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In the post-Enron world the honesty and integrity of corporate conduct cannot be taken for granted.  Enron has been described as the ‘ultimate crime of corporate irresponsibility’ (Dickes, 2002).  This and other ethical infractions, have caused an upsurge of interest in corporate reputation (Bennett and Kottasz, 2000) and therefore the issue of  Corporate Social Responsibility (CSR).  Many consumers are eager to do business with businesses they believe are ethical. (Lantos, 2001) 

A number of recent journal articles all accept the fact that corporations have become increasingly accountable for their social performance (Jackson and Bundgord, 2002, Pryca, 2002, Foca, 2003 and Saiia, Carrol and Bucholtz, 2003) However, there are differing views as to whether CSR provides a real benefit to the organisation.  Frankental (2001) asserted that there is no overwhelming evidence that a company’s share price is affected by a lack of social responsibility; but this claim is not supported by evidence.  However, Balababis, Phillips and Lyall (1998) in a study of top British companies found that a combination of high CSR performance and high disclosure was found to have a positive effect on profitability. 

Whatever the financial benefits of CSR, increased stakeholder pressure means that it is now an issue that cannot be ignored by business (Pryca, 2003, Foka, 2003) 

However, there are issues with clearly defining CSR. 

Kilcullen and Kooistra (1999) define CSR as:

‘The degree of moral obligation that may be ascribed to corporations beyond simple obedience to the laws of the state’ 

This means that exceeding the legal requirements is an integral part of CSR.  Wood (1991) defined CSR in a broader way:

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

But no matter how many definitions, the problem is that CSR is not enshrined in legislation equivalent to the Companies Acts, and as a result of this organizations are unclear as to the definition of CSR, and there is no systematic practise by organisations (Gray, Kouhy and Lavers, 1995:Lantos, 2001).   This means the decisions on whether to disclose and how much to disclose are entirely up to the organisation (Campbell, Craven and Shrives, 2003)

There are also a number of differing viewpoints for CSR.  One way corporations can satisfy CSR is to exceed the minimum obligations to stakeholders specified through regulation and corporate governance (Johnson and Scholes, 2002).  This fits with  The World Business Council for Sustainable Development definition of CSR:

‘The ethical behaviour of a company towards society…. management acting responsibly in its relationships with other stakeholders who have a legitimate interest in the business.’ (Moir, 2001) 

This could imply that when businesses evaluate decisions from an ethical perspective, there should be a presumption in favour of adopting the course of action that enhances the welfare of society at large (Hill and Jones, 2001).  However, this definition could mean that an unethical process could result in an enhancement of the welfare of society.  This form of ethics is defined as utilitarianism, which takes the view that to act morally is to attempt to secure the good for the most people  (Kitson and Campbell, 1996). 

The ‘narrow view’ of CSR is strongly advocated by Friedman (1962, see Sternberg, 2000) and Levitt (1958, see Kitson and Campbell, 1996) who maintained that business only has one social responsibility, to increase profits while staying within the ‘rules of the game’, meaning without breaking the law.  Businesses have an economic obligation to earn a profit for their investors (Thorne, Ferrell and Ferrell, 2003).  Carr (1968, see Kitson and Campbell, 1996) had the cynical view that any ethical stance is a ‘self-serving calculation in disguise’ meaning that ethics can be raised and dropped according to the likelihood of making a profit.  

However, Frederick et al (1992, see Smith and Johnson, 1996) discussed that there are good economic reasons why businesses should take a broader view of CSR.  These include:

· The power of the corporation should be balanced with responsibility to avoid hostility from other quarters.

· CSR discourages government legislation.

· A positive CSR policy builds trust and respect, therefore promoting a good reputation.

· CSR leads to a good company image.

These reasons fit with the idea of ‘strategic CSR’, which is defined as philanthropic activities that benefit the community or society, as well as the organisation through positive publicity or goodwill, thereby accomplishing strategic business goals (Lantos, 2003).

Bowman (see Hill and Jones, 2001) stated that CSR could benefit the shareholders of a company.  Thompson (2001) is less definite, but comments that organisations should take issues of CSR seriously as they are becoming increasingly visible.   Ottensmeyer and McCarthy (1996) point out that ethical behaviour often involves a sacrifice or opportunity cost.  However it is important to point out, that this broader view of CSR has the primary goal of doing right because that is the morally correct course of action, and any economic gains are secondary.  

Freeman (see Chryssides and Kaler, 1995) argued that the ‘narrow’ or stockholder theory as supported by Friedman should be replaced by the broader ‘stakeholder’ theory.  Stakeholders can be defined as any individuals or groups who depend on the organisation to fulfil their own goals, and on whom the organisation depends (Johnson and Scholes, 2002).  Freeman asserted that the purpose of the organisation was to ‘serve as a vehicle for coordinating stakeholder interests’, and that a deontological perspective should be followed.  The deontological perspective uses a Kantian view of ethics, that the morally correct course of action should be followed at all times with no exceptions (Kitson and Campbell, 1996). 

There is no ‘correct’ view from these two differing courses of action; Kitson and Campbell (1996) point out there is no definitive list of rules, so that individuals do not always know the morally correct course of action.  Virtue theory (Di Norcia, 1998) argued by Aristotle is that a person who had the characteristics of a number of virtues (courage, temperance, liberality, self-worth, gentleness, modesty, justice and wisdom) is a virtuous person, and the correct course of action is always that which a virtuous person would choose.  This would mean that any course of action would be examined not just for its moral argument, but also taking into account any mitigating factors, the environment, the culture, expectations and so on.

Ferrell and Fraedrich (1997) question the role of ethics within CSR in business, stating that economic and legal responsibilities are the most important determinants of performance. On the other hand, Wheelen and Hunger (2000) say that CSR does not include economic and legal responsibilities, as these must be adhered to for the survival of the organisation, CSR will therefore be made up of just ethical and philanthropic (or discretionary) responsibilities.

In conclusion, Solomon (1999) points out that different ethical styles imply that different theories will apply to different situations.  This is supported by Tom Peters (1989) who wrote ‘in the end, its up to each of us to figure out who we are, and to act more or less consistently on those conclusions.’  Moral relativism claims that morality is relative to personal, social or cultural standards, and that there is no method for deciding whether one decision is better than another (Wheelen and Hunger, 2000)

There is no simple answer to what is the best way to determine the answers to these moral questions; it will depend on corporate governance, the ethical stance, individual morality and the nature of the wider environment that the corporation operates in. 

More and more organisations are bringing business ethics and CSR into corporate communications.  For whatever reasons, there is a movement towards the ethical organisation.  This dissertation will therefore add to the existing knowledge.

The general research question of this dissertation is to examine to what extent international corporations have embraced the idea of CSR, more specific aims are:

· To investigate the value and content of CSR communications.  

· To evaluate the corporate ethical stance in respect of the CSR communications.

· To provide recommendations for the improvement of CSR communications.
A total of ten corporations will be evaluated.  These have been selected on the basis that all the corporations have been the focus of ethical debate over the last three years.  All of the corporations selected have at some time been either been accused of having an unethical approach to business, provide unethical products or manufacture in an unethical manner. These will be:

· Marks and Spencer

· Shell

· Monsanto

· Tetra-Pak

· BAE Systems

· Nike

· Diageo

· Corus

· McDonalds

· British American Tobacco

Appendix 2 contains sources of why these corporations were chosen.

Corporate ethical communications can be made up of a number of sources (Goodman, 2001) including the annual report, additional reports, the company website, codes of ethics, value statements, advertising, and others.  However this dissertation will focus on:

· The annual report

· The company website

Both these communications are in the public realm, and therefore legitimate targets for analysis.  Any hidden policies will therefore be irrelevant.  Both these communications target different stakeholders (Campbell, Craven and Shrives, 2003), the annual report targeting the shareholders and the website targeting the public at large.  

An analysis of the ethical content of these communications will be undertaken using content analysis.  Harris (2001) found that interviews and questionnaires could have dubious results when used on ethical issues.  Trevino (1986) and Robertson (1993) found that managers might not tell the truth about their ethical behaviour.  Dalton and Metzger (1992) considered that the examination of archival sources was particularly appropriate when dealing with ethical issues. As the nature of the annual report and the website means that it is often presented in a written format then content analysis is the preferred methodology.  

A current problem is how to evaluate the value of the ethical messages.  Craven (2003) describes the ‘triple bottom line’, a way of evaluating performance by analysing social, environmental and financial data. As financial data is out of the scope of this study this will not be suitable.  Other benchmarks include the categories published by EIRIS, Reputation Assurance Framework from PWC available as a self-assessment software package, guidelines published by Shells Social Accountability Team and CSR Europe, and benchmarks by the consumer journal ‘The Ethical Consumer’.  These will be further discussed in the literature review.

The dissertation will also examine the nature of these communications, answering questions such as:

· Who are the target audience?

· What is the objective of each type of communication?

· How substantial and meaningful are the statements in these communications?

Pollach (2003) described corporate ethics as evolving into three separate paradigms:

· Business Ethics

· Corporate Social Responsibility 

· A combination of the two

Analysing the ethical stance will therefore involve first defining which of these categories the corporation fits into. Then an overall result will be calculated, taking into account the analysis of the publicly available corporate ethical communications.   

The conclusion of the dissertation will be to provide recommendations for the corporations to increase the value of their corporate ethical communications.  
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Introduction

This dissertation examines CSR communications within corporations.  It is first necessary to define the terms that are used within the aims. 

Definitions of Terms

There is no consensus of a clear definition of Corporate Social Responsibility (CSR).    Wood (1991) stated simply that ‘the basic idea of CSR is that business and society are interwoven rather than distinct entities’.  However, this definition does not give any direction towards ethical responsibilities.  Another definition from Kilcullen and Kooistra (1999) is that CSR is ‘The degree of moral obligation that may be ascribed to corporations beyond simple obedience to the laws of the state’.  This gives a direction to CSR, in that the corporations that practice it have obligations to society beyond obeying the law.  CSR can therefore be seen as a promise to stakeholders that corporations will take an ethical responsibility in their actions.  These multiple definitions give credibility to Lantos’s (2001) argument that ‘the concept is a fuzzy one with unclear boundaries and debatable legitimacy’

A corporation is a mechanism established to allow different parties to contribute capital, expertise and labour for mutual benefit (Wheelen and Hunger, 2002), and is the dominant form of business enterprise in the modern world (Chryssides and Kaler, 1993). A business can be regarded as a corporation when it is regarded as a separate entity in its own right (Crane and Matten, 2004).  

Estes (1996) investigated the history of the corporation and found that they were first chartered in the public interest, to meet a public need and to provide a public service.  

Corporations have since been given a number of the rights and statuses of humans (Dobbin, 1998). For example they have the right to own, buy and sell property, to enter into contracts, to sue and be sued, and to have legal accountability for damages and debt up to the limit of the stockholders investment. As such, they have a potential to cause physical and financial damage to their employees, customers, communities, geographical areas and national economies (Kilcullen and Kooistra, 1999). Even more so, Hardy (1999) pointed out that they ‘have a privilege denied to ordinary mortals – they don’t have to die.  This makes them especially responsible’.  This would mean that corporations have a responsibility to society that they should abide by.

Reich (1998) argued that corporations are creations of society, and therefore their existence depends on the willingness of society to allow them to survive.  This would mean that corporations have to follow many of the same rules as society, and many of those rules are entrenched in company law.  This was first suggested by Bowen (1953) who emphasised that the behaviour of corporations must fall within guidelines set by society, he went further to suggest that ‘businesses act as the moral agents within society’, meaning that business is the tool through which morality can be dispensed in an ethical manner.  This assumes that business would dispense morality in an ethical manner, which is not always the case, as there is no worldwide standard of conduct for business people (Wheelen and Hunger, 2002).  

Social Responsibility

Wood (1991) developed three principles of social responsibility:

· Business is a social institution and obliged to use its power responsibly.

· Businesses are responsible for the outcomes relating to their involvement with society

· Individual managers are moral agents who are obliged to make decisions in a moral manner.

There is also an alternate view, put forward by Friedman in 1970 (Crane and Matten, 2004) that ‘the social responsibility of business is to increase its profits’.  Friedman argued that corporations are not socially responsible.  These views are examined further in the analysis of Neo-classical theory.    

CSR therefore goes beyond Business Ethics (BE) in that it takes into account the unwritten moral laws that society functions by. Pollach (2003) discussed that corporate ethics is evolving into three separate paradigms:

· Business Ethics (BE)

· Corporate Social Responsibility (CSR) 

· A mixture of the two

Organisations involved in BE seek to prevent harm by raising the ethical standards within their organisations.  Pollach (2003) concluded that BE was internally orientated, focusing on employee behaviour and supplier relations.  While CSR is externally orientated, focusing on issues outside the corporation.

General Theories of Ethics

There are three main general theories of ethics:

· Consequential ethics

· Deontological ethics

· Virtue ethics

Consequential Ethics

Consequential ethics or teleological ethics is defined as a consequence based morality; behaviour is ethically right if its consequences are right, and wrong if its results are bad (Lantos, 2002). Utilitarianism was developed by Bentham (1748 – 1832) and is a form of teleological ethics, which takes the view that to act morally, is to attempt to secure the good for the most people  (Kitson and Campbell, 1996).  This comes very close to the modern cost/benefit analysis (Crane and Matten, 2004) Most modern ethicists have rejected this as a foundation for ethical CSR, the greatest problem being that minorities can suffer harm so that majorities can enjoy benefits (Lantos, 2002).  Corporations that practice consequential ethics are in danger of having negative press or pressure group action if the minority position becomes known.

Deontological Ethics

Deontological or duty-based ethics solves a number of problems associated with consequential ethics.  Rights, obligations, responsibility and justice are concepts that consequentialism has no answer to, but are the focal point of deontological ethics (Kaptein and Wempe, 2002).  An action that violates a moral obligation is immoral, however acting within moral obligations does not necessarily mean that the action is moral.  Kant developed a theory in which moral rules are based on pure reasoning, called ‘Kants categorical imperative’ which is to act morally, it must be determined if it is reasonable to expect others in a similar situation to so the same  (Kaptein and Wempe, 2002).  This is consistent with ‘The Golden Rule’, which is to treat others as you would expect to be treated yourself.  An executive action is therefore morally responsible if it treats all stakeholders with the same respect and dignity that a manager would expect or wish to receive from others (Lantos, 2002).  The main disadvantage of this approach is that it can lead to a rigid application of rules which can result in unethical actions (Kaptein and Wempe, 2002).

Virtue Ethics

Virtue ethics has as its central tenet a person’s character.  Virtue theory (Di Norcia, 1998) argued by Aristotle is that a person who had the characteristics of a number of virtues (courage, temperance, liberality, self-worth, gentleness, modesty, justice and wisdom) is a virtuous person, and the correct course of action is always that which a virtuous person would choose.  Aristotle further advised to use ‘the ethic of the mean’, which is about achieving a balance between two extremes.  For example, too much truthfulness can be classed as boastfulness, but not enough can be deception or lying (Lantos, 2002).  Moral virtues are developed by habit or custom, and are qualities that can be developed and influenced (Kaptein and Wempe, 2002). Corporations that take the view of virtue ethics would just employ virtuous people, these people would always make the correct ethical choice when given an alternative.  However, the problem arises of how to make the decision if someone is a virtuous person or not.

Criticisms 

There are a number of criticisms of traditional ethical theories.  These are identified as:

· Too abstract – they are not practical enough for modern day managers.

· Too reductionist – each theory focuses on one aspect to the expense of others.

· Too impersonal – they do not take into account our personal bonds and relationships.

· Too rational – they do not take into account human moral feelings and emotions.  (Crane and Matten, 2004)

However, these systems do provide ways in which an individual can decide whether a course of action is morally correct.  It is important to understand the classical theories as they can provide framework to analyse the value of the corporations CSR offerings as defined in the communications (Aim 1).  

Approaches to Ethics

There are a number of ways in which corporations approach the ethics issue; these can de divided into four main sections:

· Neo-classical theory

· Stakeholder theory

· Legitimacy theory

· Social Contracts theory

Neo-Classical Theory

Those who adopt neo-classical theory believe that the only social responsibilities to be adopted are to provide employment and pay taxes (Moir, 2001).   Businesses have an economic obligation to earn a profit for their investors (Ferrell and Fraedrich, 1997).  This ‘narrow view’ of CSR is strongly advocated by Friedman (1962, see Sternberg, 2000) who stated ‘The social responsibility of business is to increase its profits’.

Friedman based his argument on three main premises:

· Only humans can have a moral responsibility for their actions.

· It is managers’ responsibility to act solely in the interest of shareholders.

· Social issues and problems are the province of the state rather than corporate managers (Crane and Matten, 2004)

Corporations are seen purely as legal entities incapable of moral or ethical judgements (Balabanis, Phillips and Lyall, 1998).  Levitt (1958, see Kitson and Campbell, 1996) also subscribed to this school of thought and maintained that business only has one social responsibility, to increase profits while staying within the ‘rules of the game’, meaning without breaking the law.  Carr (1996) agreed that the sole purpose of business was profit, but took this argument one step further, viewing business people as having a set of lower moral standards.  Carr thought that business morality could be isolated from every-day morality (Lantos, 2002).  The conclusion of the Neo-classicalists is that CSR is an oxymoron – that corporations do not and should not have any social responsibility. 

Stakeholder Theory

An opposing view to this narrow view is the broad view of CSR, mainly developed by Freeman in the 1980’s.  Friedman ignored that fact that a manager’s decision can affect many different groups, which in turn can influence the organisation (Lantos, 2001) to oppose this Freeman put forward the stakeholder theory of the firm. His definition of stakeholders is:

‘A stakeholder in an organisation is…. any group or individual who can affect, or is affected by, the achievement of the companies objectives.’  (Moir, 2001)

The central tenet of the stakeholder theory is that the corporation has a responsibility to a number of stakeholder groups – of which shareholders are only one.  Freeman argued this view from two main points:

· A corporation has to comply with legal responsibilities to more groups than merely shareholders.

· A corporation has economic responsibilities to groups other than shareholders that are not specified in contracts. (Crane and Matten, 2004)

From this definition it can be seen that stakeholder groups can be many and varied.  

Figure 2: The Stakeholder Model (Ferrel and Fraedrich, 1997)

Corporations therefore need to analyse stakeholder groups as to importance.  Vallance (1995) argued that this terminology can be ambiguous and simplistic, this is supported by Sternberg (2000) who pointed out that stakeholder theory has been extended to include ‘the media, competitors, terrorists and even encompasses future generations and nameless sea creatures.’  For example, an organisation that sells children’s fashion clothing may have customers that want the clothes as cheaply as possible, pressure groups that want the clothes to be less adult or made in environmentally friendly ways, shareholders that want the highest dividend.  It is difficult for the corporation to decide on the importance of these stakeholders.

One way of assigning importance is to divide the groups into primary and secondary stakeholders.  Primary stakeholders are those that the corporation cannot survive without, and include shareholders, investors, employees, customers, suppliers and the government while secondary stakeholders are those which may be influenced or affected, but do not engage in transactions with the corporation (Clarkson,1995 see Moir, 2001). 

Mitchell et al (1997) provide another way of evaluating key stakeholders based on three attributes:

· Power – The perceived ability to affect organisational action.

· Legitimacy – Whether the organisation perceives the stakeholder actions to be desirable, proper or appropriate.

· Urgency – The degree to which the stakeholder claims call for immediate attention.

If a group has only one of these attributes it will be seen as the least important and seen as ‘latent’ stakeholders.  If a group has two attributes it is moderately important and seen as ‘expectant’ stakeholders.  A group having all three attributes are the most important and are ‘definitive’ stakeholders.  Agle at al (1999) confirmed that these three attributes lead to salience; therefore corporations will pay most attention to legitimate groups that have urgency and power.  In practice this would mean that corporations would focus on differing stakeholder groups as the balance of attributes change.  For instance, after a health and safety workplace issue, the employee stakeholder group becomes more urgent; after an environmental issue, environmental pressure groups become urgent.  Johnson and Scholes (2002) use a power/interest mapping to classify stakeholders in relation to the power they hold and the extent to which they are likely to support/oppose a strategy. Grey et al (1995) stated in simpler terms, ‘The more powerful the stakeholders, the more the company must adapt.’

Sternberg (2000) states that although stakeholder theory is fundamentally flawed and open to abuse, the concept of ‘stakeholder’ has a useful role in designating those groups whose support is necessary for the organisations continued existence.

Legitimacy Theory

Grey et al (1996) argue that a variant of stakeholder theory is Legitimacy Theory (LT).  LT assumes an expressed or implied social contract between an organisation and society (Campbell et al, 2003).  The nature of a contact implies both parties have responsibilities. LT is concerned with the changing nature of both parties, adding ‘conflict and dissention’ (Grey et al, 1996) to this agreement.  Therefore LT is about building, maintaining and repairing the contract (Campbell et al, 2003).  As societies norms and values are ever changing, then legitimacy gaps may arise.  Organisations must manage these using disclosures (O’Donovan 2002).  This is one reason why LT is the most widely used theory to explain environmental and social disclosures (Campbell et al, 2003).  Degan et al (2000) found that there was an increase in CSR reporting after environmental disasters, LT is one way of explaining this, as the corporations attempted to close the legitimacy gap using media disclosures.   

Lindblom (1994 see Grey et al, 1995) identifies four strategies that organisations can use to seek legitimisation:

· Organisations can educate or inform stakeholders about changes in performance or activities.  This strategy is chosen in response to a recognition that the legitimacy gap is caused by a failure of the organisation.

· Organisations can seek to change the perceptions of the stakeholders.  This strategy is chosen when the organisation recognises that a legitimacy gap has arisen through a misunderstanding or misperception.

· Organisations can manipulate perception by deflecting attention from issue of concern.  This strategy is chosen on the grounds of manipulation.

· Organisations can attempt to change external expectations.  This strategy is chosen when the organisation considers stakeholders to have unrealistic expectations.

Corporations can therefore use either of these strategies as ways of managing legitimacy through corporate communication channels such as the annual report or the company website. Moir (2001) also points out that any attempt to involve LT must involve an examination of some corporate communications, as LT involves stakeholder communication.

Social Contracts Theory

LT is strongly linked to the social contract theory, that social responsibility is a contractual obligation that corporations have towards society (Balabanis et al, 1998). Donaldson and Dunfree (1999, see Moir 2001) differentiate between macrosocial contracts and microsocial contracts.  Therefore a macrosocial contract to the community stakeholder group would be an expectation that the corporation provides support to the local community, and the microsocial contract how the corporation actually carries this out.  According to social contract theory, the corporations responsibilities should be proportionate to its economic, social and political power (Bowie, 1983: Davies, 1983: Lippke, 1996: see Lantos 2001) However, the social contract is a vague concept as it is not written down, varies from one region to another, and changes as society changes (Chewning et al, 1990, see Lantos 2001).  Corporations that subscribe to the social contracts theory may find themselves ‘fire-fighting’ situations, as the contract is susceptible to rapid changes as societies perceptions, values and norms change.

Corporate Governance

A corporation can ensure that its approach to the ethics issue is followed throughout the corporation by appropriate corporate governance.  Corporate governance can be defined as:  ‘The process through which shareholders seek to ensure that their corporation is run according to their intentions.  It includes processes of goal definition, supervision, control and sanctioning. In the narrow sense, it includes shareholders and the management of a corporation as the main actors; in a broader sense it includes all actors who contribute to he achievement of stakeholder goals.’ (Parkinson, 1993 see Crane and Matten, 2004).  This means that the shareholders must support any CSR policy in order to for it to succeed.

Wheelen and Hunger (2002) simplify this definition by defining corporate governance as the relationship between the board of directors, the shareholders and management.  This is expanded by Johnson and Scholes (2002) to include any stakeholders that the organisation serves, and the how the purposes and priorities of the organisation are decided.  

Corporate governance will also need a framework in which to operate, this framework ‘describes whom the organisation is there to serve and how the purposes and priorities of the organisation should be decided’ (Johnson and Scholes, 2002).  It can be seen from these definitions that corporate governance can play a large part in the ethical stance of the corporation.  Mission and vision statements can then be used to make the corporations commitment to CSR clear among stakeholders (Lantos 2001). Corporate governance is important in the field of CSR as it is implemented from the top down, Campbell (2000) researched Marks and Spencer plc over twenty-eight years, and concluded that the while overall CSR disclosures increased over time, there was a distinct change in content between chairmen, with the last excluding CSR from his statement entirely.

Models of Corporate Social Responsibility

Once corporations have decided what model of ethics they will follow, and how to put that into practice through corporate governance, they need to examine the nature of CSR.  The most established and accepted model of CSR is the four-part model of CSR as initially proposed by Carroll (1979, see Carroll 2000) also called the pyramid of corporate social responsibility.

The Pyramid of Corporate Social Responsibility

Figure 2:  The Pyramid of Corporate Social Responsibility (Carroll, 2000)


Economic Responsibilities

Businesses have an economic obligation to earn a profit for their investors (Ferrell and Fraedrich, 1997).  This ‘narrow view’ of CSR is strongly advocated by Friedman (1962, see Sternberg, 2000) and Levitt (1958, see Kitson and Campbell, 1996) who ascribed to the neo-classical theory.  

However, Frederick et al (1992, see Smith and Johnson, 1996) discussed that there are good economic reasons why businesses should take a broader view of CSR.  These include:

· The power of the organisation should be balanced with responsibility to avoid hostility from other quarters.

· CSR discourages government legislation.

· A positive CSR policy builds trust and respect, therefore promoting a good reputation.

· CSR leads to a good company image.

In a study reported by Foka (2003), 68% of CEOs agreed that proper exercise of CSR is vital to a companies profitability. However Foka (2003) admitted that a significant correlation between profits and CSR has yet to be proven.  Thompson (2001) commented that organisations should take issues of CSR seriously as they are becoming increasingly visible.   However, Ottensmeyer and McCarthy (1996) point out that ethical behaviour often involves a sacrifice or opportunity cost.  

The economic responsibilities are the foundation of the pyramid meaning that if this responsibility is not met, the organisation will cease to exist.

Legal Responsibilities

The next level of the pyramid is legal responsibilities, Friedman (1962, see Sternberg, 2000) agreed that organisations should stay within the law, but that if society felt strongly enough about an issue then a law should be passed, and it should not be the responsibility of business to act in governments place.  Ferrell and Fraedrich (1997) also point out that laws are passed because society believes that business cannot be trusted to do the right thing.  These views concur that if society believes strongly enough about an issue, then a law will be passed through the strength of public opinion.

Kitson and Campbell (1996) separate laws and regulations of business activities into four areas:

· Regulation of competition

· Consumer protection

· Environmental protection

· Promotion of equity and safety in the workplace

It can be seen that society has believed strongly about law and business issues, as there are so many business related laws.

Ethical Responsibilities 

The ethical dimension of CSR refers to behaviours and activities that are expected or prohibited by society and stakeholders, even though they are not actualised in law (Ferrell and Fraedrich, 1997).  Ferrell and Fraedrich (1997) question the role of ethics within CSR in business, stating that economic and legal responsibilities are the most important determinants of performance. On the other hand, Wheelen and Hunger (2000) argued that CSR does not include economic and legal responsibilities, as these must be adhered to for the survival of the organisation, CSR will therefore be made up of just ethical and philanthropic (or discretionary) responsibilities.

Philanthropic Responsibilities

These are the purely voluntary obligations corporations assume (Wheelen and Hunger, 2000).  The difference between ethical and philanthropic responsibilities is that few people expect organisations to fulfil philanthropic responsibilities.  Lantos (2001) further separated this section into altruistic or humanitarian CSR, which is defined as doing good for society regardless of its impact on the corporations bottom line; and philanthropic CSR also called strategic CSR, which is used as a marketing tool to enhance the corporations image.   Lantos (2001) concluded that altruistic CSR lies outside of the corporation’s proper scope of activities.

Lantos (2003) also concluded that altruistic CSR is unethical on several counts according to traditional ethical theory:

· Utilitarianism – altruistic CSR will lead to the interests of those closest to the firm  (shareholders, employees and consumers) being outweighed by the interests of the benefactor of the altruism such as the community or public.

· Deontology – Duty based ethics show that the managers responsibility should be first to the shareholders

Strategic CSR should be viewed as a long-term benefit (Lantos, 2001) that may not immediately show up in a corporation’s bottom line, but can be viewed as a ‘goodwill bank’.  Corporations may therefore have to spend money for a long-term benefit.  

Anderson model of CSR

Arthur Anderson (2000) developed a model titled ‘Cornerstones of a Business Ethics Programme’, it shows that CSR can also be seen as a process, organisations start at the left hand side of the diagram and move towards the right hand side.

Figure 3:  Cornerstones of a Business Ethics Programme (Anderson, 2000)

Limitations of Models

The limitation of these models is that they do not address the problem of what to do when two or more responsibilities are in conflict (Crane and Matten, 2004).  Although the essence of the Pyramid of CSR is that the lower levels must be applied to first, this does not take into account individual ethical decisions or other issues.  For example, a corporation’s unprofitable factory would be closed under the aspect of ‘economic responsibilities’, but the ethics and morality of many people losing their jobs could mean that under the aspect of ‘ethical responsibilities’, the corporation decides to keep the factory open by subsidising from a more profitable area of the firm.

Financial considerations of CSR

Zairi and Peters (2002) concluded ‘that social responsibility consciousness pays off in the long run and there is a direct link with bottom line results’, while Kilcullen and Kooistra (1999) stated categorically that markets recognise and account for tangible and intangible costs to the firms that exhibit socially irresponsible and unlawful behaviour. Another view that agrees that CSR is good for profits is that of Herman and Gioia (1998) who stressed that socially responsible companies are more successful than those who do not practice responsible business ethics.

On the other hand, Frankental (2001) stated that there is no overwhelming evidence that a companies share price is affected by a lack of social responsibility, even when this results in reputational damage.  To take this even further Henderson (2001) sees a world where socially responsible business has higher costs and lower profits, public pressure causes other companies to follow suit and this has the affect of limiting competition and worsens the performance of the economy as a whole.

It appears that the jury is still out to whether CSR has a financial benefit for the organisation.  But there is a clear consensus that corporations should practice all variants of CSR apart from altruistic CSR (Lantos, 2001).  However as this is not enshrined in law, it is still up to the individual corporation whether it should practice CSR or not.

The Wider Environment

It is important to take into account the wider environment that corporations operate in.  The advent of globalisation for multi-national corporations means that implementation of CSR may be difficult because of differences in value systems across the world (Peppas, 2002)  A second aspect is that of the legal framework the corporation operates in;  the power of a government has traditionally been applied to a territory, for example, UK law applies on UK territory (Crane and Matten , 2004).  A typical example of this is that in the UK individuals can buy alcohol at eighteen, while in America, the age is twenty-one.  One of the major issues of globalisation is Human Rights.  The basis of international standards of human rights is the UN Universal Declaration of Human Rights (UDHR), which was established in 1948 (Frankental and House, 2000). There are at least a dozen international treaties, with human rights at their core, which have direct relevance to the operations of countries (Frankental, 2000 see Frankental 2001).  Frankental and House (2000) are insistent that corporations must recognise these treaties – although as Amnesty International publishes their publication these claims are to be expected.  These issues are very important to international corporations are they must be aware of both local and international law and local and international societal expectation. 

The problem of differing ethical values is not one confined to globalisation.  While most ethically responsible American funds filter out companies involved with tobacco, alcohol and gambling, there is little consensus on what other screens are appropriate (Lantos, 2001)  

Reidenback and Robin (1994, see Thompson 2001) produced a spectrum of five ethical bands to which organisations can fit into:

· Amoral companies, seek to win at all costs. According to Carroll (2000) they would only seek to be economically responsible.

· Legalistic companies obey the law and no more.  They subscribe to the Friedman view of ethics, and according to Carroll, would just be aware of economic and legal responsibilities.

· Responsive companies accept that being ethical can pay off, however are still motivated by profit.

· Ethically engaged companies actively want to ‘do the right thing’, they subscribe to the Freeman school of thought and take a broad view of CSR.

· Ethical companies fully embrace the Carroll pyramid, and their corporate governance and ethical stance permeate the whole organisation.

Corporations can see where they fit into this spectrum in order to first evaluate their ethical stance, and then improve their CSR policy.

Carroll (1987, see Ottensmeyer and McCarthy 1996) charted three approaches to which manager’s can use to approach business decisions:

· Immoral

· Amoral

· Moral

These approaches can be applied to five different areas:

· Ethical norms

· Motives

· Goals

· Orientation toward law

· Strategy

Managers can fit their organisations approaches into this chart to see if they are immoral, amoral or moral.  This can help in classifying the current organisational position.  

Smith and Quelch (1993) developed a marketing ethics continuum, which ranged from the ‘Caveat Emptor’ school to the ‘Caveat Venditor’ school.  The ‘Caveat Emptor’ school is characterised by favouring sellers interests, the consumer interests are less favoured.  The ‘Caveat Venditor’ school is characterised by favouring consumer interests, the producer interests are less favoured.  Most organisations will fall somewhere between these two opposing schools of thought.  By identifying where an organisation is within the continuum, ethical strategies can then be discussed to improve the position.

Measurement of Corporate Social Responsibility

Once corporations have evaluated which band they fit into, they can focus on strategically improving the value and content of their CSR offerings (if so desired).  Craven (2003) discussed the ‘triple bottom line’ in which social, environmental and financial data are used to evaluate organizational performance.  Although this notion appears to be gaining ground, there are wide differences in its interpretation (Henderson, 2001).  Henderson (2001) is also sceptical as to its benefit, but is appreciative that a whole new area has now been opened up for management consultants!  

Evaluating the social and environmental performance involves the problem of measurement.  Although there are a number of measurement systems available, the corporation has the problem of choosing one.  

Examples of Measuring Tools

The Coalition of Environmentally Responsible Economies in partnership with the United Nations Environment Programme launched the Global Reporting Initiative (GRI) in 1997.  Its mission was to create a common framework for the triple bottom line.  After a period of consultation, the first guidelines were published in 2000 (Crane and Matten, 2004).  At the moment it is concerned with voluntary reporting and has no aim to make this mandatory. (http://www.globalreporting.org/) Currently, over two hundred companies from twenty-six countries have used the guidelines (White, 2003)

Another standard for social reporting is AccountAbility (AA) 1000, launched in 1999 by the Institute of Social and Ethical Accountability, London.  AA1000 is based on a set of principles that can be applied to company reporting on processes, systems, and competencies against a concrete definition and principles of accountability and stakeholder engagement (http://www.accountability.org.uk/aa1000/default.asp).  Its principles are also consistent with the GRI.  (Frankenhal and House, 2000).

The World Business Council for Sustainable Development published a report in 2000 that has a two-page self-assessment questionnaire; this enables organisations to gauge how well the company is engaging CSR.  While not a specific standard of measurement, the checklist provides a way for organisations to see what they should have once they have committed to CSR (http://www.wbcsd.ch)

Individual organisations also have benchmarks that are available for others to follow.  The Body Shop publishes a Values Approach and a Reporting Approach, which are combined with individual stakeholder accounts relating to their six key stakeholder groups: Customers, Employees, Shareholders, Franchisees, Suppliers and the Environment.  (http://www.thebodyshop.com/web/tbsgl/reporting_approach.jsp 2003)

PriceWaterHouseCoopers provides a ‘Reputation Assurance Service’ (http://www.pwcglobal.com/extweb/service.nsf 2003), which covers aspects such as triple bottom line reporting, stakeholder analysis and benchmarking against best practice.  This approach is reminiscent of LT.  While Shells Social Accountability Team are benchmarking the Universal Declaration of Human Rights, considering which rights different aspects of their operations might impinge upon and attaching appropriate performance metrics.  (Frankental, 2001)

Examples of Assessment Criteria

There has been recent growth in ethical investment funds such as those supplied by Friends Provident, Co-op or Storebrand. There are now more than 50 retail ethical investment funds in the UK. These funds all apply environmental, social and/or other ethical criteria to the selection of their investments. The estimated value of these funds stood at £4 billion in August 2001 (www.eiris.org 2004).  The growth in ethical funds has prompted services such as the Ethical Investment Research Information Service (EIRIS). EIRIS is a charity set up in 1983 with the help of a group of churches and charities which all had investments, and strong convictions of what they thought was right and wrong. They needed a research organisation to help them put their principles into practice when making investment decisions (www.eiris.org 09/02/04). A not-for-profit organisation, it audits companies on their human rights activities, and also publishes assessment criteria. (Frankental and House, 2000) EIRIS criteria focus on negative valuation, that is on most issues, marks are awarded to issues that are unethical.

EIRIS publishes the following assessment criteria:

Environmental issues 

· Environmental management 

· Environmental policy 

· Environmental reporting 

· Mining and quarrying 

· Ozone-depleting chemicals 

· Pesticides 

· Pollution convictions 

· Tropical hardwood 

· Water pollution 

Stakeholder issues 

· Advertising complaints 

· Community involvement 

· Corporate governance 

· Directors' pay 

· Equal opportunities 

· Health and safety 

· Trade unions and employee participation 

· Training 

Other issues 

· Alcohol 

· Animal testing 

· Disclosure 

· Fur 

· Gambling 

· Genetic engineering 

· Human rights 

· Intensive farming 

· Military production and sale 

· Nuclear power 

· Political donations 

· Pornography and adult entertainment services 

· Positive products and services (such as environmental technology, healthcare and public transport) 

· Third world 

· Tobacco 

Ethical Consumer Journal publishes another example of assessment criteria in its ethical scorecards.  Ethical Consumer was founded in June 1987 and is a not-for-profit, voluntary organisation managed by its staff as a workers' co-operative. Again, Ethical Consumer focuses on negative reporting, giving high scores to organisations that are unethical (www.ethicalconsumer.com 2004).

· Environmental reporting

· Pollution

· Nuclear power

· Environment other

· Animal testing

· Factory farming

· Other animal rights

· Oppressive regimes

· Workers rights

· Irresponsible marketing

· Code of ethics/conduct

· Armaments

· Genetic engineering

· Boycott call

· Political activity

· Alert (Alert stands for any ethical issue that has received press attention)

Both these examples focus on the negative aspects of ethical investment.  An alternative example is the assessment criteria published by the Evangelical Lutheran Church of Finland.  In this Church, responsible investment is chosen on positive valuation, that is the issues that the Church wants to advance (Takala and Kaariainen, 2003).

The Church focuses on securities that pay attention to the following:

Health aspects

· Healthy nutrition

· Product safety

· Working conditions

· Work atmosphere

Environmental aspects

· Conservation of natural resources

· Energy conservation

Social responsibility

· Justice

· Education and training

· Science and research

· Culture

Human rights aspects

· Religious, racial and gender equality

· Right of association

· Refusal to abuse child labour

It can be seen that there are common threads running throughout these assessment criteria, the main difference between them being the focus on positive or negative scoring.  All the assessment criteria can be said to have bias towards an ethical point of view.

Legal Issues and Pressure Groups

Once a corporation has implemented a CSR policy and type of measurement, then it also has to ‘play by the rules of the game’ (Levitt, 1958, see Kitson and Campbell, 1996).  The neo-classicalists believed that if a business practice was important enough it should be made into a law, and as yet CSR reporting is not law.  However, it is deemed important enough for the assignment of a minister in the UK Labour government (6/2000) for the oversight of corporate social responsibility across the UK (Henderson, 2001).  Although UK company law does not yet consider CSR to be a ‘promise’ by the corporation to the stakeholders. Recently the law in California has changed following a ruling by the state’s Supreme Court that companies operating in California could be penalized for making misleading or deceptive claims about Corporate Social Responsibility. (http://www.corporate-env-strategy.com/Pages/S_Alert.htm 31/12/03).  International corporations must be aware of local changes to the law.

Both the corporate world and pressure groups will attempt to lobby government to achieve their aims.  Lobbying is the weakest form of direct, private influence on government and both corporations and pressure groups employ professional lobbyists (Crane and Matten, 2004).  The Internet has revolutionised the reach of consumer campaigns, linking pressure groups around the world (Frankental and House, 2000) Pressure groups can be seen as representing the interests of individual stakeholders, or the interests of non-human stakeholders (Crane and Matten, 2004), and a general presumption has arisen that pressure groups are a major source of influence on companies disclosure practices (Tilt, 1994).  However, there is little evidence that pressure groups alone force organisations to change policy (Crane and Matten, 2004).  Pressure groups mainly focus on corporate communication to find out company information (Tilt, 1994)

Corporate Communication

The aim of corporate communication is ‘to organise an organisations communication activities as one coherent totality,’ (Christensen, 2002).  This means that any communication should present a uniform image of the organisation.  There are a number of sources of corporate communications.  Goodman (2001) identified twenty-four main communication functions (see Appendix 1 for full list) these included the annual report, company website, strategy, advertising and public relations.  

The Annual Report

The annual report is a static document that is published on a yearly basis.  It cannot change in response to events.  Grey et al (1995) discussed the benefits of using the annual report, this included that it ‘represents what is probably the most important document in terms of the organisations construction of its own social imagery’. Campbell et al (2003) also discussed that that the annual corporate report could be accepted as an appropriate source of a company’s attitudes towards social reporting, while  Desmond (2000) suggested that it is a good opportunity for many companies to communicate with stakeholders.  

However Unerman (2000) was concerned that disclosure of social information in the annual report represented only a small proportion of the total social reporting, also the amount of disclosure in the annual report did not represent a consistent proportion of total disclosure.   Balababis et al (1998) and O’Donovan (2002) query the informational value of annual reports, as they are the product of the corporations public relations programme.

Taking into account all views, there is a general consensus that the annual report is a useful document for the corporation to use for social reporting to stakeholders. 

However, a reflection of the increasing demand for corporate transparency is the emergence of the “environmental, health and safety” report, the “sustainability” report and the “corporate social responsibility” report. In 2002 almost half of the top 250 Global Fortune companies issued such a report compared with just over a third in 1999. A similar increase in reporting has taken place among the FTSE 100 companies. (Bowen, 2003)

The Corporate Website

Websites offer clear advantages over printed company material in terms of costs, space and availability.  They are available twenty-four hours a day to audiences spread across the world and provide unlimited space for content in colour, motion and audio (Pollach, 2003) The website offers a way for organisations to immediately react to issues and to communicate with the public at large, and shows the attitude of the corporation to issues.  It can also be used as a vehicle to introduce the user to associated organisations or groups by using links to external sites.  Campbell et al (2003) argued that it would make more sense for an organisation to disclose social and environmental information directly to society using media such as the Internet; their justification is that the targeted stakeholders are less likely to read the annual report.

However, it is not just about the quantity of disclosure.  Christensen (2002) argued that sheer availability of information does not automatically mean an increase in legitimacy.  He warns that increased access to information may cause distrust and produce alienation.  The question of which information to provide and in what form is an important strategic issue (Christensen 2002), Campbell et al (2003) warn that although environmental concern can be found in all societal groups, the extent to which it is expressed varies greatly.  The extent to which corporations can refer to ‘societal opinion’ as a homogenous measure is therefore debateable.  

Conclusion

In conclusion, it can be seen that CSR has emerged both as a field of study for academics and an area that business must be aware of.  However, there are differing academic points of view as to the relative importance of CSR, and no clear consensus from the corporate world as to its definitions or forms of measurement.

However it is clear that this is an area that business must be aware of, even if the decision is made to do nothing.  If the business decides to follow the CSR route, then decisions must be made as to what that route is to be, how it is to be administered, and finally how it is to be measured.  There are a number of measurement systems, and it is the decision of the corporation as to which of these systems are the most appropriate.  

There are no definitive answers to the question of how a corporation implements, administers and measures CSR.  It is important to recognise that different corporations will have different strategies and policies, and each corporation will have a personal perspective on CSR.
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Introduction

The general research question of this dissertation is to examine to what extent international corporations have embraced the idea of CSR.  This general research question is broken down into distinct aims:

· To investigate the value and content of CSR communications.  

· To evaluate the corporate ethical stance in respect of the CSR communications.

· To provide recommendations for the improvement of CSR communications.

The purpose of this chapter is to describe the methods used to collect and analyse the primary data required for this study.  The aims require the collection of primary data during primary research to test the secondary research.  Burns and Bush (2000) believe that secondary research can both familiarise the researcher with the study and identify concepts and terminology useful in conducting the primary research.  However they also identify four possible disadvantages:

· Mismatches in units of measurement

· Different definitions of classifying data

· The relevance of data can differ

· There can be a possible inability of verification of data integrity.

These disadvantages have been minimised by only using recognised academic journals and books.  Only reputable Internet sources have been used.   The secondary research is described in the literature review, which provides an up-to-date comprehensive overview of CSR.  

The methodology is defined as ‘the general approach to studying a research topic’ (Silverman, 1995), and it establishes how the research is to be carried out, it also provides terms of reference for other researchers to follow.

Manstead and Semin (1988, see Robson, 2002) point out that the strategies and tactics selected in carrying out a piece of research depend on the type of research question that is asked.  It is therefore important to evaluate all of the main methodologies with regard to the aims of this dissertation before choosing one.  This chapter will therefore discuss the advantages and disadvantages of the following:

· Questionnaire or Survey

· Interview

· Observation

· Case Study

· Content Analysis

These methodologies can be separated into fixed or flexible design strategies.  Robson (2002) defines fixed design strategies as those that call for a tight pre-specification before the main data collection stage is reached.  Data is most often in the form of numbers, so these are often referred to as quantitative studies. Conversely, flexible designs evolve during the data collection stage, data is typically non-numerical, and these are often referred to as qualitative studies.

There are two main traditions of research, positivism and social constructionism.  The key idea of positivism is that properties of the social world should be measured by objective measures that result in quantitative data.  The opposing view of social constructionism is that it focuses on reality as determined by people rather than objective, external factors (Easterby-Smith et al, 2002). These two traditions can be seen as opposite ends of a spectrum, into which most research methodologies will fit somewhere.  There is also a middle ground between these viewpoints, of the relativist point of view.  Relativism requires consensus between different viewpoints.  Seen as a spectrum, positivism focuses on concrete facts, while relativism takes into account that the facts depend on the viewpoint of the observer, finally social constructionism takes the viewpoint that there is no reality as all humans create their own reality. 

Rationale

There are a number of academic principles and views on CSR that have been discussed in the literature review.  Academic insights can often be different from real-life examples, this dissertation will therefore add to the existing knowledge by providing a snapshot in-depth analysis and study of CSR policy in ten international corporations as stated in their report and website.

Approaches

The Questionnaire or Survey

Robson (2002) classified surveys as those carried out by self-completion, face-to-face interviews or telephone interviews.  All surveys generate statistical data and this eases the process of drawing comparisons and conclusions (Jackson and Bundgard, 2002).  Advantages also include that questionnaires are less expensive to administer in terms of time and money when compared to other methods such as interviews (Oppenheim,1992, Pollit and Hungler, 1987).

Robson (2002) identified three central features of surveys:

· A fixed, quantitative design.

· The collection of a small amount of data in standardized form from a relatively large number of individuals.

· The selection of representative samples of individuals from known populations.

According to Jankowicz (2000) a survey is carried out in order to establish people’s views, and this establishes another problem.  When dealing with the results of surveys, ‘you are prepared to take people at their word’ (Jankowicz, 2000), CSR specifically deals with questions of corporate social responsibility, not personal responsibility, and so the ethical stance of the respondent may not reflect the ethical stance of the corporation.  It is impossible to target the survey to the actual corporation, as although the corporation is made up of individuals, it has been given a number of the rights and statuses of humans (Dobbin, 1998).

It would be difficult to get the survey to a large amount of individuals that are responsible for the formulation of actual CSR policy.  They would have to be administered to the person or department that was responsible for formulating CSR, or the appearance of the organisations CSR policy in the report and website.  Due to the known low response rate of postal surveys (Owens, 1990) it would be difficult to identify the necessary number of individuals in order to gain a representative sample.  This would provide problems in external validity, in that the findings could not be generalised.

This methodology is therefore inconsistent with the aim of evaluating the corporate ethical stance, as it would be difficult for the individual to answer the questions from the ethical stance of the corporation without bias from their own ethical stance.

Interviews

Interviewing involves researchers asking questions and receiving answers (Robson, 2002).  Patton (1980, see Punch 1998) distinguished between three types of interviews; the informal conservational interview, the general interview and the open-ended interview.  These types of interviews can take place individually or in a group.  Transcripts are then used for analysis purposes.

The problems addressed in surveys also apply to the use of interviews for this research project.  There are problems in identifying the individuals responsible, again the ethical stance of the individual may not be that of the corporation and the interviewee may introduce bias.  It may be difficult for the respondent to clearly distinguish between the two.  The words used by the interviewer may trigger certain associations, and there is no guarantee of obtaining ‘truthful’ statements (Alvesson and Deetz, 2001). Ethical issues in interviewing include whether the confidentiality and anonymity of respondents can be guaranteed, or where the respondents will want to tell the interviewer more information than is required (Mason, 1998).  Regarding the issue of CSR, respondents may want to tell the interviewer inside information on why the organisation has followed a particular course of CSR; this information may affect the aim of evaluating the corporate ethical stance.

Observation

The purpose of observation is to witness what is going on in a particular setting or set of interactions (Mason, 1998).  Silverman (1995) argued that for certain research questions, observation could provide both valid and reliable data.  Observation typically provides anthropological data – anthropological fieldwork generally requires immersion in a culture over a long period of time (Silverman, 1995).  Observation is typified by recording of language, actions and behaviour.  This type of methodology does not lend itself to a ‘snap-shot’ evaluation, where policies – not people, are evaluated at a point in time.    It is therefore not suitable for this research topic.

Case Study

Yin (1994) defined a case study as a strategy for doing research that involves an investigation of a particular phenomenon within its real-life context and using multiple sources of evidence.  Its main application is to achieve an in-depth understanding and to get a detailed description (McGivern, 2003).  This would initially fit with the general research question, as the particular phenomenon to be investigated is to examine to what extent international corporations have embraced the idea of CSR.  Collis and Hussey (2003) describe the phenomenon to be investigated as the ‘unit of analysis’, and the multiple sources of evidence would be the report and the website.

Yin (1994) identified three characteristics of case study research:

· The research aims to explore and understand certain phenomena within context.

· The research does not begin with a set of questions and notions about the limits of the study.

· The research uses multiple methods of collecting data, which can be qualitative and quantitative.

These characteristics fit both with the general research question and the more specific aims. 

McGivern (2003) warned that if the findings from a case study are to be used to make generalisations about the wider group or population to which the case belongs, then case must be taken in ensuring that the particular case is representative of the wider population.  However Yin (1994) described the comparative case study, where the same questions are asked in several related organisations.  Jankowicz (2000) argued that in the comparative case study the purpose is not to sample different organisations because the findings are to be generalised, but to replicate – that is to compare the target organisation with others, exploring different stances to issues. This fits with the second aim of the research, which is to evaluate the corporations’ ethical stance.

Disadvantages of case study research include that it can be difficult to understand the events in a period of time without knowledge of what went on before and what may follow, plus progress of case study research can be very time consuming (Collis and Hussey, 2003).

Content Analysis

Krippendorff (1980) defines content analysis as a research technique for making replicable and valid inferences from data to their context.  The data can be taken from written documents, films or recorded conversations.  During content analysis the documents are analysed by establishing categories and then counting the number of instances when those categories are used in a particular item of text (Silverman, 1995). Fennell (2001) discussed that there are two main styles of content analysis, which can be used singly or combined.

· Manifest content analysis includes the visible, surface content of a communication that can be easily counted.

· Latent content analysis involves an analysis of the underlying meaning of a communication.

Advantages of content analysis include that it is an unobtrusive technique (Krippendorf, 1980) meaning the data does not change with the introduction of the researcher.  Data generated in methodologies such as experiments and interviews can be skewed due to the subjects awareness of being observed or tested (Krippendorf, 1980).   Silverman (1995) also discussed that this methodology pays particular attention to reliability, ensuring that different researchers can use the measures in the same way, and validity, through uses of word counts.

Disadvantages include Punch’s (1998) warnings that the researcher must also be aware of the underlying structure of the text, and that the social context of the text must also be studied. This means that categories must be clearly defined, together with a context and that coders should also read the surrounding text.  For example, if ‘responsibility’ is defined as elements of the corporations CSR report, a coder reading the sentence ‘Office managers have full responsibility for gritting the car-park in cold weather’ should surmise that the word ‘responsibility’ is not in its correct context, and this word would not be counted.

In conclusion, this methodology fits with general research question and the aims; and can be used to investigate the content of the CSR communications.  In any content analysis it must be clear which data is being analysed (Krippendorff, 1980).  The data will be made up of the CSR portions of the report and website. 

Methodology

Strategy

The chosen strategy is therefore that of the comparative case study, where the unit of analysis is an evaluation of the extent international corporations have embraced the idea of CSR.  The characteristics of case study research fit with both the general research question and the more specific aims.

This research comes from a relativist point of view, as small numbers of cases have been chosen for specific reasons and the research will depend (to some extent) on the viewpoint of the observer  (Easterby-Smith et al, 2002).

Data Collection 

The data collection method is content analysis, which provides a way to collect quantitative data that can be used for comparative purposes, using content analysis together with the case study strategy means that the data can be analysed both in a quantitative and qualitative manner.   Case study research can be made up of a variety of data collection methods.  However Jankowicz (2000) argued that data in case studies are obtained largely through a review of written records.  This will fit with the collection of data through the report and the website.  

Both manifest content analysis (in the form of word counts) and latent content analysis will be used in the analysis stage.

Case Studies

Robson (2002) discussed that although a group of cases can be studied, these should not be thought of as a sample.  Organisations are chosen for a comparative case study to be representative of different possible positions or stances, regardless of the frequency of these stances in the population.  This is opposed to organisations in a study using survey methods, as these organisations are selected into a sample to be representative or some population  (Jankowicz , 2000).  The case studies are to be chosen by convenience, there is no attempt to use the case studies as a sample; rather they are used to be representative of different CSR stances.  

A total of ten corporations will be evaluated.  These have been selected purposively rather than randomly on the rationale that all the corporations have been the focus of ethical debate over the last three years.  All of the corporations selected have at some time been either been accused of having an unethical approach to business, provide unethical products or manufacture in an unethical manner.  These will be:

· Marks & Spencer

· British American Tobacco

· Tetra Pak

· BAE

· Shell (originally Arthur Anderson)

· Corus

· Monsanto (originally Huntington Life Sciences)

· Diageo

· Nike

· McDonalds

From the original list two corporations could not be used.  Arthur Anderson, as the accountancy firm has now been sold off in numerous countries, although the umbrella corporation still exists it would have been impossible to obtain report or website details.  Huntington Life Sciences does not have a website, as it has been targeted so often by animal activists they do not have a web presence.  Shell and Monsanto have therefore replaced these.

Appendix 1 contains sources of why these corporations were chosen.  

Structure of the Analysis

The analysis will be performed in three phases:

· Case study

· Manifest content analysis

· Latent content analysis

Case Study Phase

Bennett (1986 see Jankowicz, 2000) listed four stages of case study work:

· Determining the present situation

· Gathering information about the background to the present situation

· Gathering more specific data about the important factors in the present situation.

· Presenting recommendations for action.

These stages describe how the case study strategy is to be carried out.  The case studies will be initially put into context with a brief company profile.  Then the report and the website will be analysed to introduce the main themes of CSR that evident in each organisation.  This analysis will include a definition of terms, as different organisations have different terms for CSR.  This stage will include a brief analysis of the corporations mission/vision or strategy statement to evaluate if CSR has a place at the very highest level.

Pollach (2003) described that text structure takes on a broader meaning in websites, the organisation of text within a website, plus the cohesion of individual pages which is realised through frames, menus and hyper-links in texts.  This means that it is important to note the structure of the CSR website communications within the website, as well as the content of the text.  During the case study analysis phase the organisation of the website will be described by evaluating the place of CSR within the sitemap.

Manifest content analysis

The report and the ethical pages of the website will then be analysed using content analysis.  Manifest content analysis will be used to generate quantitative data:

Report

· Word count of CSR information

· Page count of CSR information

· Percentage word count of CSR information / total information

· Percentage page count of CSR information / total information

Limitations of manifest content analysis for the report phase include that the page count may not be valid, as the inclusion of graphics may skew the data.  Due to the popularity of external CSR reports to the report this analysis may take place on a linked report.

Website

· Appearance of CSR hyperlink from the homepage.  This will give an indication of how important the corporation views CSR information.

· Site map of website to visualise where CSR information is held

Limitations of manifest content analysis for the website phase include that it is difficult to generate exact word counts for websites due to the nature of hyperlinks, plus website pages can be any length; therefore this method is not valid.

Latent content analysis

The final phase of analysis will be latent content analysis involving an analysis of the underlying meanings of the report and website CSR communications.  Due to the popularity of external CSR reports to the report this analysis may take place on a linked report.

Robson (2002) describes how to carry out latent content analysis:

· Decide on a sampling strategy.

· Define the recording unit.

· Construct categories for analysis.

· Test the coding on examples of text

· Carry out the analysis

The sampling strategy will be the chosen case studies and the recording unit will be a word.  The categories for analysis were initially taken from the EIRIS categories as seen in Chapter Two.  It is freely admitted that the EIRIS categories are biased towards an ethical stance, but by evaluating the corporations on the categories provided by an ethically-biased, non-profit making organisation it is hoped to achieve a snap-shot of the organisation at its worse.  These snap-shots can then be used in a comparative manner to determine the ethical stance as stated in the aims.

These categories will be evaluated on a number of points:

· Word count 

· Is there an objective linked to this issue?

· Has an external organisation or group validated the corporation’s claims?

As discussed, the EIRIS categories are used as the basic guide to the CSR measures utilised, however, since this study seeks to test claims by corporations that they have a wider CSR commitment, the specific CSR report is the key document reviewed.  This may be included in the report or be a separate document.  Since the report may contain some EIRIS CSR categories, such as ‘directors pay’, those companies that produce separate CSR reports and who do not include these items may be disadvantaged in this analysis.  Therefore the ‘directors pay’ category has been removed from the list.

Reliability and Validity

Carmines and Zeller (1979 see Neuendorf 2002) define reliability as the extent to which a measuring procedure yields the same result on repeated trials.  Triangulation will take place between the two data sources of the report and website, if both the data sources support each then this increase reliability, if the data sources do not support each other then this will be analysed in the results. In the content analysis phase, as a human coder is to be used, there will be a need to establish intercoder reliability, this will be tested during the pilot test.  Krippendorff (1980) discussed that data can always be looked at from numerous perspectives; the pilot test and clear definitions of categories should prevent the introduction of errors due to different perspectives if other researchers should follow this methodology.  However, the limitations of this study mean that one researcher will complete the coding after the pilot test; this will prevent errors from multiple perspectives but could mean that individual bias is introduced.  

Although there is no recognised standard for intercoder reliability Neuendorf’s (2002) review indicated that ‘80% or greater would be acceptable in most situations’.  

Validity is defined as the extent to which a measuring procedure represents the intended concept, or is it measuring what it is supposed to measure (Neuendorf, 2002).  The study will be valid if it measures to what extent corporations use CSR as indicated in the report and the website.

Pilot Study

The categories were tested during a pilot study using the CSR report of Marks & Spencer.  As a good research design should provide for the need to improve recording instructions (Krippendorf, 1980) the pilot may mean that extra categories may be added during this phase, or definitions and context made clearer.  Three new categories were added at this point.

· Animal welfare

· Children

· Stakeholder definitions

The additional researcher will test intercoder reliability, any training instructions will be recorded (Krippendorf, 1980) these are contained in Appendix 3.  A score over 80% will be acceptable.  The results of the pilot are also contained in Appendix 3.

While undertaking the pilot it was realised that one of the original categories needed a specific definition towards the aims of this study, the corporate governance category is therefore defined purely as how the CSR policy is administered and given a strategic direction.  Generally this would be in terms of an ethics board or committee.  This category has therefore been renamed to ‘Ethics board’. 

When undertaking the word counts, it was realised that it was very difficult under the twin limitations of time and money to compute the total word count of the CSR report.  Most of the CSR reports use repetition to emphasise key points.  As there is no set formula for the CSR report (unlike the annual report), different companies will insert different information into the CSR report.  It was therefore decided to use the total word count of the recorded categories as the total word count, rather than the actual total word count.  

Other Issues

The websites are dynamic documents that are always changing.  A copy of the website will be downloaded in order to carry out the methodology.  The website pages may not have the same content as when they were initially evaluated.

Postmodernism

All of the methodologies that have been analysed with regard to CSR have been modernist in nature; this means that they are based on a certain set of assumptions about the nature and behaviour of corporations and CSR (Arias et al, 2001) An alternate view is that of postmodernism, this position is that the world is socially constructed and subjective: the observer is part of what is being observed and that science is driven by human interest (Thomas, 1997).  This means that rather than focusing on facts by testing hypothesis in modern research, postmodernism focuses on trying to understand what is happening.  Postmodernism offers one way to understand the complexities of life.  In terms of CSR, a post modernistic approach would be to analyse CSR with no pre-conceptions, realising that any research results will be taken from the perceived reality of the researcher (Arias et al, 2001).  Although the methodology of this dissertation focuses on modern research methods, it is worth mentioning that the postmodernist view that everyone creates their own reality and no one reality is less real that another (Arias et al, 2001) also applies to this study.  The results and conclusion of this study, although borne out from empirical research methods, are written from the point of view and perceived reality of the researcher.  

Ethics

The data used for this research comes from the report and the website.  Both these documents are in the public realm, and so there is no need to obtain permission from the selected corporations.  The data is the corporations’ viewpoint, and is published by the corporation. 

Scope

Due to the twin constraints of time and money limitations, the primary data is limited to that published by the corporation in its report and website.  There would be rich sources of other data, for example press releases or external reports, but these are out of the scope of this study.
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Results 7800

BAE Systems

Summary of the organisation

BAE Systems designs, manufactures, and supports military aircraft, surface ships, submarines, space systems, radar, avionics, C4ISR, electronic systems, guided weapons and a range of other defence products, many of these with international partners. They employ over 90,000 people and have annual sales of approximately £12 billion. (http://www.baesystems.com/aboutus/index.htm, 25/04/04)

Vision

BAE Systems vision ‘is to be the leading systems company, innovating for a safer world’. (http://www.baesystems.com/vision/index.htm, 25/04/04).  This could be applied to CSR as the corporation is stating their commitment to safety in particular.  Although the vision does not specifically mention CSR, by trying to be the leading company in the world, this could mean they would have to lead in CSR.  

Analysis of Website

BEA Systems website offers details of the organisations worldwide services, investor information and details of engineering innovation. 

BAE Systems Homepage
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CSR is featured as a link in the left-hand side menu bar.  However on clicking on the link the user is not taken to a webpage, but to the Acrobat format Corporate Responsibility Report 2003.  Although this will show the user all the published CSR information for the corporation, the user may not have the software to read the report (Acrobat Viewer).  

Analysis of CSR Report

BAE Systems incorporate 5% (4 pages out of 83) of CSR information into the Annual Report, this includes the ‘Chairman’s Letter’, contents, and 4 pages of body.  There is a website link where stakeholders can download a copy of a separate CSR report.  

The CSR report is available in print in a brochure format and in a downloadable PDF format from the website.  Although there are 4 pages of CSR information in the annual report, the CSR Review booklet was analysed as this gave comparable data to the other studied corporations.

The 2002 CSR Report is 32 pages long and follows the GRI reporting standards, ISO14001 and AA1000.  Feedback is available via an email address.  It does not contain a stakeholder map or a history of CSR within the organisation.  However, there are links to external organisations that can provide additional information on the issues discussed.

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective.  

The categories were split as follows:

	Community involvement 
	21%

	Health and safety 
	20%

	Military production and sale 
	19%

	Environmental management 
	16%

	Equal opportunities 
	8%

	Training 
	7%

	Disclosure 
	2%

	Trade unions and employee participation 
	2%

	Water pollution 
	2%

	Ethics board
	1%

	Pollution convictions 
	1%

	Stakeholder definitions
	1%


It can be seen that BAE Systems have tried to incorporate a great deal of information on various categories.  See Appendix 4 for full details on the type of information offered in the categories.  

The top category was ‘Community involvement’; BAE Systems have details on a number of initiatives that involve the local and wider community.  The next score was ‘Health and safety’, as BAE Systems are involved with the production of weapon systems a focus on Health and Safety is to be expected due to the inherent danger of the products.  The CSR report also focuses on ‘Military Production and Sale’, explaining to stakeholders the types of product that they sell.  There are no clear objectives for the future, so any improvement would be very difficult to quantify.  

There is a 2 page dialogue with ‘Safeworld’, an organisation that researches and campaigns on the defence industry, Safeworld questions the ethics of BAE Systems in selling arms to certain countries.  BAE Systems have used this dialogue as a vehicle to explain their moral view.  

Conclusion

BAE Systems is primarily a producer of weapons, and the question arises how can a corporation whose very existence relies on the sale of weapons class itself as having a high ethical agenda.  Although it ticks all the boxes in the production of the CSR report, this process is half-hearted.  There are no clear objectives in the report, and no website pages apart from one link to the PDF version of the report.  However, if this study just analysed the word counts of the available CSR information, then BAE Systems would have a high score.     The ethical stance of BAE systems is therefore analysed as ‘Responsive’ meaning it accepts that being ethical can pay off, however it is still motivated by profit.  

British American Tobacco (BAT)

Summary of the organisation

British American Tobacco is the world’s most international tobacco group, with brands sold in 180 markets around the world.  It produces and markets a range of tobacco products and is involved in all areas of the business. (http://www.bat.com/, 29/04/04)

Vision

‘Our goals are to continue creating long term, sustainable shareholder value, and to lead the tobacco industry in demonstrating corporate social responsibility and wider accountability, (Martin Broughton, Chairman, http://www.bat.com/oneweb/sites/uk__3mnfen.nsf/vwPagesWebLive/ 04/04)

As a vision statement this emphasises the importance of CSR within BAT and implies that it is on a par with creating shareholder value.

Analysis of Website

This is the Homepage of BAT:
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As well as a link to CSR and the Social Report 2002/3 in the top right hand menu bar, there are also links under ‘Hot Topics’ linking to the awards that BAT have won in the area of CSR. 

The link to CSR takes the user to the following page:
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This page has a number of links on the right hand side to elements of the Social Report, plus a number of linked articles on the page itself.  Each of these links has links to numerous connected articles/issues, such as speeches, fact sheets, external links and FAQs.  There is a vast amount of information on this site that is not available in the annotated Social Report 2003.  

In a similar way as Diageo, BAT also do not shy away from the topic that how can a corporation that sells tobacco products have an deep commitment to CSR.  They incorporate this into the FAQ’s (Frequently Asked Questions).  For example:

‘ARE YOU DOING SOCIAL REPORTING BECAUSE OF ANTI-TOBACCO CRITICISM?
Some of our critics say we need to work at building trust. We aim to lead the tobacco industry in terms of corporate social responsibility and we see social reporting to a high standard as a meaningful way of engaging with our stakeholders, including our critics. ‘
(http://www.bat.com/OneWeb/sites/uk__3mnfen.nsf/vwPagesWebLiveText/0BFDB2145D7F103480256BF4000199D0?OpenDocument&CFG=F5911F|0.8|standard|100|standard|0|0&DTC=20040501, 29/04/04)

They also incorporate pages on ‘Tobacco and Health’ in which they clearly state the health risks.  

Analysis of CSR Report

BAT does not have any CSR information in the 2002 annual report, although there is a mention in the Chairman’s letter and the body of the report.  There is a telephone number under ‘Shareholder Information’ to get the report, although this is not particularly easy to find.  The CSR report is called the ‘Social Report 2002/03’ and is published on a biannual basis.  The full report is only available by download from the website due to its size, the summary report is available in print format.  It is this report that was analysed, as it is comparable to the other corporations in size.

The 2002/03 Social Report Overview is 14 pages long and follows the GRI and AA1000 reporting standards.  Feedback is available via a reply card.  It does not contain a stakeholder map or a history of CSR and is lacking in links to external sites.  However, under each category it clearly states that this is summary information only and full details can be obtained from the website.  

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective. 

The categories were split as follows:

	Human rights 
	24%

	Community involvement 
	24%

	Environmental management 
	18%

	Environmental reporting 
	12%

	Stakeholder definitions
	8%

	Children
	7%

	Ethics board
	2%

	Trade unions and employee participation 
	2%

	Health and safety 
	1%

	Training 
	1%

	Disclosure 
	1%


In general, the report is set out with a page covering the six areas that BAT divide CSR reporting into:

· Product responsibility

· Supplier responsibility

· Environmental management

· Labour practices

· Human rights

· Society

Each page covers a summary of the information in the full report, details on last years CSR objectives and examples of these in action.  It is clearly laid out and easy to read.  In general the objectives are quantified, however there are no details of the new objectives for the next reporting period.  It can be seen that ‘Tobacco’ does not feature as a quantifiable category, this is surprising as this is the only product that BAT produce.  

Conclusion

The Overview Report that was analysed only has basic information on a small number of issues, stakeholders are advised at the top of each page where they can find the full report and what additional information they can expect.  However, this is the version of the report that the majority of stakeholders would see, so the information provided on the selected categories gives an overview to the CSR policy of the corporation.  However, stakeholders are advised at every opportunity to visit the website for further information.  The website is very comprehensive, and includes all the quantifiable data from the full Social Report.  BAT also uses the introduction of the summary report and the FAQ area of the website to address claims that a tobacco company cannot carry out CSR.   However, the ethical stance of BAT cannot be given a high score because of the very products that it is responsible for.  It has therefore been given an ethical stance of ‘Responsive’. Responsive companies accept that being ethical can pay off, however are still motivated by profit.

Corus

Summary of the organisation

Corus is an international metal company, which has manufacturing operations in many countries.  In 2003 Corus generated turnover of £8.0 billion and produced  19 million tonnes of steel and delivered over 0.5mt of aluminium. At the end of December 2003 Corus had 49,400 employees.  (http://www.corusgroup.com/company/index.cfm?id=FB4F77E0-3188-11D4-80A70008C74CFE06, 29/04/04)

Vision

Corus do not have a vision, but have a strategy:

‘Corus aims to be an innovative company with a strong customer focus, providing metal solutions to an increasingly sophisticated marketplace. The Corus strategy is targeted at creating shareholder value by achieving world class competitiveness through operating excellence and technological advance. The emphasis is on achieving leading positions in attractive market sectors where sustainable growth can be achieved.’ (http://www.corusgroup.com/company/content.cfm 4/04)

This strategy statement does not mention CSR.

Analysis of Website

This is the Homepage of Corus:
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It can be seen that Social Responsibility features as a link on the Homepage in the top menu bar.  This links to the following page:

The link to CSR takes the user to the following page:
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There are further pages reached by using the left hand menu bar.  However, the amount of information on these pages is disappointing, with some pages only showing a large graphic and a very limited amount of text.  Although there is much more information available on the website than in the CSR report, the information is still limited when compared to other websites.

 Analysis of CSR Report

Corus does not have any CSR information in the 2002 annual report, although there is a mention in the body together with a website link.  The only available report is called the ‘Environment Update Performance and Targets’. The actual report that this updates was not available.  The Environment Update Report is very brief, only 4 pages long.  

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective. 

The categories were split as follows:

	Environmental management 
	96%

	Pollution convictions 
	4%


It does not contain any additional information but a list of some 2001 environmental targets and Corus’s response to those targets.  It follows no reporting standards and has no opportunity for feedback.  No more recent versions of the document were found.

Conclusion

There is little evidence that Corus is taking the issue of CSR seriously. Although there is a link on the homepage to CSR pages, there is not a great deal of quantifiable information available.  The update to the Environmental Report is very brief, and only mentions environmental issues.  There is no available report for social or ethical issues.  One explanation for this is that Corus suffered an operating loss of £393m in 2001, and the corporation has been focusing on the bottom of Carrols pyramid – its economic responsibilities.  Another explanation is that Corus does not view the field of CSR as a legitimate one that stakeholders are interested in.  The ethical stance has therefore been evaluated as ‘Legalistic’.  Legalistic companies obey the law and no more.  They subscribe to the Friedman view of ethics, and according to Carroll, would just be aware of economic and legal responsibilities.

Diageo

Summary of the organisation

Diageo is the world's leading premium drinks business with an collection of beverage alcohol brands across spirits, wine and beer categories.  These brands include: Smirnoff, Johnnie Walker, Guinness, Baileys, J&B, Captain Morgan, Cuervo, Tanqueray, and Beaulieu Vineyard and Sterling Vineyards wines.

Diageo is a global company, trading in over 180 markets around the world  (http://www.diageo.com/pageengine.asp?status_id=3000&page_id=6&site_id=3&section_id=12 29/04/04)

Vision

A vision or strategy statement could not be found.

Analysis of Website

This is the Homepage of Diageo:

[image: image6.png]2 Homepage - Packard Bell

1| €] httpfwn.diageo,comipageengine. asp?ste id=0section id=0tpage_id=1015 B T
Whoweare  Proudofwhatwedo  Mediaroom Investor room m

Search|

Every day,
everywhere,
people enjoy
our brands.
Together we
celebrate life
responsibly.

(3

Elooe © emet





Although there is not a menu structure as such, there is a link to ‘Corporate Citizenship’ on the right hand list.  
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Diageo refer to CSR as ‘Corporate Citizenship’.  The website contains all the information in the Corporate Citizenship Report, plus links to projects around the world.  The site is easy to use and navigate, and has links to external organisations for further information.  

Analysis of CSR Report

Diageo does not have any CSR information in the 2002 annual report, although there is a mention in the Chairman’s letter and the body of the report.  There are links to the website and a telephone number to get the report, although these are buried and not easy to find.  

The Corporate Citizenship Report is available in print in a brochure format and in a downloadable PDF format from the website.  

The 2003 Report is 32 pages long and follows the GRI and AA1000 reporting standards.  Feedback is available via a reply card.  It does not contain a stakeholder map but has a short history of CSR within the corporation plus links to external sites.

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective. 

The categories were split as follows:

	Alcohol 
	28%

	Community involvement 
	24%

	Environmental management 
	21%

	Human rights 
	5%

	Health and safety 
	4%

	Water pollution 
	3%

	Pollution convictions 
	3%

	Training 
	2%

	Equal opportunities 
	2%

	Stakeholder definitions
	2%

	Ethics board
	2%

	Environmental reporting 
	1%

	Environmental policy 
	1%

	Genetic engineering 
	1%

	Ozone-depleting chemicals 
	1%


The top category was ‘Alcohol. This accounted for 28% of total recorded CSR information.   This covers topics such as alcohol and social responsibility, health, young people and drinking and driving. Diageo appear to take their responsibilities as a major alcohol producer.  ‘Community Involvement’ is the next highest category, Diageo use a model provided by LBG which is surprisingly similar to Carroll’s (2000) Pyramid of Corporate Social Responsibility.  The levels of the LBG pyramid (from the greatest area to the smallest) are called:

· ‘Business basics – the core business activities in meeting societies needs for cost-effective products in a manner which is socially, ethically and environmentally responsible’.  This can be equated to the economic responsibilities of the Carroll pyramid, to make sure that the corporation remains profitable.

· ‘Commercially-led initiatives – activities in the community led by the business’.  In the Carroll pyramid this would equate to legal responsibilities, but the term ‘commercially-led’ would indicate that this is still equating to economic responsibilities.

· ‘Social investment – long-term strategic involvement in community partnerships to address social issues to enhance its reputation as a good corporate citizen.’  This Carroll pyramid level would be ethical responsibilities.  The attitude that they can address social issues while enhancing reputation is supported by Lantos (2001).

· The tip of the pyramid is made up of ‘philanthropy, support of good causes in response to appeals’.  This is the same in the Carroll pyramid.

Diageo then go on to evaluate some of their community involvement using the LBG model.    ‘Environmental management’ covers another 21%.  This is mainly to do with manufacturing processes, energy use and recycling.

Conclusion

Diageo have an above average CSR report together with a user-friendly website.  They have covered a significant amount of categories.  There are some Q&A pages within the report that cover ethical questions to do with CSR, such as ‘Can a drinks company ever be truly responsible?’ and ‘Corporate citizenship is just the latest business fad’.  Diageo respond to these in a mature manner, stating they provide a product that consumers want, but need to tackle cases of irresponsibility while looking towards the long-term.  These questions provide a way for Diageo to respond to any allegations that CSR is just about PR.  The depth of information and responsibility of Diageo in regards to their product mean that their ethical stance has been evaluated as ‘Ethically engaged’.  Ethically engaged companies actively want to ‘do the right thing’, they subscribe to the Freeman school of thought and take a broad view of CSR.

Marks and Spencer

Summary of the organisation

Marks & Spencer (M&S) is one of the UK's leading retailers of clothing, foods, homeware and financial services, serving 10 million customers a week in over 300 UK stores. The Company also trades in 30 countries worldwide, and has a Group turnover in excess of £8 billion. 
(http://www2.marksandspencer.com/thecompany/whoweare/index.shtml 25/04/04)

Vision

M&S vision is ‘to be the standard against which all others are measured’.  Although this does not mention CSR directly, it implies that M&S want to provide a CSR standard that others find it difficult to match. This is reflected in their strong commitment to CSR, there is no need for a definition of terms as they refer to CSR principles by the name of ‘Corporate Social Responsibility’.  The front page of the CSR webpages has a prominent graphic that states:

‘Everything we do is influenced by the notion of good corporate behaviour – we work hard to meet our social, environmental and ethical responsibilities.’

(http://www2.marksandspencer.com/thecompany/corporatesocialresponsibility/index.shtml#, 25/04/04)

Analysis of Website

Marks & Spencer home page is primarily targeted as a shopping site.  The home page therefore has images of products and links to offers.  There is a left hand navigation bar that offers links to other parts of the company.  In order to reach CSR information, the user must click on ‘The Company’, positioned in the right hand menu bar as seen in Figure 1 Marks & Spencer Homepage.

On clicking on ‘The Company’, the user is shown a page showing links to other company information.  Again a left hand navigation bar offers links, CSR is the second link down.  This shows a high position for CSR in the corporation’s strategy. 

On clicking on CSR, the user is shown a page with a number of links to parts of M&S’s CSR policy see Figure 2 Marks & Spencer CSR Page.

Although the link to CSR is not on the home page, this is not unusual, as CSR is often linked on the Company information page. The information is easy to find and laid out in a clear fashion.   In conclusion, M&S have a commitment to CSR, that is clearly shown on the website.  

Figure 1 Marks & Spencer Homepage
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Figure 2 Marks & Spencer CSR Page
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Bottom of Form

Analysis of CSR Report

M&S do not incorporate any CSR information in their annual report, although CSR was mentioned in the ‘Chairman’s Letter’, and there is a mention of the separate ‘CSR Review’ booklet with a website link and phone number.  The ‘CSR Review’ booklet is available in print in a brochure format and in a downloadable PDF format from the website.  As there is no CSR information in the annual report, the CSR Review booklet was analysed.  

The 2003 CSR Report is 28 pages long and follows the GRI reporting standards.  Feedback is available via a freepost questionnaire that is attached to the report.  It contains a stakeholder map and a brief history of CSR within the organisation.  However, there are no links to external organisations that could validate M&S’s claims or provide additional information on the issues discussed.

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective.  

The categories were split as follows:

	Environmental management 
	29%

	Positive products and services 
	10%

	Community involvement 
	10%

	Equal opportunities 
	9%

	Animal welfare
	9%

	Trade unions and employee participation 
	8%

	Health and safety 
	6%

	Stakeholder definitions
	5%

	Pesticides 
	4%

	Tropical hardwood 
	3%

	Ethics board
	2%

	Genetic engineering 
	2%

	Training 
	1%

	Children
	1%

	Political donations 
	1%


It can be seen that M&S have tried to incorporate a great deal of information on various categories.  See Appendix 4 for full details on the type of information offered in the categories.  

The highest percentage of the total was for ‘Environmental Management’; this incorporates many issues including product safety and a new M&S Environmental Code of Practise.   The next joint highest scores were for ‘Positive Products and Services’ and ‘Community Involvement’.  ‘Positive Products and Services’ focuses on car-sharing initiatives and the development of delivery vehicles that halve fuel use.  Although these are legitimate ethical issues, it could be argued that M&S derive benefit from them.  Car-sharing is very easy to set up and generally organised and administered by the employees themselves, and the development of vehicles that halve fuel use will have an associated cost saving for M&S. ‘Community Involvement’ describes a number of initiatives that M&S provide for the local and wider community.  ‘Equal Opportunities’ and ‘Animal Welfare’ are the next joint categories will a total percentage of 9%.  ‘Equal Opportunities’ encompasses both corporate and supplier employees, again M&S have to comply with legal minimums.  ‘Animal Welfare’ is also seen as very important from a food retailer point of view.  Consumers are very aware of animal rights issues, as pressure groups continue to campaign against cruelty and intensive farming conditions.  

The remaining categories listed above also have interesting stakeholder information.  Most of the listed categories have associated objectives which is best practice as laid down in GRI guidelines.  However, it is surprising that M&S does not mention its attitude to fur, which is one of the EISIRIS categories.  As a footwear and clothing retailer this would have been expected.  It also does not mention its alcohol policy, with the current spotlight on British binge drinking culture this may be appropriate.

Conclusion

In conclusion the M&S CSR report and website is above average in terms of the amount of categories it covers, the quality of information available and the objectives associated with each category.  It has been given an ethical stance of ‘Ethical’.  Ethical companies fully embrace the Carroll pyramid, and their corporate governance and ethical stance permeate the whole organisation, this is clearly shown in the vision statement, the website and the CSR report.

McDonalds

Summary of the organisation

McDonalds is an international food service retailer with more than 30,000 restaurants in 119 countries serving 47 million customers each day. (http://www.mcdonalds.com/corp/about.html ,29/04/04)

Vision

A vision or strategy statement could not be found for McDonalds.

Analysis of Website

McDonalds corporate home page is show below:
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It has a link to the 2002 CRS report on the bottom of the Publications menu located on the right hand side.  This links to a webpage giving details of the report, plus showing links to download it in PDF format.  To get to CSR information, the user must first click on ‘Our Values’, this has links to:

· People Promise 

· Social Responsibility 

· Diversity 

· World Children's Day

The user must then click on ‘Social Responsibility’ to reach the CSR pages.  The page reached then has links to:

· Community 

· Development 

· Education 

· Fundraisers 

· Help In Need 

· Sports 

· Neighborhood Beautification

· Environment 

· Natural Resources 

· Our Commitment 

· Rain Forest Policy 

· Sustainability 

· Waste Management

· Marketplace 

· Animal Welfare 

· Antibiotics 

· Quality & Safety 

· Supplier Social Accountability

· People 

· Resources & Recognition 

· SR Report 

· Update

Although there is additional information such as copies of articles and press releases, it did not appear that the website contained much more available information. There were some links to external organisations, but these appeared to be limited to those that had close links with McDonalds.  

Bottom of Form

Analysis of CSR Report

McDonalds do not incorporate any CSR information in their annual report, although there is a mention of the separate ‘Corporate Responsibility Report’ booklet with a website link in the body of the report.  The ‘Corporate Responsibility Report’ is available in print in a brochure format and in a downloadable PDF format from the website.  As there is no CSR information in the annual report, the CR Report was analysed.  

The 2002 CR Report is 47 pages long and follows the GRI reporting standards.  Feedback is available via an email address.  It does not contain a stakeholder map or a brief history of CSR within the organisation.  However, there are links to external organisations.

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective.  

The categories were split as follows:

	Environmental management 
	35%

	Community involvement 
	25%

	Training 
	12%

	Trade unions and employee participation 
	7%

	Animal welfare
	5%

	Children
	5%

	Water pollution 
	3%

	Environmental policy 
	2%

	Environmental reporting 
	2%

	Genetic engineering 
	2%

	Equal opportunities 
	2%

	Ozone-depleting chemicals 
	1%

	Health and safety 
	1%


It can be seen that McDonalds have tried to incorporate a great deal of information on various categories.  See Appendix 4 for full details on the type of information offered in the categories.  They are commended on the amount of categories that they cover.  However, McDonalds have recently been in the press due to the recent lawsuit of American teenagers to blame them for obesity but they choose not to examine this in the CSR report, unlike other corporations like BAE Systems or Diageo.

Conclusion

McDonalds have a relatively large CSR website and have covered a number of categories in satisfactory detail in the CSR report.  However, much of the information is concerned with PR, not quantitative data connected to objectives.  Although McDonalds appear to tick all the boxes required for a high score in CSR, the depth of information is not consistent with this.  In addition, the lack of a vision statement that includes a commitment to CSR is also disappointing.   However, McDonalds has a CSR report and website, and the ethical stance is therefore evaluated as ‘Responsive’.  Responsive companies accept that being ethical can pay off, however are still motivated by profit.

Monsanto

Summary of the organisation

Monsanto is a provider of agricultural products and solutions; they use innovation in plant biotechnology, genomics and breeding to improve productivity and to reduce the costs of farming. Monsanto is one of the worlds leading providers of genetically modified seeds.  (http://www.monsanto.com/monsanto/layout/about_us/default.asp, 29/04/04)

Vision

No vision or strategy statement could be found.

Analysis of Website

Monsanto’s corporate home page is show below:
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There is no direct link to CSR.  In order to find any related CSR information the sitemap had to be used, proving that the information is difficult to find.  Monsanto refer to their commitment to CSR as ‘Our Pledge’.  There is a focus on stakeholder interaction, Monsanto use the ‘Our Pledge’ pages as an arena to respond to consumer and pressure groups rather than address environmental or social issues.

Bottom of Form

Analysis of CSR Report

Monsanto do not incorporate any CSR information in their annual report, although there is a website link.  The report is available in print in a brochure format and in a downloadable PDF format from the website.  As there is no CSR information in the annual report, the ‘Our Pledge’ report was analysed.  

The 2002 report is 52 pages long and does not follow any reporting standards.  No feedback is requested.  It does not contain a stakeholder map, a brief history of CSR within the organisation or links to external organisations.

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective.  

The categories were split as follows:

	Community involvement 
	25%

	Stakeholder definitions
	14%

	Equal opportunities 
	12%

	Ethics board
	11%

	Trade unions and employee participation 
	10%

	Third world 
	9%

	Environmental management 
	7%

	Health and safety 
	6%

	Environmental reporting 
	4%

	Pollution convictions 
	2%


Approximately 50% of the report is made up of ‘Dilemmas’, which are 2 page case studies of controversial issues.  The case is explained, and then a number of viewpoints are put across, for example the consumer perspective and the industry perspective, finally the Monsanto viewpoint is explained.  Although the main business of Monsanto is genetically modified seeds, there is little information about this, and there is therefore no word count associated with the category ‘Genetic Engineering’.  There are no objectives for next year apart from vague promises.  

Conclusion

Monsanto’s products are very controversial.  The ‘Our Pledge’ report is really a vehicle for Monsanto to answer differing stakeholder views on issues rather than a CSR report.  There is little CSR information to be found on the website.  In conclusion the little information available appears to be a PR exercise in responding to pressure groups.  Monsanto have tried to incorporate a great deal of stakeholder communication, but this is not backed up by quantifiable data or clear objectives.  The ethical stance of Monsanto is at the borderline of ‘Amoral’ and ‘Legalistic’ .Amoral companies, seek to win at all costs. According to Carroll (2000) they would only seek to be economically responsible.  Legalistic companies obey the law and no more.  They subscribe to the Friedman view of ethics, and according to Carroll, would just be aware of economic and legal responsibilities.  Although Monsanto are careful to obey the law, the field of genetic engineering is so new that there are few laws to cover it as yet, this means there are few laws to be broken.

Nike

Summary of the organisation

Nike is an international sports and fitness company which employs around 23,000 people (http://www.nike.com/nikebiz/nikebiz.jhtml?page=3, 29/04/04)

Vision

The Nike vision is to bring ‘inspiration and innovation to every athlete in the world’(http://www.nike.com/nikebiz/nikebiz.jhtml?page=4, 29/04/04) .

Analysis of Website

This is the Homepage of Nikebiz:
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It can be seen that ‘Responsibility’ features as a link on the Homepage in the top menu bar.  This links to the following page:
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There are further pages reached by using the top menu bar.  The conclusion is that the CSR pages cover a number of categories in greater detail than the report, and there are links to external organisations.  However the size of the CSR information as compared to other corporations is limited.

 Analysis of CSR Report

Nike does not have any CSR information in the 2003 annual report.  Although there is a mention in the body there is no website address or telephone number of where the report can be located.   Although Nike has a 2001 CSR report, the only 2003 report available was the Community Investment Report.  It was this that was analysed, and does not contain any environmental data. The report is 15 pages long and follows the GRI reporting standards.  There is no history of CSR within the organisation, stakeholder map or links to external organisations. 

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective. 

The categories were split as follows:

	Community involvement 
	36%

	Positive products and services 
	35%

	Third world 
	14%

	Equal opportunities 
	12%

	Ozone-depleting chemicals 
	3%


Most of the available information is about ‘Community Involvement’, which is not surprising as this is the Community Investment Report.  The 2001 CSR report contained a great deal of detail on numerous categories, but although the 2003 annual report and 2003 community investment report were available, there was not an updated CSR report.  For this reason, it is really only community issues that have a presence.  This is not to say that Nike do not report on environmental or social issues, as there are pages covering this on the website, but as it has not published an available report for stakeholders this should be reflected in the findings of the study. 

Conclusion

Although the Nike CSR website has comprehensive information on a variety of categories, this is not reflected in the published report.  This is disappointing as the 2001 CSR report was 75 pages long and covered a number of categories.  By not continuing the CSR report in subsequent years this sends the message to stakeholders that the level of commitment is not high.  The ethical stance has been evaluated as ‘Responsive’.
Responsive companies accept that being ethical can pay off, however are still motivated by profit.  Nike has some CSR commitments but is not fully ethically engaged.

Shell

Summary of the organisation

The Royal Dutch/Shell group is best known for its oil and fuel.  However they also produce and market gas and power, and are also involved in the production of chemicals.  They have recently begun businesses in ‘new energy’ sectors, including sustainable energy sources, and operate in over 145 countries with more than 118,000 employees.  (http://www.shell.com/home/Framework?siteId=royal-en&FC2=/royal-en/html/iwgen/who_we_are/an_energy_company/zzz_lhn.html&FC3=/royal-en/html/iwgen/who_we_are/an_energy_company/an_energy_company.html 29/04/04)

Vision

Although a definitive vision statement could not be found, Shell has the following strategy statement:

‘Our aim is to be the world leader in energy and petrochemicals. We will grow the value of Shell by delivering robust profitability and leveraging our competitive edge.

 Profits are a vital part of our ability to contribute to society and meet the economic, environmental and social requirements of sustainable development.’

(http://www.shell.com/home/Framework?siteId=royal-en&FC2=/royal-en/html/iwgen/leftnavs/zzz_lhn5_0_0.html&FC3=/royal-en/html/iwgen/our_strategy/strategy_guide.html, 29/04/04)

The emphasis on triple bottom line reporting (economic, environmental and social) and sustainable development in the strategic statement means that Shell is sending the message to its stakeholders that it has a clear commitment to CSR.

Analysis of Website

This is the Homepage of Shell:
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Although there is not a menu structure as such, there is a link to ‘The Shell Report’ on the bottom right hand list, under ‘Features’.  This takes the user to ‘The Shell Report’ homepage.
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The Shell Report, and the links that it has, provide a variety of information on CSR.  There is a wealth of available information, articles and external links.  The amount of information is comprehensive, and surpasses what is available in written format. There are numerous links to external sources of information, and the website is huge in terms of the available information. This is the 6th annual Shell Report, showing that the corporation has a history of CSR 

Analysis of CSR Report

Shell does not have any CSR information in the 2002 annual report, although there is a mention in the Chairman’s letter and the body of the report.  The back page of the annual report details web addresses and phone numbers of where stakeholders can get a copy of the CSR report – which is called the Shell Report.  Being on the back page of the annual report means that this information has high visibility.  

The Shell Report is available in print in a brochure format and in a downloadable PDF format from the website.  There are two formats, the full and the summary report.  For this study, the summary report was analysed, as it was closer in length to the other corporations published CSR reports. 

The 2002 Shell Report is 25 pages long and follows the GRI reporting standards.  Feedback is available via an email address.  It does not contain a stakeholder map or a history of CSR within the organisation.  There are no links to external organisations within the Summary Report.

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective. 

The categories were split as follows:

	Environmental management 
	44%

	Positive products and services 
	19%

	Third world 
	9%

	Community involvement 
	6%

	Animal testing 
	4%

	Health and safety 
	4%

	Human rights 
	4%

	Equal opportunities 
	2%

	Stakeholder definitions
	2%

	Pollution convictions 
	1%

	Training 
	1%

	Children
	1%

	Environmental reporting 
	1%

	Environmental policy 
	1%

	Water pollution 
	1%


It can be seen that Shell have tried to incorporate a great deal of information on various categories.  See Appendix 4 for full details on the type of information offered in the categories.  

The top category was ‘Environmental Management’, perhaps not surprising as Shell is involved heavily in mining for fossil fuels. This accounted for 43% of total recorded CSR information.   Shell also has a number of environmental pressure groups campaigning against its mining interests.  The amount of environmental information may be to appease the environmentalists.  However Shell was ranked top of energy sector in the Dow Jones Sustainability Index 2002, and has provided numeric data on how it has reduced global warming potential and likelihood of oil spills.  

‘Positive Products and Services’ focused mainly on Shells new initiative; ‘The energy challenge - how Shell is going to deliver energy without high pollution levels’.  It particularly details the use of renewable energy sources. The challenge has three main parts; the first part is how Shell will provide electricity to people who don’t have it – ie, third world countries.  This will obviously increase their total market and therefore profits.  The remainder of the Energy Challenge is to meet growing demand for fossil fuels while reducing environmental impacts and to shift towards a low carbon energy system.  

The remaining listed categories have brief mentions, but no real detail (although detail is available in the full report or the website).  It is surprising that more emphasis is not given to ‘Health and Safety’, only 4% considering 51 people died working for Shell in 2002.  Plus knowing Shell’s poor pollution record, there is only 1% dedicated to pollution convictions.

Conclusion

The sheer amount of available information on the Shell Report website is to be commended, Shell has a clear commitment to CSR and this is proved not only by the production of the Shell Report, in full and summary formats, but also by the fact the report is now in its sixth year of production.  Although not every category has associated objectives, there are clearly laid out objectives for the top categories.  However, the corporation has a worrying Health and Safety record and a poor environmental record.  It could be seen that Shell is ticking all the boxes, but the question arises how can a corporation with such a poor record really have a firm commitment to CSR.  Shell has recently been in the headlines due to its recent over-evaluation of its oil and gas reserves, resulting in an over-confident share price.    This could give the impression that the whole Shell report is just a tool that creates good PR, and that Shells only real responsibility is its economic one – to make as much profit as possible.  However, the depth and scale of the available information means the ethical stance has been evaluated as ‘Ethically engaged’.  Ethically engaged companies actively want to ‘do the right thing’, they subscribe to the Freeman school of thought and take a broad view of CSR.

Tetra Pak

Summary of the organisation

Tetra is one of the world's largest suppliers of packaging systems for milk, fruit juices and drinks, and many other products. It also provides integrated processing, packaging, and distribution line and plant solutions for food manufacturing.( http://www.tetrapak.com/, 29/04/04) 

Vision

Tetra Pak’s vision is simply ‘We commit to making food safe and available, everywhere.’ This does not mention CSR, but it is mentioned in their mission statement as below:


’…..We believe in responsible industry leadership, creating profitable growth in harmony with environmental sustainability and good corporate citizenship’

(http://www.tetrapak.com/, 29/04/04)

This would indicate a commitment at the highest level to CSR.

Analysis of Website

Tetra Pak’s corporate home page is show below:
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There is no clear link to any CSR information. By clicking on ‘Tetra Pak for you’, a page opens with a left hand menu on which one of the options is ‘Environment’.  Clicking on this opens up the environmental page.  The environmental information is clear and there are links to external organisations and further reports in PDF formats.  However, there are no links to social or ethical information.  

Bottom of Form

Analysis of CSR Report

Tetra Pak do not incorporate any CSR information in their annual report, there are no details of the corporate environmental report nor instructions where to find it.  The report is available in print in a brochure format and in a downloadable PDF format from the website.  As there is no CSR information in the annual report, the environmental report was analysed.  

The 2002 environmental report is 24 pages long and follows the ISO14001 reporting standards.  Feedback is available via a freepost form attached to the report.  It does not contain a stakeholder map, a brief history of CSR within the organisation or links to external organisations.

Analysis of Categories

See following chart for word counts of categories.  The word counts have been separated into ‘category’ and ‘objective’.  Ideally, each category that is pertinent to the corporation should have an associated objective.  

The categories were split as follows:

	Environmental management 
	74%

	Community involvement 
	14%

	Tropical hardwood 
	7%

	Stakeholder definitions
	3%

	Ozone-depleting chemicals 
	2%


As the report is named the ‘Corporate Environmental Report’ it follows that the majority of information is about the environment.  There are clear, quantifiable objectives laid out for each category.  

Conclusion

It was to be expected that Tetra Pak would have more available CSR information, both on the website and in a published report, because of their commitment to corporate citizenship as stated in their mission statement.   However, although a commitment to environmental reporting is clear, the corporation should report on more categories to fully demonstrate that commitment.  The ethical stance has therefore been evaluated as ‘Responsive’.  Responsive companies accept that being ethical can pay off, however are still motivated by profit. 

Total Results

Categories

It can be seen from the results that different corporations in diverse industries have different reporting priorities, however there are a number of common themes.  The following table gives the number of corporations that have details on a category.

	Category
	No of corporations 

	Environmental management 
	9

	Community involvement 
	9

	Equal opportunities 
	7

	Health and safety 
	7

	Stakeholder definitions
	7

	Training 
	6

	Pollution convictions 
	5

	Ethics board
	5

	Trade unions and employee participation 
	5

	Environmental reporting 
	4

	Ozone-depleting chemicals 
	4

	Water pollution 
	4

	Environmental policy 
	3

	Genetic engineering 
	3

	Human rights 
	3

	Positive products and services 
	3

	Third world 
	3

	Animal welfare
	3

	Children
	3

	Tropical hardwood 
	2

	Disclosure 
	2

	Pesticides 
	1

	Alcohol 
	1

	Military production and sale 
	1

	Political donations 
	1


The categories in bold have been used by 50% or over of the sample corporations.  

Ethical Stance

The ethical stances of the corporations have been evaluated against the Reidenback and Robin (1994, see Thompson 2001) definitions. These definitions produce a spectrum of five ethical bands to which organisations can fit into:

· Amoral companies, seek to win at all costs. According to Carroll (2000) they would only seek to be economically responsible.

· Legalistic companies obey the law and no more.  They subscribe to the Friedman view of ethics, and according to Carroll, would just be aware of economic and legal responsibilities.

· Responsive companies accept that being ethical can pay off, however are still motivated by profit.

· Ethically engaged companies actively want to ‘do the right thing’, they subscribe to the Freeman school of thought and take a broad view of CSR.

· Ethical companies fully embrace the Carroll pyramid, and their corporate governance and ethical stance permeate the whole organisation.

The below chart illustrates the ethical stances: 

	
	Amoral
	Legalistic
	Responsive
	Ethically engaged
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Conclusion 2200

The aims of the study are to:

· To investigate the value and content of CSR communications.  

· To evaluate the corporate ethical stance in respect of the CSR communications.

· To provide recommendations for the improvement of CSR communications.

The value and content of CSR communications plus the evaluation of the ethical stance have been investigated within the Results chapter.  However, it is important to link the results together with the results of the literature review.

Although the ethical stance of the corporations have been analysed, it is difficult to know what the underlying moral creed is without interviewing the Directors in detail.  This may spring from a utilitarian perspective, meaning that there is an attempt to secure the most good for the most people (Kitson and Campbell, 1996).  This is close to the modern idea of a cost/benefit analysis (Crane and Matten, 2004).  In terms of the CSR report, it would mean that although there might be an associated cost, the total benefit in terms of the benefit to the recipients and the benefit to the corporation would outweigh the cost.  These could be the corporations classed as ‘Responsive’.

Alternatively, the ethical stance may be as a result of deontological or duty-based ethics as this takes into account rights, obligations, responsibility and justice (Kaptein and Wempe, 2002).  These could be the corporations classed as ‘Ethically engaged’ and ‘Ethical’.  

But there are also those corporations that adopt neo-classical theory and believe that the only social responsibilities to be adopted are to provide employment and pay taxes (Moir, 2001).   They believe businesses have an economic obligation to earn a profit for their investors (Ferrell and Fraedrich, 1997).  This ‘narrow view’ of CSR is strongly advocated by Friedman (1962, see Sternberg, 2000) who stated ‘The social responsibility of business is to increase its profits’.  Examples of corporations such as these are the ‘Legalistic’ corporations such as Corus and Monsanto. 

An opposing view to this narrow view is the broad view of CSR, mainly developed by Freeman in the 1980’s.  Friedman ignored that fact that a manager’s decision can affect many different groups, which in turn can influence the organisation (Lantos, 2001) to oppose this Freeman put forward the stakeholder theory of the firm. The central tenet of the stakeholder theory is that the corporation has a responsibility to a number of stakeholder groups – of which shareholders are only one.  7 out of the 10 corporations listed stakeholder definitions as part of their CSR reports; this would indicate that these 7 corporations have a broad view of CSR.  However only one corporation (Marks & Spencer) illustrated this with a stakeholder map showing the relative importance of different stakeholders. It is important for the corporations to analyse stakeholder groups in terms of importance, as the terminology can be ambiguous as to who has priority in a decision. (Vallance, 1995)

A variant of stakeholder theory is Legitimacy Theory (LT).  LT assumes an expressed or implied social contract between an organisation and society (Campbell et al, 2003).  The nature of a contact implies both parties have responsibilities.  As societies norms and values are ever changing, then legitimacy gaps may arise.  Organisations must manage these using disclosures (O’Donovan 2002), such as the Shell (2004) press release on the over-evaluation of its oil reserves.  This is one reason why LT is the most widely used theory to explain environmental and social disclosures (Campbell et al, 2003).  Shell incorporated a pop-up window when clicking on any link within the site to point the user at their press release about the over-evaluation.  Legitimacy theory is therefore a valid one, showing that disclosures will generally take place after an event that changes the ‘contract’ between the corporation and its stakeholders. 

Once the ethical stance of the corporation has been evaluated, they can be easily fitted into the Carroll (1979, see Carroll 2000) pyramid of corporate social responsibility.  

Corus is on the bottom level, focusing on its economic responsibilities after a huge operating loss in 2002.  It was one of the poorest performers on CSR information.  Both the website and the Environmental report were lacking in detail, and only 2 of the categories had any details.

Monsanto is on the next level of legal responsibilities.  Although it does have some CSR content on the website and a separate report.  The majority of the report was used as a vehicle to respond to stakeholders.  Although stakeholder dialogue is beneficial, this was at the expense of basic categories such as ‘environmental management’ and ‘health and safety’.  There was little information on the environmental issues that genetically modified seeds could cause, and no information on how this would affect the environment in the future.  As genetic modification is such a recent field, there are few laws or regulations to cover it.  Monsanto is therefore taking advantage of this.

The next level is the ethical dimension of CSR that refers to behaviours and activities that are expected or prohibited by society and stakeholders, even though they are not actualised in law (Ferrell and Fraedrich, 1997).   The corporations that fit into the ‘Responsive’ ethical stance can be located on this level.  This covers BAE Systems, BAT, McDonalds, Nike and Tetra-Pak.  

Finally, there are the purely voluntary obligations corporations assume (Wheelen and Hunger, 2000).  The difference between ethical and philanthropic responsibilities is that few people expect organisations to fulfil philanthropic responsibilities.  

Lantos (2001) further separated this section into altruistic or humanitarian CSR, which is defined as doing good for society regardless of its impact on the corporations bottom line; and philanthropic CSR also called strategic CSR, which is used as a marketing tool to enhance the corporations image.  Corporations that indulge in philanthropic CSR would be Diageo and Shell, and it could be argued that Marks & Spencer carries out altruistic CSR.  Although Lantos (2001) concluded that altruistic CSR lies outside of the corporation’s proper scope of activities.

It is difficult to examine whether CSR is linked to profits, as this is outside the scope of this study.  Zairi and Peters (2002) concluded ‘that social responsibility consciousness pays off in the long run and there is a direct link with bottom line results’, while Kilcullen and Kooistra (1999) stated categorically that markets recognise and account for tangible and intangible costs to the firms that exhibit socially irresponsible and unlawful behaviour. Another view that agrees that CSR is good for profits is that of Herman and Gioia (1998) who stressed that socially responsible companies are more successful than those who do not practice responsible business ethics.  As economic results were not a factor in this study this cannot be commented on, however it would provide a starting point for further research on this topic.  

It is important to take into account the wider environment that corporations operate in.  The recent uptake and interest in ethical funds mean that more and more corporations are subject to ethical categorisation. If the corporation can increase its score in this categorisation this may mean that it is eligible for entry into certain funds.  This increases the amount of possible investment and may have a direct result on share price.  It is possible that corporations can increase their ‘ethical score’ simply by following the recommendations.

 All of the corporations that were studied are multi-national.  The advent of globalisation for multi-national corporations means that implementation of CSR may be difficult because of differences in value systems across the world (Peppas, 2002)  Generally the corporations all had one corporate website which was studied, and the CSR report is also available as a corporate document.  However, it is undoubtedly targeted at the Western and developed world as can be seen by the value systems.   

The most popular (5 out of 10) standard for reporting is the GRI standard.  The Coalition of Environmentally Responsible Economies launched this in 1997 in partnership with the United Nations Environment.  Its mission was to create a common framework for the triple bottom line.  However, the guidelines can be vague. Nike whose CSR report was disappointing in that in contained no environmental data at all uses the GRI standards.  They should be used as a starting point rather than a definitive standard.  There are a number of available standards, and the differences in these standards mean that it is difficult to compare reports.

A number of corporations used the CSR report as a way of establishing dialogue with pressure groups.  The Internet has revolutionised the reach of consumer campaigns, linking pressure groups around the world (Frankental and House, 2000) They can be seen as representing the interests of individual stakeholders, or the interests of non-human stakeholders (Crane and Matten, 2004), and a general presumption has arisen that pressure groups are a major source of influence on companies disclosure practices (Tilt, 1994).  There is little evidence that pressure groups alone force organisations to change policy (Crane and Matten, 2004), however, it appears that corporations do take them seriously, as BAE Systems, Diageo and Monsanto have all used their reports to establish dialogue.

It is difficult to distinguish CSR between ‘good’ companies and ‘bad’ companies.  Corporations such as BAT, which supply tobacco products, and BAE Systems, which produce defence products, can be seen as ‘bad’ companies.  But they retaliate by saying they fulfil a need in the marketplace.  By engaging in CSR they are minimising their unethical footprint.  It could be argued that they are engaging in ‘strategic CSR’, and that any CSR carried out by these corporations is merely an exercise in PR.  However, some of the initiatives that the corporations are involved in are undoubtedly philanthropic (childrens education, inner city regeneration, community support), it could be argued that it does not matter what the ethics of the corporation are when they result in good works – this is defined as utilitarianism.  

Once corporations have engaged in CSR, it is important that they continue to engage.  Corporations that produce reports one year and not the next will not have a high level of stakeholder trust.  

Ideas for further research

There are limitations to this study in that not all the corporate documentation was studied.  Plus as seen in the Anderson model, CSR can be viewed as a process not a snapshot.  The processes involved in the corporations CSR policies could not be analysed using the methodology of content analysis.  In further studies it is suggested that interviews are also used to capture processes that cannot be seen using content analysis.  Content analysis is very time consuming, any further studies should focus on a smaller sample that is industry specific, and any results can be applied to the industry as a whole.  The selected corporations could be studied using the supplied methodology in subsequent years; this would indicate whether there is any movement of the corporation’s location in Carrol’s pyramid of CSR. 

Recommendations     

This report concludes with a number of recommendations that should be used by corporations and incorporated into any CSR report:

1. Corporations should publish an additional CSR report separate to the annual report; all 10 corporations studied had additional reports.

2. Corporations should have a link to CSR directly from the home corporate page, this indicates the relative importance of CSR.  There should be more information available on the website than the printed CSR report.

3. The vision/strategy statement should mention the commitment to CSR or use appropriate language, such as ‘sustainable’ or ‘corporate citizenship’.

4. There should be a mention of the additional report in the annual report, together with a website address and telephone number.  7 of the 10 corporations had this information.

5. The report should be available in print and downloaded format.  All the corporations had the report available to download, and in most cases the report was available in printed format.

6. Corporations should use a minimum of one standard for CSR reporting.  The preferred standard is GRI as it is used in 7 out of the 10 corporations studied.

7. There should be an opportunity for feedback on the CSR report.  7 out of 10 corporations had this facility.

8. There should be stakeholder definitions or a stakeholder map.  Although 7 out of 10 corporations had information on stakeholders, only one (Marks & Spencer) had a stakeholder map.

9. There should be links to external organisations so the user can research additional information.  This was disappointing with only 3 out of the 10 corporations listing external links.

10. Corporations should incorporate as many categories as possible in the report, however if a category does not apply to that corporation then it should not be mentioned.

11. As a minimum, the following categories should be incorporated into every report.  

· Environmental management 

· Community involvement 

· Equal opportunities 

· Health and safety 

· Stakeholder definitions

· Training 

· Pollution convictions 

· Ethics board

· Trade unions and employee participation

12. Each category should have an associated clear and quantifiable objective.

13. Once the CSR report has been written, it should be updated or re-written on an annual or biannual basis.

A final recommendation is targeted towards the government.  CSR will always be difficult to evaluate as long as the report is not required by law and standardised by regulation.  Legal responsibilities now mean that corporations have to provide economic data in a standardised way.  The use of standards means that different stakeholder groups can compare this data.  This is the ideal for CSR reporting.  Only when CSR reporting is required and standardised by law can corporation’s activities be truly transparent and comparable across the industry.
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	Amoral companies, seek to win at all costs. According to Carroll (2000) they would only seek to be economically responsible.
	

	Legalistic companies obey the law and no more.  They subscribe to the Friedman view of ethics, and according to Carroll, would just be aware of economic and legal responsibilities.
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