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Contrasting a Conceptual Model for Strategic
Corporate Social Responsibility
Implementation: a Spanish Case-Study
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Abstract This paper discusses the application of a global Corporate Social Re-
sponsibility policy to the Spanish subsidiary of a large automobile parts firm. By
focusing on the most relevant aspects of our self-developed conceptual model, this
study provides an insight and an evaluation of the main issues that were raised in
the process of implementing this policy. Results based on employees’ perceptions
have allowed the authors not only to improve the reference framework but also to
re-design other related, but broader research.
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1.1 Introduction

The development and implementation of Strategic Corporate Social Responsibility
(SCSR) policies in companies still presents certain problems that require further
investigation. A literature review revealed that there is a lack of practical ap-
proaches regarding the areas such as the main SCSR drivers, the key SCSR suc-
cess factors and the interpretation of SCSR returns.

Therefore, we have developed an explorative case-study methodology that
helps not only to better identify and understand these issues but also to assess
some of the relevant academic aspects that have been highlighted.

The theoretical reference framework is described in the next section. Section
1.3 presents the research design. Results and discussions are explained in Section
1.4. Finally, conclusions and further steps are included in Section 1.5
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1.2 Conceptual Model

We propose a model based on a previous study of this subject (Moreno et al.;
2010). Five key elements are identified regarding SCSR implementation: depar-
ture and arrival points, route, and the social and environmental impact. The route
element is subdivided into the following three factors: stakeholders, organisa-
tional culture and relevant issues.

The reference model is intrinsically dynamic. The key elements interact be-
tween themselves and consequently, the departure point (the basic CSR policy) is
reformulated from time to time, depending on the case.

In regard with the methodology, a comprehensive literature review has been
carried out in two directions: one-by-one analysis of the reference framework’s
key elements and analysis of other indirect factors that we consider to be relevant
in the revision process.

As a result, the new model to be contrasted is represented in Fig.1. The origi-
nal elements are now split in a specific group of essential factors that have been
incorporated in order to better conform to the multiple strategic approaches of
CSR. Main aspects are described below:
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Fig. 1.1 SCSR Implementation Conceptual Model. Source: Own Elaboration

Departure Point: Basic CSR Definition

The construct CSR’s literature review has allowed the authors to understand how
CSR appears and how it has developed in the past seventy years. The review has
also allowed for the identification of future areas for investigation. CSR continues
to be the main pillar that supports other theories with its main principle remaining
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constant: all the society expects from business community (Bowen, 1953; Davis,
1960; Johnson, 1971; Carroll 1999)

Two concepts have been considered particularly relevant in relation to SCSR:
the construct Corporate Social Performance (CSP), (Sethi, 1975) and the three
main approaches that characterise the company’s position concerning the expected
returns from CSR: social obligation, social responsiveness and social responsibil-
ity (Carroll, 1979).

Organizational Culture

The organisational culture is a particularly important element in every company. It
concerns individual employees, employees on a group level and their collective
psychological aspects. Therefore, the Human Resources departments and top
managers are essential in the implementation of SCSR policies within companies
(Moreno et al., 2010).

Nowadays, a significant gap exists between how CSR is implemented and how
effective the strategic management of the company’s talent is (Kotler and Lee,
2004) and the challenges that must be overcome in order to use CSR as an internal
motivational tool. RSC must be built using a “bottom up” approach within the
companies (Bhattacharya et al., 2008). In fact, genuine SCSR is not any different
from day-to-day business (Porter and Kramer, 2006).

Relationship with Stakeholders

Stakeholder theories and common definitions were developed in the 1980s (Free-
man, 1984). Today there is a classification between fraditional and non-traditional
groups that have a relationship with companies. This is a key aspect in the strate-
gic plans (Starik et al., 1996).

Freeman et al. (2006) formulated a new Company Stakeholder Responsibility
Theory (CSR), in which they point out the importance and requirement of consid-
ering business together with ethics and society.

Drucker (1985) remarked how innovation has to be managed within a particular
company context. With SCSR and stakeholders, relationships are understood not
only as a source of innovation but a legitimate space of influence and participation
in the corporative governance (Bendell, 2000; Prahalad and Hammond, 2002; Por-
ter and Kramer, 2006; Rodriguez Fernandez, 2007; Bhattacharya et al. 2008).

According to this new innovative paradigm of shared-value (Porter and
Kramer, 20006), it is essential to know who the stakeholder groups are, their rela-
tive importance to the company, how they contribute to innovation, how much
value they obtain and how they represent society in general (Moreno et al., 2010).
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Selection of Relevant Issues

This area’s primary concepts include the shared-value principle as a new way to
understand the interdependence between business and society, the permanent
analysis process which is required in the company value chain to identify the rele-
vant issues and the related SCSR opportunities, and the creation of a social agenda
as a classification tool (Porter and Kramer, 2006).

The Bottom-of-the-Pyramid Markets (Prahalad and Hammond, 2002) are in-
cluded by the authors in this model as they consider it to be an important field
(4bn people) in which companies can develop SCSR policies and specific relevant
(and profitable) issues.

Arrival Point: Strategic CSR

CSR policies must be supported by a social agenda that includes issues belonging
to responsive and strategic categories. Responsive CSR (RCSR), comprises as well
two elements: acting as a good corporate citizen and mitigating existing or antici-
pated adverse effects from business activities. Strategic CSR goes beyond good
practices. It has to be based on a small number of initiatives whose social and
business benefits are large and distinctive (Porter and Kramer, 2006).

CSR initiatives should be analysed considering the particular company’s cul-
ture and the specific strategic opportunities (Heslin y Ochoa, 2008). For this pur-
pose and bearing in mind the complexity of managing SCSR initiatives, the au-
thors have proposed 7 related principles and 5 key drivers.

The principles consider how to cultivate the required talent, develop new mar-
kets, protect labour welfare, reduce the environmental footprint, profit from by-
products, involve customers and make the supply chain more environmentally
friendly. The drivers include the need for growth in market share, organisational
learning, committed and engaged employees, supportive external stakeholders,
and positive investor relations.

The way SCSR is implemented differs from European to American firms (more
explicit in American firms) (Maignan and Ralston, 2002). For this research, it is
particularly interesting to compare the articulation of the real-case CSR policy
with the global institutional framework and the cultural context of the Japanese
companies (Fukukawa and Moon, 2004).

1.3 Research Design

An external assessment of company CSR revealed that, in theory, this is well
structured and developed according to the conceptual model’s key factors. More
than 160 worldwide initiatives are being carried out around two well-defined axes:
society safety when driving and the launching of innovative products coming from
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the ever-higher standards related to the sustainable manufacturing and environ-
ment. Commitments to consumers, investors, foundations, suppliers and society
are clearly stated as well as are the laws and regulations in the countries where the
company operates (including Spain).

However, the research was aimed at contrasting the authors’ external vision
with employees’ internal perceptions.

A questionnaire comprised of 16 questions directly related to the conceptual
model was designed by the authors and validated by academic experts (Table 1.1).
All the issues originated from the reference articles that were used to elaborate the
model.

Table 1.1 SCSR Questionnaire. Source: Own Elaboration

Element N° Topic to Evaluate

Responsive Q1 Company efforts to reduce the environmental impacts of the usual operations.

CSR Q11 Corporate philanthropic activities.

Stakeholders Q3 Information to tyre dealers concerning environmental commitments.

Q4 Consumers’ involvement concerning environmental commitments.

Relevant Q2 Company efforts to develop innovative products to protect the environment.
Issues Q7 Appropriateness of tyre-safety as a main relevant issue.
Q12 Company SCSR initiatives at the bottom-of-the-pyramid markets.

Strategic Q5 Society benefits from the Think Before You Drive (TBYD) campaign
CSR Q6 Long term Company benefits from the campaign (TBYD).
Q8 Competitive advantage from competitors of the tyre-safety issue.

Q16 SCSR as a new global model for corporate governance.

Internal Q9 The company acts internally with the employees as stated in the CSR policy.
CSR Q10 Receive periodical information concerning company’s CSR initiatives.
Q13 Managers regularly take personal opinions concerning CSR into account.
Q14 The Company satisfies personal needs.

Q15 Feeling of involvement in the Company.

Evaluation scale varied from 0 (minimum) to 10 (maximum) in order to iden-
tify variability and significant differences amongst the answers (a=0.05). Homo-
scedasticity and normality hypotheses were verified. A sample of 22 employees
was used, corresponding to two categories: infermediate and manager position, all
from the company’s sales department. There were no difficulties when the topics
to be evaluated were individually explained to the respondents.
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1.4 Results and Discussion

The evaluation’s statistical analysis is shown in the Table 1.2, including the p-
value related to the comparison between the intermediate and manager levels:

Table 1.2 Statistical Analysis. Source: Own Elaboration.

Element N° Median Mean St. Deviation p-value
Responsive Ql 6 5.95 2.439 0.1946
CSR Q11 8 7.31 2.032 0.1975
Stakeholders Q3 4 422 2.266 0.1899
Q4 4 427 1.956 0.0559
Relevant Q2 7 6.86 2.396 0.3567
Issues Q7 9 8.40 1.918 0.7738
Q12 5 4.63 2.279 0.0002
Strategic Q5 7.5 6.81 2.575 0.1501
CSR Q6 8.5 7.36 2.628 0.2100
Q8 8 7.45 3.497 0.0650
Ql6 9 8.50 1.566 0.1308
Internal Q9 45 5.00 2.563 0.4109
CSR Q10 5 4.90 2.598 0.1024
Q13 35 3.72 2.433 0.0125
Q14 6 5.40 2.462 0.9569
Q15 7.5 6.86 2.356 0.8276

Questions Q16 and Q7 were the best ranked (median =9). However, Q3, Q4,
Q12 and Q13 were valued behind 5 points (symbolic limit of success or approval).

As the table above shows, Q12 and Q13 present p-values lower than the sig-
nificant level 0=0.05 for these two factors: intermediate and managers. Therefore,
the mean for both questions are significantly different (6.55 and 3.30, 5.22 and
2.69 respectively).

On first reflection, the variation between the results is significant (3.62 to 8.50),
which can be interpreted in the sense that employees’ perception differs very
much for each topic. Therefore, the selection of the main relevant issue and the
strategic vision for achieving long terms benefits from CSR are the strongest
points for the company’s CSR, while the internal CSR and relations with stake-
holders’ elements can be considered as elements that clearly need improving.

Secondly, the consideration of the opinions concerning CSR results (Q13)
clearly represents different perceptions according to employee group: intermediate
workers don’t feel that they are treated in the same manner as managers concern-
ing CSR matters. According to the results, the upward CSR (one of the key factors
of the SCSR conceptual model) is not properly managed by the company.
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Thirdly, we highlight the employees’ positive opinion (mean 8.50) concerning
CSR as a new powerful model for corporate governance in the near future. This is
particularly relevant in this case due to the discrepancy perceived with other im-
portant aspects of the model (e.g. Internal CSR).

Finally, it is also remarkable on the positive side, the vision about the strategic
approach and potential returns that CSR could represent in a medium-long term.

1.5 Conclusions and Further Research

Once most of the most notable global corporations have adopted CSR pro-
grammes, policies and initiatives inside their strategic plans, the attention is fo-
cused now on issues such as how CSR is being articulated internally or what kind
of returns can be expect from its application.

In this context, our conceptual model intends to comprise and relate all the
relevant aspects that a genuine SCSR policy must take into account in the defini-
tion, development and re-formulation processes, with the objective to position a
company in an advanced, competitive edge with respect to their competitors.

A well-structured CSR policy of a traditional Japanese firm has represented the
first attempt to contrast locally (in Spain) the main factors of the model. Under a
different, internal perspective of the company’s employees, the results have pro-
vided the investigators with high-value qualitative information to take into account
in further research.

The main conclusion of the study lies in the complexity that the articulation of
SCSR implies in all aspects of day-by-day business. Our case-study shows that,
even though one of the most important SCSR pillar (relevant issues) is clearly
fixed and strategically well established, the stakeholder approach and the organ-
izational cultural aspects seems do not be properly aligned with model SCSR vi-
sion.

Further investigations will be designed to analyse in-depth how decisive the or-
ganizational CSR internal aspects are for company’s success as well as the differ-
ent ways of value creation from SCSR policies.
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