and strategic
way (Lawrence and Weber 2014).
In conclusion, it is suggested that, in defining CSR, it should be restricted to defining it
as a voluntary discretionary expenditure that gives local flexibility to the firm and can be
a contributory source of competitive advantage (Porter and Kramer 2006). Hence, firms
should take a proactive approach to their CSR activities and build it into the strategy of
their firm from the outset, depicting a deliberate competitive strategy. Given that such
initiatives are deliberate and focused upon the competitive advantage of the firm, it is
tempting to think of them as Classical in nature.
3.3.4 The CSR/Strategy Interpretative Guide
The following section will develop the Interpretative Guide commenced in section 3.2 of
this chapter. The objective of the Interpretative Guide is to develop an understanding of
this second component of CSR - discretionary initiatives. The following section will
discuss the application of discretionary initiatives, as postulated by the literature, to the
four strategy schools and the actual application of the CSR/strategy Interpretative Guide,
is included in Appendix 4.
3.3.4.1 The Classical Strategy School
Within the classical strategy school perspective (as discussed above), there is an
appreciation that the discretionary initiatives in relation to the firm’s CSR policy have the
potential to create a competitive advantage for the firm and can form a win-win situation
for the firm and its stakeholders. The key issue for the classicalist is to be seen to be
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socially responsible by the firm’s stakeholders, to ensure it is seen to have commitment
to its stakeholders. The perceptions of the stakeholders are deemed paramount, in terms
of the stakeholder’s positive view of the firm as being socially responsible. The
prioritising of stakeholders to respond to their CSR expectations and demands is also
regarded as critical, to ensure the maximum return from CSR expenditure to the firm. For
example, IPB Insurance provides insurance products to local authorities and county
councils in Ireland. IPB work with these bodies to ensure they respond to their
expectations, in relation to CSR initiatives and ensure the maximum return for the firm
and the stakeholder (IPB Insurance 2014).
While (in the main) the firm adopts a planned approach, as discussed above, the firm will
also take a prescriptive approach in responding to the expectations of stakeholders and
that of the society in which the firm operates. The flexible nature of CSR for the firm is
therefore, derived by the acceptability of these CSR initiatives, by both internal and
external stakeholders of the firm. In summary, it is of paramount importance for the
classicalist to do what is necessary, in terms of being seen to be socially responsible, but
not beyond this point, forever mindful of the profit maximization motive of the firm.
3.3.4.2 The Processual Strategy School
At a broad level, the processual strategy school emphasises the discretionary nature of
CSR as giving the firm the ability to align resources and shift emphasis to respond to
stakeholder needs and ensure their applicability both internally and externally to the firm.
Where a firm is spread out in different regions or countries, the flexibility of CSR gives
these subsidiaries scope to respond to the needs of the society in which they operate. One
key issue that may arise is that the power of internal stakeholders may result in the overall
choices made, in relation to CSR initiatives undertaken. For example, the CEO may have
“pet projects” they want undertaken in relation to CSR and they may insist that resources
are mobilized to fund these CSR projects above other CSR initiatives. It is postulated that
in relation to CSR policy and initiatives within the firm “…that there is intellectual
agreement on many issues of fact, but intense disagreement over priorities” (Bruno and
Nichols 1990, p.68). This tension and conflict over the types and levels of CSR activities
can result from disagreements over priorities. Thus, the political arena of the firm can
cause tensions and influence the level and types of CSR initiatives undertaken.
Therefore, the CSR strategy in relation to the processual approach is (in the main) an
emergent strategy. The strategy emerges over time and could be modified or changed to
respond to both internal and external stakeholders. In many cases, this will take place in
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a participative manner or due to the power and influence of individuals or groups in the
firm.
3.3.4.3 The Systemic Strategy School
The core of this systemic strategy school is the building of the business/society link - to
take on board the CSR expectations of society. The discretionary nature of CSR gives the
idea of choice, in relation to what types of CSR activities and engagement best suits the
society in which the firm operates. Especially, if the firm is spread across different regions
or countries, the flexibility of CSR gives the scope to respond to stakeholder expectations.
For example, in Intel’s involvement community projects in Co Kildare, the company
works with the local community and its CSR initiatives change in line with stakeholder
expectations (Business in the Community 2007).
The systemic approach reflects a deliberate strategy on the part of the firm, to be socially
responsible. This may be demonstrated through its CSR policy initiatives and the firm
may work with society and external stakeholders in arriving at this clearly defined CSR
policy. There is an element of an emergent strategy in operation with the systemic
approach also, as the firm develops over time a participative approach in working with
external stakeholders, arriving at an agreed CSR strategy, encompassing the elements
expected and demanded by stakeholders.
3.3.4.4 The Evolutionary Strategy School
The key to the evolutionary strategy school is that the firm is seen to be socially
responsible, for example, being involved in CSR initiatives, such as community projects,
reflecting the issues important to the market leader. The key being that the evolutionary
firms will do what is deemed necessary, but not beyond this point. The discretionary
nature of CSR facilitates this approach. The firm makes choices in relation to the type of
CSR activities to engage in and can buy in and out of CSR as they see fit. The firm’s
involvement in CSR is seen as doing what was deemed as necessary and be seen to do
the right thing, using the market leader as the benchmark. In addition, the evolutionary
approach of the firm may highlight its CSR activities and initiatives, for example, its
community projects; it may view it as a distinctive competency in the market in which it
operates, leading to a competitive advantage.
In relation to the evolutionary approach, the CSR strategy of the firm will be (in the main)
an emergent strategy evolving and being modified in response to the market and in
particular the market leader. The CSR policy of the firm will be modified over time to
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ensure it continues to reflect the market in which the firm operates. For example, at a
point in time the emphasis of the market could focus on the waste management activities
of the firm, over time the emphasis may change to community projects the CSR focus
will be modified to bring it up to the level required by the market and the community
projects will be emphasised in dealing with stakeholders. For example, Abbott Ireland
would, in the past, have reflected the pharmaceutical industry, in relation to the types of
CSR practices undertaken, in that CSR initiatives were focused on environmental aspects.
In recent years, this has moved to more other macro issues, in particular, their CSR
programme to increase awareness and understanding of the career opportunities in
science, across the primary level education sector. The aim of this programme is to get
students to embrace the science subjects, in their subject choices, at second level and on
into third level education (Abbott Ireland 2012). There has been a move across the
pharmaceutical sector to embrace similar CSR initiatives. In summary, the market leaders
take their cues on what the community perceives as important CSR initiatives and the
firm, in turn, takes their cues from these market leaders.
Appendix 4 outlines the application of this second component of CSR – Discretionary
Initiatives to the CSR/strategy Interpretative Guide, highlighting a summary of what
discretionary initiatives entails (as outlined above) in points form. In addition, the
Interpretative Guide also includes the key authors attributable to the four strategy school
perspectives. The following section will discuss the third purpose of CSR, that of
Corporate Values.

3.4 Corporate Values
3.4.1 Introduction
This section will review the literature pertaining to the role of corporate values within the
firm. Firstly, the section will address the definition and meaning of corporate values, in
the context of CSR, as postulated by the literature. Secondly, the issue of the significance
of corporate values to the firm will be discussed. The section will conclude with a
discussion on the application of the CSR/strategy Interpretative Guide to this third
component of CSR, corporate values, with the actual application of the Interpretative
Guide included in Appendix 5.
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3.4.2 Defining Corporate Values
It is contended that it was not until the 1970s that a systematic study of corporate values
took place within the psychological domain (Malbasic and Brcic 2012; Rokeach 1973).
In fact, at that time values were defined as “a specific mode of conduct or end state of
existence that is personally or socially preferable to the opposite or converse mode of
conduct or end state of existence” (Rokeach 1973, p.5). In addition, Rokeach developed
the first classification of values that were based on goals and the manner in achieving
these goals (Malbasic and Brcic 2012). Other writers contributed to corporate values
research, following on from Rokeach and, in particular, Schwartz and Bilsky, who
defined values as “(a) concepts and beliefs, (b) about desirable end states of behaviour,
(c) that transcends specific situations, (d) guides selection or evaluation of behaviours and
events, and (e) are ordered by relative importance” (Schwartz and Bilsky 1987, p.45).
In a review of the definitions of values, it is claimed that common threads exist, in relation
to the definitions of values (Agle and Caldwell 1999). These common threads in the
definitions include “(a) beliefs, (b) concerned about defined and measurable states of
behaviour (c) that transcends specific situations (d) that guide behaviour (e) are ordered
by relative importance” (Schwartz and Bilsky 1987, p.551). The core feature being that
values are grounded on beliefs which impact behaviour and, therefore, they have
applicability in relation to organisational behaviour, as they relate to the behaviour to the
members of the firm and the different stakeholders relevant to the firm.
In addition, the definitions outlined above are (in the main) very broad in nature and so,
at the individual level of the firm, can be open to interpretation, as to what should
represents core values for the firm. It is argued that the definition and classifications of
values (as depicted above) reflect merely “high social desirability”, claiming that the core
values are limited in their applicability in the business arena, as they depict such general
concepts, that it makes interpretation in the business arena difficult (Reynierse et al. 2000,
p.15).
In addition, on examining the values that reflect the most commonly held values in firms,
the following are suggested: integrity, respect, customer focus, involvement, quality,
creativity/innovation accountability, fairness, and truth (Sullivan et al. 2002). It is
contended that, while not many of these values are identical to the individual values list,
links do exist between many of them. For example, an individual who values
responsibility and whose firm has accountability as a value is likely to have more
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opportunities to take responsibility, thus achieving one of their own values (Sullivan et
al. 2002).
Therefore, a corporate value, as depicted above, is a norm that guides the behaviour of
the manager and indeed the employees in the course of their work. It is contended that it
is important to have congruence between the corporate and individual values (Lencioni
2002). For example, the CEO of Medpointe, a pharmaceutical company, worked with
seven top managers from the company to formulate two core values of the company; these
consisted of the following: a can-do attitude and the tireless pursuit of results. These two
values were chosen based on an analysis of a few employees, who personified these
values and the managers wanted to see them adopted throughout the company. In relation
to the employees, who are unable or unwilling to embrace these values, the CEO explains,
“That’s okay. They might be a better fit at another company” (Lencioni 2002, p.116).
Medpointe viewed it as imperative for the employees to be able to embrace and live out
these values in their work environment. Corporate values, therefore, are depicted as
having an important person-organisation values fit.
3.4.3 The Significance of Corporate Values to the firm
It is postulated that one of the key benefits of having corporate values is that it tells
members, what is important to the firm and what deserves their attention (Waddell et al.
2014). In relation to, for example, Nordstrom, the company has, as one its core values,
customer service, with sales representatives paying strong attention to how the customer
is treated and respected. This value is supported by the norms of the firm, in terms of the
behaviour acceptable to support this value (Cummings and Worley 2014). However, it is
contended that it is imperative that corporate values are embedded into the corporate
culture and provide employees with shared answers in relation to “what really matters
around here, how do we do things around here and what do we do when problems arise”
(Cummings and Worley 2014, p.170). For example, Celestica, a Canadian electronics
manufacturing company, claim that they have “developed a set of values that everyone
understands and that have real meaning”. They further claim that
the values are prescriptive and explicit and, at the same time, cover a wide
range of stakeholders, including customers, employees and shareholders.
The point is we are a global company and we want everyone to work
together by the same set of ethics and values to achieve the company’s
goals (Lee et al. 2005, p.39).
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Therefore, the corporate values are a way of doing business for the company and way of
uniting the firm, in relation to the prescriptive corporate conduct of members of the firm.
Such explicit articulation does not, in itself, imply ethical value driven behaviour. For
example, in relation to Enron, who spent much of its funds formulating value statements,
a company video was developed to outline what their values meant, in terms of engaging
with stakeholders, and the extent to which the company went to packaging the Enron
message on its corporate values. Yet, it represented only words, as many of its executives,
as a result of greed, have been indicted or are still in jail, as a result of the unethical
conduct of company personnel (Goldsmith 2003; Lee et al. 2005).
It is suggested that, for many companies, corporate values “act as a moral compass” for
routine decisions and those that prove very difficult (Sullivan et al. 2002, p.249), for
example, in relation to Johnson and Johnson, when faced with the Tylenol crisis, when
Tylenol capsules (a key pain-killer product of the company) were tampered with and
resulted in seven deaths. Initially, the company withdrew all the stock they suspected
could be contaminated. They then decided to withdraw the total stock of the product, to
ensure zero possibility of further tragedy. Such a strategy cost the company millions of
dollars and destroyed the brand. Based on their value, of their responsibility to their
stakeholders, they took the tough decision and cleared the stock, thus showing true
commitment to the company and its values and highlighting the value of the clear
corporate values, in providing direction on what would be deemed by the company to be
appropriate action, in line with the company objectives (Rehak 2002).
It is contended that when corporate values are considered in the context of strategic
management, they are more prominent in the firm and will assist in giving the firm
direction and a clear future focus (Malbasic and Brcic 2012; Thompson et al. 2013). For
example, Mark Carver, CEO of Bandage Inc., a re-tread tyre company in Iowa, depicts
the value of the corporate values to companies, as follows:
values are a key to making money for the company, but only if they are
taken seriously”, he adds “loads of companies will tell you they have
values and more than likely they have these values plastered all over the
walls. But very few see the correlation between success and values, so
they will never really embrace, define and then drive them in the
organisation, with any real passion (Lee et al. 2005, p.5)

The key in this example being, an appreciation of the value of corporate values to the
firm, resulting in these values being a key factor in the success of the firm.
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However, it is argued that even those authors who claim that corporate values can assist
in successful strategy execution, do admit that certain pre-conditions or simultaneous
actions need to exist to ensure that corporate values contribute in a positive way to
strategy execution, within the firm (Jaakson et al. 2008). These conditions relate in
particular, to the need to have commitment to corporate values throughout the
organisation (Driscoll and Hoffman 2000; Jaakson et al. 2008), the need to have a clear
understanding of what the corporate values are (Padaki 2000; Jaakson et al. 2008), there
needs to be consistency in terms of what the values are (Jaakson et al. 2008; Buchko
2007), the values need to be communicated throughout the firm (Driscoll and Hoffman
2000), and the need to allocate adequate resources, to ensure the visibility of the corporate
values in the long term (Jaakson et al. 2008; Blazejewski 2006). It is advocated that a
further pre-condition relates to the personal values of the manager and represents a key
determining factor in how a manager formulates and implements corporate strategy (Guth
and Tagiuri 1965). For example, if economic values dominate a manager’s personal
values, the manager will possibly emphasise growth and profitability and decisions will
relate to stretching or adding resources to achieving these goals. On the other hand, for
example, if political values dominate, the manager will tend to choose, among
alternatives, the particular values which maximises the manager’s approach to gain power
(Guth and Tagiuri 1965). The aims of this research study are to explore the managers’
cognitive space, in terms of their understanding of CSR and its link with strategy and, as
such, corporate values will be examined, as part of the manager’s understanding of CSR.
Therefore, the reach of strong corporate values can span across various aspects of the firm
from its’ strategic management approach, employee motivation, foundations for ethical
behaviour and in providing direction and future focus to the firm. The firm may, for
example, have a value statement or communicate corporate values to their stakeholders
and live out their corporate values, being clear on what they are and communicating the
corporate values, to the members of the firm. Attention to such matters will enable the
firm to arrest undesirable values from emerging and formalise emergent values that
complement or otherwise enhance desirable outcome.
While a number of conditions need to prevail to ensure successful strategy execution, the
literature very much portrays a classical planned approach, to ensure that corporate values
are embedded into the strategic fabric of the firm. The next section will discuss the
CSR/strategy Interpretative Guide, as it applies to corporate values; the actual application
appears in Appendix 5.
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3.4.4 The CSR/strategy Interpretative Guide
The following section will develop the Interpretative Guide commenced in section 3.2 of
this chapter. The objective of the Interpretative Guide is to develop an understanding of
this third component of CSR – corporate values. The following section will discuss the
application of corporate values, as postulated by the literature, to the four strategy schools
and the actual application of the CSR/strategy Interpretative Guide included in Appendix
5.
3.4.4.1 The Classical Strategy School
In relation to the classical strategy school, the focus in relation to corporate values is that
CSR is grounded in a value system. The key to success for the firm is to ensure that the
values of the firm are highlighted to the right stakeholders, to ensure maximum impact
for the firm. For example, Intel have as a key corporate value to have strong links with
the local community to build up trust and show the company is committed to making a
positive difference in the community. The company publishes quarterly newsletters and
distributes them within the local community, highlighting the projects it is involved in,
for example, computers for schools, young scientist competition and projects for the
elderly (Intel 2015). Another example, relates to the value statements of firms that appear
on the company websites and be referred to in annual reports, to ensure that the corporate
values get communicated to relevant stakeholders. For example, Coca-Cola very much
depicts this approach, in relation to the corporate values statement on their website, titled
“living out our values” (Coca-Cola 2014). The key for the classicalist is to get maximum
exposure from their corporate values and to gain the acceptance and recognition of their
stakeholders, in terms of how they do business. As stakeholders relate to these values, it
will help to build the reputation of the firm and build positive stakeholder relations which
will impact the success of the firm.
The approach used by the classicalist is very much depicting a deliberate strategy, in line
with their rational planning approach, but there is scope built into their strategy to be, at
times, reactive and enhance the corporate values to react to stakeholder demands or
expectations; these relate to the transitional values (in the main) as discussed above, not
the core values.
3.4.4.2 The Processual Strategy School
For the processual strategy school, the key issue in relation to the corporate values of the
firm is a determination as to what is expected of the firm and this will form the benchmark
or standard of behaviour. The personal values of the manager (as discussed above) have
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a major role in the formulation and implementation of corporate values within the firm.
For example, Blackfield Clothing and Surf School, a small business in Co. Mayo, does
highlight the impact of personal values, on the way the company does business.
According to the founder and CEO, Gerry Brannigan, corporate values, in relation to trust
and respect for all stakeholders and the environment, are key to how the company does
business (Killian 2012). Therefore, the personal values of the founder are the foundations
for the core corporate values.
In addition, a key issue which may arise in relation to the processual approach is that there
may be a gap between the agreed values and those played out by members of the firm. It
may also be the case that different members of the firm may be involved in formulation
and implementation of corporate values, leading, therefore, to a lack of consistency
between stated and played out values within the firm. For example, a firm who may have
fair and equitable treatment of employees as a core corporate value, however, when a
member of staff treats an employee in an inequitable way, through bullying and
harassment, the gap between formulated and implemented values then becomes very
prominent.
The corporate values, in relation to the processual strategy school are therefore (in the
main), a deliberate strategy. The corporate values are in many cases agreed upon or
communicated to the members of the firm and, in some cases, a wider spectrum of
stakeholders in, for example, the form of a value statement. Some new and enhanced
transitional values may be created, thus depicting elements of a reactive or emergent
strategy.
3.4.4.3 The Systemic Strategy School
The core of the systemic strategy school is the business/society link. There are strong
pressures on the firm to have corporate values consistent with the society, in which the
firm operates. As discussed above, the corporate values come from the personal values of
the members and have their roots in the society, in which the members of the firm were
brought up and is part of. There exist strong social demands for the firm to operate at this
“values benchmark” dictated by society. This very much gives the firm its license to
operate. For example, the Aluminum Company of America (Alcoa) is very much
committed to its core values, one of those values being the health and safety of
stakeholders. In the company’s Mexican subsidiary, serious issues, in relation to health
and safety, were raised by shareholders. The CEO visited the site and did find some injury
incidents and these were not reported by local management, as required by company
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policy; upon investigation, he fired the facility’s manager, despite the fact that, it was his
first and only breach of health and safety procedures and was deemed, otherwise, to be
an effective manager. The company’s commitment to health and safety was of paramount
importance and this could not be seen to take second place and it was important for the
firm to be seen to stand by its health and safety values (Lawrence and Weber 2012).
The systemic strategy school, therefore, reflects a deliberate strategy on the part of the
firm in defining its’ corporate values. This may be demonstrated in, for example, value
statements and the firm may work with stakeholders and society in determining the values
deemed important to them. There is an element of an emergent strategy also as the firm
develops over time, a participative approach, in working with stakeholders and enhancing
the transitional values of the firm to respond to stakeholder demands and expectations.
3.4.4.4 The Evolutionary Strategy School
For the evolutionary strategy school, the market leaders dictate strategy and so will set
the benchmark, as regards the corporate values of the firm and as such the conduct and
behaviour of the members of the firm. For example, if the market leaders have a value
statement to guide their business behaviour, other firms will follow suit. The key issue in
relation to the evolutionary approach is that the firm is seen to have a value statement (if
that is what is required by the market) or to display certain values. The important issue is
that the firm would make the correct sounds as regards values; the implementation is not
as forceful. For example, companies who would purport to very much support the
environment, in terms of its future protection and green initiatives and advocate their
commitment to values, in relation to the planet, yet in reality their commitment is at best
scant and in some cases non-existent in terms of protection of the environment. Yet, on
the face of it, some firms may engage in limited initiatives to be ‘seen to do the right
thing’ in relation to the environment, as dictated by the market leaders.
In relation to the evolutionary strategy school, the strategy will be (in the main) an
emergent strategy; evolving and being modified in response to the market and in
particular the market leader. While the company may set out with core values, these may
be modified over time, to reflect the market in which it operates. For example, following
on from the scandals of Enron and WorldCom, the issues of ethics and corporate values
increased in importance (Silverstein 2013). Firms operating within an evolutionary
approach would push the values of trust, respect and honesty, as this is what stakeholders
wanted to hear and makes co-operation more likely, yet, the playing out of these values
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in their firms as stated above, may not be as forceful. The next section will discuss the
fourth component of CSR, that of Ethical Conduct.

3.5 Ethical Conduct
3.5.1 Introduction
This section will discuss the key issues in relation to ethical conduct within the firm.
Firstly, it will address the definition of ethics in the context of CSR, as postulated by the
literature. Secondly, the significance of ethical conduct to the firm will be discussed. The
section will conclude with a discussion on the application of the CSR/strategy
Interpretative Guide to this fourth component of CSR, ethical conduct, with the actual
application of the Interpretative Guide included in Appendix 6.
3.5.2 Defining Ethics
It is argued that ethics relates to “an individual’s personal beliefs about whether a
behavior, action or decision is right or wrong” (Barry 1999, p.71). It is advocated that it
is important to note that ethics is defined in the context of the individual; it relates to
people having ethics and not firms (Griffin 2008). It is the ethical actions of members of
the firm which determine the ethical culture and, ultimately, the ethical stance of the firm,
in relation to its business operations and practices. In addition, business ethics is claimed
to refer to the application of general ethical ideas to business behaviour (Lawrence and
Weber 2014). It is contended that attempts have been made to integrate a diversity of
definitions to come up with an acceptable definition of business ethics (Aronson et al.
2003). It is postulated that the Sarbanes Oxley Act (2002), which was passed following
the Enron and WorldCom scandals, provides a broad outline of how business ethics
should be defined for the firm. Under this legislation, business ethics is defined in terms
of reasonable standards of behaviour that are required to ensure “honest and ethical
conduct, including the ethical handling of actual and apparent conflicts of interests
between personal and professional relationships” as well as “compliance with applicable
governmental rules and regulations” (Aronson et al. 2003, p.28-29).
However, it is claimed that legislation lacks the specific means by which a firm should
manage and implement these ethical standards of behaviour (Aronson 2003). It is argued
that business ethics should be defined in a clear and concise manner, stating that ethics
relates to “contractual clarity in all business dealings - you deliver what you promise – an
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organisation’s value and style of operation…most critically an ethical business demands
that all of its employees understand and buy into this same vision” (Lubbock 2000, p.19).
In addition, it is postulated that an ethical business relates to all employees understanding
the same vision of ethics of the firm and buying into that vision, and that business ethics
extends to all areas of the firm, including, how the firm interacts with all internal and
external stakeholders (Lubbock 2000).
Reflecting on the above definitions, it is clear that firms are expected to be clear and
inclusive in the “rightfulness” and “wrongfulness” of the actions of their members, even
when these are ill specified. In addition, it is not a question of arriving at a firm’s own
definition of what is right and wrong. It is claimed that society itself has been deemed to
be a key driver of determining CSR and business ethics and the public have prompted
companies to reconsider and modify their business practices (Jenkins 2005). What we see
emerging is that activists outside of the firm have facilitated and made possible a level of
ethical practices and accountability for the firm. For example, Siemens demonstrates this
point in relation to the enormous task they encountered in restoring trust following its
bribery scandal. This scandal caused embarrassment to shareholders, investors,
employees and the German public and came with a price tag of €4.5m. The company
faced up to its unethical behaviour eventually (after a lawsuit) and put in place strong
independent measures to address the issue of bribes which seemed, up to then, to be
tolerated and it changed the corporate culture, to support a culture driven by strong ethical
standards (Watson 2013). Such issues need to be tackled in the context of their business
operations and there exists a strong need to establish and strengthen actions, based on
ethical business practices (Stephenson 2009).
It is argued that the challenge in arriving at a clear and concise definition of business
ethics can be explained through the development of CSR programmes by the firm
(McDonald 2007). Applying an ethical approach to external operations, it is claimed,
provides a key mechanism for firms to operationalise business ethics in their organisation
(Stephenson 2009). This would seem to imply that the locus of ethical behaviour is not
an entirely derived code of behaviour, but rather is judged by the acceptability of
behaviour by outsiders. It is advocated that such an “outside-in” approach is very much
in line with the Siemens example outlined above, in that the company changed to become
more ethical, as a result of external stakeholder pressures, including a lawsuit. Firms,
therefore, need to anticipate the ethical expectations of the society, in which they operate
and respond to these expectations in a proactive manner.
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In addition, this “outside-in” focus does not, in itself, identify the explicit behaviours as
ethical or not, but assumes a prescriptive capacity, to deal with the ethical expectations
of stakeholders and society. Such relationships, defined as ethical in this way, might arise
through negotiation, custom and practice and therefore, could this be deemed as emergent.
On the other hand, explicit agreements (joint ventures etc.) or practice within an
established community (religious, ethnic etc.) may have clear guides of social
acceptability that might be seen as deliberate. This study will seek to explore such a
capacity in managerial behaviour.
In conclusion, there is no universally acceptable definition of business ethics emerging
from the literature, but there are three issues emerging which seem to be common to the
key definitions outlined above. Firstly, there is the idea of the “rightness” and
“wrongness” of human decisions. Secondly, it is important to have an acceptance of what
constitutes ethical behaviour in the firm. Thirdly, that society has a role to play in
determining what constitutes “right” and “wrong” for the firm.

3.5.3 The significance of Ethical Conduct to the Firm
It is argued that it is imperative for firms to ensure congruence between their ethical views
and that of their stakeholders; if this is not present they argue, “it devalues the experiences
of all, customers, the corporation’s staff and society as a whole” (Svensson and Wood
2003, p.360). It is further contended that many stakeholders have increased their ethical
demands and their expectations of the firm, in relation to their ethical practices (Calvano
2008). In addition, it is suggested that firms have reacted to these stakeholder expectations
and responded accordingly to avoid negative sanctions from stakeholders and ensure their
license to operate within society (Tullberg 2005; Fassin and Buelens 2011; Porter and
Kramer 2006). Timberland illustrates an example of a company who endeavour to
respond to the ethical expectations of their stakeholders (particularly external
stakeholders) through their various CSR programmes (Lawrence and Weber 2014). Geoff
Swartz, CEO and grandson of the founder of the company explains that
at the centre of our efforts is the premise of service, service to a truth
larger than self, a demand more pressing than even this quarter’s earnings.
While we are absolutely accountable to our shareholders, we also
recognise and accept our responsibility to share our strength to work, in
the context of our for-profit business, for the common good (Swartz 2002;
Lawrence and Weber 2014, p.67).
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This example, illustrates the point that Timberland takes a much broader view, than a
purely economic and shareholder perspective and that Timberland’s approach to their
ethical responsibilities extends to both internal and external stakeholders.
It is postulated that firms have (in many cases) developed a code of ethics to communicate
their commitment to the firm’s ethical stance to all stakeholders including society
(Thompson et al. 2013). Yet, it is argued that the mere production of a code of ethics, is
not in itself of any value to the firm, in terms of its impact on CSR or the profit of the
firm, but suggests that it does constitute a starting point (Forester 2009; Aronson et al.
2003). For example, in the case of Enron, the company did have a detailed code of ethics
that amounted to sixty five pages, but, as we seen, the organization lacked the internal
structures and culture that were imperative to implement this code of ethics (Aronson
2003). It is claimed that without the correct structures and culture in place, a firm will be
far less effective in ensuring ethical behaviour among its employees (Stephenson 2009).
In addition, it is contended that firms fail to communicate their code of ethics with their
stakeholders, particularly their customers, claiming the reason for this stems from the fact
that such a code raises the bar for the firm and they are nervous of the fact that their actual
ethical behaviour will fail to align with their stated code of ethics (Whyatt 2012). Other
authors hail the development of a code of ethics by the firm and view such a code as
determining a firm clearly defined ethical stance, as it is claimed that it helps the firm
strengthen its relationship between it and society, particularly its stakeholders (Garriga
and Mele2004).
The ethical stance of the firm is, therefore, deemed to be important to both internal and
external stakeholders as stated above, and it is suggested that there needs to be congruence
between the ethical stance of the firm’s stakeholders and that of the firm. Yet,
stakeholders themselves will hold many ethical views based on their value systems. For
example, activists may have strong views on the environmental management of the firm
and how the firm manages waste and may even accuse the firm of being unethical in their
waste management processes. In addition, suppliers may have very different ethical
practices to that of the firm. The literature does not present a way by which congruence,
in relation to these ethical stances, can be achieved, between the different stakeholder
groupings.
It is suggested, on examining the link between CSR, ethics and competitive advantage of
the firm, that it is possible to identify a link in the CSR and ethical practices of many
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firms and the impact on financial performance (Porter and Kramer 2006). For example,
in reviewing organisations such as Nike, Shell Oil and pharmaceutical companies, these
companies came to understand very clearly the social issues, in relation to their business
practices and operations, and responded with actions based on strong ethical business
practices (Porter and Kramer 2006). This realisation has resulted in many organisations
using CSR as a sustainable competitive advantage (Porter and Kramer 2006). This point
is illustrated in the following example
Urbi, a Mexican construction company, has prospered as a company by
building houses for disadvantaged buyers using flexible mortgage
payments made through the buyer’s payroll deductions. By developing a
program that provided service to an underserved population, Urbi created
social good while generating profit for its operations (Porter and Kramer
2006, p.84).

This example depicts the win-win situation, in relation to ethics and profit, yet, it is
claimed the manner in which this is articulated by the firm will vary and the guidance on
how to ensure it happens for the firm, throughout the literature, is quite sparse (Porter and
Kramer 2006). Wal-Mart, for example, has been accused by their critics of engaging in
unethical behaviour, such as underpaying female employees, negatively impacting the
community life, in town centres in which Wal-Mart operates, and having abusive labour
practices in third world countries (Cascio 2006). Allied to such allegations, Wal-Mart
delivered a strong financial performance, recording an income of $26.6 billion in 2012
and it is one of the biggest companies in the world; each year over 7.2 billion customers
shop in Wal-Mart (Walmart 2012; Cascio 2006). Therefore, while the above discussion
would claim that ethical conduct can lead to a competitive advantage, there are cases
where unethical practices do prevail and the company is successful.
Clearly, the debate on the relationship between ethics, competitive advantage and profit
is fuelled more by assertion than evidence. Here, we leave the debate unresolved, as it is
in the literature and thus, we treat it as a belief that can be explored in fieldwork. That
said, it is at least possible to clarify this unsatisfactory debate by positing a variety of
relationships, depicted in Figure 3.2 that are all at least theoretically plausible and
potentially measurable.
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Figure 3.2 The relationship between Business Ethics and Performance by the firm

Source: compiled by author

In relation to Figure 3.2, much of the literature posits a win-win situation, shown in line
OA, in relation to the ideal levels of ethics, depicting a situation where the more ethics
the firm engages in, the greater the performance by the firm. However, conventional
economic inputs suffer from diminishing returns, as depicted by the line OB. At some
stage, an optimal level will be reached, after which alternative inputs would achieve a
greater return. Curve QC is a straight line, depicting a threshold level of ethics, a firm is
required to be as ethical as QC, this level could, for example, relate to legislation or
market expectation, which dictates this level, but beyond this point, there is no further
return. Curve DD shows ethics as negatively related to input, which must exist since firms
with unethical behaviour may still show a profit.
The diagram helps encapsulate the above unresolved discussion and assists in clarifying
the key parameters impacting the level of ethics in the firm. This study is concerned with
what a manager thinks, not what may actually be the case.
Therefore, ethical conduct relates to the conduct of the members of the firm and this
conduct is according to the literature, influenced by a wider society, in terms of what
constitutes ethical conduct for the firm. The debate between ethical conduct and the
performance of the firm remains unresolved, with no unambiguous support emerging
across firms, to endorse the view in the literature that ethical conduct leads to higher
performance by the firm.
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3.5.4 The CSR/strategy Interpretative Guide
The following section will develop the Interpretative Guide commenced in section 3.2 of
this chapter. The objective of the Interpretative Guide is to develop an understanding of
this fourth component of CSR – ethical conduct. The following section will discuss the
application of ethical conduct, as postulated by the literature, to the four strategy school
and the actual application of the CSR/strategy Interpretative Guide is included in
Appendix 6.
3.5.4.1 The Classical Strategy School
Within the classical strategy school (as discussed above), there is an appreciation that
being ethical can create a competitive advantage for the firm and can form a “win-win”
situation for the firm and its stakeholders. The key issue for the classicalist is to be seen
to be ethical by the firm’s stakeholders. It very much dictates a planned proactive
approach by the firm, to ensure its commitment to ethical results. An awareness of the
ethical expectations of stakeholders is deemed paramount, in order to be able to respond
to stakeholders’ ethical demands. The prioritising of stakeholders, to respond to these
ethical demands is deemed critical, to ensure the maximum return from CSR/ethics
expenditure to the firm. The communication of the firm’s ethical stakeholders, for
example in the form of a code of ethics, is of paramount importance to the classical
strategy school.
While (in the main) the firm adopts a planned approach, as discussed above, the firm will
also assume a prescriptive approach in responding to the expectations of stakeholders and
that of the society, in which the firm operates. How it arrives at such relationships might
be through negotiation and/or custom and practice and as such demonstrates elements of
an emergent strategy. On the other hand, explicit agreements with key customers or being
proactive within a particular community, which have clear guides of social acceptability
may be seen as constituting a deliberate strategy. An example to illustrate that ethical
conduct can lead to higher profits for a firm, is depicted in the case of the Co-operative
Bank. The bank revealed
it turned away $12 million in business annually from firm’s who violated
the bank’s ethical standards, the company further claims that the loss is
more than made up by income from customers who supported the bank’s
strong ethical stand. The bank’s ethical policies precluded it from lending
funds to firms involved in animal testing, nuclear power, unfair labour
practices or weapons production. Nonetheless, Co-operative Bank has
experienced strong growth in profitability, increased customer deposits,
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and other positive financial measures for years while maintaining this
tough ethical stance (Lawrence and Weber 2014, p.73).

The case example illustrates that meeting stakeholder expectations, in terms of ethical
business practices, was key to the success of the bank and ethical conduct resulted in
increased profitability to the bank. The ethical behaviour of the firm is therefore, derived
by the acceptability of this behaviour by both internal and external stakeholders of the
firm. In summary therefore, the issue of paramount importance for the classicalist is to
do what is necessary in terms of being seen to be ethical, but not beyond this point, forever
mindful of the profit maximization motive of the firm.
3.5.4.2 The Processual Strategy School
In relation to the processual strategy school, the ethical standing of the firm is deemed
important by members and a given for the firm to articulate its ethical standing. The
problem arises that there may be a gap in what is an agreed code of ethics and deemed
policy and how the ethical standing turns into action or simply remains as policy. This
could be as a result of a lack of appreciation of the variety of background of members of
the firm, in terms of, for example, ethnicity or faith. While there may have been a
participatory approach in formulating the ethical policy, the implementation may not
necessarily follow from this. This can arise as formulation and implementation are split,
they can be carried out by different groups. The issue that may arise is that ambiguity
may be at the heart of the consensus. So, while the formulation of an ethics policy or code
is a straightforward exercise for the firm, the implementation process may, in reality, be
more problematic. In situations where the firm is spread out, with many branches or
subsidiaries even extending across national boundaries, it may be a situation where these
ethical standards get diluted and are not as strong as they are at the head office of the firm,
where these ethical codes and policies are formulated. General Electric (GE) illustrates
the point that strong ethical standards need to be formalised, agreed and forcefully
communicated, throughout the company to help guide decision making. GE emphasise
the importance of implementing ethical standards throughout the company and have
formulated and implemented the “one strike and you are out” policy, where any evidence
of unethical conduct results in immediate dismissal of managers (Thompson et al. 2013,
p.353). GE has also established global ethical standards, to ensure continuity and
consistency across the hundred countries in which the company operates, to ensure that
local ethical cultures do not shape business behaviour (Thompson et al. 2013).
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So, in relation to the processual approach, there may be a general approach to ethics which
defines a broad code or policy, but this is open to change through internal of external
forces, brought about by management actions, to modify ethical conduct as they see fit.
In many cases, this will take place in a participative manner, as outlined above.
3.5.4.3 The Systemic Strategy School
Managers within the systemic strategy school view the firm as operating within a society
and so the economic activities of the firm will not be seen as separate and discrete, but
have impact on the society in which the firm operates. For example, business school
graduates may be more profit and technical orientated than an entrepreneur, who sets up
in a deprived area of a city, in which they grew up and may have a strong sense of giving
something back and very much adopting an “outside-in” approach (discussed above) to
ethics, based on their own value system.
The core of this systemic approach is the business/society link. There are strong ethical
demands for the firm, to take on board the ethical expectations of society, as these ethical
demands will form the “ethical benchmark” of the firm, as dictated by society. The
example of Siemens, above, illustrates this point, highlighting the point that society will
act as the judge, in terms of the firm’s ethical standing not the firm itself.
The systemic strategy school will reflects a deliberate strategy on the part of the firm to
be ethical. This may be demonstrated through its code of ethics and the firm may work
with society and external stakeholders, in arriving at this clearly defined ethics policy.
There is an element of an emergent strategy in operation, with the systemic approach also,
as the firm develops over time a participative approach, in working with external
stakeholders at arriving at an agreed ethical standing. The Woodlands House Hotel in
Adare, Co Limerick illustrates an example of this emergent approach. The founder, Mrs.
Mary Fitzgerald, is adamant that it is important for the business to stay close to the
community and, as such, sees it as a necessary part of business, to get involved personally
in organisations locally and use this involvement, as a means to become aware of what is
expected of their hotel, in terms of their ethical behaviour. In addition, this involvement
in the community is also deemed to determine the expectations of the society in which
the hotel operates. Such an approach is seen as a means of building the business/society
link and encouraging other staff members to also get involved in the local community
(Killian 2012). The building of the ethical policy therefore, will be added to and enhanced
over time.
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3.5.4.4 The Evolutionary Strategy School
The key issue for the evolutionary strategy school is that the firm takes their cues from
the market, in particular, the market leaders as to the ethical behaviour to be practiced by
the firm and what form this ethical behaviour takes in establishing an ethical benchmark
for the firm. The key to the evolutionary approach is that the firm is seen to be ethical,
for example, having a code of ethics, an ethics committee and/or an ethics helpline, so
that the company sends out a message that it is ethical, however the implementation of
ethics within the firm, is not as forceful.
The evolutionary firm may highlight its ethical conduct; this however, will only be the
case if the market in which the firm operates views ethical conduct as a key issue. KPS
Colourprint illustrate this point, as articulated by their CEO, Mr. Brendan Salmon:
“We’re always willing to learn more, and watch other companies and see how they are
behaving and trading. We learn from their mistakes” (Killian 2012, p.94).
In relation to the evolutionary strategy school, the ethical strategy of the firm will be in
the main, an emergent strategy evolving and being modified in response to the market
and in particular the market leader. While the code of ethics may be formulated, at the
outset and set in relation to the market, it will be modified over time, to ensure it continues
to reflect the market in which the firm operates. For example, at a point in time, the
emphasis of the market could focus on ethical reporting of waste management activities
of the firm, and, over time, the emphasis may change to ethical conduct, in relation to
business practices with suppliers and, so, this part of the ethical conduct of the firm may
be modified, to bring to up to the level required by the market and such ethical business
practices with suppliers is now emphasised, in its dealing with stakeholders and society.

3.6 Mutual Benefits
3.6.1 Introduction
This section will review the literature pertaining to the mutual benefits of CSR applicable
to the firm and their stakeholders (both market and non-market stakeholders). The section
will primarily discuss key benefits postulated by the literature, in relation to the firm from
CSR initiatives. The section will then develop the discussion of the benefits to the
stakeholders of the firm. The section will conclude with a discussion on the application
of the CSR/strategy Interpretative Guide to this fifth component of CSR - mutual benefits,
with the actual application of the Interpretative Guide included in Appendix 7.
67 | P a g e

3.6.2 Mutual Benefits of CSR
It is suggested that there is now strong agreement that CSR activities by firms are
increasingly expected and are considered to be rewarding for both societal stakeholders
and the firm (Lantos 2001). The benefits that accrue to firms from CSR initiatives are
debated at length in the growing body of literature on the issue and these benefits are
varied and extensive among firms and with the same firm over time (Aguilera et al. 2007;
Moir et al. 2007). It is argued, however that many aspects of the firm’s CSR strategy may
not always accrue directly to the bottom line, but that in the end it is claimed “that the
firm benefits both directly and indirectly over the long term from these CSR activities”
(Steiner and Steiner 2012, p.26).
It is claimed that every firm will have a different approach, with regard to how they apply
and practice CSR within their organisation, leading to many different outcomes and
benefits from such an approach (Kaeokla and Jaikengkit 2012). However, it is claimed
that, while the firm may benefit from their CSR activities either directly or indirectly
(these key benefits will be discussed below), that this is not always as a result of a
proactive strategy, on the part of the firm (Stephenson 2009). It is contended that, for
many firms, the benefits that accrue are a result of the fact that many firms have had no
choice but to follow other firms, in relation to their CSR practices. While this is a reactive
approach, it is further claimed that these firms are appeasing their stakeholders and at the
same time they are fuelling the development of CSR in business (Jenkins 2005).
The key benefits of CSR, as advocated by Galbreath and Lawrence and Weber, are used
as the framework to discuss benefits of CSR to the firm and their stakeholders (Galbreath
2010; Lawrence and Weber 2014). These key benefits, discussed below include,
increased reputation, decreased turnover, increased customer satisfaction, building local
community links, decreased Government regulation and the promotion of long term
profit.
3.6.2.1 CSR as an avenue to increase the firm’s reputation
It is advocated that a positive reputation indicates that a firm is “highly esteemed or well
regarded” (Galbreath 2010, p.416). In addition, it is suggested that the social reputation
of the firm is often cited as an important component in building trust between the firm
and its stakeholders (Lawrence and Weber 2014), for example, Hewlett-Packard’s
commitment of $45 million in monetary contributions, product donations and employee
time, to create innovative solutions to global social issues around the world. Over 102,000
hours of employee volunteering time is dedicated to helping communities worldwide. A
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half a million students and recent graduates were given help through the education and
entrepreneurial programmes of the company. The commitment by the company has
resulted in benefits, such as increased reputation and trust by stakeholders and increased
employee morale. For the stakeholders, these various projects have made a positive
difference to the lives of people in the communities in which these programmes operate
(Lawrence and Weber 2014).
Examining a situation of how a company deals with bad reputation issues concerns the
case of Union Carbide Corporation (UCC) and the Bhopal crisis, an accident which was
triggered by a 45 ton of methyl isocyanate (MIS) gas escaping from two underground
tanks, killing over 3000 people and injuring 300,000 more people (Steiner and Steiner
2012). After much disputes and defence tactics on the part of UCC, the company settled
the claim, with a sum of $470 million with the Indian Government, which translates to
$370 - $533 per survivor. Since the incident in 1984, chemicals from the plant have
contaminated soil and ground water in Bhopal, causing death, cancer, illness and birth
defects (Steiner and Steiner 2012). Dow Corning merged with UCC in 2001 and Dow
continually stated that the Biopal case was closed and refused to re-negotiate any further
increases in compensation. It is claimed that the merger was the company’s strategic
response to closing the issue (McTaggart 2003; Broughton 2005). It is argued that many
organisations (not just for-profit organisations) have suffered as a result of what
stakeholders perceive to be a bad reputation (Balmer et al. 2009) Yet, in the example of
UCC above, it highlights the fact that not all companies have shown a stakeholder focused
response to dealing with bad reputation issues experienced by a firm.
Other writers are more positive in their assessment of reputation, referring to reputation
as a strategic intangible asset, as they claim it is deemed to result in many benefits to the
firm, including repeat purchases by loyal customers, helps to attract and retain employees
and increase productivity, and overall enhance the profitability of the firm (Lawrence and
Weber 2014). For example, Sodexo is a firm that provides food and facilities management
services throughout North America, including hospitals, retirement homes, schools,
universities and the firm have a strong commitment to developing a positive reputation.
Their “Better Tomorrow Plan" impacts 82 countries and 30,600 locations and has the
engagement of 380,000 employees. The programme addresses fourteen key social issues
across the above stated areas. Sodexo attention to social issues has, according to the
company, helped it to achieve various “best lists” and has enhanced its reputation, thus
helping the firm to build stronger links between the firm and its stakeholders (Sodexo
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2009). Therefore, Sodexo uses its CSR initiatives and activities to build its reputation, as
depicted by its stakeholders in their assessment of the company, through the various
awards received.
It is claimed that the literature falls short of outlining “how companies get to be good and
how they stay that way” (Teece et al. 1997, p.530). It is further argued that how companies
build and maintain a positive reputation, is an extremely important issue (Lawrence and
Weber 2014). In addition, it is contended that, in relation to firms who carry out reputation
surveys and, so, measure reputation success, the question arises as to which stakeholders
they interview, and whether they are the relevant stakeholders to the firm (Roberts and
Dowling 2002). Furthermore, it is argued that studies of the firm’s reputation provide
important insights, but claim they fall short of empirically testing the predicted benefits
(Weber et al. 2008). Therefore, it is important to approach the reputation studies with a
degree of caution, in terms of the stakeholders included in the study and also, as stated
above, reputation building takes time and studies may focus on predicted benefits of
reputation, rather than actual benefits.
3.6.2.2 CSR as a means to decrease staff turnover
It is claimed that the ability of the firm to retain employees demonstrates that the firm is
a valued place of work and has a positive consequence for the firm’s financial
performance and productivity (Galbreath 2010; Barney 1991). For example, Abbott’s
Dublin office compiled a survey which showed that employees valued work-life balance;
this was felt by the management to reflect an important element to energize the business,
as well as enhance employee recruitment and retention. Abbott management sought to
enable and support employees’ work-life balance by creating an innovative programme
for staff in the Dublin office. The programme, Life Navigation, represented a commitment
from Abbott management to empower employees to set life goals and balance their work
within those goals. Information technology upgrades for working remotely and new
innovation spaces in the office also facilitated a shift in culture. The company benefits
which accrued from the programme included: reduced employee turnover, employees
were more motivated, energized, productive, and it supported Abbott Ireland’s goal to be
the employer of choice in Ireland, by attracting and retaining top talent. For the
employees, the benefits included: increased employee morale, an ability to work from
home (if that suited the employee better) and a productive work environments where
interruptions are minimised (Business in the Community 2009a). This case example
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highlights the importance of working with stakeholders, in this case, employees and
facilitating the convergence of employee and company goals.
In addition, it is argued that employees have ethical frameworks which guide their
decision making and that firms who do not demonstrate behaviour which is consistent
with the employee ethical framework, are likely to suffer negative consequences, as a
result (Cropanzano et al. 2003). Therefore, it is argued that firms, where irresponsible
behaviour is demonstrated by the members of the firm and deemed unfair and inequitable
by the employees, the result to the firm can be higher turnover of staff (Colquitt et al.
2001).
On the other hand, it is claimed that if the firm is deemed a good corporate citizen, the
assessment by the employees will be of a firm considered to be fair and just and lead to
“less turnover as individual and organisation goals converge” (Galbreath 2010, p.415).
For example, Sodexo, in 2009, launched an employee programme called “commitment to
you” to communicate five ‘commitments’ to the Sodexo workforce: ‘Recruiting’,
‘Welcoming’, ‘Living’, ‘Growing’, and ‘Rewarding’. Once the principles were agreed,
each country developed them further to suit the local employee population. In Ireland,
Sodexo undertook their own research to understand what the firm already did well and
where there were opportunities for improvement for each commitment. The benefits to
the company included, helping the company attract, engage, develop, and retain the best
people by helping them shape their future and grow with the company. The benefits to
the employees included, ongoing learning and development, career opportunities within
the company and careers plans related to reward packages within the company. Again
this engagement between the employee and the firm helped focus the firm’s commitment
to its employees and helped build and strengthen this relationship (Business in the
Community 2009a).
In addition, the issue of benefits of the firm’s reputation, as discussed above, has also
positive impacts on employee turnover. It is argued that the firm’s reputation of being
trustworthy, as evidenced by the CSR initiatives of the firm, makes it easier for the firm
to “recruit and retain better workers, thus resulting in lower staff turnover” (Vitaliano
2010, p.564). In relation to staff turnover and CSR, it is further claimed that, unlike the
CSR and profit link, where a causality problem exists and it is difficult to disentangle
empirically the link between CSR initiatives and the financial performance of the firm,
“in some respects the evidence of a significant effect of CSR and labour turnover is more
powerful than the evidence of a direct profit link” (Vitaliano 2010, p.570). It is claimed
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that the link between CSR and staff turnover is more easily measured and a direct link
can be made between CSR and staff turnover and, so, it is further argued that this makes
it a more powerful strategic tool for the firm (Vitaliano 2010).
What is evident from the discussion above, in relation to CSR and staff turnover, is that,
while a strong link between CSR expenditure and staff turnover exists, how a firm goes
about forming and strengthening this link is scant in the literature to date. It is claimed
that “is it estimated that half of the CSR impact on turnover is directly related to labourspecific policies” (Vitaliano 2010, p.569). Yet, given the ability of CSR and staff turnover
to be measured, as discussed above, there is need for more research to be undertaken on
the types of CSR initiatives which give the most return or have the most impact on
employee turnover for the firm.
3.6.2.3 CSR and customer satisfaction
It is somewhat contentious, the link between CSR and customer satisfaction, since a firm
could have a customer service ethic without considering CSR. However, it is postulated
that CSR and customer satisfaction are intrinsic and are linked to the success of the firm
(Galbreath 2010, Oliver, 1997). Customer satisfaction has been defined as “a cumulative,
global evaluation based on experiences with firms over time and is a fundamental
indicator of past, current and future performance” (Galbreath 2010, p.415). It is contended
that customer satisfaction will emerge if customers feel they are treated equitably,
describing it in terms of the input/output exchange. If the customer input in exchanges
with the firm is balanced with the outputs of the exchange, it is claimed that, satisfaction
will result (Oliver 1997). However, the point needs to be made at the outset that customer
satisfaction is not in itself CSR, a firm can have high levels of customer satisfaction,
without a deliberate CSR policy, but a firm cannot have a successful CSR policy with
dissatisfied customers. For example, donations to charities by the firm and dissatisfied
customers because of, for example, poor product quality, will not result in any the benefits
of CSR to the firm. It is suggested that the idea of equity, fairness and trust depicts a close
link between customer satisfaction and the corporate values and ethical standing of the
firm (Maignan and Ralston 2002).
It is contended that an additional element of customer service is that of the value
customers seek in the purchases they make (Zeithami 1988). It is claimed that the personal
value of a product or service depicts “one of the ways in which the customer assesses
fairness or equitable treatment by the firm’s exchanges” (Galbreath 2009, p.416). For
example, Volvo Cars in the mid-1990s formulated a strategy to improve customer service.
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In this case, the company focused on the cars they sold (the augmented product), the
features and benefits of a number of models sold and ensuring the customer perceived the
purchase of the new Volvo car to be value for money for them, and thus, by so doing,
improved customer satisfaction for the customer (Dahlsten 2003).
The above discussion highlights the need for the firm to satisfy a key stakeholder – the
customer; again, the literature is limited on how this is achieved. In addition, the literature
is scant on answering key questions, in relation to customer satisfaction such as the
following: are some industries or markets more responsive to the issue of customer
service than others, how important is customer satisfaction to different customer
groupings for example, residential and business customers and what forms of customer
service give the greatest return? While the above discussion does highlight the importance
of high levels of customer satisfaction to the firm, the above questions need to be
addressed, in order for the firm to get a greater insight into the relevance of customer
satisfaction, in the market in which they operate.
3.6.2.4 The benefits of Local Community Links
It is argued that firms do not operate in isolation, but are very much part of a wider
community and society (Thompson et al. 2013). It is claimed that, if firms take an active
role in their communities, this will result in a better understanding and appreciation of
community needs, which, through this dialogue and engagement, may ultimately result
in a better match between the policies and strategies of the firm and the community needs
(Soh et al. 2006; Vogel 2005). For example, Intel came to Ireland fifteen years ago and
set up in Leixlip in Co. Kildare. Intel wanted to have a ‘human face’ and be seen as a
good neighbour. To do this, Intel had to cultivate relationships with a number of key
stakeholders in the community. Through the development of a number of initiatives, in
particular, a Community Perception Survey bi-annually, to understand the local
community’s perception of Intel and what had to be improved. In addition, Intel publishes
a community newsletter three times per year and delivers it to 17,000 households. The
benefit of this community involvement helps Intel build and maintaining a strategic
relationship with the community. For the community, the benefits are summed up by a
volunteer with the Community Advisory Panel “Intel has proven their excellence at
listening to the needs of the community and responding to those needs” (Business in the
Community 2007). Therefore, community partnerships with firms it is claimed result in
the firm having a deeper awareness and understanding of the needs of stakeholders and
are in a stronger position to respond to these needs and develop these important
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relationships (Lawrence and Weber 2014; Porter and Kramer 2006; Nijhof and Jeurissen
2010).
Therefore, as depicted in the above discussion, the building of a relationship with the
society in which the firm operates, can assist the firm in the achievements of its objectives.
While there is limited coverage in the literature, in relation to how this can be done, more
research needs to address in more detail the “how” of this approach.
3.6.2.5 CSR as a tool to discourage Government Regulation
It is contended that one of the most appealing arguments of CSR is that discretionary CSR
initiatives have the potential to divert increased government regulation in business
(Lawrence and Weber 2014). A study investigated how firms performed if they
formulated and implemented a CSR strategy versus being coerced by government or
NGOs acting to benefit society. The result of their study showed “that firms enjoyed
significant strategic advantages and maximised social benefit to the community when
they voluntarily and freely developed a social strategy rather than acting under social
pressure” (Lawrence and Weber 2014, p.54).
For example, in the early 2000s, genetically modified organisms (GMOs) were found in
crops and seeds in the agricultural sector by accident and unintentionally; initially this
occurred in the United States. Unfortunately, these made their way into the food chain in
the United States and then the global food chain. These organisms could be lethal if
consumed by humans. Bayer Corporation took the lead and established their Ecocheck
programme to monitor and prevent such discharges of GMOs into the food chain. Soon
after, Monsanto, another biotechnology company and leader in this sector set up a similar
programme. Within months such monitoring became the new benchmark and standard
within the industry, thus averting government intervention (Clapp 2008).
Therefore, as depicted in the discussion above, the CSR initiatives of firms can avert
government regulation. Further research needs to examine the reasons behind such
discouragement; in the Bayer case example, the company did address an important public
issue very speedily, but perhaps other issues are at work and could reveal other reasons
for avoiding legislation for other firms, which may not always be in the public interest.
For example, the regulations, soon to become legislation, in relation to the banks, which
will apply proportionate limits to mortgage lending by regulating financial service
providers, in the Irish market. The key objective being to increase resilience of the
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banking and financial services sector and reduce the risk of bank credit and house price
spirals from recurring (The Central Bank of Ireland 2015).
3.6.2.6 CSR can promote Long Term Profit
It is argued that CSR costs in the short term, but may lead to sustained long term profit
for the firm in the long term (McWilliams et al. 2006; Tsoutsoura 2004). It is postulated
that, in relation to the link between CSR and the long term profit of the firm, “as yet there
is no resounding evidence to identify a consistent directional impact or causation between
CSR activity and financial performance” (Gyves and O'Higgins 2008, p.208).
It is suggested that a more rewarding way to assess the potential effectiveness of CSR
policy for the firm, is to examine the avenues through which CSR can create sustainable
strategic benefits to the firm (Gyves and O’ Higgins 2008). It is claimed that such a
strategic approach to CSR, can be linked to the competitive advantage of the firm (as
discussed in section 2.2.4 above), stating that “CSR can be much more than a cost, a
constraint or a charitable deed – it can be a source of opportunity, innovation and
competitive advantage” (Porter and Kramer 2006, p.90).
Consistent with these views, it is further advocated that CSR depicts a way of managing
the business strategy of the firm (McManus 2007). For example, in relation to the Johnson
and Johnson Tylenol case, where the company recalled the entire product, when several
people died after injecting them, even though the company’s production processes were
never found to be defective. This cost the company millions of dollars in the short term.
The customers rewarded the company, by continuing to buy the company’s products and
so the company returned to profitability in the long run (Rehak 2002).
While the link between CSR and financial performance is deemed to be inconclusive, as
discussed above, the key issue is the manner in which CSR is managed, in terms of
reaping the benefits of CSR, in relation to increased long term profit. The literature is
again scant on the “how” of managing CSR within the firm. While, it would be incorrect
to purport that there exists a “one size fits all” approach, very little scholarly work focuses
on how CSR should be managed, in order to gain the maximum return.
In summary, the benefits (as discussed above) are varied and extensive among firms and
with the same firm over time (Aguilera et al. 2007; Moir, 2001; Roberts and Dowling
2002). In addition, the benefits are not mutually exclusive and in fact, in many cases, feed
into the other, for example, the impact of Hewlett-Packard involved in global social
initiatives will boost reputation, increase staff morale, act as a tool in developing
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relationships with the communities in which they operate and in addition have the
potential in the long run to help bolster financial performance (Lawrence and Weber
2014).
In relation to the benefits outlined above, they depict (in the main) a deliberate strategy
on the part of the firm. In many cases, as discussed above, the firm will supplement this
strategy with an emergent element, to respond to stakeholders or market conditions that
present themselves during the planning period. Details on the mutual benefits of CSR is
sparse in the literature, it is usually seen from the perspective of benefits of the company.
Since this thesis regards the cognition of the manager as it core objective, it thus follows
similar lines. That said, it makes little sense to speak of mutual benefits without giving
some thought to the external party and its share of any benefit. To identify the context of
such relationships, the next section contains a brief meta-analysis of CSR case studies, to
identify such benefits, in order to recognise data from fieldwork appropriately.
3.6.3 Mutual Benefits in Action
In order to depict the two sides of mutual benefits, that of benefits to the firm and its
stakeholders, as a result of CSR initiatives or projects, an analysis was undertaken and
appears in Appendix 8, of ten companies, in the Republic of Ireland, who are members
of Business in the Community Ireland and so depict companies active in CSR. The CSR
projects depicted in the analysis span across a number of different CSR initiatives from
education and training, funding to charities, environmental projects community
development projects, diversity projects and addressing customer service issues. The
benefits accruing to the firm reflect the types of benefits discussed in section 3.6.2 above
including reputation building, decreasing staff turnover, and enhanced relationships with
the community, increased customer satisfaction, and a positive impact on the strategy and
profit of the company. The purpose of the analysis was to highlight the CSR initiatives
undertaken by these companies and to provide a more comprehensive assessment of
stakeholder benefits accruing from CSR initiatives. The results of this analysis are
contained in Appendix 8, which highlights the company name, the CSR initiative and the
benefit to the stakeholder and the company.
In relation to this analysis and the benefits to the stakeholder these are project specific,
but the common thread running through the benefits is the positive difference that these
projects are making to stakeholders. For example, in relation to the community, the
education and development projects are giving the participants access to education and
personal development in relation to for example, mock interviews and work placement
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which will help these people to be better equipped to apply for jobs and be more
successful in securing employment, than would otherwise be the case. The funding to
charities, help in providing much needed finance and also the charities benefit from the
volunteering programmes that many of these projects provide.
In relation to the customer as stakeholder, for example, IBM has, through their customer
satisfaction programme, ensured that customer complaints are dealt with more speedily
and timely manner and the customer has the opportunity to ensure that IBM understands
their priorities and creates a better match with the customer’s requirements (Business in
the Community 2003b).
In relation to the employee as stakeholder, for example, KPMG, through their sustainable
travel programme, has encouraged employees to make sustainable travel choices to
commute to and from work and doing business travel and employees are rewarded for
making sustainable travel choices. This instilling of an environmentally focused company
culture is done through positive reinforcement of the employees efforts. In addition, the
participative approach of many of the above programmes has strengthened employee
morale and their links with the local community, are also strengthened (Business in the
Community 2010).
Therefore, many benefits accrue to both the firm and its stakeholders from CSR initiatives
by the firm. It is claimed that the literature does focus on “win-win zones” for the firm
and its stakeholders, where the stakeholder and firm benefit from CSR. However, it is
argued that that “zero-sum situations” arise where a CSR can be a drain on the profit of
the firm (Haigh and Jones 2006, p.12). This was depicted in the coercive non-strategic
initiatives, discussed in section 3.6. In addition, it is claimed that it is only by carrying
out a critical approach to the study of CSR and its outcomes that we can fully learn and
appreciate the forces which impact its success or failure for the firm (Haigh and Jones
2006). Furthermore, it is suggested that additional further research is required in different
populations of organisations and sectors to further study contingencies or conditions that
bolster even further the means and techniques of achieving mutual advantages of CSR
(Gyves and O’ Higgins 2008).
3.6.4 The CSR/strategy Interpretative Guide
The following section will develop the Interpretative Guide commenced in section 3.2 of
this chapter. The objective of the Interpretative Guide is to develop an understanding of
this fifth component of CSR – mutual benefits. The following section will discuss the
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application of mutual benefits, as postulated by the literature, to the four strategy schools
and the actual application of the CSR/strategy Interpretative Guide is included in
Appendix 7.
3.6.4.1 The Classical Strategy School
For the classicalist, the important issue is to keep the objective of profit maximization at
the core of all decision making, while at the same time the firm needs to be seen to respond
to stakeholders needs. The business case for engagement in CSR initiatives is
characterised by the assumption that it will positively impact the bottom line. What is
required is that stakeholders are equally focused on the bottom line. In addition, the
critical objective of the firm is to invest in a level of CSR which is deemed proper,
desirable and appropriate to its stakeholder. The important point for the classicalist is not
to exceed that level and to be conscious of the cost/benefit impact of all CSR activities
undertaken by the firm, whether they are coercive non-strategic or voluntary strategic
initiatives. For example, Boots Ireland partnered with the Irish Cancer Society (ICS) to
provide advice and support to cancer patients, in terms of make-up, cosmetic products
and medicines, for women going through cancer treatment. The benefits to the company
resulted in increased reputation and sales. For the stakeholder, the ICS patient, it provided
key support when undergoing cancer treatment (Business in the Community 2015). In
addition, the benefits of CSR will also change over time for the firm and its stakeholders
as (discussed above) and constant evaluation is required in the context of the firm and the
environment in which it operates, to ensure the maximum exposure and maximum return
for the firm. The benefits that accrue to the firm and the stakeholders will be known and
understood by the firm and the key will be to arrive at the correct combination of CSR
initiatives to maximise the return to the company, but not beyond this point. An objective
view to expenditure on CSR is critical to the classicalist, who does not lose sight of the
profit maximization motive.
3.6.4.2 The Processual Strategy School
The processual strategy school focuses in the main on the internal workings of the firm
and the complexities that present themselves to the firm, in managing the human
resources and politics of the firm. The important point for the processualist is that there
needs to be a perception among the internal stakeholders that the involvement with
external stakeholders holds benefits to both the firm and the stakeholders. In relation to
the processual perspective, a question that emerges is - do the internal actors in the firm
view the stakeholder management approach undertaken as being beneficial to them? In
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addition, another question that needs to be asked - do the stakeholders in general, view
the firm’s actions as being of benefit to them. The politics of the firm can dictate the
types, combinations and scope of the CSR initiatives undertaken by the firm and the final
array of CSR initiatives undertaken by the firm may not reflect the wishes or desires of
the stakeholders, either internal or external stakeholders and so the benefits to the firm or
the stakeholders may not be maximised. The GAA example, in section 3.2.4.2, depicts a
situation where benefits do not accrue to the company or the stakeholders, due to the lack
of awareness or understanding of the members of the firm of the power and expectations
of the stakeholders (Kelly 2014).
3.6.4.3 The Systemic Strategy School
While the systemic theorists do appreciate the value of rational planning, advocated by
the classicalists, they differ from the classicalists in that they see plans as applicable to
different societies or settings and do not see ‘one size fits all’ approach to planning. They
recognize the decision makers in the firm being firmly embedded in the society in which
the firm operates (Whittington 2001). The norms that guide the systemic strategy school
derive from the norms of the society, in which the firm operates. Appendix 8 highlights
the benefits for a number of companies and their stakeholders from CSR initiatives. For
example, A & L Goodbody created a bespoke educational programme and provided work
placements for students aged between fifteen and seventeen. For the stakeholders, it
provided meaningful work placements in the professional services sector and for the
company it helped, in particular, by building links with the local community and
enhancing its reputation (Business in the Community 2013b).
Therefore, in relation to CSR strategy making, it is not a case of linking in with the
external environment and responding with a ‘one size fits all’ approach. CSR strategy in
the systemic strategy school is about being sociological sensitive. It is important that the
benefits that accrue from formulating strategy in this way benefit the firm itself and its
internal and external stakeholders. The key is that the benefits that accrue from CSR
initiatives need to be sustainable to the firm, but are also relevant to society. In relation
to analysis of the ten companies discussed above (Appendix 8), the CSR projects, by the
ten companies highlighted, this mutually beneficial approach, to the companies concerned
and to their internal and external stakeholders.
3.6.4.4 The Evolutionary Strategy School
The evolutionary strategy school focuses on the market the firm operates in and purports
that the firm operates in markets which are hostile, competitive and difficult to forecast
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and that it is the market that dictates the scale, type and speed of strategic response, rather
than top management, in the case of the classicalist. The role of management for the
evolutionary strategy school is to ensure the correct responses are made in relation to the
environment or market demands, to maximize the benefits to the company and gain
maximum exposure in relation to the stakeholders of the firm (Whittington 2001).
Therefore, for the evolutionary strategy school, market surveillance is central to the
success of the firm. The market leaders will dictate the actions of the firm in relation to
CSR. As profit maximization is critical to the firm, the evolutionist will engage in a
number of small CSR initiatives with stakeholders and so reap the benefits of this
approach to both the firm and its stakeholders. For example, if customer satisfaction is
important to the market, particularly the market leaders, the evolutionist will promote a
number of small cost effective initiatives to show it is responding to the customer in
relation to customer service or product features, forever mindful of the profit
maximisation motive.
Appendix 7 outlines the application of the CSR/strategy Interpretative Guide to this fifth
component of CSR – mutual benefits and will summarise the four strategy school
discussed above and develop the CSR/strategy Interpretative Guide, matching the theory
of CSR with the theory of strategy. The following section will discuss the sixth
component of CSR, that of Effective Action.

3.7 Effective Action
3.7.1 Introduction
This section will review the literature pertaining to effective action, as it relates to the
CSR policy within the firm. Firstly, the section will address a definition and meaning of
effective action, as postulated by the literature. Secondly, the critical success factors, in
relation to ensuring that CSR activities result in effective actions for the firm, as
advocated by the literature will be discussed. The section will conclude with a discussion
on the application of the CSR/strategy Interpretative Guide to this sixth component of
CSR, effective action, with the actual application of the Interpretative Guide included in
Appendix 9.
3.7.2 Defining Effective Action
It is contended that there is no universal definition of effective actions by firms, and that
firms operating under the same conditions may adopt different approaches and still be
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successful, with firms having a wide degree of choice in the priorities they set, projects
they undertake, and the approaches they use to achieve these (Burnes 1998). It is argued
that the starting point in assessing effective performance, is to examine the objectives for
the firm or the programme that is being assessed (Boyle 2005b). It is advocated that the
provision of performance information is an integral part of this goal orientated approach,
to assessing effectiveness and that primarily the firm (manager) needs to know at the
outset, what it is exactly that they want to achieve, decide on how they are going to
achieve it and monitor progress on an on-going basis (Hyndman and Andeerson 1997).
However, it is argued that managers face challenges in the tasks of objective setting and
measurement of the outcomes of their CSR initiatives (Salazar et al. 2012). For example,
Cemex, a multinational company based in Mexico, is dedicated to the production and
distribution of cement, and they developed a social initiative called Patrimonio Hoy (PH).
PH offered microfinance for do-it-yourself construction of housing in low-income areas
in Mexico. By the end of 2009, the project had benefited 200,000 families across Mexico.
The managers of Cemex identified the need for finance for housing, as both a social need
and a key business opportunity for the company. However, at the outset of the project, no
clear objectives related to human development had been established. In addition, no
baseline measurements to track progress or performance had been taken by the company.
The PH project received a great deal of coverage in the literature due to the success of the
project in terms of profitability to the company and the creation of much needed housing
in Mexico (Salazar et al. 2012; Prahalad, 2009). However, no attempt had been made to
measure the effectiveness or impact of this CSR initiative by the company, which was
merely one of a large number of CSR initiatives undertaken by Cemex.
This lack of measurement of outputs is argued to be typical of many firms engaged in
CSR initiatives (Salazar et al. 2012). In relation to the issue of effective actions of CSR
depicted above, the PH project outlines a number of challenges to managers in assessing
the effectiveness of their CSR. Firstly, it is claimed there is a need for clear objectives at
the outset (Salazar et al. 2012). Secondly, London claims that, where broad objectives do
exist, they tend to be marketing driven (London 2009). It is contended that no
development objectives were ever set, as direct objectives for the PH project at the outset
(Sen 1999).Thirdly, no attempt was made to undertake outcome measurements (Salazar
et al. 2012).
Therefore, in terms of evaluating the outcomes of CSR, it is suggested that the impact of
CSR on social outcomes “remains an area that is incredibly understudied” (Wood 1991,
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p.201). Therefore, given the above shortcoming that exists in assessing outcomes for CSR
initiatives, the firm is not in a position to assess the effectiveness of their CSR action,
unless they determine, at the outset, what they want to achieve through their objectives
and measure their achievements through the resulting outcomes. It is suggested that two
fundamental questions need to be addressed by managers at the outset of a CSR initiative
“what to measure and how to measure it” (Salazar et al. 2012, p.182).
One company who do measure the effectiveness of their CSR is Transdev who operate
the Luas tram system in Dublin city. The company has developed a CSR plan for 2014
entitled “Going the extra mile”, which includes objectives and performance indicators, in
relation to the targets set across five CSR categories or pillars, which included workplace,
marketplace, environment, community and management and communications, planned
by the company, throughout 2014. The company’s plan is to report performance
indicators that are the most important and relevant for Transdev and its internal and
external stakeholders. Transdev consulted with the relevant stakeholder groups in
deciding on the performance indicators. The final reporting system developed is in
accordance with the standards of ISO 26000 and the Global Reporting Initiative (GRI).
The aim of these indicators is to report performance data on each of the CSR pillars
against pre-defined targets (Transdev Ireland 2014).
Therefore, effective action for the purposes of this research depicts a goal method
approach, as depicted above and this involves deciding on objectives at the outset of a
CSR activity and evaluating performance in relation to the outcomes of this project (Boyle
2005a; Cameron 1986; Thompson et al. 2013)
3.7.3 The key success factors to ensure that CSR activities result in effective actions
for the firm.
While the above section attempts to define effective action for CSR projects, it is
suggested that there are a number of key success factors outlined in the literature, which
impacts the success of CSR initiatives (Kahreh et al. 2013). Therefore, as the project
moves from the objectives setting stage to the implementation and evaluation stages, there
are various factors or issues which need to be taken on board by the firm, to ensure the
maximum return or success of the CSR project (Burnes 1998; Gyves and O’ Higgins
2008). It is advocated that the critical success factors will vary from industry to industry,
depending on the specific industry characteristics and an analysis needs to be undertaken
by the firm to ascertain the critical success factors pertaining to their firm and the industry
it operates in (Barrett and Salomon 2006). The general critical success factors, discussed
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in the literature, relate, in particular, to the following key success factors: the building of
relationships with stakeholders, communications with stakeholders, the cost element of
CSR, the picking of CSR activities to enhance the competitive position of the firm, the
management of CSR activities by the firm. Each of these critical success factors will be
briefly discussed in turn below.
3.7.3.1 Building relationships with stakeholders
It is claimed that the key stakeholders, such as consumers, employees and investors, are
increasingly likely to take action to ensure that they reward good corporate citizens and
punish those firms they consider bad ones (Du et al. 2010). It is suggested
strong relationships between a corporation and its stakeholders are an
asset that adds value. On the negative side, some companies disregard
stakeholders’ interests, either out of the belief that the stakeholder is
wrong or out of the misguided notion that an unhappy customer,
employee, or regulator does not matter (Lawrence and Weber 2014, p.8).

Furthermore, it is suggested that such negative attitudes can prove costly to the firm,
stating that, for example, firms generally are aware that they cannot locate their premises
in a location where there will be strong objections from the community and making a
product which is knowingly faulty, will cost the company, in terms of lawsuits and lost
market share (Lawrence and Weber 2014). However, managers may be aware that selling
a faulty product may lead to stakeholder problems in the future, but it does not follow that
managers will always prioritise stakeholders over sales. The literature is very much
depicting the need to build stakeholder relationships and that such an approach should
take priority, as discussed in section 3.2 above (Donaldson and Preston 1995; Du et al.
2010; Lawrence and Weber 2014).
3.7.3.2 Communications with stakeholders
It is advocated that an effective approach to CSR is only possible when the leaders of the
firm engage in effective communications to formulate and implement CSR programmes
(Okpara 2010). In addition, it is postulated that it is imperative for the firm to ensure
stakeholder awareness of a firm’s CSR activities and that such awareness among
stakeholders is typically quite low; this can present a key stumbling block to the firm in
ensuring that effective actions emerge from its CSR activities (Bhattacharya et al. 2008;
Du et al. 2010; Sen 2004) It is argued that the key issue in relation to increasing awareness
to both internal and external stakeholders, is to be clear as to what and where to
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communicate to stakeholders and for the firm to have an understanding of their
stakeholder-specific-factors that may impact the effectiveness of their CSR
communication (Du et al. 2010). It is suggested that the communications process of the
firm, (which can span functions and departments and organization boundaries) can
provide the foundations for the firm to partner with strategic groups of stakeholders and
ensure maximum and effective returns from CSR activities (Ramachandran 2011). For
example, Timberland is very conscious of involving their employees in their
communications initiatives in relation to CSR. The company also works closely within
the communities in which they operate and have developed strong community networks
across their stakeholder groupings. Such an approach by the company facilitates the
identification of projects and keeps the involvement of stakeholders central to their
activities.
3.7.3.3 The cost element of CSR
It is contended that CSR involves making decisions on resource allocations and is
therefore seen as a key strategic issue to the firm (Kaeokla and Jaikengkit 2012). It is
claimed that many firms, unfortunately, take a very short term perspective, in evaluating
expenditure on CSR initiatives; firms, for example, can ignore the corporate goodwill
effects of CSR, as these relate to longer term benefits and not immediate short-term
returns, instead, it is claimed that it is a case of the positive returns building over time
(Kaeokla and Jaikengkit 2012; Murray and Vogel 1997). It is suggested that the core
issue, in relation to the return on investment of CSR, is to find the correct level, within
the firm which results in the highest profit from CSR, in the long run and to balance this
with the demands for CSR, by multiple stakeholders of the firm (McWilliams and Siegel
2001; Robins 2008). Therefore, it is argued that the job of management is to make the
correct decisions in relation to CSR expenditure, to ensure the maximum efficiency and
return on investment to the firm (Kaeokla and Jaikengkit 2012).
3.7.3.4 Picking CSR activities to enhance the competitive position of the firm
It is claimed that current discussion on the management of CSR emphasise the selection
of social issues in such a way that it results in an improvement in the competitive position
of the firm (Ramachandran 2011). Furthermore, it is suggested that it is imperative for
firms to assess the potentiality of social issues, to ensure the maximum competitive
impact for the firm (Arrigo 2013). This competitively focused approach (discussed above)
is claimed to help firms decide which CSR activities they should focus on. It is further
argued that “understanding the ways in which social activities create economic value
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highlight how they can achieve the best social and economic contact through their
contributions” (Smith and Nysted 2006, p.19).
From the discussion above, there is a strong requirement by firms to link CSR policy and
strategy to key social issues that will increase the competitiveness of the firm, however,
little guidance is given in the literature, in terms of how to carry out such an analysis. It
is advocated that this type of approach of linking CSR to the strategy of the firm needs to
be closely related to the stakeholders of the firm and the corporate values of the firm, yet,
the manner in doing this lacks the specifics throughout the literature (Mitchell et al. 1997).
3.7.3.5 The management of CSR activities
It is advocated that managers are the role models within the firm who instil the corporate
values in the firm’s employees (Abugre and Nyuur 2015). It is further claimed that if top
management within the firm demonstrates a commitment to for example, a values driven
approach, this type of attitude will cascade downwards in the firm to all levels (Hawkins
2006). It is suggested that it is imperative that proactive behaviours of leaders and the
managers of the firm must support effective outcomes for CSR (Griffin and Ebert 2002).
This point is re-iterated as follows: “Today, organizations cannot survive or prosper
without members behaving as good citizens by engaging in positive organization-relevant
behaviours associated with CSR. Corporate social responsibility is a critical emerging
issue in organization management” (Abugre and Nyuur 2015, p.166).
Therefore, what is contended is that managers have a role in defining and displaying
behaviours that encourage and develop CSR within their firms. For example, IPB
Insurance highlights the need to define standards within the Financial Services Sector in
Ireland. This sector has undergone a great deal of negative publicity in the last three years
in relation to a bonus culture and lack of customer focus. IPB’s CSR report refers to the
need to work with industry members to correct this negative perception of the industry
(IPB Insurance 2014). This depicts an inside-out approach in dictating a type or standard
of behaviour.
The failure to develop and maintain such a code frequently manifests itself at a macro
level also. For example, the head of the EU Financial Services, Michel Barnier, requested
a report by the European Banking Authority, to investigate the bonuses paid to bankers.
The report found that the bonuses paid to bankers were in breach of the EU cap on
bonuses. It is claimed that these bonuses send a very negative signal to society, stating
that these banks have not learned from the banking crisis or changed their culture. The
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ruling will impact on the main bankers in London, where the regulator sanctioned these
allowances and the UK Government subsequently challenged the bonus cap decision in
the European Union (EU) courts. Under EU law, remuneration must be classified as
variable, be part of a bonus or fixed. Banks argued bonuses came under fixed pay and this
level of pay is required to retain staff. The EU argued that the banks had merely created
a scheme to evade the bonus cap and hence, the report was requested and the result found
the banks to be in breach of EU law on bonuses (RTE 2014). Therefore, a response by
the banks may only materialize, in this case, because of outside-in forces dictating a
particular standard of behaviour.
3.7.4 The CSR/strategy Interpretative Guide
The following section will develop the Interpretative Guide commenced in section 3.2 of
this chapter. The objective of the Interpretative Guide is to develop an understanding of
this sixth component of CSR – effective action. The following section will discuss the
application of ethical conduct, as postulated by the literature, to the four strategy school
and the actual application of the CSR/strategy Interpretative Guide, included in Appendix
9.
3.7.4.1 The Classical Strategy School
In relation to the classical strategy school, much effort is directed by top management to
formulating and implementing a plan, which captures the internal and external
environment facing the firm. The critical issue is to establish a rational and objective
approach to planning (Whittington 2001). The business case for engagement in CSR
initiatives is characterised by the assumption that such an approach will positively impact
the bottom line and that the CSR strategy of the firm will be effective in that the firm will
achieve the real outcomes, as dictated by the objectives of the plan. The central issue is
that the firm keeps an unyielding focus on profit maximization, which, at the same time
responds to stakeholders needs. In addition, it is imperative that the stakeholders are
equally focused on the bottom line. The idea is to communicate the CSR activities of the
firm to stakeholders and ensure the maximum return from CSR expenditure and so the
firm invests at a level of CSR which is deemed proper, desirable and appropriate to its
stakeholder. The example of Transdev, in section 3.7.2, highlights this focused approach
to CSR. The company has developed key performance indicators in relation to CSR
initiatives and the outcomes of CSR are measured against these targets. Stakeholder
responsibility and engagement is key throughout the planning process (Transdev Ireland
2014).
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In relation to the effective action of the firm’s CSR strategy, the key purpose of such a
process for the classical strategy school is to arrive at the correct level of CSR initiatives
which result in the highest return on investment.
3.7.4.2 The Processual Strategy School
The internal system of the firm is at the core of the processual strategy school and the
complexities of the human relations and political arena of the firm, adds to these
complexities. The processual strategy school does not focus on planning or the
environment in which the firm operates, but instead focuses on bargaining and negotiating
to arrive at a joint set of goals accepted by all internal members of the firm, which is
arrived at in many cases though compromise e (Whittington 2001).
The effectiveness of the CSR activities that accrue to the firm is dependent on the fact
that such activities need to be seen as sustainable and also need to be seen as beneficial.
The key issue for the processualist is that the benefits that accrue or the effectiveness of
CSR programs or strategy may be a matter of dispute among internal stakeholders. The
political landscape of the firm can dictate the CSR initiative undertaken and what is
deemed to be effective action can be perceived different by different stakeholders and can
result in inconsistencies in outcomes. Conflicts and disagreements can also arise at the
objective setting stage, at the outset of the CSR project. For example, Timberland as stated
above, have a focused and planned approach to their CSR programmes. The company
works with stakeholders, in terms of defining their expectations at the outset of the CSR
planning process. These expectations of stakeholders are therefore, known, appreciated
and acted upon. As a result, there is less room for interpretation and influence from
internal stakeholders throughout the planning process.
3.7.4.3 The Systemic Strategy School
While the systemic strategy school does concur with the classicalists, in terms of the value
of rational planning, they differ from the classicalists in that they are guided and directed
from an outside-in approach, in terms of the society in which they operate. They recognize
the decision makers in the firm as being firmly embedded in the society in which the firm
operates” (Whittington 2001). The norms that guide systemic theory derive from the
norms of the society, in which the firm operates.
It is suggested that this gain to the firm will manifest itself in terms of benefits, for
example, those outlined in section 3.6 above. The key issue which may arise for the
systemic strategy school manager is that there may be a lack of agreement between
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stakeholders inside and outside the firm, in terms of whether the firm’s CSR actions are
actually effective. For example (as highlighted in Appendix 8), Diageo, Ireland,
established a fund to identify and support leading social entrepreneurs to deliver
measurable, transformational change to communities around Ireland. This fund has
become the cornerstone of Diageo’s community investment programme, helping to
strengthen links with the community and in building a positive reputation for the company
(Business in the Community 2014a).
3.7.4.4 The Evolutionary Strategy School
The evolutionary strategy school focuses on the market the firm operates in, rather than
the rational, internal planning approach of the classicalists. The evolutionary strategy
school perspective describes the firm as operating in markets which are hostile,
competitive and difficult to forecast and that it is the market that dictates the scale, type
and speed of strategic response, rather than the internal focus of top management, in the
case of the classicalist. The role of management for the evolutionary strategy school is to
ensure the correct responses are made, in relation to the environment or market demands
(Whittington 2001).
Therefore, the firm will only do what is deemed to be “ultra” necessary, but the idea will
be to gain the greatest return on investment from these activities. Economic factors are
critical in terms of the level of stakeholder engagement. The market leaders provide the
benchmark as to the level of CSR activities undertaken by the firm, as well as the cost
elements involved. For example, the firm will engage in environmental scanning, to
determine what the key CSR issues are; for example, if it is related to environmental
issues or local community issues, the firm will develop strategies to formulate and
implement CSR initiatives, which will give the highest exposure to the firm with the
lowest price, mirroring what is required by the market.
Therefore, the six purposes or components of CSR are well documented across the
literature, in terms of their impact and significance to the firm. The common thread
running through all aspects of CSR is the stakeholder focus and engagement. These six
purposes of CSR depict a key input in to the Whittington Generic Strategy Perspective
Model and ultimately the CSR/strategy Interpretative Guide developed from this model.
The other key input to the model is the process of CSR, which will be discussed in section
3.8 below.
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3.8 The Process of Stakeholder Management
3.8.1 Introduction
The purpose and process of CSR form the key foundations of the CSR/Whittington
Generic Strategy Perspectives, as discussed in Chapter 2, defining the why and how of
strategy (Whittington 2001). The previous sections of this chapter have discussed the
purpose of CSR, through the six components of CSR, developed in Chapter 2. This
section will review the literature on the process of CSR, through the stakeholder analysis
lens, as it applies to the firm. The section will then evaluate the key models of stakeholder
analysis and depict common characteristics emerging from these key models. The section
will conclude with a discussion on the application of the CSR/strategy Interpretative
Guide to the process of CSR, with the actual application of the Interpretative Guide
included in Appendix 10.
3.8.2 The process of CSR - what does it entail for the Firm?
A process has been defined as a stream or series of actions, which are not random, but
form a pattern or stages to achieving an end goal or objective (Mintzberg and Waters
1985). It is advocated that the approach to strategy making, is the result of a process that
is dependent on key characteristics, such as, the stakeholders of the firm and the
environment in which the firm operates (Eden and Ackerman 2000). The types of
strategies which emerge from such a process are claimed to be, on the one extreme,
deliberate and reflect a proactive approach on the part of the firm, or, at the other extreme,
emergent and reflect in this case, an evolving strategy on the part of the firm (Henry
2011). This depiction of the two extremes of strategy by the firm very much reflects
Whittington’s Generic Strategy Perspectives model discussed in Chapter 2, which has
been used to develop the CSR/strategy Interpretative Guide for this research and applied
to the six purposes of CSR, in the previous sections of this chapter (Whittington 2001). It
is claimed that an important part of the manager’s job is to identify the relevant
stakeholder of the firm and so gain a greater understanding of the interests and power of
these stakeholders, terming this process “stakeholder analysis” (Lawrence and Weber
2014, p.11).
Therefore, it is argued that stakeholder management is a process of managing
relationships that are deemed to be critical to the success of the firm and ensure that the
benefits, such as those depicted in section 3.6 above, for example, increased staff morale,
enhanced reputation and the building of links with the community, actually accrue to the
firm (Savage et al. 1991).
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It is claimed that the there are many examples of stakeholders being ignored and this has
resulted in negative consequences to the firm, also situations have emerged where the
views of stakeholders have been underestimated and have resulted in negative publicity
to the firm (Harvey 2011). For example, it is claimed that BP has been accused of ignoring
stakeholders and taking shortcuts, in relation to health and safety, and this has resulted in
two key major explosions. In 2010, the Deepwater Horizon rig exploded, killing eleven
people and spilling three million barrels of oil into the Gulf of Mexico and in 2005 the
company was responsible for the death of fifteen people in Texas, again, as a result of an
explosion in their oil rigs. The key criticism of the company was that its strategy of
excessive cost cutting, which it is claimed impacted its health and safety and its
mismanagement or failing to recognise its stakeholders (Bryant and Hunter 2010).
Therefore, it is advocated that it is in the firm’s best interests to consider how stakeholders
can affect them, to then go on to determine what influence these stakeholders have, try to
anticipate such influence and as such take a proactive approach in the management of
their stakeholders (Harvey 2011). Such a proactive approach depicts a deliberate strategy
on the part of the firm. In contrast, the BP case example above depicts an eventual reactive
strategy on the part of the firm, to respond to stakeholders and it is only, at this point in
time, that BP worked with and begun to manage their stakeholders (Bryant and Hunter
2010).
Yet, it is suggested that consumers in the western world are currently demanding two
conflicting things from producers, these relate to more value for money (due to falling
incomes) and more CSR, stating that, as consumers, they claim to worry about abusive
labour practices (The Economist 2014). Furthermore, it is argued that the British
supermarkets are very powerful, with the four big chains controlling 70% of the grocery
retail market and it is claimed to be putting pressure on suppliers, to keep the standards
up, in relation to labour and environmental issues. However, it is contended that these
retail chains are also caught up in a price war and as such are demanding conflicting
things from producers also and, therefore, when one considers the complexities in relation
to global supply chains, how feasible is it for firms to actually manage the process of
CSR? (The Economist 2014).
Therefore, it is advocated that, while the concept of stakeholder analysis is accepted as a
general principle, there is still a debate about how firms identify and determine types of
stakeholders, as inconsistencies still exist both within and between stakeholder groupings
(Welp et al. 2006). Various models for analysing and evaluating stakeholders have been
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put forward by the literature to assist the firm in gaining a greater understanding of the
firm’s stakeholders and these are discussed in section 3.8.3 below.
3.8.3 Stakeholder Analysis Models
As discussed in section 3.8.2 above, there are an array of models in the literature which
have been put forward, as a means by which the firm can carry out an analysis of its
stakeholders. However, as highlighted above, there is no consistent agreement as to how
to carry out the analysis. Appendix 11 provides a brief examination of the key models put
forward in the literature, in an attempt to find common characteristics, across the different
models suggested. The analysis spans from 1984 to 2013; the table outlines the author of
the model, the fulcrum or core emphasis of the model, what the model reveals and
concludes with the key characteristics of the model, showing common likeness of
characteristics across the models identified.
The common threads emerging from the analysis of the models portray four key
characteristics of the process of stakeholder analysis; these include the identification of
stakeholders, their interests, power and possible networks or coalitions the stakeholder of
the firm may form. Each of these four characteristics are discussed briefly below.
3.8.3.1 Identification of Stakeholders of the Firm
It is postulated that the literature has developed various refinements in how firms can
define their stakeholders (Kivits 2011). At one extreme, it is argued that, as the key goal
of the firm is profit maximization, the only relevant stakeholder to include is the
shareholder, very much reflecting the approach postulated by Friedman and outlined in
Chapter 2 (Ring 1994). On the other hand, it is suggested that, once an actor of the firm
has the ability to exert influence on the decision making ability of the firm, they then
become a stakeholder of the firm (Friedman and Miles 2006). This type of reasoning is
summed up as follows “if the actions can affect the firm it would be appropriate to address
them” (Jonker and Foster 2002, p.194). This very much reflects Freeman definition of
stakeholders, as depicted in Chapter 2. It is claimed that it is important for the firm, at the
end of this identification process to find “that ‘the voice’ of each stakeholder is identified,
be it an individual or a representative of a group” (Bryson et al. 2011, p.4). Furthermore,
in carrying out this identification stage of stakeholder analysis process, it is argued that it
is important to understand that, within firms, the process of stakeholder identification can
be grounded in a subjective assessment by the manager, as to who the stakeholders of the
firm are (Kolk and Perego 2014).
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3.8.3.2 The Stakeholder Interests
It is claimed that each of the firm’s stakeholders have a unique relationship with the firm
and that the challenge to managers is to identify the nature of their stakeholders interests,
identification of the key concerns of the stakeholders of the firm and an overall
assessment by the managers as to what these stakeholders want from relationship with
the firm (Freeman 1994). For example, shareholders have an ownership interest in the
firm, in return for their investment in the firm, they expect to receive a dividend and in
time an appreciation of their capital investment. In relation to customers of the firm, they
expect to receive fair value and quality in relation to the products they buy from the firm.
The employees expect to receive a fair wage and be able to develop their skills. Managers
are also employees and represent a substantial stakeholder. The Government, interest
groups and the community, it is claimed, relate to a broader stake in the firm and their
expectations may relate, for example, to protecting the environment, assure human rights
or advance some other social interest (Lawrence and Weber 2014). In addition, it is
argued that managers need to understand these complex expectations and interests of
stakeholders and realise that many of these interests are at times intersecting (Lawrence
and Weber 2014). For example, the employees have interests, as depicted above, in
relation to wages and skills development, but they are also, in many cases, part of the
local community, where other social interests, despite, at times, being broader in nature,
may also prevail.
3.8.3.3 The Stakeholder Power
It is claimed that the power and influence of the stakeholders of the firm represents a key
issue for the managers of the firm and need to be taken into consideration through gaining
an understanding of how stakeholders gain power and hold influence over the firm,
claiming that managers need a clear and thorough understanding of how power is gained
and maintained (Bakker and den Hond 2008). Appendix 12, Stakeholder Power in Action,
defines the four types of stakeholder power (voting, economic, political and legal power)
and highlights, through an example, each type of power, depicted in a practical manner.
It is contended that it can be a case that stakeholders can use many combinations of the
four power types, to exert pressure on a firm. (Lawrence and Weber 2014). For example,
human rights activists wanted to bring pressure on the Unocal Corporation to alter its
practices in Burma, where it had formed a joint venture with the Government there, to
construct a gas pipe. Critics accused the company of many human rights violations, during
the construction of the pipeline, these included forced labour and relocations. In an
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attempt to get the company to change such practices, activists organised protests with
shareholders (voting power), called for boycotts of Unocal products (economic power),
promoted local ordinances prohibiting cities from buying from the company (political
power) and brought a lawsuit for damages on behalf of Burmese villages (legal power).
It is suggested that the combination of these powers increased the chances of success by
these activists, by mobilizing many forms of power and eventually forced Unocal to pay
compensation to people, whose rights had been violated. In addition, the company agreed
to fund education and health care projects in the pipeline region (Lawrence and Weber
2014).
Yet, it is argued that these demanding stakeholders can gain power and legitimacy over
time and claim that how these stakeholders gain such power and legitimacy is given scant
attention in the literature, despite what is argued as a real threat to the firm and that “many
questions around the potential leverage of secondary stakeholders over firms remain
unanswered” (Bakker and den Hond, 2008 p.10).
3.8.3.4 The Stakeholders Networks
It is advocated that, by completing the identification, interests and power analysis,
outlined above, the firm is now in a position to detect possible coalitions that could
possibly form among stakeholders (Lawrence ad Weber 2013). In addition, it is claimed
that the issue of power is central to many stakeholder networks, as these networks can
greatly extend the power of stakeholders, who individually may not hold huge levels of
power, as in the case example of Unocal, cited in section 3.7.3.3 above, but collectively
can impact the firm, through their use of power (Bakker and den Hond 2008).
It is also argued that stakeholder networks have also become increasingly international,
due to technology and the use of the Internet, in particular, as a means to communicate
issue, which in the past, may have received only limited attention (Eisenbeis and Hanks
2002), for example, Mitsubishi, who, in 2000, formed a joint venture with the Mexican
Government, to mine naturally occurring salt deposits along the Baja California coast.
Environmentalists attacked the venture, as it was felt it would endanger the grey whales
that migrated each year to a nearby lagoon, to give birth to their young. These
environmentalists were able to use the Internet, and the media to publicise their campaign,
to boycott the buying of Mitsubishi products worldwide and to block the development of
the salt mine. The Mexican Government eventually cancelled the plans to develop the salt
mine (Eisenbeis and Hanks 2002). It is claimed that it was the combined force of the
different stakeholder groupings which reversed to decision to mine the salt deposits and
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makes coalition developments of stakeholders a “powerful strategic factor” for firms, in
the achievement of their objectives (Lawrence and Weber 2014, p.16).
The analysis of stakeholders can therefore, be seen, in general, as depicting four key steps
from identification of the stakeholders of the firm, to assessing the interests of the these
stakeholder, to depicting the power of the firms stakeholders and finally identifying
possible networks which would give greater voice or power to the stakeholders of the
firm.
3.8.4 The CSR/strategy Interpretative Guide
The following section will develop the CSR/strategy Interpretative Guide commenced in
section 3.2 of this chapter. The objective of the Interpretative Guide is to develop an
understanding of process of CSR. The following section will discuss the application of
the theory on the process of CSR, to the four strategy school; the actual application of the
CSR/strategy Interpretative Guide appears in Appendix 10.
3.8.4.1 The Classical Strategy School
For the classicalist, profit maximisation is the supreme goal of the firm. In relation to the
process of CSR, this is dictated by top management and the process of identification,
interest, power and possible network identification, is very much part of a well thought
through analysis, with emphasis on profit maximization, central to all decision making.
The firm will engage with stakeholders to the point that it is seen as necessary and not
beyond this point. The CSR initiatives decided upon in the end, will be seen as those
which help to build crucial relationships with stakeholders, always mindful of the profit
maximization objective. The plan is formulated to be implemented and the firm will in
the end craft a proactive deliberate CSR strategy to meet the needs of those stakeholders,
highlighted by the firm, as essential in achieving its goal of profit maximization.
3.8.4.2 The Processual Strategy School
The processual strategy school does not embrace the rational planning approach central
to the classical approach discussed above. In relation to the process of CSR for the
processual strategy school, the plan is not the process of CSR, as applies to the classicalist.
The behaviour that follows dictates the process. The firm may go through a type of
process, dictated in many cases, by the models discussed earlier in this section, in terms
of identification of stakeholders, assessing interests, power and possible networks of
stakeholders, but the behaviours which follow such analysis dictate the actual process.
The CSR activities agreed on, the stakeholders who are responded to and the stakeholder
94 | P a g e

relationships built by the firm, are evident by the behaviour be members of the firm, there
can be major gaps between formulation and actual implementation action which may
precede formulation. The process of CSR represents an emergent sequence of activities,
which develops over time through negotiation and compromise by the members of the
firm.
3.8.4.3 The Systemic Strategy School
The systemic strategy school does embrace the planning approach, but not to achieve the
goal of profit maximization, the systemic firm sees their plan very much rooted in the
society, in which they operate. In relation to the process of CSR for the systemic firm, a
type of process discussed earlier in this section, in many cases is applied by the firm. This
would entail identification of stakeholders, assessment of interest and power of
stakeholders and an examination of the possible networks which could emerge. The core
of the process for the systemic firm would be the emphasis on dialogue with stakeholders
and the continuity, in terms of building relationships with these stakeholders and the plans
for CSR would emerge from such a process. The key litmus test for the systemic firm in,
for example, in reviewing CSR proposals, would be to ask “what impacts will this have
on our stakeholders?” this very depicts the issues raised in Chapter 3, in relation to
Stakeholder Responsibility. This building of links with their stakeholders in society is
critical and the systemic firm is very much aware of the integration of stakeholders, in
terms of employees also being community stakeholders and the importance of being and
being seen to be genuinely working with building the business/society links in a consistent
manner. Managers are generally part of the society and community and harmonization
does not really need a formal analysis process as such. The strategy of the firm is
therefore, a proactive, deliberate strategy to build and strengthen links with society.
3.8.4.4 The Evolutionary Strategy School
In relation to stakeholder management for the evolutionary strategy school, and given the
multitude of stakeholders and the inconsistent wishes of different stakeholder groupings,
it makes it impossible for a deliberate approach to work, as the response to stakeholders
evolves in response to the market, not through stakeholder analysis. In relation to the
process of CSR, the evolutionist will take their cues from the market and in particular,
the market leaders, in relation to what CSR activities to engage in and what stakeholders
to build relationships with. The process of stakeholder analysis and models discussed in
the sections above, would not be considered important or relevant by the evolutionary
strategy school. These firms would consider such a planned approach as a waste of
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resources and would conclude, that any benefits which would accrue from such an
approach would be short lived, as other firms would copy and, so, their competitive
advantage would be eroded. Therefore, the evolutionists believe their profit maximization
goal best achieved by observing what the market members are involved in relation to CSR
and, in particular, the market leaders and getting involved in small initiatives to copy what
is being done, but only to the extent that they deem is necessary and not beyond. Any
CSR activities beyond this point would be deemed wasteful and at odds with the profit
maximization approach. The process of CSR is therefore, seen as a reactive and very
much an emergent strategy.
Appendix 10, the application of the CSR/strategy Interpretative Guide to the process of
CSR, provides a framework in which to examine the process of CSR for the firm. It
depicts the difference in understanding and perception of the process of CSR, in relation
to the four strategy schools, highlighted in the CSR/strategy Interpretative Guide and
discussed above.

3.9 Conclusion
This chapter charted the purpose and process of CSR, as postulated by the literature. The
purpose and process of strategy, depicts the foundation of the Whittington Generic
Perspectives on Strategy and the four strategy schools (discussed in Chapter 2) are
contingent on the purpose and process perspectives. In applying the CSR/strategy
Interpretative Guide, this chapter provides the theoretical understanding of initially the
six purposes of CSR, as to what these purposes of CSR entail for the firm, the key factors
in relation to them and each section concluded with the application of the purpose to the
CSR/strategy Interpretative Guide. The chapter then addressed the process of CSR and
applied this process to the CSR/strategy Interpretative Guide also. Therefore, the chapter
addressed one part of the research, in that it succeeded in applying the theory of strategy
with the theory of CSR, using the CSR/strategy Interpretative Guide. This is the first time
such an analysis has been undertaken. In addition, the CSR/strategy Interpretative Guide
forms the foundation for the research, in terms of the cognitive space of the managers’
interviewed, which follows. This second part of this research will examine the cognitive
link between CSR and strategy, among managers operating in Ireland. The results of this
second part of the study will be used to map the theory of the CSR/Strategy link, as
depicted in the CSR/strategy Interpretative Guide, to the manager’s cognitive space.
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Chapter 4, which follows, will discuss the methodology applied, in identifying the
cognitive link between CSR/Strategy, among the managers interviewed.
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Chapter Four
Methodology
4.1 Introduction
The focus of this chapter is to discuss the methodology applied to this research study.
Initially, the chapter will reiterate the research aims and discuss the structure and scope
of the methodology, in achieving these research aims. As the research question of this
study is to explore what is the cognitive link between CSR and strategy among managers,
operating in Ireland, one of the central features of this chapter is to examine and evaluate
the cognitive approach to research and its use, to date, in management research, which is
discussed to give context to the methodology and review the reasons for the chosen
methodology. Furthermore, the chapter will discuss a detailed outline of the research
framework for this research study, discussing the parameters and scope of the
methodology chosen, in achieving the research aims.

4.2 Structure and Aims of the Methodology
The aim of this research study is to explore the cognitive link between CSR and strategy
among managers operating in Ireland. Much of the literature stresses the link between
CSR and strategy and many companies claim they use CSR as a strategic tool in strategy
execution. In a special report by Business in the Community (Ireland), it is claimed that,
while CEOs acknowledge that addressing social issues are an important consideration for
overall company success, they appear to be struggling on how to integrate CSR into their
corporate strategy (Business in the Community 2012). Therefore, the research question
of this research study is to explore what the cognitive link is between CSR and strategy,
among managers operating in Ireland. The key research aims which result from the above
research question are as follows:
1. To evaluate the relative importance of CSR components in the minds of CSR
managers in Ireland.
2. To create a typology or framework of how CSR managers operating in Ireland
synthesise their understanding of CSR and strategy.
It is suggested that, in order to formulate the most appropriate methodology to answer
key research questions, an overview of the philosophical underpinning of the research
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needs to be identified, as an important first step in deciding on the most appropriate
methodology (Adcroft and Willis 2008).
It is contended that, in relation to the two key philosophies open to the researcher, in
addressing their research aims, they are defined as follows: “positivist management
research is based on empirical social science methods with an emphasis on validity,
reliability and generalisations” while phenomenological management research stresses
the, “trustworthiness and authenticity” of each individual study and a “shared
understanding” between researcher and subject (Quinton and Smallbone 2005,
pp.301,303). In general terms, the two approaches have been summed up as:
“phenomenological approaches are often associated with qualitative orientations and
positivists positioning with quantitative techniques” (Fawcett and Hearn 2004, p.204205).
In relation to this study, the type of phenomenological approach chosen relates to
cognitive mapping methods (discussed below). These mapping methods have been
developed in an attempt to capture thinking, in the form of information structures of the
individual, known as mental models (Clarkson, 2008). It is contended that such cognitive
maps are used throughout the strategic management research where a number of different
types of cognitive mapping methods are applied to map the mental models of decision
makers, as discussed below (Huff, 1990). Therefore, the approach chosen for this study
must allow the researcher to engage with the individual manager and to gather data on
their personal constructs (information structure, datasets) that contribute to their
understanding of CSR and connect these outcomes to the strategy orientation of the firm.
Hence, this study does not support a positivist approach for the following reasons:
1. In terms of the literature, there is little research in the area of CSR and its link to
strategy, with which testable hypotheses might be produced. This research study
will further test the generalisability of the Whittington Generic Perspectives on
Strategy Model (discussed in Chapter 2) and assess how CSR fits in/or does not
fit into the strategy orientation of the firm (Whittington 2001). It is contended that
this approach to testing a model, represents a process of taking theory through a
variety of different contexts, in order to test and define its “validity claim”
(Schoyogg and Geiger 2007, p.83). It is argued that such an approach will stretch
knowledge on where theory can and cannot be applied (Adcroft and Willis 2008).
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2. With little previous research in this area to employ, the methodology cannot be
fully consistent with a positivist approach, where it is claimed that, positivists
“seek cause and effects laws that are sufficiently general in nature to ensure that
a knowledge of prior events enables a reasonable prediction of subsequent events”
(Noblitt and Hare 1988, p.12). Yet, this study could be in the future used as a
foundation to generate such a positivist approach.
Therefore, in relation to this study and the research aims outlined above, the appropriate
methodology is closer to a phenomenological orientation for the following reasons:
1. As stated in Chapter 1, the term cognition refers to that which is outlined by
Kelly’s theory of personality (Kelly, 1953). It is contended that people engage in
the process of understanding and making sense of the world around them, with
the aim of Kelly’s personal construct theory being to gain an insight into the
individual’s thoughts (in this case the CSR manager) and what is referred to as
construct sets (the building blocks for making sense of the individual’s world
around them) (Kelly, 1953; Eden and Jones, 1984; Sternberg and Sternberg,
2009). The study relates to the cognition, not action, of the manager and, as such,
an appropriate approach is closer to that which is described as being concerned
with establishing and searching for evidence, which is considered valid, in
relation to the existence or non-existence of phenomena (Phillips 1990). In the
case of this study, it is concerned with developing an insight into how CSR is
understood and conceptualised by managers and how it interacts with strategy.
2. The study is not concerned with making claims about absolute truth through the
establishment of laws or generalisations, as in the case of a positivist orientation
(Crosson 2003).
3. The study does not purport to support propositions drawn from a view that CSR
does interact with strategy using the CSR/ Strategy Interpretative Guide,
developed in Chapter 2 and 3. Instead, the study relates to rich descriptions, not
verification or falsification, as may apply to the model itself (Easterby-Smith et
al. 1996).
4. It is advocated that a phenomenological orientation of a study enables one to test
ideas against the limits and to avoid being dictatorial in this study (Popper 1959).
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5. It is contended that the phenomenological orientation assumes that conclusions
are subjective and mentally construed by the researcher from the individual
manager and enables the researcher to study a small sample size, in an in-depth
manner and so can establish “warranted assertibility, as opposed to absolute
truth” (Crosson 2003, p.54).
From the above discussion and more specifically points one to five above, the research
aims of this study are more open to a phenomenological methodology. Within the
phenomenological methodology there are a range of possible methods. Since the aims of
this study relates to the cognitive states of managers, then this study lends itself to
cognitive mapping methods, as stated above. This approach brings the additional
advantages in that it allows the researcher to engage with the individual manager and to
gather data on their personal constructs (information structure, datasets) that contribute
to their understanding of CSR and connect these outcomes to the strategy orientation of
the firm.
Therefore, the context of industry, firm and individual characteristics of the manager
should be as varied as possible, to establish a range of possible links between CSR and
strategy. For example, this study is not concerned with factors such as age or employment
history. The key prerequisite for a manager to be included in the study, is that they are
key decision makers, in relation to CSR within their firm. Neither, is it necessary, or
indeed productive, to dictate industry or firm size, as it is unlikely to show these factors
as drivers of similarities or differences in personal constructs, as this is not the aim of the
study. In addition, the study does not concern itself with examining the manager in their
working environment and, therefore, a detailed case study would not satisfy the aims of
the study directly, although it could be the aim of a further study. The key requisite of the
study in achieving the research aims, as set out above, is to ascertain how managers
conceptualise CSR and its link with strategy within their firm. Furthermore, different
techniques could be applied to establish generalities and specifities of these links in
context, but this would constitute a different study grounded in the conclusions of this
research.
To summarise therefore, a phenomenological orientation is adopted, as it seeks to
examine at the micro level of the individual manager, the link (if any) between CSR and
strategy. The focus is on the meaning placed by the manager on this link as (if) it exists
for them and the methodology will seek to explore the mindset of the manager, in relation
to their understanding of CSR in their firm.
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Table 4. 1 Summary of this research study approach in relation to the
Philosophical underpinnings
Issue

Approach

Literature
approach

Philosophical Orientation

Phenomenological

(Adcroft and Willis 2008),
(Mangan et al. 2004), (Usunier
1998), (Schroyogg and Geiger
2007), (Bryman 2005), (Shugan
2003), (Baldridge et al. 2004),
(Easterby-Smith et al. 1996).

Purpose of the research

Stretch knowledge

(Adcroft and Willis 2008),
(Mangan et al. 2004).

Output/contribution

Stretch knowledge, test theory
in use, in terms of extending
applicability and provide a
platform for future research,
which may be positivist in
nature.

(Easterby-Smith et al. 1996),
(Adcroft and Willis 2008),
(Crosson 2003), (Jankowitz
2004).

supporting

Source: compiled by author

Table 4.1 provides an overview of the previous discussion depicting a phenomenological
approach to the methodology for this study. Therefore, this study lends itself to a key
research methodology, that of mind mapping, to explore the managers’ cognitive space,
in relation to evaluating the relative importance of CSR components, in the minds of the
managers and to gain an insight into how these managers synthesise their understanding
of CSR and strategy. The process of CSR (the second key input to the CSR/strategy
Interpretative Guide), will be explored through an additional research tool, an attitude
survey. An open ended question is also included in the interview with the manager, to
determine what constitutes success in CSR for the manager interviewed. Therefore, this
methodology was extended to use, what is referred to as a mixed methods approach,
which incorporates a number of research tools, in the achievement of the research aims
and it is contended that such an approach can enhance the value and overall strength of
research findings (Jack and Raturi 2006; Eisenhardt 1989). The following sections will
provide a discussion and justification for the above research approach. Initially, the
discussion will center on the core research tool chosen that of mind mapping the cognitive
space of the managers interviewed. The discussion will then develop to review the use of
an attitude survey and open ended question, to address the process of CSR and give
further context to the manager’s cognitive space.
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4.3 A review of Mapping Methods
It is advocated that mapping methods have the potential to shed new light on how various
aspects of topics are perceived, in this case by CSR managers (Jankowicz 2004). In
addition, it is claimed that mental maps provide a vehicle to study personal constructs
(datasets) and can record and analyse the maps of individuals (Jankowicz 2004).
However, it is argued that cognitive maps cannot claim to completely represent human
cognition and thinking in its totality (Eden 1992). Therefore, it is contended that what has
resulted is the development of different mapping methods, each of which encapsulates a
different dimension of the territory under study (Fassin and Buelens 2011).
In relation to this study, the key requirement is that the technique chosen must have the
ability to gain an insight into individual cognition. In addition, the availability of a
suitable and easy to use computer application, where the managers’ understanding of CSR
and how it relates to strategy, are elicited. In reviewing the vast array of cognitive maps
that exist, it is suggested that these cognitive maps can be classified under five key
categories (Huff 1990). It is argued that this categorisation of cognitive maps
differentiates the different mapping models based on the purpose of the mapping, the
interpretative input from the researcher and the parts of the knowledge structure captured
(Fassin 2011).
Appendix 13 summarises a review of the key categories of cognitive maps, to ascertain
the most appropriate for this study. In reviewing this summary analysis of mapping
methods, it demonstrates the bi-polar extremes of mapping methods; at one end, is a
model where verbal expression and associations are taken as a direct indication of the
mental activity of the respondent, for example, word associations. At the other end, a
much more complex mapping model, which examines deeper underlying meanings and
which depend on the researcher to interpret (Swan and Newell 1994). In summary,
Method 1, relates to maps that assess attention, association and importance of concepts.
These maps are general in nature and would have limited use for this study. Method 2
depicts maps that show dimensions of categories and cognitive taxonomies and offers
basic evidence of managerial cognition, this method is well developed and has scope to
be used across a wide range of areas. This mapping method lends itself to obtaining rich
data on individual cognition and will help identify links, to gain an understanding of the
relative importance of CSR components in the mind of the manager and show and
prioritise relationships between constructs (datasets). This mapping method is therefore
accepted to use in this research study. Method 3 depicts maps that show influence,
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causality and system dynamics. The focus on these maps is on how the current situation
is explained, in terms of previous and future changes, the core of this method is on helping
to develop causal relationships. This method of mapping is used across the field of
strategic management. Causal relationships are not the concern of this research study, as
discussed above, and this method is, therefore, rejected. Method 4 depicts maps that show
structure of argument and conclusion. The focus is on the explicitly and assists in the
areas of problem solving and decision making. This mind mapping method is not
applicable to this research study, as the aim is not to determine the logic behind the
managers’ personal constructs, but to determine what they are. Method 5 depicts maps
that specify schemes, frames and perceptual codes. The focus on these maps it to arrive
at a more complete analysis of the mental model, by including past experiences. The
disadvantage of this mapping model is that it is highly interpretative and difficult to
replicate, so it is less reliable and is, therefore, rejected for use in this study. Therefore,
as stated above, Method 2 – Maps, which show dimensions of categories and cognitive
taxonomies, depict the most favourable method for structuring this study.
The study, therefore, centers on the eliciting of individual constructs (datasets). The
methodology proposed should, therefore, apply tools which enable key constructs or
construct groups that reflect how CSR is understood and interacts with strategy for the
manager. It is also important that any constructs derived from the study should be precise
enough to reveal the degree of alignment or non-alignment with the CSR/strategy
Interpretative Guide, developed in Chapter 2 and 3. In developing the appropriateness of
this research approach, the following section examines personal construct theory, which
depicts the foundation on which the cognitive mind mapping is based and, thus, gives
further context to the methodology chosen.

4.4 The evolution of mind mapping methods through Personal
Construct Theory (PCT)
The primary objective of the mind mapping technique chosen is (as stated above) to
explore the personal views of managers, as to their understanding of CSR and these
personal views, are known as constructs (Alexander et al. 2010). It is claimed that the
Personal Construct Theory (PCT) was developed by Kelly in 1955, as part of the Theory
of Personal Constructs (Jones 2002). It is postulated that PCT was first promoted as a
theory of personality, but later it evolved to have a more limited role in the theory of
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cognition (Reger and Huff 1993). Construct theory represents a way of supporting a
phenomenological approach, described above, rather than being a mere technique. Table
4. 2 outlines the key premises on which PCT is grounded.

Table 4.2 The Key Premises on which PCT is grounded
Key premise in relation
to constructs

Impact/implication

Writer

An individual develops
their own personal
theories, through
personal constructs.

These constructs depicts the individual’s way of
organizing, understanding and negotiating their
environments.

(Shaw 1980)

These construct sets have
a core purpose for the
individual.

The constructs help individuals foresee events
in their world and as such guide their behaviour
and attitudes.

(Zuber-Skerritt and Roche
2004)

These personal construct
are constantly tested.

The constructs are tested against experiences of
the individual and are disregarded, if they fail to
provide meaningful understandings to the
individual.

(Zuber-Skerritt and Roche
2004)

Individuals anticipate
and explain events in
their world through the
organisation of
perceptions, called
bipolar constructs.

This idea of bipolarity suggests that the meaning
of a particular word is not determined by the
word itself, but by its opposite.

(Zuber-Skerritt and Roche
2004; Marsden and Littler
2000).

Individuals use these
bipolar constructs to test
theories

These bipolar constructs form the foundations
of the individual’s personal constructs.

(Alexander et al. 2010)

The bipolar constructs
have one preferred side

This reflects the individual’s preferred
motivation or perception.

(Wright 2008)

Constructs go through
continuous revision

These constructs are continuously revised,
through experience, which leads to further
thought and evaluation.

(Zuber-Skerritt and Roche
2004)

Constructs are unique to
the individual

The constructs while unique to the individual,
can be similar to others; and influenced by the
society and the world external to the individual.

(Wright 2008)

The constructs are
arranged in an order or
hierarchy

Some constructs are not likely to change, while
other constructs are open to change, through life
experiences.

(Wright 2008)

Source: Compiled by author
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Table 4.2 depicts the key premises, as advocated by the literature, on which PCT is
grounded. Therefore, it is suggested that PCT is very much founded on the premise that
the individual is constantly trying to make sense of the world around them and the aim of
PCT is to gain an insight into the individual’s thoughts and construct sets, which they
refer to as building blocks for making sense of the individual’s world around them (Eden
and Jones 1984). It is contended that, initially, Kelly devised the Role Construct
Repertory Grid (RCRT) to establish the personal constructs of the individual, since then
it has undergone a number of modifications’ resulting in the Repertory Grid Technique
(RGT) (Grice 2002; Kelly 1955). Therefore, construct theory and the RGT provides a
means of supporting a phenomenological orientation and its application is very much
grounded on phenomenological theory, as discussed above, rather than constituting a
mere technique.

4.5. The Cognitive Approach in Management Research.
It is advocated that such a cognitive approach to research, in terms of capturing the
manager’s mental interpretation of issues, has been applied to many strategic
management studies (Barr 1998). In addition, it is postulated that much of the research
on CSR to date relates to “analysing CSR by examining CSR” and it is claimed that, in
reality, decisions made regarding CSR activities are made by managers and their
cognitive structure is, therefore, impacting on how and on what decisions are made (Basu
and Palazzo 2008, p.124). It is claimed that, by adopting a cognitive approach to our
understanding of CSR, it will possibly strengthen our analysis of CSR and that such an
approach has the potential to shed new light on many aspects of how topics related to
CSR are perceived (Fassin et al. 2011), for example, in a research study examining small
owner-managers perception of business ethics and CSR related concepts and, in addition,
on a study undertaken on Corporate Governance in the debate on CSR and ethics (Fassin
and Rossem 2009). Appendix 14, Summary of key studies using the RGT in the area of
CSR and management research, gives an outline of studies using this cognitive approach,
RGT to their research studies; these will be discussed in more detail below. Table 4.3
outlines a sub-section of these authors and title of their research, across the field of
management, using the RGT as their key research tool.
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Table 4.3 An outline of a sub-section of key studied using RGT in the area of
Management and Strategy
Author

Title

(Fassin et al. 2011)

Small-business owner-managers perception of business ethics and CSR-related concepts.

(Fassin and Rossem
2009)

Corporate governance in the debate on CSR and ethics. Sensemaking of social issues in
management by Authorities and CEOs

(Millward et al.
2010)

“Catch me if you can” A psychological analysis of managers’ feedback seeking

(Wooten and
Norman 2009)

Using repertory grids in tourism event management

(Wright 2008)

Eliciting cognition of strategising using advanced repertory grids in a world constructed
and reconstructed

(Song and Gale,
2008)

Investment Managers’ work values by repertory grids

(Rogers and Ryals
2007)

Using Repertory Grid to access the underlying realities in key account relationships
(KAR)

(Koners and Goffin
2007)

Managers perception of learning in New Product Development

(Panagiotou 2007)

Reference Theory: strategic groups and competitive benchmarking

Source: Compiled by author, taken from the analysis of twenty two studies examined using the RGT, in Appendix 14

Table 4.3 gives an outline of the use of the RGT research tool, in the area of management
and strategy, spanning across the key functional areas of human resource management,
marketing, production, in addition to strategic management and leadership. It is argued
that the RGT is a flexible research tool and therefore, there are various ways in which it
can be applied (Bannister 1962). Therefore, given the flexibility of the approach, it was
considered necessary to establish what type of principles are emerging from previous
studies, which could assist in developing the parameters of this study. To address this
issue, as mentioned above, an analysis was undertaken of twenty repertory grids studies
used across the CSR, strategy and management fields from 1993 to 2011, the studies are
depicted above in Table 4.3 and an extended analysis of these studies appears in Appendix
14. The purpose of this analysis was to assist in clarifying the approach used by these
researchers. For example, issues examined included the sample size chosen, the issue of
whether elements are supplied, whether constructs were supplied, the number of elements
and constructs and whether additional research tools were used. It is advocated that
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additional research tools could be deemed necessary to ensure relevance and consistency
of data collected (Panagiotou 2007).
A noteworthy observation in relation to the above analysis of the management research
is that 18% of the studies supplemented the repertory grid research instrument with a semi
structured questionnaire. This study included an attitude survey and an open ended
question, to capture the process of CSR for the managers interviewed. In addition, an
open ended question was included at the end of the interview, to ascertain what
determined success of CSR for the manager, to give further context to the interview (these
will be discussed below), thus supplementing the RGT, in achieving the aims of the study.
Therefore, the analysis assisted in ascertaining the key features of these studies, which
helped to make the repertory grid findings for this study more applicable and robust. For
example, the studies highlighted that it is acceptable (and does happen in practice) to
supply of elements (these will be discussed below), at the outset of the interview. For
example, sixteen of the twenty studies supplied the elements to the respondents. Of these
sixteen studies, the average number of elements given was eight (leaving out the Reger
and Huff study, where eighteen elements were provided and the Marsden and Littler
study, where thirty elements were given, as this would distort the average and would be
considered outliers) (Marsden and Littler 2000; Roger and Huff 1993). In relation to this
study, the final number of elements supplied totaled six. It is argued that “six elements
provide adequate variability in the construction of constructs” (Boyle 2005, p.182). The
rationale for using six elements for this study is discussed below.
In addition, in relation to the sample size, it is claimed that between fifteen and twenty
five interviews is an acceptable number of interviews to generate sufficient numbers of
constructs (Fassin et al. 2011). In the analysis of studies using the RGT, in Appendix 14,
an average of sixteen interviews were undertaken (leaving out studies with teams of
researchers, as these studies would not be applicable to PhD research). This study
interviewed thirty one managers and this will be discussed below. The analysis in
Appendix 14 assisted, therefore, in establishing that this study operates within normal
parameters of the field and contributed in the development stage of this study.
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4.6 The applicability of RGT as a mind mapping model for this
research
The RGT emerges as a very useful technique in achieving the research aims, in that it is
claimed that (in line with PCT outlined above) the RGT elicits bipolar constructs through
an interview, where a set of elements are provided, and in which bipolar constructs are
established by the respondent, with the relationship between these elements being
established (Fassin et al. 2011). The elements for this study were formulated by the
researcher, since the intention was to learn more about these key aspects of CSR, through
construct elicitation, in relation to the purpose of CSR and to compare the responses of
the managers interviewed. These elements were developed from the literature review in
Chapter 2 and 3, depicting how CSR is defined in the literature and resulted in the
extrapolation of six key components of CSR, emerging across these definitions examined.
Table 4.4 below outlines the key justification for using the RGT for this research study.

Table 4.4 Justification for using the RGT as a research tool for this research
Justification for using the RGT as a research tool for this research


It is claimed that the use of RGT provides lower risk of researcher bias compared to other mapping
methods (Alexander 2010). The RGT provides a means by which an understanding of CSR and how
it interacts with strategy can be explored, with lower risk of bias from the researcher.



It is contended that the RGT is very helpful in investigating complex issues in management, although
its use in the business/society field has been limited to date (Bendixon and Thomas 2000). The RGT
provides a means by which the relative importance of the components of CSR can be evaluated.



It is advocated that the flexibility of the RGT can ensure it is tailor-made to suit the research aims
(Bannister 1962). The elements can be provided to the manager in order for them to develop
constructs (datasets), in this case, in relation to the components of CSR.



It is argued that the RGT provides a means by which in-depth information can be obtained (Boyle
2005). This can be used to ascertain how managers understand CSR and how CSR interacts with the
business strategy of their firm.



It is suggested that the RGT provides an opportunity to gain a greater understanding as to how
managers understand and enact the concept of CSR and so shed light on how the implementation
process takes place (Fassin et al. 2011).



In addition, it is contended that adopting a cognitive approach, as dictated by the RGT, can help
identify how managers make sense of CSR and how it interacts with strategy within the firm (Fassin
et al. 2011). The results can be used to align the outcomes, using the CSR/strategy Interpretative
Guide (developed in Chapter 2 and 3).

Source: compiled by the author
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As depicted in Table 4.4, the RGT provides an appropriate technique to achieve the aims
of the study. Computer programmes are available which enable the researcher to apply
this technique in a comprehensive, yet, user friendly manner.
In assessing the various computer packages that have evolved over time in relation to
RGT, this study has a number of requirements from both a practical and research
perspective. The following is an outline of the software requirements used to assess the
key software packages available:

Table 4.5 Research requirements in relation to the software used in the study
General Requirements

Practical Requirements

Compatible with Windows operating system

YES

Be operable on a laptop

YES

Emulate Repertory grids

Research Requirements

YES

Can manage a number of grids sizes, not an issue.

YES

Ability to conduct statistical analysis.

YES

Data is capable of being saved on hard drive and/or
similar device

YES

The respondent can share responses

YES

Data analysis facilitates cross interview evaluations.

YES

Elements provided

YES

Single interview sufficient

YES

Methods applied in the past with success

YES

Cost effective

YES

Effective for non-specialist users

YES

Adequate supports to researcher

YES

User friendly

YES

YES

Source: compiled by author.

Table 4.5 depicts the key requirements in relation to the choice of a computer package
which would be deemed applicable for this study. The choices of computer packages
available are vast and varied. Table 4.6 assesses five computer packages chosen for
evaluation, in order to arrive at the most appropriate for this study.
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Table 4.6 Repertory Grid Software Platforms – The Key Options
Computer Package

Brief analysis

Omingrid

This computer programme is quite limited in its capacity to
analyse data. This would therefore not be appropriate to this
research project.

Circom grid

The computer programme is deemed limited as it is restricted to
sixteen elements and constructs and only one grid can be
analysed, in addition, it is not possible to save data. This therefore
is not appropriate for this research study.

Gridstat

The computer programme is written only for DOC operating
systems. This therefore is not appropriate for this research project.

Enquire Within

This computer programme facilitates ease of use of RGT and it
has been used in a wide variety of business and management
applications. It presents simple dendograms, highlighting the
correlations between elements and constructs. Its analytical
abilities does satisfy the level of analysis required for this
research. The cost is minimal and the support is of a high standard
and user friendly. This would therefore satisfy the requirements
of this research project.

Idiogrid

This computer package allows the researcher to enter, view and
manipulate a wide variety of repertory grids. It is a more
comprehensive and complex package than the Enquire Within
package outlined above. While it does provide higher levels of
analysis, it is not as user friendly from the respondent’s viewpoint
as Enquire Within and it would take more time to complete. The
time consideration is a key factor, which will be discussed below.

Source: compiled by the author from (Scheer 2015; Grice 2002)

Table 4.6 gives a brief outline into the computer programmes available to the researcher.
Enquire Within was chosen, as it provided the necessary depth of analysis required and
addressed the key considerations highlighted in Table 4.5 for this research. In particular,
Enquire Within is compatible with Windows, it can be used on a laptop, it is user-friendly,
adequate supports are available, minimal costs apply, it is effective for non-specialist
researchers, and it can be completed without major time delays, in terms of training and
support.

4.7 The applicability of an attitude survey for this research
As stated previously, this research study included a mixed method approach, in relation
to the methodology chosen, in that, in addition to the RGT technique discussed above,
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the study also included an attitude survey and an open ended question. The objective of
the attitude survey was to gain an insight into the process of CSR, used by the manager
within their firm. The purpose and process represented the two component of the
Whittington Generic Strategy Perspective Model and the attitude survey provided the
technique to capture the process of CSR or stakeholder management for the manager
interviewed, with the purpose captured in the use of the RGT, discussed above. The
attitude survey was formulated from the literature review, on the process of CSR,
discussed in section 3.8 in Chapter 3.
In relation to the process of CSR, as discussed in Chapter 3, the four key components of
stakeholder management, in terms of the identification of relevant stakeholders, their
interests, their power, and the likelihood of forming coalitions, were examined. The
survey, therefore, took the form of ten rating scales, reflecting these four issues of
relevance, interests, power and coalitions, in relation to the stakeholders of the firm, in
which the manager worked in. In addition, an open ended question was included at the
end of this survey for the manager, to outline the actual process of CSR used by their
firm. A copy of the attitude survey appears in Appendix 16. Therefore, this survey assisted
in gaining an insight into the process of CSR used by the firm the manager worked in and
helped ascertain, if such an approach dictated a deliberate or emergent strategy on the
part of the firm.

4.8 The applicability of the open ended question to this research
As stated in section 4.3 above, the mixed method approach used in the methodology for
this research study, included an open ended question. The purpose of this question was to
ascertain what determined success in CSR for the manager in their firm. This question
helped to build context, in relation to the manager’s understanding of CSR and what their
perception was of the actual benefits accruing from CSR. While the RGT would help to
ascertain the relative importance of the benefits of CSR, these actual benefits or outputs
of CSR were identified in this question. The open ended question represented a form of
laddering down, in that it identified in a consistent way, across the thirty one interviews,
what the actual benefits of CSR were for the managers interviewed and embedded the
question in a formal manner across the interviews. The open ended question was asked at
the end of the interview, after the completion of the attitude survey, to elicit what these
managers considered successful outcomes of CSR.
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4.9 The applicability of the pro-forma document to this research
A pro-forma document was formulated to record all data pertaining to each interview.
This pro-forma document consisted of four sections. Section 1 related to a company
context and recorded a brief background on the firm the manager worked in, prior to the
interview, to give context to the interview. Section 2 recorded what the interviewer would
expect, in terms of results of the interview. This was undertaken prior to the interview, to
give a preliminary assessment as to the possible type of results which may emerge. It
provided a means of comparison after the interview, in terms of the managers’ cognitive
space. This pro-forma document also included the actual results of the repertory grid
interview, in terms of analysis of outcomes and the construct categorization and
interpretation. Section 3 reviewed the results of the attitude survey and open ended
question discussed above. Section 4 recorded a broad assessment of the findings using
the CSR/strategy Interpretative Guide. A copy of the pro-forma document appears in
Appendix 17. The actual RGT results were recorded using the Enquire Within software
described above. The results of the construct construction and categorization of constructs
are recorded on a dendogram, a graphical representation of the RGT results. The aim of
the pro-forma document was not to duplicate the recording of interview data, but to
provide a means of completeness, in terms of bringing together and recording the various
components of the overall interview and preliminary work prior to the interview, in a
complete and consistent manner, across the thirty one interviews undertaken.

4.10 How the methodology chosen related to the research aims
As discussed above, the aims of the study were achieved through a combination of
research tools including, the application of the RGT, an attitude survey and an open ended
question, as discussed above. Desk research was also used to build data on the company
the manager worked in, to give context to the overall interview and the pro-forma
document was used to record the various components of the overall interview. Table 4.7
outlines how the research methodology chosen relates to the aims of the research.
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Table 4.7 Matching the methodology chosen to the research aims
Research Tool

Literature Review (identifying the
components of CSR and strategy literature and
models
Mapping the theory of CSR with the theory of
strategy
Desk Research (research of companies the
managers worked in, to give context to the
overall interview)
The development of a pro-forma document to
record the interview details, findings and
provide preliminary analysis of results.
RGT (to explore the purpose of CSR)
Attitude Survey (to explore the process of
CSR).
Open ended question (to give further context
to the interview).
Mapping results of empirical research to
CSR/strategy Interpretative Guide
Developing of an individual mind map of the
manager to depict purpose, process, what
determines success in CSR for the manager
and a brief company background.
Mapping the results of the managers’
cognitive space to the Whittington Generic
Strategy Perspective quadrant model to
identify the link between CSR and strategy
and the key themes emerging

Research aim 1
To evaluate the relative
importance of CSR
components in the minds
of the CSR managers’
*

Research aim 2
To create a typology or
framework of how CSR
managers synthesise their
understanding of CSR
*

*
*

*

*

*

*

*
*

*

*

*

*

*

*

*

*

Source: Compiled by author

Table 4.7 depicts how the research tool chosen relate to the research aims of the study. It
is noteworthy to observe that each phase of the research study from the initial literature
review signifies a key component into the overall methodology chosen and the literature
review in Chapter 2 and 3 forms the foundation of this methodology.

4.11 Operationalising the chosen Methodology
4.11.1 An overview of the Methodology in Practice
Taking these research tools as depicted in Table 4.7 above a stage further, Table 4.8
outlines the methodology to show the inter-linking process described above.
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Table 4.8 An overview of the Methodology
Six aspects of CSR
(Dictated by the literature Review)
↓
Development of Interpretative Guide
(Derived from mapping the six aspects or purposes of CSR along the Whittington Generic Strategy
Perspective Model, to develop the CSR/strategy Interpretative Guide, mapping the theory of CSR to
the theory of strategy)
↓
The elements of the Repertory Grid
(Derived from the Literature Review)
↓
Development of a Pro-forma Document
(to record data pertinent to the planning, interview and post interview analysis phases of the research)
↓
Eliciting of constructs using the RGT
(Defines the mental space of the manager)
↓
Rating of constructs using the RGT
(Highlights the strength of the linkages)
↓
Completion of Attitude Survey
(To depict the process of CSR for the manager)
↓
Completion of the Open ended question
(To ascertain what determined success of CSR for the manager)
↓
Development of a mind map for each manager
(this mind map is a synopsis of the data gathered throughout the interview process)
↓
Analysis - frequency counts and key themes from RGT, attitude survey and open ended question
(Highlights the relativity of the personal construct system, process of CSR, and factors which
determine success in CSR for the managers)
↓
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Mapping of the Repertory Grid findings against the CSR/strategy Interpretative Guide
(Highlights if/how CSR interacts with strategy for the manager and what form this interaction takes)
↓
Mapping of the findings from the thirty one interviews along the Whittington Generic Strategy
Perspectives Quadrant Model
(Highlights the predominant strategy school of the manager and core theme profile for each manager)
Source: compiled by author

Table 4.8 depicts how the RGT process feeds into the preceding stage of the study, in
terms of the elements that are derived from the literature review. The CSR/strategy
Interpretative Guide is also drawn from the theory of both CSR and strategy, as depicted
by the Whittington Generic Strategy Perspectives Model (2001). The RGT itself, as a
research instrument, obtains the constructs from the supplied elements and the ratings are
derived from the elements and the constructs, highlighting the relationships between the
two and the strength of the relationship. The data analysis focuses on the relativity of the
personal construct system obtained and the final stage entails the mapping of the data
derived from the RGT, to the CSR/strategy Interpretative Guide. The methodology
chosen allows the depiction of the link (if any) that exists between CSR and strategy for
the manager and the core theme that prevails, in terms of each manager’s understanding
of CSR. The pro-forma document and the mind map for the individual managers relate to
two key data recording methods used, to manage the datasets of these managers,
throughout the process and discussed below.
The interview with the managers involved the following process. The introduction stage
involved explaining the format of the interview and a re-cap on the purpose of the
research. The RGT stage involved initially explaining to the manager the purpose of the
Enquire Within software and how to follow the process dictated by the Enquire Within
software package, discussed in section 4.6. The manager then proceeded to follow the
process using the computer technology and so developed their construct sets and rated
their constructs against each of the six elements (as discussed in section 4.11). This stage
had on average a thirty five to forty minute duration. The process of CSR stage involved
the completion of the attitude survey, discussed in section 4.7. The final stage involved
the completion of the open ended question, to ascertain what determined success of CSR
for this manager. The duration of the complete interview was between 60-90 minutes,
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with the manager’s engagement with the Enquire Within computer technology accounting
for a large proportion of the total interview time.
4.11.2 Implementing the Methodology
The literature review component of this methodology was discussed in Chapter 2 and 3,
so this section will concentrate on the implementation components in setting up the
interviews and arriving at the final and ultimately completed RGT, attitude survey and
open ended question, included in the study.
4.11.2.1 The Interview Process
The interview with the managers involved the following process. The introduction stage
involved explaining the format of the interview and a re-cap on the purpose of the
research. The RGT stage involved initially explaining to the manager the purpose of the
Enquire Within software and how to follow the process dictated by the software package,
discussed in section 4.6. The manager then proceeded to follow the process using the
computer technology and so developed their construct sets and rated their constructs
against each of the six elements (as discussed in section 4.11). This stage had on average
a thirty five to forty minute duration. The process of CSR stage involved the completion
of the attitude survey, discussed in section 4.7. The final stage involved the completion
of the open ended question, to ascertain what determined success of CSR for this
manager. The duration of the complete interview was between 60-90 minutes, with the
manager’s engagement with the Enquire Within computer technology accounting for a
large proportion of the total interview time. Without exception, the interviews followed
this pattern.
4.11.2.2 The Selection of managers for inclusion in the research study
As stated above, it was decided to interview twenty five to thirty managers for inclusion
in the study. A number of factors were taken into account in relation to the selection of
these respondents. These included:
1. The profile should not over-represent managers of a particular size of firm or
industry sector.
2. The key issue was to keep to the research question of the study, to explore what
is the cognitive link between CSR and strategy among managers, and who were
the decision makers in relation to CSR, in their firms.
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Returning to the examination of previous studies using the RGT, discussed above, a
number of approaches were applied, in the selection of respondents for inclusion in the
various studies. For example, a study using a database of two hundred small business
owners, who had undertaken a short course on general management, and who fulfilled
the conditions of the study, were recruited for inclusion, with thirty of these managers
invited to participate (Fassin et al. 2011). In another study, eighteen junior to senior
project managers were chosen, within the construction industry, for inclusion in the study,
which fulfilled the conditions of the study (Song and Gale 2008). From a review of
management research (included in Appendix 14), the average number of interviews, as
stated above, was sixteen.
For this study, four key databases were included, members of Business in the Community
(BITC) Ireland, as these member companies would have personnel responsible for CSR
within their firms. Chambers Ireland (South-Dublin) also provided a listing of companies
who were actively involved in CSR and these related to small, medium and large
companies. In addition, Deloitte (an accounting and management consultancy company),
who have connections with the education institute where the researcher works (ITT,
Dublin), provided a listing of clients, who were deemed active in CSR. The research once
started, also used snowballing, where other respondents were identified and suggested by
the manager, at the end of the interview.
Individuals were contacted on the likelihood that they were responsible for the CSR
function in their firms. In some cases, BITC, Deloitte and Chamber Ireland made the first
contact, to give credibility to the researcher and a general introduction. This was followed
by an email and subsequent phone call by the researcher. In many cases, the relationship
did not develop past the initial first email stage, the reason given being the lack of time
to devote to the study or that the manager did not have the level of influence, in relation
to CSR decisions alluded to at the outset. The result was a list of individuals meeting the
criteria from a variety of backgrounds.
4.11.2.3 Determining the Sample size
Given the requirements of the study, the nature of the contribution to knowledge intended
and the time available (of both researcher and manager) the researcher aimed to study
twenty five and thirty interviews, with the final number totalling thirty one managers,
agreeing to participate in the study, using a one-stage process. This sample size has
produced valid contributions to the literature to date, across the strategic management
field, as depicted above, it would be deemed to reflect an above average sample size.
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4.11.2.4 Creating the research instrument – the derivation of elements
The literature review formed the foundations of the study, in terms of determining the
elements for use in the RGT study. Therefore, the literature review had two key purposes
in this study, the derivation of elements to be used in the RGT, which focused on how
CSR is understood in the literature and the formulation of the CSR/strategy Interpretative
Guide. It was important to ensure prior to the derivation of the final listing of elements
that they were in line with the guidance given in the literature (Stewart and Stewart 1981).
Table 4.9 highlights how these issues, postulated by Stewart and Stewart, were
incorporated into the element listing.

Table 4.9 Derivation of Elements
Consideration

How the elements of this study lined up

“Discrete”

The six element chosen were specific and identifiable as a
key component of CSR, as dictated by the literature, in
the analysis of definitions of CSR in Chapter 2 and
Appendix 1.

“Homogeneous”

All elements could be grouped under the general concept
of CSR, as dictated by the literature review. For example,
all six elements were derived from the key components of
CSR, as postulated in the literature review, in Chapter 2
and developed in Chapter 3.

“Not be a sub-set of other elements”

The elements were clear, concise specific and discrete
and did not overlap in understanding. For example, the
element of Stakeholder Responsibility does not overlap
with Corporate Values, in understanding.

“ Should not be evaluative”

Each element was clearly defined and understood, it did
not in itself, as an element, appraise degrees of
conformity. For example, Corporate Values was not
depicted as Strong Corporate Values, where the
evaluative aspect of the element would make it
unacceptable.

Source: Compiled by the author from Stewart and Stewart (1981)

The above issues depicted in Table 4.9 were taken into consideration in defining the
elements, and it is claimed that such considerations are necessary, in order to ensure the
elements covered the area under study (in this case CSR and strategy) in a suitable
manner, that are deemed reliable (Marsden and Littler 2000).
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4.11.2.5 The Piloting Phase of the Interview
To test the structure of the repertory grid instrument formulated, two sets of pilot
interviews were undertaken and reviewed. The primary set (two interviews) resulted in a
major re-evaluation of the approach, in relation to the purpose and process elements.
Initially, both purpose and process elements were included in the element set, presented
to managers. Such an array of elements proved very cumbersome, in terms of the number
of elements and the kind of constructs that were derived. The elements in relation to
process reflected, for example, a proactive approach, dialogue, and prioritising
stakeholder and tended to push the results into a planned classical approach.
On reflection, it was felt that the purpose of CSR supported a cognitive research approach,
exploring the managers understanding of CSR and how it interacts with strategy. The
process of CSR within the firm was very clear to the manager - “this is how we do CSR
around here” – and, on reviewing the second set of pilot interviews, an attitude survey
was included, which contained an open ended question on the process used and this
captured this process in its entirety. The review of this first set of pilot interviews resulted
in elements being redefined to include only purpose elements and so ensured the final set
of six elements were easy to understand and provided a more discrete, clear and concise
understanding of the elements, in line with Table. 4.9 above.
Six elements were finally agreed upon and reflected the key aspects of CSR (in relation
to the purpose of CSR) derived from the literature review in Chapter 2 and 3, and
described as stakeholder responsibility, discretionary initiatives, corporate values, ethical
conduct, mutual benefits and effective action. It is suggested that six element provide
“sufficient variability in the triadic elicitation process” (Hunter 1997, p.182). Therefore,
the subsequent pilot interviews (three in number) concentrated on the six elements of
CSR, in relation to the purpose of CSR. These pilot interviews resulted in a more
manageable interview structure, in terms of understanding, time taken to complete,
improved consistency in construct elicitation and consequently opportunities for more
reliable data.
On completion of this second set of pilot interviews (consisting of three interviews), a
further analysis was undertaken to ensure the structure of the repertory grid continued to
reflect the aims of the study. This second set of pilot interviews were reviewed with the
supervision team and were considered to be representative of the managers under study,
exploring the managers’ understanding of CSR and how it interacts with strategy. It was
decided to include the attitude survey at this point, in addition to an open ended question
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(ascertaining what determined success in CSR for the manager); while this information
could be gleaned from the pilot interviews undertaken, it was felt going forward that this
information needed to be more firmly placed, to ensure the process of CSR and further
context was included, as a core part of methodology. Since no further changes were made
to the elements following these pilot interviews, these three interviews from the second
pilot interviews, were included in the final thirty one interviews undertaken.
In addition, it was agreed with the manager from the outset of the interview, both at the
pilot phase and the final interview phase, that the information in relation to the total
interview (RGT, attitude survey, open ended question and any additional gleaned from
the interview) would be kept totally confidential. In the case of three interviews, a
confidentiality agreement was signed. There was no issue among the managers
interviewed, in relation to publishing the name of their firm, as long as no association
between the name of the firm and the actual interview was possible. Therefore, for the
purposes of this study, the interviews are numbered one to thirty one, in the order in which
they occurred and a listing of the participating firms are listed in alphabetical order in
Appendix 15.
4.11.2.5.1 The Interviews – the RGT Component
At the commencement of the interview, the purpose and format of the interview and the
process of completing the RGT phase was explained to the manager. A laptop computer
was used to run the repertory grid application – Enquire Within (as discussed above).
These elements were presented to the manager in triadic form. In other words, taking one
triad at a time, the manager was asked to identify something that two of the elements had
in common, that made them different from the third element. The result of the exercise
was the formulation of a bi-polar construct and working through the element
combinations, a number of bi-polar constructs were created which in the end, identified
the wider cognitive space of the manager, in terms of the six elements of the study.
The researcher’s role was to guide the manager on the functionality of the application
from the outset. The managers very quickly created their own datasets (constructs),
prompted only by the element triads. Figure 4.1 outlines the construct sets of Interview
6.
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Figure 4. 1 Construct sets derived from Interview 6

Source: compiled from interview with manager from Interview 6

Figure 4.1 outlines the construct sets derived from Interview 6. This construct set was
derived from the triading exercise described above and depicts the dataset of the manager
interviewed. The second stage of the interview involved the rating of the elements against
each construct. The manager was required to consider one construct at a time and rate all
the six elements in turn against this construct; this process has been referred to as a “rowwise rating”, with the manager being guided through the process by the Enquire Within
software, which presenting the results in the form of an array (Fassin et al. 2011, p.432).
This representation of results created the physical representation of the manager’s
cognitive structure, in terms of the elements presented to them and the constructs they
created in stage 1 of the interview, this information is presented in a dendogram. Figure
4.2 highlights an example of a dendogram, for Interview 6.
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Figure 4.2 Dendogram derived from Interview 6

Source: compiled from interview with manager from Interview 6

Figure 4.2 outlines the dendogram for Interview 6. The dendogram depicts the graphical
representation of the constructs derived in stage 1 of the RGT phase of the interview and
the rating of constructs against each element. This dendogram is, therefore, a numerical
dataset, which is ordered according to the strength of association between constructs and
also between elements. The findings emerging from this process are discussed in Chapter
5.
Throughout the interview, there was a high degree of personal focus upon the elements,
as they are presented to the manager, thus leading to the formulation of the overall
replication of the manager’s cognitive space. It is contended that the interview stage is of
paramount importance, in determining the cognitive structure of the manager (Fassin et
al. 2011).
Therefore, given the lower risk of researcher bias from the researcher, in relation to the
use of the repertory grid interview and the personal focus of the interview, in building up
the mental space of the manager, this made the RGT a suitable research tool, in linking
the theory of CSR and cognitive space of the managers’ interviewed. The key aim of such
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an approach being to assist in determining how a manager understands CSR, and how
CSR interacts with the strategy of the firm (Alexander, 2010).
4.11.2.5.2 The Interview - The attitude survey component
As stated previously, an attitude survey was also included in the interview, to capture the
process of CSR, as outlined by the manager. The attitude survey followed the RGT
completion phase of the interview. Once the rating scales were explained to the manager,
there was no interference by the interviewer in completing the survey. At the end of the
ten rating scales, there was an open ended question included, to capture the actual process
of CSR used by the manager in their firm.
4.11.2.5.3 The interview – The open ended question
This question asked managers to state what determined success in CSR in their firms.
This open ended question represented a form of laddering down, in that it identified in a
consistent way across the thirty one interviews, what the actual benefits of CSR were for
the managers interviewed. The open ended question was asked at the end of the interview,
after the completion of the attitude survey, to elicit what these managers considered
successful outcomes of CSR.
4.11.3 Recording the data derived from each interview
The data derived from the research was recorded in a number of ways, to ensure the
information was recorded in a rigorous, thorough and consistent manner, across the thirty
one interviews. As discussed above, initially, a pro-forma document was formulated to
record all data pertaining to each interview. This pro-forma document consisted of four
sections, formulated to record the preliminary desk research prior to the interview and the
interview details and an initial analysis of the findings. A copy of the pro-forma document
appears in Appendix 17.
The actual RGT results were recorded using the Enquire Within software described
above. The results of the construct construction and categorization of constructs are
recorded on a dendogram, a graphical representation of the RGT results. A copy of a
dendogram, given as an example, is contained in Chapter 5.
An individual mind map was constructed for each manager, to bring together a summary
of the datasets for each interview and a copy of the complete set of mind maps appear in
Appendix 18. An example and explanation of such a mind map is also included, in
Chapter 5. The aim of these mind maps was to capture (on one page) a summary of the
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content of the interview, in particular, the company context, the core theme of the
manager and the purpose and process of CSR, pertaining to each manager interviewed.
On completion of the thirty one interviews, it was possible to map the results from each
interview against the CSR/strategy Interpretative Guide. The aim of this exercise was to
highlight how CSR interacts with strategy for the managers interviewed and depicts what
form this interaction takes. Appendix 21 contains the results of this application process.
The final stage of the analysis involved mapping the findings from the thirty one
interviews along the Whittington Generic Strategy Perspective Quadrant Model. The aim
of this exercise was to highlight the predominant strategy school of the manager and core
theme profiles for each manager. The results of this exercise are contained in Figure 6.1
in Chapter 6.

4.12 Summary of the implementation approach applied
Thirty one interviews were undertaken, with one interview undertaken with each
manager. The personal commitment of the managers was high and the time spent on each
interview was approximately sixty to ninety minutes duration. The possibility of a second
interview was considered, but was not feasible, due to time pressures and work
commitments of the managers. On completion of the construct elicitation and rating, the
analysis was shown to the manager and any points of explanation or further clarification
took place at that point. As stated above, to address the process of CSR, an attitude survey
was developed to gain an insight into the way in which CSR initiatives are undertaken. It
was also decided to include an open ended question to capture the factors which
determined the success of CSR for the managers interviewed. Therefore, the three pilots
included in the final number of thirty one interviews, did not complete an attitude survey
as this was included on reviewing this second set of pilot interviews and, so, the process
of CSR referred to population size of twenty eight. In relation to the open ended question,
it was possible to include the factors determining success from CSR for these three
interviews, as such information could be gleaned from the interview transcripts.
In addition, taking each of the mind maps of results for each manager, it was possible to
further analyse the results of the interviews, in relation to the strategy perspectives of the
managers interviewed. While all managers displayed a number of different strategy
schools, it is possible to extrapolate the over-arching CSR/strategy school in existence,
for example, either a classical, systemic, evolutionary or processual. In addition, it was
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also possible to determine the over-arching approach to the process of CSR in existence
by the company, for example, reflecting either a deliberate or emergent strategy. These
results were then mapped to the CSR/strategy Interpretative Guide, developed in Chapter
2 and 3. This review of the individual mind maps of managers, in the vast majority of
interviews depicted a very straight forward process.
However, the supervision team reviewed three interviews (Interviews 2, 13 and 24) that
posed a question to the interviewer and these were resolved upon examination of the proforma document and transcript notes. Interviews 13 and 24 were the most problematic. In
relation to interview 24, there appeared to be an abundance of both the classical and
systemic school perspective, but, on examining the interview in totality, including the
pro-forma document and transcript notes, the balance lay in a systemic and deliberate
approach to strategy. In relation to interview 13, there was evidence of both a deliberate
and emergent approach, but the interview shows strategy to be driven by key competitors
and so reflects an evolutionary and emergent approach to strategy. In relation to Interview
2, which was the second pilot interview (explained in section 4.11.2.4), it was not possible
for the supervision team to make a judgement, so it was decided that this interview should
be eliminated from that part of the analysis, which determined the over-arching approach
to the process of CSR.

4.13 Conclusion
The study addresses how CSR is understood by managers and how CSR interacts with
the strategy of the firm. It is therefore, an enquiry about the individual cognitive processes
of managers, who are the decision makers in relation to CSR within their firm. The
framework applied to explore this understanding merges into five theoretical concepts:
1. Personal Construct Theory: As depicted in Table 4.2, PCT is based on the premise
that the individual’s constructs are the means by which individuals organize and interpret
the world around them. It is claimed that the individual’s understanding of the world, is
a result of this active process of construing (Marsden and Littler 2000). In this study, the
elicitation and rating of constructs against the pre-defined elements were analysed and
evaluated using frequency counts and themes, which were elicited from each of the
constructs groups. The aim of such an approach being to gain a greater understanding of
the cognitive link between CSR and strategy among the managers interviewed, through
the analysis of these construct sets and themes, depicted in the results of these interviews.
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2. The Attitude Survey captured the process of CSR, as applied to the firm the manager
worked in. The statements given, reflecting the four key characteristics, which were
derived from an examination of stakeholder analysis models in Chapter 3. The
information obtained depicted the existence and strength of these characteristics present.
In addition, the information gleaned from the survey, identified the type of process
undertaken by the company and this information was used to map the process of CSR in
relation to the CSR/strategy Interpretative Guide. Such an approach defined whether the
actual process of CSR reflected a deliberate or emergent strategy, for the firms in
question.
3. The CSR/strategy Interpretative Guide provide a means of mapping CSR (as
depicted by the six purposes of CSR, discussed in Chapter 2) along the strategy schools,
depicted by Whittington Generic Perspectives on Strategy Model (Whittington 2001).
This process took the six aspects of CSR, as depicted by the literature review and mapped
them along the four strategy schools of classical, processual, systemic and evolutionary.
This process mapped the theory of strategy with the theory of CSR.
4. The next phase of the research involved taking the findings from the research in
relation to the managers’ cognitive space and using the CSR/strategy Interpretative
Guide, to map the findings in order to ascertain how CSR is understood among
managers and how CSR interacts with strategy for the managers interviewed. In
other words, to take the study a stage further and map the theory of CSR with the cognitive
space of the manager, in relation to their understanding of CSR and its link with strategy.
5. Taking the Whittington Generic Strategy Perspectives in quadrant form, it was
possible to map two key outputs from the research results, the predominant strategy
school of the manager interviewed and the dominant theme profile of the manager,
in terms of their understanding of CSR. This highlighted the distribution of strategy
schools, in existence across the thirty one interviews and the distribution of themes
profiles within each of these strategy schools.
Therefore, the methodology chosen for this study provides the foundation or road map to
ensure these five theoretical concepts can be established and assist in developing the
knowledge base of CSR and its link with strategy. Such an approach very much reflects
what was discussed in section 4.2 of this chapter, in that the methodology provides a
means of taking the theory of CSR and strategy through a variety of different contexts
(Schroyogg and Greiger 2007). For example, testing the CSR/strategy Interpretative
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Guide developed from the theory of CSR and strategy, through to the application of the
Interpretative Guide to the managers’ cognitive space, to develop validity claims, which
can be further tested in the future research studies, discussed in Chapter 6.
In summary, given the number of interviews and the rich data emerging from each
interview, in terms of personalized and unique maps of each of the thirty one managers
interviewed, it was felt that any conclusions represented worthy research information and
may form a strong platform for further avenues of research in the future. Chapter 5 will
discuss the findings of the study and Chapter 6 will discuss the key contribution of this
research study and identify further opportunities for research, as a consequence of this
study.

128 | P a g e

Chapter Five
Findings

5.1 Introduction
The key objective of the research with CSR managers is to examine the cognitive link
between CSR and strategy among these managers operating in Ireland. To this end, this
chapter presents the findings of the management research, with respect to this cognitive
link, through the presentation of results of the repertory grid technique, the attitude survey
results and the open ended question contained in these interviews. Thirty one managers,
with responsibility for CSR in their organisations, were interviewed and these will be
discussed initially at a micro level, using one of the interviews as an example. The aim of
such an approach is to demonstrate the type of analysis undertaken, with regard to each
of the thirty one interviews. The results will then be examined at a macro level, examining
all thirty one interviews to identify patterns, trends and significant findings emerging
from the research. The chapter will also include the application of the findings to the
CSR/strategy Interpretative Guide, developed in Chapter 2, moving from the application
of this CSR/strategy Interpretative Guide to the CSR theory in Chapter 3, to mapping the
cognitive space of the managers interviewed, in terms of their understanding of CSR and
its link with strategy. The chapter will then conclude, with a summary table of the
significant findings in this research, and these will be further discussed in Chapter 6.

5.2 Results
The results of the research in relation to the thirty one interviews undertaken can be
divided into four parts. The first part relates to the purpose of CSR for the manager
interviewed and these results are captured in the repertory grid technique used in the
interview. The second part of the results relates to the process of CSR for the managers
interviewed and these are captured in the attitude survey completed by the manager, at
the end of each interview. In addition, the third part of the results relates to the openended question which was asked of the manager interviewed, in relation to how they
determined success in CSR in their company. The answer to this question helped to give
context to the interview and is captured in the mind map of each interview, depicted in
Appendix 19. The fourth part of the results relates to the application of the results of each
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of the thirty one interviews, as outlined in parts one, two and three above, to the
CSR/strategy Interpretative Guide, developed in Chapter 2 and 3.
The Example set out in section 5.2.1 below will outline the procedure used to analyse the
findings of the research. It will illustrate this process through Interview 6, which is used
as the example. The example helps to demonstrate the process undertaken to ensure the
maximum exposure of the key significant findings of this research. Each of the thirty one
interviews were analysed in a similar manner, in order to extrapolate the results, in a
consistent manner. Section 5.2.2 will examine the results of the interviews at a macro
level, analysing all thirty one interviews and exploring themes, issues and trends
emerging from this analysis.
5.2.1 The Process of analysing results – The Example
The analysis of results to ascertain the findings involved the implementation of a
particular process, to ensure the maximum exposure of findings from the interviews, for
the thirty one managers, included in the research.
Six constructs sets were the most popular number of constructs sets elicited from the
repertory grid interviews, at a macro level across the total of thirty one interviews.
Therefore, the company chosen as an example had a construct set of six; this analysis of
construct sets will be explained in more detail in section 5.2.2 below.
The process of analysing results of each Interview is set out in Table 5.1, depicting an
outline of the steps taken to elicit and record the findings of each interview.
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Table 5.1 The Process of Analysing Results of each Interview
Recording of results instrument
Pro-forma Document

Overview of each company

Construct Sets and Dendogram
Open Ended Question (the
determinants of success of CSR).
The Process of CSR

Mind Map of the Manager

Spider Diagram

Application of the CSR/strategy
Interpretative Guide

Quadrant table

Reason for this instrument/approach
This assisted in analysing the interview and in providing a
procedure to follow in recording the information gleaned from
the interview and ascertaining the flow, clarity and detail of the
interview, for both the purpose and process of CSR.
This gave a context to the interview, in terms of the company the
manager works in. This was constructed prior to the interview
with the manager.
These depict the results of the repertory grid technique applied in
each interview.
This determined what the key determinants of success of CSR
were for each manager, giving context to the interview also.
The results of the process of CSR for this manager were captured
in the attitude survey results. This gave an outline of the focused
approach to CSR for the manager and provided a means of
capturing the overall approach used, in relation to stakeholder
management for this manager.
The mind map was a synopsis of the interview with each
manager, depicting the cognitive space of the manager. In
particular, it recorded the core issue in relation to CSR for the
manager, the other CSR issues emerging and how they linked
into this core issue. It also included the context in relation to the
company the manager worked in, the key determinants of success
in relation to CSR for this manager, the key words emerging
from the repertory grid interview and the process of CSR. It was
an attempt to summarise what CSR entailed for the manager and
give a clear one page “snap shot” of the manager’s cognitive set.
Developed from Table 5.7 Summary of Repertory Grid Results
by Themes (see diagram in section 5.2.2. below); the diagram
assisted in highlighting, in graphical form, the themes that were
important to each manager interviewed.
This applied the results of all aspects of the interview, using the
above instruments to help to ascertain how the manager’s
cognitive sets applied, in relation to the Interpretative Guide,
across the four CSR/strategy schools.
This table helped depict an executive summary of the application
of the CSR/strategy Interpretative Guide for each manager,
giving a summary of the fit/non-fit for each of the four
CSR/strategy schools.

Source: Compiled by author

Table 5.1 depicts the procedure used in relation to each interview. The only difference in
the procedure applied across all the interviews undertaken is that interviews 1, 2 and 3
did not have an attitude survey included in the interview, as these represented the second
pilot set, which did not include the attitude survey. As discussed in Chapter 4, it was
decided to include these three pilots (Interview 1, 2 and 3) in the final interviews of thirty
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one, as they represented rich information to be used in the research (as explained in
Chapter 4). Therefore, twenty eight interviews addressed the process of CSR, through the
use of the attitude survey outlined above. As discussed in Chapter 4, it was considered
that twenty eight responses gave a representative assessment of the process of CSR among
managers operating in Ireland. A copy of the attitude survey is included in Appendix 16.
Following the procedure outlined in Table 5.1 above, the results of the research were
recorded with the use of the pro-forma document (a copy of which is contained in
Appendix 17 and explained in Chapter 4). The purpose of this document was to provide
a mechanism in which to record information prior to and during the interview in a clear,
concise and meaningful manner, to give structure, comprehensiveness and consistency to
this process.
5.2.1.1 Overview of Company 6
The pro-forma document was divided into four phases. Phase 1: captured the information
about the company and helped to give context to the interview. The information about the
company was used to formulation overview of the company, as depicted in Figure 5.1,
Overview of Company 6.

Figure 5.1 Overview of Company 6
Corporate values statement: we
love what we do, we do what we
say, we consistently innovate and
we get things done.

Key stakeholders identified
(referred to as the four pillars of
stakeholders). 1. Community,
programmes, for example, for
those with sight and hearing
disabilities, protection of young
persons through e-safety
programmes. 2. Employees,
through employee development
programmes. 3.The Environment,
through environment protection
programmes. 4. Customers:
through programmes to enhance
the customer experience, a
number of the community
programmes would intersect with
customers.

Parent company based in The
Netherlands, operates in nine
countries across Europe

Interview six: Company overview
18/10/2014 - v5

Major media company with
headquarters outside Ireland

The company has 922,600
customers in Ireland

Source: Compiled by author from company website and CSR Report

Figure 5.1, Overview of Company 6, depicts the core issues in relation to the company
and the core focus in relation to CSR for Company 6. The key findings from this mind
132 | P a g e

map are as follows: this company is a major media company with headquarters outside
Ireland. The key stakeholders identified by the company in their CSR report relate to the
following: the community, the employees, the environment and customers, referred to as
the four pillars of CSR. The corporate values of the company relate to five key strands,
as stated by the company as follows:
“We love what we do, we do what we say, we act as one, we constantly
innovate and we get things done” (www.xxx.ie, accessed 6/10/14,
protecting the privacy of the company).
This value statement depicts the corporate values crafted by the company and is
interlinked with the ethical conduct of the company, as stated by the manager. These CSR
elements are captured in the Manager’s Mind Map, in Figure 5.5 Interview 6, Manager’s
Mind Map, below.
During the course of the interview it transpired that the parent company did exert a strong
influence on the company, in relation to their CSR initiatives and plans. This was included
in the repertory grid results and illustrates the existence of a processual strategy school
within this company, which will be discussed below.
5.2.1.2 The expectation in relation of the application of Interview 6 results of the
CSR/strategy Interpretative Guide
In relation to the pro-forma document, Phase 2 recorded what the interviewer would
expect in terms of the results of the interview and how these would relate to the
CSR/strategy Interpretative Guide (developed in Chapter 2 and 3). In relation to Interview
6, given the market structure and the fact that market/industry has only, in recent years,
evolved from a monopoly market structure to a highly competitive market structure, it
was expected that an evolutionary perspective would present itself. Also, it was felt that
a classical perspective would prevail, with profit maximization, cost control and return
on investment being key. It was very much envisaged that the CSR activities undertaken
were those that would give maximum exposure or those that the company felt they needed
to get involved with, due to stakeholder pressures and so dictating an element of an
emergent, responsive strategy. The systemic perspective was also forecast, given the
types of CSR initiatives the company was engaged in and their quest to build links with
the community. It was difficult to predict if the processual perspective would be present,
prior to the interview.
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5.2.1.3 Review of the Repertory Grid Results for Interview 6
In relation to the pro-forma document, Phase 3 involved a review of the repertory grid
results and attitude survey results, using process analysis, eyeball analysis, construct
evaluation, key words analysis and the categorisation of constructs and evaluation and
the review of the process of CSR for this manager (based on the results of the attitude
survey).
The purpose of the process analysis phase was to identify points of significance in relation
to the interview and the elicitation of constructs and ratings. This analysis also ensured
that every interview was examined in terms of consistency in the process applied and so
enabled true and fair comparisons across interviews. The process analysis also ensured
that flow and clarity also existed throughout the interview and that the manager was at
ease with the process and understood the process throughout.
The next phase of the analysis was to summarise points that could be gleaned from
examining the results of each grid (the construct sets and corresponding dendogram) and
so enable interpretation of results and this was done in conjunction with the process
analysis also. Figure 5.2 Construct Sets for Interview 6 and Figure 5.3 Dendogram for
Interview 6 represent these repertory grid results.

Figure 5.2 Construct set for Interview 6
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Figure 5.3 Dendogram, for Interview 6

Source: Both Construct Sets and Dendogram compiled from results of Repertory Grid Interview for Interview 6

In reviewing Figure 5.2, the Construct sets for Interview 6, and from Figure 5.3,
Dendogram for Interview 6, it is evident that the manager represented the topic of CSR
by portraying at the core the importance “outcomes” of CSR and in relation to the
“corporate values” and “ethical conduct”, depicting both as having a key role to play in
building partnerships with stakeholders. The idea of mutual benefits for both the company
and stakeholders was seen as feeding into the core issue of “outcomes” to both the
stakeholders and also that the return to the company represented effective action to them.
Of the full construct sets, all constructs seemed to be personally fundamental to the
manager and represented a focused approach to CSR by this manager. The key words
emerging included, partnership, interlinking, and outcomes and guiding principles also
depicted the importance of “outcomes” both to the stakeholder and the company.
In relation to the themes emerging from the analysis of the construct sets for Interview 6,
these are depicted in Table 5.2 Interview 6, Themes and Frequency of Themes, below.
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Table 5.2 Interview 6, Themes and Frequency of Themes
The theme emerging

Frequency of theme
emerging

Outcomes

4

Stakeholder

2

Values

1

Values and Ethics

1

Flexibility of CSR

4

Source: Compiled from Repertory Grid Results from Interview 6

Table 5.2 Interview 6, Themes and Frequency of Themes, depicts the themes emerging
and the frequency in which these themes emerge, throughout the construct sets. The
themes of “outcomes” of CSR and the “flexible nature of CSR” appear four times across
the construct sets. In the dendogram analysis, the “corporate values” and “ethical
conduct” form a key cluster. In addition, “outcomes” of CSR are clustered in terms of
their link to the “discretionary nature of CSR”, the “mutual benefits” and the “effective
action” of CSR; this is also reflected in the construct sets for this manager. Furthermore,
the importance of stakeholders is present in the construct sets, where stakeholders appear
to be of paramount importance to the manager, with five of the six construct sets referring
to either internal or external stakeholders. Furthermore, in relation to the process of CSR
and the need to link with stakeholders, both internal and external to the company.
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Figure 5.4 Themes emerging for Interview 6, from Repertory Grid Results

Interview 6
1
4
3

7

2

2
1
0
6

3

5

4

KEY TO SPIDER DIAGRAM: 1= Outcomes, 2= Stakeholders 3= Links to Business Objectives, 4=Values, 5=Ethics, 6=Ethics
and Values, 7=Flexibility. (Compiled from Table 5.7 Summary of Repertory Grid Results by Themes).

Figure 5.4 depicts the core themes emerging from the repertory grid results, in relation to
Interview 6. This spider diagram is developed from an analysis of core themes across the
thirty one interviews and displayed in Table 5.7, Summary of Repertory Grid Results by
Themes, in section 5.2.2 below. The “outcomes” of CSR and the “flexibility” of CSR,
emerge as key themes for this manager. It is noteworthy that this manager refers to the
flexibility of CSR to respond to both internal and external stakeholders. In reviewing the
total interview and as depicted above, references to stakeholders in the construct sets,
stakeholders are also of core importance to this manager, in terms of their understanding
of CSR.
5.2.1.4 The Process of CSR for Interview 6
With regard to the process of CSR for the manager (Interview 6), as elicited from the
attitude survey, this process was deemed to be extremely important to the manager. Table
5.3 outlines the Process of CSR for Interview 6 and depicts the main findings of the
attitude survey for Interview 6.
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Table 5.3 The Process of CSR for Interview 6
Issue

How is this known/undertaken?

Awareness of relevant stakeholders

Through general discussions with managers,
top management agreement as well as formal
research.

Priority given to certain stakeholders

Through top management agreement.

Knowledge of the power of stakeholders

This is known through interactions with
stakeholders directly and also through formal
research.

The likelihood of coalitions of stakeholder

There is a strong possibility that stakeholders

groups forming

could form coalitions.

Overall analysis of stakeholders

This takes place through dialogue with
stakeholders and also through formal
research.

The key to developing and implementing

The importance of engaging, listening and

CSR initiatives and programmes

forming partnerships with different
stakeholder groupings and at a macro level to
engage with the Government and EU.

Source: Compiled by author from Attitude Survey Results

Table 5.3 highlights that the company is aware of its relevant stakeholders through
general discussions among managers, top management agreement, as well as formal
research. Priority is given to certain stakeholder groups, through top management
agreement. The power of stakeholders is known to the company, through interactions and
dialogue with stakeholders and formal research. In addition, it was stated by the manager
that stakeholders are likely to form coalitions, in relation to different issues and this
represents a norm in this particular industry. In relation to the analysis of stakeholders, it
was advocated by the manager in Interview 6 that it takes place through both dialogue
with stakeholders and through knowledge evolving from formal research. The key
success factors for this manager in terms of developing and implementing CSR initiatives
and programmes is to engage, listen and form partnerships with their different stakeholder
groupings and at a macro level to engage with Government, the EU and across the
different countries Company 6 operates in. As postulated by this manager, the purpose of
such engagement being to determine what is required and how this company through its
engagement with stakeholders and CSR initiatives can make a difference.
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5.2.1.5 What determines success in CSR? The Open Ended Question for Interview
6
In relation to the open ended question asked of the manager as to what determined success
in CSR for them, the response of the manager focused on three different factors. Firstly,
success in CSR is determined by its success in building the reputation of the company.
Secondly, the issue of how CSR can impact on the encouragement of potential employees
to join the company and thirdly, the issue of ensuring that the company is seen and
perceived as a “good place to work in” (Interview 6). No attempt is made to measure
success of CSR in this company and this lack of measurement of CSR comes through in
many of the interviews and will be discussed in section 5.2.2. Overview of Empirical
Research at a macro level, will also be discussed in Chapter 6.
5.2.1.6 The Manager’s Mind Map for Interview 6
Bringing together the results of the repertory grid technique, the attitude survey, the open
ended question in relation to what determines success in CSR and the process of CSR; a
mind map capturing the manager’s cognitive set in relation to CSR was formulated and
outlined in Figure 5.5, Interview 6 - Manager Mind Map.

139 | P a g e

Figure 5.5 Interview 6, Manager’s Mind Map
BACKDROP OR CONTEXT
SETTING: PARENT COMPANY OR
GROUP INFLUENCE IN RELATION
TO VALUES, ETHICS AND
OVERALL APPROACH BY THE
COMPANY

Values and ethics are interlinked
Values are seen as guiding principles for
behaviour

Values are what the company
stand for and may be country
specific and influenced by country
legislation also

The political landscape of the
company can impact the
recognition of stakeholder
responsibilities and the response
by the company

Interview No. 6 - CORE: OUTCOMES

The discretionary nature of CSR
gives scope to address an issue
which emerges or which a leader
or manager feels needs
addressing

Priority given to certain stakeholders through
Top Management agreem ent

PROCESS OF CSR:

Power of stakeholders known through
interaction with stakeholders and formal
research
Coalitions may form between stakeholder
groups
Stakeholder analysis through interaction with
stakeholders and formal research
Planned approach to stakeholder
management

The responsibilities a company feels it has
may be determined by the managers or
internal stakeholders

Stakeholder responsibilities and how they
are responded to can shape a different result
than that planned

KEY WORDS: INTERLINKING,
PARTNERSHIP, RESULTS,
GUIDING PRINCIPLES
Awareness of stakeholders and their
interests are known through general
management discussions and top
management agreement

03/07/2015 - v18

The formulators of the strategy may influence
what will be done and how the outcomes are
achieved

CSR SUCCESS IS DETERMINED
BY: BUILDING OF COMPANY
REPUTATION, PARTICULARLY IN
ATTRACTING AND RETAINING
EMPLOYEES

Stakeholder responsibility is
deemed to be very one sided and
refers to the needs of each
stakeholder group

An awareness and appreciation of
the outcomes of CSR to both the
company and stakeholders is
deemed important

The responsibilities to stakeholders can
change as the external environment changes
Stakeholders can influence the strategy of the
company

Source: Compiled by author
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Figure 5.5 depicts the mind map of the manager for Interview 6. As stated in Chapter 4,
the aim of the mind map of the manager is to provide a synopsis of the data gathered,
throughout the interview process. This mind map for Interview 6 depicts the background
to the firm the manager works in, the core theme of CSR for this manager – outcomes of
CSR. In addition, it shows the way in which the political landscape of the firm, the
stakeholders, corporate values and the process of CSR feed into this core theme for the
manager, in terms of their cognitive space.
5.2.1.7 The application of the results of Interview 6 to the CSR/strategy
Interpretative Guide to Interview 6
In terms of the application of the results of the interview to the CSR/strategy
Interpretative, this represents the fulcrum of the analysis, in terms of attempting to define
the managers’ cognitive space, in relation the manager’s perception of the link between
CSR and strategy. The derivation of the application results is a long and complex process,
as described in Chapter 4 and in the interests of the narrative it is placed in Appendix 18,
in relation to Interview 6. That said, it is difficult to state the logic without examining the
results of this application process.
A key finding emerging from this application process is that the actual results of Interview
6 when applied to the CSR/strategy Interpretative Guide reveals the predominant strategy
school perspective as processual and depict an emergent strategy, in terms of the process
of CSR for Interview 6. Although aspects of the classical and systemic strategy schools
were present in the manager’s cognitive space, the predominant strategy school
perspective identified was that of the processual strategy school. There was no evidence
of aspects of the evolutionary strategy school perspective present and these results depict
a very different scenario than that anticipated, prior to the interview and discussed above.
In particular, it was predicted the evolutionary strategy perspective would be present
given the market structure and history of the evolution of this market in Ireland, this was
not the case. In addition, it was envisaged that the classical strategy school perspective
would predominate, whereas, the results depict the presence of the classical school
perspective, as discussed above, this was not the predominant strategy school perspective
for this manager. A full outline and explanation of the application of the results to the
CSR/strategy Interpretative Guide are included in Figure 5.6 Application of Interview 6
results to CSR/strategy Interpretative Guide below. In summary, this application process
depicted aspects of the classical and systemic strategy school perspectives were present
as predicted, however, the processual strategy school was the predominant strategy school
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perspective present and there was no evidence of the evolutionary strategy school
perspective, in relation to the manager’s cognitive space.
In addition, this manager was one of the few managers who added additional comments
in relation to the process of CSR within their company. The manager stated that they
would like to extend their stakeholder groupings, to include a wider sphere of society and
try and help shape people’s lives in a meaningful way through their CSR initiatives. It
was advocated by the manager, that the this idea of extending such a partnership approach
could be achieved through initiatives such as, the development of a digital society,
delivering access to digital technology and the widening of the reach of their current CSR
initiatives.

Table 5.4 Overview of the results of the application of the CSR/strategy
Interpretative Guide to Interview 6
Classical Strategy School Perspective
The company has a planned approach to CSR.
Emphasis is on building up relationships with
stakeholders
The flexibility of CSR expenditure is seen as important,
as a means to modify or change CSR activities to
respond to changing circumstances.
The company is aware of the performance advantage of
its CSR activities.
The company is mindful of the importance of gaining
maximum exposure from the corporate values of the
firm that impact the stakeholders in a positive way.
There exists a consistent approach to the appreciation
of benefits to the firm and its stakeholders.
The ongoing stakeholder analysis by the company
assists in ensuring a strong awareness of the ethical
issues important to stakeholders.
Systemic Strategy School Perspective
The link with the community and society is a key
element of the approach of the company to CSR.
Building links with society through the setting up for
example safe internet usage for children and issues
around child protection in a digital society is seen as
key to this manager.
The company see this society/company link as a means
of building partnerships with stakeholders.
For the company, an awareness of the ethical standing
expected by society is important.
The company is aware that there is an expectation that
the individual firm will operate at society’s defined
benchmark of corporate values.

Evolutionary Strategy School Perspective
Evolutionary perspective was not evident from the
results of Interview 6.

Processual Strategy School Perspective
Top management do influence the process of CSR, but
the formal research also acts as a means of
identification and management of stakeholders.
Stakeholder analysis in terms of the identification of
relevant stakeholders and the defining of interests and
priority of stakeholders is also heavily impacted by
discussions with managers also. Therefore, what
emerges may be different from what was originally
outlined as to who exactly are the relevant
stakeholders, their interests, power and priorities.
The extent of this internal stakeholder influence will
vary between projects and is difficult to define the
strength of this influence overall.

Source: Compiled by author
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Table 5.4 depicts an overview of the results of the application of the CSR/strategy
Interpretative Guide. As stated above, the processual strategy school perspective was very
strong and represented the predominant strategy school perspective for this manager,
referred to, by the manager, in particular, the influence of managers and top management
on the stakeholders responded to by the company. The extent of the influence by
managers was difficult to ascertain and seems to vary from project to project. In addition,
aspects of the classical and the systemic strategy school perspectives were also evident
and the building of partnerships with external stakeholders was deemed important also.
The evolutionary approach was not evident from the research results. The formal research
on stakeholder analysis helps to give focus to stakeholder expectations and this helps to
lessen to an extent (but unclear to what extent) the influence of internal stakeholders.
5.2.1.8 Summary of the key findings from Interview 6
On applying the procedure outlined Table 5.1, The Process of Analysing Results of each
Interview, a number of findings, as discussed above, were derived. These are summarised
in Table 5.5 Summary of Key Findings from Interview 6, below.

Table 5.5 Summary of Key Findings from Interview 6
Finding
Core issue to the Manager - Outcomes of CSR
How success in CSR is determined

Key words: Partnership, interlinked, outcomes
and guiding principles

Process of CSR: A focused approach to CSR

Application of Interpretative Guide

Significance
The central issue in terms of CSR initiatives for
this manager relate to Outcomes of CSR.
Ensuring an enhanced reputation, being the
employer of choice and being perceived a good
place to work as a company.
These words are core to the outcomes focus of
CSR and the idea of building links with
stakeholders, including outcomes for stakeholders
as well as the company.
The importance of stakeholder management with
knowledge gleaned from general management
discussions, top management agreement, and
formal research. Top management have a key
input into the process, particularly the parent
company and the key focus is on building
stakeholder relationships.
Processual strategy school perspective is the
predominant strategy school. Aspects of the
Classical and Systemic strategy school
perspective present. No evidence of the
Evolutionary strategy school perspective were
present.

Source: Compiled by Author
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Table 5.5 depicts a summary of the key results emerging from the application of the
process outlined in Table 5.1, The Process of Analysing Results of each Interview. This
summary table helps to illustrate the type of information or findings that were gleaned
from the research results. In relation to Interview 6, the outcomes of CSR are depicted as
the core theme to this manager and the importance of “corporate values” and “ethics” in
building up a relationship with stakeholders and ensuring a positive outcome for both the
company and its stakeholders. In addition, the return from CSR represents effective action
to the company also.
Each of the remaining thirty interviews were analysed in a similar manner and the analysis
is available, but excluded here in the interests of space. Section 5.2.2. The research results
at a macro level, examines the thirty one interviews in totality and the findings are, in
many cases, consistent with the findings of the example – Interview 6.
5.2.2 The research results at a macro level – The thirty one interviews
5.2.2.1 Overview of the overall research results
Table 5.6 depicts a summary of the profile of each of the thirty one interviews undertaken.
Information contained in this table includes in particular, size of company, industry/firm,
number of constructs elicited. In addition, it identifies whether the company had a planned
or focused approach to the process of CSR, the core theme or focus of CSR for each
manager interviewed, the date of the interview and the summary results of the application
of the interview results to the Interpretative Guide. A copy of the results of the repertory
grid technique (the construct sets, dendograms), spider diagrams, pro-forma documents
and attitude survey results for each interview are available on request and are not included
due to space considerations. A copy of the individual mind maps of each manager and a
summary of the application of the CSR/strategy Interpretative Guide across the thirty one
interviews appear in Appendix 19 and 21 respectively.
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Table 5.6 Overview of the research results of the interviews with managers
Interview
Number

Status of
Manager (with
responsibility
for CSR)

Planned
approach to
the Process
of Stake.
Mgt

Core focus of
purpose of
CSR

Date of
Interview

Strategy Schools
Present

1

Business
Development
Manager
Managing
Director
Financial
Controller

29

Home Furnishings

6

*

Values

9/10/12

Classical
*

Systemic
*

Processual
*

Evolutionary
Not Evident
(N/E)

40

On line coupons

9

*

Values

17/10/12

*

*

*

N/E

70

Building control
systems

10

*

Outcomes and
Stakeholders

10/10/12

*

*

*

N/E

4

CSR Manager

250+

Construction

13

*

Values

2/5/14

*

*

*

N/E

5

CSR Manager

250+

Accounting Firm

7

*

Outcomes and
Stakeholders

12/5/14

*

*

*

N/E

6

CSR Manager

250+

6

*

Outcomes

14/5/14

*

*

*

N/E

7

CSR Manager

250+

Telecommunicatio
ns
Legal Firm

8

*

Outcomes and
Stakeholders

29/5/14

*

*

*

N/E

8

CSR Manager

250+

Telecommunicatio
ns

5

*

Business
Objectives

3/6/14

*

*

*

N/E

9

CSR Manager

250+

6

*

Values

3/6/14

*

*

*

N/E

10

CSR Manager

250+

Business
Consultancy
Postal Services

7

*

Values

6/6/14

*

*

*

N/E

11

Public Relations
Director

250+

Telecommunicatio
ns

5

*

Outcomes and
Stakeholders

6/6/14

*

*

*

N/E

12

Food processing

5

*

Values

10/6/14

*

*

*

N/E

13

Financial
Controller
CSR Manager

250+

Financial Services

7

*

Outcomes and
Stakeholders

11/6/14

*

*

*

*

14

CSR Manager

250+

Energy Provider

9

*

Outcomes and
Stakeholders

11/6/14

*

*

*

N/E

15

HR Director

250+

Financial Services

6

*

18/6/14

*

*

*

N/E

16

CSR Manager

150

Health Care
Products

8

*

Outcomes and
Stakeholders
Outcomes and
Stakeholders

19/6/14

*

*

*

N/E

2
3

Size of
company

60

Industry/ Firm

Number
of constructs
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Interview
Number

Status of
Manager (with
responsibility
for CSR)

Size of
company

Industry/ Firm

17

250+

Hospitality

18

Operations
Director
CSR Manager

250+

19

CSR Manager

20

21

Director of
Sales and
Marketing
CSR Manager

22

Number
of constructs

Planned
approach to
the Process
of Stake.
Mgt

Core focus of
purpose of
CSR

Date of
Interview

Strategy Schools
Present

6

*

Outcomes

28/7/14

Classical
*

Systemic
*

Processual
*

Evolutionary
N/E

Drinks sector

6

*

29/7/16

*

*

*

N/E

250+

Engineering

8

*

Outcomes and
Stakeholders
Outcomes

30/7/14

*

*

N/E

N/E

75

Educational
publishing

7

*

Outcomes

31/7/14

*

*

*

N/E

250+

Tobacco

6

*

Values

31/7/14

*

*

*

N/E

CSR Manager

250+

Light Rail

8

*

Business
Objectives

11/8/14

*

*

*

N/E

23

CSR Manager

250+

7

*

Outcomes

11/8/14

*

*

*

N/E

24

CSR Manager

250+

Electric Power
transmission
Computer

6

*

Outcomes and
Stakeholders

15/8/14

*

*

*

N/E

25

CSR Manager

250+

6

*

Outcomes

18/8/14

*

*

N/E

N/E

26

CSR Manager

250+

Mobile
Communications
Computer

6

*

Outcomes and
Stakeholders

18/8/14

*

*

*

N/E

27

CSR Manager

250+

Financial Services

5

*

Business
Objectives

19/8/14

*

*

*

N/E

28

CSR Manager

250+

Mobile
Communications

7

*

Outcomes and
Stakeholders

19/8/14

*

*

*

N/E

29

CSR Manager

250+

Financial Services

5

*

Outcomes and
Stakeholders

20/8/14

*

*

*

N/E

30

CSR Manager

110

Insurance

7

*

Outcomes and
Stakeholders

20/8/14

*

*

N/E

N/E

31

CSR Manager

250+

Financial Services

6

*

Outcomes

28/8/14

*

*

*

N/E

Source: Compiled by author. Key: N/E = No Evidence
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Table 5.6 presents a summary of the overall examination of the thirty one interviews
undertaken. As stated in Chapter 4, the names of the companies have not been included
here, but are listed in alphabetical order in Appendix 15. All interviews were undertaken
with CSR managers or managers with responsibility for CSR, for example, with the
Financial Controller or the Director of Human Resources, with specific responsibility for
CSR, as in the case of Interviews 1, 2, 3, 11, 12, 15, 17 and 20. The interviews undertaken
spanned across a range of sectors and sizes of companies.
5.2.2.2 Dispersion of the number of constructs across the thirty one interviews
In relation to the repertory grid technique, the number of constructs elicited from each
interview varied across the thirty one interviews with six constructs being the most
popular. Figure 5.7 Dispersion of number of constructs per interview across the thirty one
interviews.

Figure 5.7 Dispersion of the number of constructs across the thirty one interviews

3%

3%
7%

17%
construct set of 5
construct set of 6

13%

construct set of 7
construct set of 8
34%
23%

construct set of 9
construct set of 10

construct set of 13

Source: Compiled from Table 5.6, An Overview of the Repertory Grid Results

Figure 5.7 depicts the number of constructs elicited from each interview. The most
frequent number of constructs elicited were in the range of 5 - 8 constructs. As stated
previously, in section 5.2.1, The Process of Analysing the results – The Example, six
construct sets was the most frequent across the thirty one interviews and this related to
34% of managers interviewed.
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5.2.2.3 The core focus in relation to CSR for each manager interviewed
The next column in Table 5.6, An Overview of the Repertory Grid Results identifies what
is the core focus in relation to CSR for the manager. As depicted in section 5.2.1 above,
this was identified from the construct sets and formed the fulcrum of the manager’s mind
map. This core focus of CSR for each manager interviewed is depicted in Figure 5.8 Core
Focus in relation to CSR among Managers interviewed, as depicted below.

Figure 5.8 Core Focus in relation to CSR among the Managers interviewed

Outcomes of
CSR
23%

Link with
Business
Strategy
10%

Values
22%

Outcomes and
Stakeholders
45%

Source: Compiled from Table 5.6 An Overview of the Repertory Grid Results

Figure 5.8 depicts the key issue in relation to CSR for each manager. The issue of
“outcomes and stakeholders” was mentioned by 45% of managers and this was followed
by a 23% score for “outcomes” of CSR, “values” had a 22% score and incorporated a
values, ethics and a values and ethics focus by the managers interviewed. In addition, “the
link to business objectives” had a 10% score; this is very much in line with the importance
of themes, depicted in Table 5.7, Summary of Repertory Grid Results by Themes and
discussed in section 5.2.2 below.
5.2.2.4 An overview of the Process of CSR
In relation to the process of CSR, all managers interviewed stated that they adopted a
structured or planned approach to the process of Stakeholder Management in their
companies. This will be discussed in section 5.2.3 below, depicting a degree of a proactive
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or deliberate strategy in relation to their CSR approach. While all managers stated that
they adopted such a focused and planned approach, the degree of sophistication of their
approach does vary.
5.2.2.5 Overview of the application of CSR/strategy Interpretative Guide to the
results
Returning to Table 5.6, Overview of the research results of the interviews with managers,
the last column, the CSR/Strategy schools present, refers to the charting of the results
using the CSR/strategy Interpretative Guide, developed in Chapter 2 and 3. The table
gives an overview of the presence of the different CSR/strategy school perspectives in
existence among managers and it highlights a significant finding of this research, in that
managers operate across a number of different CSR/strategy school perspectives, at a
point in time, and are not, as advocated by Whittington, operating from only one school
(Whittington 2001). This will be discussed in section 5.2.8, Application of the
CSR/strategy Interpretative Guide below. Section 5.2.3 will further examine the results
of the repertory grid results to depict themes emerging from these results. This will also
be discussed further in Chapter 6.
5.2.2.6 Themes emerging from the Repertory Grid Interviews
Table 5.7 below highlights a synopsis of the results of the repertory grid interviews by
core themes of each of the thirty one interviews undertaken. In relation to the repertory
grid technique, each construct contained two themes across each of the two construct
poles and these were classified across seven themes. While each of these themes depicts
a broad representation of the results of the constructs, they do capture an overview of the
results and, as such, information does assist in defining, in broad terms, the themes
emerging from the research.
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Table 5.7 Summary of Repertory Grid Results by Themes
Company

Total number

Outcomes

of Constructs

Stake-

Link

holders

to

Values

Ethics

Values

Flexibility

& ethics

Total
number of

Bus.

Themes

objs
1

6

1

1

2

2

3

1

2

12

2

9

2

3

0

7

3

0

3

18

3

10

4

5

0

2

5

2

2

20

4

13

3

5

0

7

5

0

6

26

5

7

3

4

1

2

0

1

3

14

6

6

4

2

0

1

0

1

4

12

7

8

5

6

0

3

1

1

0

16

8

5

4

0

3

1

1

1

0

10

9

6

3

1

1

4

3

0

0

12

10

7

4

3

0

3

3

0

1

14

11

5

4

4

0

1

0

1

0

10

12

5

1

2

2

2

2

1

0

10

13

7

5

5

0

1

0

1

2

14

14

9

5

6

2

1

1

1

2

18

15

6

4

3

0

2

1

0

2

12

16

8

4

5

2

2

2

1

0

16

17

6

6

2

0

0

2

0

2

12

18

6

5

3

0

1

3

0

0

12

19

8

6

1

0

2

3

1

3

16

20

7

5

2

1

1

3

1

1

14

21

6

2

5

0

4

0

0

1

12

22

8

1

4

6

3

1

0

1

16

23

7

5

1

2

1

2

0

3

14

24

6

3

3

1

2

1

1

1

12

25

6

5

2

0

2

2

0

1

12

26

6

4

3

1

2

1

0

1

12

27

5

2

2

2

2

0

0

2

10

28

7

5

3

0

1

2

2

1

14

29

7

4

3

0

2

3

1

1

14

30

7

3

4

0

2

3

1

1

14

31

6

5

2

0

1

1

1

2

12

Total

117

95

26

67

57

20

48

430

%

27.2

22.1

6.0

15.6

13.3

4.7

11.2

100%

Source: compiled from Repertory Grid Interviews, the construct sets of each manager interviewed.

In relation to Table 5.7, a number of significant findings emerge. In particular, only 6%
of the themes related to the link between CSR and business objectives; this is far weaker
than that postulated in the literature and cited in Chapter 3 (Thompson et al. 2013). In
addition, 27.2% of themes refer to the “outcomes” of CSR; in many cases the manager
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referred to the need for benefits from CSR to accrue to both the company and their
stakeholders.
In addition, in relation to the themes identified, in combining “ethics”, “values” and
“ethics and values” together, 33.6% of managers interviewed referred to these themes in
their construct sets and as such represented an important element of CSR for them. 22.1%
of themes referred to “stakeholders”, these themes ranged in scope, in terms of the duty
of care a manager felt their company had to their stakeholders, with stakeholders
representing the foundation of CSR strategy for a company and the idea of benefits
needing to accrue to stakeholders from CSR initiatives undertaken. 11.2% of themes
related to the “flexibility” of CSR and the idea that the company has a choice, in terms of
which CSR activities to engage in.
5.2.2.7 Theme Profiles identified from interviews
Table 5.7 Summary of Repertory Grid Results by Themes also assisted in identifying the
importance of these themes to the manager across each of the interviews, in the form of
a spider diagram. Interview 11, is taken as an example, to illustrate the usefulness of this
analysis. This was also discussed in section 5.2.1 in relation to Interview 6.

Figure 5.9 Example of Spider Diagram depicting themes for Interview 11
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KEY TO SPIDER DIAGRAM: 1 = Outcomes, 2 = Stakeholders 3 = Links to Business Objectives, 4 = Values, 5 = Ethics, 6 =
Ethics and Values, 7 = Flexibility. (Source: Compiled from Table 5.7 Summary of Repertory Grid Results by Themes). Source:
Compiled by author.
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Figure 5.9 depicts the themes present for this manager. The themes of “outcomes” and
“stakeholder” were paramount for the manager, with “values” and “ethics” featuring to a
lesser extent. In reviewing the thirty one interviews, while Table 5.7 Summary of
Repertory Grid Results by Theme depicts the number of times themes were mentioned
by the managers interviewed, the spider diagram gives a clearer graphical presentation of
the connections and strength of connections in relation to the different themes for each
manager. The spider diagram also aids comparison when identifying categories of themes
or profiles emerging of managers.
On completion of this comparison exercise, four key types or profiles were identified.
The full set of spider diagrams, relating to each of the interviews, are available on request.
These four profiles are described briefly below, to give an outline of each profile and
explain the composition of the four theme categorisations identified from the spider
diagram analysis and these will be discussed in Chapter 6.
5.2.2.7.1 Profile 1: Outcomes and Stakeholder Focus
Fourteen managers refer to “outcomes” and “stakeholders” in excess of three times in
their construct sets. In three interviews, both “outcomes” and “stakeholders” had an
equally high rating, for example, in Interviews 11, 13 and 24, where all three managers
referred to “outcomes” and “stakeholders” the same number of times, either four or five
times. In relation to Interviews 3, 5, 7, 14, 15, 16, 26, 29 and 30, either “outcomes” or
“stakeholders” had only one mention, more than the other ones in the manager’s construct
sets. In relation to Interviews 18 and 28, “outcomes” scored a five times mention in the
manager’s construct set, with “stakeholders” scoring a three times mention. In total,
fourteen managers demonstrated such a profile. Figure 5.10 depicts a typical spider
diagram for this theme profile.
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Figure 5.10 Example of a Spider Diagram depicting Profile 1: Outcomes and
Stakeholder Focus
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KEY TO SPIDER DIAGRAM: 1 = Outcomes, 2 = Stakeholders 3 = Links to Business Objectives, 4 = Values, 5 = Ethics, 6 =
Ethics and Values, 7 = Flexibility. (Source: Compiled from Table 5.7 Summary of Repertory Grid Results by Themes). Source:
Compiled by author.

Figure 5.10 depicts an example of a Spider Diagram, applicable to Profile 1: Outcomes
and Stakeholder Focus, showing equal mentions of both stakeholders and outcomes of
CSR across the manager’s construct sets. This profile description is consistent across the
research results, as many managers mentioned the idea of “mutual benefits” to both the
company and their stakeholders. This notion of mutual benefits depicts the idea of
positive outcomes accruing to both the company and their stakeholders.
5.2.2.7.2 Profile 2: Outcomes Focus
Seven managers refer to the theme of “outcomes” of CSR, with no other strong focus.
While mentioning other themes, “outcomes” had a score of five mentions in the construct
sets of the manager and other themes are mentioned only three times or less. The
exception to this is Interview 6, where the “flexibility of CSR” has an equal rating to
“outcomes” of CSR (as discussed above). This theme profile of manager excludes those
managers included in Profile 1 above, who referred to “outcomes” and “stakeholders”,
with similar scores for each or one less of each, as described above. Figure 5.13 depicts
a typical spider diagram for this theme profile.
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Figure 5.11 Example of a Spider Diagram depicting Profile 2: Outcomes Focus
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KEY TO SPIDER DIAGRAM: 1 = Outcomes, 2 = Stakeholders 3 = Links to Business Objectives, 4 = Values, 5 = Ethics, 6 =
Ethics and Values, 7 = Flexibility. (Source: Compiled from Table 5.7 Summary of Repertory Grid Results by Themes). Source:
Compiled by author.

Figure 5.11 depicts an example of a Spider Diagram applicable to Profile 2: Outcomes
Focus, showing six mentions of outcomes of CSR across the construct sets of the
manager. This profile description is consistent across the research results, as many of the
managers refer to the benefits and effective action of CSR initiatives to the company.
What is significant is the lack of measurement, in terms of outcomes of CSR, with only
four companies endeavouring to quantify the return from CSR - Interviews 4, 14, 22 and
28, referring to any degree of measurement of the return from CSR initiatives. This issue
will be discussed in Chapter 6.
5.2.2.7.3 Profile 3: Values Focus
In this profile of managers (relating to seven managers), the theme of “corporate values”
featured most for these managers, in relation to their construct sets. In relation to
Interviews 2 and 4, “values” were mentioned seven times in the managers construct sets.
In relation to Interview 9, the manager referred to “values” four times across their
construct sets. In relation to Interview 12, this manager mentioned “stakeholders”,
“business objectives”, “values” and “ethics”, an equal number of times, that of four times
in their construct sets. This interview was taken as a Values Focus given the high
emphasis on values, ethics and values and ethics across the entire construct sets of this
manager, with a similar reasoning applied to Interview 1 and 10. In relation to Interview
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21, while this manager mentioned “stakeholders” five times and “values” four times, it
reflected more of a values profile rather than an “outcomes and stakeholder” focus,
depicted in Profile I. Many managers mentioned the role of values in building
relationships with stakeholders. Figure 5.12 depicts a typical spider diagram for this
theme profile.

Figure 5.12 Example of a Spider Diagram depicting Profile 3: Values Focus
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KEY TO SPIDER DIAGRAM: 1 = Outcomes, 2 = Stakeholders 3 = Links to Business Objectives, 4 = Values, 5 = Ethics, 6 =
Ethics and Values, 7 = Flexibility. (Source: Compiled from Table 5.7 Summary of Repertory Grid Results by Themes). Source:
Compiled by author.

Figure 5.12 depicts an example of a Spider Diagram applicable to Profile 3: Values Focus
showing seven mentions of “values” across the managers’ construct sets. This profile
description is consistent across the research results, as many managers referred to the use
of ethics to display the corporate values of the company. In a similar way (as discussed
above) the link between “stakeholders” and “values”, where values were often referred to
as the manner in which the company related to stakeholders, through the ethical behaviour
of the employees. These issues will be discussed in Chapter 6.
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5.2.2.7.4 Profile 4: Business Objectives Focus
In this profile of a business objectives focus, which numbered three managers, is central
to the research objective of this thesis, examining the cognitive link between CSR and
strategy among managers operating in Ireland. It is highly significant that only three
managers portrayed high scorings in themes relating to “business objectives”. Interview
8 had a high score on “outcomes” and “business objectives”, while interview 22 had a
high score “stakeholders” and “business objectives”. Figure 5.13 depicts a typical spider
diagram for this theme profile.

Figure 5.13 Example of a Spider Diagram depicting Profile 4: Business Objectives
Focus
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KEY TO SPIDER DIAGRAM: 1 = Outcomes, 2 = Stakeholders 3 = Links to Business Objectives, 4 = Values, 5 = Ethics, 6 =
Ethics and Values, 7 = Flexibility. (Source: Compiled from Table 5.7 Summary of Repertory Grid Results by Themes). Source:
Compiled by author.

Figure 5.13 depicts an example of a Spider Diagram applicable to Profile 4: Business
Objectives Focus. In relation to Interview 22, the manager in this case refers to link to
business objectives, six times the manager’s construct sets. In relation to two of the
managers who mentioned “links to business objectives”, it is noteworthy to observe that
no other themes featured significantly, except those mentioned “outcomes” and “business
objectives” or “stakeholders” and “business objectives”. In addition, Interview 27 did
have similar high scores across five themes, including “business objectives”. These
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profiles will be discussed in Chapter 6. Table 5.8 depicts the four theme profiles and
associated interviews applicable to these profiles.

Table 5.8 Profiles and Associated Interviews
Profile

Associated Interviews

Outcomes and Stakeholder Focus

3,5,7,11,13,14,15,16,18,24,26,28,29,30

Outcomes Focus

6,17,19,20,23,25,31

Values Focus

1,2,4 9,10 12,21

Business Objectives Focus

8,22,27

Source: Compiled from Spider Diagram analysis of themes emerging

Table 5.8 depicts the interviews associated with the particular profiles identified. Profile
1: Outcome and Stakeholder Focus relates to fourteen interviews, with seven managers
relating to both Profile 2: Outcomes Focus and Profile 3: Values Focus. Three managers
relate to a Business Objectives Focus and this spread of interviews across the profiles is
illustrated in Figure 5.14 below. These theme profiles were derived exclusively from the
information contained in the construct sets of the managers interviewed and these theme
profiles will be further developed and discussed in Chapter 6.
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Figure 5.14 Dispersion of interviews across the Four Key Profiles identified across
Themes
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Source: Compiled from Spider Diagram analysis of themes emerging

Figure 5.14 highlights Profile 1: Outcomes and Stakeholder Focus as being the most
predominant, with Profile 2: Outcomes Focus and Profile 3: Values Focus, each relating
to seven and six interviews respectively. In contrast, Profile 4: the Business Objectives
Focus only refers to 10% of the total interviews (three in number), however, as stated
above, this does represent a significant finding of this research, in highlighting the lack
of clearly defined and quantifiable objectives, in relation to CSR for the managers
interviewed.
It is also significant that (as mentioned previously) only four companies measure the
return from CSR. These related to Interviews 4, 14, 22 and 28 and in relation to the
profiles depicted above, these span across three profile groups, with two companies in
Profile 1: Outcomes and Stakeholder Focus and one each in Profile 3: Values Focus and
Profile 4: Business Objectives Focus. A significant finding, which was derived in relation
to the four companies, who measure CSR, is that, while the fulcrum or central theme of
CSR to the manager may range from outcomes, stakeholder, values or business
objectives, the return from CSR to the company is measured and deemed highly
significant to the company. This point will be further discussed in Chapter 6.
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5.2.2.8 Analysis of Key Words emerging from Repertory Grid Results
Examining the combined construct sets across the thirty one interviews, an analysis of
key words was undertaken. The results of this exercise are contained in Figure 5.17 Key
words emerging from Repertory Grid Interviews, by number of mentions, below.

Figure 5.15 Key words emerging from Repertory Grid Interviews, by number of
references
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Source: Compiled from Repertory Grid Results (individual managers construct sets).

Figure 5.15 Key words emerging from Repertory Grid Interviews, by number of
references, depicts the key words stated across the construct sets of all the thirty one
managers interviewed. These words were categorised across thirteen categories,
combining words of similar meaning. An outline of the key words appearing across the
thirty one interviews appears in Appendix 20 and the words applicable to each manager
are included in the individual mind maps for each manager. In relation to the key words
analysis exercise the words, with the highest mentions, relate to outcomes (31), value and
ethics (27) and planned approach and business strategy (15); these also relate to the
profiles of CSR depicted above. These key words emerging from the construct sets were
scattered right across the four theme profiles of managers depicted above, with no
significant trends emerging in relation to the position of these key words, across the four
theme profiles identified.
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5.2.2.9 The Manager’s Mind Map – The Thirty One Interviews
As discussed above, a set of the thirty one mind maps were constructed to summarise and
depict the cognitive set for each manager interviewed and appear in Appendix 19. These
mind maps are similar to that depicted for Interview 6, in Figure 5.5 Interview 6 Manager
Mind Map, in section 5.2.2 above. The results of each mind map referred to the core issue
for the manager in relation to CSR, these ranged from stakeholders, ethics, values,
business strategy and outcomes of CSR, how other issues in relation to CSR fed into this
core issue. In addition, each mind map contained a summary of the company context, the
key words coming from the repertory grid interview and the factors determining the
success of CSR and an overview of the process of CSR for this manager. The overall
results of each of these interviews were included in Table 5.6 Overview of research results
of interviews with managers, and depicted in Figure 5.8 Core Focus in relation to CSR
among the managers interviewed, as discussed above.
5.2.2.10 The Process of CSR
As discussed in Chapter 4, on completion of the repertory grid technique, managers were
asked to complete an attitude survey which sought to capture an insight into the process
of CSR within their company. This attitude survey consisted of ten statements, with rating
scales, in relation to the process of CSR. The statements were based on the Lawrence and
Weber model discussed in Chapter 3, which incorporates the key elements of the process
of CSR (Lawrence and Weber 2014).
In addition to the ten rating scales, the attitude survey included an open question asking
the manager how the company undertakes developing and implementing CSR ideas and
initiatives, this will be discussed below and depicted in Figure 5.16 to 24. Finally, there
was a section for additional comments and this section was used by only three of the
managers interviewed and they stated that the link between CSR and strategy was
important for them, the need to integrate all stakeholders into the process of CSR within
the company and that for the manager CSR meant being a responsible citizen in its widest
sense.
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5.2.2.10.1 Awareness of relevant stakeholders
In relation to how the company members are aware of their relevant stakeholders, this is
made known through discussions with managers and to a lesser extent through top
management agreement.

Figure 5.16 Awareness of relevant stakeholders - through general discussions with
Managers or Top Management agreement
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Source: Compiled from the Attitude Survey results

Figure 5.16 depicts the results of statements 1 and 2 and shows that, for many managers,
both general management discussions and top management agreement outline the norm
in their company, in terms of an awareness of key stakeholders. Twenty five managers
outlined a high level of agreement with the fact that relevant stakeholders were identified
through general management discussions, with twenty two managers indicating top
management agreement in relation to who these relevant stakeholders were, thus
depicting a combination of both general management discussions and top management
agreement being used to identify relevant stakeholder.
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5.2.2.10.2 Developing knowledge on the interests of stakeholders
Statements 3 and 4 dealt with the interests of stakeholders, how the company is made
aware of the interests of the stakeholders it identifies. Figure 5.17 depicts the findings of
these two statements.

Figure 5.17 The interests of stakeholders are known to the firm, through interaction
with stakeholders and/or through formal research
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Source: Compiled from the Attitude Survey results

As depicted in Figure 5.17, in relation to how the interests of stakeholders, these are made
known to the firm through interactions with stakeholders and /or formal research. Twenty
seven managers agreed or strongly agreed with this statement. In addition, formal
research was also used to some extent by many companies, to ascertain the interests of
stakeholders, with twenty seven managers using formal research. Direct interaction with
stakeholders was the most popular method to identify the interests of stakeholders.
5.2.2.10.3 Priority given to certain stakeholders
In relation to the priority given to certain stakeholders, Figure 5.18 Priority given to
certain stakeholders as a result of Top Management agreement, depicts these results.
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Figure 5.18 Priority given to certain stakeholders as a result of Top Management
agreement
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Figure 5.18 depicts, in particular, that one core finding from the research is that 82% of
managers interviewed agreed or strongly agreed that priority is given to certain
stakeholders as a result of Top Management agreement, with only 10% strongly
disagreeing with this statement. Therefore, the process of CSR among managers
interviewed depicts a strong level of intervention and so portrays a processual strategy
school present; thus, while it may not be the over-arching strategy school present for many
managers (twenty one managers), it does appear to exist to a lesser extent. This point will
be discussed further in Chapter 6.
5.2.2.10.4 Developing knowledge in relation to the power of the stakeholder
In relation to the statement referring to the power of the stakeholders, this power is known
to the company in that this knowledge appears to be gathered through interaction with
stakeholders, more so than formal research. Figure 5.19 depicts the results of these
statements posed to the managers interviewed.
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Figure 5.19 The power of the stakeholder is known to the company and this
knowledge is gathered from interaction with stakeholders and/or through formal
research
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Source: Compiled from the Attitude Survey results

Figure 5.19 depicts that interaction with stakeholders is the key source for the company
at ascertaining the power of their stakeholders. Formal research plays a lesser role, in the
identification of power of stakeholders for these managers and their firms.
5.2.2.10.5 The possibility of stakeholder coalitions forming
The idea of stakeholders of the company forming coalitions is not deemed a strong
possibility by many managers interviewed, with over 53% strongly disagreeing or
disagreeing with this as a possibility. Figure 5.20 Stakeholders of the company are likely
to form coalitions, shows the breakdown of results.
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Figure 5.20 Stakeholders of the company are likely to form coalitions
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Figure 5.20 also depicts the fact that only 40% strongly agree on the likelihood of
stakeholders forming coalitions and 43% stating a lesser degree of agreement and these
results relate to companies spanning across a wide range of industry sectors, as depicted
in Table 5.6, Overview of research results of the interviews with managers, outlined
above.
5.2.2.10.6 The Process of Stakeholder Analysis
Statements 9 and 10 related to the process of stakeholder analysis and how information
is gleaned in relation to building a knowledge base about stakeholders. Figure 5.23 depicts
the results of these statements posed to managers.
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Figure 5.21 Stakeholder analysis is gathered by the company through knowledge
evolving through interaction with stakeholders and/or formal research
16
14
12
10
8
6
4
2
0

Evolving through
interaction with
stakeholders
Evolving through
knowledge gathered
through formal research

Source: Compiled from the Attitude Survey results

Figure 5.21 depicts the situation that (in the main), interaction with stakeholders is the
most popular way in which managers build the company’s knowledge base, in relation to
analysing stakeholders. While formal research is evident, in terms of stakeholder analysis,
nineteen of the managers interviewed were in strong agreement that stakeholder
information was gathered through interaction with stakeholders. Twelve managers were
not in agreement that knowledge of stakeholder analysis was gleaned from formal
research. While formal research seems to be undertaken by many of the managers
interviewed, this seems to be used more for supplementing the company’s knowledge
base on stakeholders, rather than as an alternative to interacting with stakeholders
directly.
5.2.2.10.7 Developing and implementing CSR Initiatives
In relation to the open ended question, as part of defining the process of CSR for the
manager, a number of interesting findings were derived from this question in relation how
the company undertakes developing and implementing CSR initiatives and programmes.
The findings from this question are in line with the previous statements in relation to
stakeholder management, where stakeholder engagement is a core part of CSR initiative
development, for the managers interviewed.
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Figure 5.22 Broadly speaking, how the company undertakes developing and
implementing CSR programmes
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Source: Compiled from the Attitude Survey results

Figure 5.22 depicts that, at the core to these managers, is the idea of working with and
through stakeholders, in relation to the development of CSR initiatives. While
Stakeholder Management and CSR programme are clearly matched to vision, mission
and objectives, this point was mentioned as important by 27% of managers (depicting
nine managers) only and robust reporting systems were outlined as being important by
3% of managers interviewed which, in reality, relates to one manager. Overall, as stated
previously, the evaluation of CSR initiatives, in terms of key performance indicators, was
only applicable to four managers interviewed. This issue will be discussed Chapter 6.
5.2.2.11 What determined success in CSR? – The Open Ended Question
As stated in Chapter 4, the question was asked at the end of the interview as to what
determined success in CSR and managers referred to this (in the main), as the building
corporate reputation, staff motivation and building links with industry. Figure 5.23
Factors determining success in CSR, depicts the breakdown of responses in relation to
this question.
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Figure 5.23 Factors determining success in CSR
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Figure 5.23 depicts the factors determining success in CSR for each of the managers
interviewed. In this open ended question, all managers mentioned more than one factor
determining the success of CSR to them. Across the thirty one interviews, sixty four
factors were mentioned in total and Figure 5.23 reveals these factors. Company reputation
is depicted as a key factor among managers in determining success in CSR, yet, as stated
above, it is interesting to note, that only four companies actually measure success in CSR,
so for the remaining twenty seven companies, no tangible way exists for managers to
measure the success in the CSR initiatives undertaken and so the factors determining
success, therefore, may be more aspirational, rather than depict quantifiable objectives of
a CSR programme or initiative.
5.2.2.12 The application of the results to the CSR/strategy Interpretative Guide
Bringing together the results of the three parts of the research interview, as outlined in
section 5.2 above (the repertory grid technique results, the attitude survey results and the
open ended question), in addition to any other extra information gleaned from the
interview, this information formed the basis on which to apply the results to the
CSR/strategy Interpretative Guide. Figure 5.24 Application of CSR/strategy
Interpretative Guide - Evidence of each CSR/strategy school perspectives present, depicts
the results from this application process.
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Figure 5.24 Application of CSR/strategy Interpretative Guide - Evidence of each
CSR/Strategy School Present
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Source: Compiled from Application of the research results to the CSR/strategy Interpretative Guide (developed in
Chapter 2 and 3 and contained in Appendix 20).

Figure 5.24 depicts the results of the application of the CSR/strategy Interpretative Guide
developed in Chapter 2 and 3. The application exercise is contained in Appendix 21 and
includes the results of all thirty one interviews, in terms of the application of CSR/strategy
Interpretative Guide and summarised in Figure 5.24 above.
This summary of the application of the CSR/strategy Interpretative Guide demonstrates
how all managers interviewed portrayed both a classical and systemic CSR/strategy
perspective, with evidence of the processual perspective slightly less prominent, but still
very much in existence, relating to twenty eight interviews and only one manager alluded
to an evolutionary CSR/strategy school. Interview 13, depicted an evolutionary
CSR/strategy perspective. This company relates to a major accounting firm, where the
manager stated that the other industry leaders did influence the type of CSR initiatives
undertaken by their company. Company 13 is what is referred to as one of the “the big
four” companies in the industry. Yet, Interview 5, was also one of “the big four”
companies in the industry. The manager in this company (Company 5) did not make any
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reference to the impact of other industry leaders influencing in any way the CSR
initiatives undertaken by Company 5.
In relation to this research, it is highly significant to point to the fact that all thirty one
interviews depicted having more than one type of CSR/strategy perspective with regard
to the managers understanding of CSR and its link with strategy. This key finding will be
discussed in depth in Chapter 6.
Examining the results of this application of the research results to the CSR/strategy
Interpretative Guide, a number of significant findings emerge and these will be discussed
under each CSR/strategy school below.
5.2.12.1 The Classical CSR/strategy school
Although, as outlined above, all managers displayed aspects of a classical strategy school
perspective to their CSR, the extent of this CSR/strategy school perspective did differ
across the thirty one interviews. In relation to the CSR/strategy Interpretative Guide
statements across the six CSR elements, this depicted in particular, a legal/regulatory
awareness present, in relation to all interviews with the knowledge of stakeholders
generally known to managers. The trade-off/advantage in relation to responsibility and
performance was known by twenty three managers and measured by only four firms.
When the issue of profit and return on investment was examined, this did not seen to be
a key issue for many managers, with over 60% of managers never referring to this
throughout the interview. Five managers (Interviews 1, 2, 3, 12, 21) alluded to having an
understanding of the level of CSR that was necessary to gain maximum impact for the
company, in relation to the thirty one managers interviewed, only four managers actually
measured the return from CSR.
In general, managers did not use corporate values or ethical conduct as a key lever to gain
a positive impact. However, in relation to twenty nine managers, the corporate values that
directly related to stakeholders, the companies seen to respond to these issues and
highlight their ethical stance, where it is perceived that this is important to stakeholders.
The idea of the mutual benefits of CSR was very much embraced by managers, depicting
a high level of awareness of benefits, both to the stakeholder and the company. The
manner of evaluating the benefits of CSR differs among managers interviewed, with
managers generally only giving a general overview or a general depiction in qualitative
terms, as to these benefits either to the company, their stakeholders or both. Only four
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managers actually measure the return of CSR for their company, relating to Interview 4,
14, 22 and 28. Twenty seven managers identify the idea that stakeholders perceive
benefits from the company’s CSR activities as being important. In relation to twenty eight
managers, the idea that CSR is effective for the company is also important, but, as stated
above, only four managers actually measure its effectiveness. Effective action is generally
examined in terms of its positive impact on the company; again in relation to twenty seven
managers this examination is of a very general nature, on the part of the company. The
findings in relation to the classical strategy school perspective will be discussed in
Chapter 6.
5.2.12.2 The Processual CSR/ strategy school
The Processual CSR/strategy school perspective was evidenced in relation to twenty eight
managers, indicating that the choices made in relation to CSR initiatives very much
depend on the strength and power of internal stakeholders. These results are very much
in evidence, in particular, through the process of CSR depicted in the attitude survey,
where twenty two managers alluded to that certain stakeholders were given priority as a
result of Top Management agreement and so depict a processual CSR/ strategy school
perspective. In analysing the results of the research eight managers (Interviews 6, 16, 17,
18, 19, 24, 25 and 31), the results did emphasise the influence of internal stakeholders to
a large extent and the political landscape of the company influencing the types of CSR
initiatives undertaken. Interview 11 and 27 did reference this point in their repertory grid
interview, stating that there can be a bias of key influencers impacting the types of CSR
initiatives their company engages in yet; the processual strategy school did not represent
the over-arching strategy school for these managers.
The existence of the CSR/Strategy processual strategy school perspective did not seem to
extend to the corporate values or ethical conduct of the company. The importance of
ethics was alluded to by all thirty one managers interviewed and the formulation of a code
of ethics appeared a straightforward exercise.
In relation to the mutual benefits of CSR, for four managers (Interviews 11, 14, 16, 27)
articulated benefits may be general or bespoke for individual projects, as this is used to
gain support for such projects. What is deemed effective action was considered
inconsistent for four managers interviewed (Interviews 11, 13, 14, 16), stating that the
perception of effective action may vary throughout the company. In relation to two of the
managers interviewed, they were of the view that this lack of consistent interpretation of
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what is defined as effective action can lead to disputes and inconsistency in defining the
outcomes of CSR at times (Interviews 11, 14). The findings in relation to the processual
strategy school perspective will be discussed in Chapter 6.
5.2.2.12.3 The Systemic CSR/ strategy school
When examining the existence of the Systemic CSR/strategy school perspective, all
interviews displayed or resembled aspects of this strategy school perspective, although
similar to the classical and processual strategy school perspective, the degree of strength
will vary and is difficult to quantify. The link between business and society was evident
across the thirty one interviews. In relation to three managers, the choices made in relation
to CSR reflected more the goals of management rather than the wider social goals. In
relation to corporate values and ethical conduct, society did provide the society’s defined
benchmark of corporate values and the resulting ethical conduct by the company members
was evident across the thirty one interviews.
With regard to the mutual benefits of CSR, the benefits of CSR are seen as important to
the manager, but are not always explicated at the outset. The notion of benefits accruing
to both the company and the stakeholder was highlighted, with thirty managers
advocating that benefits need to be evidenced and experienced by stakeholders also, with
three companies stating the difficulty of ensuring an equal balance of benefits across the
different stakeholder groupings. (Interview 2 did not highlight this point). All thirty one
managers expressed the importance of endeavouring to respond to different stakeholders
groupings with different needs. In relation to the notion of what constitutes effective
action, fifteen managers advocated that this may not be consistent across the firm and also
among external stakeholders.
In summary, the dynamics or features attributable to the Systemic CSR/strategy school
perspective is present across all thirty one interviews with the knowledge and
understanding of external stakeholders considered important by the managers
interviewed. What differs across the interviews is the strength of the presence of the
Systemic strategy school perspective, but what is consistent across all the interviews is
an appreciation of the need for the company to be sociologically sensitive.
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5.2.2.12.4 The Evolutionary CSR/ strategy school
The Evolutionary CSR/ strategy school perspective was only evident in one interview,
that of Interview 13. In relation to all other interviews, no reference was made to the idea
of the market or market leaders dictating or influencing the type and scope of CSR
initiatives undertaken by these companies. However, in relation to Interview 13, it was
stated by the manager that the market leaders dictate the level, type and scope of CSR
initiatives undertaken. The level of CSR will vary depending on how CSR is viewed by
the market. The discretionary nature of CSR facilitates this idea of investing or divesting
in CSR based on the market situation. Ethical conduct is seen as a distinctive competency
by the manager in Interview 13, operating in this Evolutionary strategy school
perspective. As stated previously, Interview 13 operates in the accounting services sector
and is deemed to be one of what is referred to as “the big four” companies in the industry
and the manager stated that is as such influenced by the CSR strategies of the other three
market leaders. As stated above, Interview 5 is also one of the “big four” companies in
the industry and did not allude to any influence from market/industry members.
5.2.2.12.5 The Process of CSR across the four CSR/ strategy schools
In relation to the process of CSR, when applied to the CSR/strategy Interpretative Guide,
a number of findings were derived, many of which are discussed above in section 5.2.5,
The Process of CSR. All twenty eight managers (as discussed above, only twenty eight
managers undertook the attitude survey, in relation to the Process of CSR) have a focused
planned approach to CSR. In relation to twenty five interviews, top management can
influence which stakeholders get priority. For twenty five managers, the behaviour of
members of the company can dictate the response to stakeholders which materialises,
very much in line with the processual approach discussed above, in relation to the purpose
of CSR for the manager. For all twenty eight managers, the process of CSR is part of a
planned and focused approach for stakeholder engagement and the building on the
business/society link is deemed crucial.
In summary, the process of CSR is part of a well thought through strategy to CSR. The
building of the business/society link is seen as important, but also the recognition that
internal stakeholders can dictate the scope and types of CSR initiatives undertaken. The
evolutionary CSR/strategy school is only present for Interview 13, as is the case in
relation to the purpose of CSR as discussed above.
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Therefore, in summary, in relation to the four CSR/strategy schools, the key significant
findings relate to the fact that the managers interviewed operate across more than one
strategy school. The strength of existence in a particular strategy school can vary and
although difficult to qualify, the CSR/strategy Interpretative Guide does show
differentiating factors, to highlight the difference between managers interviewed.
The four theme profiles extended across all four strategy schools, with matches arising
between the profiles of themes and the CSR/strategy Interpretative Guide. It is
noteworthy to examine these results further and the comments made by a manager in
relation to interview 21, who stated
“while we see corporate values as our core theme, we are strongly of the
view that if we do not have strong visible corporate values we will not
achieve our corporate objectives, therefore we see business objectives as
the next level down from this” (Interview 21).

A significant finding therefore is the interconnectedness of the different components of
CSR for the managers interviewed. For example, the emphasis on one core theme in CSR
does not lessen the importance of other themes as in the case of Interview 21, cited above,
where, in this case, corporate values support the business objectives or outcomes of CSR
for the company. This will be discussed in Chapter 6 in relation to the overall theme
profiles. In addition, the derived link between the theme profiles and the CSR/strategy
Interpretative Guide will be developed and discussed in Chapter 6.

5.3 Conclusion
In relation to the findings of this research, into the cognitive space of the managers
interviewed, in summary, all thirty one managers produced a coherent set of constructs.
These construct sets were sufficiently consistent to produce a mind map for each manager
interviewed, illustrating core themes and the way in which other themes fed into this core
theme. On examining all thirty one interviews - the summary table of the constructs, it
highlighted themes, trends and similarities and differences between these constructs. The
examination of the process of CSR depicted a focused planned approach to CSR, although
the level of sophistication of the planned approach to CSR does vary. In applying the
results of the research to the CSR/strategy Interpretative Guide, all managers operated in
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at least two CSR/strategy schools. This significant finding will be discussed in Chapter
6.
In concluding Chapter 5, it is important to extrapolate the key findings mentioned and
discussed in the chapter throughout, to ensure these findings form the foundation for the
analysis of findings in Chapter 6. Many of the findings at the micro level of the Example,
relating to Interview 6, are consistent with the overall findings at a macro level. Table
5.5, Summary of Key Findings from Interview 6, at the end of section 5.2.1, are integrated
into Table 5.10 Summary of Findings at a Micro and Marco level Analysis (all thirty one
Interviews). The purpose of such integration is to ensure a full discussion on the overall
findings of this chapter and highlight the similarities in issues emerging, for example, the
key focus of CSR for the manager, the key themes emerging, the lack of measurement of
CSR, the key words and how they carry into the overall categories of key words at a
macro level.
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Table 5.9 Summary of Findings at a Micro and Marco level Analysis (all 31 Interviews)
Finding

Significance (from
micro analysis of
results)

Significance (from macro analysis of results)

Core focus in relation to CSR for
the manager

Outcomes of CSR

Themes emerging from repertory
grid results

Outcomes 33.3%
Stakeholder 16.6%
Values 8.3%
Values and Ethics 8.3%
Flexibility 33.3%

The Four Profiles of CSR

Interview 6 - Profile 2 –
Outcomes Driven

Key words emerging from
Repertory Grid Technique

Partnership, interlinked,
outcomes and Guiding
Principles.
Note: If these are
categorised in the same
manner as the 31
interviews at a macro
level, they would read as
follows: Building links,
Outcomes and Ethics and
Values.
Very much reflected in
the macro level results.

The outcomes of CSR 23% and Stakeholders 45% rated highly significantly and
combining values and values and ethics, this gave a score of 22%. Link to business
strategy gave a rating of 10%. What is the central theme emerging as to the
managers understanding of CSR and how does this equate with the literature?
Link to business objectives very weak at 6%. Values, ethics and values and ethics
combined referred to by 33.6% of managers in their construct sets. Stakeholders
referred to by 22.1% of managers. Outcomes by 27.2% of managers. 11.2% of
managers referring to the flexibility of CSR. The interconnectedness of themes, the
importance of themes and the links emerging; how does this equate with the
literature?
These were developed from the spider diagrams of individual managers depicting
themes emerging from the RGT results. While all theme profiles span across the
four strategy schools, how significant are their presence across the four strategy
types and what does this signify?
These words are depicted across 13 categories. Are these words in line with the
literature and how do they relate to the elements of CSR as dictated by the
literature?

The Process of CSR

A planned approach to CSR depicted by all managers. Strong focus on stakeholder
engagement. Top Management intervention, in terms of CSR stakeholder relevance
and which stakeholders get priority. The use of formal research to identify
stakeholder interests and analysis of stakeholders.
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Finding

Significance (from
micro analysis of
results)

Significance (from macro analysis of results)

Factors determining success in CSR
for each manager

Building the reputation of
the company.
Being the employer of
choice

In particular, the importance of company reputation and the positive impact of CSR
to stakeholders. In many respects, this concurs with the literature on the benefits of
CSR, discussed in Chapter 3 and this will be further discussed in Chapter 6. The
lack of measurement to assess the impact of these factors will be discussed also.

Application of the CSR/strategy
Interpretative Guide

The Processual strategy
school perspective was
predominant. Aspects of
the Classical and
Systemic strategy school
perspective were present
and there was no evidence
of the Evolutionary
strategy school
perspective present.

All companies displayed aspects of both the Classical and Systemic strategy school
perspectives. Twenty eight managers displayed the Processual strategy school
perspective and only one company displayed the Evolutionary strategy school
perspective. These results will be discussed and developed in Chapter 6, to
highlight their significance, in relation to the research aims of this study.

Source: Compiled by author.
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Table 5.10 gives an overview of the key findings extrapolated from the results and these
will form the foundation for the analysis of findings in Chapter 6. While some findings
will reflect more significant issues than others, they will assist in developing an
understanding of the cognitive link between CSR and strategy among managers operating
in Ireland. The analysis of findings will also assist in linking the theory of CSR, as
depicted in Chapter 2 and 3, with that depicted by the managers in the findings discussed
above.

178 | P a g e

Chapter Six
Contribution: Inside the Manager’s Mind

6.1 Introduction
The focus of this research was to explore the cognitive link between CSR and strategy
through the minds of CSR managers operating in Ireland. This chapter reviews the aims
of the research, focusing on the key findings and the contribution of this research in
addressing these research aims. Using Chapter 5 as a foundation, this chapter will further
analyse the findings of Chapter 5 and also the preceding Chapters, 2 and 3, in relation to
the review of the literature pertaining to CSR and strategy. Furthermore, this chapter will
outline the key limitations of the research and highlight significant possibilities for further
research. The chapter concludes by further developing the contributions of the research
study through a series of contentions derived from the findings, to give further focus to
future avenues of research.

6.2 The research aims
As stated in Chapter 1, the aims of this research were to evaluate the relative importance
of CSR components in the minds of the managers and to create a typology or framework
of how CSR managers operating in Ireland synthesise their understanding of CSR and
strategy. Therefore, this study attempted to investigate the ways in which CSR interacts
with the corporate strategy of the firm, through the mind of the CSR manager and, so,
highlighted where CSR fits into the strategy execution process among the managers
interviewed.
In ascertaining the contribution of the research, each of these research aims will be
reviewed in turn, to determine the key contribution of the research findings, in relation to
each of these research aims. The two research aims required a range of research
approaches, as depicted in Chapter 4. In particular, the aim of evaluating the relative
importance of CSR components in the minds of the manager, this research aim was
researched using the RGT technique. The second research aim, of creating a typology or
framework of how CSR managers operating in Ireland synthesise their understanding of
CSR and strategy, was also achieved using the RGT technique, in addition to the use of
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an attitude survey. An open ended question was also included in the interview with the
managers, to give context to the overall interview and ascertain what determined success
in CSR for the managers interviewed. The next section will describe the findings in
relation to each of these research aims and highlight the key contributions of the research
addressing the key research question – what is the cognitive link between CSR and
strategy among managers operating in Ireland?
6.2.1 Research Aim 1: To evaluate the relative importance of CSR components in
the minds of the CSR managers in Ireland
In achieving this research aim, of ascertaining the manager’s understanding of CSR,
Chapter 2 examined the literature, as the foundation as to how CSR is understood. The
primary issue addressed, to give context to the role and understanding of CSR, was to
define what managers think is important to the firm, in the achievement of its goals and
the evolution of CSR into the strategic orientation of the firm.
To address this contextual issue, various theories of the firm were discussed in Chapter
2 and these are summarised in Table 6.1 below. The results of the research undertaken
with CSR managers are summarised in Table 6.1 also, in terms of where managers view
the existence of these theories in their understanding of CSR. Table 6.1, therefore,
assists in integrating these two perspectives, both the theory and what managers actually
think.
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Table 6.1 Comparing the Theory and the Manager’s Cognitive Thinking – the Key Issues
The Theory of
the firm
Ownership
theory of the
Firm

Stakeholder
Theory of the
firm

Institutional
Theory of the
firm

Stewardship
theory of the
firm

Main thrust of the Theory
Profit maximisation is the sole objective
of the firm and depicts a very narrow lens
in terms of the duty of the firm to
shareholders (Friedman 1976; Schouten
and Remme 2006).
Key constructs expected from this
view: profit, return on investment,
effectiveness, efficiency.

Main findings of the Research with CSR
managers
The four theme profiles of managers depicted
in the findings in Chapter 5, relate to only
three managers who have business objectives
as a core theme in their construct sets, in
relation to their understanding of CSR and its
link with strategy. Four managers across the
thirty one interviews actually measure the
return from CSR, within their firms.

This extended the role of the firm beyond
only shareholders to other stakeholders,
both internal and external to the firm
(Freeman 1984; Garriga and Mele 2004).
Key constructs expected from this
view: stakeholders, benefits to
stakeholder, shared outcomes,
partnership.

Stakeholders did feature in the construct sets
of all managers interviewed, either referring to
a particular stakeholder set or stakeholders in
general. The stakeholders of the firm were
also referred to in the theme profile of
outcomes and stakeholders as a core theme for
fourteen managers.

The need for the firm to adjust to
institutional pressures or be proactive in
relation to impending pressures (Misani
2010; Donaldson and Preston 1995;
Lawrence and Weber 2014).
Key constructs expected from this
view: identification of stakeholders,
priorities, impact, issues.
Balancing the interests of the stakeholder
in a fair and ethical manner (Donaldson
and Preston 1995; Lawrence and Weber
2014).
Key constructs expected from this
view: ethics, fairness, equity,
stakeholders, partnerships, shared values.

Managers were aware of the institutional
pressures whether coming from the
competitive, stakeholders or Government
pertaining to the company and its
environment. For example, Interview 13
displayed this outward looking approach to
CSR in contrast to Interview 16 mentioned
across.
Nineteen managers referring to the challenge
of balancing the needs of all stakeholders and
that of the firm. In contrast, Interviews 7, 8, 27
and 31 referred to the need to take on board
stakeholder priorities, as these managers felt
this represented a key component of business
success. These managers did not refer to any
difficulty in adopting this type of approach
within their firms.

Sample evidence from research of CSR managers
Interview 18: in this case the firm works in collaboration with
the local community through district managers to identify
projects which help the local community and also the firm,
highlighting the dominance of the systemic approach.
Interview 20: the manager did mention the importance of profit
maximisation and shareholder value, but no mechanism is in
place within the firm to measure the return from CSR initiatives
to the firm.
Interview 5: this manager stressed the need to have shared
positive outcomes for both the company and its stakeholders.
Interview 11: this manager stated that stakeholders provided a
motivating input into the CSR policy of the firm. In addition, he
stressed the need to have a more focused approach to CSR, in
terms of identifying through stakeholder management what
needs to be done in terms of CSR and relate it to the corporate
plan. This more focused approach is currently being formulated.
Interview 13: displayed an evolutionary strategy school
perspective in relation to CSR and was very much guided by its
three key competitors, in relation to CSR initiatives undertaken.
Interview 16: this manager stated that the company has recently
adopted a more introverted approach to CSR with the
employees now the champions of formulation and
implementation of CSR initiatives within the firm.
Interview 3: this manager stated that a key challenge was to
balance the needs of all relevant stakeholders. He added that it
was not always possible for all stakeholders to benefit at all
times.
Interview 27: this manager stated that stakeholder
responsibility and responding to stakeholders is at the core to
achieving business success.
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The Theory of
the firm
Enlightened
stakeholder
management
theory

Corporate
citizenship
theory

Resource
based view of
the firm

Main thrust of the Theory
The firm’s success in the long term is
very much dependent on the response to
stakeholders (Bird et al. 2007; Post et al.
2002).
Key constructs expected from this
view: stakeholders, shared outcomes,
partnerships, dialogue, recognition of
stakeholders, working with stakeholders.
Similar to CSR in practice, this theory
depicts a proactive stance in building
relationships with stakeholders
(Lawrence and Weber 2014; Moon et al.
2005).
Key constructs expected from this
view: stakeholders, building relationships
with stakeholders, partnerships,
responsiveness to stakeholders, shared
positive outcomes.
The theory depicts the link between the
firm’s internal characteristics and its
performance (Barney 1991; Hart 1995;
McWilliams et al. 2006).
Key constructs expected from this
view: positive outcomes, effectiveness,
efficiency, economy, focused.

Main findings of the Research with CSR
managers
Nineteen managers referred to the importance
of mutual benefits in terms of the idea of
positive outcomes for both the company and
stakeholders. In contrast, Interview 3 the
manager stated that not all stakeholders will
benefit from decisions taken by the company,
so it is not always possible for mutual benefits
to accrue to decisions taken by the company.
The managers highlighted the need to build
relationships with stakeholders and make a
difference in terms of mutual benefits.
Similar to the enlightened stakeholder
management theory above, this theory was
reflected in the importance placed on
stakeholder engagement by managers. In
Interview 14, the manager stated that building
stakeholder engagement is seen as the
platform on which to build the business in the
long term.
Managers referred to the use of the resources
of the firm to build capabilities in delivering
CSR initiatives to strengthen the performance
of the firm in terms of for example, reputation
building, staff retention or goal achievement.
This is in contrast to Interview 15, where
responding to stakeholder is driven by an
obligation and just responding to stakeholders
is deemed insufficient to imply that CSR is
effective, it has to relate to mutual benefits for
both the company and stakeholder. It is more
of an outside-in approach, rather than an
inside out approach, as depicted by the
resource based view.

Sample evidence from research of CSR managers
Interview 4: in this case the manager stressed the need to
ensure mutual benefits accrued to both the firm and its
stakeholders.
Interview 26: the manager stated that all CSR outcomes are
only effective if mutual benefits accrue to both the company and
its stakeholders.
Interview 29: the manager stressed the need to develop CSR
initiatives which are flexible to ensure mutual benefits for both
the firm/stakeholders.
Interview 4: this manager stated that the stakeholder
responsibility of the firm gives clarity to CSR or corporate
citizenship within the company.

Interview 14: this manager sought to use the skills and
expertise of employees to be directed to CSR projects which
resulted in mutual benefits to the company and the stakeholder.
This depicts the inside-out approach to CSR mentioned across.
Interview 15: depicted a stakeholder driven approach to CSR
and the actual CSR initiatives chosen are driven by the
stakeholders rather than the company. This example depicts, the
outside-in approach mentioned across.

Compiled by author from Chapter 2 and Chapter 5
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Table 6.1 depicts the different perspectives of the firm, as postulated by the theories and the
evidence from the managers’ cognitive space, used to illustrate the existence or non-existence
of the theory, within the firm. However, there is no strong evidence of the ownership theory
of the firm present in the managers’ cognitive thinking, as depicted in Table 6.1 above.
Referring back to the preliminary conjecture outlined in Chapter 2, highlighting the kind of
features that would be evident of a CSR manager operating according to this theory, would
be a manager who constantly carries out and evaluates the cost/benefit analysis of CSR
activities and initiatives. Clearly, there is no general pattern of the ownership theory derived
from the sample of managers interviewed. However, some such links might be discerned
from Interviews 8, 22, 27, where the focus of these manager is on “the link to Business
Objectives”, in particular, Interview 8, where the construct sets of this manager focus is on
“Outcomes” and “the link to Business Objectives” of the firm and the reference to
stakeholders and stakeholder responsibility, refers to the role of stakeholders, in achieving
positive outcomes for the firm. However, in referencing these three interviews, they seem
more rhetorical than operational, as the research study does not measure the extent of the
connection.
The next theories, related to the stakeholder, institutional, stewardship, enlightened
stakeholder management and corporate citizenship theory, are very much grounded on a
stakeholder approach, but reflecting different perspectives, as depicted in Table 6.1 above.
In relation to the manager’s cognitive space, the strong evidence relates to this stakeholder
approach, in general terms. However, in examining the references to stakeholder
responsibility, encapsulated in the construct sets, five different types of understanding of
stakeholder responsibility emerge. These are outlined in Table 6.2 below.
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Table 6.2 Core emphasis or understanding of Stakeholder Responsibility for the
Managers Interviewed
Type

Core emphasis of

Numbers of managers

Stakeholder Responsibility
Type 1
Type 2
Type 3
Type 4

Type 5

Ethics Driven
Corporate Values Driven
Stakeholder responsibility
represents the foundation of CSR
Stakeholder responsibility
influences the corporate strategy
of the firm
Partnership approach CSR built
around win/win for the company
and stakeholder

6
4
13
7

5

Source: compiled by author from examination of construct sets of managers interviewed.

Therefore, as depicted in Table 6.2, the manager’s understanding of stakeholder
responsibility means different things to different managers. Also, these types of
understanding of stakeholder responsibility are not mutually exclusive. For example, in
Interview 28, the manager stated that stakeholder responsibility was very much driven by the
corporate values of the firm, but also stated that stakeholder responsibility represented the
foundations of CSR for the firm, therefore, a Type 2 and Type 3 emphasis or understanding
of stakeholder responsibility exist for this manager. In relation to the theme profiles depicted
in Chapter 5, Profile 1: Outcomes and Stakeholders, for these managers, the stakeholder
represents the starting point of all CSR activities, in terms of formulating, developing and
implementing CSR initiatives. The focus for these managers in this theme profile is that there
needs to be a shared positive outcome for both the company and their stakeholders, in relation
to CSR initiatives undertaken. Referring back to the preliminary conjecture outlined in
Chapter 2, highlighting the kind of features that would be evident of a CSR manager
operating according to this theory, would be a manager who focuses on an outside-in
approach to stakeholders, one would expect to see dialogue with stakeholders and negotiation
and maybe arbitration, in terms of a stakeholder management approach. Clearly, in relation
to this theory, there are aspects of a general pattern derived throughout the sample of
managers interviewed. In particular, in relation to the Theme Profile 1: Outcomes and
Stakeholders, the focus on stakeholders is evident, in a prominent way in the managers’
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construct sets. In addition, Interview 3, where the satisfaction of stakeholders is considered
very important by the manager interviewed. Also, all managers interviewed displayed aspects
of systemic strategy school perspective. However, as mentioned previously, as the aims of
this study was not to address the measurement of this connection with stakeholders, in some
instances, these cases cited seem more rhetorical than operational.
The institutional theory was reflected in Interview 13, where the manager very much
reflected this “reacting to external pressures”, in this case competitors and the influence of
the three main competitors in dictating the CSR policy and initiatives undertaken by the firm.
The thirteen managers in terms of Type 3 above did reflect that responsibility to stakeholders
did form the foundation of their CSR policy, and the centrality of the stakeholder of the firm,
in dictating the type of CSR policy or initiatives formulated and implemented. Referring back
to the preliminary conjecture outlined in Chapter 2, highlighting the kind of features that
would be evident of a CSR manager operating according to this theory, would be a manager
who is very much focused on this outside-in approach, in terms of their awareness and
appreciation of the actors in the institutional environment, who impact the firm and are very
much influenced by the pressures exerted by these actors. Clearly, in relation to this
institutional theory, there is no general pattern derived through the sample of managers
interviewed. However, some such links to the institutional environment might be discerned
from Interview 13, in particular, where the manager is very much influenced by the market
leaders, in terms of the types of CSR initiatives undertaken by the firm. While, institutional
actors may influence the other managers interviewed, these influences did not feature in a
prominent way in these managers construct sets.
The stewardship theory, is reflected in Type 1, ethics driven (from Table 6.1 above), but
while this represents only six managers interviewed, the overall construct sets of managers
do reflect a wider ethical approach, both in terms of CSR formulation and implementation;
however, as will be discussed in section 6.2.1.5, the ethical stance of the firm is very much
dictated by stakeholders of the company, rather than the wider lens of society, as depicted in
the theory. Referring back to the preliminary conjecture outlined in Chapter 2, highlighting
the kind of features that would be evident of a CSR manager operating according to this
theory, would be a manager who focuses predominantly on ethics in the formulation and
implementation of a stakeholder management approach. Clearly, in relation to this
stewardship theory, there is no general pattern derived throughout the sample of managers
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interviewed, however, some links could be discerned in relation to the Theme Profile 3:
Values Focus. Seven managers depicted this theme profile which incorporated “values”,
“ethics” and “values and ethics” perspective, derived from the managers construct sets. For
example, in relation to Interview 4, where values and ethics represent approaches to being “a
good company”, used by the firm, in the achievement of their objectives. However, as stated
previously, the research aims did not seek to measure the strength of the connection of values
and ethics for the company, therefore some of the interview cited here, seem more rhetorical
than operational.
The enlightened stakeholder management theory (ESMT) is contingent on the response by
the firm to its stakeholders, taking a longer term focus, in terms of the benefits that can accrue
to the firm in the long term from responding to its stakeholders. This reflects a Type 3, 4 and
5 (as outlined in Table 6.2 above) in terms of the core emphasis of the stakeholder
responsibility. Interview 11 reflected such an approach, where the manager stated that it was
important to have a focused and structured approach to their CSR initiatives, in terms of the
benefits that can accrue from CSR and move away from the influence of the political
landscape which influences the type and scope of CSR initiatives undertaken. Referring back
to the preliminary conjecture outlined in Chapter 2, highlighting the kind of features that
would be evident of a CSR manager operating according to this theory, would be a manager
who is mindful of identifying and responding to issues important to the different stakeholder
groupings of the firm. Clearly, in relation to this theory, there is no general pattern derived
throughout the sample, however, some such links might be discerned from those firms that
measure the return from their CSR initiatives, in particular, Interviews 4, 14, 22 and 28. For
example, Interview 22, has clearly defined performance indicators to track the return on CSR
initiatives for the firm. However, what constitutes “long term” for these firm is unknown, so
as with the previous theories, these cases seem more rhetorical than operational.
The corporate citizenship theory involves taking a proactive approach to building
partnerships with stakeholders and the society in which the firm operates. This is very much
depicted in Type 5, in relation to the core emphasis on stakeholders. As stated above all
managers depicted aspects of a systemic strategy school perspective and, as such, depicted
an element of this approach. Referring back to the preliminary conjecture outlined in Chapter
2, highlighting the kind of features that would be evident of a CSR manager operating
according to this theory, would be a manager who focused on dialogue, negotiation and
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building links with external stakeholders, ensuring mutual benefits to both the firm and its
stakeholders from CSR initiatives undertaken. Clearly, given that all interviews depicted
aspects of the systemic strategy school perspective, this outside-in approach to building
partnerships with stakeholders was present to a greater or lesser extent across all interviews.
For example, Interview 10, building links with the community is of paramount importance
to this manager and is linked to the values of the firm. However, as stated previously, the
lack of measurement makes it impossible to ascertain whether these cases are more rhetorical
than operational.
While the evidence from the interviews with managers do not unambiguously support the
resource based view of the firm, Interview 27 does refer to the importance of using resources
of the firm in an efficient and effective manner; no reference was made to the allocation of
resources or that CSR represented as a key resource for both the company and its
stakeholders. This firm does not measure the return from CSR and as such has no mechanism
in place to capture and quantify efficiency and effectiveness, in contrast to Interviews 4, 14,
22 and 28, who have measures to quantify the return from CSR. Referring back to the
preliminary conjecture outlined in Chapter 2, highlighting the kind of features that would be
evident of a CSR manager operating according to this theory, would be a manager who
considers CSR initiatives in terms of their call on the resources of the firm and how these
resources could be leveraged to obtain a competitive advantage for the firm. The interviews
with managers did not unambiguously support this theory in relation to CSR as a resource,
except for (as mentioned above) Interviews 4, 14, 22 and 28 who have measures to quantify
the return from CSR.
Therefore, the managers’ cognitive space does, in general terms, reflect the stakeholder based
theories, in terms of a wider lens than a merely shareholder view of the firm, the evidence
however, does depict five different types or understanding of stakeholder responsibility
approaches or views where stakeholder responsibility is built around different focuses
including ethics, corporate values, stakeholder, business strategy or the partnership approach,
which are not mutually exclusive to the individual manager. This varied types and
understandings of CSR is very much reflective of the argument postulated, in Chapter 3,
where it was contended that what constitutes stakeholder responsibility can vary in scope and
understanding among managers (Daily et al. 2006).
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In addition, the evidence does not support one stakeholder based theory of the firm over the
other, elements of these theories exist, in the sample of managers interviewed. For example,
Interview 4, the manager depicted a core theme of Corporate Values and so resided in Profile
3: Values Focus, but the firm did measure the return from CSR, in terms of clearly defined
objectives, where corporate values drive the mutual benefits to the company and its
stakeholders and represents a positive outcome of CSR.
Moving from the stakeholder theory to CSR, as discussed in Chapter 2, CSR is included in a
prominent way, in relation to stakeholder theory (Schaefer 2008). This contention by
Schaefer holds through in the interviews with managers, as the concept of stakeholders did
appear in all the construct sets of all managers and was represented in the theme Profile 1:
Outcomes and Stakeholder Focus, as discussed in Chapter 5.
6.2.1.1 Profiling the managers understanding of CSR
Overall, in relation to the managers’ cognitive thinking, in terms of their knowledge of the
components of CSR, four key theme profiles of managers were depicted. These theme
profiles were outlined in Chapter 5 and discussed above. On examining the mind maps of the
managers interviewed (also highlighted in Chapter 5) a more thorough description of these
theme profiles can be gleaned, in relation to the managers cognitive space. Table 6.3 provides
descriptions of these theme profiles.

188 | P a g e

Table 6.3 Description of Theme Profile Categories
Theme Profile

Description

Profile 1: Outcomes and
Stakeholder Focus

The stakeholder represents the starting point in relation to the formulation and
implementation of CSR initiatives. Stakeholder engagement is the key to business
success for this profile group. If the stakeholder does not receive the desired outcome
from CSR activities it will mean the return to the company will diminish. The key to
success is that there is a win/win for both the company and its stakeholders.

Profile 2: Outcomes
Focus

The delivery of positive results to the firm from its CSR involvement is deemed
imperative and represents a planned approach grounded on values and ethical conduct.
Positive outcomes to both the firm and its stakeholders are deemed important. These
outcomes are dictated by stakeholders or what the managers of the firm feel is their
stakeholder responsibility.

Profile 3: Values
Focused

Corporate values are the foundation on which business is done and represents the
guiding principles in relation to CSR and how it should be done. CSR actions are not
deemed effective if not based on corporate values. In addition, stakeholder
engagement is very much grounded on corporate values, as it reflects the
responsibility to stakeholders by the firm.
CSR initiatives need to be aligned with the business objectives of the firm. The
awareness of mutual benefits to the company and stakeholders is deemed important.
The benefits of CSR for the firm may change as the business objectives change. An
awareness of the mutual benefits that accrue to the firm and its stakeholders is deemed
important. The resources of the firm need to be used in an efficient and effective
manner and this relates to CSR initiatives also.

Profile 4: Business
Objectives Focus

Source: compiled by author from Chapter 5, Findings.

In terms of the managers’ cognitive thinking, as depicted in Table 6.3 above, the managers
understanding of CSR, in terms of what it entails for them can be plotted within the four
theme profiles. The description of the profiles are derived from the mind maps of these
managers and show the fulcrum of these profiles, in terms of what is deemed important for
these managers. While the six elements of CSR, as depicted in the literature were derived,
the emphasis is different, in relation to the manager’s cognitive thinking or understanding of
CSR to them.
In many cases, the theme profiles depict the strength of the element depicted in the literature.
For example, Profile 3: Values Focus, is very much in line with the managers’ understanding
of CSR, the importance of corporate values were broadly stated by twenty eight managers,
as the foundation on what needs to be done by the firm. Seven managers depicted values as
the fulcrum of CSR, in terms of corporate values determining the guiding principles, by
which business should be done by members of the firm. In addition, Profile 3: Values Focus
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also depicts the point that the responsibility to stakeholders is very much driven by corporate
values.
Therefore, in relation to Research Aim 1, in terms of defining the managers understanding
of CSR, four theme profiles were derived, which track the four types of understanding of
CSR for the managers interviewed. These profiles represent a key finding of this study and
will be discussed further below.
Returning to the six elements of CSR depicted in the literature in terms of how CSR is
defined, (stakeholder responsibility, discretionary initiatives, corporate values, ethical
conduct, mutual benefits and effective action), when each of these elements are examined, in
relation to the management cognition research, their understanding to the manager does not
unambiguously support the literature, as depicted in Chapter 2 and 3. Each of these six
elements will be discussed in turn below, in an attempt to define the manager’s cognitive
space, in relation to these core components of CSR, as depicted in Chapter 2, 3 and 5
respectively.
6.2.1.2 Stakeholder Responsibility
In relation to stakeholder responsibility, Chapter 3 discussed the importance of stakeholders
to the firm and the managers cognitive space very much reflects this view, but the individual
managers interviewed place different emphasis on what they determine are their
responsibility to stakeholders (Kolk and Perego 2014). Table 6.2 above, depicts the emphasis
in relation to stakeholder responsibility, depicted by the managers cognitive space. As stated
above, five types of understanding of stakeholder responsibility were identified, these
included ethics driven, corporate values driven, stakeholder driven corporate strategy driven
and the partnership approach of building links between the company and stakeholder and
developing a win/win for both through CSR initiatives. These responsibilities to stakeholders
were discussed in Chapter 3 and were contended to reflect a difficult balancing act, in
responding to all stakeholders effectively and this point was emphasised by the managers
interviewed (Galbreath 2006). In particular, in Interview 23, the manager acknowledged that
making choices in relation to CSR initiatives means not all stakeholder needs are satisfied all
of the time.
The challenges of stakeholder responsibility, as discussed in Chapter 3, did present
themselves in the managers’ cognitive space (Bartley 2007; Kimiagari et al. 2013; Kolk and
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Perego 2014; Quick and Nelson 2013; Thompson et al. 2013). In particular, the need to build
stakeholder relations was highlighted, the awareness of the environment the firm operates in
was also evident, particularly, in relation to the managers in the multinational companies
(MNCs) interviewed and this aspect of giving local discretion to managers in relation to the
CSR initiatives in the environment was also consistent with the literature (Avetisyan and
Ferrary 2013; Kimiagari et al. 2013; Wu 2013; Kolk and Perego 2014). For example, in
Interview 24, the manager refers to the fact that stakeholder responsibility will change over
time and is specific to the environment facing the company. The challenge to management
in resolving these conflicting interests of stakeholders, thirteen managers referred to the need
to balance the interests of stakeholders, in an ethical manner. The structure of the firm was
considered to present a challenge, in particular, in relation to Interview 11, the manager felt
bias can exist, in relation to which stakeholders are responded to and which CSR initiatives
are undertaken. This firm is currently embarking on a new CSR plan that reflects the ability
of the company through its structures, to develop a CSR plan that is focused on stakeholders
and that will also reflect the business strategy of the company.
As depicted in Chapter 3, many writers contend that responding to stakeholders is a critical
element of the strategy process of the firm (Daft 2000; Galan and Sanchez-Bueno 2009;
Wolfe and Putler 2002). In relation to the research results, there was a broad appreciation of
the idea of a strategic approach to CSR, six managers referred to the fact that stakeholder
responsibility needed to be linked to the strategy of the firm. In addition, five managers refer
to the need to build partnerships between the company and its stakeholders and ensure a
win/win in terms of mutual benefits to both the company and its stakeholders.
Therefore, the managers’ cognitive thinking was very much reflected in a stakeholder
approach to CSR within the firm. While the core emphasis of what stakeholder responsibility
entailed varied across five different types of understanding, as depicted in Table 6.2,
emphasising the fact that the managers understanding of stakeholder responsibility means
different things to different managers.
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6.2.1.3 Discretionary Initiatives
The research results are consistent with the theory of CSR, as depicted in Chapter 2 and 3,
where the discretionary aspect of CSR initiatives by the firm, is at the core of CSR strategy
(Robins 2008; Mathews 2004; Jamali 2008). There appears to be agreement between the
literature and evidence from the managers interviewed on the voluntary nature of CSR,
reflecting the idea that the firm has flexibility to mould its CSR initiatives to respond to
stakeholders, company strategy or both (Kakabadse et al. 2005).
In relation to the managers’ cognitive space, the managers describe the discretionary nature
of CSR as giving scope to change CSR initiatives to respond to emerging issues important to
the company and their stakeholders. For example, Interview 26, the manager stated that the
discretionary nature of CSR enables quick responses by the firm, to address issues which
have a high positive impact on the firm’s reputation. In addition, Interview 25, the manager
stated that discretionary initiatives drive the mutual benefits of CSR, for both the firm and its
stakeholder.
In examining the managers’ cognitive thinking, it is possible to determine the Discretionary
and Strategy components of CSR from the table developed in Chapter 3 and Table 6.4 below,
which depicts the actual numbers of managers in each of these four categories.

Table 6.4 Discretionary and Strategic Components of CSR - evidence from
management cognition research

Voluntary

Forced

Operational

Competitive

Corporate Philanthropy

Strategic

25 Managers

4 Managers

Stakeholder pressure

Market Pressure

1 Manager

1 Manager

Compiled by author and discussed previously in Chapter 3.
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Twenty five of the managers interviewed represent Corporate Philanthropy, reflecting a
voluntary and operational approach to CSR. As discussed in Chapter 3, this approach
represents the firm making its resources, skills and expertise available, to achieve some
welfare objectives. There is no obvious direct benefit to the firm, except the broader benefits
of reputation building and staff retention, which are mentioned by managers, as key
determinants of success of CSR (Lawrence and Weber 2014).
For managers who do measure the return from CSR (Interviews 4, 14, 22 and 28) a strategic
style was identified which reflected a competitive and voluntary approach to CSR. As stated
in Chapter 3, much of the literature concentrates on this approach (Galbreath 2010; Gyves
and O’ Higgins 2008; Porter and Kramer 2006). The discretionary nature helps to ensure the
ability of the firm to develop an effective CSR strategy, which can evolve into a competitive
advantage for the firm (Haigh and Jones 2006). For example, in relation to Interview 22, the
manager in this case reflects such an approach, in which she refers to the fact that the choices
made in relation to CSR are aligned to the business objectives. This applied to four interviews
(Interviews 4, 14, 22, and 28) and the results of their CSR initiatives are evaluated, using key
performance indicators. In relation to twenty seven managers who do not measure the return
from CSR and who do not relate to this quadrant, this represents a major deviation from the
theory and represents a key contribution of this study.
In relation to the Market Pressure quadrant, in Table 6.4, only one firm reflects this quadrant,
signifying a competitive and forced or planned approach to CSR. As discussed in Chapter 5,
Interview 13 reflects such an approach to CSR. In this case the manager is very much
influenced and driven by the three key competitors in the market, in terms of the types and
scope of the CSR initiatives undertaken by the firm, thus depicting an evolutionary approach
to strategy, as discussed in Chapter 5.
One of the managers interviewed demonstrated the Stakeholder Pressures quadrant, depicted
in Table 6.4, representing an operational and forced approach to CSR strategy. This refers to
Interview 19, where the manager stated that not all CSR initiatives lead to mutual benefits,
but that at times responding to stakeholder requests seems the correct thing to do from an
ethical perspective.
In summary, the discretionary aspect of CSR is evident across the management cognition
research results and is consistent with the literature, in some respects, as depicted in Chapter
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2. The managers interviewed reflect (in the main), Corporate Philanthropy. Such an approach
to CSR by managers reflects the idea of choice and the voluntary nature of CSR. In particular,
the theme profile identified that of Profile 1: Outcomes and Stakeholder Focus, is very much
in evidence in relation to this element of Discretionary Initiatives and highlights the
interconnectivity of CSR components, discussed in Chapter 5 also.
As stated in Chapter 2, the above analysis gives a broad focus on the discretionary and
strategic components of CSR. For example, in the case with Interview 11, where this firm is
embarking on formulating a more planned approach to CSR and a linking of CSR to business
strategy. Therefore, the above model (defined in Chapter 3) merely defines a propensity by
managers operating with particular views concerning strategic processes and reflects these
managers’ views, at a point in time. The evidence of the management cognition results depict
that the focus may change over time and the flexible nature of CSR allow this change in
direction to occur.
6.2.1.4 Corporate Values
There is a strong agreement between the theory and evidence of the management cognition
research as to the importance of corporate values to the firm. This is consistent with the
arguments put forward in Chapter 3, where it was contended that values support the norms
of the firm, in terms of the behaviour that is deemed acceptable by members of the firm
(Cummings and Worley 2014). In addition, as discussed in Chapter 3, many writers postulate
that corporate values relate to general beliefs of what constitutes right and wrong behaviour
and form the foundation of ethical behaviour (Bloisi et al. 2007; Collins and Porras 1996;
Quick and Nelson 2013). In particular, in relation to Interview 24, the manager stated that
corporate values represent the foundations of employee behaviour and ethical conduct of the
members of the firm. In relation to the evidence from managers, corporate values represented
the core theme of CSR for seven of the managers interviewed and represented one of the four
core theme profiles, that of Profile 3: Values Focus, depicted in Chapter 5. In this profile,
corporate values related to a core theme in the managers construct sets and values were
referred to as the manner in which the company related to stakeholders (as depicted in
Interview 9), with CSR initiatives chosen which support the corporate values of the firm.
There is also a tendency for the firm to choose stakeholders with similar values to the firm.
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Focusing on the link between corporate values and the strategy of the company, corporate
values were broadly stated by twenty eight managers as the foundation of what needs or
should be done by the company and this is very much consistent with the theory (Collins and
Parras 1996; Rampersad 2001; Thompson et al. 2013; Van Lee et al. 2005). In relation to
Interview 23, this manager stated that corporate values related to what was good for the
company, in the attainment of its objectives and this was stated in an even stronger fashion
in Interview 24, where the manager contended that corporate values helps to achieve business
success.
Section 6.2.2.3 below further develops the evidence from the research in that it brings
together the strategy school perspective and the theme profiles of the managers interviewed,
it portrays a tripartite group of values, outcomes and stakeholders. In this situation the
managers cognitive space depicts strong linkages between the stakeholder values and that of
the company, with both the firm and stakeholders working together to ensure positive
outcomes for both, very much guided by a common value system.
While the managers interviewed did not refer to the actual corporate values being important
to them, but spoke of values in broad terms, the importance of values is outlined throughout
the interviews, as outlined above. Therefore, the managers’ cognitive space did demonstrate
a commitment to corporate values, on the part of the managers interviewed.
6.2.1.5 Ethical Conduct
There is a degree of consistency in the literature, as depicted in Chapter 3 and the
management cognition research results, in relation to the importance of ethical conduct to the
firm. In relation to the evidence, only two of the managers (Interview 21 and 27), did not
refer to ethics in their construct sets, but they did refer to corporate values. Therefore, ethical
conduct did, in the main, form part of the manager’s understanding of CSR. This is very
much in line with the literature as discussed in Chapter 3, where it is contended that business
ethics extends to how the firm interacts with internal and external stakeholders (Forester
2009; Lubbock 2000). In fact, the role of ethics for the firm is described in Interview 1, in
which the manager contends that ethics represents a way the actions of the firm are effective.
Interview 2, very much concurs with this view by the manager, stating that the actions of the
firm are driven by ethics.
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While the mind maps of the individual managers do not reveal any tendency for ethical
conduct to be drawn from wider social norms, this is very much in contrast to the literature
depicting ethical conduct as coming from society as depicted in Chapter 3, the managers do
refer to ethics as the behaviour required in dealing with and encouraging stakeholders
(Lawrence and Weber 2014). The cognitive research does refer to the fact that the behaviour
of the members of the firm needs to be acceptable to stakeholders. For example, in relation
to Interview 28, the manager in this case sums up such an approach by stating that values and
ethics are at the core of all CSR initiatives and stakeholder engagement, but the cognitive
research depicts a narrower lens of stakeholder, as depicting the ethical stance of the firm,
rather than the wider society as depicted by the literature. Similar to the approach to corporate
values discussed above, the firm will pick stakeholders similar to their own values. As ethical
conduct is grounded on corporate values for many of the managers interviewed, the ethical
conduct is in effect referenced from their stakeholder groupings. This idea that the
stakeholders of the firm represent the key reference point on which the ethical standing of
the firm develops represents a key contribution of this study.
Moving to the link between ethics and the positive returns to the company, the literature
depicts a strong link, as discussed in Chapter 3, where many writers contend that companies
can promote ethics and boost profits at the same time (Lawrence and Weber 2014;
McWilliams and Siegel 2001; Nijhof and Jeurissen 2008). In addition, the discussion in
Chapter 3 highlights the fact that the literature supports the importance of the link between
CSR, ethics and the competitive advantage of the firm (Donaldson and Preston 1995;
Guadamillas-Gomez and Donate-Manzanares 2011; McWilliams and Siegel 2001; Porter
and Kramer 2006). In relation to the management cognitive research, twenty eight of the
managers interviewed refer to the role of ethics in their construct sets and ethics is very much
considered as a core issue in their understanding of CSR. In particular, in relation to Interview
15 and Interview 16, the managers refer to ethics as the way the firm does business in the
attainment of business goals, very much relating to the interconnectivity of ethics and
outcomes to the firm, also highlighted by the manager in Interview 22. However, managers
interviewed place greater emphasis on the link between ethical conduct and the positive
outcomes of the firm in broad terms, rather than referring to any link with profit
maximisation, as postulated by the literature.
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In summary, the interviews with managers concern itself with how managers think and it is
evident from the above discussions that the managers interviewed do view the role of ethics
as being very important part of their understanding of CSR, but, as stated above, this comes
from a narrow lens of their stakeholders, rather than the wider lens of society, as frequently
depicted in the literature.
6.2.1.6 Mutual Benefits
The mutual benefits of CSR discussed throughout Chapter 3 are varied and extensive among
firms and with the same firm over time (Aguilera et al. 2007; Moir 2001; Roberts and
Dowling 2002). The key benefit of CSR, as postulated by the literature, are discussed in
Chapter 3; these include company reputation, staff retention, customer satisfaction, building
local community links, discouraging government regulation, promotion of long term profit
(Gyves and O'Higgins 2008; Kaplan and Norton 2006; Lawrence and Weber 2014; Waddock
2008). In relation to the managers’ cognitive space, nineteen of the thirty one managers
referred specifically to the importance of mutual benefits of CSR, stating the need for a
positive outcome for the company and stakeholders. In particular, in relation to Interview 26,
the manager stated that all CSR outcomes are only effective if benefits accrue to both the
company and its stakeholders. It was the open ended question, which addressed the factors
that determined success in CSR, these included, in order of importance: company reputation,
staff retention, positive impact to stakeholders, achieving targets, staff motivation, and being
an employee of choice. These positive outcomes of CSR equate with the key outcomes
depicted in the literature, although discouraging government regulation did not appear as a
factor, among managers, in terms of their construct sets. Risk management did not appear as
an issue of key importance across the theory, but did appear in the management cognition
research results, but this only referred to one manager.
Therefore, the emphasis in the construct sets was focused on the need for benefits to accrue,
rather than be specific as to what constitutes these benefits. Table 6.5 below summarises the
key benefits of CSR depicted across the literature and management cognition research results.
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Table 6.5 Key benefits of CSR - Comparing the theory and practice
Reputation

Key benefits from

Customer
Satisfaction

*

Staff
Turnover/
Retention
*

*

Building
Community
Links
*

Promoting
Long term
Profit
*

*
(29
managers)

*
(13
managers)

*
12
managers)
see note

*
(12
managers)
see note

*
(8
managers

Discouraging
Government
Regulation
*

Risk
Management

the literature
Key benefits from
management
cognition research

*
(1 manager)

Compiled by author from Chapter 3 and 5. Note: this (12 managers) is shared across Customer Satisfaction and Building
Community links; it refers to the positive impact to stakeholders, in Figure 5.1. Chapter 5.

Table 6.5 depicts high levels of consistency between the literature and the management
cognition results, in terms of the benefits that are defined by the literature and that which the
managers expressed in the interviews.
In addition, the construct sets of the managers interviewed do focus on what is referred to in
Chapter 3 “win-win zones” for the firm and its stakeholders, this represents the situation for
seventeen of the nineteen managers who refer to mutual benefits in their construct sets (Haigh
and Jones 2006, p.12). For example, in relation to Interview 13, the manager refers to the
mutual benefits of CSR ensures that CSR is a win-win for both the stakeholders and the firm.
In contrast, in Interview 19 and Interview 2, the managers refers to the coercive non-strategic
or “zero-sum” situation stated by the manager, when they stated that not all CSR initiatives
will lead to mutual benefits, but in some cases represents the right thing to do for the firm,
from an ethical perspective, as discussed in section 6.2.1.2 above (Haigh and Jones 2006,
p.12). Furthermore, in relation to mutual benefits accruing from CSR, the data from the
construct sets of managers reveal that twenty seven managers refer to the fact that mutual
benefits refer to the successful outcomes of CSR, that accrue to both the firm and their
stakeholders.
In summary, the types of benefits mentioned (in the main) are consistent across the literature
and management cognition research. The evidence from the research also depicts (in the
main) a win-win zone for mutual benefits to accrue to the company and their stakeholders,
but as discussed above, the zero-sum zone does emerge in the research results, meaning that
mutual benefits are not always possible to the company and its stakeholders. However, in
relation to the theory, the writers are more prescriptive, in terms of positive outcomes relating
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to the business objectives of the firm. In relation to the managers interviewed the mutual
benefits (in the main) are stated as being important to both the company and its stakeholders
to ensure the effectiveness of CSR, yet, these benefits are defined in general terms and relate
to issues, for example, reputation, staff retention and staff morale.
6.2.1.7 Effective Action
Much of the discussion in Chapter 3, in terms of what constitutes effective action for
organisations focuses on the role of defining in advance what the firm seeks to achieve from
its CSR activities and then measuring the outcomes of CSR (Boyle 1995; Cameron 1986;
Hyndman and Anderson 1997; Salazer et al. 2012; Sen 1999; Thompson et al. 2013). The
evidence depicts twenty four of the thirty one managers referring to effective action in their
construct sets; it reflects a general outline of what constitutes effective action for these
managers. In reviewing these references to effective action in the managers’ cognitive space,
these can be categorised into three key categories. The first category, refer to those managers
who stated that actions are only effective if grounded on corporate values (Interviews 2, 9,
18). The second category refers to CSR initiatives that are deemed to be effective if they
deliver tangible results to both the company and its stakeholders (Interviews 6, 14, 26, 30,
31). The need for positive outcomes to the firm and its stakeholders is emphasized by the
managers and the fact that CSR actions will only be effective, if the firm responds to the
priorities of stakeholders. The third category of responses from managers refers to the link
between effective action and the strategy of the firm. These managers state that effective
action needs to form the guiding principles of strategy within the firm and that effective
action represent the positive impact of CSR for the firm. Three managers (Interviews 15, 17
and 24) state that effective action represents the sought outcomes with regard to the strategy
of the firm, in relation to CSR. For most managers in his third category, a general reference
is made in relation to past effective action shaping the future direction of strategy within the
firm (Interviews 1, 4, 5, 7, 10, 11, 12, 13, 15, 16, 17, 19, 20, 21, 22, 23, 24, 25, 27, 29).
As stated previously, only four managers (Interviews 4, 14, 22 and 28) actually measure the
return for CSR. For example, in relation to Interview 22, there is a reference made by this
manager that effective action relates to the positive impact of CSR initiatives, which the
manager stated, change as the objectives of the company changes and this depicts a strong
link between CSR and corporate strategy for the firm. In addition, key performance indicators
are defined in advance of the planning process, to enable a comprehensive evaluation to be
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undertaken. So while twenty one managers refer to a link between CSR and strategy, only
four firms actually measure the return from CSR.
Therefore, effective action is similar to stakeholder responsibility in that it means different
things or different understandings for different managers interviewed. These three categories
of effective action represent different ways in which effective action is understood through
the manager’s cognitive space. The third category of effective action and its link to the
strategy of the firm is closest to the interpretation of the theory. While twenty managers relate
to this category only four managers actually measure the return from CSR and only three
managers across the managers interviewed relate to the Theme Profile 4: Business Objective
Focus.
6.2.1.8. Summary of key contribution to Research Aim 1
In summary, the six elements of CSR, as depicted in the literature, do emerge in the
managers’ cognitive thinking in relation to CSR, but, as discussed, the managers
understanding of these elements does not always support the theory, in relation to these
elements of CSR. In relation to stakeholder responsibility, five different types of
understanding emerge. In relation to Discretionary Initiatives, the predominant discretionary
and strategic components relate to Corporate Philanthropy. In relation to the element of
Corporate Values the core theme Profile 3: Values Focus defines the strength of the existence
of this theme of values in the construct sets of the managers interviewed. The evidence
suggests that Ethical Conduct is very much grounded on corporate values and the
stakeholders of the firm, where the stakeholder is the reference point, rather than the wider
society. In referring to Mutual Benefits (in the main), this relates to a shared positive outcome
for both the company and its stakeholders. The sixth element, Effective Action can have
different meanings for different managers and three categories of understanding were
derived, which defined effective action as grounded in values, shared outcomes or company
outcomes, defined for most managers in general terms. As discussed above, in relation to
each of the six elements, clear deviations were derived in relation to the evidence and the
theory. The next section will address the contribution in relation to Research Aim 2.
6.2.2 Research Aim 2: How CSR interacts with the Corporate Strategy of the Firm
This second research aim sought to ascertain the manner in which CSR interacts with the
strategy of the firm. The study attempted to investigate the ways in which CSR interacts with
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the corporate strategy and the strategy execution process of the firm. Using the Whittington
Generic Perspectives on Strategy model as a foundation (discussed in Chapter 2), this
research aim was achieved through the development and application of the CSR/strategy
Interpretative Guide, developed in Chapter 2 and Chapter 3 and the management cognition
research results.
This section will discuss the application of the CSR/strategy Interpretative Guide to discuss
the theory and evidence, extrapolated from the management cognition research, in terms of
the linking of CSR with business strategy of the firm. As discussed in Chapter 4, the RGT
technique was used to develop the purpose of CSR and the process of CSR was explored
through the use of the attitude survey. This approach provided the two key inputs to the CSR/
strategy Interpretative Guide, that of the purpose and process of CSR. Initially, this section
will discuss the management cognition research findings, in relation to the process of CSR.
The purpose of CSR for the managers interviewed was discussed in section 6.2.2 above. In
addition, this section will summarise the CSR/strategy Interpretative Guide, which formed
the foundation of the discussion on the CSR/strategy link, this will be followed with a
discussion on the application of the CSR/strategy Interpretative Guide, incorporating the key
contributions of the study, in relation to this second research aim.
6.2.2.1 The Process of CSR
In Chapter 3, the importance of stakeholder analysis, as part of the process of CSR, is
emphasised (Bryant and Hunter 2010; Harvey 2011; Lawrence and Weber 2014; Short and
Harvey 2008). In relation to the management cognition research results, all thirty one
managers referred to a focused approach to CSR, as stated in Chapter 5, the degree of
sophistication of such an approach varied across firms. In reviewing the models of
stakeholder analysis, highlighted in Chapter 3, there is a consensus among many writers on
the need to be aware of stakeholders needs, interests and priorities (Harvey 2011; Lawrence
and Weber 2014; Short and Harvey 2008). The common characteristics of these models
consisted of stakeholder identification, stakeholder interests, the power of stakeholders, and
stakeholder networks. These four characteristics were used to develop the attitude survey.
The aim of the attitude survey was to develop an understanding of these managers approach
to CSR through stakeholder analysis. Each of these four characteristics will be discussed
below, in order to compare and contrast the theory and evidence from the research of the
process of CSR.
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6.2.2.1.1 Stakeholder identification
In terms of the process of identifying the relevant stakeholders of the firm, the theory depicts
the key question as to which stakeholders to include and which to exclude and refers to the
subjectivity of the process of identifying the relevant stakeholders by the managers of the
firm (Friedman and Miles 2006; Jonker and Foster 2002; Kolk and Perego 2014). In relation
to the management cognition research, twenty five managers outlined a high level of
agreement in relation to the fact that stakeholders were identified through general
management discussions, with twenty two managers indicating the inclusion of top
management in the identification process. Overall, there is a high level of participation and
involvement across the management team of the firm, in relation to the identification of
relevant stakeholders.
6.2.2.1.2 The stakeholder interests
The importance of identifying the interests of stakeholders is postulated by the literature, in
terms of the firm’s appreciation of these interests and expectations of their stakeholders and
also the fact that at times these interests intersect (as depicted in Chapter 3, Section 3.7.3.3).
In terms of the evidence from the interviews with managers, the interests of stakeholders
were (in the main) identified through interaction with stakeholders and/or through formal
research, with twenty seven managers agreeing or strongly agreeing with such approaches.
In fact, direct intervention was the most popular method in identifying the interests of
stakeholders, among the managers interviewed (with twenty six managers using such an
approach). As a means of dealing with the overlapping of interests of, for example,
employees, managers expressed the need to have employee involvement at the core of the
formulation and implementation stages of the CSR plan. For example, in Interview 16, the
manager stated that the firm had recently changed their approach to how they formulated
CSR plans. They recently moved from a top down approach by managers, getting employees
to buy into initiatives and if sanctioned they became champions in the formulation and
implementation of these CSR initiatives. The result has been, according to the manager, very
positive in motivating staff and building a team spirit across the firm.
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6.2.2.1.3 Power of Stakeholders
As discussed in Chapter 3, the power of the stakeholders is a key issue to managers and these
writers stress the importance of the manager having an understanding of the power and
influence of the different stakeholders of the firm (Bakker and den Hand 2008; Lawrence
and Weber 2014).
In relation to the evidence from managers interviewed, the interaction with stakeholders was
a key to ascertaining the power of stakeholders. Formal research was used to a lesser extent,
by fourteen managers; this still represents half of the managers interviewed, in relation to the
process of CSR. The types of power of these stakeholders was not mentioned specifically,
but, from the overall interview, the key power identified in relation to the research results,
was deemed to focus (in the main) on economic and legal power. For example, in relation to
Interview 14, this company has a strong tradition of unionisation and industrial action in the
past would have resulted in the company having to close for the duration of the strike action.
In relation to legal power, this would also be an issue with firms. For example, health and
safety legislation is seen as extremely important and any issues in relation to health and safety
issues, even if unfounded, would be taken very seriously by firms. In fact, Ireland is often
perceived as having a high propensity to sue and of fostering a culture of compensation, so
this issue would be deemed to be extremely important (Irish Examiner 2015). The evidence
from managers interviewed very much supports the theory, in that managers see the need to
be aware of the power of stakeholders, through interaction and dialogue with the stakeholders
of the firm.
6.2.2.1.4 Stakeholder Networks
In Chapter 3, the issue of the power of stakeholders was deemed to also be closely associated
with stakeholder networks, as it depicted that notion that stakeholders can extend their power
through networks, in that the collective groupings of stakeholders, can impact the firm
(Bakker and Hond 2008; Lawrence and Weber 2014).
In relation to the evidence from the interviews with managers, the issue of stakeholder
networks/coalitions of stakeholders, twelve managers interviewed strongly agreeing with the
likelihood of coalitions being formed and thirteen managers stating a lesser degree of
agreement. Overall, the building of a knowledge base, in terms of stakeholders is very much
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dependent on creating dialogue and interaction with stakeholders, with formal research
playing a lesser role, in gaining knowledge of stakeholders.
6.2.2.2 Merging the purpose and process of CSR
In examining the purpose and process of CSR and attempting to bring the findings together
in relation to both aspects of the research, it was possible to super-impose the process of CSR
results onto the key theme profile (depicting the purpose) outlined in Chapter 5 and discussed
in section 6.2.1.1 above. This exercise was made possible by examining the results of the
open ended question at the end of the attitude survey - asking the managers to outline their
process of CSR within their firms. Table 6.6, below, depicts the findings of the process of
CSR across the four theme profiles.

Table 6.6 The Process of CSR across the Four Theme Profiles
Profile

Description of the Process of CSR for this Profile Group

Outcomes and
Stakeholder Focus

The process of CSR relates to the core objectives of the company in developing CSR
initiatives related to the company and their stakeholders. For example, Interview 5, in
the area of education. Collaboration and the building of relationships with stakeholders
are seen as key for these managers. It is important for this group of managers that CSR
initiatives are deemed as meaningful to the stakeholders and the outcomes of CSR
should result in mutual benefits to the stakeholder and the company.

Outcomes Focus

The process of CSR is very much built around the outcomes which are deemed
achievable by the manager from the CSR initiatives chosen. The CSR initiatives are
evaluated, in terms of what they can deliver for the company. The key is to pick
meaningful CSR projects that can deliver positive outcomes to the company.

Values Focus

CSR initiatives across the firm have a common link with corporate values of the firm.
So while discretion is given to local management to define and deliver initiatives, they
are very much grounded on the common corporate values of the firm. Close links are
also maintained with stakeholders, to ensure the CSR initiatives chosen are important
to them also.

Business Objectives
Focus

The importance of the delivery of mutual benefits from CSR initiatives. A focused
approach to the formulation and delivery of CSR initiatives, in terms of the return to
the company.

Source: Chapter 5, Findings
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Table 6.6 depicts the centrality of focus in relation to the process of CSR for these managers
interviewed. In addition, it depicts a common thread in terms of the purpose of CSR, as
depicted in the managers’ cognitive thinking, outlined in the four theme profiles and how the
process of CSR unfolds for these firms. For example, in terms of Profile 1: Outcomes and
Stakeholder Focus, the collaboration and the importance placed on stakeholders is seen as
key to the process of CSR and the focus on delivering positive shared outcomes to the firm
and its stakeholders. In Profile 2: Outcomes Focus, these managers depict the process of CSR
which prevails within the firm and the centrality of focus on outcomes to the firm from CSR
initiatives undertaken. This evaluation in many cases relates to a very general evaluation of
outcomes to the firm, for example, it improves reputation or staff morale, but no mechanisms
are in place to measure this, across the firms in this profile. In Profile 3: Values Focus, the
concept of corporate values does permeate in relation to the process of CSR, for these
managers. For example, in Interview 4, this multinational company has just re-launched its
corporate values and ethics code across the company and these values are constantly
highlighted in their CSR initiatives and programmes to outline and stress how corporate
values should direct its CSR initiatives at a local level. In Profile 4: Business Objectives
Focus, the process of CSR does highlight the need for mutual benefits to accrue to the
company and its stakeholders, with the emphasis placed on the business objectives of the
firm. In only one case (in this theme profile) Interview 22, the return from CSR is actually
measured.
Therefore, one of the contributions of this research study is that there is consistency between
the managers’ cognitive space, in terms of how they understand CSR and the process of CSR
that operates within their firm. Bring together the results of the research in relation to the
purpose and process of CSR, as discussed above, the next section describes the CSR/strategy
Interpretative Guide developed in Chapter 2 and provides the context on which the
application of the research findings, in relation to the manner in which the CSR/strategy link
occurred.
6.2.2.3 The CSR/strategy Interpretative Guide
In Chapter 2, a number of strategy models were presented and discussed in relation to
identifying a strategy model in which the CSR theory could be mapped, in terms of its
relationship to strategy. The Whittington Generic Strategy Perspective Model was identified
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as an appropriate strategy model, as it was found to be clear, concise and had no overlap
between the four strategy schools identified (Harfield 2002). The Whittington Generic
Strategy Perspective Model was also deemed to provide a strong foundation, in terms of
identifying different approaches to strategy, as depicted in the theory on strategy, and it was
not formulated to describe how firms interpret strategy directly, but merely to plot the theory
on strategy, across the four strategy schools identified (Harfield 2002).
Therefore, the first contribution of the research, in relation to the second research aim, was
to extend the theoretical base of the model and so apply the theory of CSR across the theory
of strategy, as outlined in the Whittington Generic Strategy Perspective Model. To complete
this task, six components of CSR, as depicted in the review of the definitions of CSR
throughout the theory (as discussed in Chapter 2, section 2.4), were mapped along the four
strategy schools, as identified by the Whittington Generic Strategy Perspective Model, to
develop the CSR/strategy Interpretative Guide, depicted in Chapter 2. Such an exercise of
applying the theory of CSR to the theory of strategy, gave an insight into how CSR can be
interpreted across the strategy literature, using the Whittington Generic Strategy Perspective
Model as the foundation. This application exercise was never undertaken previously and
represents a key contribution of this research. In addition, the CSR/strategy Interpretative
Guide provided the foundation on which to chart the results of the management cognition
research and so map the theory and evidence from the managers interviewed, in relation to
CSR and strategy.
6.2.2.4 Application of the CSR/strategy Interpretative Guide
Using the CSR/strategy Interpretative Guide as discussed above, the results of the RGT and
attitude survey were applied to this CSR/strategy Interpretative Guide and the results, are
included in Appendix 21. This exercise represented phase one of the application process and
significant findings were derived from this exercise.
The key finding emerging from this application exercise demonstrates how all managers
portrayed more than one strategy school perspective. The results reveal that aspects of both
a classical and systemic CSR/strategy perspective, with evidence of a processual strategy
school perspective less prominent, but still very much in existence, relating to twenty eight
managers and only one manager alluding to an evolutionary perspective. Therefore, what
was derived from this exercise is that clearly individual managers do not map to individual
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schools, but operate across two, in many case three different CSR/strategy perspectives, as
depicted in Chapter 5. Managers, through their mental models, describe their existence in a
number of CSR strategy schools very clearly. For example, some managers stress the concept
of profit maximisation and some do not and, again, the managers do not feel this is
inconsistent and their approach will be described below.
Therefore, in relation to the management cognition research results, what was derived is as
depicted above, in relation to the model; manager can operate across different CSR/strategy
schools. Whittington ultimately alluded to the view that firms can move to different strategy
schools
…sometimes the sheer ferocity or unpredictability of markets will drive us
towards the evolutionary camp. Other times, we will find that organisations are
too sticky to bend to simple plans, or that the key resources on which
competitive advantage rely are too embedded from detached manipulation from
afar. There is no best way. The key is to match strategy to market, organisational
and social environments (Whittington 2001, p.119).

Therefore, Whittington states that firms may move from one strategy school to another,
depending on (the examples he cites) the stage in the life cycle of the industry or firm, but he
did not mention that firms can operate across different schools at a point in time, as was
derived from the management cognition research (Whittington 2001). Similar findings were
derived from a study undertaken on the strategic affinities of ethnic family firms in the UK
(Bhalla et al. 2006). In addition, a study exploring strategy perspectives of women managers
also depicted the existence of different strategy schools in existence for a manager at a point
in time (Basuki 2015).
In addition, there is another issue in relation to the model, in which the management cognition
research results do not concur and this represents another key contribution to this research.
In his model, Whittington depicts the idea of bi-polar extremes in relation to strategy being
either deliberate or emergent and as such defines the strategy literature, as either being
deliberate or emergent (Whittington 2001). In relation to the management cognition research,
individual managers view the deliberate or emergent approaches to strategy as a continuum,
rather than bi-polar extremes and the managers would describe the strength of approach,
rather than an either/or situation, in terms of deliberate or emergent approaches to
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CSR/strategy. In reviewing the process of CSR, in terms of either deliberate or emergent, as
defined above, the predominant approach was taken, but this is not to say that only one
approach applied. For example, in relation to Interview 14, a deliberate strategy applies to
some stakeholders, but there is scope for discretion by local managers to take on board new
CSR initiatives, throughout the planning period.
In addition, to the over-arching strategy school and process of strategy emerging, it was also
possible to super-impose the theme profiles developed in Chapter 5, section 5.2.2.7 across
the thirty interviews and so enabled an analysis by strategy perspective and key theme
highlighted by the manager in the repertory grid interview, to draw attention to any trends or
patterns emerging. As discussed in Chapter 4, thirty of the thirty one managers were included
in this next phase of the analysis, as it was not possible to ascertain the predominant strategy
school in existence for Interview 2, therefore, this interview was not included in this part of
the analysis. Consequently, Figure 6.1 depicts the Whittington Generic Strategy Perspective
applied to CSR. The two bi-polar extremes of the model are depicted, that of profit
maximisation and focus on business objectives and on the other extreme, the benefits
accruing by adjustment to respond to stakeholders of the company, what Whittington refers
to in his model as a “plural” approach (Whittington 2001, p.3). In relation to the approach to
CSR/strategy, the second bi-polar extremes highlighted in the Whittington model, the
deliberate approach to CSR/strategy and the other extreme, the emergent approach to
CSR/strategy. The four CSR/strategy perspectives are highlighted also.
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Figure 6.1 CSR/strategy – Merging theme profiles and strategy schools -Summary of
the Implications

Source: Compiled by author from Chapter 2 and 5.

Figure 6.1 depicts the over-arching strategy school depicted by the management cognition
research findings. While all strategy school perspectives were displayed, the over-arching
strategy school is highlighted in the above analysis. The systemic strategy school is the most
popular strategy school among the manager interviewed, representing eighteen of the
managers interviewed. Yet, the systemic school did exist across the other interviews also, but
was not the predominant strategy school in existence for all interviews. The management
cognition results depicted are in contrast to the literature, as depicted in section 6.2.1 above,
which is very much grounded in the classical strategy school. Appendix 22 highlights the
predominant strategy school and the predominant theme profiles across the thirty interviews.
As discussed in Chapter 4, Interview 2 was omitted from this section of the analysis, due to
the inconclusiveness of evidence in depicting the predominant strategy school and the
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predominant process of CSR. The following section reviews each of these strategy school
findings in more detail, incorporating a review of theme profiles across the strategy schools.
6.2.2.4.1 The Classical Perspective
From the evidence, the mental models of six managers displayed a Classical CSR/strategy
perspective. When the theme profiles were super-imposed onto these findings the results are
depicted in Figure 6.1 and Table 6.7below.

Table 6.7 Breakdown of Classical Perspective across Theme Profiles
Theme

Frequency

Outcomes/Stakeholders

1

Business Objectives

3

Values

2

Total number displaying Classical Perspective

6

Compiled by author from Chapter 5.

Table 6.7 depicts how three managers outlined a business objectives driven approach in terms
of the themes depicted from their construct sets. One of the managers, in particular, Interview
22 measures the returns from CSR, with key performance indicators, to track performance.
In relation to Interview 11, this manager depicted an outcomes/stakeholder focus and is in
the process of creating a stronger link between CSR and business objectives. In terms of the
remaining two managers, who depicted a values driven approach within their firm (Interview
1 and Interview 9), the balance of the focus is on the firm itself and not on the stakeholders.
The company would tend to choose stakeholders like themselves with similar values. For
example, in relation to Interview 9, the manager stated that corporate values drive the choices
made by the company; in relation to CSR initiatives formulated and implemented and that
no CSR initiative is undertaken that does not support these corporate values. The evidence
suggests that these three classical CSR/strategy approaches are the bases of a classical
approach to CSR; with the key focus on the firm and this can be manifested in one of three
ways, as depicted from the management cognition research. Firstly, the focus for three
managers this is quite explicit in terms of defined business objectives. Secondly, two of the
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firms depicting a classical CSR/strategy perspective are values driven and in both such cases
stakeholders, are chosen with similar values to the firm.
6.2.2.4.2 The Systemic Perspective
The systemic perspective was the predominant CSR/strategy perspective for eighteen
managers. Examining this systemic group in more detail and super-imposing the themes
important to these managers, it is significant to observe the cognitive link between CSR and
strategy, among the managers within this group. Table 6.8 depicts the breakdown across these
themes.

Table 6.8 Breakdown of Systemic Perspective across Theme Profiles
Theme

Frequency

Values

4

Outcomes/Stakeholders

12

Outcomes (only)

2

Total number displaying Systemic Perspective

18

Compiled by author from Chapter 5.

Table 6.8 depicts three key profile themes with the systemic perspective. In relation to the
twelve manager who place outcomes/stakeholders as their over-arching theme, this
represents an outside-in approach, as discussed earlier in the chapter, with the emphasis on
building links and partnerships with stakeholders. In relation to those managers who place
values as their over-arching theme, in this case, corporate values represent a key part of these
managers relationship with their stakeholders. For this group, the manager views values with
a wider lens, which includes stakeholders. In this case, it is much more likely to see
agreement on adjustment and recognition of the needs of external stakeholders, as part of
their value system. For example, Interview 22 reflects this type of approach, where the
manager sees corporate values as broad in nature and reflective of positive outcomes for the
firm, in terms of its responsibilities to its stakeholders. Dialogue with stakeholders is seen as
key in formulating and implementing its CSR initiatives. In fact, this example also portrays
the tripartite group of values/outcomes/stakeholders, in that the company and stakeholders
are understood to work together, in ensuring positive outcomes for both.
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In relation to the mental models of these managers, these three themes are inseparable and
this is the only CSR/strategy perspective or school in which this occurs. As the manager sees
the stakeholder approach and benefits accruing to the stakeholders as paramount to the
company success, the idea of mutual benefits is central to this group. For example, in relation
to Interview 20, the company had an arrangement with a charity to give funds each year. It
became apparent to the manager, that, despite efforts to become more involved with the
charity and try to extend their involvement in the charity through expertise and participation,
the charity only wanted the funds, so the company severed links with the charity. The
company diverted their CSR efforts into projects with the community where they donated
funds, expertise and skills of their employees and where the community and the company
benefited, according to the manager, in a more enriched and positive manner.
6.2.2.4.3 The Processual Perspective
In relation to the results of the management cognition research, all five managers who
depicted a processual CSR/strategy perspective are all outcomes driven, when analysing the
predetermined CSR/strategy purpose and process in relation to CSR for the firms.

Table 6.9 Breakdown of Processual Perspective across Theme Profiles
Theme

Frequency

Outcomes (only)

5

Total number displaying Processual Perspective

5

Compiled by author from Chapter 5.

Through the analysis of the mental models of these managers, all managers are open as to
what to do in relation to CSR, with varies types of initiatives undertaken. The key emphasis
is on the outcomes of CSR initiatives chosen. These managers display less of an overall view
of stakeholders and their core interest is on the outputs of CSR, yet none of these firms
actually measure the impact of CSR, mentioning the determining factors in the success of
CSR (in the main), as enhanced reputation and staff retention. This represents the only
CSR/strategy perspective that singularly mentions outcomes, as the core theme and no other
theme emerges under this CSR/strategy perspective, this does not occur in relation to any
other CSR/strategy perspective. For example, Interview 6, the manager stated that the
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discretionary aspect of CSR enabled the focus of CSR to change to responses to issues which
managers felt needed to be addressed. This manager also stated that the political landscape
of the company can impact the recognition of stakeholder responsibilities and the responses
by the company. The prevalence of the processual strategy perspective depicts the
predominance of this strategy school as depicted in this managers construct sets and the
outcomes driven approach by the managers of the firm.
6.2.2.4.4 The Evolutionary Perspective
In this case only one manager (Interview 13) alluded to the evolutionary CSR/strategy
perspective.

Table 6.10 Breakdown of Evolutionary Perspective across Theme Profiles
Theme

Frequency

Outcomes and stakeholders

1

Total number displaying Evolutionary

1

Perspective
Compiled by author from Chapter 5

As discussed in Chapter 5, section 5.2.5, this company relates to a major accounting firm,
where the manager stated that other accounting firms or industry leaders did impact the type
of CSR initiatives undertaken. This company is referred to as one of “the big four” companies
in the industry. This manager did refer to the fact that corporate values and responsibilities
to stakeholders were extremely important to the company, the array of CSR initiatives
undertaken were driven to a large extent by industry leaders. Again the idea of outcomes,
values and stakeholders are seen as important as with the systemic group discussed above,
the need to respond to the market leader very much depicted the predominant CSR/strategy
perspective of this manager. In contrast, the manager in another one of “the big four”
companies was interviewed and the mental model of this manager depicted a systemic
CSR/strategy perspective and a predominantly deliberate approach to strategy, with no
evidence of an evolutionary perspective.
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6.2.2.5. Summary of the key contribution to Research Aim 2
In summary, in relation to the second research aim as to the ways in which CSR interacts
with strategy, a number of significant findings were derived, as discussed above. Firstly, the
development of CSR/strategy Interpretative Guide matched the theory of CSR with the
theory of strategy, this was the first time such an exercise was undertaken. Secondly, the
process of CSR, for the managers interviewed, in terms of a deliberate or emergent strategy,
is along a continuum, rather than an either/or strategy approach of deliberate or emergent.
Thirdly, the CSR/strategy Interpretative Guide was used to match the theory of CSR/strategy
with the managers’ cognitive space. Fourthly, the research established that firms can operate
across a number of strategy schools, in all cases two and in many cases three strategy schools.
Fifthly, examining the results in terms of the over-arching strategy depicted, the systemic
school is the predominant school in existence among managers, in contrast to the very
prescriptive elements of the literature, where the classical strategy school predominates.
Sixthly, in determining the over-arching strategy school applicable to the managers
interviewed, it was also possible to ascertain the key theme profiles that exist within these
strategy schools, for the managers interviewed.
In relation to the classical school, the theme profile - business objective, was the most
prominent, this very much concurs with the theory on CSR. For the systemic school, the
outcomes/stakeholder was the dominant theme profile, depicting the strong focus on mutual
benefits to the firm and its stakeholder, highlighted throughout the research results. For the
processual school, the outcomes only theme profile was the only theme profile present and
for the evolutionary school (only applying to one manager) the outcomes only theme profile
also prevailed. This exercise of matching strategy schools with theme profiles identified in
Chapter 5, assisted in identifying the key themes important to the manager in their
understanding of CSR, across the four CSR/strategy schools. This exercise assisted in linking
the outputs of research aims one and two above and developed a stronger insight and
understanding into the composition of this cognitive link between CSR and strategy, among
the manager interviewed, in other words addressing the overall research question of this
study, as depicted in Chapter 1.
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6.3 Bringing together Research Aims 1 and 2: Summary of key
Contribution of the research
The research provides a number of key contributions to the CSR literature. The management
cognition research provides an insight into the manager’s cognitive link between CSR and
strategy. The practical application of the CSR/strategy Interpretative Guide presents a means
of identifying and demonstrating the existence and strength of this CSR/strategy link for the
managers interviewed. In particular, in relation to the purpose of CSR for the managers
interviewed, the evidence from the research identified themes and strength of themes across
these four strategy perspectives, in terms of what is deemed important to these managers in
their understanding of CSR.
Much of what is written about what CSR should be is derived from the classical school. The
findings show that none of the sample of managers interviewed take a wholly classical
approach, indeed, in only six interviews is the classical school dominant. Consequently, we
find that firms do not (in the main) set strategic objectives for CSR, nor do the majority of
managers (twenty seven) monitor outcomes. The building of the business/society link of the
systemic strategy school is predominant for eighteen of the interviews, in terms of building
links with the society, through their external stakeholders. The dominance of the internal
actors of the firm on deciding the manner in which CSR initiatives are formulated and
implemented, as depicted by the processual school, is predominant in five interviews.
Therefore, the evidence derived from the management cognition research does not, nor is it
likely to conform to many key prescriptions, as dictated by the four strategy schools, in
relation to the Whittington Generic Strategy Perspectives Model. While the strategy schools
are evident, throughout the findings, their predominance is at odds with the CSR/strategy
theory, in many respects, as discussed above. Therefore, the mental model of the manager,
in terms of their understanding of the link between CSR and strategy, depicts a very different
style of CSR/strategy link, than that postulated by the theory. The minds of the CSR manager
depicts the predominance of one of the four strategy school perspectives and the theme
profiles depicts the core theme which dominate for these managers, in terms of their
understanding of CSR.
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6.4 Limitations of this research study
The study examined thirty one CSR managers and while the study spanned across a number
of sectors, thus, the conclusions drawn from the subset of the macro environment, may not
be applicable to all sectors. Further research could concentrate on a number of key sectors
and these could be examined by focusing on a representative sample of managers within each
sector, to identify if sector specific issues exist, which may influence the managers
understanding of CSR.
As stated above, the interviews conducted related to CSR managers, as dictated by the
research aims. However, in order to identify the influence (if any) of other internal
stakeholders on the determination of the link between CSR/strategy within these firms, other
internal stakeholders could be assessed, to identify, for example, the strength of the
processual strategy school on the CSR strategies of the company. Therefore, further research
could be broadened to embrace the thinking of other internal stakeholders, to examine the
influence of internal stakeholders.
It is also appreciated that the management cognition research was undertaken at a particular
point in time, when Ireland was experiencing an economic recession. Therefore, the impact
of this economic factor on the manager’s cognitive link between CSR/strategy is unknown.
Therefore, further research could examine the influence of this macroeconomic factor on the
perceptions of the manager, in relation to their understanding of CSR. An expansion of the
current study to a longitudinal study could also identify differences as Ireland moves to
economic recovery and growth. In addition, further research could be expanded to examine
different countries and examine through a comparative analysis in country and cultural
differences. For example, the study could take the form of a comparative analysis, in relation
to Ireland and the United Kingdom, as a starting point.
While a sample size of thirty one managers in relation to the RGT is considered acceptable
(as discussed in Chapter 4), it is, however, difficult to ascertain the differences in responses
from CSR managers in SMEs (Small and medium enterprises) and MNCs (multinational
corporations). Further research could examine different sizes of organisations, to identify if
differences exist. For example, to ascertain if the processual strategy perspective is more
prominent in SMEs, as distinct from MNCs.
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In summary, while this research has provided key contributions, as discussed above into
developing the CSR/strategy link in both the theory and the managers’ cognitive space, it
also provides a foundation on which to develop further research to enhance the knowledge
base on the CSR/strategy link among managers. The following section will highlight these
further research areas, built around a number key contentions arising from the findings of
this research.

6.5 Conclusion: Contentions arising from this research study
In reviewing the discussions of this chapter, in terms of the contributions of both research
aims, it was possible in concluding this dissertation to develop key contentions from this
research study. These contentions are used to close the dissertation by both summarising the
key contributions and pointing towards further research studies emanating from the research
study findings. This future research proposed could develop these knowledge claims and the
result will form the basis for testable hypotheses that may be used to try and falsify the
contentions, in different contexts. This very much reflects the approach discussed in Chapter
4, in terms of taking theory through a variety of different contexts to test and establish its
“validity claims” (Schoyogg and Geiger 2007, p.83). Therefore, in addition, to enhancing the
knowledge base of CSR, through the contributions discussed in this chapter, the following
contentions will add to the debate on CSR, in relation to the relative importance of
components of CSR and the link to strategy among managers. Each of these contentions will
be outlined below.
Contention 1: CSR managers depict a voluntary and operational approach to CSR and
seldom focus on the business objectives of the firm
As discussed throughout this chapter, only three managers had business objectives as a core
theme in their construct sets. Only one of the managers in this theme profile actually
measures the returns from CSR. The non-business objectives focus, relate in general to
twenty five managers, who state general benefits such as reputation, staff retention and
morale and do not measure the returns from CSR. These managers have a strong belief in
these outcomes of CSR and do not see the need to measure the return of CSR. For example,
in Interview 16, this firm has changed direction in the CSR process used. The process now
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involves the employees generating CSR ideas, submitting these ideas for approval, if granted
they become champions of the initiatives, which they then implement. This approach is
claimed (by the manager) to have helped boost staff morale.
Future research should focus on conducting in-depth case studies to examine those
companies who do not measure CSR. The purpose of this research should be to ascertain
what makes CSR exempt from evaluation, in specific terms against key performance
indicators – is it the firm or the CSR manager’s life experiences or a combination of the
actions of both? It is possible to conjecture reasons why CSR managers hold that key
outcomes cannot be measured meaningfully, so further research could focus on how some
companies are measuring their CSR efforts. This research could take the form of semistructured interviews with CSR managers. This proposed research method could work well
in a variety of contexts from benign to indifferent.
Contention 2: For the CSR manager the focus is on stakeholder priorities above social
priorities
In the main, the evidence from this research study suggests that CSR initiatives are very much
focused on stakeholder priorities, the CSR initiatives chosen are very much driven by internal
and external stakeholders. For example, Interview 18, working with employees and the local
community very much dictates the type and scope of CSR initiatives undertaken. Such an
approach is reflective of the founder of the company; for example, building houses and a
medical centre for employees, where this medical centre still operates today.
The exception of this market stakeholder focus relates to Interview 27, where this manager
describes their core CSR initiative as focusing on the homeless in Dublin City Centre. The
firm has developed initiatives to feed homeless people, identified by employees and the CSR
manager had a strong belief that the firm had a social responsibility to respond to these
homeless people. In addition, the manager stated that the employees of the firm do look out
for homeless people, particularly in the morning when many homeless people are hungry and
have spent the night outdoors in all types of weather. In fact, three months after the interview
the CSR manager appeared in national media in Ireland, due to the fact that she identified
(on her way to work) a dead homeless person, in a laneway and alerted the relevant
authorities. The social issues predominated the stakeholder issues, for this CSR manager and
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the members of their firm, but in terms of the theme profile, this manager resides in Profile
1: stakeholder/outcomes focus, operating from a wider lens, when it comes to identifying
who the firm’s relevant stakeholders are.
Further research should focus on in-depth case studies of firms to identify reasons for such a
narrow lens, in relation to stakeholders and responsibilities to immediate stakeholders. This
research should focus on the motivations and determining factors in the type and scope of
CSR initiatives undertaken within the firm. The research could focus on a recent stakeholder
priority, which resulted in a CSR initiative by the firm and through an analysis, track the
motivations and determining factors in the choice of this initiative by the manager. The diary
study could be used to track such information and so gain a greater understanding of the
choices made by managers, this can provide source material into the motivational factors
behind the choices made (Clarkson, 2008). This moves the study from a phenomenological
approach to a more realist study in which cautious generalisations can be inferred. The
context of the study could be explained further using matched pairs (McNeil, 1996).
Contention 3: For CSR managers, ethical conduct is driven by corporate values and
stakeholders, rather than a wider social or moral perspective
The evidence from the management cognition research suggests that CSR managers are
driven by corporate values, but these values do not seen to be founded on virtue or any other
morality on what good or evil should be. The theme Profile 3: Values Focus, related to seven
managers, who have as a core theme that of corporate values in their construct sets. As
mentioned previously, thirty of the thirty one managers mention corporate values in their
construct sets, so corporate values do feature in a prominent way, in the managers
understanding of CSR. That, is not to say, that the values of these managers are based on evil
or corruption, it is not based on good or evil. For example, in the past, business practices,
such as the Quakers, defined a clear idea of rights and wrongs, these were derived from
teachings where good and evil were explicit and could be debated at friends meetings, where
the parameters of good and evil were clearly defined. The CSR movement has no such
reference point.
The managers depicted ethical conduct as being dictated or driven by the corporate values or
stakeholders of the firm, rather than the wider society. These managers’ reference point is
219 | P a g e

within the reference of their stakeholders, for example, Interview 17, where the manager
states that ethical conduct is seen as paramount, in building stakeholder engagement and the
demonstration of good corporate governance, is deemed important to stakeholders. In
addition, Interview 18, the manager stated that the key question is, what we do as a company,
does it work for our stakeholder and ultimately us, in terms of reputation building and staff
retention.
Therefore, the ethical conduct seems to derive from the stakeholders or the corporate values
of the firm for these managers. A number of managers explained how the CSR initiatives
undertaken made a difference to either internal or external stakeholders, through programmes
which were deemed to benefit the stakeholder groupings. However, at the same time, some
firms had complex tax arrangements which resulted in low taxes being paid in the countries
in which they operated. This wider social issue did not seem to appear in the manager’s
cognitive space, nor did it seem to present an issue to the CSR manager, when explored in
an open question. These managers see CSR as a separate function, related to their
stakeholders and develop initiatives to respond to what they see as their responsibility, to
these stakeholder groupings.
Further research could involve in-depth case studies to determine the relationship between
CSR policy and business purposes. The aim of such a research approach would be to
determine if CSR represents a shield against criticism for legal tax avoidance. Given that the
context of this proposed study is so specific this could only be done by a case study approach.
Contention 4: CSR managers’ cognate CSR in one of four profiles
This research study has defined four key profiles of managers derived from their core themes
emerging from the construct sets of the managers interviewed. The fulcrum of the managers
understanding varies across four key areas, that of stakeholder/outcomes, outcomes, values
and business objectives. These profiles represent different focuses for these managers, in
terms of their understanding of CSR.
Contextual research could be employed to further investigate these theme profiles and
develop a more in-depth analysis of these profiles, thus expanding the profile descriptions
derived from this research study. In addition, further investigation could include examination
of personal or contextual factors associated with an individual classified under each of these
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profiles. This could be done by semi structured interviews or the Q-sort method (Brown,
1996).
Contention 5: CSR managers can operate from different strategy schools, but have a
predominant CSR/strategy style
The literature presumes and often requires a classical strategy school perspective, to carry
out its recommendations, and this perspective is not unambiguously supported in the
evidence from the management cognition research. Individual managers do not map to
individual strategy schools, but operate across two, if not three strategy perspectives, as
described very clearly, through their construct sets.
Further research should seek to identify contingency factors driving this choice for the
manager and the firm, to ascertain if, it is related to firm factors, industry factors or factors
related to the managers’ life experience and motivations or a combination of both. A possible
research tool that could be used would be the diary method to track the CSR initiatives
undertaken by the manager and identify the influences in relation to the choice and
development of this CSR initiative by the manager (Clarkson, 2008). In addition, the context
of the firm could be examined, in terms of, for example, how the influence of the company
strategy may constrain the choice architecture of the CSR managers (Thaler et al, 2008).

6.6 Concluding reflection
Upon reflecting on the above conclusions, it is surprising that initial expectations of results
were not met. The initial insight was that CSR is in part an oxymoron, since it includes
individual CSR manger behaviour, rather than corporate behaviours. The identification of
cognitive mapping as the research methodology was a key turning point. It is unlikely that
the key findings, such as the four theme profiles could have been derived in any other way.
Now that these four theme profiles have been established, extensions are possible by more
straight forward techniques, such as, for example, self-typing and q-sort. Further theoretical
insights can still be generated through diary study and cognitive mapping, where straight
forward techniques produce ambiguous or disconfirming evidence.
It is also surprising that few theories of the firm have any great purchase on the results
obtained. For those theories with a positivist origin, this does not matter in itself. That said,
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the theories would appear to misconstrue the dynamics to such a large extent, that risky
hypotheses and predictions are unlikely to be accurate.
Similarly, it is surprising that the cognitive maps imply that few CSR managers think in ways
expected or required by many loud voices in the CSR literature. It might have been argued
that some claims such as, a positive relationship between performance of the firm and CSR
might have been present in one or two theme profiles, but they are not. This would have
explained why supporting evidence is at best patchy when the relationship is sought across
the total population. It is rather disappointing that no such examples appear in the study,
making it difficult to contribute to the debates.
As this programme of work continues the intention is to build on a CSR as practice debate,
based around the management task as practitioners understand it themselves, rather than a
derivative literature. As such this intention illustrates the great journey from the original aims
of the study to the energy imparted by its conclusions.
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Appendix 1 Exploring the key components of CSR through the
Definitions of CSR.
Authors

Definition

Key components of CSR

(Bowen 1953)

The obligation of business is
to pursue their business
policies, to make those
business decisions or to follow
those lines of actions which
are desirable, in terms of the
objectives and values of
society.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Davis 1960)

CSR is about the
businessman’s decision taken
at least partially beyond the
firms’ economic and technical
interests.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Effective Action
Mutual Benefits

(Frederick 1960)

Social responsibility means
that businesses should oversee
the operation of an economic
system that fulfils the
expectation of the public.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Friedman 1962)

The social responsibility of
business is to increase
shareholder profit.

Economic
Ethical Conduct
Corporate Values
Discretionary Initiatives

(McGuire 1963)

Business has responsibility to
society beyond their economic
and legal obligations.

Stakeholder Responsibility
Ethical Conduct
3|Page

Corporate Values
Discretionary Initiatives
Mutual Benefits
Effective Action
(Davis and Blomstrom
1966)

CSR refers to the person’s
obligations to consider his
decision on the whole social
system.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values

(Walton 1967)

CSR recognises the intimacy
of the social relationship
between the corporation and
society and that top
management keep this in mind
as they achieve their
objectives.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefits
Effective action

(Davis 1967)

CSR arises out of concern for
the ethical consequences of
one’s acts as they might affect
the interests of others.

Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective action
Discretionary Initiatives

(Johnson 1971)

A socially responsible firm is
one who takes into account a
multiplicity of interests’ not
just shareholders but
employees, suppliers, dealers,
local community and the
nation. His second view of
CSR – as firms who carry out
social programs to add profit
to the firm. His third view of
CSR – the firm is not only
interested in their own wellbeing but also in that of other
members of the enterprise and
fellow citizens. His fourth

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action
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view of CSR – the firm will
engage in CSR once they have
reached their profit target,
they act as if CSR is
important.
(Steiner and Steiner
1971)

Business must remain
fundamentally an economic
institution but it has a
responsibility to society in
achieving its’ goals.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action

(Davis 1973)

CSR refers to the firm’s
considerations of and response
to issues beyond the narrow
economic technical and legal
requirements of the firm to
accomplish social (and
environmental) benefits along
with the traditional economic
gains which the firm seeks.

Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action
Discretionary Initiatives

(Sethi 1975)

CSR implies bringing
corporate behaviour up to a
level where it is congruent
with the prevailing social
norms, values and
expectations of performance.

Stakeholder Responsibility
Ethical Conduct
Corporate Values
Discretionary Initiatives
Mutual Benefits
Effective Action

(Carroll 1979)

(Jones 1980)

The social responsibility of
business encompasses the
economic, legal, ethical and
discretionary expectations that
society has of organisations at
a given point in time.

Ethical Conduct

Firms have an obligation to
groups within society other

Discretionary Initiatives

Corporate Values
Discretionary Initiatives
Stakeholder Responsibility

Stakeholder Responsibility
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than shareholders, other than
that prescribed by law.

Ethical Conduct
Corporate Values

(Carroll and Hoy 1984)

CSR involves the conduct of
business that is profitable, law
abiding, ethical and socially
supportive.

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action
Stakeholder Responsibility

(Drucker 1984)

Business ought to convert its
social responsibilities into
business opportunities.

Discretionary Initiatives
Mutual Benefits
Effective Action
Ethical Conduct
Corporate Values
Stakeholder Responsibility

(Epstein and Hanson
1987)

CSR is related to achieving
outcomes from the firm’s
decisions which are beneficial
to stakeholders.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action

(Carroll 1991)

CSR constitutes four types of
social responsibilities as
follows: economic, legal,
ethical and discretionary,
which are organised in a
pyramid structure. Economic
and legal are socially required
responsibilities, ethical are
socially expected, while
philanthropy is socially
desired, and each of these
responsibilities comprise a

Ethical Conduct
Corporate Values
Discretionary Initiatives
Mutual Benefit
Effective Action
Stakeholder Responsibility
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component of the total
responsibilities of the firm.

(Wood 1991)

The basic idea of CSR is that
business and society are
interwoven, rather than
distinct entities

Stakeholder Responsibility
Mutual Benefit
Effective Action
Ethical Conduct
Corporate Values

(Roberts 1992)

CSR is defined as policies or
actions that identify
companies as being concerned
with society-related issues.

Discretionary Initiatives
Stakeholder Responsibility
Mutual Benefit
Effective Action
Ethical Conduct
Corporate Values

(Woodward-Clyde
1999)

(Piacentini et al. 2000)

CSR is defined as a contract
between business and society,
whereby a community grants a
company a licence to operate
and in return it meets certain
obligations and behaves in an
acceptable manner

Discretionary Initiatives

CSR is a voluntary
assumption by companies of
responsibilities beyond purely
economic and legal
responsibilities.

Discretionary Initiatives

Ethical Conduct
Corporate Values
Stakeholder Responsibility

Ethical Conduct
Corporate Values
Mutual Benefits
Effective action
Stakeholder Responsibility

(Hooghiemstra 2000)

CSR is a positive duty,
reflecting values which are
deemed central and enduring
to stakeholders, but is
primarily a tool to manage
stakeholders’ impressions and
their perceptions of the firm.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
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Mutual Benefit
Effective Action
(Holme and Watt 2000)

CSR relates to the firm’s
commitment to contribute to
sustainable economic
development, working with
employees, their families,
local communities and the
society at large to improve the
general quality of life.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Johnson and Johnson
(2000 as cited in Moir
2001)

CSR refers to the company’s
responsibilities to be fair and
honest, trustworthy and
respectful, in dealing with all
constituents.

Discretionary Initiatives
Ethical Conduct
Corporate Values
Stakeholder Responsibility
Mutual Benefits
Effective Action

Volkswagen (2000 as
cited in Moir 2001)

CSR refers to the ability of a
company to incorporate its
responsibility to society to
develop solutions for
economic and social
problems.

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action
Stakeholder Responsibility

Shell (2000 as cited in
(Moir 2001)

CSR is about assessing the
impact our business has on
society and ensure that we
balance the economic,
environment and social
aspects of everything we do.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action

(Pinney 2001)

CSR can be defined as a set of
management practices that
ensures the company
minimizes the negative impact

Discretionary Initiatives
Mutual Benefits
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of its operations on society
and also maximises the
positive impact.

Effective Action
Ethical Conduct
Corporate Values
Stakeholder Responsibility

(Foran 2001)

CSR is a set of practices a
firm adopts towards their
labour force, the environment
and the extent they attempt to
protect the environment

Stakeholder Responsibility
Ethical Conduct
Corporate Values
Discretionary Initiatives
Mutual Benefits
Effective Action

(McWilliams and Siegel
2001)

CSR refers to actions that
appear to further some social
good beyond the interests of
the firm and that which is
required by law.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Environment
Mutual Benefits
Effective Action

(Marrewijk 2002)

CSR refers to company
activities, voluntary by
definition, demonstrating the
inclusion of social and
environmental concerns in
business operations and in
interactions with stakeholders

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action

(Waddock 2002)

CSR is integral in the daily
operating practices of
companies. All practices can
have some integral degree of
responsibility, as these
practices impact on
stakeholders, and on the
environment

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefits
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Effective Action
(Whetten et al. 2002)

CSR is defined as societal
expectations of corporate
behaviour; a behaviour that is
alleged by a stakeholder to be
expected by society or morally
required and is, therefore,
justifiably demanded by a
business.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action

(Johnson and Scholes
2002)

CSR is concerned with the
ways in which an organisation
exceeds the minimum
obligation to stakeholders
specified through regulation
and corporate governance.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action

(Hopkins 2003)

CSR is concerned with
Stakeholder Responsibility
treating the stakeholders of the
Discretionary Initiatives
firm ethically or in a
responsible manner.
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action

(Baker 2003)

CSR is about how companies
manage the business processes
to produce an overall positive
impact on society.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefits
Effective action

(Smith 2003)

CSR is defined as the
obligations of the firm to
society, or more specifically,
the firm’s stakeholders - those

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
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affected by corporate policies
and practices.

Corporate Values
Mutual Benefit
Effective Action

(Carroll and Buchholtz
2003)

CRS is the economic, legal,
ethical and discretionary
expectations that society has
of organisations at a given
point in time

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Strategis 2003)

CSR is seen as the business
contribution to sustainable
development, which has been
defined as development that
meets the needs of the present
without compromising the
ability of future generations to
meet their own needs.

Discretionary Initiatives
Stakeholder Responsibility
Mutual Benefit
Effective Action
Ethical Conduct
Corporate Values

(Kotler and Lee 2004)

CSR is a commitment to
improve community wellbeing through discretionary
business practices and
contributions of corporate
resources.

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action
Stakeholder Responsibility

(Waddock 2004)

CSR is the subset of
Corporate Responsibilities
that deals a company’s
voluntary and discretionary
relationships with its societal
and community stakeholders.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefits
Effective Action

(Jonker 2005)

CSR is a term that draws
attention to a range of

Ethical Conduct
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complex issues and elements
that are all related to the
position and function of the
business enterprise in
contemporary society.

Corporate Values
Mutual Benefit
Effective Action
Stakeholder Responsibility
Discretionary Initiatives

(Jones et al. 2005)

CSR is rooted in the
recognition that businesses are
part of society and as such
they have the potential to
make a positive contribution
to social goals and aspirations.

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action
Stakeholder Responsibility

(Hopkins 2003)

CSR is concerned with
treating the stakeholders of a
firm ethically or in a socially
responsible manner….the aim
of social responsibility is to
create higher and higher
standards of living, while
preserving the profitability of
the company.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Burchell and Cook
2006)

CSR is not just about
“external”; becoming a “good
citizen”; it may potentially
involve businesses having to
consider more closely the
social responsibilities it has to
the whole of its workforce and
the input of stakeholders into
business practices.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Schouten and Remme
2006)

CSR means that corporations
are expected to do business in
a responsible way. In other
words, CSR is external and
internal to the way of thinking
that fits the processes of
business and organisations.

Discretionary Initiatives
Stakeholder Responsibility
Ethical Conduct
Corporate Values
Mutual Benefit
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Effective Action
(Asongu 2007)

CSR relates to the
Discretionary Initiatives
responsibilities that companies
Stakeholder Responsibility
have to the societies within
which they are based and
Ethical Conduct
operate.
Corporate Values
Mutual Benefit
Effective Action

(Jones et al. 2006)

CSR is the recognition that
businesses are part of society
and as such they have the
potential to make a positive
contribution to social goals
and aspirations.

Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action
Discretionary Initiatives
Stakeholder Responsibility

(McElhaney 2007)

(Ford 2007)

(Berger et al. 2007)

CSR can be defined as a
business strategy that is
integrated with core business
objectives and core
competencies to create
business value and positive
social/environmental value
that is embodied in day-to-day
business culture and
operations.

Stakeholder Responsibility

CSR is a combination of
sustainable development and
treating employees and the
society in which they operate
with respect. The
environmental impact of any
economic activity should be
weighed against the economic
benefit and any measures that
could mitigate the negative
impact should be taken if they
are at all economically
feasible.

Stakeholder Responsibility

CSR is the way firms integrate
social, environmental and

Stakeholder Responsibility

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action
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(Campbell 2007)

(Barnett 2007)

economic concerns into their
values, culture, decision
making, strategy and
operations in a transparent and
accountable manner and
thereby establish better
practices within the firm,
create wealth and improve
society.

Discretionary Initiatives

CSR refers to corporations
acting in a socially responsible
way if they do two things.
First, they must not knowingly
do anything that could harm
their stakeholders –notably,
their investors, employees,
customers, suppliers or the
local community within which
they operate. Secondly, if
corporations do harm to their
stakeholders, they must then
rectify it whenever the harm is
discovered and brought to
their attention.

Stakeholder Responsibility

CSR represents a
discretionary allocation of
corporate resources towards
improving social welfare that
serves as a means of
enhancing relations with key
stakeholders

Stakeholder Responsibility

Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Matton and Moon
2008)

CSR reflects social
imperatives and the social
consequences of business
success and consists of clearly
articulated and communicated
policies and practices of
corporations that reflect
business responsibility some
of the wider societal good.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Noyer 2008)

CSR is a concept whereby
companies and financial
institutions not only consider

Stakeholder Responsibility
Discretionary Initiatives
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(Vaaland et al. 2008)

their profitability and growth,
but also the interests of
society and the environment
by taking responsibility for the
impact of their activities on
stakeholders, employees,
shareholders, customers,
suppliers and civil society
represented by NGOs.

Ethical Conduct

The management of
stakeholder concern for
responsible and irresponsible
acts related to the
environmental, ethical and
social phenomena in a way
that creates corporate benefits

Stakeholder Responsibility

Corporate Values
Mutual Benefit
Effective Action

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Okoye et al. 2013)

(Stephenson 2009)

CSR allows flexibility to the
firm to address issues which
arise within society on how
best to relate with the firm, its
rights, responsibilities,
expectations and regulations:
it creates room for divergent
voices, to achieve the most
suitable relationship between
the business and the society it
operates in, at a given point in
time.

Stakeholder Responsibility

CSR encompasses a wide
range of issues for the
organisation, requiring the
fair, equitable, ethical and
legal treatment of all
organisational stakeholders.

Stakeholder Responsibility

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Lawrence et al. 2011)

CSR means that firms should
action a way that enhances
society and its inhabitants and
be held accountable for any of
its actions that affect people,

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct

15 | P a g e

their communities and their
environments.

Corporate Values
Mutual Benefit
Effective Action

(Idowu 2009)

CSR means having fairness
and morality in the conduct of
an entity’s dealings with all its
stakeholders regardless of
whether they are primary or
secondary, internal or
external, and considering their
interests when formulating its
corporate strategy.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Killian 2012)

(Ferrell et al. 2011)

CSR refers to any body of
persons, which may include a
business, should act within a
wider society in a way that is
ethical and accountable, and
make business decisions by
reference to the
responsibilities that body of
persons holds to a wider group
of stakeholders, including
shareholders and the
environment.

Stakeholder Responsibility

CSR refers to the adoption by
a business of a strategic focus
for fulfilling the economic,
legal, ethical and
philanthropic responsibilities
expected by it by its
stakeholders.

Stakeholder Responsibility

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Griseri and Seppala
2012)

CSR refers to the attuning of
corporate behaviour to
societal norms and values.

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action
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(Kaeokla and Jaikengkit
2012)

CSR is a principle that deals
with the relationship between
a business and society or the
relationship between a
business and its stakeholders

Stakeholder Responsibility
Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

(Thompson et al. 2013)

(Leveson and Joiner
2013)

CSR refers to a company’s
duty to operate in an
honourable manner, provide
good working conditions for
employees, encourage
workforce diversity, be a good
steward of the environment,
and actively work to better the
quality of life in the local
communities where it operates
and in society at large.

Stakeholder Responsibility

CSR refers to the notion that
an organisation’s obligations
extend beyond their legal
responsibilities to
stakeholders.

Stakeholder Responsibility

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Discretionary Initiatives
Ethical Conduct
Corporate Values
Mutual Benefit
Effective Action

Compiled by author
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Appendix 2 Key Definitions of Strategy
Authors
(Chandler 1962)

(Andrews 1965)

(Ansoff 1963)

(Hax and Majluf
1988)

(Ansoff and
McDonell 1990)

Definition
Strategy is a process of determining
organisational goals and objectives by
adopting defined courses of action, and
altering the necessary resources for
carrying them out.
Strategy refers to the pattern of objectives,
purposes or goals…stated in such a way as
to define what business the company is in,
or is to be in, and the kind of company it is,
or is to be.
Strategy is the common thread that gives a
link between present and future productmarkets - which would enable an outsiders
to perceive where the firm is heading, and
the inside management to give it guidance.
Strategy is a coherent, unifying and
integrative pattern of decisions, which
determine the firm’s purpose, select the
business the firm is in and attempts to
achieve sustainable advantage, engages all
members of the firm in the process and
defines the nature of its contributions to
stakeholders of the firm.
Strategy relates to a set of decision-making
rules, goals and objectives that guide
organisational behaviour.

(Kay 1993)

Strategy is the match between the firm’s
internal capabilities and its external
relationships.

(MacCrimmon
1993)

Strategy is a coordinated set of actions by
the firm in achieving its objectives.

(Porter 1980)

Competitive strategy is about being
different. It means deliberately choosing a
different set of activities, to deliver a
unique mix of value.

Main Themes
Intendedness
Goal orientated
Planning
Instrumentality
choice
Goal orientated
Planning
Intendedness
Instrumentality
Choice
Goal orientated
Planning
Intendedness
Instrumentality
Choice
Intendedness
Goal orientated
Planning
Instrumentality
Choice
Stakeholder
Management
Intendedness
Goal orientated
Planning
Instrumentality
Choice
Choice
Goal orientated
Planning
Instrumentality
Element of
Stakeholder
Management
Goal orientated
Planning
Intendedness
Instrumentality
Choice
Choice
Goal orientated
Intendedness
Planning
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(Markides 2000)

(Eden and
Ackerman 2000)

(Mintzberg et al.
1998)

(Johnson et al.
2008)

(Galbreath 2010)

(Bakir and
Todorovic 2010)

(Thompson et al.
2013)

Instrumentality
The essence of strategy is for the firm to
Choice
select one strategic position that it can
Goal orientated
claim as its own.
Intendedness
Planning
Instrumentality
Strategy is a set of individual and discrete
Agreeing a sense of
actions in support of a system of goals, and direction
which are supported as a portfolio by a
Choice
self-sustaining critical mass, or momentum Goal orientated
of opinion in the organisation.
Intendedness
Planning
Instrumentality
Internal stakeholder
approach (at a
minimum)
Strategy entails five interrelated strategy
Goal orientated
definitions “plan”, “ploy”, pattern”,
Choice
”position” and “perspective”.
Intendedness
Planning
Instrumentality
Strategy relates to the direction and scope
Intendedness
of the firm over the long term, which
Choice
achieves advantage in a changing
Goal orientated
environment, through its configuration of
Planning
resources and competencies with the aim of Instrumentality
fulfilling stakeholder expectations.
Stakeholder focus
Strategy entails understanding and
Choice
addressing issues that impact on a firm’s
Goal orientated
ability to achieve its mission, so that
Intendedness
products/services can be produced, to meet Planning
the needs of the market it serves, through
Instrumentality
effective resource configurations, in order
to build and sustain competitive advantage
The strategy of a firm is predicted on the
Goal orientated
assumption that managers take the course
Planning
of action which will optimally achieve their Intendedness
objectives.
Instrumentality
Choice
A firm’s strategy consists of the
Goal orientated
overarching direction set by managers, plus Planning
the competitive moves and business
Intendedness
approaches that they are employing to
Instrumentality
compete successfully, improve
Choice
performance and grow the business.

Source: Compiled from Bakir and Todorovic, 2010 and author research
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Appendix 3 Applying Stakeholder Responsibility to the CSR/strategy
Interpretative Guide
Classical Strategy School

What is important is to show the
company is operating within the law
and is demonstrating this perhaps in
terms of CSR reports and
publications and is been seen to do
the right thing by its stakeholders.
Profit maximization is paramount,
but, in terms of CSR activities and
involvement, the firm must get the
greatest return on investment for
what it does. The firm will only
engage in CSR activities as long as it
is seen to be necessary and/or
profitable.

Interpretative Guide

1.

2.
3.

4.
5.
6.

7.

8.

Legal/ regulatory awareness
as to the minimum
requirements.
Stakeholder specification.
Trade off / advantage responsibility and
performance.
Maximum return on
investment in longer term.
Profit maximization.
Identification of the level of
CSR necessary (not beyond
this point).
Stakeholder identification and
priority issues for these
stakeholders.
Stakeholders who get priority
can change as objectives and
strategy changes.

Authors attributable to
Interpretative Guide
1.

2.

3.

4.

5.

6.

7.

8.

(Carroll 1979), (Okoye
2009), (Freeman and
Hasnaoui 2011), (Jamali
and Mirshak 2007),
(Mason and Simmons
2014), (Du et al. 2012)
(Agle et al. 2008),
(Donaldson and Preston
1995), (Mitchell et al.
1997), (Allison 1971),
(Yin et al. 2013),
(Freeman and Velamuri
2008),
(McWilliams et al.
2006), (Galbreath 2010),
(Garriga and Mele
2004).
(Porter and Kramer,
2006), (Wu 2013),
(Rodriquez et al. 2002),
(McWilliams et al.
2006).
(McWilliams et al.
2006), (Bird et al. 2007),
(Brower and Mahajan
2013), (Kolk and Perego
2014).
(Porter and Kramer
2006), (Peloza and
Papania 2008), (Torugsa
et al. 2013).
(Beaver 2007),
(Mainardes et al. 2011),
(Jagersma 2009),
(O'Riordan and
Fairbrass 2008), (Jamali
2008), (Sachs and
Maurer 2009).
(Orts and Strudler 2009),
(Jonker and Foster
2002), (Galbreath 2010),
(Okoye et al. 2013),
(Nijhof and Jeurissen
2005), (Kimiagari et al.
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2013), (Mitchell et al.
1997).
Processual Strategy School
The processual school overall
embraces the idea of engaging with
stakeholders and appreciates the need
to build strong links with them. The
processual school therefore, sees this
engagement as a way to gain
knowledge and know-how and
develop a “strategy in action”
approach. The problem that arises is
that not all internal stakeholders will
agree on what business operations
and objectives are or should be – it is
this which causes disputes within the
firm and presents the challenge as
different internal stakeholders
engage with different internal
stakeholders.

Interpretative Guide
1.

2.
3.

4.
5.

6.

Inconsistent but detailed
demonstration of their
responsibilities to
stakeholders.
Recognition and responding to
stakeholders is seen as key.
Stakeholder management
activities are appreciated as a
way of achieving the goals
and objectives of the firm.
Disputes as to what the goals
and objectives of the firm are.
The key question is
identifying which
stakeholders get priority.
Stakeholders who get priority
can change as objectives and
strategy changes.

1.

2.

3.

4.

5.

6.

Systemic Strategy School
Here, the link is with the business
and society. The key is to get the
greatest exposure through CSR
initiatives to get the firm’s name out
there in the community. CSR in this
case, includes an examination of the

(Kolk and Perego 2014),
(Kimiagari et al. 2013),
(Daily et al. 2003),
(Galbreath, 2006),
(Donaldson and Preston
1995),
(Lawrence and Weber
2014), (Phillips, 2003),
(Donaldson and Preston,
1995), (Nijhof and
Jeurissen 2005),
(Okoye et al. 2013),
(Mitchell et al. 1997),
(Yin et al, 2013),
(Mainardes et al. 2011),
(Fassin 2008),
(Okoye et al. 2013),
(Yin 2013), Jonker and
Foster 2002), (Peloza
and Papania 2008),
(Brower and Mahajan
2013), (Kimiagari et al.
2013).
(Brickson 2005), (Kay
1993), (Porter and
Kramer 2006), (Wu
2013), (Rodriquez et al.
2002), (Dufrene and
Wong 1996), (Okoye et
al. 2013).
(Orts and Strudler 2009),
(Jonker and Foster
2002), (Galbreath 2010),
(Okoye et al. 2013),
(Nijhof and Jeurissen
2005), (Kimiagari et al.
2013), (Mitchell et al.
1997).

Interpretative Guide
1.
2.
3.

Social and philosophical
continuity.
Social expectations are
important.
The business/society link is
central to the firm.

1.

(Sachs and Maurer
2009) (Jamali 2008),
(Yin et al. 2013),
(Galbreath 2006),
(Donaldson and Preston
1995),
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firm’s obligation to work for social
betterment, which embodies this
approach to linking the firm to
society. The firm is very much part
of society, reflecting an “us” rather
than an “us and them”.

4.

5.

6.

7.

Stakeholder responsibility is
paramount in terms of the
success of the organization.
The firm accepts a natural
obligation to work with
society.
The link with society gives the
firm its “license to operate” as
seen by society.
Collaborative partnerships
with society are common.

2.

3.

4.

5.

6.

7.

Evolutionary Strategy School
The Evolutionary approach of the
firm would be to engage in
stakeholder management, only if
deemed necessary and/or only with
those stakeholders where it was
deemed to be necessary. The

(Lawrence and Weber
2014), (Phillips 2003),
(Maignan et al. 2005),
(Nijhof and Jeurissen
2005), (Okoye et al.
2013), (Kimiagari et al.
2013),
(Mitchell et al. 1997),
(Allison 1971), (Yin et
al. 2013), (Kay 1993),
(Porter and Kramer
2006), (Wu 2013),
(Rodriques et al. 2002),
(Waddock and Smith
2000)
(Gond and Matton
2007), (Yin et al. 2013),
(Brower and Mahajan
2013), (Amaeshi and
Adi 2006), (Bird et al.
2007).
Lawrence and Weber
2014), (Thompson et al.
2013), (Jamali and
Mirshak 2007),
(Freeman and Hasnaoui
2011), (Jamali 2008).
Porter and Kramer
2006), (Lawrence and
Weber 2014), (Steiner
and Steiner 2012),
(Killian 2012),
(Donaldson and Preston
1995).
(Orlitzky et al. 2003),
(Maignan et al. 2005),
(Jonker and Foster
2002), (Kimiagari et al.
2013), (Nijhof and
Jeurissen 2010),
(Lawrence and Weber
2014),(Nijhof et al.
2008)

Interpretative Guide
1.
2.

Stakeholder responsibility is
market driven.
The market leaders in
particular will dictate the level
and scope of CSR.

1.

(Galbreath 2006),
(Brower and Mahajan
2013), (Smith et al.
2010), (Freeman and
Velamuri 2008),
(Donaldson and Preston
1995),
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evolutionary school would view this
as essential perhaps if the market
leaders engaged with stakeholders. It
may be viewed as a fashion/fad
activity and so engaging with
stakeholders may be deemed a key
determinant to market success.

3.

4.

5.

6.

7.

Low cost/risk projects rather
than focus on long term
return.
The level of CSR activities
may vary over time depending
on how CSR is viewed by the
market.
Social responsibilities will be
restricted to those
stakeholders recognised by the
market.
Only engage with
stakeholders at a level deemed
necessary not beyond.
Stakeholder engagement is
seen as a necessary part of
business strategy and the level
of engagement is dictated by
the market leaders.

2.

3.

4.

5.

6.

7.

(Lawrence and Weber
2014), (Maignan et al.
2005), (Nijhof and
Jeurissen 2005), (Jonker
and Foster 2002),
(Okoye et al. 2013),
(McWilliams et al.
2006), (Porter and
Kramer 2006), (Wu
2013), (Rodriquez et al.
2002), (McWilliams et
al. 2006).
(Bird et al. 2007),
(Peloza and Papania
2008), (Lawrence and
Weber 2014), (Ihlen
2008), (Okoye et al.
2013).
(Kimiagari et al. 2013),
Mitchell et al. 1997),
(Allison 1971), (Yin et
al. 2013), (Mainardes et
al. 2011).
(Porter and Kramer
2006), (Peloza and
Papania 2008), (Torugsa
et al. 2013).
(Fassin 2008), (Kay
1993), Porter and
Kramer 2006), (Wu
2013), (Rodriques et al.
2002), (McWilliams et
al. 2006).

Source: compiled by author
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Appendix 4 Applying Discretionary Initiatives to the CSR/strategy
Interpretative Guide
Classical Strategy School

The discretionary nature of
CSR means the firm can
engage in CSR to the extent
that it wishes. It will decide
what level of CSR is
necessary to give the
maximum positive
exposure to the company. It
is important to match the
CSR activities to respond to
stakeholder needs and not
develop a “one size fits all”
approach.

Interpretative Guide

1.

2.
3.
4.

Performance
advantage to CSR
activities.
The idea of choice.
Flexibility of CSR.
Level of CSR
necessary for the
maximization of
profit.

Authors attributable to Interpretative
Guide
1.

2.

3.

4.

Processual Strategy
School

(Smith 2007), (Porter and Kramer
2006), (Gyves and O’ Higgins
2008), (Burke and Logsdon 1996),
(Hseih 2004), (Haigh and Jones
2006), (Kakabadse et al. 2005),
(Robins, 2008), (David et al. 2005),
(Galpin and Whittington 2012),
(Mathews 2004).
(Branco and Rodriguez 2006);
(Carroll 1979), (Hemingway and
Maclagan 2004), (Porter and
Kramer 2006), (Lawrence and
Weber 2014), (Gyves and O’
Higgins 2008), (Burke and
Logsdon 1996); (Hseih 2004);
(Haigh and Jones 2006), (Robins
2008), (David and Kline 2005).
(Branco and Rodriguez 2006);
(Carroll 1979), (Hemingway and
Maclagan 2004), (Porter and
Kramer 2006), (Lawrence and
Weber 2014), (Gyves and O’
Higgins 2008), (Burke and
Logsdon 1996), (Hseih 2004),
(Haigh and Jones 2006), (Robins
2008), (David and Kline 2005),
(Smith 2007).
(Porter and Kramer, 2006),
(Lawrence and Weber, 2013),
(Hemingway and Maclagan, 2004),
(Joyner and Payne, 2002),
(Galbreath, 2006), (Robins, 2008);
(David and Kline, 2005), (Smith,
2007) (Robin and Reidenbach,
1987), (Barnett, 2007), (Gyves and
O’ Higgins, 2008), (Burke and
Logsdon, 1996), (Hseih, 2004),
(Haigh and Jones, 2006),
(Kakabadse et al, 2005).

Interpretative Guide
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The discretionary nature of
CSR gives the firm the
ability to align resources
and shift emphasis to
respond to stakeholders
needs and ensure their
applicability both internally
and externally to the firm.
The voluntary nature of
CSR gives the idea of
choice and the power of the
internal stakeholders to get
their priorities in relation to
the stakeholders (they view
as important) responded to
and pushed through the
decision making system.

1.

2.
3.

4.

Origins in activities
of individuals or
groups
Expansion of small
scale activities.
The choices made
can depend on the
strength and power
of internal
stakeholders.
The political
landscape of the
organization can
dictates the CSR
activities of the
firm.

1.

2.

3.

4.

Systemic Strategy School
The discretionary nature of
CSR gives the idea of
choice. What types of CSR
activities and engagement
best suits the society in
which the firm operates.
There is also the issue of
the ongoing process of
CSR, issues will shift over
time and the choice
embodied in CSR helps
firms respond to this.

(Branco and Rodrigues 2006),
(Galbreath 2010), (Porter and
Kramer 2006), (Lawrence and
Weber 2014), (Hemingway and
Maclagan 2004), (Joyner and
Payne 2002), (Galbreath, 2006);
(Robin and Reidenbach 1987),
(Smith 2007), (Mathews 2004).
(Lawrence and Weber 2014),
(Ferrell et al. 2011), (Hemingway
and Maclagan 2004), (Mathews
2004).
(Branco and Rodrigues 2006),
Galbreath 2010), (Robin and
Reidenbach 1987), (Lawrence and
Weber 2014), (Smith 2007),
(Hemingway and Maclagan 2004),
(Mathews 2004).
Lawrence and Weber 2014),
(Galbreath 2008, 2010), (Samy et
al. 2010), (Smith 2007),
(Hemingway and Maclagan 2004),
(Mathews 2004).

Interpretative Guide
1.
2.

3.

4.

Reflects wider
social goals
Tension between
these and business
objectives.
Making choices in
terms of the CSR
activities which
best responds to
society needs and
the business
objectives of the
firm.
The idea of being
able to change
course in terms of
CSR activities is
also important.

1.

2.

3.

4.

(Branco and Rodriguez 2006),
(Lawrence and Weber 2014),
(Galbreath 2010), (Porter and
Kramer 2006), (Joyner and Payne
2002), (Jamili 2008), (Maignan et
al. 2005), (Kuada and Hinson
2012), (Amaeshi and Adi 2006),
(Kakabadse et al. 2005).
(Porter and Kramer 2006),
(Hemingway and Maclagan 2004),
(Galbreath 2006, 2010), (Jamali
2008), (Hemingway and Maclagan
2004), (Galpin and Whittington
2012), (Kuada and Hinson 2012);
(Amaeshi et al. 2006), (Kakabadse
et al. 2005).
(Branco and Rodriguez 2006),
(Lawrence and Weber 2014),
(Galbreath 2010), (Porter and
Kramer 2006), (Kuada and Hinson
2012); (Amaeshi et al. 2006),
(Kakabadse et al. 2005).
(Porter and Kramer 2006), (Robin
and Reidenbach 1987), (Branco
and Rodriguez 2006), (Hemingway
and Maclagan 2004), (Galpin and
Whittington 2012), (Kuada and
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Hinson 2012), (Amaeshi et al.
2006), (Kakabadse et al. 2005).
Evolutionary Strategy
School
The evolutionists adopt a
“follow-the–leader”
approach to strategy and
see the discretionary nature
of CSR sits well into this
approach. The firm makes
choices in relation to the
type of CSR activities to
engage in and can buy in
and out of CSR as they see
fit. Involvement in CSR
would be seen as doing
what was deemed necessary
and be seen to do the right
thing, using the market as
the benchmark.

Interpretative Guide

1.

2.

3.

Only to the extent
deemed necessary
and economical.
The voluntary
nature of CSR
facilitates the idea
of buying in and
out of CSR as the
firm sees fit as
dictated by the
market.
The market leaders
in particular will
dictate the level
and scope of CSR
involvement.

1.

2.

3.

(Haigh and Jones 2006), (Burchell
and Cook 2006), (Galbreath 2010),
(Galpin and Whittington 2012);
(Jamali 2008), (Robins 2008).
(Porter and Kramer 2006), (Branco
and Rodriguez 2006), (Galpin and
Whittington 2012), (Jamali 2008),
(Robins 2008).
(Smith 2007), (Joyner and Payne
2002), (Hemingway and Maclagan
2004), (Jamali 2008), (Robins
2008).

Source: Compiled by author
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Appendix 5 Applying Corporate Values to the CSR/strategy
Interpretative Guide
Classical Strategy School

The idea here is that CSR is
grounded in a value system.
The key to success of the
business is to highlight these
values to the right stakeholders
to get maximum impact. The
important point for the
classicalists is to highlight
these values to the extent it is
deemed necessary but not
beyond. The key is to use the
values to gain a positive impact
among the relevant
stakeholders. A cost/benefit
analysis is undertaken to
ensure a return on investment
in relation to the resources
committed to the formulation
and implementation of
corporate values for the firm.
The key being to define what is
the necessary spend, mindful
of the profit maximisation
motive.

Processual Strategy School
This standard of behaviour in
terms of what is expected by
the firm is the benchmark for
the processual school. It
determines how the firm
behaves and relates to its
stakeholders. The corporate
values form the foundation of
the standards of behaviour in
terms of what is expected by
the firm’s members. These
values are the values which
create the ethical standing of

Interpretative Guide

1.
2.

3.

4.

Proactive based
upon advantage
Being strategic in
terms of the values
used and
highlighted.
Gain maximum
exposure from the
corporate values of
the firm that impact
the stakeholders in
a positive way.
Values may be
generic as depicted
in the value
statement.

Authors attributable to Interpretative
Guide
1.

2.

3.

4.

(Whitehouse 2006), (Garriga
and Mele 2004), (Robbins
2001), (Collins and Porras
1996), (Rampersad 2001),
(Thompson et al. 2013),
(Malbasic and Brcic 2012),
(Aqueveque 2005), (Sullivan et
al. 2002), (Ireland et al. 2009),
(Cummings and Worley 2014),
(Van Lee et al. 2005), (Jaakson
et al. 2008),
(Malbasic and Brcic 2012),
(Aquevegue 2005), (Sullivan et
al. 2002), (Hambrick 2003),
(Joyner and Payne 2005),
(Cummings and Worley 2014);
(Jaakson et al. 2008), (Van Lee
et al. 2005),
(Sullivan et al. 2002), (Malbasic
and Brcic 2012), (Aquevegue,
2005), (Wilkins and Ouchi
1983), (Barley et al. 1988)
Jaakson et al. 2008),
(Thompson et al. 2013),
(Cummings and Worley 2014),
(Malbasic and Brcic 2012),
Joyner and Payne 2005), (Van
Lee et al. 2005); (Jaakson et al.
2008).

Interpretative Guide
1.

2.

Value statements
may be generic, or
bespoke for
individual projects
– used to gain
support rather than
enact projects.
There may be a gap
between the
agreement of
corporate values on
paper and the
practice of the firm.

1.

2.

(Collins and Porras 1999),
(Malbasic and Brcic 2012);
(Thompson et al. 2013),
(Barney and Hansen 1994),
(Aquevegue 2005), (Guth and
Tagiuri 1965); (Van Lee et al.
2005).
(Collins and Porras 1999),
(Cummings and Worley 2014),
(Rampersad 2001),
(Hemingway and Maclagan
2004), (Robbins 2001), (Guth
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the company. It determines the
behaviour of the firm and the
firm tries to reach this social
consensus as regards values.
The key issue which may arise
is that there may be a gap
between agreed values and the
playing out of these values in
the firm by members. Different
members of the firm may
formulate the value statement
but the implementation of the
values in the conduct and
behaviour of all members may
not be as consistent with the
stated values. The role of the
CEO in living out the values is
important, as is the
commitment to corporate
values by employees of the
firm. Adequate resources need
to be invested to ensure the
corporate values are
implemented. The personal
values of the CEO, managers
and employees play a key role
in terms of the implementation
and living out of corporate
values within the firm.

Systemic Strategy School
The link between the firm and
society is core to this strategy
typology. The corporate values
came from the personal values
of managers and members
which come initially from
society. It is therefore
important for the firm to reflect
the values important to the
society in which it operates.
There are strong social
demands for the firm to operate
at the “values benchmark”
dictated by society. This very

3.

4.

5.

6.

7.

There may be a
social consensus as
to the corporate
values but
individuals or
departments may
act differently.
Personal values
may take
precedence over
corporate values.
There may be a gap
between aspiration
and actual
behaviour.
Personal values of
founder may
dictate corporate
values.
Adequate resources
need to be invested
to ensure the
corporate values
are implemented
within the firm.

3.

4.

5.

6.

7.

and Tagiuri 1965), (Van Lee et
al. 2005).
(Collins and Porras 1999),
(Thompson et al. 2013), (Quick
and Nelson 2012), (Cummings
and Worley 2014), (Sikavica et
al. 2008), (Guth and Tagiuri
1965), (Jaakson 2008), (Van
Lee et al. 2005).
(Hemingway and Maclagan
2004); (Wood 1991),
(Drumwright 1994), (Swanson
1995), (Guth and Tagiuri 1965),
(Jaakson 2008), (Van Lee et al.
2005).
(Thompson et al. 2013),
(Collins and Porras 1999),
(Cummings and Worley 2014),
(Rampersad 2001),
(Hemingway and Maclagan
2004), (Robbins 2001), (Guth
and Tagiuri 1965); (Jaakson
2008), (Van Lee et al. 2005),
(Lencioni 2002).
(Thompson et al. 2014), (Guth
and Tagiuri 1965), (Jaakson
(2008), (Van Lee et al. 2005),
(Lencioni 2002).
(Driscoll and Hoffman 2002),
(Jaakson et al. 2008), (Padaki
2000), (Buchko 2007),
(Lencioni 2002), (Blazejewski
2006), (Jaakson et al. 2008),
(Thompson et al. 2014).

Interpretative Guide
1.

2.

3.

There is an
expectation that the
individual firm will
operate at society’s
defined benchmark
of corporate values.
Society provides
the foundation in
which personal and
ultimately
corporate values
come from.
Firms see it as a
duty to reflect
society values.

1.

2.

(Whitehouse 2006), (Garriga
and Mele 2004), (Robbins
2001), (Quick and Nelsen
2012), (Collins and Pores
1996), (Wilson 2001),
(Aquevegue 2005): (Sharma
and Henriques 2005), (Sikavica
et al. 2010), (Sullivan et al.
2002), (Lencioni 2002),
(Reynierse et al. 2000),
(Reynierse et al. 2000).
(Waddell et al. 2014),
(Gallagher 2009), (Robbins
2001), (Cummings and Worley
2014), (Quick and Nelsen
2012); (Aquevegue 2005),
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much gives the firm their
license to operate.

4.

Corporate values
give the firm its’
license to operate
within society.

3.

4.

Evolutionary Strategy School
The market leader dictates
strategy and so will set the
scene as regards the corporate
values of the firm and as such
the conduct of operations and
the behaviours of members of
the firm. For example, if the
market leaders have a value
statement to guide their
business all other firms will
follow. The key issue here is
that evolutionists are seen to
have a values statement (if that
is what is required by the
market) or to display certain
values it is important they
make the correct sounds in
relation to corporate values the
implementation may not be as
forceful.

(Sullivan et al. 2002),
(Hemingway and Maclagan
2004), (Lencioni 2002), (Van
Lee et al. 2005).
(Cummings and Worley 2014),
(Quick and Nelsen 2012),
(Aquevegue 2005),
(Hemingway and Maclagan
2004), (Robbins 2001),
(Lencioni 2002).
(Lawrence and Weber 2012);
(Ireland et al. 2009), (Waddell
et al. 2009), (Gallagher 2009),
(Robbins 2001), (Cummings
and Worley 2014), (Lencioni
2002).

Interpretative Guide
1.

2.

3.

4.

Corporate values
may be generic but
implementation is
varied.
The importance of
corporate values
will be dictated by
the market and
particularly market
leaders.
Corporate values
displayed and acted
out on a “needs be”
approach.
The enactment of
corporate values
will be evaluated
on a cost/benefit
analysis which will
be the one of the
key yardsticks for
enactment.

1.

2.

3.

4.

(Hemingway and Maclagan
2004), (Robbins 2001),
(Aquevegue 2005), (Sullivan et
al. 2002), (Van Lee et al. 2005).
(Thompson et al. 2012), (Harris
and De Chernatony 2001),
(Malbasic et al. 2012), (Van
Lee et al. 2005).
(Thompson et al. 2014),
(Ireland et al. 2012), (Waddell
et al. 2009), (Van Lee et al.
2005).
(Ireland et al. 2009),
(Thompson et al. 2012),
(Sullivan et al. 2002), (Joyner
and Payne 2005); (Van Lee et
al. 2005).

Source: Compiled by author
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Appendix 6 Applying Ethical Conduct to the CSR/strategy Interpretative
Guide
Classical Strategy School

Interpretative Guide

Authors attributable to Interpretative
Guide

The emphasis in relation to the
classical approach is on
rational planning methods to
achieve the key critical goal of
the firm, that of profit
maximisation. Therefore, all
CSR/ethics expenditure will be
evaluated on a cost/benefit
analysis.
An important task of the firm
will be to identify stakeholder
expectations and the
prioritising of stakeholders to
respond to these ethical
demands is deemed critical to
ensure the maximum return
from CSR/ethics expenditure
to the firm.
The key to success for the firm
is to show it is behaving
socially responsible rather than
be socially responsible.
Therefore, the issue of
paramount importance for the
classicalist is to do what is
necessary in terms of being
seen to be ethical, but now
beyond as the profit
maximization goal takes
precedence over other goals.

1.
2.
3.

4.

5.

6.

7.

8.

Proactive based
upon advantage.
Ethics may be
generic.
Ethics can be a
response to
stakeholder
demands.
Ethics can help
strengthen
relationships with
stakeholders.
Commitment to
ethics is deemed to
be important.
To be seen to be
socially responsible
is key.
The awareness of
the expectations of
society as to what
is socially
responsible is
paramount.
The ethics policy of
the firm reflects a
deliberate strategy
on the part of the
firm.

1.

2.

3.

4.

5.

6.
7.

The firm is committed to ethics
as it appreciates the role of
ethics in determining the long
term success of the firm.
The firm adopts a very
deliberate strategy to ethics
based on its knowledge of the
ethical expectations of

8.

(McWilliams and Siegel 2001),
(Guadamillas-Gomez and
Donate-Manzanares 2011),
(Steiner and Steiner 2000),
(Fassin and Beulens 2011).
(Ferrell et al. 2012), (Joyner and
Payne 2002), (Mahoney 1997),
(White 2006)
(Calvano 2008), (Fassin and
Buelens 2011), (Svensson and
Wood 2003), (Wood and Jones
1995).
(White 2006), (Svensson and
Wood 2003), (Parker 1998),
(White 2006), (Calvano 2008),
(Fassin and Buelens 2011),
(Tullberg 2005), (Garriga and
Mele 2000), (Donaldson and
Preston 1995), (Fassin and
Beulens 2011), (Porter and
Kramer 2006).
(McWilliams and Siegel 2001),
(Garriga and Mele 2002),
(Smith and Nysted 2006),
(Steiner and Steiner 2000),
(Bansal and Roth 2000), (Porter
and Kramer 2006).
(Stodder 1998), (Joyner and
Payne 2002), (Mahoney 1997).
(Lawrence and Weber 2014),
(Johnson and Scholes 2002),
(Smith 2003), (Tullberg 2005),
(Buhmann 2006), (Bansal and
Roth 2000), (Smith and Nysted
2006), (McWilliams and Seigel
2001), (Zairi and Peters 2002),
(McAdams and Leonard 2003),
(Fassin and Beulens 2011),
(Porter and Kramer 2006).
(Joyner ad Payne 2002), (Fassin
and Beulens 2011), (Porter and
Kramer 2006), (Lawrence and
Weber 2014), (Johnson and
Scholes 2002), (McWilliams et
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al. 2006), (Steiner and Steiner
2000).

stakeholders and while some
elements may change over
time in response to
stakeholders the ethics strategy
of the firm in the main will be
planned and proactive.

Processual Strategy School
This standard of behaviour in
terms of what is expected by
the firm is the benchmark for
the processual approach. This
standard of behaviour
determines how the firm
behaves and relates to its
stakeholders.
The ethical standing of the firm
is deemed to be extremely
important to firm members
especially management.
The problem arises that there
may be a gap in what is agreed
as a code of ethics and deemed
policy and how the ethical
standing turns into action or
remains as policy.
While there may have been a
participative approach in
formulating the ethical policy
the implementation may not
follow from this. This can arise
as formulation and
implementation are split, they
may be carried out by different
groups. The issue that can arise
is that ambiguity maybe at the
heart of the consensus.

Interpretative Guide
1.

2.

3.

4.

5.

6.

Articulated ethics
may be generic, or
bespoke for
individual projects
– used to gain
support rather than
enact projects.
Ethical standing is
important and a
given for the
organization.
The formulation of
a code of ethics is a
straightforward
exercise for the
firm.
The
implementation of
a code of ethics is
more problematic.
Ambiguity in the
implementation of
an ethical code
within the firm may
follow as different
groups are involved
in formulation and
implementation.
The ethics strategy
of the firm is in the
main an emergent
strategy.

1.

2.

3.

(Langlois and Schlegelmilch
1990), (Forester 2009), (Singh,
2011), (Garriga and Mele
2000), (Smith and Nysted
2006), (Thompson et al. 2014),
(Fassin and Beulens 2011),
(Porter and Kramer 2005).
(Hall and Hitch 1989),
(Thompson et al. 2013), (Singh
2011), (Forester 2009),
(Aronson 2003), (Parker 1998),
(White 2006), (Lawrence and
Weber 2014), (Forester 2009),
(Aronson 2003), (Langlois and
Schlegelmilch 1990), (Forester
2009); Thompson et al. 2013);
(Stephenson 2009).
(Porter and Kramer 2006),
(Thompson et al. 2013),
(Forester 2009), (Aronson
2003), (Stephenson 2009).

The ethical strategy of the firm
in the main reflects an
emergent strategy. There may
be a general approach to ethics
in terms of what is deemed
appropriate to internal and
external stakeholders, but this
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is very much open to change
and modification through
management actions in a
participative setting with the
members of the firm as
outlined above.
Systemic Strategy School
The core of the systemic
approach is the
business/society link.
Ethical conduct is of
paramount importance to the
systemic school The idea being
that the firm is seen to behave
in a certain way and operates
with a strong ethical standing.
This reflects societal
expectations which are at the
core of this school. A key role
of the firm is to build this
awareness of stakeholder
expectations, particularly the
society in which the firm
operates.
The objective of the firm is to
then reflect these ethical
expectations in their ethical
policy and strategy as this is
deemed to give the firm its
license to operate.
The approach to ethics
therefore reflects a deliberate
strategy on the part of the firm
in formulating and
implementing a strong ethics
policy and culture from the
outset reflecting the
expectations of society.
The firm must also ensure that
it is seen to be ethical by its
society as they will be the
judges in relation to the ethical
standing of the firm.

Interpretative Guide
1.
2.

3.

4.

5.

6.

May not articulate
underlining ethics.
Consistent
proactive
behaviours.
An awareness of
the ethical standing
expected by society
is important.
Being seen to
respond to society
expectations in
terms of an ethical
standing is
paramount.
Sensitivity to
society
expectations in
terms of ethical
conduct is the key
to the firm’s license
to operate within
society.
The ethics strategy
is in the main a
deliberate strategy,
reflecting a
proactive approach
on the part of the
firm.

1.

2.

3.

4.

5.

6.

(Langlois and Schlegelmilch
1990), (Forester 2009),
(Thompson et al. 2013),
(Aronson 2003), (Porter and
Kramer 2006), (Stephenson,
2009), (Tullberg 2008), (Fassin
and Buelens 2011), (Buhmann,
2006), (Porter and Kramer
2006), (Thompson et al. 2013),
(Aronson 2003), (Stephenson
2009).
(Lawrence and Weber 2014),
(Eells 1960), (Jenkins 2005),
(Stephenson 2009), McDonald
(2007 (McDonald 2007),
(Porter and Kramer 2006).
(Tullberg 2005), (Donaldson
and Preston 1995), (Stephenson
2009), (McDonald 2007),
(Porter and Kramer 2006);
(Jenkins, 2005); (Daft and
Mercic 2006).
(Garriga and Mele 2000),
(Smith and Nysted 2006),
(Elliott et al. 2013), (Stodder
1998), (Joyner and Payne
2002), (Mahoney 1997),
(Lawrence and Weber 2014),
(Zairi 2000), (Moir, 2001),
(Carroll 1979), (Jenkins 2005),
(Stephenson 2009), (Porter and
Kramer 2006).
(Stephenson 2009), (McDonald
2007), (Porter and Kramer
2006), (Lawrence and Weber
2014), (Garriga and Mele
2004), (Thompson et al. 2012).
(Lawrence and Weber 2014),
(Stephenson 2009), (McDonald
2007), (Stephenson 2009),
(McDonald 2007).
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Evolutionary Strategy School

Interpretative Guide

The key issue in relation to the
evolutionary approach is that
the firm takes its cues as to
what constitutes acceptable
ethical conduct from the
market, and in particular the
market leaders.

1.

Profit maximization and return
on investment is deemed
critical to success and therefore
all expenditure on ethics will
be evaluated on a cost/benefit
analysis.

3.

The market leader dictates
therefore the ethics conduct
and so will set the benchmark
as regards the behaviour of the
firm. Many companies
highlight their high ethical
standing as a distinctive
competency at least, with such
ethical conduct leading to a
competitive advantage for
some firms.
A key concern is that
evolutionists are seen to be
ethical having, for example, an
ethical code of conduct maybe
followed by an ethical helpline
etc., so, while they make the
correct sounds, the
implementation of their ethics
strategy may not be as forceful.

2.

4.

5.

6.

Ethics is generic
but implementation
is varied.
Highlighting of the
firm’s ethical
standing may be
seen as a distinctive
competency.
If the market
perceives ethics as
important, it will be
highlighted by the
firm.
The market and
market leaders
decide the
behaviour and
ethical standing of
the firm.
Implementation
will vary across
organisations, but
promotion of the
fact the company
has a code of ethics
will occur if this is
deemed important
by the market.
The ethics strategy
of the firm is
deemed to be in the
main an emergent
strategy.

1.

2.

3.

4.

5.

6.

(Thompson et al. 2013),
(Lawrence and Weber 2014),
(Porter and Kramer 2006),
(Harrison 1972).
(Thompson et al. 2013),
(Lawrence and Weber 2014),
(Porter and Kramer 2006),
(McWilliams and Seigel 2001),
(Donaldson and Preston 1995);
(Buhmann 2006), (Tullberg
2005), (Fassin and Buelens
2011), Garriga and Mele 2004),
(Stephenson 2009).
(Fray 2007), (Mahoney 1997),
(Ferrell et al. 2012), (Stodder
1998), (Thompson et al. 2013);
Porter and Kramer 2006).
(Langlois and Schlegelmilch
1990), (Singh 2011), (Forester
2009), (Aronson 2003).
(Thompson et al. 2012);
(Stephenson 2009), (Porter and
Kramer 2006), (Lawrence and
Weber 2014), (Aronson 2003).

The ethical strategy in relation
to the evolutionary approach
will be an emergent strategy
evolving and being modified in
response to the market in
which the firm operates.
Source: compiled by author.

33 | P a g e

Appendix 7 Applying Mutual Benefits of CSR to the CSR/strategy
Interpretative Guide
Classical Strategy School

Here the idea is to keep
focused on profit
maximization, while
responding to stakeholder
needs. The classical typology
is characterised by the
assumption that CSR
initiatives will positively
impact the bottom line. What
is required is that
stakeholders are equally
focused on the bottom line.
In addition the key objective
by the firm is to invest in the
level of CSR which is
deemed proper, desirable and
appropriate to its stakeholder
groups. The key being to not
exceed that level and to be
conscious of the cost/benefit
impact of all CSR activities
undertaken by the firm.

Interpretative Guide

1.

Performance advantage to
the firm and stakeholders

2.

Consistent approach to
the evaluation of the
benefits to the firm.

3.

3 Benefits in terms of
profit and return on
investment are extremely
important.

4.

The idea of the
stakeholder’s perception
of the benefits to them is
equally important.

5.

An appreciation that the
benefits will change over
time and need to be
constantly evaluated

The benefits will also change
over time and need to be
evaluated in the context of
the firm and the environment
in which it operates.

Authors attributable to
Interpretative Guide
1.

(Aguilera et al. 2007),
(Roberts and Dowling
2002), (Galbreath 2010),
(Gyves and O’ Higgins
2008), (Porter and Kramer
2006), (Moir 2001),
(Vitaliano 2010),
(Lawrence and Weber
2014).

2.

(Galbreath 2010),
(Vitaliano 2010), (Walton
1967), (Steiner and Steiner
2012), (Lawrence and
Weber 2014).

3.

(Gyves and O’ Higgins
2008), (Porter and Kramer
2006), (Lawrence and
Weber 2014), (Vitaliano
2010), (Walton 1967).

4.

(Oliver 1997), (Stephenson
2009), (Waddock 2008),
(Ferrell et al. 2011),
(Vitaliano 2010), (Walton
1967), (Lawrence and
Weber 2014), (Jenkins
2002), (Galbreath 2010).

5.

(Haigh and Jones 2006),
(Lawrence and Weber
2014), (Vitaliano 2010),
(Walton 1967), (Kaeokla
et al. 2012), (Mahon and
Waddock 1992), (Barney
1991).

1.

(Soh et al. 2006), (Vogel
2005), (Waddock 2008),
(Aguilera et al. 2007).

2.

(Aguilera et al. 2007),
(Lawrence and Weber
2014), (Vitaliano 2010),

Processual Strategy School
What is important is that
there needs to be a perception
among the internal
stakeholders that this
involvement with external
stakeholders holds benefits to
both the firm and the

1.

Articulated benefits may
be generic, or bespoke for
individual projects – used
to gain support rather than
enact projects.
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stakeholders. Yet, with the
processual theorists, one key
question is do the internal
actors in the firm view the
stakeholder management
approach undertaken as being
beneficial to them? In
addition, the question needs
to be asked, do the
stakeholders in general view
the firm’s actions as being of
benefit to them.

Systemic Strategy School
It is not just a case of linking
in with the external
environment and responding
with a “one size fits all”
approach. CSR strategy in the
systemic school is about
being sociologically
sensitive. It is important that
the benefits that accrue from
formulating strategy in this
way benefit the firm itself
and its internal and external
stakeholders. The important
point being that the benefits
need to be sustainable to the
firm, but are also evident to
society.

Evolutionary Strategy
School
The evolutionary school sees
market surveillance as the
barometer of success. The
firm will engage in mutually
beneficial corporate actions if

Rationalisation rather than
origination.
2.

3.

4.

How are benefits defined
by the different groups of
internal stakeholders?
Who is responsible for
deciding and evaluating
the benefits of CSR?

(Moir 2001), (Cropanzano
et al. 2003), (Colquitt et al.
2001).
3.

(Gyves and O’ Higgins
2008), (Oliver 1997),
(Lawrence and Weber
2014), (Vitaliano 2010).

4.

(Lawrence and Weber
2014), (Vitaliano 2010),
(Walton 1967), (Gyves and
O’ Higgins 2008),
(Galbreath 2010),
(Lawrence and Weber
2014), (Vitaliano 2010),
(Soh et al. 2006), (Vogel
2005), (Taylor 2003).

1.

(Lawrence and Weber
2001), (Haigh and Jones
2006), (Davis 1973),
(Clapp 2008).

2.

(Lawrence and Weber
2014), (Soh et al. 2006),
(Vogel 2005), (Haigh and
Jones 2006), (Clapp 2008).

3.

(Waddock 2008), (Vogel
2005), (Nijhof and
Jeurissen 2010), (Clapp
2008).

4.

(Porter and Kramer 2006),
(Stephenson 2009),
(Waddock 2008), (Clapp
2008).

5.

(Lawrence and Weber
2001), (Haigh and
Brubaker 2010), (Clapp
2008).

1.

(Porter and Kramer 2003),
(Thompson et al. 2013),
(Stephenson 2009), (Alsop
1999), (Aguilera et al.
2007).

How do external
stakeholders view the
benefits?

Interpretative Guide
1.

Benefit not explicated.

2.

Problems may be
minimised.

3.

Being sociologically
sensitive is key.

4.

Responding to different
stakeholder groupings
with different needs is
key.

5.

Benefits need to be
sustainable to the firm.

6.

Benefits need to be
evidenced and
experienced by society
also.

Interpretative Guide

1.

Return on investment is
key from both an
economic and from PR
point of view.
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that is the approach used by
the players in the market,
mainly the market leaders.
The approach will entail a
number of small initiatives
with stakeholders and so reap
the benefits of this approach
to both the firm and its
stakeholders.

2.

Mutually beneficial
corporate actions are
undertaken by the firm if
this is the approach used
by the market leaders.

3.

The idea is to have a
number of small
initiatives resulting in
benefits to both the firm
and stakeholders.

2.

(Mahon and Waddock
1992), (Galbreath 2010),
(Lawrence and Weber
2014), (Gyves and O’
Higgins 2008), (Thompson
et al. 2013), (Porter and
Kramer 2006), (Walton
1967).

3.

(Porter and Kramer 2006),
(Jenkins 2005), (Kaeolka
et al. 2012), (Stephenson
2009), (Galbreath 2010).

Source: Compiled by author.
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Appendix 8 Mutual Benefits in Action
Company

CSR Initiative

Benefits to the
Stakeholders

Benefits to the Company

Ulster Bank

The Community Cashback
Awards Scheme enables
employees to get a cash award
each year for their chosen charity.

Hundreds of local charities
have benefited financially
and from the volunteering
time of Ulster Bank staff.

Increases staff morale

Every employee can apply for an
award of €250 each year for their
favourite charity once they raise
at least €250 in fundraising, or
volunteer more than 19 hours in
the year (Business in the
Community, 2013f)

Doubles the fundraising
contributions of Ulster Bank
staff.

CSR Programmes, including the
following: Junior Achievement
Ireland programmes help to
create a culture of enterprise
within the education system.
Challenge Science Roadshow
introduces students to a world of
creation and discovery Team OffSites, where employees are
involved in community activities,
for example, Plato helps SMEs
benefit from facilitated group
learning, business linkages and
networking events, Barretstown:
employee volunteering and Mock
Interviews: with students from
local schools (Business in the
Community 2009b)

It enhances collaboration
through participation in
volunteer activities with
colleagues and community
partners.

IBM has developed a
comprehensive customer
satisfaction programme to help
exceed our customers’
expectations and enhance our
performance in the marketplace,
through the use of on-going
surveys and regular meeting with
customers (Business in the
Community 2003b)

Complaints are addressed in
a comprehensive and timely
manner to the customers
agreed conditions of
satisfaction.

Wyeth

IBM

Helps staff build links with their
local charities or community
groups
Helps retain staff through
engagement with the local
community programmes.
Enhances Ulster Bank’s reputation
as a socially responsible business.

Community volunteers are
exposed to a wide range of
learning experiences.
Feedback from the
organisations involved has
been extremely positive.

The customer has the
opportunity to ensure that
IBM understands their
priorities and helps IBM
assign resources to ensure
customer requirements are
addressed

Creates a connection to the
community.
Improves relationships with
leaders in the local business, nonprofit and government
communities.
Helps attract and retain a talented
workforce.
Improves the reputation of the
company.

Satisfied customers remain loyal
and maintain or increase their
expenditure with IBM.
Assists market intelligence which
enables IBM to tailor offerings
specifically to known customer
requirements.
Increases the reputation of the
company.
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It helps develop a business
relationship that matches the
customer’s business
requirements.
PWC

PwC teamed up with Localise, a
Youth and Community
Development organisation, to
undertake a development project
with the 6th class of St Laurence
O’Toole’s GNS and CBS, Seville
Place, Dublin 1.

Annually the team engages with
the 6th class boys and girls for
three months to design and
implement a Community Matters
initiative to have a positive
impact on their local community
(Business in the Community
2013c).
A&L
Goodbody

Accenture

A&L Goodbody created a
bespoke educational programme
which gives students, aged
between 15 and 17, the
opportunity to avail of a work
placement in the firm (Business
in the Community 2013b).

Accenture’s supplier diversity
efforts develop and expand
relationships with minority
owned, women-owned, and small
and other diverse
businesses. Accenture plays a
leading role in a number of
organisations dedicated to
advancing Supplier Inclusion and
Diversity (Business in the
Community 2013a).

The initiative has a positive
impact on a wide group of
people – children, parents,
guardians and families, the
school, people at PwC and
the local community.
Each project draws together
different talents and
resources of the children.

Employees share their skills with
young people and have a positive
impact on our locality.
The project receives fantastic
support from employees across the
firm and is a strong tool for
employee engagement.

The projects demonstrate
how teamwork can
empower a group to surpass
expectations.

The project been
overwhelmingly positive.
Schools are struggling to
find meaningful work
placement opportunities for
their students and the A&L
Goodbody programme
provides a very valuable
insight into careers in the
professional services sector.

Accenture’s Diverse
Supplier Development
Programme (DSDP) is a key
pillar of the commitment to
promote economic growth
and nurture strong
marketplace relationships
globally in the communities
in which the company
operates.

The company can help young
people enhance their school
experience, be aware of career
opportunities available to them
and potentially be their future
employers.
Helps builds links with the
community.
Helps build the reputation of the
company.
Helps to build relationships in the
community.
Helps the reputation of the
company.
Helps fosters employee
commitment.

Engaging with underutilised businesses
addresses societal issues and
barriers to a high
performing marketplace.
Accenture builds the
visibility and skills of
women-owned and other
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under-represented
businesses that can deliver
innovativeness and agility.
KPMG

Rabobank

Diageo

Coca-cola

KPMG was the first company in
Ireland to launch a Sustainable
Travel website, to create
awareness with staff and visitors
and encourage them to choose
environmentally friendly modes
of travel (Business in the
Community 2010).

Employees are encouraged
to make sustainable travel
choices in commuting to
and from work and doing
business travel.

Employees are also
rewarded for making
sustainable travel choices.

KPMG’s carbon footprint is
reduced.

Increased awareness among
employees of the benefits of
sustainable travel.

Increased reputation as a company
committed to the environment.

Employees can nominate a
charity of their choice via a
survey on the company intranet.
Voting is open for a week during
which the nominators
enthusiastically lobby their
colleagues to vote for their
particular cause. The three
winners are communicated
widely via the intranet and the
company’s internal email
(Business in the Community
2013d).

Employees have the chance
to nominate causes that
matter to them personally.

Diageo Ireland created a fund to
identify and support leading
social entrepreneurs to deliver
measurable, transformational
change to communities around
Ireland. The fund has become the
cornerstone of Diageo’s
community investment
programme (Business in the
Community 2014a).

Community gain exposure
from inclusion in the
project.

Helps build businesses at
the critical start-up phase
and beyond.

Helps build links with the
community.

The Coca-Cola Form + Fusion
Design Awards, where students
design a creative costume made
from waste materials, is the
largest schools competition in
Ireland. The educational value of
the awards has been endorsed by
the Department of Education &
Science (Business in the
Community 2003a).

The primary beneficiaries
were the 15 organisations
who received the funding.

Provided an opportunity to
strengthen links with the
community.

It also provided beneficial
engagement, networking
and learning opportunities
among the participating
groups.

Created a means of engaging with
key stakeholders.

Organisations supported are
smaller, less well-known
charities, where €2000 can
have a significant impact.
These organisations also
gain from the awarenessraising efforts of employee
supporters.

Get expert practical support
and access to the Social
Entrepreneurs Ireland
alumni network.

Employees are actively and
enthusiastically involved.
Helps to increase the reputation of
the company.
Helps increase employee morale.
Helps build up relationships with
the local community.

The establishment of the fund
integrates Diageo’s corporate
social responsibility strategy into
their business strategy.

Helps the reputation of the
company.

It enhanced the reputation of firm
as a responsible corporate citizen.
Increased employee morale.

Source: Compiled by author
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Appendix 9 Applying Effective Action to the CSR/strategy Interpretative
Guide
Classical Strategy School

Here the idea is to keep
focused on profit
maximization, while
responding to stakeholder
needs. This business case is
characterised by the
assumption that CSR
initiatives undertaken by the
firm will positively impact the
bottom line. What is required
is that stakeholders are equally
focused on the bottom line.
The idea is to communicate the
CSR activities of the firm to
stakeholders and ensure the
maximum return from CSR
expenditure.

Interpretative Guide

1.

Performance advantage
to the firm and
stakeholders.

2.

Consistent approach to
the evaluation of benefit
to firm.

3.

Benefits in terms of
profit and return on
investment are key.

4.

The idea of the
stakeholder perceptions
of the benefits to them is
equally important.

5.

Authors attributable to
Interpretative Guide
1.

(Gyves and O’ Higgins
2008) (Du et al. 2010),
(Lawrence and Webe,
20130, (Thompson et al.
2013), (Sen et al. 1999),
(Kaeolka and Jaikengkit
2012), (McWilliams and
Siegel 2001), (Murray and
Vogel 1997), (Salazer et al.
2012), (London 2009),
(Hyndman and Anderson
1997), (Boyle 1995),
(Burnes 1998).

2.

(Weber et al. 2008),
(Porter and Kramer 2006),
(Murray and Vogel 1997),
(Du et al. 2010), (Robins
2008), (Salazer et al.
2012), (London 2009),
(Hyndman and Anderson
1997), (Boyle 1995),
(Burnes 1998), (Sprinkle
and Maines 2010), (Guba
2011), (Halme and Laurila
2009), (Kahren et al.
2013).

3.

(Ramachandran 2011),
(Thompson et al. 2013),
(Sen et al. 1999), (Kaeolka
and Jaikengkit 2012),
(Murray and Vogel 1997),
(Salazer et al. 2012),
(London 2009).
(Murillo and Lozano
2006), (Kaeolka and
Jaikengkit 2012),
(Bhattachanya et al. 2009),
(Donaldson and Lee 1995),
(Gyves and O’ Higgins
2008).

To minimize
stakeholder scepticism
on the motives of CSR
activities by the firm.

4.

5.

(Du et al. 2010),
(Bhattachanya et al. 2009),
(Donaldson and Lee 1995),
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(Gyves and O’ Higgins
2008).
Processual Strategy School

So, the benefits that accrue
which Nielsen (2011) states
need to be sustainable they
also need to be perceived as
being beneficial. Therefore,
what can arise here is that what
is beneficial can be a matter of
dispute among internal
stakeholders. The political
landscape of the firm can
dictate the CSR initiatives
undertaken and effective action
can vary among internal
stakeholders and can at times
result in inconsistencies in
outcomes.

Systemic Strategy School
According to Gyves and O’
Higgins (2008), this gain to the
firm will manifest itself in
terms of the benefits outlined
above, for example, increases
sales, differentiated products
that can yield a higher price
and overall increases in
efficiency and effectiveness,

Interpretative Guide

1.

What constitutes
effective action may be
inconsistent among
internal stakeholders.

2.

How internal
stakeholders view
effective actions can
differ

3.

Lack of consistent
interpretation of
effective actions can
lead to disputes and
inconsistency in
outcomes.

Interpretative Guide

1.

The notion of what
constitutes effective
action may not be
consistent across the
organization.

2.

Effective actions differ
in relation to how they

Authors attributable to
Interpretative Guide
1.

(Du et al. 2010),
(Ramachandran 2011),
(Lawrence and Weber
2014), (Thompson et al.
2013), (Hawkins 2006),
(Griffin 2008), (Abugre
2013), (Griffin and Elbert
2002), (Koegel 2007),
(Mellman and Dauer
2007).

2.

(Koegel 2007), (Kaeolka
and Jaikengkit 2012),
(Lawrence and Weber
2014), (Thompson et al.
2013), (Hawkins 2006),
(Griffin 1999), (Abugre
2013), (Griffin and Elbert
2002), (Porter and Kramer
2006), (Koegel 2007),
(Mellman and Dauer
2007).

3.

(Lawrence and Weber
2014), (Bhattachanya et
al., 2009), (Donaldson and
Lee 1995), (Thompson et
al. 2013), (Hawkins, 2006),
(Griffin 1999), (Abugre
2013), (Griffin and Elbert
2002), (Porter and Kramer
2006), (Koegel 2007),
(Mellman and Dauer
2007).

Authors attributable to
Interpretative Guide
1.

(Smith and Nystad 2006),
(Lawrence and Weber
2014), (Porter and Kramer
2006), (Thompson et al.
2013), (Mitchell et al.
1998), (Burnes 1998),
(Kahreh et al. 2013),
(Donaldsson and Lee
1995), (Wood 1991).
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which will impact the bottom
line. There may be lack of
agreement between
stakeholders inside and outside
the firm in relation to whether
the firm’s CSR actions are
actually effective.

Evolutionary Strategy School

The firm will only do what
they deem to be “ultra”
necessary, but the idea will be
to get the greatest return on
investment from these
activities, economic factors are
central here in terms of their
decision making as to the level
of stakeholder engagement.
The market leader will provide
the benchmark as to the level
of CSR activities undertaken
by the firm as well as the cost
element involved. For the
evolutionist, the CSR activities
are effective if they earn high
return on investment and
mirror what is required by the
market and not beyond this
point. The idea is to gain the
maximum positive exposure
for the firm at the lowest cost.

are viewed by external
stakeholders also.
3.

Lack of agreement can
cause tensions inside
and outside the
organisation.

Interpretative Guide

1.

Effective actions refer to
actions from an
economic and PR point
of view.

2.

Only engage in CSR
activities at a level that
is deemed necessary by
the firm.

3.

Inconsistencies may
exist within the firm as
to what constitutes the
“necessary level”.

4.

The idea is to get the
greatest positive
exposure at the lowest
cost.

5.

The market leader will
provide a key
benchmark as to the
level of CSR activities
undertaken.

2.

(Kaeolka 2012), (Gyves
and O’ Higgins 2008),
(Burnes 1998), (Kahreh et
al. 2013), (Donaldson and
Lee 1995).

3.

(Donaldson and Lee
(1995)), (Hawkins 2006;
(Block 1993), (Abugre
2013).

Authors attributable to
Interpretative Guide
1.

(Mc Williams and Seigel
2001), (The Economist
2009), (Du et al. 2010),
(Ramachandran 2011),
(Bhattachanya et al. 2009),
(Kahren et al. 2013).

2.

(Ramachandran 2011),
(Porter and Kramer 2006),
(Murray and Vogel 1997),
(Du et al. 2010), (Robins
2008), (Bhattachanya et al.
2009), (Kahren et al.
2013).

3.

(Gyves and O’ Higgins
2008), (Burke and Logsden
1996)), (Logsden 1996),
(Salazer et al. 2012),
(Bhattachanya et al.
2009)), (Kahren et al.
2013).

4.

(Ramachandran 2011),
(Weber 2008), (Porter and
Kramer 2006), (Murray
and Vogel 1997), (Du et al.
2010), (Robins 2008),
(Bhattachanya et al. 2009),

5.

(Gyves and O’ Higgins
2008), (McWilliams and
Seigel 2001), (Porter and
Kramer 2006),
(Ramachandran 2011),
(Kahren et al. 2013).

Source: Compiled by Author

42 | P a g e

Appendix 10 Applying the Process of CSR to the CSR/strategy
Interpretative Guide
Classical Strategy School

Interpretative Guide

Authors attributable to
Interpretative Guide

In this case, the process of CSR is
seen as a plan, dictated by top
management. It highlights the
stakeholders of the firm, their
interests, power and possible
coalitions which may form. It
dictates how the firm will build
relationships with stakeholders
through dialogue and responding to
stakeholder expectations, to the
extent that is deemed necessary, but
not beyond.

Planning of the process of CSR is seen
as critical.

(Freeman 1984), (Rowley 1997),
(Mitchell et al. 1997), (Frooman
1999), (Donaldson and Preston
1995), (Gupta 1995), (Wheeler and
Sillanpää 1997), (Jonker and
Foster 2002), (Carroll and
Buchholtz 2003), (Bryson 2004),
(Savage et al. 1991), (Ackerman,
1973), (Bryson et al. 2002),
(Whittington 2001), (Harvey
2011), (Lawrence and Weber
2014), (Kivits 2011), (Welp et al.
2006).

Processual Strategy School

Interpretative Guide

For the processualist, the plan does
not dictate the process of CSR, as
applies to the classicalist. It is the
behaviours which follows which
dictates the actual CSR undertaken.
In reality, internal stakeholders may
disregard any plan in relation to the
process of CSR which is formulated
or other firm members may
disregard it, the behaviour of the
members, dictates the process.

The behaviours of the members of the
firm dictate the actual process that
materializes.

Systemic Strategy School

Interpretative Guide

In this case, the process of CSR is
seen as the plan used to work with
stakeholders. The key emphasis is
working with stakeholders through
dialogue and continuity, dictates
what the key issues are and what is
acted on by the firm. The plan
represents the means by which
things get done, what key
stakeholders want which is
determined through dialogue and
building links with these
stakeholders.

The process of CSR is part of a well
though through strategy for stakeholder
engagement.

Top management dictates the process
of stakeholder engagement.
Responding to stakeholder expectation
to a point that is deemed necessary but
not beyond.

The political landscape of the firm
determines the CSR activities that
emerge.
There may be a gap between the
formulation of a CSR strategy and the
implementation

Building links with the society in
which the firm operates, is seen as a
natural process.
The process represents a means to plan
to get things done

(Whittington 2001), (Harvey
2011), Lawrence and Weber 2014),
(Kivits 2011), (Welp et al. 2006),
(Freeman 1984), (Rowley 1997),
(Mitchell et al. 1997), (Frooman
1999), (Donaldson and Preston
1995), (Jonker and Foster 2002),
(Bryson 2004), (Savage et al.
1991), (Ackerman 1973), (Bryson
et al. 2002).

(Altman and Vidaver-Cohen
2000), (Harvey 2011), (Kivits
2011), (Lawrence and Weber
2014), (Whittington 2001),
(Freeman 1984), (Rowley 1997;
(Mitchell et al. 1997), (Frooman
1999), (Donaldson and Preston
1995), (Gupta 1995), (Wheeler and
Silanpaa 1997), (Jonker and Foster
2002), (Carroll and Buchhaltz
2003), (Bryson 2004), (Savage et
al. 1991), (Ackerman 1998),
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The building of meaningful links with
stakeholder is at the core of the process
of CSR.
Evolutionary Strategy School

Interpretative Guide

The process of CSR represents an
emergent strategy for the
evolutionary firm. These firms will
do the minimum required in terms
of CSR in any context. The level of
CSR arrived at in the end will be
determined by the market and in
particular, the market leaders.
These firms will take a very short
term focus and the concentration
will be on small, incremental
initiatives, doing what is deemed
necessary, but not beyond this
point, ever conscious of the profit
maximization goal.

CSR is dictated by the market, in
particular the market leaders.
Short term focus on stakeholders.
Profit maximization remains key in an
efficiency sense only.

(Bryson et al. 2002), (Altman and
Vidaver-Cohan 2000).

(Lawrence and Weber 2014),
(Whittington 2001), (Kivits 2011),
(Harvey 2011), (Jonker and Foster
2002), (Altman and VidaverCohan 2000).

Only engage in CSR to the point that is
deemed necessary, not beyond.

Source: Compiled by author
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Appendix 11 The Fulcrum of the Key Stakeholder Analysis Models
Model

Fulcrum of Model

Reveals

Key Characteristics of
the Model in relation
to Stakeholder
Analysis

(Freeman 1984)

Freeman identifies three
levels that can be used to
analyse stakeholders. The
rational level, this identifies
who are the stakeholders and
what are their stakes. The
second refers to the
transactional level: this
relates to the dealings with
the stakeholder and the firm
and the third refers to the
processional: this relates to
the firm’s processes used
implicitly or explicitly to
manage these relationships.

The who, what and why of
the stakeholders of the
firm

Identification

This model depicts a 2x2
matrix highlighting the
concepts of power and
interest of the stakeholders of
the firm. The four categories
outlined include those
stakeholders with low level of
power and interest, low level
of power and high interest,
high levels of power and low
interest and finally those with
high levels of power and high
levels of interest in the firm.

Reveals who the
stakeholders are and their
power and influence.

Identification

This model states that there
are stakeholders with
structural influence that are
not deemed to have a direct
relationship with the firm,
with their social networks and
they need to be taken into
account, in an analysis of
stakeholders of the firm.

Identifies the primary and
secondary stakeholders of
the firm and the influence
and possible networks of
these stakeholders.

(Mendelow 1991)

(Rowley 1997)

Interests

Interests
Power

Identification
Interests
Power
Networks
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(Mitchell et al.
1997)

Identification

This model addressed the
salience of stakeholders based
on the priority given to each
stakeholder by the manager
of the firm. And defining the
key issues in the analysis
being power, legitimacy and
urgency.

Broad list of stakeholders
and their legitimacy and
urgency.

This model focused on what
was termed the resource
relationships that existed
within the firm, depicting
which stakeholders were
dependent to whom and in
relation to what, stating that
this will determine the
influence by stakeholders and
so the focus is to identify
which stakeholders are trying
to influence the firm.

Identification of
stakeholders and the
influence of these
stakeholders on the firm
and on other stakeholders
within the firm.

Identification

(Donaldson and
Preston 1995)

The emphasis on stakeholder
analysis should be on the
identification of actors within
the environment that
influence the firm.

The identification of
stakeholders relevant to
the firm.

Identification

(McLarney 2002)

The key issue postulated in
this model is that firmstakeholder relationships are
very complex and the
linkages that exist can change
over time and proposes the
use of strategic group theory,
in this way viewing the firm
and its stakeholders as
exercising joint control over
areas of shared concern.

The identification of
stakeholders and their
influence with the firm
and with one another.

Identification

The model attempts to assist
managers to specify generic
strategies for managing
stakeholders with different
levels of potential.

Reveals relevant
stakeholders issues and
the power and influence of
stakeholders.

Identification

The model uses a three phase
plan, developed by Mallott,
as a foundation, in terms of
stakeholder analysis,

The identification of
stakeholders and the
relationships with the
stakeholders of the firm.

Identification

(Frooman 1999)

(Savage et al.
1991)

(Gupta 1995)

Interests
Power

Interests
Networks

Interests
Networks

Power
Interests

Interests
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identification of stakeholders
and describes the
relationships of stakeholders
with the firm (Mallott 1990).
In addition, the model
incorporate the concepts of
action and time, develops
stakeholder potential
stakeholder maps to define
the firm-stakeholder
relationship and what it
entails.
(Wheeler and
Silanpaa 1997)

(Ackerman 1998)

This model attempt to
categorise stakeholders by
their level of influence on the
firm and the form that that
influence takes. The nature
and importance of the
influence will alter depending
on the issue. For example, an
NGO may gain greater
influence with an issue if it
joined forces with a primary
stakeholder, for example
employees.

The identification of
stakeholders and their
influence on the firm and
the power of stakeholders.

The model refers to a power
versus interests grid. The grid
plots stakeholders on a 2x2
matrix each of the dimensions
are depicted along a range
from low to high interest and
low to high power. The
model then depicts four
categories of stakeholders.

The model concentrates
on the strength of interest
of stakeholders and four
key categories of
stakeholder are identified.

Identification
Power
Interests
Networks

Identification
Interests
Power
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(Jonker and
Foster 2002)

(Bryson et al.
2002)

(Fletcher et al.
2003)

(Carroll and
Buchholtz 2003)

(Bryson 2004a,
2004b)

Identification

This model depicts a complex
two dimensional model. The
model includes the
components involved in a
stakeholder relationship;
these include stake, parties,
process and connections and
then the element s which
include rationality, criticality
and power. Its essence is
represented by a number of
different questions, which
indicate the issues relevant to
the analysis of the firm’s
association with its
stakeholders.

The identification of
stakeholders and the
power, influence and
possible networks of
stakeholders that exist.

This model takes the
power/influence model of
Ackerman, outlined above,
and develops it further to
examine how stakeholders
influence one another and
further assess the power of
stakeholders.

The models reveals who
influences who in relation
to stakeholders

The model depicts a map of
stakeholder expectations
based on hierarchies in
relation to the value of the
stakeholder to the firm and
also the key performance
areas of the firm

The model reveals who
are the key stakeholders
and their expectations

These writers extended the
environment model of social,
technological, economic and
political (STEP) and added
the concept of stakeholder
influence, highlighting the
view that the stakeholders of
the firm are part of and can
influence the environment
facing the firm.

The Identification and
Influence of stakeholders,
as part of the
environmental analysis of
the firm.

Identification

This model depicts a way of
identifying each stakeholder
and to compare and contrast
their interests.

The model reveals who
the stakeholders are and
their interests.

Identification

Power
Interests
Networks

Interests
Power
Networks

Identification
Power
Interests

Interests
Power

Interests
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(Heidrich et al.
2009)

(Kivits 2011)

(Lawrence and
Weber 2014)

This model uses a multidimensional scoring
mechanism that facilitates the
differing roles of stakeholders
to be examined and then rated
on power, legitimacy and
urgency, mirroring the
Mitchell et al. model above.
In addition, this model takes
into account the importance
and time-span of influence of
the stakeholders of the firm.

The model relates
specifically to the
identification, influence
and power of stakeholders,
but also take into account
the time –span of
influence of the
stakeholders

Identification

This integrated framework
examines the salience, frame
of reference and networks of
stakeholders.

The models reveal the
identification, importance
and possible networks of
stakeholders.

Interests

This model is in the form of
four key questions to identify
who are the relevant
stakeholders, their power and
are they likely to form
networks.

The who, power, interests
and likely networks of
stakeholders are revealed.

Identification

Interests
Power

Power
Networks

Interests
Power
Networks

Source: compiled by author

49 | P a g e

Appendix 12 Stakeholder Power in Action
Power

What this power means?

Power in Action

Voting Power

A stakeholder has the legitimate
power to cast a vote. For
example, shareholders have the
power to vote which is
proportionate to their share
ownership level.

In 2008, Carl Icahn, sought to
exercise his power as a
shareholder of Yahoo. He owned
5% of the shares of the company.
He wanted his own candidates on
the board and wanted to get the
company to sell part of its
business to Microsoft, as he felt it
would boost the sale price of
Yahoo shares. This was opposed
by the board despite Carl
lobbying other shareholders. He
eventually withdrew his request
and was given a seat on the board
with two of his associates
(Lawrence and Weber 2014).

Economic Power

For example, customers,
suppliers and employees have
economic power over the firm.
Suppliers can refuse to supply
materials if the company fails to
meet its obligations as dictated by
their contract with the firm.
Customers may refuse to buy the
product if they feel the company
acted improperly, employees can
refuse to work under certain
conditions. This very much
reflects resource dependency of
the different stakeholders.

For example, the recent
threatened industrial action by
Electric Ireland workers over the
company’s decision to change the
pension scheme from a defined
benefits scheme to a defined
contribution scheme. The unions
in the company are very
influential and could have caused
major disruption in power supply
for business and residential
customers across Ireland, if the
strike went ahead (Cooper 2013).

Political Power

This can be the result of
legislation, regulation or lawsuits.
Government agencies will act
directly with the firm, other
stakeholders may take a more
indirect approach by lobbying
politician to pass laws to support
their views.

For example, in relation to the
introduction of the smoking ban
in Ireland, pressure was put on
politicians to bring in legislation
to ban smoking from all public
places, including hotels and
restaurants. As this ban is now in
operation 10 years in Ireland,
there is further pressure to extend
this ban to apply to cars carrying
children (Telford 2013).
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Legal Power

In this case stakeholders may
bring suits against the company
for damages, based on harm
caused by the firm. For example,
lawsuits brought by customers for
damages goods or by employees
for damages brought by
workplace injuries.

For example, in November 2012,
in Galway Circuit Criminal
Court, the hearing took place of
the trial of Colin Murphy, a
director of CDM Steel Limited
charged with breaches of health
and safety legislation, following
the death of a construction
worker. Declan Byrne, 31, died
when he was trapped under a
fallen beam at the Connacht
Sports ground, in April 2008
(RTE 2013).

Source: compiled by author.
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Appendix 13 Depiction and analysis of the five categories of cognitive mapping derived by Huff (1990)
and their applicability to this study
METHOD 1:

METHOD 2:

METHOD 3:

METHOD 4:

METHOD 5:

Maps that assess
attention, association
and importance of
concepts.

Maps that show
dimensions of categories
and cognitive taxonomies.

Maps that show
influence, causality
and system dynamics.

Maps that show structure of
argument and conclusion.

Maps that specify schemas,
frames and perceptual codes.

Description

The map may search
for the frequency of
concepts or words that
infer mental
connections.

These maps show specific
links and Personal construct
theory is a key tool. The
focus is on the grouping of
like elements and also
depicts a prioritising view.
The repertory grid
technique is a key tool used.

This map helps to
define causal
relationships. The focus
is on how the current
situation is explained in
terms of previous and
future changes.

This mapping method attempts
to show the logic behind
conclusions and decisions to
act.

This approach seeks to examine
underlying structures in the
completion of these maps. In must
apply theory which must show how
it was applied; therefore pre-defined
value systems must be used.

Interpretative
input of
researcher

Word based analysis for contextual
meaning or thematic
content or complex
links.

Allows the formulation of
maps that dichotomise
concepts and show
hierarchical relationships.

Helps develop causal
relationships.

The text of the map is examined
to show the cumulative impact
of varied evidence and linkages.

The taking into account of the past
help to shape the cognitive
framework of the respondent.

Parts of
Knowledge
structure
captured

Gives a general
outline of words
and/or concepts.

Specific linkages among
concepts and hierarchical
relationships.

The focus on bias and
attribution offers rich
data on area under
study.

The focus is on the explicitly
and helps in the areas of
problem solving and decision
making.

The focus is to arrive at a more
complete analysis of the mental
model by including past
experiences.

Advantages

Insignificant
researcher judgment.

Offers basic evidence on
managerial cognition.

Predictive power of this
mapping model shows
strong results.

Causal assertions provided, to
lead to causal claims and
support such claims.

Provides a more integrated
approach.

Depicts the basic
building blocks of
cognition.

A vast range of areas can be
studied.

Easy to use.

Provides a detailed picture of
mental associations.

Well developed.

Range of use is high.

May show commonalities and
linkages among maps.
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Disadvantages

Limited by ability to
instantly capture or
compare objects and
the limited value of
word use.

Overlapping categorizations
make it difficult to interpret
and define.

Level of certainty
similar for all causal
relationships defined
and causal maps may
show connections
without time delays.

It is time consuming and
accurate coding can present a
problem and level of
interpretation can also impact
overall reliability.

Extremely interpretative, difficult to
replicate and Identification of the
underlying issues of that which is
deemed past and their impact.

Relevance to
the
CSR/strategy
field

Limited use in the
CSR/strategic
management field.

In particular it can be used
to define the manager’s
understanding of CSR and
strategy linkages.

This is deemed to be a
key mapping method in
the areas of strategic
management.

This is deemed to be a key
mapping method in the areas of
organization communications
and decision making

This is deemed to provide the
strongest link with cognitive
science given its in-depth focus.
Useful across the field of both CSR
and strategic management.

Applicability to
this research

It would not provide
the rigor to give an indepth analysis of the
cognitive frameworks.

This mapping model lends
itself to obtaining rich data
on individual cognition. It
will help to identify links
and to gain an
understanding of how CSR
is understood and to the
rank elements and show and
priorities relationships. The
mapping method is
therefore accepted.

Causal relationships are
not of major concern to
this research. The
research related to a
portrayal at a point in
time. This mapping
method is therefore
rejected.

This mind mapping method is
considered quite complex in
terms of what purports to
achieve. The research is not to
determine the logic behind the
manager’s personal constructs,
but to determine what these are.
So the mapping model is
therefore rejected.

While it does have the advantage of
providing a deeper level of analysis
than the previous maps. The
disadvantage of being highly
interpretative and difficult to
replicate exists so therefore less
reliable for this study. This
mapping model is therefore
rejected.

The mapping
method is therefore
rejected.

Source compiled by author from the five types/categories of cognitive maps derived by (Huff 1990).
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Appendix 14 Summary of key studies using the Repertory Grid techniques in the area of CSR and strategy research
Author

Title

Sample

Elements

No. of

No. of

size

supplied Y/N

Elements

Constructs

23

Y

9

226 (6-14

No. of categories

Type of Analysis

Comment

20

Content,

Obtained

(Fassin et al.

Small-business

2011).

owner-

per

categorisation of

individual

managers

interview)

constructs

comments

perception of

also

business ethics
and CSRrelated
concepts.
(Millward et

“Catch me if

al. 2010).

you can” A

10

N

9 on average

180

10

Content,
categorisation of

per interview

psychological

constructs

analysis of
managers’
feedback
seeking.
(Alexander

Use of

2 elements

Constructs

et al. 2010)

repertory grids

and 23

also supplied

for

constructs

10

Y

np

np

Variation of
repertory
grids to

collaboration
and reflection
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in a research

reference

context

grids

(Fassin and

Corporate

Rossem

governance in

categorisation of

2009).

the debate on

constructs

41

Y

9

460

41

Content,

CSR and ethics.
Sensemaking of
social issues in
management by
Authorities and
CEOs
(Wooten and

Using repertory

7 elements

Constructs

Norman

grids in

and 10

also supplied

2009)

Tourism Event

constructs

142

Y

np

Content,

Elements

categorisation of

and

constructs

constructs
supplied in

Management

pilot and
final study.
(Wright

Eliciting

2008)

cognition of

categorisation of

strategizing

constructs

20

Y

9 (2 sets)

N

np

Content,

using advanced
repertory grids
in a world
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constructed and
reconstructed
(Song and

Investment

Gale 2008).

Managers’

ended

work values by

questionnair

repertory grids

e included as

18

Y

4

128

np

Content analysis

Also open

part of
interview.
(Rogers and

Using

Ryals 2007).

Repertory Grid

effective and

categorisation of

to access the

3 non-

constructs

underlying

effective

realities in key

KAR.

10

Y

6 (3

39

8

Content,

account
relationships
(KAR)
(Koners and

Managers

Goffin

perception of

different

2007).

learning in New

tools

Product

questionnair

Development

es, repertory

50

Y

np

np

np

np

Three

grids and
case studies.
Very general
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description
of overall
research
given.
(Panagiotou

Reference

Content,

Also semi

2007).

Theory:

categorisation of

structured

strategic groups

constructs

questionnair

24

Y

10

np

24

and competitive

e used.

benchmarking
(Wright and

Articulating

Cheung

appraisal

categorisation of

2004).

system

constructs

100

Y

9

496

19

Content,

effectiveness
based on
managerial
cognitions
(Senior and

The dimensions

9 teams

Swailes

of management

(size 4-

categorisation of

2004).

team

9).

constructs

Y

6

614

7

Content,

performance: a
repertory grid
study.
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(Storr 2004).

Leading with

18

Y

np

825

15

Content,

integrity: a

categorisation of

qualitative

constructs

research study.
(Zuber-

A

Content,

Results used

Skerritt and

Constructivist

categorisation of

to develop a

Roche 2004).

model for

constructs

comprehensi

13

N

6

np

13

evaluating post

ve appraisal

graduate

of the

supervision: a

supervisors

case study

role

(Lemke et al.

Investigating

2003)

the meaning of

categorisation of

supplier-

constructs

10

Y

9

37

np

Content,

manufacturer
partnerships:
An exploratory
study
(Jones 2002).

Facilities
Management in

4

Y

8

np

np

Content and
cluster analysis

Medium Sized
Hotels
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(Marsden

Repertory Grid

and Littler

Techniques an

categorisation of

2000).

Interpretative

constructs

90

Y

30

np

np

Content,

Research
Framework
(Easterby-

Using

Smith et al.

Repertory grids

categorisation of

1996).

in management

constructs

(Goffin

Understanding

1994).

Customer

20

15

N

N

8

12 (per

400

np

np

np

Content,

Content,
categorisation of

interview)

Views: An

constructs

example of the
use of
Repertory grids.
(Reger and

Strategic group

Huff 1993).

maps and

categorisation of

cognitive

constructs

23

Y

18

np

23

Content,

perspectives
Source: Compiled by the author. (Key - np: not reported).
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Appendix 15 List of Companies that participated in the Research
Study in Alphabetical order
1) Accenture
2) An Post
3) Arup
4) British Telecom (Ireland)
5) City West Hotel
6) CRH
7) Cylon
8) Davy’s
9) Deloitte
10) Diageo
11) Eircom
12) Eirgrid
13) Electric Ireland
14) Folens
15) Glenisk
16) A & L Goodbody
17) Intel
18) IPB Insurance
19) JTI
20) KBC Bank
21) KDD
22) KPMG
23) Microsoft
24) O2
25) PEI
26) Pigsback
27) State Street
28) Transdev
29) Ulsterbank
30) UPC
31) Vodafone
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Appendix 16 Copy of Attitude Survey
Instructions to be included for interviewee:
Please tick the following statements according to your level of agreement or disagreement, with 1 depicting a
strongly disagreement answer and 6 depicting a strongly agree answer.

Question 1
Your company is aware of their relevant stakeholders as a result of general
discussions among managers.
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6

Question 2
Your company is aware of the relevant stakeholders of the firm, because of
Top Management agreement as to who these stakeholders are.
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6

Question 3
The interests of stakeholders are known to the firm, through interaction with
stakeholders
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6

Question 4
The interests of stakeholders are known to the firm, through formal research.
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6
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Question 5
The company gives priority to certain stakeholder groups as a result of Top
Management agreement
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6

Question 6
The power of the stakeholder is known to the company and this knowledge
evolves over time through interaction with stakeholders.
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6

Question 7
The power of the stakeholder is known to the company and this knowledge is
gathered from formal research of each stakeholder grouping.
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6

Question 8
Stakeholders of the company are likely to form coalitions.
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6

Question 9
Stakeholder analysis is undertaken by the firm, with knowledge evolving
through interaction.
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6
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Question 10
Stakeholder analysis is undertaken by the firm, with knowledge gathered from
formal research of each stakeholder group.
Strongly disagree

□1

□2

Strongly agree

□3

□4

□5

□6

Question 11
Broadly speaking, how does your company undertake developing and
implementing CSR ideas and initiatives?
Are there any additional comments you would like to make?
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Appendix 17 Pro-Forma Document for Interview with Manager

Date of Interview:
Interview no:
--------------------------------------------------------------------------------------------------------The following pro-forma document is divided into three phases to assist in the analysis of the
repertory grid interview.
Phase 1: Company context
Phase 2: Records what the interviewer would expect in terms of the results of the interview
and how these would relate to the CSR/Whittington Generic Strategy Typology Model.
Phase 3: to review the repertory grid results, attitude survey and open ended question in
relation to the interview and map the results as these would relate to the CSR/Whittington
Generic Strategy Typology Model.
Phase 4: Interpretation of the actual findings, using the results of Phase 2 above to arrive at
an interpretation of the purpose and process of CSR for the manager interviewed and using
the CSR/strategy Interpretative Guide developed in Chapter 3, as the foundation for the
interpretation of the findings, to identify which CSR/strategy school perspectives that
prevails.

Phase 1: Company profile to build context for interview
Name of company:
Address:
Email:
Phone no:
No. of employees:
Nature of Business:
Core sector:
No. of years in existence:
Overview of growth to date (what are the main sectors):
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Brief background to the company:
Major Milestones:
CSR Activities by the company:

How has the CSR involvement evolved:

What/who has prompted the types of CSR initiatives undertaken by the
company:

How does the manager see the role of CSR in the company:

The role of the manager being interviewed:

Phase 2. What would you expect to see as a working model of
this interview?
1. What CSR/Strategy profile do you expect to emerge? Explain

Phase 3: Repertory Grid Analysis of Outcomes
Each repertory grid will be examined under the following five areas explained below.
In summary, they include


Process Analysis



Eyeball Analysis



Construct Evaluation



Key Word Analysis
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Categorisation of Constructs and Interpretation

3.1. Process analysis:
The purpose of the process analysis phase is to identify point of significance in relation to the
interview and the elicitation of constructs and ratings.

1. Overall, how did the manager handle the interview?
Immersed into it. Yes/No
Engaged with ease. Yes/No
Elements of interest. Yes/No
Ability to rotate the elements. Yes/No
No difficulty in application. Yes/No
What extra information was gleaned prior to commencing the interview
How did the interviewee react when the process was explained in terms of
elicitation of constructs?
What constructs required more thought than others?
Did the interviewee struggle with the distinction in words?
What hesitation (if any) did the interviewee have and why?
In relation to the ratings how straightforward was the procedure as a
whole?
Were there particular elements that fell out of the range of convenience of
some of the constructs? If so, explain.
Is there any particular comments made by the interviewee in relation to the
rating process?
What kind of comments did the interviewee make during the course of the
procedure overall?
What was his/her own assessment of the process overall?
Did the interview depart from the actual procedure for any reason, if so,
why?
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Were there any additional comments you would like to record about this
particular interview?
3.2. Eyeball Analysis
The purpose at this phase of analysis is to summarise points that can be gleaned from
examining the results of each grid and in making interpretations, these can be done in light
of the process analysis also.

1. How has the interviewee represented the topic of CSR? Comments in
relation to the elements are important here.
2. How does he/she think? Here the issue is the constructs.
3. How many constructs were obtained?
4. What are the constructs (as this is what gives meaning to the topic by
the interviewee)?
5. What does the interviewee think? Elements ratings?
6. Examine the supplied constructs and ratings. Comment
7. Are the constructs and ratings what you would have expected to find?

3.3. Construct Evaluation
Prior to the categorisation of the constructs there are a number of questions required to help
build up an understanding of the constructs coming through in each repertory grid interview
construct analysis, which are as follows:

1. How many constructs were elicited from the interview?
2. What are the constructs which particularly matter to the
interviewee?
3. Examine the content of the constructs and from notes of the
interview and the initial analysis above, decide whether these are
core constructs of the interviewee.
4. Of the full construct set how many sound as though they are
personally fundamental to the interviewee?
5. What constructs are “just so” or peripheral in this sense?
6. Are the core constructs in line with what you would expect from an
analysis of CSR or are there any constructs that “stand out”?
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7. Is there anything of significance about the full set of constructs
worth noting?
8. Are there groupings emerging from an examination of the constructs
and what do they signify?
9. What themes are emerging within the groupings?
10. Are the variations in themes wide or narrow?
11. Why do you think the manager thinks the way they do?
12. What key words emerge from the constructs and continue to come
through throughout the interview?
13. What other types of constructs are coming through for example
affective, behavioural, evaluative, attributional and/or
unremarkable constructs. These are worth noting as they help build
the overall picture of the cognition of the manager.

3.5. Key Words
This phase of the interpretation of the results involves the examination of key words
emerging from the construct elicitation exercise. The key task of this phase is to formulate a
listing of key words for each repertory grid interview. This will provide the link back to the
literature in terms of how CSR is defined and understood. In interpreting the finding of this
phase, the following questions need to be addressed.

1. What are the key words emerging?
2. What elements do they relate to?
3. Explain the patterns of words emerging and explain what they
signify?

3.6. Construct Categorisation and Interpretation
The categorisation of constructs will take the form of a pre-existing; category scheme which
is based on the elements supplied which developed from the literature review in chapters 23.
The steps involves in the interpretation of constructs are as outlined below and relate to the
CSR/strategy Interpretative Guide compiled and attached below which forms the foundation
for the interpretation of the repertory grid data.
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1. What are the constructs telling me and how does it relate to the
model?
2. Explain the constructs for each interview, as to their type and
structure.
3. Explain the clusters coming through from the repertory grid
interview; this information will be available from the construct
evaluation phase above.
4. Identify the themes coming through from the above analysis in 2
above.
5. Examining the outcomes of each repertory grid in turn. Take each of
the construct clusters and decide where they would fit in the
category scheme in relation to the CSR/strategy Interpretative
Guide. Give reasons for your assessment.
6. Then take the constructs where there is little or no clustering and
identify if a certain or profile or typology is emerging or possibly
more than one and explain.

Phase 3: The analysis of the Attitude Survey and open ended question in
relation to the process of CSR.
The purpose of this section is to ascertain the type of process in relation to CSR that is
undertaken by the company. The statements provided assess identification of relevant
stakeholders, their power and interests and the likely networks or coalitions of stakeholder
groups that may form.

1. The importance of stakeholder identification to the company.
2. The power of stakeholders, how important is this concept to the
company.
3. The actual interests of stakeholders, how important are these to the
firm.
4. Is the company aware of or concerned with the likely coalitions the
stakeholders may form.
5. How is the process of CSR carried out in this company?
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Summary information
The following pages relates to a general assessment and elaboration of the above in terms of
notes and profile building.
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Appendix 18 Application of Interview 6 results to CSR/strategy Interpretative Guide
Classical Strategy
School
Element 1:
Stakeholder
Responsibility

Element 2:
Discretionary
Initiatives

Element 3:
Corporate Values

Element 4: Ethical
Conduct

Classical Interpretation

Interpretation Guide

Interview 6

What is important is to show the
company is operating within the
law and is demonstrating this
perhaps in terms of CSR reports
and publications and is seen to do
the right thing by its stakeholders.
Profit maximization is paramount,
but, in terms of CSR activities and
involvement, the firm must get the
greatest return on investment for
what it does. The firm will only
engage in CSR activities as long as
it is seen to be necessary and/or
profitable.
The voluntary nature of CSR means
the firm can engage in CSR to the
extent that it wishes. It will decide
what level of CSR is necessary to
give the maximum positive
exposure to the company. It is
important to match the CSR
activities to respond to stakeholder
needs and not develop a “one size
fits all” approach.
The idea here is that CSR is
grounded in a value system. The
key to success of the business is to
highlight these values to the right
stakeholders to get maximum
impact. The important point for the
classicalists is to highlight these
values to the extent it is deemed
necessary but not beyond. The key
is to use the values to gain a
positive impact among the relevant
stakeholders.
Here, the idea is that CSR reflects
societal expectations in relation to

Legal/regulatory awareness of as
to the minimum requirements.
Stakeholder specification
Trade off/advantage –
responsibility and performance.
Maximum return on investment.
Profit maximization.
Identification of the level of CSR
necessary (not beyond this point).

The manager is aware of the importance of legal and regulatory requirements which are deemed to be very
high in this market.
The identification of stakeholders and, in addition, their interests and power is seen by the manager as
extremely important.
Stakeholder engagement and the building of partnerships with stakeholders are seen as key.
The addressing of corporate responsibilities is understood as important in achieving corporate success.
Positive outcomes are important to the manager as a result of their CSR initiatives.

Performance advantage to CSR
activities.
The idea of choice.
Flexibility of CSR.
Level of CSR necessary for the
maximization of profit.

The idea of choice in the CSR activities undertaken by the company is deemed to be very important.
The level and types of CSR activities can change to ensure the correct response to the stakeholders and the
company as circumstances change and opportunities present themselves.
The manager is aware of the performance advantage of its CSR activities.
The value of CSR is appreciated throughout the company and the recognition of outcomes is appreciated
and understood.

Proactive based upon advantage.
Being strategic in terms of the
values used and highlighted.
Gain maximum exposure from
the corporate values of the firm
that impact the stakeholders in a
positive way.
Values may be generic, as
depicted in the value statement.

Corporate values are seen as fundamental to the company and they dictate the manner in which it operates.

Proactive based upon advantage.
Ethics may be generic.

The ethical standing of the company is key to the company.

The manager stated the importance of gaining maximum exposure from the corporate values of the firm
that impact the stakeholders, in a positive way.
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how a business should behave. The
key to success for the business is
that it shows it is behaving socially
responsible, rather than be socially
responsible.

Element 5: Mutual
Benefits

Element 6: Effective
Actions

Here the idea is to keep focused on
profit maximization, while
responding to stakeholder needs.
This business case is characterised
by the assumption that it will
positively impact the bottom line.
What is required is that
stakeholders are equally focused on
the bottom line. I addition the key
objective by the firm is to invest in
the level of CSR which is deemed
proper, desirable and appropriate to
its stakeholder groups. The key
being to not exceed that level and
be and be conscious of the
cost/benefit impact of all CSR
activities undertaken by the firm.
The benefits will also change over
time and need to be evaluated in the
context of the firm and the
environment in which they operate.
The gain to the firm in terms of
mutual benefits described above
will manifest itself in terms of
positive impact on the bottom line.
The actions of the firm will be
deemed effective as long as the
benefits outweigh the costs and they
achieve a maximum return on
investment.

Ethics can be a response to
stakeholder demands
Ethics can help strengthen
relationships with stakeholders.
Commitment to ethics is deemed
to be important
To be seen to be socially
responsible is key.
The awareness of the expectations
of society as to what is socially
responsible is paramount.
Performance advantage to the
firm and stakeholders.
Consistent approach to the
evaluation of benefits to firm.
Benefits in terms of profit and
return an investment are key.
The idea of stakeholder
perception of the benefits to them
is equally important.
To appreciate that the benefits
will change over time and need to
be constantly evaluated.

There exists a comprehensive code of ethics for all employees and there may be minor adjustments to
adhere to cultural issues in a particular country.

Performance advantage to the
firm.
All CSR activities evaluated in
terms of their positive impact to
the firm.
Effective action in terms of profit
and return on investment for the
firm.
Lowest cost of CSR activities for
the highest possible return.

All CSR activities assessed in terms of their positive impact to the firm, but this constituted a general
assessment, rather than an in-depth evaluation.

There also exists a code of business ethics for the CEO and senior finance officers of the company, as
Corporate Governance is deemed to be extremely important to the company and to be seen to be adhering
to strict Corporate Governance guidelines is deemed very important.
The ongoing stakeholder analysis by the company assists in ensuring a strong awareness of the ethical
issues important to stakeholders.

The manager is aware that benefits need to be seen by stakeholders as accruing to them and the company
is aware that these benefits do not accrue in equal amounts to all stakeholders.
The benefits of CSR will very over time and the firm sees the need to be aware of this in order to change
CSR activities to ensure ongoing benefits to the stakeholders and the firm.
There exists a consistent approach to the appreciation of benefits to the firm and its stakeholders.
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Processual Strategy
School
Element 1:
Stakeholder
Responsibility

Element 2:
Discretionary
initiatives

Element 3:
Corporate Values

Processual Interpretation

Interpretation Guide

Interview 6

The processual school overall
embraces the idea of engaging with
stakeholders and appreciates the
need to build strong links with
them. The processual school
therefore sees this engagement as a
way to gain knowledge and knowhow and develop a “strategy in
action” approach. The problem that
arises is that not all internal
stakeholders will agree on what
business operations and objectives
are or should be – it is this which
causes disputes within the firm and
presents the challenge.

Inconsistent but detailed
demonstration of their
responsibilities to stakeholders.
Recognition and responding to
stakeholders is seen as key.
Stakeholder management
activities are appreciated as a way
of achieving the goals and
objectives of the firm.
Disputes as to what the goals and
objectives of the firm are.
The key question is identifying
which stakeholders get priority.
Stakeholders who get priority can
change as objectives and strategy
changes.
Origins in activities of individuals
or groups.
Expansion of small scale
activities.
The choices made can depend on
the strength and power of internal
stakeholders.
The political landscape of the
organization can dictates the CSR
activities of the firm.

The identification of which stakeholders get priority comes from three sources as follows: discussions with
managers, top management involvement and formal research. It can vary as to which of these is the
strongest in terms of impact. The formal research is used as a means of selling the issues important to the
firm and its stakeholders.

Value statements may be generic,
or bespoke for individual projects
– used to gain support rather than
enact projects.
There may be a gap between the
agreement of corporate values on
paper and the practice of the firm.
There may be a social consensus
as to the corporate values but
individuals or departments may
act differently.

The corporate values are seen to form the foundation for behaviour within the company.

The voluntary nature of CSR gives
the firm the ability to align
resources and shift emphasis to
respond to stakeholders needs and
ensure their applicability both
internally and externally to the firm.
The voluntary nature of CSR gives
the idea of choice and the power of
the internal stakeholders to get their
priorities in relation to the
stakeholders (they view as
important) responded to and pushed
through the decision making
system.
This standard of behaviour, in terms
of what is expected by the firm, is
the benchmark for the processual
school. It determines how the firm
behaves and relates to its
stakeholders. The corporate values
form the foundation of the
standards of behaviour in terms of
what is expected by the firm’s
members. These values are the
values which create the ethical

Stakeholders who get priority can change as objectives and top management assessment of who should get
priority changes.
Stakeholder management activities are appreciated as a way of achieving the goals and objectives of the
firm.

Top management does impact the array of CSR initiatives implemented.
The four key pillars of CSR for the company include the following: community, employee, environment
and the customer and the choices made within these areas can depend on the strength and power of internal
stakeholders, in particular the managers and top management.
It is unclear the extent to which the political landscape of the company can dictates the CSR activities of
the firm.

The corporate values are seen to help the company in achieving its corporate objectives and are not seen as
just a “nice thing to have”, but rather they enhance the overall company performance.
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Element 4: Ethical
Conduct

Element 5:Mutual
Benefits

standing of the company. It
determines the behaviour of the
firm and the firm tries to reach this
social consensus as regards values.
The key issue which may arise is
that there may be a gap between
agreed values and the playing out of
these values in the firm by
members. Different members of the
firm may formulate the value
statement but the implementation of
the values in the conduct and
behaviour of all members may not
be as consistent with the stated
values.
This standard of behaviour in terms
of what is expected by the firm is
the benchmark for the processual
school. It determines how the firm
behaves and relates to its
stakeholders. The problem arises
that there may be a gap in what is
agreed as a code of ethics and
deemed policy and how the ethical
standing turns into action or
remains as policy. While there may
have been a participative approach
in formulating the ethical policy,
the implementation may not follow
from this. This can arise as
formulation and implementation are
split, they may be carried out by
different groups. The issue that can
arise is that ambiguity maybe at the
heart of the consensus.
What is important is that there
needs to be a perception among the
internal stakeholders that this
involvement with external
stakeholders holds benefits to both
the firm and the stakeholders. Yet,
with the processual school, one key
question is do the internal actors in

Personal values may take
precedence over corporate values.
There may be a gap between
aspiration and actual behaviour.

Articulated ethics may be generic,
or bespoke for individual projects
– used to gain support rather than
enact projects.
Ethical standing is important and
a given for the organization.
The formulation of a code of
ethics is a straightforward
exercise for the firm.
The implementation of a code of
ethics is more problematic.
Ambiguity in the implementation
of an ethical code within the firm
may follow, as different groups
are involved in formulation and
implementation.

Ethics within the company is seen as critical, both to the Irish company and the group as a whole.

Articulated benefits may be
generic, or bespoke for individual
projects – used to gain support
rather than enact projects.
Rationalisation rather than
origination.

It is deemed to be important for stakeholders to perceive the benefits of CSR to them.

The comprehensive code of ethics of the company is seen as acting as a key benchmark in achieving
positive outcomes for the company.

It is deemed difficult to ensure the equal distribution of benefits to the company and all stakeholders.

The formal approach to stakeholder analysis helps ascertain the benefits that accrue to the stakeholders of
the firm.

74 | P a g e

the firm view the stakeholder
management approach undertaken
as being beneficial to them? In
addition the question needs to be
asked do the stakeholders in general
view the firm’s actions as being
benefit to them.
Element 6: Effective
Actions

The benefits that accrue need to be
sustainable they also need to be
perceived as being beneficial,
among internal stakeholders.
Therefore what can arise here is that
what is beneficial can be a matter of
dispute among internal
stakeholders.

How are benefits defined by the
different groups of internal
stakeholders?
Who is responsible for deciding
and evaluating the benefits of
CSR?
How do external stakeholders
view the benefits?
What constitutes effective action
may be inconsistent among
internal stakeholders.
How internal stakeholders view
effective actions can differ.
Lack of consistent interpretation
of effective actions can lead to
disputes and inconsistency in
outcomes.

The effective action related to the assessment of outcomes is deemed to be very important to the company.
The ongoing stakeholder analysis helps in redefining the expectations of stakeholders and how these
expectations are met.

Systemic Strategy
School
Element 1:
Stakeholder
Responsibility

Systemic Interpretation

Interpretative Guide

Interview 6

Here the link is with the business
and society. The key is to get the
greatest exposure through CSR
initiatives to get the firm’s name
out there in the community.
(Frederick 1994) identified CSR as
an examination of the firm’s
obligation to work for social
betterment which embodies this
approach to linking the firm to
society. The firm is very much part
of society, reflecting an “us” rather
than an “us and them”.

Developing links with society is deemed important.

Element 2:
Discretionary
Initiatives

The voluntary nature of CSR gives
the idea of choice. What types of
CSR activities and engagement best
suits the society in which the firm
operates. There is also the issue of
the ongoing process of CSR, issues

Social and philosophical
continuity.
Social expectations are important
The business/society link is
central to the firm.
Stakeholder responsibility is
paramount in terms of the success
of the organization.
The firm has a key obligation to
work with society.
The link with society gives the
firm its “license to operate” as
seen by society.
Collaborative partnerships with
society are common.
Reflects wider social goals.
Tension between these and
business objectives.
Making choices in terms of the
CSR activities which best

Building collaborative partnerships with society in terms of coalitions between community, industry and
the Government was seen as very important.

The flexibility of CSR facilitates the idea of changing or modifying CSR activities in order to strengthen
business/society links was deemed to be extremely important.
The idea of being able to change course in terms of CSR activities is also important.
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will shift over time and the choice
embodied in CSR helps firms
respond to this.

Element 3:
Corporate Values

Element 4: Ethical
Conduct

Element 5: Mutual
Benefits

The link between the firm and
society is core to this strategy
school. The corporate values came
from the personal values of
managers and members which
come initially from society. It is
therefore important for the firm to
reflect the values important to the
society in which it operates. There
are strong social demands for the
firm to operate at the “values
benchmark” dictated by society.
This very much gives the firm their
license to operate.
Ethical conduct is important to the
systemic school – the link between
the firm and society. The idea being
that the firm is seen to behave in a
certain way and operates with a
common ethical standing. This
reflects societal expectations, which
are at the core of this school and the
firm needs to respond to societal
expectations, in terms of how they
should behave if they want to
prosper.
It is not just a case of linking in
with the external environment and
responding with a one size fits all
approach. CSR strategy in the
systemic school is about being
sociologically sensitive. It is
important that the benefits that
accrue from formulating strategy in
this way benefit the firm itself, its
owners/shareholders and its internal
and external stakeholders. The key

responds to society needs and the
business objectives of the firm.
The idea of being able to change
course in terms of CSR activities
is also important.
There is an expectation that the
individual firm will operate at
society’s defined benchmark of
corporate values.
Society provides the foundation
in which personal and ultimately
corporate values come from.
Firms see it as a duty to reflect
society values.
Corporate values give the firm its
license to operate within society.

May not articulate underlining
ethics.
Consistent proactive behaviours.
An awareness of the ethical
standing expected by society is
important.
Being seen to respond to society
expectations in terms of an ethical
standing is paramount.
Sensitivity to society expectations
in terms of ethical conduct is the
key to the firm’s license to
operate within society.
Benefit not explicated.
Problems may be minimised.
Being sociologically sensitive is
key.
Responding to different
stakeholder groupings with
different needs is key.
Benefits need to be sustainable to
the firm.
Benefits need to be evidenced and
experienced by society also.

The manager is aware that there is an expectation that the company will operate at society’s defined
benchmark of corporate values.
Corporate values are seen as extremely important and how these values are perceived by society are
understood and appreciated.
The manager sees it as a duty to reflect society values.

Being seen to be ethical by society is deemed important to the company.
Sensitivity to society’s ethical expectations is deemed important and while there is a general code of ethics
for the group, the country in which the company operates also has a bearing on the final code of ethics
applicable to that company in that country.
For the manager, an awareness of the ethical standing expected by society is important.

The outcomes of CSR in terms of benefits to the stakeholders are appreciated by the company.
The process of CSR helps the manager identify and appreciate the stakeholders and the benefits important
to them.

76 | P a g e

Element 6: Effective
Actions

is that the benefits need to be
sustainable to the firm, but are also
evident to society.
According to Gyves and O’ Higgins
(2008) this gain to the firm will
manifest itself in terms of the
benefits outlined above, for
example, increases sales,
differentiated products that can
yield a higher price and overall
increases in efficiency and
effectiveness, which will impact the
bottom line (Gyves and O'Higgins
2008).

The notion of what constitutes
effective action may not be
consistent across the organization.
Effective actions differ in relation
to how they are viewed by
external stakeholders also.
Lack of agreement can cause
tensions inside and outside the
organisation.

What is deemed to be effective action is very much identified at the formulation stage of the CSR plan so
that efforts are directed at ensuring the desired results are obtained.

Interview 6

Evolutionary
Strategy School
Element 1:
Stakeholder
Responsibility

Evolutionary Interpretation

Interpretation Guide

The Evolutionary approach would
be to engage in stakeholder
management only if deemed
necessary and/or only with those
stakeholders where it was deemed
to be necessary. The evolutionary
school would view this as essential
perhaps if the market leaders
engaged with stakeholders. It may
be viewed as a fashion/fad activity
and so engaging with stakeholders
may be deemed a key determinant
to market success.

Element 2:
Discretionary
Initiatives

The evolutionists adopt a “followthe–leader” approach to strategy
and see the voluntary nature of CSR

Stakeholder responsibility is
market driven.
The market leaders in particular
will dictate the level and scope of
CSR.
The level of CSR activities may
vary over time depending on how
CSR is viewed by the market.
Social responsibilities will be
restricted to those stakeholders
recognised by the market.
Only engage with stakeholders at
a level deemed necessary not
beyond.
Stakeholder engagement is seen
as a necessary part of business
strategy and the level of
engagement is dictated by the
market leaders.
Only to the extent deemed
necessary and economical.

The reporting of CSR outcomes helps keep focus on the actual results from CSR, although no formal
evaluation takes place hat is linked to the objectives of the company.
The emphasis on outcomes is highlighted by the manager as key, but no measuring of outcomes takes
place in a formal manner.
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Element 3:
Corporate Values

Element 4: Ethical
Conduct

sits well into this approach. They
make choices in relation to the type
of CSR activities to engage in and
can buy in and out of CSR as they
see fit. Involvement in CSR would
be seen as doing what was deemed
necessary and be seen to do the
right thing, using the market as the
benchmark.
The market leader dictates strategy
and so will set the scene as regards
the corporate values of the firm and
as such the conduct of operations
and the behaviours of members of
the firm. For example, if the market
leaders have a value statement to
guide their business all other firms
will follow. The key issue here is
that evolutionists are seen to have a
values statement (if that is what is
required by the market) or to
display certain values it is important
they make the correct sounds in
relation to corporate values the
implementation may not be as
forceful.
The market leader dictates strategy
and so will set the scene as regards
the behaviour of the firm. Many
companies highlight their high
ethical standing as a distinctive
competency at least. The
evolutionary school would take this
on board as markets are buying into
it. The market decides through its
market leaders the type of
behaviour and ethical benchmark of
the firm. The key issue here is that
evolutionists are seen to be ethical
having, for example, ethical code of
conduct maybe followed by an
ethical helpline etc., so while they
make the correct sounds the

The voluntary nature of CSR
facilitates the idea of buying in
and out of CSR as the firm sees
fit as dictated by the market.
The market leaders in particular
will dictate the level and scope of
CSR involvement.

Corporate values may be generic
but implementation is varied.
The importance of corporate
values will be dictated by the
market and particularly market
leaders.
Corporate values displayed and
acted out on a “needs be”
approach.
The enactment of corporate
values will be evaluated on a
cost/benefit analysis which will
be the one of the key yardsticks
for enactment.

Ethics is generic but
implementation is varied.
Highlighting of the firm’s ethical
standing may be seen as a
distinctive competency.
If the market perceives ethics as
important, it will be highlighted
by the firm.
The market and market leaders
decide the behaviour and ethical
standing of the firm.
Implementation will vary across
organisations, but promotion of
the fact the company has a code
of ethics will occur if this is
deemed important by the market.
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Element 5: Mutual
Benefits

Element 6: Effective
Actions

The Process of CSR
Classical Strategy
School

implementation may not be as
forceful.
The evolutionary school sees
market surveillance as the
barometer of success. They will
engage in mutually beneficial
corporate actions if that is the
approach used by the players in the
market, mainly the market leaders.
The approach will entail a number
of small initiatives with
stakeholders and so reap the
benefits of this approach to both the
firm and its stakeholders.
They will only do what they deem
to be “ultra” necessary, but the idea
will be to get the greatest return on
investment from these activities,
economic factors are central here in
terms of their decision making as to
the level of stakeholder
engagement. The market leader will
provide the benchmark as to the
level of CSR activities undertaken
by the firm as well as the cost
element involved.

Interpretation
In this case, the process of CSR is
seen as a plan, dictated by top
management. It highlights the
stakeholders of the firm, their
interests, power and possible
coalitions which may form. It
dictates how the firm will build
relationships with stakeholders
through dialogue and responding to
stakeholder expectations, to the
extent that is deemed necessary, but
not beyond.

Return on investment is key from
both an economic and from PR
point of view.
Mutually beneficial corporate
actions will occur for the firm if
this is the approach used by the
market leaders.
The idea is to have a number of
small initiatives resulting in
benefits to both the firm and
stakeholders.
Effective actions refer to actions
from an economic and PR point
of view.
Only engage in CSR activities at
a level that is deemed necessary
by the firm.
Inconsistencies may exist within
the firm as to what constitutes the
“necessary level”.
The idea is to get the greatest
positive exposure at the lowest
cost.
The market leader will provide a
key benchmark as to the level of
CSR activities undertaken.
Interpretative Guide
Planning of the process of CSR is
seen as critical.
Top management dictates the
process of stakeholder
engagement.
Responding to stakeholder
expectation to a point that is
deemed necessary but not beyond.

Interview 6
Stakeholder analysis is seen as a critical activity for the company.
The manager is aware of their relevant stakeholders, interests and power of these stakeholders through
three key sources, discussions with managers, top management intervention and formal research.
Stakeholder engagement is seen as contributing to the success of the company.
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Processual Strategy
School

Systemic Strategy
School

Evolutionary
Strategy School

For the processualist, the plan does
not dictate the process of CSR, as
applies to the classicalist. It is the
behaviours which follows which
dictates the actual CSR undertaken.
In reality, internal stakeholders may
disregard any plan in relation to the
process of CSR which is formulated
or other firm members may
disregard it, the behaviour of the
members, dictates the process.
In this case, the process of CSR is
seen as the plan used to work with
stakeholders. The key emphasis is
working with stakeholders through
dialogue and continuity, dictates
what the key issues are and what is
acted on by the firm. The plan
represents the means by which
things get done, what key
stakeholders want which is
determined through dialogue and
building links with these
stakeholders.
The process of CSR represents an
emergent strategy for the
evolutionary firm. These firms will
do the minimum required in terms
of CSR in any context. The level of
CSR arrived at in the end will be
determined by the market and in
particular, the market leaders. These
firms will take a very short term
focus and the concentration will be
on small, incremental initiatives,
doing what is deemed necessary,
but not beyond this point, ever
conscious of the profit
maximization goal.

The behaviours of the members of
the firm dictate the actual process
that materializes.
The political landscape of the
firm determines the CSR
activities that emerge here may be
a gap between the formulation of
a CSR strategy and the
implementation.

The process of stakeholder analysis is influenced by general management discussions and top management
agreement, so the internal political landscape of the company will dictate the actual extent of the above
two interventions.

The process of CSR is part of a
well thought through strategy for
stakeholder engagement.
Building links with the society in
which the firm operates, is seen as
critical, but a natural process.
The process represents a means to
plan to get things done.
The building of meaningful links
with stakeholders is at the core of
the process of CSR.

Formal research helps to ensure a more objective view of what stakeholder requirements are.
The process of CSR has a core objective to plan to get things done and identify what is important to
stakeholders
The building of meaningful links with stakeholders is at the core of the process of CSR.

CSR is dictated by the market, in
particular the market leaders.
Short term focus on stakeholders.
Profit maximization remains key.
Only engage in CSR to the point
that is deemed necessary, not
beyond.

Source: Compiled by author.
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Appendix 19: Mind maps of Managers – all thirty one interviews
These mind maps are divided by Theme Profiles
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Theme Profile 1: Outcomes and Stakeholders Focus
Related mind maps Interview numbers:
3, 5, 7, 11, 13, 14, 15, 16, 18, 24, 26, 28, 29, 30
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Theme Profile 2: Outcomes (only) Focus
Related mind maps Interview numbers:
6, 17, 19, 20, 23, 25, 31
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Theme Profile 3: Values Focus
Related mind maps Interview numbers:
1,2,4,9,10,12,21
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Theme Profile 4: Business Objectives Focus
Related mind maps Interview numbers:
8, 22, 27
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Appendix 20 Key Words from the thirty one Repertory Grid Interviews
Interview 1
Values
Focused
Interconnectiveness
Scope
Benefits
Interview 7
Community
Collaboration
Participation
Responsible Behaviour
Positive outcomes

Interview 2
Values
Results
Conduct
Collectively
choices
Interview 8
Outcomes
Outputs
Strategy
Planed approach

Interview 3
Effective
Beneficial
Conduct
Decisions

Interview 13
Win/win
Wide span
Positive outcomes
Values
Behaviour

Interview 14
Engagement
Conduct
Community
Employee
experience

Interview 19
Ethics
Commitment
Values
Benefits
reactive

Interview 20
Return
Behaviour
Expected
Effective

Interview 21
Ethics
Responsibility
Framework
Driving force
Temporary

Interview 22
Business
objectives
Right thing
Behaviour
Effective

Interview 23
Strategic
Focus
Choice
Behaviour
Effectiveness

Interview 24
Desired
outcomes
Conduct
Specific
Principles
Can change

Interview 25
Win/win
Bound to do
Ethics
Drives
Planned

Interview 26
Win/win
Accountability
Quick response
Effective
Challenge
Ethics

Interview 27
Effective
Efficient
Political
dynamics
Expectations
Accountability
Business
Strategy

Interview 28
Foundation
Results
Duty of care
Proactive
Behaviour
Choice

Interview 29
Guiding
principles
Choice
Reputation
Engagement
Goal
Behaviour
Effectiveness

Interview 30
Flexibility
Foundation
Accountability
Results
Duty of care
Behaviour

Interview 9
Values
Ethics
Stakeholders
Benefits
Effective
Discretionary
Interview 15
Benefits
Reactive
Obligation
Behaviour

Interview 4
Outcomes
Values
Being a good
company
Benefits
Interview 10
Ethics driven
Values
Foundation
Responsibility

Interview 16
Responsibility
Principles
Alignment
Assessment

Interview 5
Positive impact
Win/win
Positive
outcomes
Interview 11
Outcome
Guidelines
Motivating
Values
Consistency
Linked
Interview 17
Positive
outcomes
Responsibility
Gain
Conduct

Interview 6
Partnership
Interlinking
Outcomes
Guiding
Principles
Interview 12
Return
Principles
Conduct
Benefits
Building links
Interview 18
Relationship
Behaviour
Right fit
Identification
Choices

Interview 31
Engagement
Outcomes
Effective
Behaviour
Source: Compiled by author from results of Repertory Grid Interviews
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Appendix 21 The CSR/strategy Interpretative Guide applied to the 31 interviews

29
30
31

28

24
25
26
27

23

22

21

20

19

18

17

16

15

14

13

12

11

10

9

8

7

6

5

4

3

THE
PURPOSE
OF CSR

2

1

Interview
Number

Classical
Typology

Classical
Interpretation

Interpretative
Guide

Element 1:
Stakeholder
Responsibility

What is important is to
show the company is
operating within the law
and is demonstrating
this perhaps in terms of
CSR reports and
publications and is been
seen to do the right
thing by its stakeholders.
Profit maximization is
paramount, but, in
terms of CSR activities
and involvement, the
firm must get the
greatest return on
investment for what it
does. The firm will only
engage in CSR activities
as long as it is seen to be
necessary and/or
profitable.

Legal/ regulatory
awareness as to
the minimum
requirements.

                              

Stakeholder
specification

                              

Trade off /
advantage responsibility and
performance.

      

     







 



















Maximum return
on investment.



 

  

Profit
maximization.



 



Identification of
the level of CSR
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necessary (not
beyond this
point).

Element 2:
Discretionary
Initiatives

Element 3:
Corporate
Values

Stakeholder
identification and
priority issues for
these
stakeholders.

                              

Stakeholders who
get priority can
change as
objectives and
strategy changes.

                              

The voluntary nature of
CSR means the firm can
engage in CSR to the
extent that it wishes. It
will decide what level of
CSR is necessary to give
the maximum positive
exposure to the
company. It is important
to match the CSR
activities to respond to
stakeholder needs and
not develop a “one size
fits all” approach.

Performance
advantage to CSR
activities.

                              

The idea of
choice.

                              

Flexibility of CSR.

                              

Level of CSR
necessary for the
maximization of
profit.

   

The idea here is that CSR
is grounded in a value
system. The key to
success of the business
is to highlight these
values to the right
stakeholders to get
maximum impact. The
important point for the
classicalists is to

Proactive based
upon advantage
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highlight these values to
the extent it is deemed
necessary but not
beyond. The key is to
use the values to gain a
positive impact among
the relevant
stakeholders.
Being strategic in
terms of the
values used and
highlighted.

Element 4:
Ethical
Conduct

Here the idea is that CSR
reflects societal
expectations in relation
to how a business
should behave. The key
to success for the
business is that it shows
it is behaving socially
responsible, rather than
be socially responsible.

Gain maximum
exposure from
the corporate
values of the firm
that impact the
stakeholders in a
positive way.

              

Values may be
generic as
depicted in the
value statement.

 

             

                           

Proactive based
upon advantage.

Ethics may be
generic.
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Element 5:
Mutual
Benefits

Here, the idea is to keep
focused on profit
maximization, while
responding to
stakeholder needs. This
business case is
characterised by the
assumption that it will
positively impact the
bottom line. What is
required is that
stakeholders are equally
focused on the bottom
line. I addition the key
objective by the firm is
to invest in the level of

Ethics can be a
response to
stakeholder
demands.

                              

Ethics can help
strengthen
relationships with
stakeholders

                              

Commitment to
ethics is deemed
to be important.

                              

To be seen to be
socially
responsible is key.

                              

The awareness of
the expectations
of society as to
what is socially
responsible is
paramount.

                              

Performance
advantage to the
firm and
stakeholders.
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CSR which is deemed
proper, desirable and
appropriate to its
stakeholder groups. The
key being to not exceed
that level and be and be
conscious of the
cost/benefit impact of
all CSR activities
undertaken by the firm.
The benefits will also
change over time and
need to be evaluated in
the context of the firm
and the environment in
which they operate.
Consistent
approach to the
evaluation of
benefits to firm.

     

Benefits in terms
of profit and
return an
investment are
key.



 

                     



 







                           

The idea of
stakeholder
perception of the
benefits to them
is equally
important.
To appreciate that
the benefits will
change over time
and need to be
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constantly
evaluated.
Element 6:
Effective
Actions

The gain to the firm in
terms of mutual benefits
described above will
manifest itself in terms
of positive impact on the
bottom line. The actions
of the firm will be
deemed effective as
long as the benefits
outweigh the costs and
they achieve a maximum
return on investment.

Performance
advantage to the
firm.



All CSR activities
evaluated in
terms of their
positive impact to
the firm.

                              

Effective action in
terms of profit
and ROI of the
firm.

 

Lowest cost of
CSR activities for
the highest
possible return.



Processual
Typology

Processual
Interpretation

Interpretative
Guide

Element 1:
Stakeholder
Responsibility

The processual school
overall embraces the
idea of engaging with
stakeholders and

Inconsistent but
detailed
demonstration of
their
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appreciates the need to
build strong links with
them. The processual
school therefore sees
this engagement as a
way to gain knowledge
and know-how and
develop a “strategy in
action” approach. The
problem that arises is
that not all internal
stakeholders will agree
on what business
operations and
objectives are or should
be – it is this which
causes disputes within
the firm and presents
the challenge.

responsibilities to
stakeholders.

Recognition and
responding to
stakeholders is
seen as key.

                              

Stakeholder
management
activities are
appreciated as a
way of achieving
the goals and
objectives of the
firm.

                              

Disputes as to
what the goals
and objectives of
the firm are.
The key question
is identifying
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which
stakeholders get
priority.
Stakeholders who
get priority can
change as
objectives and
strategy changes.
Element 2:
Discretionary
initiatives

The voluntary nature of
CSR gives the firm the
ability to align resources
and shift emphasis to
respond to stakeholders
needs and ensure their
applicability both
internally and externally
to the firm. The
voluntary nature of CSR
gives the idea of choice
and the power of the
internal stakeholders to
get their priorities in
relation to the
stakeholders (they view
as important) responded
to and pushed through
the decision making
system.

                              

 

Origins in
activities of
individuals or
groups





Expansion of
small scale
activities.

  

 

The choices made
can depend on
the strength and
power of internal
stakeholders.
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The political
landscape of the
organization can
dictates the CSR
activities of the
firm.
Element 3:
Corporate
Values

This standard of
behaviour in terms of
what is expected by the
firm is the benchmark
for the processual
school. It determines
how the firm behaves
and relates to its
stakeholders. The
corporate values form
the foundation of the
standards of behaviour
in terms of what is
expected by the firm’s
members. These values
are the values which
create the ethical
standing of the
company. It determines
the behaviour of the
firm and the firm tries to
reach this social
consensus as regards
values. The key issue
which may arise is that
there may be a gap
between agreed values
and the playing out of
these values in the firm
by members. Different
members of the firm
may formulate the value
statement but the
implementation of the

                 

    

   

Value statements
may be generic,
or bespoke for
individual projects
– used to gain
support rather
than enact
projects.
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values in the conduct
and behaviour of all
members may not be as
consistent with the
stated values.
There may be a
gap between the
agreement of
corporate values
on paper and the
practice of the
firm.
There may be a
social consensus
as to the
corporate values
but individuals or
departments may
act differently.
Personal values
may take
precedence over
corporate values.
There may be a
gap between
aspiration and
actual behaviour.
Element 4:
Ethical
Conduct

This standard of
behaviour in terms of
what is expected by the
firm is the benchmark
for the processual
school. It determines
how the firm behaves
and relates to its
stakeholders. The

Articulated ethics
may be generic,
or bespoke for
individual projects
– used to gain
support rather
than enact
projects.
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problem arises that
there may be a gap in
what is agreed as a code
of ethics and deemed
policy and how the
ethical standing turns
into action or remains as
policy. While there may
have been a
participative approach in
formulating the ethical
policy the
implementation may not
follow from this. This
can arise as formulation
and implementation are
split, they may be
carried out by different
groups. The issue that
can arise is that
ambiguity maybe at the
heart of the consensus.
Ethical standing is
important and a
given for the
organization.

                              

The formulation
of a code of ethics
is a
straightforward
exercise for the
firm.

                              

The
implementation
of a code of ethics
is more
problematic.
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Ambiguity in the
implementation
of an ethical code
within the firm
may follow as
different groups
are involved in
formulation and
implementation.
Element
5:Mutual
Benefits

What is important is that
there needs to be a
perception among the
internal stakeholders
that this involvement
with external
stakeholders holds
benefits to both the firm
and the stakeholders.
Yet, with the processual
school, one key question
is, do the internal actors
in the firm view the
stakeholder
management approach
undertaken as being
beneficial to them? In
addition, the question
needs to be asked - do
the stakeholders in
general view the firm’s
actions as being benefit
to them?

Articulated
benefits may be
generic, or
bespoke for
individual projects
– used to gain
support rather
than enact
projects.









Rationalisation
rather than
origination.
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How are benefits
defined by the
different groups
of internal
stakeholders?





Who is
responsible for
deciding and
evaluating the
benefits of CSR?
unclear
How do external
stakeholders view
the benefits?
Element 6:
Effective
Actions

So the benefits that
accrue which Nielsen
(2011) states need to be
sustainable they also
need to be perceived as
being beneficial.
Therefore, what can
arise here is that what is
beneficial can be a
matter of dispute among
internal stakeholders.



 



How internal
stakeholders view
effective actions
can differ.

 





Lack of consistent
interpretation of
effective actions
can lead to
disputes and
inconsistency in
outcomes.





What constitutes
effective action
may be
inconsistent
among internal
stakeholders.
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Systemic
Typology

Systemic
Interpretation

Interpretative
Guide

Element 1:
Stakeholder
Responsibility

Here, the link is with the
business and society.
The key is to get the
greatest exposure
through CSR initiatives
to get the firm’s name
out there in the
community. Fredrick
(1984, 1996) identified
CSR as an examination
of the firm’s obligation
to work for social
betterment which
embodies this approach
to linking the firm to
society. The firm is very
much part of society,
reflecting an “us” rather
than an “us and them”.

Social and
philosophical
continuity.

                              

Social
expectations are
important.

 

                           

The
business/society
link is central to
the firm.

 

                           

Stakeholder
responsibility is
paramount in
terms of the
success of the
organization.
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Element 2:
Discretionary
Initiatives

The voluntary nature of
CSR gives the idea of
choice. What types of
CSR activities and
engagement best suit
the society in which the
firm operates? There is
also the issue of the
ongoing process of CSR,
issues will shift over
time and the choice
embodied in CSR helps
firms respond to this.

The firm has a key
obligation to work
with society.

 

                           

The link with
society gives the
firm its “license to
operate” as seen
by society.

 

                           

Collaborative
partnerships with
society are
common.

                              

                           

Reflects wider
social goals



Tension between
these and
business
objectives.
Making choices in
terms of the CSR
activities which
best responds to
society needs and
the business
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objectives of the
firm.

Element 3:
Corporate
Values

The link between the
firm and society is core
to this strategy typology.
The corporate values
came from the personal
values of managers and
members which come
initially from society. It is
therefore important for
the firm to reflect the
values important to the
society in which it
operates. There are
strong social demands
for the firm to operate
at the “values
benchmark” dictated by
society. This very much
gives the firm their
license to operate.

The idea of being
able to change
course in terms of
CSR activities is
also important.

                              

There is an
expectation that
the individual firm
will operate at
society’s defined
benchmark of
corporate values.

                              

Society provides
the foundation in
which personal
and ultimately
corporate values
come from.
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Firms see it as a
duty to reflect
society values.
Corporate values
give the firm its’
license to operate
within society.
Element 4:
Ethical
Conduct

Ethical conduct is
important to the
systemic school – the
link between the firm
and society. The idea
being that the firm is
seen to behave in a
certain way and
operates with a common
ethical standing. This
reflects societal
expectations which are
at the core of this
school. It is contended
that the firm needs to
respond to societal
expectations in terms of
how they should behave
if they want to prosper
(Ihlem 2008).

                             

                            

May not articulate
underlining ethics.

Consistent
proactive
behaviours.
An awareness of
the ethical
standing expected
by society is
important.
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Element 5:
Mutual
Benefits

It is not just a case of
linking in with the
external environment
and responding with a
one size fits all
approach. CSR strategy
in the systemic school is
about being
sociologically sensitive.
It is important that the
benefits that accrue
from formulating
strategy in this way
benefit the firm itself, its
owners/shareholders
and its internal and
external stakeholders.
The key is that the
benefits need to be
sustainable to the firm,
but are also evident to
society.

Being seen to
respond to society
expectations in
terms of an
ethical standing is
paramount.

                              

Sensitivity to
society
expectations in
terms of ethical
conduct is the key
to the firm’s
license to operate
within society.

                              

Benefit not
explicated.
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Problems may be
minimised.

Element 6:
Effective
Actions

It is contended that this
this gain to the firm will
manifest itself in terms
of the benefits outlined
above (Gyves and
O’Higgins 2002. For
example, increased
sales, differentiated
products that can yield a
higher price, and overall
increases in efficiency
and effectiveness, which
will impact the bottom
line.

Being
sociologically
sensitive is key.

                              

Responding to
different
stakeholder
groupings with
different needs is
key.

                              

Benefits need to
be sustainable to
the firm.



                           

Benefits need to
be evidenced and
experienced by
society also.

 

                           

The notion of
what constitutes
effective action
may not be
consistent across
the organization.

 



  

        

Effective actions
differ in relation
to how they are
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viewed by
external
stakeholders also.
Lack of agreement
can cause
tensions inside
and outside the
organisation.

Evolutionary
Typology

Evolutionary
Interpretation

Interpretative
Guide

Element 1:
Stakeholder
Responsibility

The Evolutionary
approach would be to
engage in stakeholder
management, only if
deemed necessary
and/or only with those
stakeholders, where it
was deemed to be
necessary. The
evolutionary school
would view this as
essential perhaps if the
market leaders engaged
with stakeholders. It
may be viewed as a
fashion/fad activity and
so engaging with
stakeholders may be
deemed a key
determinant to market
success.

Stakeholder
responsibility is
market driven.

The market
leaders in
particular will
dictate the level
and scope of CSR.
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The level of CSR
activities may
vary over time
depending on
how CSR is
viewed by the
market.



Social
responsibilities
will be restricted
to those
stakeholders
recognised by the
market.
Only engage with
stakeholders at a
level deemed
necessary not
beyond.
Stakeholder
engagement is
seen as a
necessary part of
business strategy
and the level of
engagement is
dictated by the
market leaders.
Element 2:
Discretionary
Initiatives

The evolutionists adopt
a “follow-the–leader”
approach to strategy
and see the voluntary
nature of CSR sits well
into this approach. They
make choices in relation
to the type of CSR
activities to engage in

Only to the extent
deemed
necessary and
economical.
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and can buy in and out
of CSR as they see fit.
Involvement in CSR
would be seen as doing
what was deemed
necessary and be seen
to do the right thing,
using the market as the
benchmark.

Element 3:
Corporate
Values

The market leader
dictates strategy and so
will set the scene as
regards the corporate
values of the firm and as
such the conduct of
operations and the
behaviours of members
of the firm. For example,
if the market leaders
have a value statement
to guide their business,
then all other firms will
follow. The key issue
here is that evolutionists

The voluntary
nature of CSR
facilitates the idea
of buying in and
out of CSR as the
firm sees fit as
dictated by the
market.



The market
leaders in
particular will
dictate the level
and scope of CSR
involvement.



Corporate values
may be generic
but
implementation is
varied.
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are seen to have a
values statement (if that
is what is required by
the market) or to display
certain values it is
important they make
the correct sounds in
relation to corporate
values the
implementation may not
be as forceful.
The importance of
corporate values
will be dictated by
the market and
particularly
market leaders.
Corporate values
displayed and
acted out on a
“needs be”
approach.
The enactment of
corporate values
will be evaluated
on a cost/benefit
analysis which will
be the one of the
key yardsticks for
enactment.
Element 4:
Ethical
Conduct

The market leader
dictates strategy and so
will set the scene as
regards the behaviour of
the firm. Many
companies highlight
their high ethical

Ethics is generic
but
implementation is
varied.
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standing as a distinctive
competency at least.
The evolutionary school
would take this on board
as markets are buying
into it. The market
decides through its
market leaders the type
of behaviour and ethical
benchmark of the firm.
The key issue here is
that evolutionists are
seen to be ethical having
for example ethical code
of conduct maybe
followed by an ethical
helpline etc., so, while
they make the correct
sounds, the
implementation may not
be as forceful.
Highlighting of the
firm’s ethical
standing may be
seen as a
distinctive
competency.



If the market
perceives ethics
as important, it
will be highlighted
by the firm.



The market and
market leaders
decide the
behaviour and
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ethical standing of
the firm.
Implementation
will vary across
organisations, but
promotion of the
fact the company
has a code of
ethics will occur if
this is deemed
important by the
market.
Element 5:
Mutual
Benefits

The evolutionary school
sees market surveillance
as the barometer of
success. They will
engage in mutually
beneficial corporate
actions if that is the
approach used by the
players in the market,
mainly the market
leaders. The approach
will entail a number of
small initiatives with
stakeholders and so
reap the benefits of this
approach to both the
firm and its
stakeholders.



Return on
investment is key
from both an
economic and
from PR point of
view.

Mutually
beneficial
corporate actions
will occur for the
firm if this is the
approach used by
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the market
leaders.
The idea is to
have a number of
small initiatives
resulting in
benefits to both
the firm and
stakeholders.
Element 6:
Effective
Actions

They will only do what
they deem to be “ultra”
necessary, but the idea
will be to get the
greatest return on
investment from these
activities, economic
factors are central here
in terms of their decision
making as to the level of
stakeholder
engagement. The
market leader will
provide the benchmark
as to the level of CSR
activities undertaken by
the firm as well as the
cost element involved.

Effective actions
refer to actions
from an economic
and PR point of
view.

Only engage in
CSR activities at a
level that is
deemed
necessary by the
firm.
Inconsistencies
may exist within
the firm as to
what constitutes
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the “necessary
level”.
The idea is to get
the greatest
positive exposure
at the lowest cost.
The market leader
will provide a key
benchmark as to
the level of CSR
activities
undertaken.



The
Process of
CSR
Classical
Typology

In this case the process
of CSR is seen as a plan,
dictated by top
management. It
highlights the
stakeholders of the firm,
their interests, power
and possible coalitions
which may form. It
dictates how the firm
will build relationships
with stakeholders
through dialogue and
responding to
stakeholder
expectations, to the
extent that is deemed
necessary, but not
beyond.

Planning of the
process of CSR is
seen as critical.
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Top management
dictates the
process of
stakeholder
engagement.

              



Responding to
stakeholder
expectation to a
point that is
deemed
necessary but not
beyond.
Processual
Typology

For the processualist,
the plan does not
dictate the process of
CSR, as applies to the
classicalist. It is the
behaviours which follow
which dictates the actual
CSR undertaken. In
reality, internal
stakeholders may
disregard any plan in
relation to the process
of CSR which is
formulated or other firm
members may disregard
it; the behaviour of the
members, dictates the
process.

The behaviours of
the members of
the firm dictate
the actual process
that materializes.

The political
landscape of the
firm determines
the CSR activities
that emerge.
There may be a
gap between the
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formulation of a
CSR strategy and
the
implementation.
Systemic
Typology

In this case, the process
of CSR is seen as the
plan used to work with
stakeholders. The key
emphasis is working
with stakeholders
through dialogue and
continuity, dictates what
the key issues are and
what is acted on by the
firm. The plan
represents the means by
which things get done,
what key stakeholders
want which is
determined through
dialogue and building
links with these
stakeholders.

The process of
CSR is part of a
well thought
through strategy
for stakeholder
engagement.

                           

Building links with
the society in
which the firm
operates, is seen
as critical.

                           

The process
represents a
means to plan to
get things done.

                           

The building of
meaningful links
with stakeholders
is at the core of
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the process of
CSR.
Evolutionary
Typology

The process of CSR
represents an emergent
strategy for the
evolutionary firm. These
firms will do the
minimum required in
terms of CSR in any
context. The level of CSR
arrived at in the end will
be determined by the
market and, in
particular, the market
leaders. These firms will
take a very short term
focus and the
concentration will be on
small, incremental
initiatives, doing what is
deemed necessary, but
not beyond this point,
ever conscious of the
profit maximization goal.

CSR is dictated by
the market, in
particular the
market leaders.



Short term focus
on stakeholders.
Profit
maximization
remains key.
Only engage in
CSR to the point
that is deemed
necessary, not
beyond.
Compiled by author.
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Appendix 22 Predominant strategy school, process of CSR and theme
profile for each manager interviewed
Interview
Number
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31

Predominant
Strategy School
Classical
Unknown
Systemic
Systemic
Systemic
Processual
Systemic
Classical
Classical
Systemic
Classical
Systemic
Evolutionary
Systemic
Systemic
Systemic
Processual
Systemic
Processual
Systemic
Systemic
Classical
Systemic
Systemic
Processual
Systemic
Classical
Systemic
Systemic
Systemic
Processual

Predominant
Process of CSR
Deliberate
Unknown
Deliberate
Deliberate
Deliberate
Emergent
Deliberate
Deliberate
Deliberate
Deliberate
Deliberate
Deliberate
Emergent
Deliberate
Deliberate
Deliberate
Emergent
Deliberate
Deliberate
Deliberate
Deliberate
Deliberate
Deliberate
Deliberate
Emergent
Deliberate
Deliberate
Deliberate
Deliberate
Deliberate
Emergent

Predominant Theme
Profile
Values
Values
Outcomes/stakeholders
Values
Outcomes/stakeholders
Outcomes
Outcomes/stakeholders
Business Objectives
Values
Values
Outcomes/stakeholders
Values
Outcomes/stakeholders
Outcomes/stakeholders
Outcomes/stakeholders
Outcomes/stakeholders
Outcomes
Outcomes/stakeholders
Outcomes
Outcomes
Values
Business Objectives
Outcomes
Outcomes/stakeholders
Outcomes
Outcomes/stakeholders
Business Objectives
Outcomes/stakeholders
Outcomes/stakeholders
Outcomes/stakeholders
Outcomes

Source: compiled by author from Repertory Grid Results
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