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ABSTRACT

This research focuses on the micro-social phenomenon in managerial decision-making
process in corporate social responsibility (CSR). Sensemaking process was considered as
the base and the cognitive, linguistic, and conative processes used by managers are
explained in detail by way of substantive theory. This theory is a result of 26 interviews
with 21 managers - 3 telephonic and 18 face to face - responsible for CSR decision making
from 8 publicly listed organizations from different industry and with different ownership
structures in the state of Goa in India — 4 hotels, 2 IT manufacturing firms, 1 automobile
manufacturing firm, 1 chemical manufacturing firm. In addition CSR related data from
documents of these organizations, both internal and external were analysed. Qualitative
approach was adopted to study the decision-making process. Interview and document data
was analysed using Grounded Theory Methodology (GTM). Strategic alignment emerged
as the central category which pulled all the other categories. The extent of strategic
alignment of CSR in an organization determined the degree to which the CSR decision-

making process was proactive and structured.

Key words:Corporate Social Responsibility, Decision-making process, Strategy
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CHAPTER 1

INTRODUCTION
1.1 PURPOSE

The purpose of this Chapter is to give an overview of the study. A brief background has
been given on the aspects of Corporate Social Responsibility (CSR) that are the focus of
this study: an introduction to CSR, the manager’s role in CSR decision making, overview

of the sensemaking process and the status of CSR in developing countries.

This provides the base for the research gaps, research objectives, and research questions.
1.2 BACKGROUND OF THE STUDY

1.2.1 Introduction to CSR

CSR originated in North America and eventually spread all over the world in a span of
twenty years (Lockett et al., 2006). It has been implemented by many European companies
and other countries as well (Habisch et al., 2005; Welford, 2005; cited in Preuss et al.,
2009). Garriga & Melé (2004) cited in Preuss et al. (2009) states that although CSR

research in Europe is in its early stages, it is on the rise.

Over the years CSR has acquired a notable place in business, academics, and research
alike (Lockett et al., 2006; Davies & Crane, 2010) and “is emerging as a key issue in
international business.” (Bakan, 2004; Werther & Chandler, 2005; cited in Kim &
Scullion, 2013).

CSR is no longer a new concept (Carroll, 1991; Crane & Matten, 2004; Moon, 2002 cited
in Albareda et al., 2007) nor is it an option in today’s business world (McCallum et al.,
2013); it is fast becoming “normative” common sense (Barkay, 2012). CSR and CS
(Corporate Sustainability) are well acknowledged concepts in research (Montiel, 2008;
Orlitzky et al., 2003; cited in Garavan et al., 2010).

Corporate sustainability is gaining a lot of attention by governments and companies alike.
It is about being cognizant of “people, planet, and profit”, also referred to as the 3P
approach (Srinivasan & Talib, 2016).



As per the European Commission there are five major categories of CSR activities which
are integrated with business activities in consultation with stakeholders (Cooke & He,
2010); workforce activities, environmental activities, marketplace activities community

activities, company leadership, vision and values.

In the last twenty years, there has been an increasing level of interest in CSR by managers
and critics alike. Habisch et al. (2005) & Vogel (2005) cited in Preuss et al. (2009)
attribute this to two factors:

a) Political changes in industrialized countries have changed the dynamics of power
with respect to national governments; large MultiNational Companies are
becoming difficult to control and many social problems are mushrooming.

b) The general public has become more aware about issues and it is now not possible

to take civil society for granted.

Other factors such as pressure from external forces like media, technological revolutions,
etc. have led to increased expectations from businesses with respect to their role in society
(Preuss et al., 2009).

Apart from CSR there is also a concept of CSiR - Corporate Social Irresponsibility.
Greenwood (2007) suggests CSR exists along a continuum — responsible (taking care of all
stakeholders) to irresponsible (concerned only about powerful stakeholders). Others have
argued that although responsibility and irresponsibility are related constructs, they are
distinct and thus should not be considered as opposite ends of the same continuum
(Kotchen & Moon, 2011; Mattingly & Berman, 2006; Oikonomou et al., 2012; Strike et
al., 2006; cited in Ormiston & Wong, 2013).

1.2.2 Managers’ Role in CSR Decision Making
Wood (1991a) stated that managers are ‘moral actors’. Despite all the organizational

policies in place, managers do have discretion in their actions.

According to the Upper Echelons Theory, managers act differently, bringing their
judgements into practice. Managers’ behaviour is based upon their “experiences,
personalities, and values” (Hambrick & Mason, 1984; Hambrick, 2007; cited in Chin et
al., 2013). “Values are strong mechanisms that shape actions.”(Triandis, 1995 cited in
Waldman et al., 2006).



It is important to recognize the values that managers rely upon for decision making in
order to understand the CSR practice of an organization (Pant & Lanchman, 1998; Agle et
al., 1999; cited in Waldman et. al., 2006).

Top managers are primarily responsible for perceiving institutional and organizational
areas of CSR and their embedment (Logsdon & Yuthas, 1997).

1.2.3 The Sensemaking Process

Sensemaking is about how managers think, discuss, and act toward their stakeholders and
the world at large (Ring & Rands, 1989 cited in Basu & Palazzo, 2008).

Sensemaking can occur before decision making (Taylor & Van Every, 2000 cited in
Angus-Leppan et al., 2010) or it may follow decision making (Maitlis, 2005 cited in
Angus-Leppan et al., 2010).

Basu & Palazzo (2008) developed the dimensions of the sensemaking process to
understand the CSR decision-making process; cognitive, linguistic, and conative. The
authors say that in order to assess CSR outcomes it is not sufficient to assess CSR
activities — “analysing CSR by examining CSR” can lead to misleading results because it
does not reflect the real reasons for taking up CSR activities, and there can be
manipulations in CSR reporting as well. This was the first attempt to understand CSR from

a process perspective.

The sensemaking process helps understand the managerial decision-making process better
(Angus-Leppan et al., 2010).

1.2.4 CSR in Developing Countries

Mainstream literature in CSR generalises the CSR experience of North America or
Western Europe (Khan & Thomsen, 2011).

Many models and frameworks of CSR have been developed but all in the context of
developed countries. Some researchers claim thattheCSR system of developed countries
like the US and the UK can be adapted to developing countries (Dumitrescu &
Simionescu, 2014). Other researchers however, state that this is not possible on account of
differences in culture, competencies, and strategic opportunities available. For example
Lindgreen et al. (2009) cited in Dumitrescu & Simionescu (2014) criticised the CSR

framework used in developed countries, for its non-applicability in developing countries.



Therefore there should be a country specific model for CSR. Framework development is a

major issue in developing countries (Dumitrescu & Simionescu, 2014).

1.3 RESEARCH GAPS

a)

b)

d)

Wood (2010) recommends linking CSR with other domains in order to take
research in CSR forward. Wood (2010) also contends that very little research has
been made in linking the decision making process with the field of CSR. This study
seeks to fill this gap.

Most of the research in CSR is content-based than process-based (Anagnostopoulos
et al.,, 2014). This study seeks to study the CSR decision-making process
phenomenon in depth.

There is little research in CSR in a developing country context. Developing country
dynamics affect CSR in a different way than in developed countries; thus it is
important to understand and develop a CSR framework for a developing country
(Jamali & Mirshak, 2007; Dumitrescu & Simionescu, 2014; Gugler & Shi, 2008).
CSR has not been understood from a micro level(Aguinis & Glavas, 2012).
Sensemaking analysis at the individual level is missing in the CSR field (Brickson,
2007; Campbell, 2006, cited in Basu & Pallazo, 2008).

The managerial decision-making process in CSR is a black box. The cognitive

processes of decision makers have not been studied (Wang et al., 2015).

1.4 RESEARCH OBJECTIVES

a)

b)

To understand the managerial decision-making process in CSR formulation and
implementation.
To develop a substantive theory on managerial decision-making process using

sensemaking process in CSR formulation and implementation.

1.5 RESEARCH QUESTIONS

How do managers use the sensemaking process for CSR decision-making?

a) How do managers use cognitive processes for CSR decision-making?
b) How do managers use linguistic processes for CSR decision-making?

c) How do managers use conative processes for CSR decision-making?



1.6 FLOW OF THE THESIS

Chapter 2 contains the Review of Literature. It covers the relevant literature on CSR, CSR
in research, evolution of CSR, CSR theories and models, CSR and stakeholder
management. It also covers literature on the decision-making process in general, narrowing
to managerial decision-making process, and managerial decision-making process in CSR.
The literature on the role of values in decision-making has been discussed in a separate
section. The chapter then shifts focus to literature in the area of the sensemaking theory

and process.

Chapter 3 takes chapter 2 forward, and sets the context of this research. It covers extant
literature on CSR in a developing country context, CSR in India. Also included is a brief

background of the State of Goa in which the study is conducted.

Chapter 4 is on the Research Methodology adopted in the study. It begins with a review
of methodology in the field of CSR and then goes on to justify the use of qualitative
research and Grounded Theory. Practical aspects of research such as conducting and
transcribing interviews, analysing documents has been described. The Grounded Theory
Methodology (GTM) and how it has been used in the research has been explained.
Application of GTM in term of coding, categorizing, and theoretical sampling has been put

forward. The Chapter ends with a section on research ethics.

Chapter 5 describes the final outcome of this research — substantive theory on managerial
decision-making process in CSR. The categories and sub-categories are explained with the

use of interview snippets.

Chapter 6 integrates the substantive theory with extant literature and presents a discussion
on the theory.

Chapter 7 provides the underpinning of the theory to deontology. Concluding remarks are
provided by stating the link of the substantive theory with broad CSR frameworks in
literature. The research has been evaluated against Lincoln & Guba (1985) cited in
Anagnostopoulos (2014) criteria. Feedback from managers on the practicality of the theory
developed, also called member checking has been provided. Lastly, this concluding
chapter lists the academic and managerial implications of the study, highlights the scope

for future research, and also gives the limitations of the research.



1.7 SUMMARY
CSR originated in the US in 1950s and has now gained world-wide importance.

Although managers have to follow corporate guidelines and be in tune with organizational
values, they do bring in their own cognition and values and thus use their discretion in

making decisions relating to CSR.

The Sensemaking process helps in understanding how managers think, discuss, and act

when making decisions. It helps in capturing the micro-social processes.

How managers make CSR based decisions has not been studied. Whatever little
sensemaking research has been done is at the organizational, not at the individual level.

The CSR framework is well developed in advanced countries, but not in developing
countries. Developing countries need a separate framework, largely due to huge cultural

differences.

The objective of this research is to develop a substantive theory on managerial decision-
making process in CSR by understanding the cognitive, linguistic, and conative processes

used by managers in CSR decision making.



CHAPTER 2
REVIEW OF LITERATURE
2.1 PURPOSE

The purpose of this chapter is to present a review of the literature in various aspects of
CSR, such as the various definitions of CSR, the terminology issues in CSR, the varying
CSR practices, the status of research in CSR, evolution of CSR, the various CSR models

and theories, the business case for CSR, and CSR and stakeholder management.

The chapter also includes literature regarding the decision-making process, the managerial
decision-making process, the managerial decision-making process in CSR, the role of
values in managerial decision making, the sensemaking theory and the sensemaking

process in CSR.

2.2 DEFINING CSR
“CSR has a long and diverse history in literature.”(Carroll, 1999).

CSR has been a subject of research in management for more than 45 years (Wood, 2010).
As per Whitehouse (2006) CSR has been researched for 70 years. Yet to date scholars
have not come to a consensus about a common definition of CSR. CSR does not have a
paradigm of its own (Crane et al. 2008, Grafstrom & Windell, 2011 cited in Kraus &
Brtitzelmaier, 2012; Preuss et al., 2009; Carroll, 1979; Bhattacharya & Sen, 2004;
Crowther & Capaldi, 2008 cited in Cooke & He 2010). It is an Essentially Contested
Concept (ECC). It appears unlikely that CSR will get a common definition even in the
future (Okoye, 2009 cited in Kraus & Brtitzelmaier, 2012).

“One concern regarding CSR research is the lack of clarity with respect to the definition
and dimensionality of the construct.”(Rowley & Berman, 2000; McWilliams et al., 2006;
cited in Yang et al., 2013).Defining CSR is a complex task (Sheehy, 2014 cited in Kumar
et al., 2016). Its definition has been changing in meaning and practice (Secchi, 2007; Lee,
2008; cited in Ismail, 2009).

According to Russell (2010) cited in Kraus & Brtitzelmaier (2012) academic definitions of
CSR are highly theoretical and conceptual. Definitions of CSR are highly varied; most of

them refer to action beyond legal requirements (CE2001 cited in Vuontisjarvi, 2006;



McWilliams & Siegel, 2001; Aguilera et al., 2007; Carroll, 2008 cited in Gond et al.,
2010).

Society for Human Resource Management (SHRM, 2007: vii) cited in Yang et al. (2013)
defines CSR as “the commitment by organizations to balance financial performance with
contributions to the quality of life of their employees, the local community and the society

at large”.

Davis (1973) cited in Jamali & Keshishian (2008) defined CSR as ‘‘the firm's
consideration of, and response to issues beyond the narrow economic, technical, and legal
requirements of the firm ... [that leads to the accomplishment of] social benefits along

with the traditional economic gains which the firm seeks.’’

Vos (2003) defines CSR as, “the obligations or duties of an organization to a specific

system of stakeholders”.

Lantos (2001) cited in Jamali & Keshishian (2008) classified CSR as per the nature of the
activities into the following:
a) Obligatory versus voluntary
b) Purpose (whether to benefit shareholders, other stakeholders, or all) of CSR
activities that corporations practice (ethical, altruistic, and strategic).
Wood (2010) stated that defining CSR as an activity only for external stakeholders is
underestimating its potential; CSR is much more than that.

Dahlrsud (2006) (cited in Kraus & Brtitzelmaier, 2012) — analysed 37 CSR definitions.
Dahlrsud found that environment as a CSR aspect did not receive much attention in these
37 definitions. It is only when one delves deeper into these definitionsthat one finds
environment and social aspects of CSR embedded. These aspects have been used
haphazardly in definitions. It is almost impossible to come out with an impartial definition
of CSR.

Table 2.1 presents a list of nine such definitions.



Table 2.1: CSR Definitions

Sr.

No.

Scholar

Name

Definition

Bowen, 1953

“What responsibilities to society may businessmen
reasonably be expected to assume?” [CSR] refers to the
obligations of businessmen to pursue those policies, to make
those decisions, or to follow those lines of action, which are
desirable in terms of the objectives, and values of our society.
“Interest in politics, in the welfare of the community, in
educations, in the “happiness” of its employers and, in fact,
in the whole social world about it. Therefore, business must

act justly as a proper citizen should.”

Frederick,
1960

“Social responsibility in the final analysis implies a public
posture toward society’s economic and human resources and
a willingness to see that those resources are used for broad
social ends and not simply for the narrowly circumscribed

interests of private persons and firms.”

Sethi, 1975

“Social responsibility implies bringing corporate behaviour
up to a level where it is congruent with the prevailing social

norms, values, and expectations of performance.”

Carroll, 1975

“The social responsibility of business encompasses the
economic, legal, ethical and discretionary expectations that

society has of organisations at a given point in time.”

Drucker, 1984

“... the proper social responsibility of business is to tame the
dragon, that is to turn a social problem into economic
opportunity and economic benefit, into productive capacity,

into human competence, into well-paid jobs, into wealth.”

Wood, 1991

The basic idea of corporate social responsibility is that
business and society are interwoven rather than distinct

entities.

McWilliams
and
Siegel, 2001

“Situations where the firm goes beyond compliance and
engages in actions that appear to further some social good,

beyond the interests of the firm and that which is required by




2

law.

8 Kotler  and | “Corporate Social Responsibility is a commitment to improve
Lee, 2005 community well-being through discretionary business

practices and contributions of corporate resources.”

9 Hopkins, “CSR is concerned with treating the stakeholders of the firm
2007 ethically or in a responsible manner. ‘Ethically or
responsible’ means treating stakeholders in a manner deemed
acceptable in civilised societies. Social includes economic
responsibility. Stakeholders exist both within a firm and
outside — for example, the natural environment is a
stakeholder. The wider aim for social responsibility is to
create higher and higher standards of living, while preserving
the profitability of the corporation, for people both within and
outside the corporation.”

Source: adapted from Russell (2010), pp. 44-47 cited in Kraus & Brtitzelmaier, 2012,
pp.284

2.2.1 What Constitutes CSR?

CSR essentially consists of five dimensions; economic, environmental, social, stakeholder,

and volunteerism (Dahlsrud, 2006).

The voluntary aspect in CSR has remained intact over the years (Walton, 1967; Jones,
1980 cited in Carroll, 1999).

CSR is not just about philanthropy, but what the company does for the society (Bush,
2005; Makower, 1994; cited in Jamali & Mirshak, 2007).

The presence or absence of CSR activities in an organization is an indicator of whether it
is ethically governed or not (Srinivasan & Talib, 2016).
2.3 TERMINOLOGY ISSUES

Many terms are used as a substitute for Corporate Social Responsibility, for example
Corporate Sustainability, Corporate Responsibility, and Corporate Citizenship (Grafstrom
&Windell, 2011 cited in Kraus & Brtitzelmaier, 2012). According to Wood (2010)
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Corporate Social Responsibility, Corporate Social Responsiveness, Corporate Citizenship
are all sister terms of Corporate Social Performance (CSP). CSR and CSP have been used

interchangeably for the purpose of this research.

CSP is “a set of descriptive categorizations of business activity, focusing on the impacts
and outcomes for society, stakeholders, and the firm itself.” (Wood, 1991a cited in Wood,
2010). Carroll (1979) cited in Wood (2010) prefers the term corporate social performance
over corporate social responsibility as responsibility has a motivational connotation and
cannot be measured easily. Watrick & Cochran (1985) cited in Wood (1999b) stated that
CSP is associated with the amalgamation of social responsibility principles, social

responsiveness process, and policies formulated to solve social problems.

Marrewick (2003) cited in Kraus & Brtitzelmaier (2012) stated that CSR and Corporate
Sustainability are interchangeable terms, as both are associated with social and

environmental initiatives taken by firms.

Corporate Social Responsiveness is “the boundary spanning (or bridging) processes by
which the firm connects itself to information, stakeholder, and issues.” (Wood, 2010).
Sethi (1979) cited in Wood (1991a) mentioned that responsiveness can replace

responsibility.

However, Carroll (1979) cited in Wood (1991a) contended that responsiveness cannot
replace responsibility, as company’s may be responsive yet act in irresponsible ways.
Wood (1990) cited in Wood (1991a) stated that responsiveness implies ‘action with
reflection’ and is not a refinement over responsibility. Frederick (1978) cited in Wood
(1991a) defined responsiveness as “the capacity of a corporation to respond to social
pressures.” It refers to the ‘how-to’ component. It is complementary to, but cannot replace
responsibility (Wartick & Cochran, 1985 cited in Wood 1991a).

Corporate Responsibility (CR) is defined by Griffiths (2004) cited in Whitehouse (2006)
as ‘‘the alignment of business values, purpose and strategy with the social and economic
needs of customers, while embedding responsible ethical business policies and practices
throughout the company’’. Whitehouse (2006) in her study based in UK, mentions that
“the term ‘Corporate Social Responsibility’ tends to locate the debate primarily in the
social frame only and therefore inadequately addresses the importance of environmental
sustainability; whereas the term ‘Corporate Responsibility’ appears to offer a more

balanced formulation in this context.”
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2.4 VARYING CSR PRACTICES

CSR is perception oriented. Different societies perceive it differently, as the needs and
expectations of every society differ, and firms have to respond accordingly (Werther &
Chandler, 2006 cited in Kraus & Brtitzelmaier, 2012; Husted & de Jesus Salazar, 2006;
McWilliams et al., 2006 cited in Fenwick & Beirema 2008). Therefore, CSR practices will
differ in every society. This can be attributed to cultural differences and the relative

importance given to a certain practice (SHRM, 2007:25 cited in Yang et al., 2013).

Yang et al. (2013) stated that this variation in culture is due to the resource availability or
unavailability such as finances, size of the organization, local traditions, and society’s
stance towards various issues. It has been found that even company units and employees of
an organization view CSR in varied ways (Hemingway & Mclagan, 2004 cited in Fenwick
& Beirema, 2008). CSR practices differ in every industry, depending upon the peculiarity
of that industry (Tuzzolino & Armandi, 1981).

CSR practice is grouped into seven categories (Crowther & Rayman-Bacchus, 2004;
Hopkins, 2003; cited in Fenwick & Bierema, 2008); environmental sustainability,
enhancing local community well-being, promoting rights of employees as well as
suppliers, competitors or customers, transparent and honest accountability, legal and

honest operations, and global citizenship to promote social and environmental justice.

Enderle (2004) cited in Yang et al. (2013) suggested that organizations have three

responsibilities towards society; economic, social, and environmental.

This is also termed as the triple-bottom line of a firm (Porter & Kramer, 2006 cited in
Yang et al., 2013; Davies & Crane 2010).

Whitehouse (2006) evaluated the CSR policies and practices adopted by companies. Some
company’s named any ad hoc practices as CSR. CSR was seen as a cost. Definition of
CSR used by the company, stakeholders views are important but are not the sole
determinant of CSR policies. The approach toward CSR needs to be consistent with the
core aspects of the business, balancing the interests of the shareholders and other
stakeholders. Regulation is not considered fundamental for CSR implementation. There

are internal pressures too that guide the firms, such as the desire to do the right thing.

L’Etang (1995) developed a three-way CSR classification for practical guidance and to
understand what the term Corporate Social Responsibility means:
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a)

b)

Direct responsibility: are the responsibilities that arise due to the company’s
existence. Internally it includes the company’s mission, culture, objectives, and
aspects related to the well-being of employees. The extent to which decision
making is shared/ devolved would determine the extent to which CSR can be
attributed to the organization as a whole.

Indirect responsibility: arises from the position of power a company has in society.
Company’s influence should be matched with its responsibility. Such
responsibilities are beyond the company’s control. With respect to environment it
is difficult to localise CSR, since environmental effects do not respect national
boundaries. An organization is metaphysical in nature — an organization can exist
over generations and attract benefits and burdens over the years. It will be better
for a company to focus on the fairest deals than on the most favourable deals.
Indirect responsibilities are difficult to define, hard to respond to since they are
broad, and it is difficult to determine the impact. Indirect responsibilitycan be
controversial because it is a threat to freedom and democracy as a company’s
power is extended to social governance.

Corporate philanthropy: is different from CSR. Philanthropy is done simply
because it is considered a good act; there is no obligation. Philanthropy is practised
as it helps in publicity. The problem here is a procedural one — the decision
regarding whom to give charity to may not be a rational one. Proper analysis,

evaluation may not be done.

Company’s need to distinguish between direct and indirect responsibilities, and monitor

these since categorizations may change over time.

L’Etang (1995) also provided the following guiding principles for formulating CSR

programs:

a)
b)

c)

Open communication between business and society should be maintained.

CSR policy making should involve employees for discussion, in decision making,
and participation.

Charity work is too anonymous and may not help a business in building relations

with its stakeholders.
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2.5 CSR IN RESEARCH

CSP is “controversial, fluid, ambiguous, and difficult to research”. There is a “lack of
progress in CSP theory and measurement” as the focus has been on understanding the link
between CSP and financial performance of the company to capture managers’ attention
towards CSP (Wood 2010). It is considered too broad and too vague to be useful in
academic debates or for implementation (Marrewijk, 2003 cited in Kraus & Brtitzelmaier,
2012).

The nature of CSR knowledge is considered debatable. CSR is not a discipline in itself; it
is a field within management. It depends on other disciplines for theory and methodology,
and is still an emerging field. This may result in sub-standard quality of research (Pfeffer,
1993 cited in Lockett et al., 2006) and there is a live engagement between those who want

to improve CSR research and those who see it as a weak field (Lockett et al., 2006).

A greater part of the research in CSR has revolved around ‘national company’s’; research

in the ‘international context’ has emerged only recently (Gnyawali, 1996; Matten & Moon,

2008; Meyer, 2004; cited in Kim & Scullion, 2013).

Based on publications in management journals between 1992 and 2002, Lockett et al.
(2006) concluded that; maximum research in CSR has been in the area of environment and
ethics, most empirical papers used quantitative research techniques, and that most

theoretical papers were non-normative.
The focus of research in CSR from 1992 to 2002 has been (Lockett et al., 2006):

a) Social: the presence of many journals in this area establishes that considerable
research exists here.

b) Environmental: A number of journals are dedicated to this issue. The Environment
has received considerable attention in research.

c) Ethics: There exist a number of dedicated journals in this area as well; this is a
well-researched area.

d) Stakeholder: stakeholder management has received attention to further CSR’s

focus. It is quite distinct and well defined.

There is no convergence between empirical and theoretical papers in CSR. The type of
research in CSR is quite fragmented. CSR has highly permeable boundaries as it depends
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on other fields, so a balance in empirical and theoretical papers is not possible. Also the

field is driven by changes in the environment (Lockett et al., 2006).

Maximum number of papers were published in 1999 and the least in 1996; the maximum
number of publications has been in management journals, followed by CSR journals. Since
more and more papers are being published in management, it may be an indication that the
field is becoming well established (Lockett et al., 2006).

Lockett et al. (2006) states that the intellectual influences on CSR between 1992 and 2002
have been from related social sciences such as Economics, Sociology, Psychology; and
others such as Philosophy/Ethics, Environmental Studies, Political Science, Law. As the
field develops, this dependence on other disciplines will reduce, and the evidence will be
CSR Journals.

Kraus & Brtitzelmaier (2012) found that; between 2006 and 2011 most studies were
qualitative in nature, focus groups and action research is not used much. The most
common research approach is the secondary research approach, and Questionnaires and

case studies are most popular (Taneja et al., 2011 cited in Kraus & Brtitzelmaier, 2012).

Four justifications used by supporters of CSR are (Porter & Kramer, 2006 cited in Yang et
al., 2013) are moral obligation, sustainability, license to operate, and reputation.

CSR has also been looked at sceptically. Many feel it is a Public Relations (PR) exercise.
Others claim that it is a way for companies to escape from government and other pressure
groups (Rodriguez et al., 2006 cited in Cooke & He, 2010). Yet others think that it is not
their concern as their concern is only to make money (Friedman, 1962 cited in Cooke &
He, 2010). There should be regulations for the same rather than it being voluntary in
nature, especially for MNCs (Chan & Ross, 2003 cited in Cooke & He, 2010).

R. Edward Freeman and Milton Friedman are two of the most quoted researchers in this
field. While Friedman (1970) cited in Kim & Scullion (2013) emphasized profit making,
Freeman (1984, 1999) cited in Kim & Scullion (2013) stressed stakeholder satisfaction.

2.6 EVOLUTION OF CSR

Although Some researchers attribute the origin of CSR to Merrick Doddas as early as the
1930s (Kraus & Brtitzelmaier, 2012), the concept is widely believed to have originated in

the 1950s, with credit going to Bowen on the basis of his seminal paper “Social
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Responsibilities of the Businessman™ in 1953 (Lockett at al., 2006; Wood, 2010). Carroll
(1999) claims “Bowen should be called the “Father of Corporate Social Responsibility””
and the second person in line for the title is Keith Davis (1960) (Kraus & Brtitzelmaier,
2012). At this time the focus was on philanthropy (Carroll, 1979; Garriga & Mele, 2004;
cited in Cooke & He, 2010).

Taneja et al. (2011) cited in Kraus & Brtitzelmaier (2012) state that the debate on modern
CSR began in the 1930s by E. Merrick Dodd on the social role of managers. It was further

conceptualized by Bowen in 1953 as duty towards the society.

Carroll (1999) chronicled the entire CSR journey from 1950s to 1990s in great detail. The
broad themes were: 1950s — The modern era of CSR, 1960s — CSR literature expands,
1970s — CSR definitions proliferate, 1980s - fewer definitions, more research, and
alternative themes, 1990s - CSR further yields to alternative themes. Some of the

references to the decision making aspects in CSR are:

a) Howard R. Bowen (1953) published a book on “Social Responsibility of the
Businessman man”’. He defined SR as “obligations of businessmen to pursue those
policies, to make those decisions, or to follow those lines of action which are
desirable in terms of the objectives and values of our society.”

b) Keith Davis (1960) defined SR as “businessmen’s decisions and actions taken for
reasons at least partially beyond the firm’s direct economic or technical interest.
He related SR and power, and came up with “The Iron Law of Responsibility”. SR
of businesses should match their power.

c) Clarence C. Walton (1967) in the book titled “Corporate Social Responsibilities”
addressed many aspects of CSR — varieties, models, definitions. He stated that SR
includes a degree of volunteerism and not coercion and that the costs involved
cannot be traced.

d) Harold Johnson (1971) in the book titled “Business in Contemporary Society:
Framework and Issues” critiqued and analysed various definitions of CSR. He
provided a second view on CSR i.e. long term profit maximization. Third view was
of utility maximization i.e. multiple goals.

e) George Steiner (1970s) in the book titled “Business and Society” in 1971 wrote
that “The assumption of social responsibility is more of an attitude, of the way a
manager approaches his decision making task, than a great shift in the economics
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9)

of decision making.” He elaborated upon the situations where CSR can be applied

and also developed criteria for determining CSR.

Keith Davis (1973) in his landmark article quoted Milton Friedman and Paul

Samuelson. He too said that CSR is beyond economic and legal requirements. “Iz is

the firm’s obligation to evaluate in its decision making process the effects of its

decisions on the external social system in a manner that will accomplish social

benefits along with the traditional economic gains which the firm seeks.”

Thomas M. Jones (1980) stated that CSR is voluntary in nature and that it is a

broad obligation. He emphasised that CSR is not a set of outcomes but it is a

process. Thus he redefined the CSR concept as a process. He explained the process

of CSR decision making that a firm could adopt.

The evolution of CSR can be summarized in four phases — Table 2.2.

Table 2.2 Phases of CSR Evolution

Year Phase Drivers Policy Instruments
Span
CSR1 Corporate Social Executive conscience, Philanthropic
1950s to | Stewardship / Corporate companyimage/reputatio | funding,public
1960s philanthropy — acts of charity, | n relations
managers as public trustee-
stewards,balancing social
pressures.
CSR 2 Corporate Social Social unrest / protests, | Stakeholder strategy,
1960s to | Responsiveness - Social repeated corporate Regulatory
1970s impact analysis, strategic misbehaviour, public compliance,
priority for social response, policy/government social audits, public
organizational redesign and regulation, stakeholder | affairs function,
training for responsiveness, pressures, think tank governance reform,
stakeholder mapping and policy papers political lobbying
Implementation.
CSR3 Corporate/Business Ethics - | Religious/ethnic Mission/vision/values
1980s to | Foster an ethical corporate beliefs, technology , statements, CEO
1990s culture, establish an ethical driven value changes, leadership ethics
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organizational climate, human rights pressures,
recognize common ethical code of ethics, ethics
principles. committee/ officer
audits, ethics training,

stakeholder negotiations

CSR 4 Corporate/Global citizenship | Global economic Inter-governmental

1990s to | -stakeholder partnerships, trade/investment, compacts, global

2000s integrate financial, social, and | high-tech audit
environmental performance, | communication standards, NGO
identify networks, geopolitical dialogue,
globalization impacts, shifts/competition, sustainability
sustainability of company and | ecological audits/reports.
environment. awareness/concerns,

NGO pressures.

Source: Lawrence & Weber (2011), pp. 53 cited in Kraus & Brtitzelmaier (2012), pp. 287

2.7 CSR THEORIES & MODELS
2.7.1 CSR Theories

Work in the field of CSP developed in 1970s such as Sethi (1975), Preston & Post (1975),
Carroll (1979). Several models were developed, and one could choose from them as per
one’s wish. It was not clear whether they were different from one another or interlinked.

No comparative studies were done (cited in Wood, 1991b).

The field of CSR is highly subjective and vague. It is built upon value systems (Tuzzulino
& Armandi, 1981). Carroll (2008), Lockett et al. (2006), Walsh et al. (2003), Wood (1991)
cited in Gond et al. (2010) have written a great deal about CSR’s theory building process.

Many theories have been used in CSR (McWilliams et al., 2006). Three studies which try

to classify CSR theories are mentioned below in Table 2.3.
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Table 2.3: Theoretical Classifications of CSR

Klonoski Description Garriga & | Description | Windsor | Description
(1991) Melé (2006)
(2004)
Fundamentalis | Businesses Instrument | The primary | Economic | Company’s
m have no or|al motive is the | Conceptio | should act in
limited creation of | n a  morally
responsibility wealth; responsible
towards  the social manner
society. obligation considering
can be met stakeholder
only  after rights.
this IS
achieved.
Social Organizations | Political Organization | Corporate | Costly social
Institutions are social s are socially | Citizenshi | practices
entities in powerful, p should  not
themselves with respect be conducted
and therefore to their and  those
have  social relation with conducted
responsibilitie the  society should  be
S. and political customary in
connections. nature.
Therefore
they
participate in
uplifting
society.
Moral Businesses Integrative | Organization | Ethical Includes
Personhood have a moral s ought to | Conceptio | economic
and Moral | obligation take care of | n and ethical
Agency towards  the the  society aspects  of
society. as they are social
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ones because responsibilit
of whom y.

demand for
their
products

exist.

Ethical Businesses
have an
ethical
obligation
towards the
society and
therefore
must accept
social
responsibilit

y.

Source: Kraus &Brtitzelmaier (2012), pp. 289 based on Mele (2008), pp. 48-49
McGuire (1969) cited in Wood (2010) mentioned four approaches to CSR:

a) Traditional : “CSR has no role in business”
b) Enlightened: “CSR serves as corporate self-interest”
c) Responsible: the right thing to do, may or may not pay

d) Confused: ethically justified, but should also have some returns for the company

Corporate Responses have been categorized by Sethi (1979) cited in Wood (2010) as

reactive, defensive, responsive, and proactive.

Carroll (1979) cited in Wood (2010) stated that reaction, defense, accommodation, and

proaction constitute the philosophies of responsiveness.

Two theories that have had an impact on CSR debate are (Cooke & He, 2010):
a) Efficiency Theory: Advocated by Milton Friedman. It is based on the utility
perspective and favours shareholder concerns. Friedman (1962) stated that an

organization’s only objective is to make profit, through the right means. However,
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Strandberg (2009) cited in Yang et al. (2013) claimed that if organizations do not
spend on CSR especially during downtimes, society will look at them with
scepticism during good times.

b) Social Responsibility Theory: It is also called integrated strategy perspective
(Baron, 2001). It has a much wider scope than the Efficiency Theory. It focuses on

stakeholder interests in decision making (Freeman 1984).

CSR theories vary in accordance with the focus, from philanthropic to stakeholder oriented
(Werther & Chandler, 2011 cited in Haski-Leventhal, 2012).

CSR theories can also be classified in the following three ways (Ismail, 2009):

a)

b)

The Utilitarian Theory:An organization’s objective is economic in nature. It is
synonymous with instrumental theory (Garriga & Mele, 2004; Jensen, 2002).
Eventually the organization carries out CSR activities but the focus is toward the local
community (Friedman, 1970). This is related to competitive strategy (Porter & Cramer,
2002; Litz, 1996)

Secchi (2007) further classifies utilitarian theory into “social cost” of the corporation
and “functionalism”. Social cost implies that the non-economic organizational factors
affect the socioeconomic factors of the local community. Functionalism means that the

organization is a component of the economy with the objective of making profits.

The Managerial Theory: External factors are taken into account for managerial
decision making. This theory is further classified into Corporate Social Performance
(CSP), Social Accountability, Auditing and Reporting (SAAR), and Social
Responsibility for multinationals. Managerial theories are also related to political
theories (Garriga & Mele, 2004; Wood & Logsdon, 2002; Detomasi, 2008).

CSP is about measuring the economic impact of socially responsible activities. It has five

aspects:

a) “Centrality measures the way CSR is compatible with mission of the core goals;
b) Specificity gauges the advantages CSR brings to the corporation;
¢) Pro-activity that measures the degree of reaction to external demands;

d) Voluntarism that accounts for the discretion by the firm in implementing CSR;
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e) Visibility refers to the way the responsible behaviour is perceived by the

community of stakeholders.”

SAAR is related to measuring social impact through accounting, auditing and reporting

procedures (Secchi, 2005).

c) The Relational Theory: Relational theory is based on the relationship between a

business and its environment. It is further sub-grouped into:

1) Business and society: since a business interacts with its environment, it has a

moral obligation toward it.

2) Stakeholder approach: managers need to balance the need of its stakeholders. It

is also included in ‘integrative’ and ‘ethical’ theory (Garriga & Mele’s, 2004).

3) Corporate citizenship: it is in relation with the local community. It is also

included in ‘integrative’ and ‘political theory’ (Garriga & Mele’s, 2004).

4) Social contract: the economic activities of a firm must be moral in nature. It is
included in ‘ethical’ theory (Garriga & Mele’s, 2004).

Table 2.4 presents this discussion in a tabular form.

Table 2.4: Utilitarian, Managerial, and Relational Theories of CSR

Utilitarian Theory

Managerial Theory

Relational Theory

e Theories of social costs

e Functionalism

e Corporate social
performance
e Social  accountability,

auditing, and reporting
(SAAR)
e Social responsibility for

multinationals

e Business and society
e Stakeholder approach
e Corporate global
citizenship

e Social contract theory

Source: Secchi (2007) cited in Ismail (2009), pp. 200

Table 2.5 CSR Theories and Related Approaches

Type of Theory

Approaches

Description

Instrumental
(Focus on achieving

economic objectives

Maximizing shareholder

value

Long term value of

maximization
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through social activities)

Strategies for competitive

advantage

Cause-related marketing

Social investment in a

competitive context

Firm’s view on natural
resources and its dynamic

capabilities

Altruistic activities socially

recognized as marketing tool

Political
(Focus on a responsible use
of business power in the

political arena)

Corporate constitutionalism

Integrative social contract

Corporate citizenship

Social responsibilities of
businesses arise from the

social power the firms have

Assumes that a social
contract between business

and society exists

The firm is understood as
being like a citizen with
certain involvement in the

community

Integrative

Management issues

Public responsibility

Stakeholder management

Corporate social

performance

Corporate response to social
and political issues

Law and the existing public
policy processes are taken as
a reference for social
performance

Balances the interests of

firms’ stakeholders

Searches for social

legitimacy and processes to
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give appropriate responses

to social issues

Ethical
(Focus on the right thing to

achieve a good society)

Stakeholder normative

theory

Universal rights

Sustainable development

The common good

Considers fiduciary duties
towards stakeholders of the
firm. This requires moral
theories based on human
rights, labour rights and

respect for environment

Aimed at achieving human
development considering
present and future

generations

Oriented toward the

common good of society

Source: Garriga & Mele (2004) cited in Ismail (2009), pp. 200

2.7.2 CSR Models

Carroll’s (1979) cited in Wood (1991a) model of CSP was the first model developed. It

consisted of four realms — economic, legal, ethical, and discretionary. Discretionary

responsibility was eventually changed to Philanthropic responsibility by Carroll in 1991.

Carroll (1991) stated that, “The implementation of these responsibilities may vary

depending upon the firm's size, management's philosophy, corporate strategy, industry

characteristics, the state of the economy, and other such mitigating conditions ... "

Figure 2.1: CSP Model by Carroll (1979)

Discretionary
Responsibility

Ethical
Responsibility

Legal
Responsibility

Economic
Responsibility




Source: Wood (2010), pp. 52
Some researchers contend that responsibilities cannot be hierarchical (Ross, 2000; Lantos,
2002; Waldman et al., 2006; cited in Yang et al., 2013). It depends upon the demands of
the situation. Carroll’s (1979) model hardly provides a strategic direction to firms. Kang
(1995) cited in Wood (2010) too was against the hierarchy in Carrol’s CSP model and
argued that if taking care of the bottom line is the primary responsibility, then firms can
always avoid being ethical. He even flipped the model upside-down stating that a firm has
a right to exist in society only when it assigns due importance to moral responsibility.Kang

further linked Carroll’s upside-down model with that of Wood’s three principles of CSR.

Lantos (2001) cited in Yang et.al (2013) differentiated ‘cthical’ CSR as mandatory and
‘altruistic’ CSR as voluntary in nature. Ethical CSR refers to firms being socially
responsible even if there is no benefit, and is beyond legal requirements. Altruistic CSR is
similar to philanthropic activity which may not be beneficial for the company but is done

for the larger good of the society or stakeholders.

Watrick & Cochran (1985) cited in Wood (1991b) further strengthened Carroll’s (1979)
CSP model. They subsumed public responsibility and social responsiveness in the CSP
Model.

Wood (1991 a, b) improved their model further. Wood contended that Carroll’s model
focussed on ‘how managers saw their social responsibility’, but ignored the ‘sociological
complexity’ of their function in society and the impact which their actions can have. She

redefined discretionary responsibility as managerial moral agency.

Wood distinguished between the ‘nature’ and ‘source’ of social responsibilities, the ways
to achieve them. Wood (19914, b) used a systems framework and organized CSP literature
into structural principles of responsibility (input), process of social responsiveness

(throughput), Outputs and Outcomes.
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Figure 2.2: Watrick & Cochran (1985) CSP Model

Principles of CSP

Economic
Legal

Ethical
Discretionary

A 4

Process of Corporate
Social Responsiveness

e Reactive

e Defensive
e Responsive
e Interactive

Source: Wood (1991b), pp. 388

Figure 2.3: Wood (1991) CSP Model
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In the earlier models “outcomes” was missing. Wood (1991a, b) explains Social

responsiveness as a process.

Principles are fundamentals that explain the motivations behind actions. CSR Principles

developed by Wood (19914, b) helped bring clarity in understanding CSR amidst lot of

discussions that went on amongst scholars. A brief on CSR principles by Wood is

presented below:

a) Institutional (legitimacy): society gives power to businesses; if not used properly it

can revoke the power.

b) Organizational (companies should indulge in only those areas which are impacted

by them): Social responsibility should be in the area of firms’ interests, operations

and actions. This leaves a lot of room for managerial discretion.
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c)

Individual (managers are moral actors): managers cannot depend only on rules,
policies or procedures. Other factors that affect a manager’s action: cause and
effect relation, time-sequence principles, how to manage human relations, whose
interest to represent, ethical training, cultural background, preferences, values, life

experiences, principles of business and society.

Wood developed three processes of responsiveness based on Ackerman’s (1975) three

characteristics of a responsive firm:

a)

b)

Environmental Assessment: Information about the environment available for
managers to take action.

Stakeholder Management: Refers to philanthropy, community relations,
international stakeholder management, response to activist pressures, business-
government relations.

Issues Management: Policies developed to address social issues. Process of social
responsiveness. Studies of internal processes in corporate ethics program and
corporate codes of ethics are inconclusive — these studies were done to see whether
the existence of formal ethical guidelines and decision processes are useful to

managers in resolving ethical issues and whether they result in better CSP.

Outcomes of CSR are explained below:

a)

b)

Social Impacts: a lot has been written about it but there has been less empirical
research. Much work is done in corporate social reporting.

Corporate Social Programs and Policy: this refers to actions that a firm takes to
create a desired outcome (investment in resources). Actions can be on a short term
or long term basis or institutionalised features of corporate structure and culture,
such as running an apprenticeship program. It helps in guiding the decision making
process.

Social Outcomes: these are most observable and open to assessment. Motivations

are not observable. Processes are observable by inference.

Swanson (1995) critiqued Wood’s (1991a, b) Model. Swanson’s Comments on Woods’

CSR Principles were:

a)

Restrains corporate economic activity with social control that is normatively

undefined.
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b) Corporate positive duty is optional altruism.
c) These undeveloped interpretations of duty pose two problems for theory
development:
- Trade-off and moral justification problem which makes economic and duty
aligned perspectives incompatible.
- These interpretations render the CSR principles normatively inadequate for
assessing processes of corporate responsiveness and outcomes of corporate

behaviour.

A general theory was required to integrate these perspectives so that it is normatively
adequate for CSP assessment. In the Reoriented CSP Model the assumption that CSR
principles are hierarchical is discarded. Values and Ethics are included in the decision

making process:
Swanson’s (1995) model presented research scope under following categories:

a) Macro Principles of CSR
b) Micro Principles of CSR
c) Corporate Culture: executives manage culture/belief systems. When culture is
understood in terms of normative processes, it allows interrelations among several
research topics:
o Links between normative executive decision making, corporate social
programs and policies and values. The executives’ philosophy drives a
firm’s external affairs strategy (Miles, 1987).
o Links between normative managerial and employee decision making
and value defined corporate social responsiveness.

d) Social Impacts
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Figure 2.4: The Reoriented CSP Model
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The three value processes are; economizing (important for exchange), ecologizing

(integrative process), power aggrandising (threat system).
Overall the new model helps in addressing two important questions:

a) How can the leaders of a large, complex business organization best incorporate
into their firm’s decision making processes the difficult but essential task of
defining and redefining evaluating, and institutionalizing the values that
underlie its policies and practices as well as determine its unique culture?

b) What conceptual contributions can management thought make to business
practioners seeking to institutionalize value considerations into ongoing

decision making processes?

Schwartz & Carroll (2003) developed a three dimensional model of CSP (in the form of a

venn diagram) which included Economic, Legal, and Ethical dimensions, citing that the

earlier model was misinterpreted and had many lacunae.

a) Researchers misinterpreted the four-dimensional model to be hierarchical in nature.
The venn diagram shows the overlapping nature of these dimensions.

b) Philanthropy ceased to be a separate dimension and was subsumed in the Ethical
dimension itself.

c) Earlier it was difficult to explain the legal and ethical domain. Now with the
overlapping relation, explanations become easier. The economic domain also includes

the legal aspects.

Overall, the new model would help managers categorize CSR activities.

30



Figure 2.5: The Three Domain Model of CSR
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2.8 THE BUSINESS CASE FOR CSR

Initially CSR was looked at as a tool of managing reputation in the market and was
voluntary in nature (Waddock, 2004; Googinset al., 2008; cited in Lavine, 2012). Later on
CSR was seen as adding value to the firm and thus strategic CSR came into being (Lavine,
2012).

It is difficult to prove the benefits of CSR empirically, and many studies remain
inconclusive (Cooke & He, 2010). However, there are a few studies that establish the
positive results of CSR. CSR benefits the firms in increasing the return on stocks (Cornell
& Shapiro, 1987 cited in Edmans, 2012). The employee welfare dimension of CSR
improves stock returns (Edmans, 2012). Bragdon & Marlin (1972), Parket & Eilbirt
(1975), Cochran & Wood (1984), and McGuire et al. (1988) cited in Edmans (2012) found
that CSR influences a firm’s accounting performance positively. Roman et al. (1999) and
Margolis & Walsh (2003) cited in Edmans (2012) found that most studies find a positive
link between CSR and the financial performance of the firm. CSR practices in a firm also
help in increasing job satisfaction of employees and encourage citizenship behaviour
(Organ, 1988 cited in Edmans, 2012). It assists in attracting and retaining high quality
employees (Greening & Turban, 2000; Turban & Greening, 1997; cited in Edmans, 2012).
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However, in such studies reverse causality has always been an issue (Waddock & Graves,
1997, Orlitzky et al., 2003; cited in Edmans, 2012). Cochran & Wood (1984) cited in
Edmans (2012) suggested that the causality issue should be explored.

2.8.1 Drivers of CSR

According to DiMaggio & Powell (1983) cited in Preuss et al. (2009), there are three
sources of pressures that compel companies to indulge in CSR:

a) Normative: Firms need to appear legitimate to the society so that they can survive.

b) Mimetic: In unpredictable situations firms copy their more successful counterparts.

c) Coercive: Firms have to follow the laws of the land.

Other forces that play a role are international and domestic pressures (Cooke & He, 2010),
globalisation (Chambers et al., 2003) and employees (Zappala, 2004).

Zappala (2004) identifies reputation, pressure from external bodies, alert civilians,
investors who value the social orientation of a company, improving relations with
stakeholders and government and positive impact on financials as important drivers of
CSR.

As per Jamali & Mirshak (2007) motivations for CSR are legitimacy, socially committed

organization or choice of individual employees.

Organizations are influenced by several forces that affect their sustainability efforts
(Ganescu, 2012):

a) Promoters of sustainability: favourable forces such as “corporate code of ethics
and ethics committee, corporate social responsibility strategies, sector operators,
government pressure, local communities, non-governmental organizations”.

b) Inhibitors of sustainability: unfavourable forces such as “bad management,
economic constraints, high costs of social responsibility programs, and competitive

environment”.

2.9 CSR & STAKEHOLDER MANAGEMENT

The field of CSR is incomplete without mention of stakeholder management (Donaldson
& Preston, 1995 cited in Vos, 2003). CSR and stakeholder theory are inseparable
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(Whitehouse, 2006). Irrespective of industry, size, and location, the common stakeholders

are shareholders, employees, customers, local communities, society (Carroll, 1991).

CSR has been approached from the perspectives of many subject areas. Of late,
stakeholder theory has become the common frame of reference when it comes to
understanding CSR. Both are inseparable. Company’s who want to take CSR seriously

should give their stakeholders a voice (Pedersen, 2006).

The term Stakeholder, like the term CSR, does not have a common definition (Pedersen,
2006).The most commonly accepted definition of a stakeholder is that given by Freeman
(1984) cited in Vos (2003), who defined a stakeholder as “any group or individual who

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

Another definition of stakeholders is “individuals and constituencies that contribute,
either voluntarily or involuntarily, to [the corporation’s] wealth creating capacity and

activities, and who are therefore its potential beneficiaries and/or risk bearers” (Post et

al., 2002 cited in Bhattacharya et al., 2009).

Given the multifaceted nature of stakeholder dialogue, “it is necessary to have an
analytical framework to evaluate how the company actually involves stakeholders in the
decision making processes.” (Pedersen, 2006). Managers have to maintain their
relationships with their stakeholders, which is one of the challenges they face (Post et al.,
2002 cited in Bhattacharya et al., 2009).

Most researchers use the stakeholder theory approach for studying CSR. Shareholders are
not the only ones to whom an organization is answerable or responsible. For companies to
appear legitimate they have to pay attention to all stakeholders, as organizations are
attached to society (Pedersen, 2006).

As per the stakeholder theory, firms are responsible towards “stockholders, consumers,
employees, suppliers, local communities, larger society, environment etc...”. CSR IS a
multi-dimensional construct, comprising various stakeholders (Waldman et al., 2006 cited
in Yang et al., 2013). A firm achieves high CSP when it meets more stakeholder needs
(Donaldson & Preston, 1995 cited in Wong et al., 2011).

As per Freeman’s approach towards stakeholder theory, anyone who is impacted by the

actions of the organization is a stakeholder. For an organization to be successful, CSR
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should be strategically linked with the stakeholders’ interests. Management can include

stakeholders in the decision making process (Falck & Heblich, 2007).

Researchers claim that CSR and stakeholder theory are not synonymous (Brown & Froster,
2012). “They are delineated by differences in the CSR obligations of businesses to society
and the stakeholder responsibilities of businesses to their firm-specific stakeholders to
create value” (Berman et al., 1999; Freeman & Liedtka,1991; Freeman &Velamuri, 2006;
Mele, 2008; cited in Brown & Froster, 2012).

The extent to which CSR is developed in an organization varies from firm to firm; from
‘elementary’ to ‘engaged’, ‘innovative’, ‘integrated’, ‘transformative’ (Mirvis & Googins,
2010 cited in Mirvis, 2012). With every stage, the dialogue with stakeholders increases,
making the thought behind CSR, and the structures and processes related to CSR more

complex.

Managerial perception of stakeholders determines the importance given to stakeholders.
Different managers will take decisions differently based on their varying values (Hambrick
& Mason, 1984 cited in Mitchell et al., 1997).

Several stakeholder theories exist, reflecting the way management perceives its

stakeholders.

Narrow stakeholder theories focus on providing benefit to a single stakeholder and include
(Freeman & Gilbert, 1988; Freeman, 1994 cited in Logsdon &Y uthas, 1997):
a) Stockholder strategy: is the most conventional representation of stakeholder theory
based on property rights.
b) Managerial prerogative strategy: decisions favour the top management, may or may
not be considerate toward other stakeholders.

c) Worker strategy

Broad stakeholder theories include (Brenner & Cochran, 1991 cited in Logsdon & Yuthas,
1997):

a) Utilitarian strategy: “greatest good for the greatest number”.

b) Rawlsian strategy: the focus is on the stakeholder whose condition is the worst.

c) Social harmony strategy: social consensus is the objective.
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Kakabadse et al. (2005) cited in Ferreira and Oliveira (2014) categorised stakeholders into;
primary and secondary stakeholders, voluntary and involuntary stakeholders, social and
non-social stakeholders, intrinsic, definitional, and instrumental stakeholders, and internal

and external stakeholders

Clarkson (1995) cited in Vos (2003) distinguishes stakeholders as primary and secondary.
Primary stakeholders are those without whom an organization cannot survive. Secondary
stakeholders are those who affect the organization or are affected by it.

Mitchell et al. (1997) throws light on how managers prioritise stakeholders through the
‘stakeholder salience’ model. There are three aspects to it:

a) Power: the ability of a stakeholder to get things done.

b) Legitimacy: the demands or the requirements of a stakeholder are genuine.

c) Urgency: the extent to which a stakeholder can get managers to act.

Based on the above seven types of stakeholder classifications were developed as shown in

Figure 2.6:

Dormant Stakeholder
Discretionary Stakeholder
Demanding Stakeholder
Dominant Stakeholder
Dangerous Stakeholder
Dependent Stakeholder
Definitive Stakeholder

N o a k~ w npoE
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Figure 2.6: Qualitative Classes of Stakeholders
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Source: Mitchell et al. (1997), pp. 872

Following is the brief description (Mitchell et al., 1997):
1) Latent Stakeholders possess only one of the above attributes. This group is further
classified into:
a) Dormant stakeholders: powerful.
b) Discretionary stakeholders: legitimate but not urgent and no power to influence the
organization.
c) Demanding stakeholders: High on urgency.
2) Expectant stakeholders possess any two of these attributes. It includes:
d) Dominant stakeholders: powerful and legitimate.
e) Dependent stakeholders: urgent and legitimate claims but lack power.
f) Dangerous stakeholders: high on urgency and power but not legitimate.
3) Definitive stakeholders possess all the above attributes.

4) Non-stakeholders or Potential stakeholders do not possess any of these attributes.

It is important for a firm to identify its stakeholders and know how much is at stake. The
company should identify the prevailing social trend. Whether or not a firm should act on a
social problem should be decided by analysing the opportunities and threats (Falck &
Heblich, 2007). It should then find out which stakeholder is most affected(which
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stakeholder is involved or interested) and whether that stakeholder is very important to that
company. The direct and indirect effect on the company should be analysed (Falck &
Heblich, 2007).

“Stakeholder importance is determined by the stakeholder's influence on the company's
cash flow.” and based on that stakeholders can be classified in the following three ways
(Falck & Heblich, 2007):

a) Key Stakeholders: they are of direct interest to the company and can influence the
cash flows of the company in the present and future.

b) Emerging Stakeholders: they do not presently affect the cash flow, but this can
change over time.

c) Minor Stakeholders: do not intervene in the company’s cash flow.

“Management's decision criterion is the expected net present value of the social

investment. If this value is positive, the investment should be undertaken.”(Falck &

Heblich, 2007).

The stakeholder approach to CSR integrates CSR and organizational strategy. CSR issues
and stakeholder influence vary within and across industries and countries (Maon et al.,
2009).

Stakeholder management involves the following steps (Carroll, 1991); describing,
understanding, analysing, and managing.

Strategic conversations consist of communication among top management, middle

management, and Boundary Spanning Employees (BSES).

Miles et al. (2006) explains the importance of strategic conversations with stakeholders
which would help in managing long term CSR activities. It would minimize future
stakeholder concerns and facilitate strategic CSR. It would also help in maximizing

stakeholder engagement and organizational sustainability.

Strategic Conversations are multi-directional and multi-dimensional. For it to be effective
it should involve both talking and reflective listening by all participants. Such
conversations are used to create open channels of communications with unfiltered

information between top management, middle management, and boundary spanning
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employees. The information shared should be honest and unfiltered, and all organizational

levels must be aware of stakeholder concerns.

Strategic conversations help bridge gaps in perceptions through issue-oriented, fact-based,
open conflictbetween top management, BSEs, and the relevant stakeholders. It helps in
deeper understanding of issues, each other’s perspectives, expectations, and concerns for
the present and future, and managers can strategize accordingly. Without strategic
conversations, top management runs the risk of being intellectually isolated and there is

the possibility of dysfunctional strategy.

For a company to maintain its brand value and reputation consistently, its mission should
reflect the values of its stakeholders. Strategic conversations with its stakeholders help in
identifying the firm’s core values. Here branding and CSR converge. A discrepancy
between what the stakeholders actually value and what the firm thinks they value, would

again create ineffective strategies.

One issue that may mar strategic conversations is when the board members are tightly
aligned with the top management and when the middle managers follow the top
management blindly. Middle managers are promoted because they agree with the top
management. This leads to strategic myopia. In such a case it is better to bypass business

level management and have a direct dialogue between the top management and the BSEs.

Stakeholders are better able to voice their concerns and facilitate bottom-up

communication with the help of information technology (Miles et al., 2006).

Stakeholder Dialogue is about involving stakeholders in making CSR related decisions
(Pedersen, 2006).
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Figure 2.7: Phases of Stakeholder Dialogue and Filters
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Source: Inspired by the writings of Frank Olesen on strategic issues management
(Pedersen, 2006, pp. 143)

Based on the above explanation an ideal participatory dialogue is not possible. Reality lies
somewhere in between, as identification and communication with stakeholders is time
consuming and costly. The best way is to focus on limited stakeholders, limited issues, and

develop a protocol for discussions.
The filters shown in the above figure make the model operable and also limit the benefits.

a) Selection Filter: apart from the factors mentioned before, the capacity of the firm to
include stakeholders also matters. It is difficult to have the right selection criteria.
Literature categorizes stakeholders as:

- Primary and secondary, involved and affected, voluntary and involuntary;

- Urgency, power, legitimacy;

- Strategic importance of stakeholders is determined by - i) contribution to
environmental uncertainty, ii) ability to reduce environmental uncertainty, iii)
strategic choices of managers;

- Internal and external based on function, character, present and future values.

39



Since it is not possible to include all stakeholders, the decision making process will always

remain incomplete.

b) Interpretation Filter: multiple voices are transformed into limited decisions.
Intentionally or unintentionally, decisions resulting from the discussion may deviate
from stakeholders’ interests. Everyone’s reasons are different so the decisions will
differ. Multiple interests have to be confronted.

c) Response Filter: factors that affect implementation of decisions are: local
interpretation, changing environmental conditions, conflicting interests, organizational
changes. All decisions are not implemented. Many barriers will be present:
implementation may be delegated to those who did not take part in the dialogue
process and hence the interpretation and the way of doing things will be different,

unexpected events may occur, or the impact may not be the same as was expected.

For effectiveness and efficiency, a company should deal with limited information in the
first place. The three filters help in doing so. Dialogue will depend on the type of relation
shared between the company and the stakeholder. If the company has an ongoing relation

with the stakeholder the process will be formalised.

Pedersen (2006) focused on stakeholder approach to CSR decision making. The author
explains how stakeholder dialogue can be used effectively; the problems associated with it,

and how they can be overcome in order to make decisions regarding CSR.
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Figure 2.8: Stakeholder Dialogue: Levels of Engagement
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Stakeholder Dialogue: Levels of Engagement

a) Inclusion: All stakeholders cannot be included nor can all be pleased.
Differentiating between important and non-important stakeholders is difficult. A
larger number of stakeholders will make the decision making process ineffective.
They should be selected on the basis of the extent to which they get affected by the
decision on the issue in question.

b) Openness: “A prerequisite for a participatory dialogue is open problems/issues

that allow stakeholders to make their own judgments and voice their opinions.”
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c) Tolerance: Open mindedness is required by the organization, to be able to
appreciate and understand the various demands, concerns of its different
stakeholders.

d) Empowerment: Freedom and equality to stakeholders is important to ensure their
commitment and balance of power.

e) Transparency: If there is no information neither dialogue nor decision will be

possible.
Four factors that affect operationalization of stakeholder dialogue are (Pedersen, 2006):

a) Commitment: prioritization and allocation of resources, management and employee
commitment. Commitment affects the response filter. Employee participation gets
hindered if the manager tries to control. It is important to know the driving force
for understanding the factors affecting planning and implementation of decisions.

b) Consciousness: refers to managers’ perception of CSR, knowledge and awareness
of managers, values. Training and education is important.

c) Consensus: it is difficult. Goal congruence is important. If the dialogue is
controlled the process will be smooth.

d) Capacity: refers to resources available with the company. All the filters will be

affected by this. Size of the company too matters.
Stakeholder Analysis and its Limitations

Miles et al. (2006) points out that although stakeholder analysis helps in identifying key
relationships with respect to the company’s mission, it does not help in prioritizing these
relationships and a qualitative analysis of such a relation is not possible. It does not help
in identifying the general principles of responsibility that are so important to CSR. It is
also open for abuse, since a stakeholder model can be used by Marketing or PR function
for image enhancement, making self-interest the objective of CSR. Its focus is too narrow
to be used for CSR purpose. The economic and ethical aspects of a firm can get entangled.

The Analytical Framework proposed is based on the belief that the concept of
responsibility is most important to identify the recipients of CSR. It is a rights-based

approach, founded on justice and fairness.

CSR is an ongoing process, and is not fixed. Categorization of CSR activities may help

company’s prioritize and plan their actions in a rational way.
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2.10 THE DECISION-MAKING PROCESS

Decision making is a generic, dynamic, continuous process. There is no universal

agreement on what constitutes a good decision-making process.
Little is known about managerial decision making (Harrison, 1998).

Figure 2.9: The Decision-making Process
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Source: Harrison (1998), pp. 39
2.10.1 Defining Decisions
There are many definitions of a ‘decision’. Such as:

“To say that a person has made a decision may mean (1) that he has started a series of
behavioural reactions in favour of something, or it may mean (2) that he has made up his
mind to do a certain action, which he has no doubts that he ought to do. But perhaps the
most common use of the term is this: “to make a decision” means (3) to make a judgement
regarding what one ought to do in a certain situation after having deliberated on some

alternative courses of action. ”(Ofstad, 1961 cited in Harrison, 1998)
Decision-making process has been defined in the following ways:

“..a conscious and human process, involving both individual and social phenomenon,
based upon factual and value premises, which includes a choice of one behavioural
activity from among one or more alternatives with the intention of moving toward some
desired state of affairs.” (Shull, 1970 cited in Harrison, 1998)
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“Decision making comprises three principal phases: finding occasions for making a

decision; finding possible courses of action; and choosing among courses of action.”

(Simon, 1960 cited in Harrison, 1998)

“...the point of selection and commitment...The decision maker chooses the preferred
purpose, the most reasonable task statement, or the best course of action.” (Emory &

Niland, 1968 cited in Harrison, 1998)

“...the decision maker has several alternatives and that his choice involves a comparison
between these alternatives and an evaluation of their outcome.” (Eilon, 1969 cited in
Harrison, 1998)

“Of all the managerial functions which executives perform, whether at top, middle, lower,
or even at worker levels, the act of making a decision is without equal in importance — that
is to say the act of making the right decision about the right problem or opportunity.”
(Cornell, 1980 cited in Harrison, 1998).

2.10.2 Typology of Decisions (Harrison, 1998)

Simon classified decisions as programmed - which are repetitive and routine in nature and
non-programmed - which are novel, unstructured, and consequential. Drucker (1967)
classified decisions in the same way but used different words; generic and unique
respectively. Delbecq (1967) classified decision making into routine - where there is
general agreement, creative - there is no consensus, and negotiated - there is disagreement
from opposite group regarding means, ends, or both. Gore (1962) classified decisions as
routine - deals with recurring activities, adaptive - deals with problems, innovative - deals
with major organizational changes. Stufflebam et al. (1971) classified decisions along two
dimensions: means — ends, and how relevant the decisions are to reach the mission of the
organization. This was modified by Sharples (1975) as Planning decisions, and

Operational decisions.

Mintzberg (1973) identified three modes of decision makingentrepreneurial - high
certainty is preferred, proactive approach, focus on long term growth;adaptive - high
certainty preferred, reactive approach, focus on short term benefits; planning - risky

environment, proactive and reactive approach, focus on long term growth and efficiency.
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Thompson developed three types of decision-making strategies computational - reasonable
degree of certainty in cause/effect relationship, strong preference toward possible
outcomes; Judgmental - high degree of uncertainty in cause/effect relationship, strong
preference toward possible outcomes; Compromise - normal degree of certainty in
cause/effect relationships, preference for possible outcomes is not strong; Inspirational -
high degree of uncertainty in cause/effect relationship, preference for possible outcomes is

not strong.
Overall the emerging pattern of decision making is:

a) Routine, Recurring, Certain

b) Non-routine, Non-recurring, Non-certain

Table 2.6: Categorization of Decision Characteristics

Sr. Dimension Category | Decisions Category Il Decisions

No.

1 Classifications | Programmable; routine; Non-programmable; unique;
generic; computational; judgemental; creative;
negotiated; compromise adaptive; innovative;

inspirational

2 Structure Procedural; predictable; Novel, unstructured,

certainty regarding cause/effect | consequential, elusive, and
relationships; recurring; within | complex; uncertain
existing technologies; well- cause/effect relationships;

defined information channels; | non-recurring; information

definite decision criteria; channels undefined;
outcome preferences may be incomplete information;
certain or uncertain decision criteria may be

unknown; outcome

preferences may be certain or

uncertain
3 Strategy Reliance upon rules and Reliance on judgement,
principles; habitual reactions; intuition, and creativity;

prefabricated response; uniform | individual processing;
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processing; computational
techniques; accepted methods
for handling

heuristic problem-solving
techniques; rules of thumb;
general problem-solving

processes

Source: Harrison (1998), pp. 20

Table 2.7: Typology of Decision-making Models
S | Model Primary Key ingredients Key assumptions
r. decision-
N making
0. criterion
1 | Rational Maximized | Objectives; specific states of | Fixed objectives; unlimited
(Classical) outcome nature; subjective information; no cognitive
probabilities; quantified limitations; no time and cost
utilities (payoffs); exhaustive | constraints; quantifiable and
alternatives; disregard of transitive alternatives;
environment; computational | controlled variables; closed
decision-making strategy; system; quantitatively
short-term horizon; highly limited outcomes.
structured process.
2 | Organizational | Satisficing | Objectives; general states of | Attainable objectives; limited
(Neoclassical) | outcome nature; limited subjective information; cognitive
probabilities; partially limitations; time and cost
quantified utilities (payoffs); | constraints; partially
non-exhaustive alternatives; | quantifiable and intransitive
sensitive environment; alternatives; controlled
judgemental decision- variables; open system;
making strategy; short-term | qualitatively and
horizon; moderately quantitatively limited
structured process. outcomes.
3 | Political Acceptable | Objectives; general states of | Limited objectives; unlimited
(Adaptive) outcome nature; no probabilities; information; no cognitive
unquantifiable utilities limitations; no time and cost
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(payoffs); non-exhaustive
alternatives; dominant
environment; compromise or
bargaining decision-making
strategy; restricted number of
outcomes; short-term
horizon; incremental steps;

loosely structured process.

constraints; non-quantifiable
and generally transitive
alternatives; open system;
environmentally limited

outcomes; no right decisions.

Process

(Managerial)

Obijectives-
oriented

outcome

Obijectives; general states of
nature; generally subjective
probabilities; objectives-
oriented utilities (payoffs);
exhaustive alternatives;
sensitive to environmental
constraints; judgemental
decision-making strategy
with selective use of
computation and
compromise; limited number
of outcomes; long-term
horizon; incremental steps;

highly structured process.

Highly dynamic objectives;
limited information;
cognitive limitations; time
and cost constraints;
generally non-quantifiable
and intransitive alternatives;
controlled variables; open
system; sequential decision
making functions;
objectives-oriented

outcomes.

Source: Harrison (1998), pp. 158
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2.10.3 The Interdisciplinary Framework of Decision Making (Harrison, 1998)

Figure 2.10: Interdisciplinary Framework of Decision Making

ECONOMICS
PHILOSOPHY

STATISTICS

Values & Utility &
Ethics Probability
SOCIOLOGY
Individual The Decision- Group SOCIAL
PSYCHOLOGY Behaviour making Process | Behaviour PSYCHOLOGY

Models & Environment
Simulation

MATHEMATICS
LAW, ANTHROPOLOGY,

POLITICAL SCIENCE

Source: Harrison (1998), pp. 166
2.10.4 Decision Theory

Decision theory is a ‘relatively’ recent development in academics. In the last thirty years
scholars from various fields have been contributing to the body of knowledge of decision
theory. Decision making literature even today has a quantitative approach indicating that
the process is a rigid one. However, there are others who concede decision making is a

highly procedural process (Harrison, 1998).
2.10.5 Individual Decision Making

Decision-making skills vary across individuals. People want more and more information to
make decisions. However, it is difficult to make full use of multidimensional information.
Individuals remain rigid in their decisions even if they receive new information (Harrison,
1998).

Individuals go through a simplified process while making choices (Harrison, 1998):

a) Alternatives are looked at as a “set of aspects”.
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b) More important aspects have the probability of being considered early in the
process.

c) An alternative which is not expected to meet a desired result with respect to the
aspect is ruled out.

d) This is a continued process till only one alternative remains.
Most individual decision making is done to solve problems (Harrison, 1998):

a) Strategies are used — plans or patterns to generate alternatives. If the complexity of
the situation is high in terms of time, information availability, recall capability; the
search for alternatives is simplified.

b) The process of problem solving is flexible throughout, till a balance is reached
between expected and actual results.

€) An individual’s personal characteristics including risk taking ability enters the

decision making process.
2.10.6 Group Decision Making

Group decision making has both, positives and negatives. It involves the discussion and
discovery of ‘causes’, ‘complexities’, and ‘consequences’. A group tends to take decisions
beneficial for the entire organization. Group decision making generates more knowledge,
and develops a deeper understanding of the issue at hand. However, reaching a consensus

may take time (Harrison, 1998).
2.10.7 Organizational Decision Making

Organizational and individual decision making are similar in many ways (Alexis &
Wilson, 1967 cited in Harrison, 1998). Like individuals, organizations too prefer simpler

rules of decision making to reduce stress induced by a complex process (Harrison, 1998).

It is here that we speak about managerial decision making. Managers take decisions by
virtue of being in a functional role, and also carry with them their individual characteristics
(Harrison, 1998).

Organizational decision-making process is considered to be ‘messy’ (Bass cited in
Harrison, 1998).

Some of the characteristics of organizational decision making are (Harrison, 1998):
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a) Programmed decisions involving well-structured patterns of search are usually
used. The more complex the decision making issue, the more extensive will be the
search process.

b) At unit level managers are given flexibility to make decisions. So the decision may
be optimal at the unit level but sub-optimal in totality.

c) Decisions are taken with the desire to minimize uncertainties.
2.11 MANAGERIAL DECISION-MAKING PROCESS

Managers have to make decisions in sophisticated situations (Anagnostopoulos, 2014).
How organizations make decisions has been well researched within the domain of
organization theory (Nutt & Wilson, 2010 cited in Anagnostopoulos, 2014). The concept
of decision making has been studied in various types of organizations and fields

(Anagnostopoulos, 2014).

Managerial decision making results in either or both of these outcomes (Harrison, 1998):

a) Change in organizational form or processes

b) Dedicating money, workforce, or physical resources
2.11.1 Perspectives on Managerial Decision Making (Harrison, 1998)

a) The integrative perspective: it passes through all managerial functions.

b) The interdisciplinary perspective: decision making draws from behavioural science and
the quantitative disciplines. The psychological factors influence the decision-making
process, such as: personality, propensity for accepting or avoiding risk, perception, the
subconscious mind.

c) The interlocking perspective: captures the concept of bounded rationality, wherein
decisions have to be made in imperfect conditions.

d) The inter-relational perspective: the decision-making process is linked with the total

process of management, more so at the level of planning and controlling.

Decisions made by the top management are important for the long term organizational
strategy, middle managers make decisions related to administration and operating

managers take day-to-day decisions (Harrison, 1998).

Recent research in organizational decision making has revealed that managers ask for

more information but use less of it. Also, there is an order in the disorder of decision
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making, in the sense that the solution may not completely address a problem, and affects
several areas or events in the organization. Further the decisions might be inconsistent and

imprecise (Harrison, 1998).

According to Tannenbaum (1950) the process of managerial decision-making entails;
awareness of behaviour alternatives, definition of behaviour alternatives, evaluation of

behaviour alternatives.

Blankenship & Miles (1968) explained decision-making as a complex process with inter-
related steps; identification of the problem, investigation of the problem and searching
information from the environment in order to generate solutions, selection of the best

course of action after analysing the information available.

Blankenship & Miles (1968) describe managerial decision-making behaviour in terms of
the frequency with which the manager initiates action with respect to the decision, gets
others attention to the problem, consults others about the problem, makes or approves the

final decision.

Managerial decision making involves alternative generation, evaluation, and selection
(Mintzberg et al., 1976 cited in Bayster & Ford, 1997).

Decision makers search for information, until the marginal value of collected information

equals the marginal cost of searching (Stigler, 1961 cited in Glazer et al., 1992).

When addressing problems, managers classify issues as threats or opportunities and
accordingly search for information in order to make decisions. For instance, in cases of
opportunities, managers look for more information and solutions than in case of threats
where they have limited information. Managers also classify issues based on function
(Bayster & Ford, 1997).

Decision making is a social process. This process includes authority and influence. The
value of authority depends upon its acceptance by those who are at the receiving end.
Authority is often accepted where conscious processes are not involved (Tannenbaum,
1950).

Glazer et al. (1992) found that at times managers indulge in ‘local decision-making’
process — the decision “may be optimal with respect to specific components of a larger

plan, but globally suboptimal with regard to ultimate outcomes and for the organization as
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a whole.” Additional information may not always help, as individuals have limited

cognitive ability.

Blankenship & Miles (1968) in an examination of 190 managers in eight different
company’s found that hierarchical position is the most crucial factor affecting decision
making behaviour. Span of control matters only to the extent the manager is dependent
upon his subordinates for decision making. Size has some impact on managers’ decision

making depending upon the hierarchical position of the manager in the company.

Wang et al. (2015) studied the managerial decision-making process in relation to charitable
donations in China from a policy perspective. They found that shareholders and
government impacted the decision positively. Less positive impact was found from
customers and competitors. Pressure from employees had a negative effect. Personal
values and perceived CEO attitudes toward charity were significantly related to charity

donation decisions.

Managers’ morale and accountability impact effective CSR implementation. Managers’
value systems are as important for CSR decision-making as the strategy and processes.
Managers influence other people within the organization; as a result the whole
organization is impacted by their decisions. The culture thus developed can either hinder

or support CSR principles (RemiSova & LaSakova 2014).

Ungson et al. (1981) stated the following types of cognitive approaches used by managers

for decision-making:

1) Normative approach refers to decision-makers values and beliefs.
2) Descriptive approach refers to how individuals process information to arrive at
decisions. Individuals cannot use all the information available due to limited

cognitive ability, and therefore simplify the situation by using selected information.

Boulding et al. (1994) stated that managers’ decisions depend on their perception of how
the stakeholders might react to decisions. Reynolds et al. (2006) has studied the managerial
decision process in balancing stakeholder interests. Managers might want to balance
stakeholder interests, but allocation of resource, and relative saliency of claims constrain

their decisions.
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In “within-decision making” approach the manager faces every decision as a singular and
independent unit. The “across-decision making” approach is more consistent with the
spirit of stakeholder management. It focuses on a series of decisions, rather than decision-
by-decision basis. Across-decision approach is more instrumentally valuable than the
within-decision approach. The across-decision making approach is also more ethical than
within-decision making approach. Managers select the approach which maximizes

stakeholder balance.

Marquardt & Hoeger (2009) differentiate between explicit and implicit attitude which
influences ethical decision-making. Explicit attitude has more to do with detailed and

rational ways of processing information than an implicit attitude, which is impulsive.

Conventionally, managers make decisions based on their personal judgement. They
combine experience and information from external sources and individual ability to come
to a solution (Weinwurm, 1963). Personal characteristics of the managers, characteristics
of a particular decision situation in question, economic conditions determine the decision
(Blankenship & Miles, 1968). Individual attitudes and demographic qualities are the
intervening variables which impact decision making behaviour (Blankenship & Miles,
1968).

Buzby & Falk (1979) cited in Teoh & Shiu (1990) found that institutional investors do not
consider Social Responsibility Information (SRI)for decision making. Mahapatra (1984)
cited in Teoh & Shiu (1990) found that investors prefer to be rational, rather than ethical in
their decisions. Human Resource as a social responsibility area is given more coverage
followed by community involvement, and environmental impact (Pang 1982, cited in Teoh
& Shiu, 1990).

2.12 MANAGERIAL DECISION-MAKING PROCESS IN CSR

Rache et al. (2013) investigated the various ways in which CSR can be organized in an
organization. CSR scholars rarely study such issues. This paper provides a theoretical
framework for the same. The authors argue that a new direction of CSR research emerges

that focuses on how CSR is organized by using different organizational tools.

Based on organization theory the authors have identified two ways of organizing: complete
and partial. Complete organizing includes organizational factors (Ahrne & Brunsson, 2011
cited in Rache et al., 2013):
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a) Membership: who can or cannot join the organization.

b) Hierarchy: used to discharge decision making duties.

c) Rules: members expected to follow — either formal or informal.
d) Monitoring: to ensure compliance to rules.

e) Sanctioning: positive or negative reinforcement.

Partial Organizing does not include all the above mentioned elements. It includes

partnerships, standards, government policies — regulations, social and governance impacts.

For the purpose of understanding partial organizing “standards” and ‘“cross — sector”

partnerships were studied.

Environmental, organizational, and managerial factors influence CSR decision making.
Both external and internal pressures drive CSR behaviour (Whitehouse, 2006). It has been
captured in figure 2.10 and 2.11 below (Tyagi & Mallya, 2016).

Figure 2.11: Broad Representation of Environmental, Organizational, and

Managerial Factors Influencing CSR Decision Making

Environmental Factors

Organizational Factors

»  Managerial Factors

Source: Tyagi & Mallya (2016), pp. 43
2.12.1 Environmental Factors

Decision-making is influenced by the organizational and environmental conditions
(Bommer et al., 1987; Finkelstein & Hambrick, 1996; Hambrick & Finkelstein, 1987 cited
in Wong, et al., 2011).

Critical aspects related to this factor are explained below:

CSR varies across countries. The National Business System (NBS) - political, financial,
education, labour, culture, affects the organizational structure (Matten & Moon, 2008)
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which in turn affects the decision-making process. NBS influences all the other aspects of

the external environment as well.

The extent of society’s development also impacts the level of CSR activities in the society
(Jamali & Mirshak, 2007). In developed nations the stakeholders (viz. customers, NGOs,
media, trade unions) are very vigilant, unlike in developing nations where the general
public is ignorant of their rights and unaware of the negative impacts of corporations
(Gugler & Shi, 2009).

Regulation drives CSR actions. Legislation is considered detrimental to CSR as it tends to
have a negative impact on how companies operate (Whitehouse, 2006). Kusku & Fraser
(2004) as cited in Dumitrescu & Simionescu (2014) state that lack of a legal framework

leads to varying CSR practices across countries.

Benchmarking against competitors also influences a company’s CSR decisions (Logsdon
&Yuthas, 1997; Maon et al., 2009). Falck & Heblich (2007) mention that a firm chooses to
have an exclusive stake if the CSR area is opportunistic, but if the area is too risky in the
long run to venture alone, then an inclusive stake is desirable. When a company
collaborates it affects the CSR dimensions.

Pedersen (2006) focuses on how organizations implement CSR by indulging in stakeholder

dialogue. The entire stakeholder management process is well explained.

Investment firms use CSR information for funding decisions (Matten & Moon, 2008; Teoh
& Shiu, 1990). Especially when the reputation of the firm is a concern, CSR related
information is considered by institutional investors (Teoh & Shiu, 1990).

2.12.2 Organizational Factors

CSR depends upon the company’s situation, capabilities, and means (Cramer et al., 2006;
Brown & Forster, 2012).

Organizational structure and culture help in guiding the decision-making process (Wood,
1991a; Swanson, 1999). Flat Structures can transmit information with respect to values
better than taller ones (Halal, 1994 cited in Swanson, 1999) and encourage decentralised
decision making (Frederick, 1995 cited in Swanson, 1999).

Centralization helps in better decision making but results in low CSP as the process is time

consuming, and conflict prone. In a decentralised system there is higher possibility of
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taking informed decisions and satisfying multiple stakeholders, thus resulting in high CSP
(Wong et al., 2011).

Commitment of a firm toward CSR also matters (Matten & Moon, 2008).

It is usually the leader of the organization or the CEOs who drive CSR (Jenkins, 2006;
Jamali & Mirshak, 2007; Jamali et al., 2009; Murrillo & Lozano, 2006), but this is not

always the case.

There is a positive relation between the number of board ties to reputed universities or
NGOs and substantive CSR practices (Perez-Batres & Doh, 2013).

Firm’s size, orientation of the management, and strategy of the company affect CSR
decision making (Carroll, 1991). Wu et al. (2014) too mention the importance of a firm’s

size in CSR decisions.

The maturity level of an organization impacts the kind of CSR activities it undertakes and
the thought behind it. Logsdon & Yuthas (1997) used individual moral development theory
for organizations indicating the intent and nature of CSR activities. Following are the
stages:
a) Pre-conventional stage: done to avoid negative consequences, and for self-
interest.
b) Conventional stage: done to comply with the laws, and meet industry
expectations.
c) Post-conventional stage: done to fill in the gaps not addressed by the law, value
based decisions are made.

Baumann-Pauly et al. (2013) explain Organizational integration of CSR through five
stages (based on Zadek’s 2004 organizational learning model) by:
a) Defensive/Denial: company’s refuse to accept responsibility for the social and
environmental impact of their business operations.
b) Compliance: company’s focus on complying with legal rules.
c) Managerial: marks the beginning of an understanding for corporate social or
environmental responsibility beyond legal requirements in a number of

Mmanagement processes.
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d) Strategic: company’s start realizing that that engagement in CSR could give
them a competitive edge and begin looking at a broader range of issues related
to CSR in a strategic manner.

e) Civil: companies are genuinely concerned about the issues and they are looking
for support to achieve CSR objectives. They initiate industry collaborations or

collaborations with civil society organizations.

CSR action is not always a top-down process. It can also be bottom-up or even lateral or
mixed (Wood, 1991 a; Sharp & Zaidman, 2010). In order to make decisions, information is
filtered and recalled. The way an organization justifies its actions reflects the way it filters
information (Basu & Palazzo, 2008). Subordinates detect information about the
environment and pass it on to senior managers and other employees. This information is
reselected if it passes through the hierarchical and group based decision processes
(Swanson, 1999).

Khan & Thomsen (2011) suggest the existence of the bottom-up approach in a supply

chain relationship between western countries and their suppliers from developing countries

Terms like “participation, inclusion, voice, involvement, collaboration, and partnerships,
and engagement” have been frequently used in CSR literature, thus indicating CSR as a

democratic process (Pedersen, 2006).

Depending on the way an organization defines CSR, its approach will differ. Every
company interprets CSR in its own way depending upon current or emerging values
(Cramer et al., 2006). The decision-making process encourages the use of values the
organization stands by (Carroll, 1991). Strategic conversations with stakeholders help a
company in identifying its values (Miles et al., 2006). Values enter decision making

through ‘perceptual filtering’ (Chin et al., 2013).
2.12.3 Managerial Factors

Managerial values are important to understand CSR practice (Waldman et al., 2006).
Values are a set of beliefs, norms, and behaviours (Hemingway & Maclagan, 2004).
Values are referred to as “collective assumptions and judgements about good and
bad”(Verlinde & Luijten, 2002 cited in Cramer et al., 2006). Values and beliefs influence

decision making, as they shape actions (Cramer et al., 2006; Triandis, 1995 cited in
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Waldman et al., 2006; Maon et al., 2009). Cultural factors predict the CSR values of
executives (Angus-Leppan et al., 2010).

Executives’ philosophy, personal values and beliefs influence a firm’s CSR strategy
(Miles, 1987 cited in Swanson, 1995; Swanson, 1995; Hemingway & Maclagan, 2004;
Cramer et al., 2009; Triandis, 1995 cited in Waldman et al., 2006; Maon et al., 2009).
Managers’ values, their personality, and their way of thinking facilitate strategic decisions,
which in turn are influenced by the context of those decisions (Finkelstein & Hambrick,
1996; Wally & Baum, 1994; cited in Wong et al., 2011).

Personal and organizational values are closely linked with social values (Hemingway &
Mclagan, 2004; Waldman et al., 2006).

It is debatable whether CSR decisions can be attributed to organizations or to managers.
Managers choose information which matches their values; referred to as ‘motivated
cognition’ in social psychology (Chin et al., 2013). Organizational characteristics affect
managers’ perceptions (Waldman et al., 2006). Managers are likely to sacrifice their values

for the organization (Bucar & Hisrich, 2001 cited in Payne & Joyner, 2006).

CSR decisions including policies are made by strategic leaders in the organization
(Finkelstein & Hambrick, 1996; Hambrick & Mason, 1984; Thomas & Simerly, 1994 cited
in Wong et al., 2011). It does not always happen that only CEOs make CSR decisions
(Finkelstein & Hambrick, 1996; Hambrick & Mason, 1984; Peterson et al., 2003 as cited
in Wong et al., 2011); the middle managers might also be involved (Maon et al., 2009).

There are three types of managers; immoral, amoral, moral (Carroll, 1991). Most managers
fall in the first two categories; moral managers are rare. Since CSR is a value laden activity

and managers are the decision makers, understanding their moral orientation is important.

Managers reflect their level of moral development through four key processes (Logsdon
&Yuthas, 1997); strategic formulation, distribution of resources and power, employee

socialization, reward systems.

CEOs create ‘moral credits’ by accumulating good actions. Lack of moral credits in the

past makes them indulge in CSR activities (Ormiston & Wong, 2013).

Interaction between the top management and boundary spanning employees is important

so that the top management is not intellectually isolated (Miles et al., 2006).
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Formal, unintended, entrepreneurial are the three types of discretion which managers
utilize in an organization (Hemingway & Mclagan, 2004). All are potentially linked with
CSR.

The political ideologies of a CEO affect CSR decision-making. A CEO with a liberal
political ideology will remain committed to CSR activities even when the company is not

doing well financially (Chin et al., 2013).

The power of the CEO vis-a-vis that of the Board affects decision-making. A CEO with

low power will have little impact on CSR decisions (Chin et al., 2013).

The CEQ’s founder status affects the decision-making process. A non-founder CEO will
find it difficult to cut through existing norms, practices, systems and the history of the
organization (Wu et al., 2014).

The nationality of the leader affects the strategic decision-making process. Cultures that
focus on long term orientation support innovation (Kim & You, 2013). Managers in
affluent countries favour shareholder related issues in their decisions, whereas managers in
poor countries focus on society at large. Managers in cultures valuing ‘institutional

collectivism’ value most aspects of CSR in their decisions (Waldman et al., 2006).

Top Management’s expectations get influenced by environmental factors. Top
management’s approach towards their stakeholders influences their perception of
institutional and organizational areas of CSR and its embedment. Ego, locus of control,
and field dependence moderates the effects of the stage of organizational moral

development on individual decision making behaviour (Logsdon &Yuthas, 1997).

Payne & Joyner’s (2006) study examined the effect of top management teams’ (TMTs)
integrative complexity and decentralized decision making on CSP. They state that both the
factors increase TMTs ability to gather information on, and attend to, stakeholder needs
thus resulting in higher CSP.

Explicit CSR is associated with autocratic leadership style, while Implicit CSR is
attributed to emergent and authentic style of leadership. Other leadership types mentioned
in CSR context are hierarchical, ethical, transformational, emergent, authentic, and shared

leadership (Angus-Leppan et al., 2010).

External environmental factors affect the leadership style (Angus-Leppan et al., 2010).
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Based on the above literature, Tyagi& Mallya (2016) developed a conceptual framework

in the CSR decision-making process, as shown in figure 2.12.

Figure 2.12: Framework for CSR
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2.13 MANAGERIAL DECISION-MAKING PROCESS IN CSR IN EXTANT
LITERATURE

CSR has been described as a decision-making process in literature (Davis, 1960; Steiner,
1971; Davis, 1973 as cited in Carroll, 1999). Some researchers claim corporate social
performance is a social process, while others place CSR in the area of outcomes (Wood,
2010; Carroll, 1991; Swanson, 1995, 1999).

Since corporates are centres of power and decision-making, their contribution in CSR is
very important (Jamali & Mirshak, 2007). The internal decision-making approach of an
organization, which is not easily visible, is reflected in its CSR activities (Dumitrescu &
Simionescu, 2014). In order to assess CSR it is important to look at the process of decision
making instead of looking at the outcomes, as that can be misleading (Basu & Palazzo,
2008).Reasoning coupled with motivation results in decision making. Consequences are
also considered (Wood, 1991a).

Hemingway & Maclagan (2004) state that a firm’s approach towards CSR might be driven

by performance, stakeholder, or motivation.
As per Cramer et al. (2006) there are three approaches to CSR:

a) Compliance strategy: refers to following the laws of the land.
b) Integrity strategy: refers to the values of an organization that direct behaviour.
c) Facilitating strategy: it is a combination of compliance and integrity strategy. It

focuses on dialogue with stakeholders

Researchers suggest a combination of all three strategies rather than using one exclusively.
This would help in decision making by the people concerned, based on their position,

insights, and responsibilities.

The CSR Theories and Models section discussed earlier in this Chapter provides a broad
framework within which managers make decisions regarding CSR. Wood’s (1991 a, b)
model is a significant advancement in CSR research. It indicates broad areas of CSR
decision making. Swanson (1995) added decision-making process and values to Wood’s
(1991 a, b) CSP model.

Jamali & Mirshak (2007) integrated Carroll’s (1979) model and Wood’s (1991 a, b) model
in order to understand CSR in Lebanon. Managerial discretion is active in all domains, but
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more so in the discretionary domain. In the same study it was found that the principle of

legitimacy and managerial discretion was mentioned frequently as a motivator.

Table 2.8: Integration of Wood (1991 a, b) and Carroll’s (1979) CSP Model

Domains

CSR Principles

Processes of

Responsiveness

Outcomes of
Corporate

Behaviour

Cell 1: Economic

Social Legitimacy

Environmental

Social Impacts

Public Assessment Social Programs
Responsibility Stakeholder Social Policies
Managerial Management
Discretion Issues Management

Cell 2: Legal Social Legitimacy Environmental Social Impacts
Public Assessment Social Programs
Responsibility Stakeholder Social Policies
Managerial Management
Discretion Issues Management

Cell 3: Ethical Social Legitimacy Environmental Social Impacts

Public
Responsibility
Managerial
Discretion

Assessment
Stakeholder
Management

Issues Management

Social Programs

Social Policies

Cell 4: Discretionary

Social Legitimacy
Public
Responsibility
Managerial

Discretion

Environmental
Assessment
Stakeholder
Management

Issues Management

Social Impacts
Social Programs

Social Policies

Source: Jamali & Mirshak (2007), pp. 248

Based on Lewin’s Model of Change, Maon et al. (2009) proposed a framework for
designing and implementing CSR. Top management recognizes the need for change at the
sensitization stage, and CSR planning takes place at the unfreeze stage. This framework
helps managers to success factors.

identify the critical CSR development and

implementation can be considered similar to a situation of organizational change and
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development, which requires analysis and inclusion of the stakeholder concerns and

demands. Managers need to be aware of the context and expectations. In earlier studies the

role of stakeholders was not clear.

Figure 2.13: Framework for design and implementation of CSR
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Anagnostopoulos et al. (2013) developed a theory for CSR decision-making in corporate

foundations in sports in the U.K. using Grounded Theory Methodology. The study

identified four micro-social processes - harmonizing, safeguarding, manoeuvring, and

transcending, which were together termed Assessable Transcendence.

Figure 2.14: CSR Decision-making Theory in Sports Organization
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a)

b)

Harmonising: Managers’ decision-making is dependent on the prevailing conditions at
a particular point in time, depending upon which they adjust their actions. Managers
have to be flexible in their decision-making processes. Decisions depend upon the
resources available. This process is concerned with social performance and is related to
output, outcomes, and impacts. Eventually managers try to respond to social needs and
demands.

Safeguarding: A set of reasons form the basis for decisions. Appreciation from the

foundations plays a crucial role — the actions should help the parent club. This might
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result in some kind of a support from the club. The image of the foundation and the
parent company needs to be preserved.

c) Manoeuvring: Managers have to deal with situations in a tactical way. There are
challenges and constraints which managers have to face. Constraints can be from
internal or external sources. Thus, managers use tactics to overcome constraints and
thus abate the challenges. Tactics can be either soft (indirect) or hard (direct).

d) Transcending: Passion and trust enhance the CSR decision-making process.
2.14 VALUES AS PART OF THE DECISION-MAKING PROCESS

Hemingway & Maclagan (2004) took motives for CSR into account. Managers’ personal
values shape the formulation and implementation of CSR activities. External factors are
not the sole initiator of CSR decision making in private companies. Managers’ discretion
reflects their personal values. “It is debatable whether the actions are by individuals or the
corporate; or whether the organization is an agent and managers are the decision makers;

or whether the term corporate should be changed in the context of CSR.”

Swanson (1999) discussed about integrating the normative and descriptive approaches for
coherent theory development. A three part research strategy reformulates responsibility
and responsiveness so that there is continuity of meaning. Thus CSP topics are organised
according to values, conceptualized as decision based value processes, and interpreted as
two ideal types of responsiveness or contrasting frames of reference for theory
development.

Weick (1969) cited in Swanson (1999) describes three decision processes of values across

individual, organizational, and societal level:

a) Selection: filtering of data by decision makers so that unclear of information is
reduced.

b) Retention: determines what information decision makers can recall for further use.

c) Enactment: processing of information by organizational participants ultimately
creates the environment to which an organization adapts (Scott 1987).

Weick’s perspective can be applied to responsibility and responsiveness: social values
pertaining to responsibility are subject to decision processes, which result in the enactment

of environments to which organizations respond.
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Enacted Responsiveness involves (Swanson, 1999):

1)

2)

3)

4)

The executive’s normative orientation to social policy: personal values of senior
managers influence corporate social policy formulation. Implementation of policy
impacts the legitimacy of the organization. This can also influence enacted
responsiveness of values by impacting selection and retention of values by the
organization.

Formal organizational decision making: executive values are communicated through a
chain of command, setting the range for the subordinate’s decision making discretion
(Simon 1957). There are three value types:

a) Operative — decision makers rank as highly important, and are deemed successful in
organizational life. They have the greatest impact on decisions. Ambiguity in
information is reduced.

b) Adopted Values — subordinates observed as being successful in organizational life,
but not ranked important. Not internalised, still selected and activated along the chain
of command.

c) Intended Values - highly important but do not fit the subordinate’s organizational
experience. These values are not permissible and are not considered useful and are
rarely selected to be instrumental in problem solving. Not activated in hierarchical
decision processes. They are retained instead, as inactive, or latent.

Informal organizational decision making: values strongly influence the processes by
which groups in the organization try to solve problems and tasks posed by the
environment. Organizational culture helps determine enacted responsiveness.
Managers use primary and secondary means to signal which values should be selected
as operative or adopted or suppressed. Primary is what executives pay attention to and
are their criteria for recruitment and promotion. Secondary refers to design of
organizational structure, systems, and procedures, as well as executive statements
about organizational philosophy (Schein, 1985). Executives can influence retention by
positive reinforcement — rituals and ceremonies. This form of retention is called
maintenance.

External affairs management: it is important for enacted responsiveness. External
affairs subordinates detect information about the environment which they pass on to
senior managers and other employees. It is a value detecting instrument. This

information is reselected if it passes through the hierarchical and group based decision
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processes. The value laden information determines an organization’s response to the

external environment.

Two Ideal Types of Responsiveness (Swanson, 1999): Neglect and Value Attunement.
Neglect refers to fallacies posed by integration dilemma. Value Attunement refers to the
potential for blending the normative and descriptive approaches to business and society.
Attunement denotes the possibility that the organization can select and recall many values
for learned responses to their environment. Attunement ameliorates theory building
problems in many ways. The immunization problem is redressed, because instrumental
means of policy are not severed from normative considerations. It seeks to understand
social values than just comply with social pressure. Attunement brings responsibility and

responsiveness together for theoretical integration. It follows means-end logic.

The Need for a Theory of Values (Swanson, 1999):Attunement needs to be based on
understanding those values that enhance community good. Managers’ mind-sets hold

normative and descriptive together.

Frederick’s (1992, 1995) cited in Swanson (1999) mentioned five value clusters namely;
economizing, ecologizing, power aggrandising, technological values, x-factor (set of all

values held by individuals in an organization).

As per Frederick (1995) cited in Swanson (1999), flatter structures might mitigate the
power aggrandising behaviour in organizations that deviate from retention, selection, and
enactment of constructive values. They can transmit information with respect to values
better than taller ones (Halal, 1994 cited in Swanson, 1999).
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Figure 2.15: Value Attunement
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“«“

ow company’s attempt to position CSR in their own organizational structure and

reflect it in their own norms and values, has received little attention until now.” (Swanson,

1999)

Every company defines or interprets CSR in its own different way, based on current and

emerging values. Knowing to what extent CEOs values affect decision making is of

practical significance. It is even more important with respect to theoretical tensions (Chin

et al, 2013):

a) Neoclassical Economics (as summarized in Teece & Winter, 1984; Augier &

Teece, 2009): firms act depending upon the situation, managers having little or no

role.

b) New Institutional Theory/Population Ecology Theory (for example, DiMaggio and

Powell, 1983): Managers have limited impact on outcomes due to isomorphic

constraint and inertial forces.

c) Agency Theory (Jensen & Meckling, 1976; Eisenhardt, 1989): Managers have a

significant impact on outcomes by way of their personal preferences and therefore

the owners need to make sure that this doesn’t happen, as managers tend to serve



their own and not the owners’ interests. To avoid such problems, owners can install
monitoring or incentive schemes.

d) Upper Echelons Theory (Hambrick & Mason, 1984; Hambrick, 2007): Executives
do bring in their own value judgements but they differ from one another. Strategic
Decision Making is more subjective in nature than technical. Managers have their
own perceptions based on their values, experiences, and personalities, which
eventually impacts their choices. A lot of research has been done on CEOs

experiences, few on CEOs personalities, and even fewer on CEOs values.

Though researchers have recognized values as an important factor determining managers’
actions, it is difficult area to research as it not easily observable. Also ‘virtually anything

can be explained as a matter of tastes.

“Executives’ values might indeed influence corporate actions, but theory research in
support of this premise will be stymied until—and unless—some robust, centrally
important values dimensions can be identified and valid exante measures of such

constructs can be developed....” (Chin et al., 2013).
There are two ways in which values can enter executives’ decisions (Chin et al., 2013):

a) In their choices post considering various alternatives.

b) Through “perceptual filtering” — this is an indirect way in which choices are
affected. Here managers select information that suits their values. This is called
“motivated cognition” in psychology — i.e. executives see what they want to see
and hear what they want to hear.

At the highest level, a person is able to reason morally based on universal ethical

principles. Studies have found that most people do not reach this highest stage.
2.15 SENSEMAKING
2.15.1 The Sensemaking Theory

The theoretical base of the sensemaking process is provided by Weick (1995). He shifted
the focus from structure to process in organizational theory (Cramer et al., 2006).

69



Seven properties of sensemaking are; grounded in identity construction, retrospective,
enactive of sensible environments, social, ongoing, focused on and extracted by cues,

driven by plausibility rather than accuracy (Weick, 1995).
2.15.2 The Sensemaking Process

Sensemaking is a “process by which individuals develop cognitive maps of their
environment” (Ring & Rands, 1989 cited in Basu & Palazzo, 2008). Since managers are
the decision makers, how they “think, discuss, and act” in relation to CSR should be
understood (Basu& Palazzo, 2008).

Firms’ decisions on CSR emerge from managerial sensemaking of CSR (Angus-Leppan et
al., 2010). It is a social process and also makes the approach toward CSR proactive
(Schouten & Remme, 2006). The focus is on the process: how the organization interacts
with its stakeholders (Pater & Van Lierop, 2006).

At an individual level, sensemaking consists of organizing and categorizing experiences by
the use of language labels. It is the same at the organizational level too, but the

complexities increase (Schouten & Remme, 2006).

Sensemaking interpretations vary across company’s and stages (Schouten & Remme,
2006).The sensemaking process occurs within an organization when people are facing
uncertainty and ambiguity (Weerd, 2001 cited in Van der Heijden, 2010; Wong et al.,
2011). “Sensemaking is seen as an important and relevant theory of meaning and action
because of ambiguities around CSR and CSR practice.” It is a potential internal
institutional determinant of CSR and therefore, worthy of investigation in the CSR context
(Angus-Leppan et al. 2010).

Sensemaking and CSR are built on the fact that human beings form the building blocks of
organizations, and a social element exists. The concept of sensemaking helps in
understanding the process of CSR incorporation in an organization better (Schouten &
Remme, 2006).

Collective sensemaking occurs when information is collected from stakeholders and a
common frame of reference is developed (Pater & Van Lierop, 2006).There is also a
concept of sensegiving. Here there is an ‘intense information flow’. It can also be referred

to as “issue selling” (Van Lierop, 2006).
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Managerial behaviour is a result of the sensemaking process, which according to Bayster
& Ford (1997) consists of three steps, viz. Scanning and Search, Interpretation and

Classification.
Cramer et al. (2006) mentions five types of sensemaking processes:

a) Pragmatic Sensemaking: the change agent translates principles into clear and tangible
goals, and also clearly specifies the dos and don’ts. Here the change agent has respect
for environment and individual responsibility.

b) External Sensemaking: the driving force here is public perception; therefore external
communication is given importance. Here change agents often represent Public
Relations and Communications Departments.

c) Procedural Sensemaking: companies that work in a systematic way implement CSR in
strategic quality and management systems. The existing systems are complemented by
audits, targets, and manuals.

d) Policy-oriented Sensemaking: the focus is on integrating CSR dimensions in the
company’s policies/mission statements. CSR is seen as a strategic decision at the
corporate level.

e) Values-driven Sensemaking: such company’s develop their own interpretation of CSR
based on their underlying values and beliefs. It is not related to the ethical principles of
the organization.

The above list is non-exhaustive. CSR interpretation largely depends on the values and
norms present in an organization. Implementation of CSR is not sector-related but
dependent on cultural aspects. A result-oriented agent focuses on awareness. CSR acquires
a company specific meaning with emotional, functional, or practical value only after
developing an understanding of CSR within the organization.

As the sensemaking process continues, the identity of CSR will develop and gradually
percolate to people both, inside and outside the organization. The meaning given to CSR
stems from the change agents’ own values and norms. The ability of an organization to
integrate CSR will depend on trial and error, personal preferences, and use of dedicated
language by the change agent. With the passage of time and activities, companies develop
a sharper image of CSR.
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Van der Heijden, Driessen, & Cramer (2010) found that CSR sensemaking process in the

organization can be described in the following three stages:

Stage 1: Exploring - resolving uncertainty and ambiguity; here information is collected,

and meetings are conducted.

Stage 2: Translating — change agents play an important role here. Language is used to

drive action.
Stage 3: Embedding

Basu & Palazzo (2008) stated that cognitive, linguistic, and conative factors make up the
sensemaking process, which defines the CSR character of the firm.
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1) Cognitive: thinking about the organization’s relationship with its stakeholders and
the world at large, and the rationale with which CSR activities are decided upon.
1.1) Identity Orientation: shared beliefs, values and norms that keeps people in

the organization together, and enables them to make sense of the world. Shared
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perception refers to “who we are”. Brickson (2007) identifies 3 types of identity
orientation:

a) Individualistic: belief about oneself — for example “the best”

b) Relational: consider as partners of stakeholders — for example “committed to
customers”

c) Collectivistic: members of a larger group, beyond stakeholders — for example
“elimination of poverty”

1.2) Legitimacy: three approaches —

a) Pragmatic: convincing stakeholders of the organization’s decisions.

b) Cognitive: actions aligned with perceived social expectations. Adaptive process
called ‘isomorphism’.

c) Moral: under an uncertain environment (fundamental social change) organizations

co-create acceptable norms with the relevant stakeholders.

2) Linguistic: ways and means of explaining and sharing information with others.

2.1) Modes of Justification: gives an insight in to why organizations act the way they
do. The way an organization justifies its actions reflects how it interprets its relations
with its stakeholders and society in general, and also the way it thinks about a certain
issue. Justification also tells how an organization filters information from the external
environment, perceives conflicts, and responds to the demands — the overall language

game.

Ashforth and Gibbs (1990) list three variants of language games:

a) Legal: the organization can defend itself against critics by citing legal reasons.

b) Scientific: the organization can defend itself against criticism by citing ‘neutral
experts’.

c) Economic: the organization highlights tangible contribution to stakeholders to
defend itself.

Legal and Scientific — does not facilitate dialogue, it only helps in defending.

A fourth type of justification can be — ethical (cosmopolitan/higher order interests) —

e.g. human welfare.

2.2) Transparency: Balanced (both positive and negative information given; giving

reasons), Biased (only favourable information given). Providing a lot of information

does not mean that it is balanced in nature.

74



3) Conative: the organization’s behavioural posture including the commitment and
consistency in activities it takes up.

3.1) Posture: refers to how the response is made, revealing the organization’s

character. Cost-benefit match between corporate values and that of critics is considered

in deciding on the posture. When faced with criticism, the corporation may act in either

of three ways: Capitulation, Resistance, Pre-emption.

Three dominant posture types:

a) Defensive: no feedback considered — always right.

b) Tentative: inexperience with an issue — other may feel that the organization is not
serious.

c) Open: willing to listen, share, and respond to others to bring out real change.

3.2) Consistency: 2 aspects:

a) Organization’s overall strategy and its CSR activities

b) Organization’s strategy and its CSR variety during any period of time.

Thus an organization can be strategically consistent or inconsistent with respect to its

CSR activities.

3.3) Commitment: it is critical in embedding an activity in its culture. Three types:

a) Organizational Leadership: driving force

b) Its depth: extent of manifestation across various activities

c) Its Span: beyond the firm — includes the entire supply chain.

Weiner (1982):

a) Instrumental Commitment: derived from external incentives.

b) Normative Commitment: derived from internal and moral considerations.

Weaver et al. (1999) considered Normative commitment to be more important for

incorporating responsible corporate processes into daily activities.
2.16 SUMMARY

CSR does not have a common definition; however there are certain CSR dimensions that
are commonly cited such as environment and social concerns. The ‘3P’ concept, People,
Planet, and Profit forms part of another related concept called CS. CSR is a part of CS.
CSR is used mostly with regard to social aspects. There are many other terms used, which

overlap with CSR such as corporate citizenship, corporate responsiveness, CSP, CR.
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CSR practices vary depending upon the approach adopted, which in turn largely depends

on the motivation behind doing CSR activities.

CSR is considered to be difficult to research, as the field is still evolving and depends on
other fields or disciplines for its growth. CSR research has mostly appeared in the domain
of business ethics. Most of the CSR research has been carried out in the environment

domain.

Researchers have captured the evolution of CSR and have pointed out that the concept has
changed in meaning and practice from philanthropy in the 1950s to sustainability in this

century.

Various CSR models and theories exist in literature. Carroll’s (1979) model was the first.
Scholars such as Sethi (1979), Watrick & Cochran (1985), Swanson (1995) went on to
improve the models. Wood (1991 a, b) model is the most widely referred model, as it

includes the CSR processes.

The concept of CSR is now spoken of with respect to stakeholder management. This
makes the process more effective. Stakeholders can be identified by prioritizing them. One
such assessment technique was developed by Mitchell et al. (1997), which suggests
classifying stakeholders based on urgency, power, and legitimacy.

The decision-making process is generic, dynamic, and continuous in nature. Taking
decisions involves behavioural actions at all hierarchical levels, and at individual, group,
and organizational levels. There exist various decision typologies and models. Decision
making depends on other disciplines for its development. The managerial decision-making
process has been described as comprising four steps, viz. identifying the problem,
collecting information, generating alternatives, and selecting the best alternative.

Managerial decision-making process in CSR exists in literature, but only in terms of broad
frameworks. One such comprehensive framework is by Maon et al. (2009) where the
organizational change model and the Plan-Do-Check process are integrated. Tyagi&
Mallya (2016) have also provided a broad CSR decision making framework highlighting

the environmental, organizational, and managerial factors.

The sensemaking theory was developed by Weick (1995) in the domain of organizational
theory in order to understand the process aspect of it. It is about how managers think,

76



discuss, and act. This managerial process helps in understanding the decision-making
process at the micro-level better. Basu & Pallazo (2008) developed a sensemaking process
for CSR to understand CSR from a process perspective. The three dimensions are:

cognitive, linguistic, and conative.
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CHAPTER 3
SETTING THE CONTEXT
3.1 PURPOSE

This chapter is an extension of the previous chapter, but has been separated out so as to
focus on the context of the present study. This chapter provides details on the condition of
CSR in a developing country context in which this study has been conducted. The
Companies Act, 1956 was amended in 2013, making CSR mandatory in India. The
Chapter provides an overview of what CSR has been and currently is, followed by the
legal aspects of CSR formulation and implementation. A brief on the socioeconomic

conditions of Goa has also been given.
3.2CSR IN A DEVELOPING COUNTRY CONTEXT

Blowfield & Frynas (2005) cited in Khan & Thomsen (2011) provides a comprehensive
definition which covers CSR orientation in both, the developed and developing world. It

includes the following aspects:

a) Companies have an obligation towards society and the environment beyond legal
requirements.

b) Companies have an obligation toward those with whom they carry out their
business.

c) Businesses should manage their relationship with society in general.
Some CSR definitions formulated to suit the developing country context are:

e “the formal and informal ways in which businesses make a contribution to
improving governance, social, ethical, labor and environmental conditions of the
developing countries in which they operate, while remaining sensitive to prevailing
religious, historical and cultural contexts.” (Dumitrescu & Simionescu, 2014).

e The World Business Council for Sustainable Development (2011) views CSR as
“the commitment of business to contribute to sustainable economic development,

working with employees, their families and the local communities.” (Dumitrescu &

Simionescu, 2014).
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Asian countries have developed their own CSR systems (Chambers et al., 2005). CSR
activities in Asia vary considerably across countries and even within the same region
(Chambers et al., 2005). This can be attributed to cultural differences and national factors
of a country. There should therefore be a country specific model for CSR. Framework

development is a major issue in developing countries.

Many companies indulge in good social responsibility practices due to their ‘heritage,
national origins, corporate culture, and managers’ moral sensibilities’ (Mirvis, 2012) as is
the case with countries like India. Cultural differences influence the way CSR is perceived
and practiced by corporations and thus CSR models vary within and across countries
(Aaronson & Reeves, 2002 cited in Albareda et al., 2007).

Developing countries do not have a CSR framework of their own, nor are there any
particular standards for measuring its impact. There is no confirmation of whether

companies really benefit from CSR (Jamali & Mirshak, 2007).

There is lack of overall understanding of CSR (Kumar, 2004 cited in Dumitrescu &
Simionescu, 2014) and CSR is laissez-faire. CSR and philanthropy are considered to be
synonymous (Matten & Moon, 2008; Jamali & Mirshak, 2007). Firms are not even able to
adhere to the basic requirements by law (Khan & Thomsen, 2011); implementing CSR
seems to be a farfetched idea. Stakeholders are inexperienced and more coalitions take
place to watch corporate behaviour unlike in developed countries (Dumitrescu &
Simionescu, 2014).

MNCs’ involvement in CSR has been mixed in developing countries (Jamali, 2010). Their
CSR practices are majorly philanthropic instead of strategic (Gugler & Shi, 2009).
Developing countries do not prefer to implement the western way of CSR. MNCs find it
difficult to match the CSR standards set by their western counterparts (Dumitrescu &
Simionescu, 2014). In case of maintaining CSR standards in the supply chain, companies
from developed countries tend to overlook the opinion of local manufacturers. The
suppliers from developing countries find matching the CSR standards of the companies
from developed countries very costly and the costs are not shared by the western
companies (Khan & Thomsen, 2011).

Although private sector involvement is very important for CSR development, contextual
factors hinder their participation. Private companies need to be strategic and determined to
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work within the prevailing constraints (Gugler & Shi, 2009). The political environment

often distracts companies from CSR activities (Jamali & Mirshak, 2007).

MNCs are often more powerful than the government in developing countries and can
therefore have a larger and better impact on society. This is important as governments in
many developing countries are either ‘absent’, ‘corrupt’, or ‘lack resources’ for the
upliftment of the underprivileged. Thus it becomes an obligation for multinationals to
participate in the development of the country they are operating in, in ‘legal’, ‘ethical’, and
‘responsible’ ways. Developing societies are in dire need of such companies to act

proactively (Jamali & Keshishian, 2008).
3.3CSR IN INDIA

“While the western world believed that the business of business was just business, the

Indian ethos was far removed from the thought.”(Subramaniam & Gaur, 2016).

Social responsibility is deeply embedded in the Indian culture (Subramaniam & Gaur,
2016). CSR activities have been practised in India for centuries (Kumar et al. 2016;
Vamsy, 2016). Many Indian firms have been executing CSR initiatives for years, more so
by setting up trusts (Gupta and Gupta, 2008 cited in Kumar et al. 2016). The concept of
CSR has undergone an evolution; from charity and philanthropic perspective in the 1990s-
2000s to a strategic one now (Gupta & Gupta, 2008 cited in Kumar et al. 2016;
Subramaniam & Gaur, 2016).

In the current decade, sustainability has been the focus (Subramaniam & Gaur, 2016).
While companies in the West are capitalistic, Indian firms are also governed by the
altruism aspect (Atale & Helge, 2014).

Expectations of the government and the public from companies, has also led to this
changed view of CSR (Mohan, 2001 cited in Kumar et al., 2016). This is due to the
incidents of corporate resources being used inappropriately, power politics, limiting
economic benefits to self, etc. (Subramaniam & Gaur, 2016). Liberalization has placed
expectations on private companies to participate actively in CSR (Gupta & Gupta, 2008
cited in Kumar et al., 2016). In the last twenty years stakeholders’ expectations from

corporates have increased substantially (Subramaniam & Gaur, 2016).
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As per Planken et al. (2010) cited in Ghosh (2016), most Indian companies focus on local
community developmental initiatives (Chambers et al., 2005). CSR activities that Indian
firms carry out are, in order of priority, Environment Protection, Sustainable Development

and Local Community Support (Narwal & Singh, 2013 cited in Kumar et al., 2016).

The Ministry of Corporate Affairs proposed voluntary CSR guidelines in 2009 in an
attempt to ensure that companies pay attention to their stakeholders and society (Chaudhri,
2016). The guidelines suggested that companies go beyond philanthropy and laws, and
advised corporates to formulate a CSR policy and focus on engaging stakeholders.
Organizations were also urged to allocate a certain amount toward CSR activities and
maintain communication with stakeholders (Corporate Social Responsibility Voluntary
Guidelines, 2009 cited in Chaudhri, 2016).

In 2010, the Department for Public Enterprises (DPE) made CSR mandatory for public
sector companies. One of the reasons was that they were sitting on cash reserves of billons
of rupees (Atale & Helge, 2014).

The Government of India (GOI) has now incorporated CSR in the law under section 135 of
the Companies Act 2013. Every company that has a net worth of INR five billion or more
(USD hundred million or more), or a turnover of INR ten billion or more (USD two
hundred million or more), or a net profit of INR fifty million or more (USD one million or
more) has to spend two percent of the average net profit on CSR activities. As per the Act,
the company must constitute a CSR committee: the Act also provides comprehensive
guidelines on the scope of CSR activities. It is considered to be a landmark initiative by the
government and the first of its kind in the world (Kumar et al., 2016; Subramaniam &
Gaur, 2016).

3.4 BACKGROUND OF GOA

Goa is one of the smallest States of the Indian Union, but is one of the most advanced
States in terms of practically all development indicators. As per the Reserve Bank of India
(RBI) Governors Committee’s Multi-Dimensional Index of Backwardness, in 2013 Goa
was ranked the least backward state in the country. Goa is far better off than other Indian
states particularly in the areas of education, poverty, and health (Business Standard, 2013).
Goa has one of the highest per capita incomes in the country — three times the national

average.
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As per Goa Development Report (Planning Commission, Government of India, 2011), the
poverty ratio in 1999-2000 was the second lowest in the country after Jammu and
Kashmir. On most demographic indicators such as like the literacy rate, gross enrolment at
all levels of education, maternal mortality rate, female mortality rate, infant mortality rate

etc. Goa is way ahead of most other States in India.

3.5 SUMMARY

CSR has not been studied in a developing country context. The differences in the culture
of developing countries from that of western countries, suggests the need for a separate
CSR framework for developing countries. Developing countries like India are highly
diverse, one region is different from another and consequently societal needs and CSR
practices also differ. The role of corporates in such countries is very important given the
quantum and size of social issues the government has to deal with.

The concept of CSR in India has evolved from merely being a charitable act to being a

strategic issue. India is the first country in the world to make CSR mandatory.
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CHAPTER 4
METHODOLOGY
4.1 PURPOSE

This chapter first provides a review of methodology in CSR research. Then, it justifies the
use of qualitative approach for the purpose of this study. Subsequently, the Grounded
Theory Methodology (GTM) is explained. There are many aspects which are common to
qualitative research, but are not covered in the literature or text on GTM. Those are
covered in the section on ‘other practical considerations’. Overall, those aspects of
methodology which are of particular interest to this research and have been implemented
in practice are described in detail. Operational definition used for this study has also been
included. The section following that provides insight in to the practical application of
GTM for this study. The chapter ends with a section on research ethics.

4.2 REVIEW OF METHODOLOGY
4.2.1 Current Status of Methodology Used in CSR Research (Taneja et al., 2011)

e Most research in CSR is qualitative in nature. However, the trend is shifting

gradually towards quantitative studies.
e Secondary database source is popular in qualitative research design approach.

e Survey, structured and semi-structured questionnaires, intensive interviewing,

observation are also popular.

e Most studies do not state any hypothesis or research questions and have not carried

out any validity or reliability test.

e Multiple data analysis techniques have been used for both qualitative and

guantitative techniques.

e Regression analysis, correlation analysis, factor analysis, variance analysis are

other popular methods among CSR researchers.

e In the case of qualitative analysis, content analysis, analysis using case

exemplification, view-point analysis have been used.
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“For the development of full-fledged critical theories of CSR, researcher efforts
are required to be joined with practitioners to conduct action researches based on
the control group case studies along with historical analysis, and expert/Delphi

/intensive interviewing.”
4.2.2 Suggestions on the Use of Methodology for CSR Research

e More qualitative research is needed to understand the underlying CSR mechanisms
(Aguinis & Glavas, 2012).

e Use of qualitative techniques is common in the study of sensemaking (Schouten &
Remme, 2006; Cramer et al., 2006).

e Qualitative methodology to be used for research at individual level in CSR
(Aguinis & Glavas, 2012).

4.3 WHY QUALITATIVE RESEARCH?

The research approach adopted depends upon the nature of research questions and
objectives (Jankowicz, 1991 cited in Ghauri et al., 1995).

Qualitative research is useful when one wants to study a “social process” (Gephart, 2004).

“Research problems focusing on uncovering a person’s experience or behavior or where
we want to uncover and understand a phenomenon about which little is known, are typical
examples of problems requiring qualitative research...qualitative methods are most
suitable and can provide intricate details and understanding...”(Strauss & Corbin, 1990
cited in Ghauri et al., 1995).

Qualitative research is most appropriate when a research requires an “in-depth insight into
a phenomenon. ”(Ghauri et al., 1995).

The characteristics of qualitative research approach which make it suitable for the purpose
of this research are (Reichardt & Cook, 1979 cited in Ghauri et al., 1995):

a) The objective is to understand the process from the respondents’ perspective.
b) It adopts interpretation and rational approach.
c) It helps in getting a subjective “insider view” and enhances the researchers

intimacy with data.
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d) Itis explorative in nature.
e) Itis process oriented.

f) It helps in getting a holistic picture of the phenomenon under study.

The nature of the current research objective and questions require a qualitative research
process, as the aim is to understand the decision-making process. The research seeks to

answer the ‘how’s’ of the managerial decision-making process.

4.4 GROUNDED THEORY METHODOLOGY (GTM)

The methodology selected for this research is the “Grounded Theory Methodology”.
4.4.1 What is it?

Grounded Theory was discovered by Glaser and Strauss in 1967.“It is a practical method
for conducting research that focuses on the interpretive process by analyzing the actual

production of meanings and concepts used by social actors in real settings.”(Suddaby,

2006).

“Grounded theory methodology has been around for a long time and provides a tried-and-

true set of procedures for constructing theory from data.”(Corbin & Strauss, 2015).
4.4.2 Why GTM?

There is an absence of theory in managerial decision-making process in CSR, particularly

in a developing country context. So in this regard GTM would help:

a) to see the world of CSR decision-making through the manager’s perspective, and
b) to decipher the micro-social process contained therein.

4.4.3 The Straussian Variant

GTM was discovered in 1967 by Glazer & Strauss; however over time, the two developed
differences in their way of implementing the methodology. Strauss brought more system to
GTM which was refuted by Glazer saying that it goes against the basic foundation of GTM
— the research process has to be emergent in nature. Various scholars have interpreted
GTM differently and have also improved upon the same or adapted the methodology to
suit their field of research. This study follows the Straussian variant, as it is the most used
variant of GTM (Khambete & Athavankar, 2010). Also, for a novice researcher, the
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Straussian variant is more apt as it lays down the steps involved in the process.
Anagnostopoulos (2014) used GTM to conduct research in the managerial decision making

area, the context being different.

Straussian variant of grounded theory; “..(a) it identifies a specific phenomenon to be
studied before the researcher enters the field; (b) it employs specific and structured
procedures of analysis that particularly aid inexperienced grounded theory researchers;
and (c) it takes into consideration the wider structural conditions pertaining to a
phenomenon” (Anagnostopoulos 2014). It is deeply rooted in symbolic interactionism,
which emerges from pragmatism. Symbolic interactionism means that people create realty
through interactions. Pragmatism means that reality is a product of interpretation.
Symbolic interaction is associated with social constructionism. Social constructionism

means that people create reality through individual and collective actions (Charmaz, 2006).

Some key terminologies in GTM (Strauss & Corbin, 1998):

’

a) Phenomenon: “Central ideas in the data represented as concepts.’

b) Concepts: “The building blocks of theory.”

c) Categories: “Concepts that stand for phenomena.”

d) Properties: “Characteristics of a category, the delineation of which defines and
gives it meaning.”

e) Dimensions: “The range along which general properties of a category vary giving
specification to a category and variation to the theory.”

f) Sub-categories: “Concepts that pertain to a category, giving it further
classification and specification.”

g) Process: “Sequences of action/interaction pertaining to a phenomenon as they

evolve over time.”

4.4.4 Analytical Steps in GTM (Strauss & Corbin, 1998)
1) Constant Comparison of Data

The data are compared with one another in order to find the similarities or

dissimilarities.

The following types of coding are used for analysis:
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a) Open coding: here the researcher develops as many concepts as possible, develops

categories and their properties and dimensions.

Once sufficient concepts have been arrived at, the researcher then clubs related
concepts that explain a particular process. Grouping concepts in categories reduces
the number of concepts and thus gives “analytic power” to the category. Once a
category is developed, the researcher then develops its properties and dimensions

and if required sub-categories (Strauss & Corbin, 1998).

Properties and dimensions explain the variations in a phenomenon (Strauss &
Corbin, 1998).

b) Axial Coding: interrelationships between categories and sub categories are
developed.
“..termed “axial” because coding occurs around the axis of a category, linking

categories at the level of properties and dimensions.”
Axial coding is an advanced stage of open coding (Kelle, 2010).

Sub-categories explain the when, where, why, how; so on and so forth. Sub-
categories too have properties and dimensions. They give more “explanatory

power” 10 a category (Strauss & Corbin, 1998).

By comparing one incident with another and identifying the similarities and
differences, subcategories and relationship with other categories are developed
(Kelle, 2010).

c) Selective Coding: a core category is identified which can explain the phenomenon
in its entirety by explaining the relations between various categories. It “represents
the main theme of the research.” It is also abstract in nature. It is able to explain
what the whole theory is about. It has the ability to “pull the other categories
together” to explain a phenomenon. Selective coding is, “The process of

integrating and refining the theory.”
The above steps are porous in nature.

2) Theoretical Sampling: the researcher decides on the next course of data collection based

on the constant comparison of data by constantly asking various questions, such as “What
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is happening here?”’, “What is the participant saying here?”; thus helping in completely

developing a particular category.

To begin with, grounded theorists tend to use Purposive Sampling (Saunders, 2009 cited in
Anagnostopoulos, 2014). The focus is not on the number of participants but on the
representation of the concept enabling theoretical insight. Theoretical sampling can be
conducted through Purposive and Snowball Sampling (Taylor & Bogdan, 1984; Corbin &
Strauss, 2008; cited in Anagnostopoulos, 2014).

3) Theoretical saturation: “The point in category development at which no new properties,

dimensions, or relationships emerge during analysis. ”’(Strauss & Corbin, 1998).

4) Memos: researchers are supposed to note their views, analysis at every stage of data
analysis. The memos should be analytic in nature. Memos help the researcher in going
back and forth through the data.

“The researcher’s record of analysis, thoughts, interpretations, questions, and

directions for further data collection. ”(Strauss & Corbin, 1998).
4.4.5 What is Coding?

Coding refers to naming data segments that summarize the main idea. Actions and

processes are coded. Initial coding is close to data (Charmaz, 2006).

Concepts are the basic units of analysis. They are retained only if they are found to be
repeating in data (Corbin & Strauss, 1990).

4.4.6 Coding Techniques

The concepts have to be abstract in nature wherein data are fractured into “discrete

incidents, ideas, events, and acts”’ and are named.

When the researcher assigns the concept the same name as used by the participant, it is
called — “In-vivo code” (Glaser & Strauss, 1967 cited in Strauss & Corbin, 1998). “In-vivo

codes are characteristic of social worlds and organizational settings.”(Charmaz, 2006).

Initial codes are provisional in nature. They can be changed later if the researcher develops

a better code (Charmaz, 2006). “...the names that we use are arbitrary, other researchers
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might use other labels, depending on their foci, training, and interpretations. ”(Strauss &
Corbin, 1998).

Questions that one asks during initial coding are of the sort (Charmaz, 2006):

a) What is this data a study of?
b) What does the data suggest?

Charmaz (2006) suggested the following checklist while coding:

a) Remain open

b) Stay close to data

c) Keep your codes simple and precise
d) Construct short codes

e) Preserve actions

f) Compare data with data

g) Move quickly through data

4.4.7 Sampling in GTM
Sampling in GTM perhaps needs more discussion.

Sampling procedures are not as clearly explained in qualitative research as in quantitative
research (Coyne, 1997). GTM requires researchers to be flexible on sample size (Glazer,
1978 cited in Robinson, 2014).

Typically, selective sampling precedes theoretical sampling (Sandelowski et al., 1992 cited
in Coyne, 1992).

4.4.7.1 Theoretical Sampling
Theoretical sampling as followed in GTM is an ongoing process and therefore cannot be
predetermined (Becker, 1993 cited in Coyne, 1997).

“...theoretical sampling is always purposeful selection of samples to inform the emerging
theory in the study.” Overall, all sampling in qualitative research is purposeful (Coyne,
1997).
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4.4.7.2 Purposive Sampling
Purposive sampling is when participants are “identified on the basis of the groups that
your research addresses.” (Silverman, 2011). The participants should have the

“authority” or the “knowledge” to provide insights in to the process (Rowley, 2012).

Purposive sampling is non-probability sampling; seeking information from knowledgeable
people. The researcher has to judge who will be able to give the information to meet the
research objectives and accordingly identifies people who have the necessary knowledge
and experience (Bernard, 2002; Lewis & Shepard, 2006; cited in Tongco, 2007).

4.4.7.3 Snowball Sampling

Snowball sampling, also known as chain sampling chain-referral sampling or referral
sampling (Robinson, 2014), was also used during the course of research. It means
subsequent participants are referred by the previous participant. It is a practical and
informal method of sampling in qualitative research (Hendricks et al., 1992 cited in
Atkinson & Flint, 2001).

“A technique for finding research subjects. One subject gives the researcher the name of
another subject, who in turn provides the name of a third, and so on.” (Vogt, 1999 cited in
Atkinson & Flint, 2001).

Both Snowball and Theoretical sampling are considered to be a kind of purposeful
sampling (Coyne, 1997; Teddlie & Yu, 2007).

4.4.8 Pre-understanding and Theoretical Sensitivity

Pre-understanding refers to the knowledge, insights, and experience that one gathers before

getting into research (Gummesson, 1991).

e GTM has emergent nature, but that does not mean one ignores extant literature.

e “..the idea that reasonable research can be conducted without a clear research
question and absent theory simply defies logic. Such research, as Ronald Coase
famously observed, is likely to produce a random “mass of descriptive material
waiting for a theory, or a fire”” (Coase, 1988: 230)” (Suddaby, 2006).

90



“There is a difference between an open mind and an empty head.” (Dey, 1999
cited in Charmaz, 2006).
“...if you know an area, have some experience... you don’t tear it out of your head,

you can use it” (Strauss, 1987 cited in Anagnostopoulos, 2014).

Theoretical sensitivity is the ability of the researcher to identify useful data and reflect on

data using concepts. It is about getting a theoretical insight in the subject matter under
study (Kelle, 2010).

“..since an understanding of related theory and empirical work in order to
enhance theoretical sensitivity is required” (Goulding, 2002 cited in

Anagnostopoulos, 2014).

So, pre-understanding contributes toward theoretical sensitivity.

4.4.9 Other Features of GTM

a)

b)

All researchers come with their own experience and pre-understanding which also
influences the analysis. Reviewing literature too is an experience. Everything is
data.

Grounded theory also demands creativity, imagination on the part of the researcher.
The researcher needs to look what is visible and thus follow an interpretative
process (Suddaby, 2006).

It follows the abductive approach; combination of inductive and deductive
techniques throughout the analysis (Suddaby, 2006).

There is no fixed sample size criterion to be followed. Data collection and analysis
happens till a point of saturation is reached, i.e. when no new concepts, properties
and dimensions emerge, and there is repetition of information (Suddaby, 2006).
This methodology can be deployed flexibly.

The link between macro conditions and micro processes have to be established.
Apart from immediate conditions that affect the phenomenon, broader conditions
also have to be linked including, “...the economic conditions, cultural values,

political trends, social movement...”” and the like (Corbin & Strauss, 1990).

Overall, a theory developed using GTM explains relationships between conditions,

action/interactions, and consequences. As Holton (2007) cited in Anagnostopoulos (2014)
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advocated that grounded theory ‘must explain, not merely describe, what is happening in a

social setting’.
4.4.10 GTM in Management

Grounded theory has not been used much in management for the purpose of theory
building (Partington, 2000).

Management scholars started using grounded theory by 1970s. Research in management
mostly deals with issues of decision making, socialization, and change; individual and
group behaviour. This is where grounded theory is useful — to understand the processes
and interactions (Locke, 2001).

Broadly management research and grounded theory are compatible in the following ways
(Locke, 2001):

a) It captures the complexity

b) It links well to practice

c) Helps in theorizing of ‘new’ substantive areas

d) It contributes toward mature theorizing

4.4.11 Sources of Data

“Grounded theory studies rarely have interviews as their sole form of data
collection. ”(Suddaby, 2006).

For the purpose of this research data has been collected through semi-structured interviews
with managers responsible for CSR decision making in their organization, and
organizational documents (internal, and external - including news articles, web pages and
books).
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4.5 OTHER PRACTICAL CONSIDERATIONS

4.5.1 Use of MS Word for Analysis

The researcher has used MS Word for the purpose of this study, the justification being:

“Qualitative software programs can be useful in organizing and coding data, but

they are no substitute for the interpretation of data.” (Suddaby, 2006).

Microsoft Word can be used for basic qualitative analysis functions. Also, due to
time constraint and the fact that the researcher will need more time to access and
get familiar with the software....computer software helps the researcher to
manage the data, but for the novice researcher it is another thing to
learn....Whichever approach you choose, the basic process is very similar.”
(Rowley, 2012).

Microsoft word was used for storing and structuring data. “Microsoft Word can be
used for coding and retrieving” (LaPelle, 2004).

“Some researchers have been sceptical about using word processors for doing
qualitative data analysis (Richards & Richards, 1994; Seale, 2002)”. (LaPelle,
2004).

“I have used Microsoft Word to analyze text from process evaluations, case
studies, key informant interviews, focus groups, and open-ended survey questions,
among other sources of data. | use Word functions such as Table, Table sort, Insert
file, Find/Replace, and Insert comment to do to this work. Projects have ranged in
size from short simple tasks to complex multi-year research endeavours that
involved over 200 interviews, over 2,000 pages of transcribed text and over 200
codes.” (LaPelle, 2004).

“...computer software helps the researcher to manage the data, but for the novice
researcher it is another thing to learn, and, any case, with smaller data sets many
researchers prefer to work with Word documents, moving the text around
themselves, of even with paper and market pens. Whichever approach you choose,

the basic process is very similar.” (Rowley, 2012).

94



4.5.2 Interviews

Interviews are used for data collection in qualitative research in order to gain facts and
insights into the process under study. Interviews are most useful when the objective of the

study is to uncover a process, to understand the experiences, opinions (Rowley, 2012).

There are three types of interviews; structured, semi-structured, unstructured (Rowley,
2012).

Semi-structured interviews have been used for the purpose of this research. It is the most

common type of interview method used (Rowley, 2012).

“Semi-structured interviews take on a variety of different forms, with varying numbers of
questions, and varying degrees of adaptation of questions and question order to

accommodate the interviewee.” (Rowley, 2012).

In-depth and semi-structured interviews are considered to be apt with regard to the
Straussian variant of grounded theory methodology (Anagnostopoulos, 2014). In-depth
interviews help in getting an accurate picture of what the participant’s position is, as the
interview questions are open-ended. So, they are free to answer in their own way of
thinking (Fowler & Mangione, 1990 cited in Ghauri et al., 1995).By and large people like
to talk about themselves and their viewpoints. This works in favour of the interview
technique (Rowley, 2012).

Also novice researchers should use a relatively formal interview format. In GTM, as the
research progresses, the researcher has to “narrow the range of interview questions” in
order to gain the necessary information in keeping up with theoretical sampling (Charmaz,
2006).

Interview questions in GTM are “...open-ended yet directed; shaped yet emergent, and

paced yet unrestricted” (Charmaz, 2006).

Recording the interviews helps in checking whether one has understood the views
correctly (Glaser, 1967). Recording and transcribing interviews, though very time-
consuming, is essential for GTM. Recording interviews is essential for a qualitative
research, more so for grounded theorists as that forms a major source of data

(Anagnostopoulos, 2014).
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4.5.3 Transcribing

Transcribing is regarded by most as a mechanical task (Agar, 1996; Lapadat & Lindsay,
1999; cited in Tilley & Powick, 2002; Bailey, 2008). It is an extremely time-consuming
process (Rowley, 2012).

However, it requires the discretion on the part of the researcher in terms of the details,
interpretation, and representation (Bailey, 2008; Davidson, 2009), the objective being to

make the written data readable and meaningful.

There are analytical and theoretical concerns in transcribing (Tilley & Powick, 2002).
Scholars have argued that transcribing is a “theoretically laden process” (Green et al.,
1997; Kvale & Brinkman, 2009 cited in Skukauskaite, 2012; Ochs, 1979, 1999 cited in
Davidson, 2009).

Despite its importance, it is surprising that little attention has been paid to the transcription
process. Not much of a mention is made in qualitative research methodologies. (Lapadat,
2000 cited in Tilley & Powick, 2002; Davidson, 2009). Despite such claims, recent
literature does mention transcribing in the context of qualitative research (Davidson,
2009).

As soon as the data is transcribed it becomes processed data.

4.5.3.1 Why Transcribe?

“Just taking notes hampers the accuracy of research.” (Bailey, 2008). In order to study
the data in detail, analyse, and code it is important to convert the recording in written form.

4.5.3.2 Types of Transcribing

1. Naturalized: are extremely detailed with “idiosyncratic elements of speech”
(Olivier et al., 2005).

2. Denaturalized: The focus is on information — the “meaning” and “interpretation”
of content and not on how it is presented — the “accent” or “involuntary
vocalization”.

(Oliver et al., 2005).
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“In a denaturalized approach, the view is that within speech are meanings and
perceptions that construct our reality” (Cameron, 2001 cited in Oliver et al.,
2005).

4.5.3.3 What is Suitable for a Study Based on GTM?

Denaturalised transcribing is suitable for grounded theory (Oliver et al., 2005; Davidson,
2009). “The grounded theorist goes into data collection with an interest in meanings and
perceptions...In grounded theory research, discussions of transcription tend to occupy

terse sections of manuscripts. ’(Oliver et al., 2005).

4.5.3.4 How to Transcribe?

It is not possible to reproduce everything contained in the recording (Fairclough, 1993

cited in Oliver et al., 2005). Thus “...all transcripts are selective in one way or another”
(Davidson, 2009).

The transcribing method used depends upon the research objectives (Fairclough, 1993
cited in Oliver et al., 2005). A balance needs to be maintained between readability and
accuracy (Bailey, 2008). Oliver et al. (2005) “argued that researchers might end up with
transcripts that do not match their research objectives if they fail to think about

transcription style before beginning transcription of recorded data.” (Davidson, 2009).

Transcribing requires careful and repeated listening of the recording (Bailey, 2008).
4.5.3.5 Transcribing Conventions

There are various conventions available depending upon the demand of the research
objectives. In order to focus on content, simpler transcribing rules are used (Kuckartz et
al., 2008 cited inThorsten et al., 2015).

Following Skukauskaite (2012), the following transcribing conventions have been used for

this research:

a) Periods for marking the boundary of ideas

b) Commas for division of units of thought
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Transcribing rules followed were (Kuckartz et al., 2008 cited inThorsten et al., 2015):

a) Transcribe literally.

b) Replace informal words with standard ones.

c) Discontinued sentences are indicated with “/.”

d) Pauses are indicated by (...)

e) Affirmative utterances are not transcribed.

f) Words which are stressed upon are capitalized.

g) Emotional reactions are transcribed in brackets.

h) Incomprehensible words or sentences are indicated by “(inc.)”.

i) Researcher is indicated by “R” and the participant with “P” along with the number
of participant; e.g. “P1”

j) Double words are not retained unless indicating emphasis.

k) Overlap in speech are indicated by //.

I) Symbols and abbreviations are spelled out.

m) Short forms are written exactly as they are spoken.

n) Numbers from zero to twelve are spelled out, larger numbers are written as
numerals.

0) Numbers that make short words are also spelled out.

p) Rough estimated figures are spelled out.

q) Literal transcribing of idioms.

r) Direct speech transcribed within quotations.

4.6 DOCUMENTARY ANALYSIS

Documents tell us what is going on (Prior, 2011).

Documents are a rich source of values and beliefs of the organization. “Documents
describe, justify, and explain.”(Atkinson & Coffey, 2011).

Documents give us insight into how organizations actually view themselves, and how they
project themselves to others. They should be analysed from an interpretative, rather than a
critical point of view (Atkinson & Coffey, 2011).

Organizational documents are crucial in order to understand the internal processes.

Documents are social facts; they are not necessarily transparent in terms of organizational
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practices, decision-making processes. Therefore, they are not to be used in isolation
(Atkinson & Coffey, 2011; Prior, 2011).

Organizational documents provide background information about the organization. They
offer partial information about how managers made decisions in the past (Bryman & Bell,
2007 cited in Anagnostopoulos, 2014). According to Creswell (2009) cited in
Anagnostopoulos (2014) organizational documents help in knowing the “language and

words " of the research participants.

For the purpose of GTM, the approach toward the document is to focus on its content
(Prior, 2011).

Analytical questions to be asked while analysing documents are (Atkinson & Coffey,
2011):

a) What kind of reality is this document creating, and how does it do it?

b) What is the text doing?

4.7 OPERATIONAL DEFINITION

The operational definition of CSR adopted for this research is “Situations where the firm
goes beyond compliance and engages in actions that appear to further some social good,
beyond the interests of the firm and that which is required by law.” McWilliams &
Siegel (2001) cited in Kraus & Brtitzelmaier (2012).

It was considered most appropriate on account of its broadness in scope and inclusivity; it
captures the essence of various definitions put together, which is apt in the developing

country context.
4.8 DATA COLLECTION & ANALYSIS

“Research is as good as the data collected” (Gummesson, 1991). Data collection is a
crucial step in research (Bernard, 2002 cited in Tongco, 2007). If the data is not collected

properly, no analysis can be useful (Bernard et al., 1986 cited in Tongco, 2007).

For the purpose of this research data was collected by conducting interviews with managers
involved in CSR decision-making process, and internal and external documents, and

analysed over a period of 15 months from November 2015 to January 2017.
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4.8.1 Interviews

Anagnostopoulos’s (2014) study was referred to, wherein the CSR decision-making
process was studied in football corporate foundations in the U.K. Interview questions
developed by him were used with some modifications, additions and omissions in the
questions before and during the interviewing process. The modification during the
interviewing process was due to emerging data which made the focus areas evident and on
the nature and extent of managers’ involvement in the CSR decision-making process.
Other literature review, participation of the researcher in Global Summit on CSR at New
Delhi, two initial telephonic interviews also helped in formulating interview questions.

This is explained in greater detail in the section on Theoretical sensitivity.
Some of the questions asked were:

What are your thoughts on CSR?

How has CSR evolved here?

What values do you espouse while taking CSR decisions?

What criteria are considered while selecting a CSR activity?

What are the facilitating and hindering factors in CSR decision making?
What are the external and internal factors that affect CSR decision making?

How do you monitor a CSR activity?

© N o g &~ w DN PE

How do you manage relationships with stakeholders?

The questions had sub-questions that acted as a prompt for the interviewer, so that all
aspects of the subject under study are covered (Rowley, 2012).

Before setting out in the field to conduct interviews, the researcher had practiced
interviewing with the guide and feedback was taken to improve skills (Fowler &
Mangione, 1990 cited in Ghauri et al., 1995).

All the interviewees were approached formally. Two of the interviewees were known to
the guide, one interviewee was known to the researcher prior to research, which helped in

getting easy access to these participants.

Interviews were recorded on a smart phone. Apart from recording the interview, the
researcher also took notes of key points (Lofland, 1971 cited in Ghauri et al., 1995).

Thusimportant information was recorded twice and also helped the researcher in asking
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subsequent questions by virtue of conducting a semi-structured interview. This also helped
in writing memos soon after the interview, whenever needed (Fowler & Mangione, 1990
cited in Ghauri et al., 1995). While interviewing, care was taken to not lead the
respondents to answer, however there were some questions like “What drives CSR?”
where the respondents sought clarification and were accordingly dealt with by the
researcher (Fowler & Mangione, 1990cited in Ghauri et al., 1995)

The researcher transcribed all interviews verbatim. It took two days on an average to
transcribe a one hour long interview. The transcribed interviews were then coded. The
interview transcripts were given to the participants for verification — for them to make
corrections and approve the same (Rowley, 2012; Fowler & Mangione, 1990cited in
Ghauri et al., 1995). As Newman (2000) cited in Anagnostopoulos (2014) also mentioned
that in the period following transcription, member checks should be conducted as this
process involves sending the participants their transcriptions for re-evaluation, so that they
can ensure the accuracy of their responses in word and meaning. Only two interviewees

suggested some minor corrections.

The length and the number of interviews depend upon the nature of research questions and
on the willingness of the interviewees to give time (Rowley, 2012). Ideally an interview
should be of one hour or maximum one and a half hour long (Fowler & Mangione,
1990cited in Ghauri et al., 1995). According to Rowley (2012), taking into account both
theoretical and practical considerations, a novice researcher should aim for twelve
interviews of thirty minutes or its equivalent. If the study is more detailed then more
interviews can be conducted later, as a second phase, if needed. However, as per Creswell
(2007) cited in Anagnostopolous (2014) a study using GTM should have at least 20
interviews. The researcher should take care not to drown in the “sea of data” (Rowley,
2012).

26 interviews were conducted with 21 participants, resulting in 20 interview hours. Multiple
interviews were conducted with two participants on different days, and have therefore been

counted separately.

Bryman (2001) cited in Rowley (2012) mentioned that if it is difficult to get interviewees
for face-to-face interview then telephonic interviews can be conducted. This helps in
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eliminating some “potential interviewer bias”. 3 telephonic interviews were conducted, as

the participants resided outside Goa.

The identity of the participant and the organizations is kept confidential. Codes were
assigned in a way that the participant and organization could be identified by the researcher

and the participant and not by third party. An example is given below:
Code: O7-H4/P19-HRC
07 — Organization number 07, H4 — Hotel 4, P19 — Participant number 19, HRC —

Designation of the participant, Human Resource Manager at the Corporate level

Table 4.1: Details of the Interviews Conducted

Sr. | Designation Code No. Industry/Or | Type of | Date of | Durati
No ganization Interview Intervie |on
Type w
1 CSR OO-CF/P0O/C Consultancy | Telephonic | 15/10/15 | 45 min
Professional,
Delhi
2 CSR 0.1-G/P0.1/PE | Government | Telephonic | 24/11/15 | 01 hr
Professional,
Delhi
3 HR Manager 1 | O1-H1/P1-HR | Hotel Face to | 26/11/15 | 01 hr 9
Face min 2
sec
4 Face to | 08/12/15 | 30 min
Face 59 sec
5 Face to | 10/12/15 | 01 hr 6
Face min 48
sec
6 Face to | 11/12/15 |01  hr
Face 11 min
38 sec
7 Learning & | O1-H1/P2-HR | Hotel Face to | 13/1/16 | 35 min
Development Face 45 sec
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Manager 1

8 Face to | 16/1/16 | 43 min
Face 56 sec
9 Face to | 01/02/16 | 23 min
Face 54 sec
10 | Assistant O1-H1/P3- Hotel Face to | 03/02/16 | 52 min
Finance AFM Face 49 sec
Manager
11 | Executive O1-H1/P4-EC | Hotel Face to | 04/03/16 |01 hr
Chef Face 5min
45 sec
12 | Non- 02-M1/P5-BM | Manufacturin | Face to | 05/06/16 | 30 min
executive/Inde g Face 24 sec
pendent [Chemical]
Director, and
Chairman  of
the CSR
Committee
13 | HR Manager 2 | O4-M2/P6-HR | Manufacturin | Face to | 17/06/16 |01 hr
g[lT] Face 01 min
12 sec
14 | HR Manager 3 | 0O3-H2/P7-HR | Hotel Face to | 14/06/16 |01 hr
Face 16 min
37 sec
15 |GM — | O5-M3/P8- Manufacturin | Face to | 29/06/16 | 46 min
Administration | GMA g[lIT] Face 01 sec
16 | Director 05-M3/P9-D Manufacturin | Face to | 01/07/16 | 28 min
g[lT] Face 15 sec
17 | GM 03-H2/P10- Hotel Face to | 04/07/16 | 43 min
GM Face 45 sec
18 | Company 02-M1/P11- Manufacturin | Face to | 07/07/16 | 01 hr 8
Secretary 1 CS g Face min 53
sec
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19 | Learning & | O3-H3/P12- Hotel Face to | 11/07/16 | 34 min
Development | LD Face 34 sec
Manager 2

20 | HR Manager 4 | O6-M4/P13- Manufacturin | Face to | 12/07/16 | 40 min

HR g Face 14 sec
[Automobile]
21 | HR Manager 5 | O7-H4/P14- Hotel Face to | 02/08/16 | 53 min
HR Face

22 | Resident O7-H4/P15- Hotel Face to | 09/08/16 | 29 min
Manager RM Face 12 sec

23 | Independent 06-M4/P16- Manufacturin | Face to | 11/08/16 | 41 min
Director, and | BM g Face 57 sec
CSR [Automobile]

Committee
Member

24 | CEO & | 0O6-M4/P17- Manufacturin | Face to | 13/08/16 | 45 min
Executive CEO g Face 03 sec
Director, and [Automobile]

CSR
Committee
Member

25 | Company 06-M4/P18- Manufacturin | Face to | 13/08/16 | 22 min

Secretary 2 CS g Face 07 sec
[Automobile]

26 | HR Manager | O7-H4/P19- Hotel Telephonic | 02/01/17 | 23 min
(Corporate, HRC
New Delhi)

4.8.2 Documents
Both internal and external documents were analysed. Internal documents include

presentations, emails, other records. Confidentiality of the same has been ensured. Annual

reports and sustainability reports of non-consecutive years were analysed to understand the

CSR decision-making process over a period of time. Code of Ethics/Code of Conduct were
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analysed to capture the values that dictate a manager’s organizational behaviour. News
articles were analysed to understand the CSR phenomenon at the national level and thus

capture the macro level conditions.

Table 4.2: Internal Documents Analysed

Sr. | Organization Details of documents No. of
No. pages
1 Hotel 1, 2, 3 1. CSR Tracker 2
2. CSR Calendar 1
3. Presentations/Emails/Material from | 11
intranet
4. HR report 1
5. Presentations 4
2 Hotel 4 Emails 1
3 Manufacturing unit 1 | Document 5
4 Manufacturing unit2 | - -
5 Manufacturing unit 3 1. Appreciation letters 3
2. Request letters 5
3. Emails 2
6 Manufacturing unit 4 1. Undertaking 1
2. Financials 1
37
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Table 4.3: External Documents Analysed

o Type of Documents
S| ® < _ - - = —
5 c|2°¢ <&|°¢ |00 |58/ °A|79=g2|0g | @
1 | Hotel 1, 3 2 1 - - - 31 25 4 3
2,3
2 | Hotel 4 - 2 - - - - 1 - - -
3 | Manufa - 2 1 1 1 - 2 - - -
cturing
unit 1
4 | Manufa 2 2 1 - 1 1 - - - -
cturing
unit 2
5 | Manufa - 2 1 - 2 - 1 - - -
cturing
unit 3
6 | Manufa - 4 1 - - - - - - -
cturing
unit 4
5 14 5 1 4 1 35 25 4 3

Table 4.4: Overview of Interviews and Documents Analysed

Sr. Document Type No. of pages No. of

No. analysed words

1 Interviews 334 1,54,803

2 Internal Documents | 37 8,447

3 External Documents | 223 84,575
594 2,46,825
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4.8.3 The Coding and Categorizing Process
4.8.3.1 Open and Axial Coding

1,153 open codes (including in-vivo codes) were generated from the first set of data
(interviews and documents). 22 codes were generated from unrecorded sessions. The
researcher had substantial data/codes to generate categories and properties & dimensions
and to develop relationships between categories; thus axial coding was started during this

stage itself.

21 categories were formed from interviews and 13 categories each from codes generated

from internal and external documents.

On further collection of data, 581 codes were generated from interviews and documents,
giving a total of 1,734 codes. Constant comparison was carried out throughout the process,
comparing the new codes (581) with previous codes (1153), categories, properties and

dimensions.

After several iterations, the process resulted in 128 codes arranged in 8 categories and 9
subcategories. 7 of the final codes were in-vivo codes.

The researcher coded the first nine interviews extensively. In one of the weekly
presentations in the department, a faculty member suggested avoid coding minutely as it
may dilute the central idea of the data extract. Subsequently, intensive coding was avoided.
Also, as the researcher continued using the GTM in practice, the confidence and the know-
how of the researcher about the process increased, which helped in retaining the focus on
the relevant codes. Since the initial coding was exhaustive, the researcher got a fair idea of

the CSR decision-making process and this further helped in developing useful concepts.
4.8.3.2 Selective Coding

‘Strategic alignment’ is the central category as it pulls together all the other categories. All
the variances in the process in each category are explained through the strategic nature of

CSR adopted by the organizations or the lack of it.
4.8.3.3 Constant Comparison

The codes were fractured, like codes brought together, codes subsumed and reduced by

constantly comparing one incident with another, one code with another, code with
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categories, categories with categories so on and so forth. 128 codes were arranged in 8

categories.
4.8.3.4 Sampling

The researcher interviewed managers from eight units (4 services and 4 manufacturing) of
public companies in Goa with different ownership structures and different orientation
toward CSR.

4.8.3.4.1 Purposive Sampling

In order to understand the CSR scenario at the national level, two CSR professionals
located at New Delhi were interviewed telephonically. The researcher identified these two
participants while attending the ‘Global Summit in CSR’ at New Delhi in 2015.

Next, following the operational definition of CSR, a five-star hotel unit of the Indian
conglomerate was identified to begin the field work. The Indian conglomerate is a pioneer
in CSR in the country and is well known for its CSR activities. The conglomerate was
chosen as there would be substantial scope for studying the managerial decision-making
process in CSR, since it has been carrying out significant CSR activities even before the

enactment of the law.

Documentary data of the Indian conglomerate and Hotel 1 available on the website were
analysed and coded before conducting the first interview. Documents of other firms were

analysed and coded during and after the interviews.
4.8.3.4.2 Theoretical Sampling
Theoretical sampling is the hallmark of GTM.

After interviewing managers from the first unit of the hotel belonging to the Indian
conglomerate — Hotel 1, managers from another unit of the same brand — Hotel 2 at a
different location were interviewed, in order to understand the similarities and differences
in managerial decision-making process in CSR in the two organizations in the same

industry and with the same ownership.

Next, managers from Hotel 4 were interviewed to understand the similarities and
differences in the decision-making process in another five-star hotel unit at a different

location with a different ownership structure. Hotel 4 is a unit of an Indian Hotel Group
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with business interest only in hotels. It has been carrying out CSR activities for many years
and is yet to align its processes with legal requirements. Here one more telephonic
interview was conducted to understand the managerial decision-making process in

formulating CSR activities at the corporate level in New Delhi.

At this point, similarities and differences in the managerial decision-making process in
CSR in hotels of an Indian conglomerate and a hotel of an Indian hotel chain were

understood and theoretical saturation reached.

The researcher then proceeded to try and understand the managerial decision-making
process in CSR of the same Indian conglomerate mentioned above, but this time in a
manufacturing setup. In this regard, managers from Manufacturing Unit 4 (automobile)
and Manufacturing Unit 2 (IT) were interviewed. The Indian conglomerate is a major
shareholder in manufacturing unit 4, while Manufacturing Unit 2 is wholly owned by
them; the ownership structure is therefore different. Manufacturing unit 4 has been doing
CSR for substantial number of years, it is mostly reactive in nature and the organization
has streamlined its processes to fit in with the legal requirements. In this manner, the
researcher was able to gather an understanding of the similarities and differences in
managerial decision-making process in CSR in two manufacturing units of the same Indian

conglomerate but different ownership structure.

The researcher then interviewed managers from Manufacturing Unit 1 (Chemical) and 3
(IT). Manufacturing Unit 1 began its CSR activities recently to comply with the law, while
Manufacturing Unit 3 has been doing CSR activities for several years but mostly in an ad
hoc manner and is yet to align its processes with the legal requirements. The former is
foreign owned while the latter is Indian owned. At this stage, the similarities and
differences in managerial decision-making process in CSR between a foreign owned
manufacturing unit doing CSR at the behest of the law, and an Indian owned
manufacturing unit doing CSR voluntarily were understood and theoretical saturation

reached.
4.8.3.4.3 Snowball Sampling

Snowball sampling came into play during field work while interviewing managers within a

particular organization. The first point of contact usually helped in identifying or
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connecting with other managers involved in the CSR decision-making process in the same

organization.

In case of Hotel 3 the participant was identified through snowball sampling from a

manager in Hotel 2. Hotel 3 is another unit of the Indian conglomerate at a location close

to Hotel 2. The manager interviewed was responsible for implementing a central CSR

activity of the hotels of the conglomerate in Goa. The manager was interviewed to

understand the decision-making process for a specific CSR activity.

In summary, the similarities and differences in managerial decision-making process in

CSR were studied in:

a) Three hotel units (same brand) belonging to Indian conglomerate versus a hotel

unit of an Indian Hotel Group.

b) Two manufacturing units belonging to Indian conglomerate with different

ownership structures.

c) Two manufacturing units with different ownership structure, one carrying out CSR

activities due to legal obligation and the other is doing it voluntarily.

Constant comparisons were done within and across a), b), and c) and a pattern in

managerial decision-making process in CSR was discovered.

Table 4.5: Profile of Organizations from which Managers were Interviewed

Conglomerate  with
international

operations

Executive Chef

S | Organization | Description Managers CSR Status

r. interviewed

N

0.

1 | Hotel 01 Industry: Hospitality | HR  Manager, L&D | The Conglomerate to
Sector: Service Manager,  Assistant | which it belongs is a
Ownership:  Indian | Finance Manager, | pioneer in CSR in the

country.

The unit too follows the
conglomerates’ footsteps.
The brand of the hotel is a

5 star hotel.
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Hotel 02 Industry: Hospitality | GM, HR Manager The Conglomerate to
Sector: Service which it belongs is a
Ownership:  Indian pioneer in CSR in the
Conglomerate  with country.
international The organization too
operations follows the
conglomerates’ footsteps.
The brand of the hotel is a
5 star hotel.
Hotel 03 Industry: Hospitality | L&D Manager from | The Conglomerate to
Sector: Service another unit of the | which it belongs is a
Ownership: Indian | same  brand; the | pioneer in CSR in the
Conglomerate with | manager is in charge | country.
international of a central CSR | The organization too
operations activity - for all the | follows the
Hotels of the group in | conglomerates’ footsteps.
Goa The brand of the hotel is a
5 star hotel.
Hotel 04 Industry: Hospitality | HR Manager, Resident | The group is actively

Sector: Service Manager involved in CSR, and so

Ownership:  Indian is this unit of the hotel

Hotel Group since its establishment.
Manufacturin | Industry: Chemical, | Non- This is the only
gunit 01 BtoB Executive/Independent | organization which

Sector:

Manufacturing

Director, Chairman of

CSR Committee,

started its CSR activity
after the CSR law was

Ownership: Foreign | Company Secretary enforced under  the

Companies Act in 2013.

Manufacturin | Industry: IT HR Manager The Conglomerate to
g unit 02 Sector: which it belongs is a

Manufacturing,
Manufactures

electronic  products

pioneer in CSR in the
country.
The

organization  too
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for businesses.

follows the

Ownership: same conglomerates’ footsteps.
cited in case of This unit has been doing
Organization 01 - CSR in a structured
Indian Conglomerate manner.
with  international
operations
Manufacturin | Industry: IT GM-Administration, The  organization s
g unit 03 Sector: Director involved in CSR for the
Manufacturing past 15 years.
It manufactures It does CSR on an ad-
networking hoc/reactive basis.
products.
Ownership: Indian;
recently acquired by
a foreign company.
Manufacturin | Industry: Independent Director | The Conglomerate to
g unit 04 Automobile and CSR Committee | which it belongs is a
Sector: Member, CEO & | pioneer in CSR in the
Manufacturing Executive Director | country.
It manufactures | /CSR Committee | The organization too
buses. Member,  Company | follows the
Ownership: Various; | Secretary, HR | conglomerates’ footsteps.
majority shares held | Manager The organization has been

by Indian
Conglomerate same
cited in of

Hotel 01.

case

doing CSR since 2010 on
an ad-hoc basis, but has
its
the

recently streamlined

systems as  per

requirement of the law.
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Figure 4.2: Purposive, Theoretical, and Snowball Sampling Used in the Research
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TS: Theoretical Sampling

Hotel 1 2 telephonic SS: Snowball Sampling
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TS\ l l
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4.8.4 Theoretical Saturation

Data was continued to be collected and analysed till no new data, concepts, categories,
properties and dimensions emerged. Repetitiveness in the type of activities, the process of
formulating and implementing CSR activities was found. For example there was repetition
in the way CSR activities are scheduled in order to ensure maximum participation. Based
on the subjective judgement of the researcher, the interviewing process was stopped with
the twenty sixth interview. Repetition was also seen in documents related to CSR,
therefore two reports of each type (Annual Report and Sustainability Reports) were coded
and analysed.

4.8.5 Memos

Memos have been written as reflective notes throughout the process wherever the
researcher felt the requirement.

4.8.6 Theoretical Sensitivity

The researcher had done adequate literature review before field work, and this contributed
toward the researchers’ theoretical sensitivity on the topic of CSR and decision-making

process in CSR.

The researcher presented a conceptual paper at the Global Summit on CSR at New Delhi
in May 2015, where recent developments in CSR in the country and worldwide were
discussed. Participating in this summit helped the researcher to understand the CSR status
in the country. The Summit saw participation by academics, practitioners and experts, and

the researcher was able to talk to and discuss her research with experts in the field.

The first two telephonic interviews with CSR professionals from New Delhi also
sharpened the theoretical sensitivity of the researcher, as the status of CSR in India, macro-
level conditions were understood, as they provided insights into approaches to CSR and
CSR practices at the national level. As mentioned above, the researcher got to know about
these two CSR professionals from the summit attended.

Analysis of news articles on CSR practices in India and the CSR clause in the Companies
Act, 2013 in the country further sharpened the researcher’s theoretical sensitivity toward

the area under study.
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After selecting the first organization for study, the researcher started the coding of external

documents available of this organization. This further added to theoretical sensitivity.
All this also helped in formulating interview questions.

Transcribing interviews exposed the researcher to the data multiple times, which increased
the theoretical closeness of the researcher to the data. This closeness was enhanced during
the stage of constant comparison of data and writing memos, thereby adding to the

theoretical sensitivity of the researcher.
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4.8.7 The Research Process

Figure 4.3: The Research Process
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4.9 RESEARCH ETHICS
Research ethics pertain to consent, confidentiality, and trust (Silverman, 2011).

All the participants were approached formally, and a letter seeking permission for
interviewing and other details of the research were given. A brief write-up about the
Research Proposal was also enclosed with the letter. The content of the letter and the

proposal were explained to the participants.

Participants were informed about the research objectives and questions. They were also
informed about their freedom to not participate or withdraw participation at any point in

time during the research (Anagnostopoulos, 2014).

Consent letters were also requested from the HR Manager, stating that the manager has

understood the requirements of the research and is/are willing to participate in the same.

Prior permission was taken to record the interview (Fowler & Mangione, 1990cited in
Ghauri et al., 1995). While seeking permission for recording the interview, the reasons for
recording the interview were explained. The same was also included in the letter. This
builds trust between the researcher and the participant (Anagnostopoulos, 2014). The
requirement for recording was understood by the participants. Only in one case, upon
meeting the Finance Manager of an organization, the researcher found the manager to be
fearful of having the interview recorded and the manager was not willing to contribute
enough time. So the researcher interviewed the manager for about fifteen minutes and
noted down the responses by hand. It was also coded. In some cases the participant asked
the data to be ‘off the record’. In deference to the participants’ requests, the same was

analysed but not included in the final transcript.

The participants were also informed that the data collected will only be used for research

purpose.

A copy of the transcript was given to the participants at the time of member-checking for
their record.

Reasonable amount of data extracts have been used to support conceptualizing and ensure
transparency; “...data should be presented in such a way that respondents should be able
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to recognise themselves, while the reader should not be able to identify them.”(Barnes,
1979 cited in Anagnostopoulos, 2014).

The use of job titles is required, but interviewees were guaranteed anonymity. Names of
the respondents were not used in the interview transcripts or at any other point in the
research. Every respondent was assigned a code — a combination of numbers and
alphabets. The identity of the organization the managers are affiliated to, has also been

kept confidential.

4.10 SUMMARY

Review of methodology used in CSR, the nature of research objectives and questions
favoured the use of qualitative research for the purpose of this research. GTM was chosen

for this study. GTM can be summarized as:

“The process is as follows: “data collection leads to analysis,; analysis leads to concepts,
concepts generate questions; questions lead to more data collection so that the researcher
might learn more about those concepts” (Corbin & Strauss, 2008, p. 145). This circular
process continues until the research reaches the point of ‘saturation’; the point in the

research where all concepts are clearly defined and explained.” (Anagnostopoulos, 2014).

The practical aspects of qualitative research, such as how to conduct and transcribe
interviews, how to analyse documents have been covered. The application of GTM has
also been explained. Apart from theoretical sampling, purposive and snowball sampling
were also used. The researcher had gained sufficient theoretical sensitivity before and
during the research process by way of review of literature, participating in the CSR

summit, and telephonic interviews.

Research ethics have been given due consideration during the research process.
Participants were well informed about the nature of research and what is required from
them, and their rights as research participants. The identity of the research participant and

that of the organization they were from has been kept confidential.
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CHAPTER 5

SUBSTANTIVE THEORY OF THE MANAGERIAL DECISION-MAKING
PROCESS IN CSR

5.1 PURPOSE

The purpose of this chapter is to present the final outcome of this research in detail. First,
the 128 codes have been arranged in a tabular format against their categories and their sub-
categories, along with their properties and dimensions. Thereafter, a substantive theoretical
framework of the managerial decision-making process in CSR is presented. Subsequently
the nine categories and sub-categories are elaborated with their definitions, the conditions,
and the properties and dimensions. Interview snippets are used to further elaborate the
action/interaction processes under every category and sub-category. Consequences of these
action/interactions are also stated.

5.2 OVERVIEW OF THE CSR PROCESS IN THE EIGHT FIRMS UNDER STUDY

The overall CSR process in organizations can be categorized as before and after the clause
in Companies Act, 2013, i.e. pre-2013 and post-2013.

In case of firms that had been carrying out substantial CSR activities even before the Act,
there has not been any significant change in the way they perform CSR activities.
However, their processes have become more structured in keeping with the requirement of
the law. For example they now have a CSR Policy, a CSR Committee, a yearly CSR
budget, etc.

One firm in the study was carrying out CSR activities but in a reactive manner, has started

streamlining its systems; it is expected that with time, the systems will attain maturity.

There is also a firm which has been doing CSR for a long time, but on an ad hoc basis, and
continues to do so, as the decision-makers do not believe in the intent behind the Act.
However, they will also eventually fall in line with the requirement of the Act. There is yet
another firm which has been carrying out CSR activities for a long time, and will align
itself with the Act over time.
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There is also a firm in the study which does not carry out CSR activities at all prior to
2013, and the Act is their only motivation to do so. But since they are doing it, they also

seek benefits in terms of visibility in the local community.

So now, as per the requirement of the Act, all organizations follow standard procedures:
preparing a CSR policy, allotting yearly budgets, creating a CSR committee which reports
to the Board, short listing of CSR projects by the Committee, which are reviewed and
approved by the Board of Directors, assigning responsibility to the manager for
implementing the CSR activity, monitoring the progress of the activity as per need of the
project, preparation of quarterly and yearly progress reports to the Board. The details of

CSR are also presented in the Annual Reports.

Organizations that are still in reactive mode get requests for assistance from local
community members. Based on their experience and local networks, they judge the
credibility of the request and the party, and sanction the amount for the CSR activity.

Monitoring happens here as well.

Firms following the reactive approach often give away the money for a cause. Managers’
involvement in terms of time is limited. Also, they prefer to carry out CSR activities
themselves, rather than collaborate with Non Governmental Organizations (NGOSs).
However, in the case of firms that adopt a proactive stance, CSR is much more than a
money-giving exercise; managers spend time with the beneficiaries. Such firms also have a
component of reactive approach by virtue of established contacts with the beneficiaries.

Such firms are open to collaborating with NGOs.

Trust issues are always present when partnering with a third party and credibility checks

are always carried out before a tie-up.
5.3 OVERVIEW OF CODES AND CATEGORIES

The main objective of table 5.1 is to show the final 128 codes. There are redundant codes
in the form of conditions and consequences which have been listed clearly in table 5.2.

Table 5.3 is an arrangement of the definitions of categories and sub-categories.
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Table 5.1: List of 128 Codes Placed Against their Respective Categories, Sub-

Categories, and Properties & Dimensions

Sr. Category Codes Properties & Dimensions No.
No. of
codes
1 | External 1. Socio-economic 1. Socio-economic 2
conditions conditions of the condition — Poor/Good
country/local 2. Compliance — Low/High
community
2. Compliance
2 | Internal 1. Preferring local 1. Focus on local | 11
conditions community community — Less/More
1.1 Controlling 2. Assessing risk — No/Yes
1.2 Responsibility 3. Creating impact -
2. Preserving brand Low/High
image 4. Seeking appreciation —
3. Assessing risk No/Yes
4. Creating impact 5. Maintaining a firm stand
5. Seeking appreciation —No/Yes
6. Maintaining a firm 6. Leveraging strengths -
stand Minimum/Maximum
7. Leveraging strengths
Consequences (of
Category 1 and 2)
1. Duration of the
activity
2. Creating impact
3. Appreciation
4. Localization
3 | Strategic Consequence 1
alignment

1. Strategically aligned
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3.1 | Sub- 1. Proactive approach . Approach - 9
category 1 2. Reactive approach Reactive/Proactive
— Approach 3. Inclusiveness . Strategic alignment -
4. Ensuring Low/High
sustainability . Adhering to values -
5. *STRATEGIC Personal/Universal
DIFFERENTIATOR . Culture — Weak/Strong
6. EMPOWERED . Standards — Local/Global
PROCESS
(Localization)
7. Setting high ethical
standards
8. Adhering to
universal principles
3.2 | Sub- 1. Structured process . Setting performance 15
category 2 2. Unstructured process targets — Indirect/Direct
- Structure 3. Following guidelines Process —
4. Mandatory Unstructured/Structured
5. Discretionary Motivation —
6. Top-down process External/Internal
7. Bottom-up process Flow of communication
8. Seeking approval — Bottom-up /Top-down
9. Consulting Decision making process
10. Assigning — Autocratic /Democratic
responsibility
10.1 Acting as a
bridge
10.2 People oriented
process
11. Setting performance

targets
11.1 Direct
11.2 Indirect
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Formulatin

g

Conditions

1. Democratic decision
making

2. Seeking mutual
benefit
Resources available

4. Leveraging strengths

5. Flexible approach

Consequences

1. Duration
2. Creating impact

4.1

Proactive

process

1. ldentifying  social
issues
2. ldentifying
beneficiaries
2.1 Internally
(source of
information:
employees, top
management
owing to their
contacts;
applicable codes
are — ‘Leaning
on past

experience’,

‘Knowledgeable
about local
issues’)

2.2 Externally
(Source of

information —

Identifying beneficiaries
- Internal
source/External source
Reaching out to
beneficiaries -
Indirectly/Directly
Involvement in activities
— Indirect/Direct
Duration of the activity —
Short/Long

12
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internet, media,

civil society
organizations)
3. Reaching out to
beneficiary
3.1 Directly
(Employee
volunteering)
3.2 Partnering
4. Types of activities
4.1 Involvement

(Direct/Indirect)

4.2 Duration
(Long/Short)
4.2 | Reactive 1. Receiving requests 1. Genuineness — Low/High 6
process 2. Assessing requests 2. Trust — Low/High
2.1 Genuineness 3. Experience — Less/More
2.1.1 Experien 4. Networking -
ce Weak/Strong
2.1.2 Trust
2.1.3 Networki
ng
5 | Implementi | Condition 1
"9 CUMULATIVE EFFORT
5.1 | Sub- 1. Employee strength 1. Employee strength —| 11
category 1 2. Impure volunteering Less/More
- 3. Scheduling 2. Type of volunteering —
Employee 4. Encouraging Impure/Pure
volunteerin 5. Building culture 3. Impure volunteering -
g 6. Seeking support Volunteering at
7.

Ensuring maximum

participation

behest/\VVolunteering from

within
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7.1 High youth
participation
7.2 Word of mouth
8. Employee
engagement

9. Recognition

. Volunteering at behest —

Skill based/General

Integration with
employee engagement —
Low/High

. Support from

CUSTODIANS -

Less/More

. Scheduling — Minimum

participation /Maximum

participation

. Culture — Weak/Strong

5.2

Sub-
category 2

Partnering

1. Trust
2. COMPLEMENTAR
Y PARTNERING

1.1 Seeking
expert intervention
1.2 Ease of

reaching out to
beneficiaries
3. Conducting  more
activities
Proximity
Identifying partners
Internal source

External source

© N o o &

Assessing credibility
(compliance,
managerial aspects)
9. Assessing
performance

10. Reaching out to

. Trust: Low/High

. Source of Information:

Internal/External
Proximity: Near/Far
Making things easy:
No/Yes

. Assessing Performance:

Inconsistent/Consistent
Mode: Self/Third party

15
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influencers  (again
due to trust factor —
priests, local
politicians, NGOs)
11. Seeking

from

approval

external
authorities

12. Continuing
partnership

13. Discontinuing
partnership (Clash of
interests,

Inconsistent

performance)
5.3 | Sub- 1. Monitoring progress Monitoring —  Need 3
category 3 2. Need based based/Continuous
- monitoring
Monitoring 3. Monitoring
utilization
6 | Assessing 1. Taking feedback . Taking feedback: 7
impact 2. Informal feedback Subjective/Objective
3. Formal feedback Nature of feedback:
4. Objective feedback Informal/ Formal
5. Subjective feedback . Assessing impact:
6. Qualitative impact Qualitative/Quantitative
assessment
7. Quantitative impact
assessment
7 | Facilitating
7.1 | Sub- (Managers) Leaning on past | 10
category 1 ] experience — No/Yes
1. Leaning on past
- ) Driven by values —
Managerial Sxperience Personal/Organizational
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aspects

2. Driven by
organizational
values

3. Driven by personal
values

4. Strong local contacts

(Top management)

1. Ensuring alignment
2. Ensuring compliance
3. Leaning on past
experience
4. Supporting
5. Guiding
6. Knowledgeable
decision makers
6.1 Familiarity
with local issues
6.2  Strong local

contacts

3. Supporting — Low/High

7.2

Sub-
category 2-
Managing
relationship

S

1. KEEPING IN
TOUCH

2. Continued
association

3. Trust

4. BUILDING
PROLONGED
RELATIONSHIPS

5. Ensuring

sustainability

1. Trust— Low/High
2. Keeping in touch — Need
based /Regular

Communic

ating

1. Formal
communication

2. Informal

1. Reporting - Irregular
/Regular
2. Justifying - Subjectively

15
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10.
11.

12.

13.
14.

15.

16.

17.

18.

communication
Verbal
communication
Non-verbal
communication
(Leading by
example)

Top-down
communication
Bottom-up
communication
(during
brainstorming)
Creating awareness
Encouraging
Convincing

Leading by example
KEEPING IN
TOUCH

Emotional call
Reporting progress
Justifying

14.1  Objectively
14.2  Subjectively
Informing
Reinforcing
commitment
Providing numerical
evidence

Referencing

/Objectively
3. Type — Informal/Formal
4. Nature — Non-
verbal/Verbal
5. Flow of communication -

Bottom-up/ Top-down

Total Number of codes

128

*Codes in capitals are In-vivo codes.
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Table 5.2: Conditions and Consequences of Categories

Sr. | Category/Sub- Condition/s Consequence/s
No. category
1 | External . Socio-economic 1. Duration of the activity
conditions conditions of the 2. Creating impact
country/local 3. Appreciation
community 4. Localization
. Compliance
2 | Internal
conditions Preferring local
community
Preserving  brand
image
. Creating impact
. Seeking
appreciation
Maintaining a firm
stand
Leveraging
strengths
3 | Strategic - 1. Strategically aligned
alignment
3.1 | Sub-category 1 — - -
Approach
3.2 | Sub-category 2 - - -
Structure
4 | Formulating Democratic 1. Duration

decision making

. Seeking mutual

benefit

. Availability of

2. Creating impact
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resources
Leveraging
strengths

Flexible approach

4.1 | Proactive - -
process

4.2 | Reactive process - -

5 | Implementing Cumulative effort -

5.1 | Sub-category 1 — Employee strength Level of participation
Employee Impure Employee engagement
volunteering volunteering

5.2 | Sub-category 2 - . Trust Continuing/Discontinuing
Partnering Complementary partnership

Partnering Effective CSR

2.1 Seeking expert Selection of a partner
intervention

2.2 Ease of
reaching out to
beneficiaries

Conducting more

activities

Proximity

5.3 | Sub-category 3 - - Frequency of monitoring

Monitoring
6 | Assessing - . Type of impact
impact Continuing/Discontinuing
an activity
7 | Facilitating - Managing relationships

Formulating and

implementing

. Assessing impact
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7.1 | Sub-category 1 - - 1. Ensuring alignment

Managerial
aspects
7.2 | Sub-category 2 - - 1. Continued association
Managing 2. Building prolonged
relationships relationships
3. Ensuring sustainably
8 | Communicating 1. Formal and Justifying

informal Reporting progress

2. Verbal and non- Encouraging participation

A w0np e

verbal Selecting an activity

3. Top-down and

bottom-up

In categories where conditions have not been mentioned external and internal

conditions prevail.

Table 5.3: Definitions of Categories & Sub-Categories

Sr. No. Category/Sub-category Definition

1 External conditions refers to factors relating to an organization’s
external environment which influence CSR
decision making.

2 Internal conditions refers to factors within the organization,
including an organization’s focus area, and
its perception of CSR, influence CSR
decision making.

3 Strategic alignment refers to the extent to which CSR is
integrated with business strategy.

3.1 Sub-category 1 — Approach refers to the thought process behind CSR
decision making.

131




3.2

Sub-category 2 - Structure

refers to how the thought has been

incorporated into the systems.

Formulating

refers to how managers select a CSR area
and identify the potential beneficiaries or

partners for executing CSR.

4.1

Proactive process

refers to managers’ adoption of a process
where CSR

strategic inclination or due to compliance.

is structured either due to

4.2

Reactive process

refers to managers’ adoption of a process
where they have strong local contacts and
where CSR activities are carried out in an ad

hoc manner.

Implementing

refers to the managerial decisions regarding
executing CSR activities either through

employees or through a third party.

5.1

Sub-category 1 — Employee

volunteering

refers to employees’ participation in the

CSR activity organized by the company.

5.2

Sub-category 2 - Partnering

refers to managers’ decision to tie-up with a
third-party (NGO/Institution) so that they
can reach out to a larger number of
beneficiaries. Managers’ look  for
trustworthy partners with complementary

skill sets.

5.3

Sub-category 3 - Monitoring

refers to how managers keep a check on the

CSR activities undertaken.

Assessing impact

refers to the manner in which managers

assess the outcome of a CSR activity.

Facilitating

refers to the processes integral to managers

and top managers, more specifically their
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past experience and values; and how they
manage the relationship  with  the
stakeholders — employees, beneficiaries,

partners.
7.1 Sub-category 1 - Managerial | refers to the intrinsic factors related to the
aspects managers such as the past experience, and
values that influences CSR decision making.
7.2 Sub-category 2 - Managing | refers to the management of relationships
relationships with  stakeholders, particularly — with
employees, beneficiaries, partners, top
management.
8 Communicating refers to the way in which managers

communicate with internal and external

stakeholders.
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5.4 THEORETICAL FRAMEWORK OF MANAGERIAL DECISION-MAKING
PROCESS IN CSR

Figure 5.1: Substantive Theory of Managerial Decision-making Process in

EXTERNAL
CONDITIO

INTERNAL
CONDITIO

CSR
COMMUNICATING
7

FORMULATIN IMPLEMENTIN

STRATEGIC G G

ALIGNMENT : ASSESSING
1. Proactive 1. Impure IMPACT

Employee
1. Approach .
PP 2. Reactive Volunteering

2. Structure

2. Partnering

3. Monitoring

A

1. Managerial Aspects

FACILITATING

2. Managing Relationships

v

A

COMMUNICATING
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5.5 CATEGORY 1: EXTERNAL CONDITIONS

Definition: refers to factors relating to an organization’s external environment which

influence CSR decision making.

Properties & Dimensions

1. Socioeconomic Conditions

2. Compliance

Low High

Managers take into account the prevailing needs of the country and region. Thus

they are filling gaps; those aspects which even the government is working upon.

“..what happens is hunger and poverty is the most crucial aspect today in
India...you have more poverty in India than in any other country,... and hunger is....
we know for a fact that individuals do not get two square meals a day also. So,
that’s the reason we look at this being one of the most important aspects - targeting
poverty and hunger...”

- HR Manager, Hotel 1

“...Even this SX all the dropped out students may be SSC failed or 12" failed, they
have no option for further study and their financial backing is not (good) so we

have selected all these projects which can give the boost to the unemployed.”
- HR & IR Manager, Manufacturing unit 4 (Automobile industry)

“I am just saying that ten years down the line, let’s say today we have a lot of/.
government also recognised that there is a huge dearth in skills in the country and
we have so many kids who are coming out of the schools and colleges and the
connect between what we learn in school and the skill that we have to do a job,
there is a huge gap. So there is a need in the country right now for skill

development. We realise that as well may be ten years down the line things might
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change, so at that point our company might feel that skill development is not
something of focus maybe it could be something else. For now obviously the focus

1

is on skill development, that’s one of the things.’
- General Manager, Hotel 2

“Now government is giving free uniforms to the poor students, they are giving
watchman, now they are giving drinking facility...So earlier they were not giving
free uniforms to the students, they were not providing the water treatment plant, so
we gave two filters to the nearby this thing (school) because that time government
was not giving. Now government is doing everything. Maximum part is done by the

1

government. So the rest part we are taking care.’

- General Manager - Administration, Manufacturing unit 3 (IT industry)

Further, issues of national concern need not be a local concern. The local

conditions influence decision making.

“..extremely hungry would be people on the roads begging, they don’t have
anything. So, that is extremely hungry, though you don’t see many of them in Goa.”

- HR Manager, Hotel 1

“There are not too many people in Goa like that if you notice. In fact I wanted to
do this in Voluntary Week. We wanted to do rally, so we make food packets and we
go on a rally, like we cover say thirty kilometres and whoever we find, either we
give them a food packet; or we also looked at a pillow, bed sheet and a pillow
cover, like spontaneous. You see someone on the road just give it to them, go along
capture that whole thing, but we didn’t find, I mean we didn’t find that kind of/. like

in a place like Bombay or in a place like Delhi it’s worth doing. We’ll cover a lot.”

“Here we didn’t have the audience and there are not many people, that’s why we

didn’t do that.”
- HR Manager, Hotel 1

“See, what we do is we have got a couple of themes...The themes that we try to

follow are: one is education, it’s a theme, then is supporting differently abled
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people that’s a theme, women empowerment is a theme, environment is a theme. So
these are the fundamental themes that we follow. We have still not started following
some themes which are related to medical. We have not followed that theme as yet,
because in Goa that’s not, we are not in a tribal area we are reasonably well off in
Goa so that’s not very important or we have not started following a theme like
social inequality because Goa is actually not having much of that social inequality

1

compared to some other areas...’

- CEO & Executive Director, CSR Committee Member, Manufacturing Unit 4
(Automobile industry)

2

“People are well off. Why would they want to train at your centres?...
- HR Manager, Hotel 2

“I just think that people, there might be multiple reasons but one of the reasons for
sure is that people would rather, | see it as, you know people have sufficient money

maybe in Goa to/., there’s no underprivileged.”

- Learning & Development Manager, Hotel 3

Local culture affects the kind of requests organizations receive from community

members and also the way they need to deal with them.

“..I don’t think in the kind of place we stay there are ever boundaries where we

can’t do anything at all, anything unreasonable which needs to be rejected.”

“Well, so if you go in Pune...there could be a possibility that there could be a huge
donation asked for something by may be the local community...It could be
unreasonable sometimes. So, different cities are different, but here there are no

’

challenges.’

- Resident Manager, Hotel 4

The Companies Act 2013 has incorporated the CSR clause, which includes lists of
broad areas that can be selected for CSR activities. Companies have to be aligned
with this. Other legal requirements also influence CSR decision making.
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“No, see, there are certain requirements that we need to maintain as per
Companies Act, ok those requirements,...those aspects we have added on to it but if
we are doing something we continue doing it, there is nothing different because
Companies Act is coming therefore we are doing another ten things, there’s

nothing like that.”
- HR Manager, Hotel 1

“See, we have two kinds of initiatives, one which are inborn within the TT, the
other which is directed to us via the government. Now within the TT we have
something called the SCC, wherein we go to the underprivileged areas or ITIs
(Industrial Training Institutes) all these particular institutions and get people from
there and give them a livelihood. The other part is you have the government thing
called ‘Hunar Se Rozgar’. We have a limit of how many trainees that we need to
train. So under that we provide the education or rather whatever is required for

’

livelihood purpose. These are the two broad areas.’
- HR Manager, Hotel 1

“..n fact there is a person who has approached us from Dalit community
in...Bihar they have this pickle, they make homemade pickle so they have come and
met us in terms of promoting their products..So he had come and met
us...However, they are still expected to have an FSSAI certification on their

products. So, that is preventing us from using their goods for our guests...”

“Ya, see there are some things which we can only buy which are certified. This is a

five star hotel.”

- HR Manager, Hotel 1

“..classic example of the C creek that is happening for so many years. It is, it is

pure bureaucracy that nothing is happening to thaz. ”

- HR Manager, Hotel 1

“..the ‘nullah’ which is passing by in front of us we can as a community we can
get together and clean up that ‘nullah’, but as a hotel we were doing it but again

there are municipal bodies which have sent us a notice not to do ... ”
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- HOD of Food & Beverage (F&B) Department, Hotel 1

“.you can’t do something which is directly linked to any...other

entity...like...maybe a political party. ‘Swacch Bharat’ is something which is
driven from the Centre, ya, it’s come from Central Government we are doing
it...like today we, | mean we would really want to clean the C creek, why? because
our hotel is at the banks of that creek...so we can easily take that up as a project.
So why wouldn’t we take it up as a project, because it is politically linked. There
are a lot of activists, there are a lot of other people, then there are spectators...So
that is, it’s not in our periphery. Even if you take permissions, and we say look here
we want to do, it would take us good, you know may be, I don’t know, the way
things work you know in India, it will take at least ten years for us to get

1

permission from municipality in that area...’
- HR Manager, Hotel 1

“Budget, budget allocation has started recently only with...Company’s Act...in
2013.”

- Assistant Finance Manager, Hotel 1

“..it’s a public limited company so it has got Board of Directors, independent
shareholders and by law it has to have a CSR activity which the rule is the previous
year, previous three years, the average percentage of that. So according to that
rule we have to spend minimum that much. We have a committee who considers
various CSR projects and our focus is to try to do these projects in the vicinity of
the XXXX plant in H.”

- Board Member, CSR Committee Member; Manufacturing unit 4 (Automobile

industry)

“...XXXX used to do CSR activity. But it wasn’t quantified as two percent and all
that. Sometimes it was more, sometimes it was less. Now it is legitimately
guantified. What happens if we were making big capital investments otherwise, we

used to reduce money allocated for this stream. Now we have to do it yearly.”

- Independent Director & CSR Committee Member; Manufacturing unit 4

(Automobile industry)
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“We used to do it earlier as well in 2011. XXXX has been doing it for a long time.
But with the Companies Act things have got structured and bigger. Funding

assigned to CSR has increased.”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“Oh! As it happens today what drives is compulsion because of the government’s
rule in spending money. Two, second part that drives is that I want my company’s
image to be good, that people should know that we are spending this money for this
cause. So publicity for the company. These are the two driving factors. I don’t
accept that they are always driven always by selfless motive in which case they

)

should have spent this money even before the CSR scheme came.’

“...This company had no policy of going and helping these people. So only when

this new scheme came we have started doing it.”

“...they are now doing it because there is a provision to do it. Since we are

required to do it we are doing it.”’

- Non-executive/Independent Director & Chairman of the CSR Committee;

Manufacturing unit 1 (Chemical industry)

“...CSR is a provision which is mandatory as per law in the year 2013. Earlier
CSR was done by companies but that was on a voluntary basis...Our company falls

in that category and since then we are doing the CSR.”

“...statutory compliance that is one of the major thing which will ensure that we do

our CSR...”

“...You have to curtail yourself to the topics which are given in schedule 7 of the
Companies Act. Though government has mandated CSR they have also provided a

list of the things on which you can do CSR..."”

- Company Secretary, Manufacturing unit 1 (Chemical industry)
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5.6 CATEGORY 2: INTERNAL CONDITIONS

Definition: refers to factors within the organization, including an organization’s focus

area, and its perception of CSR, influence CSR decision making.

“Again at the organizational level it is the philosophy of the organization. And at
the individual level it is | think the upbringing of the individual, and sometimes

even educational background plays a role.”
- HR Manager, Manufacturing unit 2 (IT industry)

Properties & Dimensions

1. Focus on Local Community

Less More

2. Assessing Risk

No Yes

3. Creating Impact

Low High

4. Seeking Appreciation

No Yes

5. Maintaining a Firm Stand

No Yes
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6. Leveraging Strengths

[ | |
Minimum Maximum

Consequences of External and Internal Conditions

1.

2
3.
4

Duration of the activity — Short/Long
Creating impact

Appreciation

Localization

Organizations prefer carrying out CSR activities in local areas. This benefits the
company as well, in terms of visibility and increasing goodwill. This is also

mandated by law.

“..CSR is to do with the people around you, where you are; if, like for TT, we are
in Panjim city so we have to understand the social aspect of CSR for the people
involved around us. So how do they benefit; is it that we are doing business only
for ourselves or are we also taking part in social activities which benefit the people
around. It doesn’t make any sense if you do not contribute to the people around
you, it means you are self-centred, it means you are selfish, so that relationship

’

should be there with the people around you.’
- HR Manager, Hotel 1

“See we collect a lot of projects and we give priority to the nearby localities and

depending on the how critical the requirement.”
- HR & IR Manager, Manufacturing unit 4 (Automobile industry)

“We try to prioritize areas around the factory, because it is our intention to spread
goodwill around the factory, all our neighbour. We have recruited only from Goa

permanently.”

- Independent Director & CSR Committee Member; Manufacturing unit 4

(Automobile industry)

142



“...We must do something that benefits people. Somebody around the factory, along
the vicinity would be relevant to the industry also. After all it is shareholders

money.”’

“..For a company we do it in the surroundings it’s a objective that makes the

company acceptable by their surroundings.”

- Board Member, CSR Committee Member; Manufacturing unit 4 (Automobile

industry)

“..where it is located, what are the needs of that location, so these are the factors

which come in front when you have to decide which project you want to select.”
“..in Goa we see what are the requirements, what is the need of the society...”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“We have to see the area also. Normally CSR activities are done in the
surrounding areas. You don’t go to far off places. You don’t do all those things.

You are talking about the community where you operate.”
- HR Manager, Hotel 2

“It is brand image, people know that this has been given by this company. The
supplies in the primary health centre will have DN logo. So people will know that it
is given by us. So that’s the extent of visibility we are expecting. If we are

procuring ambulance it would have logo of the company.”

- Non-executive Chairman, Chairman of the CSR Committee; Manufacturing

unit 1, (Chemical industry)

“The committee selects now, how do you select. We don’t have a system of giving
marks or something like that. We just select something that would benefit a
maximum number of people. But if we have maximum number of people in Delhi

which happened once, it’s not... the Board doesn’t appreciate that.”

“Like Prime Ministers Relief Fund, not a good idea. It happened once but not a
good idea because there are other contributors who can contribute. We should

contribute something beneficial to uplift sections of society around the factory.”
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- Independent Director & CSR Committee Member, Manufacturing unit 4

(Automobile industry)

Organizations prefer to focus on the local community and local needs for two
major reasons: first, they get to control how things are happening and secondly

they see it as their primary responsibility toward the local people.

“Ya, it should be nearby where we can frequently visit and that they should have

>

that relationship with us so that we can go any time and spend time there.’
- HR Manager, Hotel 4

“..So what we do is we don’t want to do CSR very far away, far from the area
because we believe that if everyone does something good to the society around you
in general things will improve and we want to do it where we are, in areas we are
close to. So Goa being a very small place if you travel hundred kilometres in any
direction, you are within Goa or you actually go out of Goa so for the plant in Goa,
we consider Goa as our, the state of Goa as our boundary condition but then if you
go to some other place then the radius may be something hundred-one fifty
kilometres...it’s not about giving money it’s about ensuring that things are done
right and the further we go the lesser control we have so we don’t want to do

that...”

- CEO & Executive Director, & CSR Committee Member, Manufacturing Unit 4
(Automobile industry)

“...We ourselves procure it rather than giving them money, and then give the

equipment to them and periodically monitor that these are being utilized properly.”

- Non-executive/Independent Director & Chairman of the CSR Committee;

Manufacturing unit 1, (Chemical industry)

“The selection criteria was that we would like to spend money on specific areas.
Like not give it for a general cause. We don’t want to give money to the Chief
Minister’s Relief Fund or the Prime Minister’s Relief Fund or Swacch Bharat or
any such schemes where we have no control on how the money is spent and we also

wanted to spend in areas where our employees live. So there is also a visibility as
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far as the company is concerned for what they are doing. So these are the two main

objectives.”

“...See basically we would like projects to be done for the benefit of the local
people. So we are not going to spend money on any causes outside Goa. Even
within Goa we would like to spend it in areas which is close to where our

>

employees reside or our plant is situated. That is for the visibility purposes...’

- Non-executive/Independent Director & Chairman of the CSR Committee;

Manufacturing unit 1, (Chemical industry)

From the managers interviewed, the nature of activities is such that they do not see
any need for assessing risk of any kind. The only risk they see is the threat to the
brand image. Therefore they are careful in selecting the CSR activities and in

selecting partners.

“..you need to understand the complexity of the activity you are going to carry
out. See, at the end of the day we are in a business where one wrong move can, a
CSR can become a negative feedback for us and today with social media and all,

everything so active, we have to be very cautious about what decisions we make.”
- HOD of Food & Beverage (F&B) Department, Hotel 1

“...Whenever we select any NGO we do reference checks also with all the records
in place. What happens is when you associate it’s a brand image also. Something

goes wrong our image is stake.”
- HR Manager, Hotel 2

“...we may get a bad name for a product. So therefore we are not getting into
specifically distributing medicines, distributing food. These kind of programs we
don’t want to get into like mid-day meal or things like that because all these are
areas where there is a big risk. And you may be accused of giving spurious
medicines, you will be accused of food poisoning all these kind of things. So these
kind of risks we want to avoid so we are not getting in to those areas. So we
identified those areas also. Which are the risk prone areas which we don’t want to

’

getin.’

145



- Non-executive/Independent Director & Chairman of the CSR Committee;

Manufacturing unit 1, (Chemical industry)

Next, in whatever activities the managers choose to do they want to create as much

impact as possible from the resources available.

“..Like we had for example we had ES approach us who have some kind of
initiative, but then we said, no we’ll not go to ES. It’s a large organization, too
many people. So, in fact I only had decided, let’s look at a smaller group, let’s look
at a group which we can make a difference to. Other than having hundred children
there who have people coming in every time, might as well look at say 15 children.

’

No one goes to see them, let’s look at them, the impact is higher.’
- HR Manager, Hotel 1

“First of all whether it’s a good activity or it’s just an activity which subsidises
money and we can get the funds also from somewhere else. That’s an important
criteria. If it’s a good activity which will benefit a large number of people, school
obviously has a large number of students. And we go and visit the school, if they

are very well to do and they don’t need our charity we will not contribute.”

- Independent Director & CSR Committee Member; Manufacturing unit 4
(Automobile industry)

“First is value, as I said earlier rightly, is it generating that value. That is the first
most important thing that you need to understand...Then you have other areas like,
what will you do, what is the cost associated with it, who will we tie-up with...will
they benefit from what we want to do or is it just a day to day activity which is, you

know is just a part of a paper or a book that you need to do...”
- HR Manager, Hotel 1

“See, value would be, is that, is that what you are doing...if you are going to an
orphanage, you are spending your time, your energy, you are coming from a five
star hotel, you are being with these kids who don’t have everything, who don’t have
parents, who don’t have proper clothes to wear, they are hand to mouth situations,

you are going there, you are sitting with them, joking with them, sharing your
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ideas, making them smile, making them laugh, so they feel that you are someone
who is coming to their aid, they feel that you are someone who is sharing in their
grief. You know, they obviously feel that; oh, there is someone to care. So, that is
that value that you create. When you get to know that it’s a two way that the value
is being created, then you know what you have done has a purpose or it doesn’t

have a purpose...”
- HR Manager, Hotel 1

“..If you want to do something if you want to create that impact everyone should
be together. You can’t have one person running around, or an organization like TT
running around, or just a few people running around...Like, like | see today that
CSR means you know just planting some plants here and there and no one waters
them tomorrow. It’s just some ministers are called or someone is called that is
done, and that’s over,...and I have seen it with my own eyes and I don’t want to
quote names or positions; among the general public or among politicians, but just
for a photograph to appear on the newspapers they will hold the broomstick and
sweep for say five meters and that’s it. So are we actually contributing? I really
don’t think so we are contributing to CSR. So, I mean...there’s a lot of it. Within

1

Panjim if you see, nothing seems to happen.’
- HR Manager, Hotel 1

“Certainly when it comes to external it has to be what the needs are of the society
or of the community that you are trying to reach out to. So if the needs don’t match

with what you are trying to do, it’s a no brainer, it’s not going to be successful...”
- General Manager, Hotel 2

“...I have to see all the parameters. Is there really a need for it, is there

requirement I mean the requirement for such stuff which we are bringing for them

’

or not, and how is the mode of communication with them...’

- HR Manager, Hotel 4

Managers want the CSR activities to be appreciated by the beneficiaries; it is the

appreciation, or lack of it, which makes them continue or discontinue the activity.
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“..So if you take your history and try to do the same thing in some other point, it
may not be appreciated by the people. Here the people’s requirement may be

something totally different.”

- CEO & Executive Director & CSR Committee Member, Manufacturing Unit 4
(Automobile industry)

“...cooked food is more appealing I would say, like a ten kilo packet of dal and

cooked dal is different, in terms of appearance. So if you have a set, twelve course

menu kids get fascinated.”

“It doesn’t make a difference to the child. But deep fried smiley’s may make the
difference.”

- HR Manager, Hotel 1

“..we want to be sure that what we are doing is appreciated by people because
sometimes what happens in your enthusiasm to do CSR you try to do something
which you feel is of high value which may not be of value to the people who are
receiving the benefits. So we need to be able to understand and modulate and
convert ourselves to or rather tune ourselves to what’s right for the society that we

1

are in.’

“So you have to talk to them, you have to do a survey, you have to do an

assessment, and you have to talk to the people, ask them what they want.”

- CEO & Executive Director & CSR Committee Member, Manufacturing Unit 4
(Automobile industry)

“See we need to see what need the community has. That’s how we have to zero
down there only. What is the burning issue, what is the need they have. I don’t want

)

to start anything which they don’t want to have.’

- HR Manager, Hotel 2

Managers also see hindrances from political groups. In most cases managers

believe in maintaining a firm stand and an apolitical stance.

“...Like for example there’s one particular project I won't tell you the details which

’

was benefitting a political party. So we said that we don’t want to get into all this.’
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“...We should not mix politics with CSR.”

“They are different things. We don’t mix both. It is unacceptable. People may
try...Our committee stands quite firm. We don’t get into all these political

1

considerations...’

- Independent Director & CSR Committee Member; Manufacturing unit 4
(Automobile industry)

“They do try to influence but the values and structures determine how strong you
can be against such forces. It can also be a positive force wherein you get to know
the ground realities and seek suggestions from them. Final decision is ours,

whether we find it helpful or not.”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“Ya, ya so many. I am getting so many requests from the politicians. Even some
Gram Panchayat or Panch, they quote that MLAs or Ministers this thing and ask
money. I say, “No, baba. We are not giving anything, you please go to some other

company, or take it from some NGO. Sorry”.
- General Manager - Administration, Manufacturing unit 3 (IT industry)

“No, depends basically. Panchayat is what basically, Panch and Panchayat they
are not permanent. Every time people change. So you get different type of people.
Now M is there, | help; not because of M but because it was a genuine thing. The
next person who comes CA or someone he thinks that | helped this person because
M was there. So, they try to withdraw that policy or withdraw the scheme. Such
things happen but you should be very firm, and you should be very strict with your

this thing.”
- General Manager - Administration, Manufacturing unit 3 (IT industry)

“...Like the local legislative people or the local panchayat, MP or MLA they get
can come and say please spend this money on this cause. So we are aware of that
fact and we want to resist it. Therefore, our policy is don’t yield to any pressure
from any other local either government or political parties for spending money for

a particular purpose...”
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“...political pressure can also come through, supposing they find we as a CSR
committee is not really agreeing to a request they can also put pressure on us
through the Board which can happen which has not happened so far. But we are

’

aware of that danger.’

- Non-executive/Independent Director & Chairman of the CSR Committee;

Manufacturing unit 1, (Chemical industry)

“..Or if there is some project which is politically motivated we will not pertain to
that. We are absolutely neutral as far as these things are concerned. We don’t
believe in political alignment, we don’t believe in religious alignment, we don’t

believe in alignment of anything.”

- CEO & Executive Director, & CSR Committee Member, Manufacturing Unit 4
(Automobile industry)

Managers assess their own, employee and organizational strengths to select an
activity, in terms of resources available viz. time, funds, employee strength, skill

base of employees.

“..so, and yes at the end of the day, as I said also earlier that ‘can do’ thing is
there, can we do it?, that is the main thing. If you cannot do it, there is no point
dreaming of something big...It’s a very good idea, we wanted to do it, but we didn’t
have the finances, so that CAN DO thing is very important. So, these are basically

the factors that could be a part of doing something in terms of CSR.”
- HR Manager, Hotel 1

“I think that whatever skills we have we should translate that to the community.
Today | work in the hotels, I have certain skills of engaging the customer. That skill

has to come back to the community so that they can use it.”
- HR Manager, Hotel 2

“I think that the fact that one of their focus areas is this core competence just you
know proves the fact, like in the sense that tomorrow any HR person at the branch
through feedback from people has identified an initiative and would like to support

if there is a group of people willing to support that particular you know that thing
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where something has to be designed or whatever there will be automatically
support from the top because, it is defined as one of those key areas that they are
focussing on, along with it education, along with health this is one of the key
things, they want to contribute towards to using our core competence towards

helping others.”

- HR Manager, Manufacturing unit 2 (IT industry)
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5.7 CATEGORY 3: STRATEGIC ALIGNMENT
Definition: refers to the extent to which CSR is integrated with business strategy.

Strategic alignment has emerged as the central category in this research: it pulls together
all the other categories. All the variations in decisions can be explained by the presence or

absence of strategic alignment.
Strategic alignment has been further sub-divided into two categories:

a) Approach
b) Structure

Consequence

1. Strategically aligned

5.7.1 Sub-category 1: Approach
Definition: refers to the thought process behind CSR decision making.

Properties & Dimensions
1. Approach

[ | |
Reactive Proactive

2. Strategic Alignment

Personal Universal

4. Culture

Weak Strong
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5. Standards

| | ]
Local Global

e Managers follow a proactive approach by identifying the CSR activities and the

beneficiaries themselves.

“See, I started my career in TT in 20006, it was my first job in TT. The purpose has
not diluted. The focus of CSR has been the same that time also. The focus has
never changed. When Companies Act came, yes there are few liners as in this has
to be done, this also has to be done. So, that we have upgraded upon but in terms of
focus it has always been there. | have seen this since 2006, so if you are doing an
x" event you will do an ‘x’ event; I mean TT has always been like this. I would say,
it’s happening from 2006 obviously it is happening before that also. Focus has not
diluted at all.”

- HR Manager, Hotel 1

“..TT group has been into this development of the society much much before

formally the word CSR possibly was coined...”

- CEO & Executive Director, & CSR Committee Member, Manufacturing unit 4
(Automobile industry)

e In reactive approach managers respond to the requests by the potential
beneficiaries.
“We give the money. First they give us the requirement. For example this lab,
what are the different types of instruments required based on that we allocate

the money to them.’

- HR Manager, Manufacturing unit 4 (Automobile industry)

e Managers believe in mutual development of the business and society -

Inclusiveness
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“...You are happy and entire your surrounding is unpleasant does that give you the
benefit of happiness or anything of your wealth. So it's equally important to work

)

on your social surrounding to make it even better.’

“..you have to reach out to the needy people. If you exist and if a good company
exist and you do well, you earn well your vicinity cannot remain deficient of
education, deficient of old people living in mess. I think if you look at them as your
requirement and address poverty, old age, see what support mechanism you can

create for the vicinity.”
- Director, Manufacturing unit 3 (IT industry)

“So this concept is not only in Goa. We have SCCs in Delhi, in Mumbai, S0 the
whole idea, being the company that we are TTs the whole idea was that what comes
from people should go back to the people, that’s the CSR concept. We wanted to

also create something for livelihoods for young boys...”

- Learning & Development Manager, Hotel 3

e Managers ensure that the activities are sustainable.

“Well, I think TT being part of the Ts has always been very focused on CSR. Now
over the last couple of years we are, what has happened is over these years we
have always been doing a lot of stuff. But I think the company realised somewhere
down the line we need to get more focussed towards specific goals and when it
comes to CSR it should be something that we do which should be sustainable, and |
think that perhaps has come in more over the last (couple of years) and the
company and has become stronger and stronger over the last perhaps ten-fifteen
years where there is more focussed approach towards what each hotel is doing and

how they are doing it.”
- General Manager, Hotel 2

“Ok, but as the years progressed it became more streamlined so first and foremost
this particular association started stressing on sustainable initiatives. So, no longer
just identifying a place, going there once, visiting, doing something good and

coming back, but doing something on a sustainable basis. So we had to look at
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initiatives where we could do activities and develop a relationship on a prolonged
basis. And for that this association which is of course under the auspices of our
senior management we would receive budget. We had to propose budgets and all
and accordingly budgets would be sanctioned. But of late may be a few years ago
besides this association there is also a very formal CSR group within the

organization but that group is more at the corporate level.”
- HR Manager, Manufacturing unit 2 (IT industry)

“...It is not like we give one time and then we forget about it. No, we will still be in
touch with them. We will still cater to their needs if it is really genuine for the

betterment of the children....”
- Company Secretary, Manufacturing unit 1 (Chemical industry)

“...Now this is the first year that’s why we said if you perform well then we will
continue to give you assistance. Because one of the CSR guideline is sustained
effort, how do you make sustainability a factor? That can be done only when we
continue to provide them association. We don’t give them uniform one year and
next year sorry, we can’t give, because they are used to it, they would expect or
textbooks or educational aids so we would like to sustain that. But that we will do
only for those who will use that money properly. This year we have not only review
to those who have received assistance but also other schools who may need similar

help. So this review is now in progress.”

- Non-executive/Independent Director, Chairman of the CSR Committee;

Manufacturing unit 1, (Chemical industry)

“..Like, sometimes what happens is, you go to an orphanage some organizations
they do that, you go there, you give something to eat, something to drink, you take
two-three photographs and come. That’s not the purpose. What happens to them
after that, is what you need to think of. You are only going there for a day, ok; after
that they will continue to have their broken rice and some dal for the rest of the
three sixty four days. So apart from what you are doing in that one day we look at
what we can do continuously. Like, the other day we were sitting and | showed you
a couple of photographs of an initiative we had done, so over and above of being

there, and giving them something to eat and drink we spoke about hygiene, we
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spoke about sanitization, so what is that - that is something which they will
continue doing, it will not stop that day. At least if you are telling them ten things at
least two things will be there in their mind, that is for them throughout their life

some people will remember that...”

- HR Manager, Hotel 1

e CSRis approached as a Strategic Differentiator.

“..Well I really firmly believe in it because our company takes very special interest
in CSR and our CMD herself has taken a lot of initiatives and...doing a lot of CSR.

So her vision is basically that we develop destinations and not hotels...”
- Resident Manager, Hotel 4

“...this small village actually now has converted into a big place with three-four

features are identified nearby...”

“...We take care of a lot of people around the place. More than 30 to 40 percent of
the community nearby is employed or else in some way is dependent on the hotel
for their daily bread and butter...”

“the concept itself was designed around social community...We had CSR in our

’

minds from Day One.’
- Resident Manager, Hotel 4

“Here, in TL we have started (CSR) in 2000 itself only, because when we were
constructing this hotel there were many motivations; we have promised the society,
the nearby villagers that, we will build up a small school by tenth standard and
also the Park, now it is under the municipality but it is maintained by L only. It is
completely constructed by L constructor. While we were constructing this hotel and
also we have taken up this D as an orphanage, we are donating funds to that
organization and apart from those activities we have do lot of activities every

month...”

- HR Manager, Hotel 4
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“TT does it in four places like Employability, Employers, Education, and one more
thing. So there are four Es what we follow in our CS, ...but as far as our hotel is
concerned, Education is one thing what we end up doing. Employability is another
thing what we do and we have tried to do...Entrepreneurship...but we do not get
anybody who is like, like these type of people who need help because all of our
suppliers are well to do. Ok, and if I want to find any, for example if I want to buy a
slipper for my rooms, ok, now if I go in the market, to check who is the supplier,
like there are five suppliers of slippers, now in these five suppliers if | want to
integrate my CSR by giving a person who is less fortunate or you know less
privileged but I don’t get people in that so I do not have an option but buy from
whatever | have available, so that’s entrepreneurship in what we are trying to but
we are not getting enough people there...So, Entrepreneurship and vocational
training, ok. So these two things are mostly what we have been; | mean not

Entrepreneurship but Education is one thing which we mostly focus on...”

- Learning & Development Manager, Hotel 1

e CSR decision-making is an Empowered Process

“See for example first of Jan is a TT initiative so every hotel will do first of Jan
lunch but carrying a food supplement along for doing some kind of educational

)

exercise, that the corporate has not told us.’

“...But this additional whether to take snacks and go meet them, or cut a cake, this

is all unit call that we want to take.”
- HR Manager, Hotel 1

“I think you have to give direction to people and also when you give direction you
have to allow them to perform, because if we tell them all the time that this is how
we have to do it then they lose that | guess they lose that initiative to try to do it on
their own. So like to show people the direction and then kind of leave it to them and
then just keep an eye and watch that it’s being on key, time lines have been met and
that quality work is as per expectations. If not then it’s not done at the right time,

’

they have to correct that action.’

- General Manager, Hotel 2
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“So that’s what I said, every batch we have learnt. So today I have left it more to S,
because | think they are doing a fabulous job, wherever | am required to take a
decision they can come to me. But | think the empowerment for them to take
decisions is what | want to enforce...So, | want them to take it forward, and | think,
creating or instilling that kind of passion I don’t know if may be I have done it
well, but that was something that | wanted to do. | wanted the people over there to
understand that they are also not working for money, they are working for students,

they are working to create better livelihoods.”
- Learning & Development Manager, Hotel 3

“They (top management) are kept in the loop for whatever things we do but | have
been lucky that they’ve empowered me to run the place keeping in mind the

boundaries.”
- Learning & Development Manager, Hotel 3

“That we have to decide. That directors will not decide. They will only allocate the
fund. That we have to decide, Administration, my Finance boss, Head of the
Finance, two-three people, the HR person. That we will decide basically where we

can allocate that money.”
- General Manager - Administration, Manufacturing unit 3 (IT industry)

“..There are a few things that we have at the unit level in terms of what we need to
do through the year, we have a CSR calendar. There are broad topics, which relate
to what you are doing...When you talk about the linkage to Ts, TT Volunteering
Week which happens in four quarters, every quarter has a certain message, a
certain objective, based on that objective you can do one activity, you can do three
activities, you can do ten activities, whatever you want, of course based on the

resources that you have...”
- HR Manager, Hotel 1

“Ya, it’s the team, the team will decide. See the GM is not at all involved in the
organizing team. But the main person is the GM. Backend he will be there. He will

approve so that way.”
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- HR Manager, Hotel 1

e Managers follow the ethical standards set by the corporate or by the top
management. In case of organizations adopting a proactive approach, the
management sets high ethical standards

“It’s the Act, which gives direction, but fundamentally the values of the company
drive CSR.”

- Company Secretary, Manufacturing unit 4 (Automobile industry)

“...Like one of our project, if you have gone through is C Goa. C, Goa is about
blind, deaf students or the children’s in and around Goa. One of their project is
tiffin distribution. So this project will create opportunity for disabled people or
blind and deaf people to generate an income source. This will also help them to
stand on their own feet from the economic perspective. If such projects are there we
like to have a committee or the Executive Director, he also likes such projects
because this is a real meaning of CSR, right. You really transfer the CSR value

from company to those people who aredeserving.”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“Now...for a institution we say that ok these are the code of conducts, these are
good, these are bad, right. So,...what | will follow I have to be in the code of
conduct of the institution. Now, if CSR becomes one of my practice in business, ok |

have to follow it within the code of conduct...”

- Learning & Development Manager, Hotel 1

e In case of proactive approach universal principles are followed.

“..TT he laid down certain principles for working of the TT group which basically
said that wherever we are operating we need to build and develop the society
around us that’s one of our fundamental duties. Business is not just about making
money, business is all about growing the society together with your growth, so you
can’t isolate the society with your growth because at certain point of time it will

’

break down...’
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- CEO & Executive Director, & CSR Committee Member, Manufacturing unit 4
(Automobile industry)

5.7.2 Sub-category 2: Structure
Definition: refers to how the thought has been incorporated into the systems.

Properties & Dimensions

1. Setting Performance Targets

Indirect Direct
2. Process
| |
[ | |
Unstructured Structured
3. Motivation

| |

[ | |
Internal External

4. Flow

| |

[ | |
Bottom-up Top-down

5. Decision-making Process

[ | |
Autocratic Democratic

e The process may be structured or unstructured depending upon whether the

approach is proactive or reactive.
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“...the activity scope would depend upon the nature of the organization, their own
CSR policy, their outlook - looking at CSR and the funds available, so that is how it
differs from company to company.”

- Company Secretary, Manufacturing unit 4 (Automobile industry)

“..But if there is a structured approach to it as in our case where on a company
wide basis you want to achieve certain fixed goals and then you have all your
resources which are focussed towards that. Obviously, we’ll do a much better job,

right...”

- General Manager, Hotel 2

e Managers follow corporate guidelines.

“See, the corporate also is very much actually serious about this CSR activity as
far as my interaction is concerned...they were very supportive so they would like to
do it very seriously and they are doing it also - the corporate and they try to...tell

us that you have to do it, it’s a part of our activity.”
- HR Manager, Hotel 4

“..They never challenge us, there are certain guidelines that are already being

followed...”
- HR Manager, Hotel 1

“...we are basically not allowed to give cash donations, because it is unethical to

give cash. You can’t quantify where the cash is going.”

- HR Manager, Hotel 1

e The CSR decision-making process is Top-down to begin with.

“Moving the children from doing an event at their place and moving them to the

hotel, that is the GMs decision. The thought has come from the GM office.”

- HR Manager, Hotel 1
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“..The corporate has put up three verticals.One is ‘building the livelihood’, that is
one common thread among all the hotels in India. Second is ‘art & culture’. Then,
we have Swacch Bharat Abhiyan (Clean India Campaign). It is compulsory. All the
hotels have to clean the periphery of the hotel and the resort hotel has to clean the

beach and the city hotel will clean the roads crossing the hotels.”
- HR Manager, Hotel 2

“So I think again it comes back to the culture of the organization, you can have an
organization that just does lip service and says that yes | do this, that or the other.
But it has a lot to do with the culture of the organization. So if you have a culture

of, a strong culture of CSR then it’s self-driven, it’s on going.”
- General Manager, Hotel 2

“It begins from the top. So, our senior leadership would sit down, there is a CSR
Committee where the MD is a part of it as well. So our senior leadership will sit
down and decide what is it that we need to do when it comes to CSR, for the

company.”

“For TT as a whole. And once there is a decision made there, then that is shared
with the hotel General Managers. Then the hotel General Managers would work
with the rest of the HOD team including the HR Mangers, who would drive this at
the unit level and then come up with ideas or maybe refine what we are doing, and

ensure that it’s focused on.”
- General Manager, Hotel 2

“There are four to five thematic areas identified at the corporate level for us. One
is health, one is this - education, the other one is environment, then there is core
competence in what they call in the sense that see, we are supposed to be an IT

organization but of course here it’s a factory...”
- HR Manager, Manufacturing unit 2 (IT industry)

“See, I would say that the only way a culture like this comes into play is if it has the

support right from the top, right from the CEOs level.”
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“...there is this culture or philosophy of philanthropy and things like that so even
our new CEO as well as the older, the previous CEO has supported this. Ok, so it
comes from the top. So this association of employees as | told you gets support
from the top. They get budgets every year so then that filters down to all of us. As |
told you the CSR group is only there at the corporate team and then they of course

only give money.”
- HR Manager, Manufacturing unit 2 (IT industry)

“the entire thought process or the cycle of, you know, doing something for the
community or the vision, it comes straightway from the topmost person of the
company so you know we are all very positive, the General Manager himself is very

positive...”
- Resident Manager, Hotel 4

“...if the top management is doing it, automatically down the staff also gets

motivated to do it...”

- HOD of Food & Beverage (F&B) Department, Hotel 1

“...it started from our General Manager. All HODs were present and we had
freezed upon one date | think 2" October was the date when it was to be initiated
by all organizations. And all hotels of TT hotels, that was again a communication
sent to us from the our corporate office and Ministry of Tourism so, and there was
a pledge which was taken before starting the exercise of Swacch Bharat which

again had come down from Ministry of Tourism...”
- HOD of Food & Beverage (F&B) Department, Hotel 1

“GM:s role in CSR...I have seen that he is so much always, like asking HR whether
you guys are driving the CSR. He will come to ask them, he will tell them, these are
the things that you have to do, and do it timely, consult me, how you are doing
it...Even for Swacch Bharat and others, he will actually be on toes and asking them
he will be standing there and seeing all the kids dance, magician. He will not, he is
a very busy man, he will get phone calls, he will step out, talk for a while he will
come back...You won'’t believe he was there from eleven and since we were in the

organizing and we were sitting and, we had lunch at three but he also did not have
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lunch before. He also waited till the time, that ok the kids have left, things have
ended now all the organizing people, like | was there | was very much a part
because all the managers have to be part. So he sat till 3 o’clock to have food with
us because we were the remaining ones to have the food. So, you can understand

how much dedicated he is in CSR.”

- Assistant Finance Manager, Hotel 1

“..we have a Corporate Sustainability Group...its team sits in Mumbai, and the
Director of Corporate Sustainability...So all these years the Director had decided
because we are a part of the T Group so he was the one who had decided on what
are the Corporate Social Responsibility or activities the TT group has to perform
and he would drill it down to the General Managers, and General Managers will
brief us so the main decision-making of T, or TT group happen at the Corporate

level...we only implement corporate directives...It comes from the Corporate.”

- Assistant Finance Manager, Hotel 1

e Eventually the process becomes bottom-up as well.

“But we have someone who looks after CSR at the corporate level. So we work
with our colleagues at the corporate level to decide what other things that we
would want to work on during the course of the year or over the next couple of
years as broad directions. So there is some kind of a decision making that happens
at the corporate, they say ok what are the focus areas for us and then of course
depending on the geography, it has got so many hotels all over the world and the
country; every city, or every GM in a particular city in a hotel would then decide
what is he going to do. So for instance, if one of our key initiatives across the
company is to let say build skills — ok so Skill Development, like one of those heads.
So every hotel could do something else. So for instance it could be skill
development here for instance we are running in Goa. We are having skill
development by bringing kids from more disadvantaged backgrounds and giving
them skills in hospitality and therefore after giving them certain skills where they
can have some kind of sustainable income in the years ahead. So that could be one

form. In another hotel it could be, maybe you have certain farmers in your vicinity
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of your hotel so you talk to those villagers, you talk to those farmers and you give
them certain skills and how to come up with better (inc.), or productivity, or better
grain, give them training on that. So it could be skill development of different kinds

depending on where you are located.”
- General Manager, Hotel 2

“...the Directors, they will decide which project to shortlist; but when we provide
them with the project we also have to understand what is their thinking, what
project they prefer, or what guidelines they have given us to shortlist the project,
and that is where the Executive Director is very important. When we present the
project to him, we also see what committee is likely to appreciate or what they will

want to look at, and accordingly we will select.”

- Company Secretary, Manufacturing unit 4 (Automobile industry)

e Managers approach the top management to seek approval to go ahead with the
CSR activity initiated by the unit.

“..at HOD level, we are the implementers...if somebody approaches me as an
individual I can put across that proposal to our corporate office, end of the day we

need the approval from them to go forward.”
- HOD of Food & Beverage (F&B) Department, Hotel 1

“So you have to budget, so you have to make a budget send it across, they review
the budget they will see, they will ask questions, whatever and they may either
accept it at the level it is or they may ask you to decrease a few things, or whatever

it is and then finally it is approved.”
- HR Manager, Manufacturing unit 2 (IT industry)

“Ya, see basically when people say, I need fifty lakhs I am building a school, now
we can’t do anything. I can’t give volunteers for that. You get it, neither I can
collect money from people here so such a request would go to that CSR team. They
would see if it is meeting their objectives and they would either accept or deny it.
But these small-small initiatives that we are doing, we are trying to engage people

into volunteering - that is done in the local levels.”

165



- HR Manager, Manufacturing unit 2 (IT industry)

“No, GM ends up see we contact the GM if he has anything if he wants to do
anything differently or we have to ask him and then if for any approval is there.”

- HR Manager, Hotel 1

e Managers consult top management whenever needed.

“Consult him, as I said if it impacts work in any way, only work because see we are
taking these people to support these, you know so if it impacts his work in any way,
or if at all we require resources from the facility to do something. Say, we are
calling the kids here and we are using the conference room. So, we need
permission for that. So, only from that perspective. Even, budgets don’t come from

the local GM they come centrally.”

- HR Manager, Manufacturing unit 2 (IT industry)

“See, what happens in our case, in our day to day thing that we get directives from
our corporate office. Based on those directives we act upon our action plan at the
unit level. So there are certain CSR activities which are mandate which we have to
do, and there are certain CSR activity wherein we have been approached from the
community that this is something as a CSR activity, as a unit if you want to take it
up, and that is when we consult our corporate office because there are certain
outlines drawn by a corporate office. We have a CSR activity regulating body who
sits in our corporate office, who decides upon which role which unit will take up,
what CSR activity.”

- HOD of Food & Beverage (F&B) Department, Hotel 1

e There are controls placed on the processes, to ensure effective formulation and

implementation of the CSR activity.

“See we would take a call, the Committee would take a call whether we need to do
it or not. See we have a calendar with us what we generally do. So, if the committee

feels that we can do this extra why not, we can do that.”

- HR Manager, Hotel 1

166



“...Because Board had a discussion, it is the Board who decides, we have a CSR
Committee also based on the recommendations of the CSR Committee the Board
will take a decision. The CSR Committee can recommend what are the activities
that the company can take up for its CSR activity. It need not be that you have to

change your CSR thrust area every year.”
- Company Secretary, Manufacturing unit 1 (Chemical industry)

“No checklist as such. But each person who visits gives a report to the Committee.
The Committee discuss among themselves, people have a view and they have
accountability. Eventually the Chairman takes the decision or the Committee takes

’

a decision.’

- Independent Director & CSR Committee Member; Manufacturing unit 4
(Automobile industry)

“..there is a CSR Committee which reports to the Board. They discuss fairly
extensively...If any other Board member objects to it, then that is taken cognizance

of, then we drop.”

- Independent Director & CSR Committee Member; Manufacturing unit 4

(Automobile industry)

e Assigning responsibility: companies that are strategically aligned, assign CSR
responsibility to HR Managers; those that carry out CSR activities for
maintaining relations with the local community assign it to Public Relations or
Administration, and organizations that are carrying out CSR activities because

of legal compulsions assign the responsibility to the Company Secretary.

“Yes, so I coordinate this. I am the one who coordinates this and at all other TXX

centers it is the HR person who coordinates this.”
“...this is primarily driven by HR...”
- HR Manager, Manufacturing unit 2 (IT industry)

“...major decision, main decision is taken by Administration Department. That yes,
| want you to do this, for this from HR department | want your this-this support,
from Finance this is the amount basically | want. Whether you are approving, no —
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then I'll stop it. If we are approving (inc.) then I'll go ahead. This is the thing
basically.”

“...HR and Administration are just like brothers and sisters. Thinking process is

same, only the name is different...”
- General Manager - Administration, Manufacturing unit 3 (IT industry)

“Why not Administration? (repeated). Someone has to be a window. They deal as a
PR. They deal with the society and all, so they are the window. PR has to deal with
it.”

- Director, Manufacturing unit 3 (IT industry)

“Also as an employee engagement activity, CSR is my responsibility which I have
to do and every month. So | take it as my responsibility as my KRA and | have seen
it that maximum participation should be there. So how to do it, when to do it, what

to do it, that plan has to be done from my end.”
- HR Manager, Hotel 4

“...Basically the profile of the Company Secretary is compliance of the Companies
Act...The compliance of which has to be ensured by the Board. And we being a

bridge between the Board and the management, this is the role that we play.”
- Company Secretary, Manufacturing unit 1 (Chemical industry)

“It is part of law, so that’s why CS has been made in charge. But I involve others
as per the requirement of the project...I am overseeing the activities as the

Secretary of the CSR Committee. Reporting happens through me.”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“..the HR and L&D...they are the main people who are the custodians who have to

conduct the CSR properly...”
- Assistant Finance Manager, Hotel 1

“Traditionally that’s how we have done it because they are more connected with

the staff and to mobilise any CSR activity you have to ensure the buy-in of the staff,
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because it’s not one person who'’s going to drive it. We feel that CSR is about each
and every person among the shop floor and in the hotel who have to be involved. So
that’s where HR comes in. To ensure that there is that culture and that’s how our
Learning and Development comes in because right from the moment people join an
organization they go through an induction; that’s when they are given training and
etcetera, they have been told and it is very intrinsic part of our business — CSR.

And therefore they connect with HR to drive it with.”
- General Manager, Hotel 2

“HR function is somewhat related to CSR. We take care of employees, that is our
role, so there is always that soft corner that we need to develop in terms of
understanding our team; and CSR is not only about going outside the organization
and do something. It is first that you need to do something within the organization
because you need to make your people believe that CSR is something that we need
to do. So if we within the hotel don’t do anything what is the point of going outside

and doing something...”

“..the function is so much related to CSR that, you know we are handling our

people and also ensuring that other people are also there.”

- HR Manager, Hotel 1

e Performance targets may be direct or indirect.

“These two hundred hours are dedicated to volunteering hours as a target. Our
Chairman has a target of lakhs volunteering hours. By 2020 he wants to cross lakh

volunteering hours. So now we need to work towards that...”
- HR Manager, Hotel 2

“Targets are obviously important. So we would, just because I have a skill centre
and physically it’s there on paper, doesn’t help me unless I have the number of kids
that come or the students who are going through it. So for instance we have a
certain internal target set for the number of students we want to train every year

for the skill centre. So we would monitor that.”

- General Manager, Hotel 2
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“I don’t have a performance target for SCC, but like I said it’s forty percent of my

’

job. So recognition is there, and expectations also are there.’
- Learning & Development Manager, Hotel 3

“Yeah, we have targets in the sense like ten percent increase in volunteers every
year, and things like that, you know, but very frankly | have not been able to meet
those targets, and | have given my justification. So when you give justification, they

accept it.”

“See CSR no, it has to come from the heart if you say I will give you so much of
money to do it, it is not going to work. Ok, so yes as a HR person you also have to
have an inclination and yes it does help. If you see across, the HR people will have

it in their goal sheet about CSR this and that but that will be one goal out of ten.”
“Weightage will be high (repeated), for that. But it is one goal out of ten””.

“See, they expect I think per month at least one, one to two activities. So then we,
we can either meet that. But | would prefer to do something genuinely rather than
just do something superficially just to meet a target. So, that depends on the

individual.”
- HR Manager, Manufacturing unit 2 (IT industry)

“CSR is, well I think it is an integral part of everybody’s performance targets not
only GMs. But we do not take it as a performance target really. We take it more as

our cause for the community to be honest.”

- Resident Manager, Hotel 4

“We don’t have performance targets, but it is an integral part of our work.”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“..direct linkage of CSR activity is to the HR. And then HR gets things done from
the HOD...it has a linkage to my HR Manager’s KRA...I again play an indirect role
to get his KRA.”

- HOD of Food & Beverage (F&B) Department, Hotel 1
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“..it is put in KRA so that at least people will do something...if there is no KRA
then it is difficult, because every person will not have the same wavelength, same

wanting to do things for others. So, that is why KRA is important...”
- Learning & Development Manager, Hotel 1

“...it’s a group wide initiative. So when it is a part of your BSC, it is a part of the
objectives of the organization, you have to go with it. It’s part of your KRAs. So it

automatically becomes a part of what you want to do...”

- HR Manager, Hotel 1
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5.8 CATEGORY 4: FORMULATING

Definition: refers to how managers select a CSR area and identify the potential

beneficiaries or partners for executing CSR.
It is divided into two sub-categories:

a) Proactive process

b) Reactive process
Consequences

1. Duration

2. Creating impact
The conditions in formulating are discussed below:
e Democratic decision making

“So those ideas would be generated by having a brainstorming session within our
senior leadership at the unit level, seeing that what is it that we can do, we also
have consensus in Area Director who looks at the four hotels in Goa. So he is also
involved in that brainstorming. We also had for instance, we had a conference call
with our colleagues at corporate office, to say that these are the things we could do
potentially, what do you think. So there were some, some kind of consensus reached
there as well, to decide what are the various things we could do, right. So once we
decide we go back to the community and see what if it, we might have an idea,
which we might think make a lot of sense. But actually when we work on the ground
it might not. So, for instance we were thinking for one of our hotels that we would
help villagers on skills in fishing, because we see that again when you read the
papers there is a lot of press about youngsters not taking up fishing, the right
methods of fishing are not being employed; yet we are a coastal state and city. So,
is there a problem, what can we do to encourage more and more kids to take up
fishing, is it that they don’t have enough skills or the productivity is low because
they don’t have right knowledge in how to go fishing. So we actually met, in one of
our hotel, I won’t name the hotel, but we actually called some of the local villagers
to understand is that something that would help them and the unanimous thing was,

“No we are not really interested because our kids are not interested in fishing
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anymore.” So, it’s a dead cause. Just because I feel there’s a need for a certain
skill, but the community doesn’t have that requirement then it’s a no brainer, right.
1 am wasting my resources, my time so we dropped that. We decided we’ll take up

)

something else.’
- General Manager, Hotel 2

“...it’s an ongoing list; that list we periodically present to the Board, in fact we
present it once in a year to the Board for extracting projects that have value...So
the CSR team which includes P and me as well, we present the synopsis of the
projects that we feel we should take up and present it to the Board. Then the Board
churns it through and then in that meeting we shortlist a couple of them. Then we
deep dive into those projects to find out whether those projects, see initially we
have just a cursory set of information then we deep dive and try to find out the
benefits that it gives in terms of benefit; what we mean is whether it is going to
impact a larger section of the society, how much of the society does it impact. It’s
going to impact one or two people, it’s going to impact hundred people, is it going
to impact much more than that. Is it a one-time thing or is it a continuous or it
needs to be continued. So things like that we do and then we evaluate and then
again present to the Board in the third quarter and then we finally shortlist a
project which we take forward. So this is a process which involves lots of people;
the employees, certain educational institutions, the Board, and my CSR team and

then we finally decide the activity.”

- CEO & Executive Director, & CSR Committee Member, Manufacturing unit 4
(Automobile industry)

“A...it will depend on, again the Committee, what the Committee wants...So it is
perception of people. Committee never remains the same, every year. Someone or
the other will either leave or get transferred so then the mindset changes,

brainstorming happens, well not do this, we’ll do that...”
- HR Manager, Hotel 1

“...maybe people’s opinions, they may say it is not, or the Committee, they may say
it is not worthwhile or they may say it is; it is an opinion that some people may

have that instead of spending it here why don’t we spend it somewhere else, or if
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you are doing this why don’t you do it there...Max to max if I am proposing five
things they will bring it down to two mainly because there may not be time or we

may not be fully prepared for something /ike that...”
- HR Manager, Hotel 1
e Seeking mutual benefit

“..both the parties are getting benefitted, alright. Now, yes it has to be selfless...It
was not because | want the people | get them...it was to understand what the
country needs or what the industry needs. Now if it was for my benefit after one
year | would have not told them to go and work somewhere else. | would have put a
condition that | am training you, | want you to work here. After a year certificate is

given, decision is with the person, if he wants to work here or any other company.”

- Learning & Development Manager, Hotel 1

¢ Availability of resources

“...And internally of course again it comes back to how much time we can put into
that activity, do you have the resources to ensure that you can see that activity
through. I will look at those two, that there has to be obviously passion to do

something or want to do something.”
- General Manager, Hotel 2

“..There are a lot of worthy causes in Goa that can be supported but there is only
so much that three hundred people can do and that too you know there is a small
branch and you have limited people who are actually willing to do from themselves
so | am sure that if we go and come up with three four other initiatives provided
they are sustainable our corporate people will support us. But we need to be able

to handle it no. We are not able to handle it.”
- HR Manager, Manufacturing unit 2 (IT industry)

“..Feasibility at least for us stems to the number of volunteers, THAT’S IT. So if
you just have ten people volunteering to give you an example you cannot promise

the moon, right because these ten people cannot, they are selfless but you cannot
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make, you know, exorbitant demands on their time. So maybe they have each
committed one to two hours of their time in six months. So if that is the case you
have twenty hours available to you. So what you can do in those twenty hours you
look at, you tell say the orphanage that see we have twenty hours that we can give
you and this is what we can do in twenty hours, is this ok? Maybe they want to

substitute one or two things, but we look at that.”

“It doesn’t happen because they don’t have the time. And maybe they have lost the
inclination also. So, they will support you in other way suppose you tell them we
are collecting money, we are collecting old clothes, they are very generous in that.

But TIME, that is the most precious resource | feel and that is what they are short

of.”
- HR Manager, Manufacturing unit 2 (IT industry)

“...first I will see whether I can give from our company because | also have some
restriction from the Finance Department. Otherwise | forward it to the VXX. | am
also a part of VXX. I do CSR from our company otherwise if it is really genuine, if
really needed then we do it from VXX. Then we send the request to all the
companies. We have around 220 companies in V... Then there are some good big

companies. They come forward to help them so finally the thing is done.”
- General Manager - Administration, Manufacturing unit 3 (IT industry)

“...I mean we initially fail to do it properly because of lack of funds...”
- HR Manager, Hotel 4

“There are only two things, you need people and you need finances. And obviously
when one plans a CSR you will always look on the basis of how much you can

spend. So ya, that is it. So people and finances will be the primary thing.”
- Resident Manager, Hotel 4

“...Paucity of time was also there. That was also one of the factor, because since
we do not have an independent department as such for CSR and | need to complete

my work as well as CSR. Paucity of time was also one of the factor.”

- Company Secretary, Manufacturing unit 1 (Chemical industry)
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“Time is a constraint most of the time and availability of comprehensive data.

When all data is available decision making is faster.”

“The challenge is that we don’t have a CSR department so executives are taking
care of it. Later, as work increases we might have to have a separate department.

Right now we are managing from internal resources.”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“So we like to keep it limited within the financial resources the company has and

within the geographic reach that the company can manage...”

- CEO & Executive Director, & CSR Committee Member, Manufacturing unit 4
(Automobile industry)

“Ya, it could be very large. So, if you are doing something, it should be something
which you can reach out, something which you CAN do. You should always do
something which you can do. If you have a big idea and you are not able to do it
and you don’t have the finances to do it or it is not impacting, that is a

hindrance...”

- HR Manager, Hotel 1

e Leveraging strengths

“...now thought of going to these schools and make the awareness of the hotel
industry because in hotel industry these four things are very major - cleaning,
serving, food preparation; so this is very basic people like to do every day. Every
person is doing it in their house so what is the importance of all this, so we would
like to do that also...We are speaking to some other schools. Our team will go, like
we have a Executive Housekeeper, who's expert in cleaning...Then we have F&B

Manager who will talk about food, the hygiene, how to maintain...”
- HR Manager, Hotel 4

e Flexible approach: although thrust areas are identified, organizations consider
CSR activities from a range of domains.
(Flexible approach has been derived from the overall synthesis of data and

therefore no particular snippet is placed here.)
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5.8.1 Sub-category 1: Proactive Process

Definition: refers to managers’ adoption of a process where CSR is structured either due

to strategic inclination or due to compliance.
Over time, firms adopt both, proactive and reactive process.

Properties & Dimensions

1. ldentifying Beneficiaries

[ | |
Internal Source External Source

2. Reaching Out to Beneficiaries

[ I ]
Indirectly Directly

3. Involvement in Activities

[ | |
Indirect Direct

4. Duration of the Activity

Short Long

“There are two ways of looking at CSR. One is a proactive CSR you go around and
you found it and you sponsor. Second is someone approaches you. In our case now
the trend is that people know, we respond, so many people approach us. So it’s
more reactive. We react to their proposals for anything they come with their/. we

’

knew that some people will come around we respond to them.’

“Both. You going and doing gives you an extra satisfaction that it’s you who did it.
They coming to you giving your satisfaction that you have been obliging to the

)

requirements. So there are two different levels of satisfaction.’
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“..I would rather like to go and initiate and do. That anytime will give me much

’

more pleasure.’
- Director, Manufacturing unit 3 (IT industry)

“Proactive approach. Not necessarily the beneficiaries don’t have to approach us.
We are on a look out. We have got a team of workers, staff, managers who suggest

’

these things.’

“More towards proactive.Reactive in the sense that the issue comes up in some
other discussions. Proactively the team decides that let’s help them out under the

CSR.”

- Independent Director & CSR Committee Member; Manufacturing unit 4

(Automobile industry)

“See, we go to them we are taking that initiative than them coming to us. That’s
what | feel. We are taking that first step than waiting for someone to come to us.
Not that we wouldn’t encourage someone coming to us but when we go a step
ahead it’s more important. We know, we feel what we need to do, I mean we want
to do what we want to do. When someone comes to us, that means we don’t want it,

they want it. That’s what I feel.”

- HR Manager, Hotel 1

e Managers first identify the social issue they want to work upon.

“I would like to work for the poor community, number one; poor students, because
rich students can go anywhere, they can get whatever they want, not the poor
students; and the needy people...See there are some people they are not poor but
they are needy. They have need but they can’t due to some problem...maximum CSR
we did for the poor students. Poor students, poor people, needing...medical
assistance, uniforms, school bags. Sometimes, we paid school bus fees. We paid

2

school fees of some students.

- General Manager - Administration, Manufacturing unit 3 (IT industry)
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“That’s why we give priority to beach cleaning. Our guests go to the beach. They
can’t do anything with the garbage. So to ensure that, every seventh of every month

we do beach cleaning.”
- HR Manager, Hotel 2

“..Some people ask for a good bacterialised (referring to hygiene practice) that
they are not getting/., they have to go eight kilometers to get water. | mean it was a
simple thing. We went and dig a bore well. The whole problem was sorted out. For
that one and a half lakh rupees we have to go to the government, government
would have taken one year. | mean that's simple. So someone told us that these
people go/. hardly ten families were living they had to go six-seven kilometers for

water.”
- Director, Manufacturing unit 3 (IT industry)

“Every month if any special day is there, like if there is World Environment Day,
we focus on only Environment that week. Next month, if anything else is coming, so
we try to do. Like we have a target if nothing is there we try to enhance the

target...”

“Occasions are there so before that we, we have to do, or same day only we can do
it. Like that we decide. It’s better because then they also remember for every

month...”
- HR Manager, Hotel 4

“..there are certain things which have been decided which we are supposed to do
and then there are certain things that we do as an initiative. So recently we had
CMDs birthday and we decided to go at old age home and do something for the old
people staying there. So there are certain things which happen by the occasion and
there are certain things which gets picked up on the spot. For example there is a
local event happening here and they want us to support them for a cause and we

are happy to do it.”

- Resident Manager, Hotel 4
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“We identified first what are the areas we would like to spend on. We took a
decision...money will be spent only for the differently-abled children in Goa.
Wherever you have schools, institutions supporting differently-abled children’s

)

education etc...’

“...we identified what are the requirements and then spent money procuring those
equipment’s...So we identified about four institutions in Goa, visited them, got the
assessment of the requirements and then procured whatever they needed and

’

supplied it to them...’

“I feel, it is...about the budget, the second one is their own philosophy that they
believe... XXXX will give preference to Education so most of our projects are
directed towards educational improvement. You might find that we have done
projects pertaining to schooling, education, assisting the colleges or the schools,

giving them some support in terms of Education.”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“It must achieve the objective which it is meant for. It must uplift a certain sector of
society...So it has to benefit, it had to be a cause where cognizable benefits to
underprivileged sections of the society. Underprivileged section need not

’

necessarily mean very poor, it could be to learn better, ITIs for example.’

- Independent Director & CSR Committee Member; Manufacturing unit 4

(Automobile industry)

“...there was a need of this training session for these people from HS. So we had
planned for them, it was a ‘World Hygiene Day’ or something where we have

called these people and it was an half an hour session...”

“..because I have been to their school and I have seen the vicinity, ok, the area
was not very clean...So, | have seen the place and then I thought that this is

necessary for them. So, that is why this topic was chosen.”
- Learning & Development Manager, Hotel 1

“...S0 in Goa as such we thought that there are other NGOs which take care of the

environment or other topics which are there. But these children which are disabled,
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or you know who are physically or mentally incapable we thought that we will to

’

do something for these children...’
- Company Secretary, Manufacturing unit 1 (Chemical industry)

“...And we start with the beach because since beach is attached with the hotel so
we try to maintain that beach, neat and clean, irrespective of the government
whether they do it or not we do it monthly, rigorously with the whole team dividing
them into staff. The school which is there we normally go there and do some

’

activity with the school children. Do some painting with them.’

- HR Manager, Hotel 4

e Managers identify the potential beneficiaries. Managers rely on internal sources
such as employees or senior management for suggestions. Managers also get

information from the Internet and other external sources.

“...from the Internet or word of mouth; because there are so many employees
coming to our organization from different parts of Goa. So we had a word with all
employees and then we had a discussion with the head management — The HR. If

they could help us, in providing information which they are aware of.”

“Just an example to give you is that one person comes from Bicholim, ok. So I just
had a casual conversation with him like you know is there any kind of organization
working in your area which caters to physically disabled children because our
thrust area is to help these kind of people. So then he suggested some institutes...So

based on that information, based on internal search we found out.”
- Company Secretary, Manufacturing unit 1 (Chemical industry)

“..So we rather choose one, stick to that one and be sustainable and support that
initiative over many years to come. So this one initiative which came, was again
brought to my attention by our own employees who happen to live next to it so

that’s how it started.”

- HR Manager, Manufacturing unit 2 (IT industry)
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“we also know the schools and colleges, and educational institutes around us so
what we do is as an ongoing process...we get the input from directors, we talk to
our own employees, our own employees are staying in and around so they know
what’s going around their place, what support that they require in societies close
to them so with all this we make a ongoing list of projects that we feel we could

sponsor.”’

- CEO & Executive Director, & CSR Committee Member, Manufacturing unit 4
(Automobile industry)

“...I have visited the websites first. I have visited and checked their background. 1
have seen whether they are really registered under the Department of Social
Welfare because there may be some NGOs which are in need but they are not
really registered, they are not actually working toward this initiative. So based on

>

that we selected few...’
- Company Secretary, Manufacturing unit 1 (Chemical industry)

“...They have websites but it is very difficult to get and you can’t make a proper
assessment from a website. It’s better to visit, see the classroom, talk to the
teachers, talk to their organization, people, manager, and other people or directors
in their particular room. And then assess. So that assessment is necessary by

personal visit.”

- Non-executive/Independent Director & Chairman of the CSR Committee;

Manufacturing unit 1, (Chemical industry)

“..we got in touch with this organization. They once had a get together in the

Azaad Maidan in Panjim. Some kind of gathering.”

- HR Manager, Hotel 1
e Managers reach out to beneficiaries either directly or through a third party.

a) Direct

“Orphanage like we have, we have taken two orphanages one is a male orphanage
and another is a female orphanage. Separate orphanages are there, so we have
taken two only for now. So every monthly or quarterly we send them complete

course of menu for them, food - food parcel...”

182



- HR Manager, Hotel 4

“It’s not nearby. One is that it is nearby it is like closer to the hotel. It is 10-15 kms
away from this hotel. So there only we go normally. Since it’s a nearby so we do it,
it’s not like that we have something we have to do out of the way, go somewhere
outside. If any particular reason, definitely we go there but as of now in my tenure

’

we haven'’t seen.’

- HR Manager, Hotel 4

b) Partnering

“Ya. We interact with them. We were giving five hundred rupees each to some poor
people with income below two thousand rupees per month to old people. So that
time | was interacting with the Panchayat, to get the list of all those people, to help
them every month for the medicines, or and they were really/. | visited each and
every person house to see whether these people are really poor and what is their
need. So almost seven or eight years we give them five thousand or seven thousand

rupees per month. ”
- General Manager - Administration, Manufacturing unit 3 (IT industry)

“...We plan our activities in the month of January. We make the calendar ready.
We make the thing. We talk to the NGOs, we talk to the agencies, we talk to the

people and put up the awareness posters. Start moving, to get momentum.”
- HR Manager, Hotel 2

“See, we have gomne to a lot of Panchayats, we have done, we have gone to
Sarpanches and all that, we have not got great response from them. So, I don’t
know I can maybe count on my fingers, say three or four people must have come

through the local Sarpanch or through the Panchayat.”

- Learning & Development Manager, Hotel 3

e CSR activities can be classified as Direct or Indirect based on the extent of

involvement, and Short-term or Long-term based on the duration of the activity.

a) Involvement (Direct/Indirect)
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“Ya, I mean it would benefit but then directly relating us to the beneficiaries may
not happen. The owners of the beneficiaries, that relationship will be build up but

not to the beneficiaries directly...”

- HR Manager, Hotel 1

b) Duration (Short-term/Long-term)

“Whatever we take up, so let’s say skill development is something that we are
taking up at company level. I can’t take up skill development at company level for a
one year basis. It might just take me one year to set up a skill centre for instance.
So obviously whatever we decide today has to be long term. It’s not that every year
of course we’ll go back and relook at what we have done, how far we have gone.
Do we need to change direction someway? But it’s not that we will change the key

focus areas of our CSR.”
- General Manager, Hotel 2

“...8o for the blind school and the old age home it is generally restricted to once a
quarter but for the orphanage we are more actively engaged and | guess because
simply from the fact that we started these activities there first, you know so we are

just continuing with that.”
- HR Manager, Manufacturing unit 2 (IT industry)

“See beneficiary can’t remain same. See there are certain things where beneficiary
will remain same. Like, we give some small amount of pension to some 60-80 old
people in the villages. But they will continue getting because they are old till they
live they will get. But there are many things we did for the schools, School, village,

that continues.”
- Director, Manufacturing unit 3 (IT industry)

“Sometimes, it is long-term. As | told you that five hundred rupees that we were
giving it was given for almost six-seven years. Otherwise it is short-term, one-time
help. Like uniforms, it is a long term, every year, if you giving this year, next year

also you have to give. Sometimes what happens one school we were giving M, |
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don’t remember next year MLA sponsored them so we stopped. But we ensured that

these people get some resources. That’s all.”
- General Manager - Administration, Manufacturing unit 3 (IT industry)

“It depends on what kind of project it is. Say, for example civil project will not get
necessarily get completed in a month’s time. If it is a bigger civil project the
construction itself will take say six months but say if it is only just a donation of
some or like we as a CSR we also donated a Sumo to MC, which is a sort of NGO
having a lot of good social work. They wanted vehicle for transportation, for
commutation of their school children so there we donated the Sumo and it was
quite fast because they had to just provide us the quotation, we have to see what is
the price of that Sumo or the vehicle we funded them the money and within a weeks
or two weeks time they purchased the vehicle so that’s why it’s quite easy and

faster.”

“If it is a real good project we don’t mind even waiting for or taking long gestation

project.”
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“We have yearly projects. But some projects take more time so they continue even

2

the following year and we explain the same in our reports.
- Company Secretary, Manufacturing unit 4 (Automobile industry)

“..You can’t do it once and then do it after one month. It’s a periodic activity that
we do. There are some organizations which will do it once a year. But we do it

every week.”
- HR Manager, Hotel 1
5.8.2 Sub-category 2: Reactive Process

Definition: refers to managers’ adoption of a process where they have strong local

contacts and where CSR activities are carried out in an ad hoc manner.

185



Properties & Dimensions

1. Genuineness

Low High
2. Trust

Low High

3. Experience

4. Networking

Weak Strong

e Managers receive requests from local community members.

“...They come whenever they require anything. So it’s like anytime. Like every
quarterly, so we give something, or whenever they require. Like, recently they had an
issue with the water leakage from a ceiling so we had got the plaster done. We sent
some machineries and along with some people engineering inspected and they

rectified it.”
- HR Manager, Hotel 4

“There’s a school approached us. They said they want to construct we said ok, we

allocated so much money.”

- Independent Director & CSR Committee Member; Manufacturing unit 4

(Automobile industry)
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“..As time progresses there will be more potential beneficiaries who’ll approach us

and the scope for our own initiative will be less...”

- Independent Director & CSR Committee Member; Manufacturing unit 4

(Automobile industry)

“SI we are giving bread because they requested, that we want on a Wednesday. SO
they might have identified that day for this hotel. They must be getting on other days
from other place... and this Wednesday donation is happening for quite some time.

When I was there earlier also we used to give SI bread. They have asked for it.”
- HR Manager, Hotel 1

“Like right now I have a proposal from XX company wherein they want take away
our used soaps from the room, where they will come and collect it they will further
process it, and give it to the poor and needy. Now, in these kinds of things we have to
be a little careful. Again we have to consult our corporate office, because this is
something which can lead to a negative, adverse effects of/. So, again we have to

consult our corporate office...we have done lot of study...”

“...This happened in, we have a Chef’s forum in Goa so they had a meeting organized
by XX, wherein they had put in this proposal to all the Chefs in the forum to take it
back to their hotel, because the idea of it and get back to them. But again we were a
little sceptical in terms of agreeing to this for two reasons; a) for us in a match-box
structure storing of used soaps and all becomes a problem, because we don’t actually
have space in the hotel to store things, so that becomes a problem you know. Because
once you say once a month that means you need a dedicated space, a little area where
every day the housekeeping department dumps off their used soaps from the guest
rooms and, so that was one of our constraint, and one of the constraint was the

hygiene point of view. Whether it is right thing to do or not.”
- HOD of Food & Beverage (F&B) Department, Hotel 1

“First they give us the requirement. For example this lab, what are the different types

’

of instruments required based on that we allocate the money to them.’

- HR & IR Manager, Manufacturing unit 4 (Automobile industry)
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“We have the school for the mentally challenged people in the Bicholim, near our
vicinity. Students are coming from the different villages they don’t have the transport.
For example students going from this place to the Bicholim, mother has to carry in the
private bus is hell of a task for the mother. So they requested us, initially they
requested us and we identified this is the one good project for the mentally challenged

student can be given the transport from their place to the school.”
- HR & IR Manager, Manufacturing unit 4 (Automobile industry)

“..see as far as CSR is concerned when you have a big set up every day you receive
one or two requests from locals. Some football this thing, some school. They keep

EZ TS

sending us some letters, “we require this”, “we require that”...”

“...I am receiving a ot of requests from the society then | segregate, that is what is
more important to the society, and accordingly I'll send it to my top management for

approval. Once it is approved then we immediately disburse the amount.”

- General Manager - Administration, Manufacturing unit 3 (IT industry)

e Based on their experience, managers know which request is genuine and which
is not. Their local contacts are strong so they know the local influencers, and

requests coming from them are usually accepted. It is a matter of trust.

“...Challenges, sometimes people ask for anything. See people will have some events.
Dance party, proceeds of the dance party will be given to the meritorious students. |
said no dance party, you contribute and you have a dance party. Your proceeds, |
don't want. Tell me the students, irrespective of any dance party we will sponsor. To
sponsor the needy people you need not dance and contribute. Easter Party -
proceeds will be given to an orphanage. You need not give we will give. But | will
not give for your...you will drink at my cost, you will dance at/....that is not the
objective. So this is one challenge we normally encountered. People asking for
anything. Secondly cricket matches. Anyone wants cricket match you come to
industry as CSR. We sponsored sports also for their encouragement where they

travel beyond a point.”
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“No we are very clear what we'll do and what we'll not do. We'll support education,
we'll support any developmental activity but this dance shor-sharaba (hullabaloo)

’

we'll not sponsor.’
- Director, Manufacturing unit 3 (IT industry)
“Rejected means, I have rejected so many around ninety nine percent.”

“Basically they just want money from the company that’s all. They have money, their
academic career is not good, they want only money from the company...l strongly
know that it is not for academic purpose...There are so many fake people in society.
They will just send you some letters for